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Abstract. The purpose of the article is to answer a research question related to the extent of the impact of 

digitalization on a business model (BM) of a focal company. An original primary, qualitative research has 

been conducted. It draws on multiple, in-depth case studies on a globally active B2B incumbent manufac-

turing companies that recently implemented a digital platform-based customer relationship management 

system. The data were gathered through participative observation and semi-structured interviews with sys-

tem users and project leaders. The contribution of the research is in linking the business model dynamic 

change with a customer relationship management system (CRMS). It identifies the element HOW – value 

creation – as the mainly affected element of BM of the focal company. 
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1. Introduction 

Digitization transforms the companies and the 

ways they do the business (Witschel et al., 

2019). The 21st century can be called a digital 

era. A trend that started rather slowly in the sec-

ond half of the 20th century has gained momen-

tum in the 21st century with never seen before 

the speed of changes. Companies not only trans-

fer analog data to digital (digitization), which is 

being currently seen as an imperative (Witschel 

et al., 2019). In the second step, companies start 

to use digital data for business decisions (digital-

ization). Digitalization became event an enabler 

of new BMs (Förster et al., 2019). Finally, digi-

tal transformation restructures industries, thus 

introducing new ways of bringing products and 

services to the consumers (Rachlinger et al., 

2019). The perceived or latent consumer needs 

are satisfied in new ways; a new customer expe-

rience leads to new sources of revenue. Im-

proved relationships with customers, employee 

satisfaction, optimized resource utilization help 

companies achieve success (Rachlinger et al., 

2019). Large, incumbent companies, in order to 

cope with the challenges, seek ways how to 

adapt their BMs to the new reality. One of the 

ways is to digitalize their processes, both for in-

ternal and external uses through the implementa-

tion of customer relationship management sys-

tem (CRMS), employing digitized data (Gil-

Gomez et al., 2020). While the CRMS on a digi-

tal the platform is by far not a new tool as such, 

its impact on the BM of both the focal company 

and BM of its customers does not seem to be 

well researched (ibid.). 

Among scholarly literature, there is a per-

ceived gap “…in the knowledge of how incum-

bents can systematically and successfully engage 

in business model change” (Witschel et al., 2019, 

p. 1027). Amining for closing this gap, the below 

introduced research focused on the understanding 

of how and to what extent the digitalization em-

bodied in CRMS affects the extant BM of B2B 

incumbent manufacturing companies. The BM 

change can be of a different scope and intensity. 

The initial assumption was that the CRMS would 

cause an incremental, dynamic adaptation of indi-

vidual BM’s elements, rather than a more radical 

change of the elements and the whole BM. 

2. Methods 

The identified research gap led to the research 

question: How does digitalization impact the BM 

of the focal company and eventually, the BMs of its 

customers? 

For answering the research question, a de-

scriptive-exploratory approach has been chosen 

and an in-depth case study has been conducted. 
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A similar approach has been applied by e.g., 

Rachinger et al. (2019). A case study approach is 

suitable for studying a contemporary phenomenon 

in a natural environment (Yin, 2018).  

A globally acting European manufacturing 

company, active in the field of biomaterials (Com-

pany A) has been identified as a suitable research 

object. The company introduced recently a Cus-

tomer Relationship Management System (CRMS) 

on a digital, cloud platform. Given the long tradi-

tion of the company, its global outreach, number of 

internal and external employees, as well as the 

number of customers, it can be considered an “un-

usual” case that the company did not have yet a 

software-based CRMS. In parallel, the company 

can be considered a “usual” in terms of its size, the 

role in the industry and the business activities it 

conducts. This combined with longitudinal access 

to the object not only justifies but even encourages 

the selection of the company (Yin, 2018). 

The main research method applied in the case 

of A was a participative observation. Various in-

ternal project-related documents like user manuals, 

presentations, instructions have been analyzed. The 

triangulation of findings was reached through a 

combination of both semi-structured and non-

structured interviews with CRMS implementation 

project team, CRMS key users as well as with reg-

ular users of CRMS.   

Aiming for increasing the validity and gener-

alizability of the findings, a second case study on 

another European, a globally active manufacturing 

company, active in the field of polymers (Compa-

ny B), has been conducted. The approach to 

CRMS, the expectations of both companies, the 

efforts needed for implementation have been com-

pared. 

In the case of B, a semi-structured interview 

with a project head and a member of a project im-

plementation team, being in parallel, also a key 

user of the CRMS tool, has been performed. 

While the company A had no previous struc-

tured experience with CRMS, company B had. B 

has decided to replace its previous CRMS with a 

new one. This provided for a possibility to com-

pare the approach of both, otherwise similar, com-

panies. 

Both companies have been chosen purposive-

ly for numerous further reasons. Mainly, the re-

search team could get a deeper insight that would 

not be otherwise accessible to other research 

teams. It is an established practice that the compa-

nies do not like to communicate about their partic-

ular CRMS as both cases confirmed. Exceptional-

ly, good access to both companies has been grant-

ed to the research team.  

Both companies are globally active, having a 

comparable size (nine-digit EUR annual turnover, 

several thousands of employees in total), being 

B2B, incumbent manufacturing companies. Both 

companies are from German-speaking area. This 

gives an extra interesting insight into the imple-

mentation of the comparable digital tool within a 

similar cultural and language environment. Both A 

and B implemented the CRMS nearly in parallel in 

terms of time.  

The key difference between A and B was the 

full novelty of the CRMS for A vs. previous expe-

rience with CRMS in case of B. Further, while A 

implemented the CRMS group-wide, in case of B, 

the CRMS was implemented only in one operating 

company. This is another key difference between 

both cases. 

In both cases of A and B, the performed semi-

structured interviews were recorded and tran-

scribed. The non-structured interviews were tran-

scribed only. 

The two of the interviewed responders (one 

from each company) have a deep previous 

knowledge of CRMS and experience with its im-

plementation in other companies. Thus, they have 

brought additional insight, enabling indirect, alt-

hough non-structured comparison of the impact of 

CRMS on the BM of the focal companies and the 

BM of the customers of the focal companies.  

The construct and the validity of the findings 

were reached through two key informants‘ review 

of the case study protocol. 

For confidentiality reasons, the company 

names and the names of the respondents have been 

anonymized. 

3. Literature review 

3.1. Business model 

In the conducted research, the BM is understood as 

a core logic of the company, an abstraction of how 

the company does the business (Osterwalder & 

Pigneur, 2010). BM comprises of key building el-

ements: WHO is the customer, WHAT is the value 

proposition, HOW is the value created and deliv-

ered and WHY being the value capture, the logic 

why the BM makes money, what is the profit 

mechanism, what is the costs structure, revenue 

streams (Gassmann et al., 2014; Osterwalder & 

Pigneur, 2010; Teece, 2010). Similarly, Demil and 

Lecocq (2010) see BM consisting of resources and 

competences, organizational structure (including 
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activity value chain and value network) as well as 

a value proposition. 

Spieth and Schneider (2016) see the BM as a 

means to develop and commercialize opportunities. 

CRMS can play an essential role in capturing op-

portunities. 

3.2. Business model dynamics 

A static view of a BM is not sufficient for captur-

ing the dynamic nature of both the company eco-

system and the focal organization in reaction to a 

changing environment. Gassmann et al. (2014) 

emphasize the dynamics among and inside the sin-

gle elements of the BM in reaction to impulses 

coming both from inside and from the outside of 

the company. As an outcome, the content and the 

relative importance of the elements get modified, 

changed to a smaller or larger extent. The dynam-

ics of the BM’s elements means a certain degree of 

extant BM’s adaptation, depending on the intensity 

of the impulses. Schaffer et al. (2019, p. 8) define 

the dynamic BM as “..a complex system of interre-

lated subcomponents of the value creation, deliv-

ery, and capture mechanisms, which is interacting 

with heterogeneous internal and external influ-

ences leading to the evolution of its components 

and the system itself”. 

In an incremental form, the BM adapts mod-

erately. In a more radical form, the dynamics can 

lead to a transformative innovation of BM. Wirtz 

(2016) identifies five levels of the BM transfor-

mation, which can also be understood as an adapta-

tion, change, or modification of BM (terms being 

often used interchangeably). In a simple form, it 

can be of an adaptive, incremental nature – stabili-

zation or evolutionary-adaptive, incrementally-

radical adaptation in the form of extension or mi-

gration, and finally radically-innovative, thus dis-

ruptive to structures and industries. Particularly 

stabilization of BM, being a very weak adaptation 

of BM, is typical for industries with low intensity 

of competition, low environmental changes, and 

the presence of players with similar market power 

(Wirtz, 2016).  

Demil and Lecocq (2010) consider BM dy-

namics a critical ability for the long-term sustaina-

bility of the company. Gil-Gomez et al. (2020) 

emphasize the link between the sustainability of a 

company’s BM supported by CRMS. It is consid-

ered a matter of survival that BMs adapt swiftly in 

reaction to the changing environment (Cosenz & 

Noto, 2018). Simberová et al. (2018) recognize the 

BM dynamic as a critical aspect for value maximi-

zation for numerous external and internal stake-

holders.  

3.3. Digitization – digitalization – digital  

transformation 

Several articles have been written about the dif-

ferences among these three terms, yet they are 

still used almost interchangeably in the literature 

(Mergel et al., 2019), especially the first two – 

digitization and digitalization (Savić, 2019). 

Digital transformation represents a newer term 

and is usually easily understood, even though it 

still causes semantic confusion. Digital trans-

formation tries to shield both digitization and 

digitalization as its constituting components and 

seeing them as necessary steps in the big picture 

on the organization’s path towards digital trans-

formation (Savić, 2019). Digitization focuses on 

data conversion (Negroponte, 1995; Loebbecke 

& Picot, 2015; Savić, 2019), the straightforward 

process of converting analog information to digi-

tal (Brennen & Kreiss, 2014 Gobble, 2018). Dig-

italization is more about information processing, 

using digital technology and digitized infor-

mation to create value in a new way (Gobble, 

2018; Brennen & Kreiss, 2014. Digital transfor-

mation builds on these two and focuses on the 

knowledge leveraging (Savić, 2019).  

Even though there are several differences, 

terms like digitization, digitalization, or digital 

transformation are still used interchangeably in the 

literature (Mergel et al., 2019). In this the article, 

the digitalization and digital transformation is per-

ceived in connection with the acceptance of tech-

nologies that result in increased productivity, value 

creation, and social prosperity, CRMS being one of 

them. Companies are slowly turning to holistic 

BMs, a complete redesign of their products and 

services while at the same time creating long-term 

relationships with their suppliers and customers 

(Duarte, 2015; Ebert &  Duarte, 2016). Furtherly, 

digital transformation represents a continuous 

change process that is technology-driven. Such a 

process influences both companies and the entire 

society. In other words, there is no digitalization 

and digital transformation without software (Ebert 

& Duarte, 2018). Companies react to these changes 

and gradually implement principles of digitaliza-

tion into the key elements of their BMs. 

3.4. Customer relationship management system 

(CRMS) 

Due to the rapid evolvement of CRMS technolo-

gies, businesses can furtherly deepen and nour-

ish relationships with their customers (Trepper, 

2000). According to Kotler and Keller (2006), 

CRMS is defined as a process of managing de-
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tailed information about each customer individu-

ally and then carefully managing all the custom-

er trigger points. This process aims to maximize 

customer loyalty. CRMS effectively collects, 

translates, and analyses information about the 

customer. Information is then used for decision-

making purposes (Rajput et al., 2018; Ernst 

et al., 2011). CRMS represents the approach for 

gathering, examining, understanding and trans-

lating information that is connected to customers 

and furtherly transform this information into 

managerial action (Rajput et al., 2018). By ac-

quiring information about customers, companies 

can design their products according to customer 

needs (Reinartz et al., 2004). CRMS brings to-

gether technology, people, and firm capabilities 

while ensuring the connectivity between them 

(Jain et al., 2014). Nowadays, CRMS represents 

strategy and technology that has become a vital 

element in the modern economy (Nikolić et al., 

2014). 

CRMS is a tool that is designed to capture 

communication and processes with external sub-

jects, namely with potential or with existing cus-

tomers. CRMS recognizes three categories: A lead, 

a prospect, and a customer. A lead is an unspeci-

fied contact who has not yet qualified as a potential 

customer. A prospect is a potential customer who 

meets certain criteria to become a real customer 

(Lilyquist, 2019). But, the prospect does not yet 

buy. Finally, the customer already has an active 

business relationship with the focal company. 

4. Digitalization at A through CRMS 

A is a Europe based manufacturing company, 

active in biomaterials. It employs a few thousand 

employees and reaches high, nine-digit millions 

of EUR annual revenues. It was established more 

than 100 years ago and was growing steadily 

since then.  

The fast growth of the company has exposed 

the company, its executives, managers, and em-

ployees numerous management related challenges. 

The transition from originally local, later regional, 

to current global company has brought both lots of 

opportunities and challenges at the same time. It 

was a mix of different cultures that had to be man-

aged. It was a mix of different management and 

leadership styles established in the acquired com-

panies. It was a different quality of available in-

formation received both from the operations and 

from the market. Especially since every single ac-

quired new operating company (OPCOs) was run-

ning its own enterprise resource planning (ERP) 

systems, with numerous local supporting applica-

tions. Typically, these were incompatible with the 

established systems running in A.  

With time, managing the entire group without 

the support of comparable performance data, avail-

able within a reasonable time in the needed quality, 

became a difficult task that consumed a lot of re-

sources, esp. human, time and financial. As the 

company has grown further, it became more and 

more difficult to properly coordinate the market, 

customer, and product development related activi-

ties across and between the OPCOs, BFs, as well 

as external offices. Frequently, it happened that 

one OPCO was contacted by an existing or poten-

tial customer of another OPCO, without both OP-

COs finding that properly out and acting in a har-

monized way. Similarly, if a customer of one BF 

was interested in products from the other BF, A 

had difficulties to handle that in terms of proper 

information flow. Accordingly, it happened again 

and again that two OPCOs worked independently 

on the same customer projects, did quote different 

business terms and conditions like prices, delivery 

terms, payment terms, and similar to the same cus-

tomer. A certain customer’s dissatisfaction was 

pre-programmed. Or, on the contrary, the customer 

might have benefited out of it by picking the 

cheaper from the both, otherwise comparable, of-

fered options. Naturally, the management of A, 

whenever finding out about it, was not very 

amused. 

Inside the OPCOs and BFs, it was also rather 

challenging to keep proper records on the evolu-

tion of the business relationships with the existing 

customers and business potential coming from var-

ious new prospects. If particularly thanks to the 

ERP system in place, key customer-related infor-

mation like master data, orders, and shipment sta-

tistics were available, anything that was around – 

predeceasing to the order or as a follow-up, was 

much more fragmented and not so well recorded, 

documented and traceable. The majority of the data 

was available in a fragmented way in single em-

ployees’ computers in the form of emails, MS 

Word, MS Excel, MS PowerPoint documents, eve-

ry now and then shared in an unstructured manner 

with the rest of the team. This turned to be an issue 

not only for daily regular business but particularly 

when employees were out of the office, when com-

ing and leaving the company or when a compre-

hensive business status information was needed for 

various reasons.  

Accordingly, the board has decided to intro-

duce a proper, cloud-based customer relationship 

management system (CRMS). 
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The decision about the specific software the 

platform has been taken after evaluation, together 

with the core project team and with future CRMS 

key users, numerous on the market available op-

tions. A has decided for renting rather than buying 

the software. The core implementation team started 

to work, together with the key users, on matching 

the design of the solution of A’s specific needs, 

considering both the A as a group, as well as indi-

vidual specifics of single BFs. These individual 

specifics turned out to be to a surprising extent dis-

tinct. The harmonization of expectations was done 

with the core key user working group, which in-

cluded people from all OPCOs and BFs. Coordina-

tion with presidents of BFs was essential for ac-

ceptance of the CRMS on all management levels. 

The main task of the key users was to co-

design the CRMS, learn it to a max. possible extent 

and later train the local users in the single BFs. 

Presumably, approx. 5% of the total, A staff was 

future direct local users of the CRMS tool. All key 

users involved in the implementation phase (total 

of 20 people) participated in the project alongside 

their daily tasks. The implementation costs and 

efforts included mainly the working time of all in-

volved persons, both external and internal. The 

core team met at least five or six times for periods 

of 1–3 days, to both fine-tune and learn to work 

with the system. The project manager and the core 

implementation team (three persons) spent 50–

60% of their entire working time with the project. 

Since the core project team gathered regularly 

physically, those were also traveling costs, and of 

course, the external cost for the consultancy com-

pany. Finally, it took more than two years from the 

initiation of the idea until the go-live of the CRMS. 

Impacted areas of A were company services 

and departments that are typically in direct touch 

with the customers. These areas were the main us-

ers and, at the same time, the main beneficiaries of 

the CRMS. The key users from these departments 

co-created the CRMS, which certainly improved 

the internal acceptance of the system. It was obvi-

ous that there will be not only benefits but also 

some burdens in the form of extra initial efforts of 

the users, esp. in the transition stage, but possibly 

also afterward. In the form of data transfer before 

and after the implementation (contacts, essential 

documents like price lists), as well as in for of 

keeping proper records in needed quality inside the 

CRMS when using it daily. 

5. Digitalization at B through CRMS 

B is a Europe based, B2B incumbent manufac-

turing company, active in the field of processing 

of polymers used in the construction industry. It 

has over 80 years of tradition. Its annual turno-

ver is approx. a middle nine-digit mill EUR with 

a few thousands of employees. It comprises of 

two dozen of OPCOs, based both in Europa and 

overseas. The company is to a large extent, ver-

tically integrated. Some OPCOs sell up to 50% 

of their output internally to their sister compa-

nies, who process the product and sell polymer-

based solutions further. The OPCOs is in fact to 

a large extent independent companies, under an 

umbrella of a larger group. The group shows a 

high degree of decentralized organization. 

One of the OPCO, being in turnover approx. 

20% and in terms of employees approx. 10% of the 

total group, selling approx. 50% of its output to 

external customers, have used CRMS in the past. 

Around 2017, alongside with an upgrade of its 

ERP system, it has decided to upgrade its CRMS 

system, too. The main driving force behind the 

decision was the management of the OPCO who 

intended to enhance the quality of customer com-

munication and its internal transparency. In paral-

lel, also numerous existing CRMS users in the 

OPC have recognized and indicated a need for a 

change. The previous system did not correspond to 

the requirements of a modern CRMS tool, particu-

larly in terms of its interlinkage with the ERP sys-

tem (management of the master data, availability 

of sales statistics and similar). The upgrade was 

planned only for the particular OPCO, not for the 

entire group. The aim was to improve user experi-

ence and to reach a better link between ERP and 

CRMS in terms of the transfer of various customer 

and order relevant data between both through im-

proved automation of the transfer. 

A CRMS key project team consisting of five 

internal members and one external consultancy 

company was established back in 2017. A CRMS 

was intended for a total of 30 internal users, all 

from both front and back office (sales managers, 

customer service team). 

It took nearly two years, approx. 1600 hours 

spent on implementation, out of it 25% spent by 

the project leader. B has spent approx. EUR 

250.000 for obtaining the base module software, 

including external implementation costs. Internal 

implementation efforts were measured mainly 

through the working hours spent. All members of 

the implementation team participated in the project 

alongside their other daily tasks. 
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B has decided to go-live in a step-by-step ap-

proach, installing the base module first while wait-

ing with the installation of additional supporting 

modules (e.g., a module allowing working off-line 

or a module allowing higher automatization of the 

external communication with multiple customers). 

B is now running the new CRMS for several 

months, and the internal feedback is positive. 

6. Results and discussion 

An in-depth case study was conducted on A. The 

simplified case study of B was conducted mainly 

for comparison purposes, aiming for capturing the 

commonalities and the differences in both cases. 

Therefore, the below description of BM and its 

dynamic adaptation focuses in detail primarily 

on A.  

The original A’s BM before the CRM imple-

mentation: 

− BM Element WHO (customer): B2B cus-

tomers worldwide, typically medium to 

large B2B companies, acting either local-

ly, regionally or globally. 

− BM Element WHAT (value proposition): 

Biobased products serving typically as an 

intermediate product for further pro-

cessing and manufacturing of consumer 

goods. Tailor-made, quality products, 

with a focus on service, timely shipments, 

good availability. A’s philosophy is a sta-

ble business, good predictability, depend-

ability, mid- to long term strategic coop-

eration with the key customers. A sees it 

valuable to have good proximity to its 

customers. 

− BM Element HOW (value creation and 

delivery): The customers are in direct 

touch with single business areas or OP-

COs of A. The bigger customers have a 

dedicated account manager, who executes 

a coordinating function, however, it does 

not serve as a single point of contact.  

− The communication ways between A are 

rather short, flexible, thus contributing to 

faster reactions, better understanding, and 

swift problem-solving. 

− BM Element WHY (value capture): The 

customers pay for ownership of the prod-

uct. The product costs are kept competi-

tive mainly thanks to efficient production 

and maximization of time utilization of 

manufacturing equipment, optimisation of 

the energy and raw materials usage, all in 

all through well-balanced costs structure. 

A significant portion of the items is on the 

same initial product platform, while tai-

lored to customer’s specific needs short 

before completion to the customers’ exact 

specifications. Larger lots of the same 

product can be run, thus reducing the 

amount of time and material losses perti-

nent to the product change on the manu-

facturing machines. It allows for higher 

supply flexibility and better product avail-

ability. The finished goods stocks can be 

kept lower, thus having a positive impact 

on the net-working capital and A’s better 

economic performance. 

The CRMS was not implemented with an ex-

plicit, expressed aim of adapting the extant BM of 

A, at least not towards the external world. It was 

seen more as an opportunity for internal process 

improvement. Terms like lack of information, in-

dividualism, multiple tools, and difficult follow-up 

were mentioned in the context of the present situa-

tion, indicating a process and performance im-

provement need.  

However, soon it became obvious that the 

single elements of the extant BM were somewhat 

affected by the implementation of CRMS. A’s 

managers admit that the assessment of the exact 

impact of CRMS on the company and its BM is 

based more on soft facts, guesses and gut feelings, 

rather than on hard metrics. Not all CRMS pro-

cesses running can be properly and reliably meas-

ured or compared quantitatively with the previous 

processes. The tracking of both the historical and 

the current data (e.g., time spent) is missing.  

A’s BM after the CRMS implementation: 

− BM Element WHO (customer): A feels to 

be able to capture better its potential cus-

tomers, so-called prospects. These are  

companies, which are not yet actively 

buying; however, they have expressed an 

interest in future cooperation. Yet, they 

are not part of the ERP system. Likely, 

some of the prospects in the past did not 

turn into active customers for a simple 

reason of lack of proper records, insuffi-

cient communication, or follow up due to 

non-existent supporting tools. CRMS en-

ables that due to build-in reminders.  

The cross-company more efficient infor-

mation exchange on the latest status and 

the possibility to link various customer 

projects improves the probability of link-

ing a customer of one BF to a product of 

another BF. The WHO does not change. 
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− BM Element WHAT (value proposition): 

A expects to be able to become towards 

the external world “more A” rather than 

“a bunch of OPCOs and BFs belonging to 

A”. In other words, the customers will see 

A more like as one entity, they will con-

sider it more as a complex solution pro-

vider. A brand will become more valuable 

and the credibility of A towards its cus-

tomers will increase. The customers pre-

sumably perceive the cooperation with A 

as a more convenient and a professional 

one. The WHAT gets incrementally, si-

lently, and dynamically adapted. 

− BM Element HOW (value creation and 

delivery): Through more efficient com-

munication internally and externally, val-

ue is created for the customers by being 

able to react faster and in a higher quality 

to prospects or customer inquiries and re-

quests. There is no need for company em-

ployees for the asking there and back, 

across the own organization, or even the 

customer, what has been done so far, what 

is the current status. The prospect or the 

customer gets faster served. Particularly, 

CRMS supports in case of market projects 

going across various OPCOs and BFs.  

− BM Element WHY (value capture): Pre-

sumably less internal time and efforts are 

needed for gathering information about 

customer history and current status. Be it 

the time needed to train new team mem-

bers, hand over an account from one hand 

to another, prepare for the meetings with 

customers or preparation of customer-

related reports. The information is availa-

ble on-line, in real-time, via cloud system, 

anywhere where there is access to www. 

This is seen by the internal teams as a ma-

jor advantage versus the past. The WHY 

gets incrementally, dynamically adapted 

in both positive and negative (extra costs) 

direction. 

On the other side, some drawbacks exist, too. 

Mainly the sales teams are yet concerned about 

being exposed to extra work, particularly in terms 

of recording the customer-related communication 

and data in new, more administratively demanding 

and time-consuming ways. However, since CRMS 

was installed just recently, it is believed that with 

time and experience, this drawback will disappear 

as the employees get used to working with it. Ac-

cordingly, both the CRMS users and the company 

managers are convinced that this is just a tempo-

rary issue. 

A negative impact on value capture came 

from the implementation costs (one time) and the 

running costs (license fee and maintenance). How-

ever, particularly the latter was not perceived as 

critical since the CRMS software is not too diffi-

cult to manage and maintain, while the license fee 

is marginal given the company revenues. 

Also the HOW gets incrementally, dynamical-

ly adapted, and improved. 

The main challenges for the organization were 

seen in the transition phase. It was a cultural 

change, moving from the basic office applications 

used for years or even decades as a storage for the 

majority of customer-related information to an on-

line, cloud-based tool. More administrative work 

was expected, particularly on the sales managers’ 

side. When working on new potential business cas-

es, instead of writing a quick email with a quota-

tion, they have to convert it all in a quite structured 

way into the CRMS. Instead of just keeping the 

business cards in a folder, every single one needs 

to be uploaded, using a dedicated application, into 

the system. Instead of writing a few lines of cus-

tomer meeting reports, a structured one has to be 

written, filling all fields in the CRMS. Certainly, it 

may be partially just a matter of going out of the 

comfort zones of individual CRMS users, leaving 

old habits behind and moving to the new way of 

working. On the other hand, it may sound simple 

for doing that once in a while, in a quieter time. 

But, if that has to be done during two weeks of a 

business trip with dozens of meetings, it can be 

rather time-consuming and it can lead to stress and 

discomfort. 

In summary, the company managers see more 

pros than cons in the system. Especially BFs presi-

dents became very enthusiastic about the CRMS. 

They recognize that it is mainly A's internal organ-

ization benefiting from the CRMS. The customer 

benefit, too, however, their BMs have impacted too 

much smaller extent if impacted at all. 

The hard metrics and KPIs for measuring the 

efficiency of the CRMS and comparing it with the 

past performance have not been set. Company 

managers admit that there are numerous percep-

tions and assumptions about the benefits of CRMS. 

Although the digitalization through CRMS is per-

ceived as very important, the evaluation of its spe-

cific, tangible, measurable benefits in the form of 

return on investment remains in the examined cas-

es of two B2B companies, a possible future chal-

lenge. Currently, neither A nor B intends to im-

plement any specific metrics for measuring return 
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on investment, time savings or similar. On the oth-

er hand, the CRMS installed enables a simple fu-

ture to follow up on many prospects, new business 

cases, won or lost opportunities. Something that 

was not possible to exactly follow up in the past 

due to lack of the availability of structured infor-

mation. 

7. A comparison of A and B 

Key aspects of both cases in common: B2B, in-

cumbent, manufacturing, Europe based. Nine-

digit EUR annual turnover, several thousands of 

employees.  

Both A and B admit that they do not intend to 

measure return on investment. They see it prob-

lematic to use reliable metrics that would provide 

quality, usable data. Both see CRMS as a way to 

improve the internal transparency, internal com-

munication related to customers as a way to im-

prove the quality of the information provided, rec-

orded, and stored. Both believe that CRMS creates 

a value inside their BMs through improved quality 

of working for and with the prospects and the cus-

tomers. This implicitly improves the BM element 

WHAT – value proposition. However, the im-

proved value proposition is not communicated ex-

plicitly towards the external world. In parallel, the 

enhancement of BM element WHY – value capture 

is intangible. None of both companies can quantify 

how much extra business, new customers, new op-

portunities, projects have been gained specifically 

thanks to CRMS. But both companies achieved to 

make these processes more transparent. 

Key differences between A and B case: Prod-

uct and customer are completely different. A in-

cludes several BFs. Although all A’s products are 

based on biomaterials, the markets of the single 

BFs are not overlapping. B consist of several OP-

COs, who act relatively independently. Some of 

the OPCOs are in a direct business relation (sup-

plier-customer), while the portion of such a busi-

ness reaches up to 50%, thus significant. 

A has decided to implement CRMS group-

wide, while B has implemented a one OPCO’s in-

dividual CRMS. A is licensing the system, while B 

has acquired the ownership.  

A has devoted significantly relative fewer 

human resources for the core project team in terms 

vs. the total number of employees (A: 0.1%, B: 

2%). A has also nominated 10% of the key users 

vs. total users, while B has nominated 20%. In the 

case of B, the project team members were at the 

same time, also the key users, which was not the 

case with A.  

An initial outcome in the case of both compa-

nies showed an incremental, dynamic adaptation of 

the original BM and its elements thus leading to a 

minor adaptation of the existing BM. None of the 

key elements of the extant BM has been changed 

radically, and the BMs remained in its core logic 

unchanged. 

8. Conclusions  

The contribution of the conducted study is in the 

explicit interlinking of BM, its dynamic through 

adaptation of individual BM’s elements and the 

CRMS. The study highlights the CRMS being an 

enabler of the dynamic BM adaptation. At the 

same time, it demonstrates that the resulting level 

of dynamic adaptation of BM of the focal company 

is minor, incremental. 

The study focused on a specific way of mak-

ing the business of manufacturing, B2B traditional, 

incumbent companies, more digital. The key inter-

est area was the impact of the digitalization 

through CRMS on the extant BM of the focal 

company. Company A did move from a de-facto 

analog customer-related data management system 

in the form of basic office software-based infor-

mation storage and exchange, to a more sophisti-

cated, cloud-based CRMS solution. Company B, 

on the contrary, moved to a more sophisticated 

CRMS, compared to the previous one. Both com-

panies not only digitized but also digitalized, i.e., it 

started using the digitally available data actively 

for steering of the customer-related processes and 

business. 

Three of the four elements of BMs of the sub-

ject companies are somewhat affected by CRMS 

implementation and use. Both A and B admit that 

precise quantification of the impact is not possible. 

It is even not intended. But both A and B are firm-

ly convinced that they are, after the implementa-

tion of the CRMS better companies than they have 

been before the CRMS. Better companies for their 

customer directly related employees, and better for 

their customers. 

The extant BMs of both companies adapt just 

incrementally as a whole. BM’s element WHO 

does not in fact change, although the company can 

presumably capture more business opportunities by 

turning more prospects (potential customers) into 

real customers. Although, the customers are ac-

quired primarily from the same market. CRMS 

supports easier turning prospects of one BF into 

customers of another BF. This is enabled mainly 

by easier traceability of the history provided by the 

logic of CRMS. But in fact, the logic of the ele-
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ment “who is the customer” does not change 

through the CRMS.  

The BM’s element value capture (WHY) pre-

sumably adapts through more efficient internal and 

external communication, thus saving time, efforts 

and sometimes patience of the internal and external 

teams. In result, the efficiency improves, and some 

more business can be captured through improving 

the information flow when moving from the pro-

spect to the customer phase, through better track-

ing and follow up of the activities like sampling 

and quotations. Also, here, an exact quantification 

is not possible due to lack of historical data and 

missing metrics.  

This goes hand in hand with BM’s element 

value creation and delivery (HOW) through an im-

proved information flow, faster reaction times, 

generally less uncertainty or even less chaos and 

confusion, thus less dissatisfaction.  

Last but not least, customers can be better and 

more efficiently served, which improves their com-

fort. Thus, the focal company is perceived as a 

more professional one. Thus, the BM’s key ele-

ment WHAT – the value proposition improves, 

too.  

Even in the absence of the measurable hard 

data, the respondents from both companies have 

evaluated the most impacted elements of the BM 

(1 – the most, 4 – the least impacted): 1. WHY – 

value capture, 2. HOW – value creation and deliv-

ery, 3. WHAT – Value proposition. 4. WHO – the 

customer.  

The study concludes by stating that digitaliza-

tion through the implementation of a CRMS in the 

examined cases contributes to an incremental, dy-

namic adaptation of the single elements of a BM. It 

does get dynamically adapted in a continuous pro-

cess, rather than abruptly, radically changed. The 

main beneficiaries of the adaptation are the focal 

company’s internal teams and functions. The BMs 

of external customers are impacted much less. In-

directly, it seems to be the element HOW – value 

capture of the customer’s BM, partially benefiting 

from CRMS. Mainly in the form of more efficient 

communication with both A and B. 

A consultation with two CRMS experienced 

project managers, participating in A and B cases 

and involved in similar projects in other manufac-

turing B2B traditional companies has led to the 

confirmation of the study findings and conclusions. 

Therefore, there is a reason to believe that the find-

ings can be generalized also beyond the subject 

case.  

The conducted study is useful for scholars 

while examining the CRMS through the lens of a 

BM. It concretizes the CRMS impact on the single 

elements of BM.   

Since both A and B have implemented the 

CRMS relatively recently, a longer time evaluation 

of customer satisfaction could not be included. A 

longitudinal approach would provide a further un-

derstanding of the impact of CRMS on the BM of 

both A and B. Analysing the performance of both 

companies in two to three years from now, using 

e.g., an employee satisfaction or customer satisfac-

tion surveys prior and post would be a good indica-

tor of the success of CRMS. Although value crea-

tion and value capture are not well directly 

measurable, the results of such a survey could 

serve as an indirect indicator.  

The research included two B2B incumbent 

large manufacturing companies. Despite good ac-

cess to the research team to the cases and deep in-

sight view, it can be seen as a limitation to general-

izability. Further research could include a wider 

sample of manufacturing companies either from 

B2B or B2C fields. A comparison of the impact of 

CRMS on BMs of particularly B2C companies of a 

similar size would provide valuable insight regard-

ing the differences or similarities between these 

two fields. 
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