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ABSTRACT

Thisarticledescribeshowinrecentyears,enterpriseshaveincreasinglyadoptedsocialtechnologies
to support customer relationshipmanagement (CRM)practices.To increaseCRMperformance,
enterprises have had to develop appropriate social CRM strategies in emerging social network
applications.Thisarticleinvestigatesthealignmentbetweensocialnetworkapplicationsandthe“4C
strategy”asasocialCRMstrategyinorganizations.Itintendstounderstandhowalignmentinfluences
CRMperformance.Atotalof225Taiwanesecompanies,whichhaveadoptedFacebooktointeract
withcustomers,weresurveyed.Accordingtotheresults,alignmentbetweenthe4Cstrategyand
socialnetworkapplicationshasapositiveandsignificantimpactonCRMperformance.Theresults
alsosuggestthatorganizationsrequireahigh-levelintegrationofsocialnetworkapplicationswith
the4CstrategytoachievehighCRMperformance.
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INTRodUCTIoN

The Internet has changed the whole picture of the bonding relationship between information
technology(IT)andCRM.Customersareincreasinglyengagedinbusinessvaluechainactivities
byusing,sharing,creating,andrecreatinginformationthroughsocialnetworksandapplications.
Theydemandpersonalizedresponsesandinstantservicesthroughavarietyofsocialmediachannels
andirrespectiveofconventionaloperatingschedules(Pan&Lee,2003).Facingsuchdemandsand
challenges,organizationshavetoincreasinglyrelyonsocialnetworks,includingFacebookandTwitter,
tofacilitatecustomerengagementandpromoteproducts/services.AsWeb2.0technologycontinues
toaffectorganizationaltechnologyinfrastructureandarchitecture,twocriticalissuesarise:(1)How
canemergingsocialtechnologyimprovetherelationshipbetweenupstream/downstreamorganizations
andendcustomers?And(2)howcanorganizationscreateanalignmentbetweenemergingsocial
technologyandCRMstrategy(Andriole,2010)?

Through the integrationofWeb2.0 technology,manybusinesseshavegraduallyevolved to
Enterprise2.0whichreferstoenterprisesthatusesocialtechnologyplatformstofacilitateinternal
and external communication and relationship building (McAfee, 2009). Another key feature of
Enterprise2.0isastronglevelofinternalandexternalcollaboration(Bughin,Chui,&Miller,2009).
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To achieve this collaboration, organizations deploy Web 2.0 in three dimensions of alignment:
(1)within-organizationalignment;(2)organizationandcustomerrelationshipalignment;and(3)
organizationandexternalsuppliersorpartnersrelationshipalignment(Bughinetal.,2009).Inother
words,tosuccess,businessesneedtonotonlyintegratetheworkflowwithWeb2.0technologybut
alsoestablishanenterprisenetworkbyusingthetechnologyforthealignmentwithupstreamsuppliers
anddownstreamcustomers.

Recently, many organizations extended their CRM systems to include social technologies.
Researchhasfoundthat77%ofcompanieshaveinvestedinatleastonesocialnetworktechnology
toimproveinternalandexternalcommunicationefficiencyandreducecommunicationcost(Bughin,
2007).Ninety-twopercenthaveusedWikisorblogsforbusinesspurposes(McAfee,2009).However,
Gartner(2013)predictedthat80%ofthesocialeffortswouldfailtosomeextent,asorganizations
continuetoexploresocialnetworkadoptionbothinternallyandexternally.Pastresearchfoundthat
brokenlinkagesbetweenorganizations’CRMstrategiesandITcontributedto60%to80%ofCRM
project failures (Sen&Sinha,2011).Therefore, simplyadding social software toorganizations’
CRM systems without appropriate CRM strategies cannot guarantee customer value creation
andcommunicationefficiency.WhileCRMactivitiesare increasinglypopularonsocialnetwork
platformssupportedbyWeb2.0technology,usersundergoasubstantialtransformationfrompassive
viewer(whopassivelyacceptsmessages)toactivecreatorofonlinecontent.Thecoordinationand
cooperationthroughsocialplatformscancreategreatercustomervalueandcustomerrelationships.
Yet,suchchangesrequirecompaniestoadoptanappropriatebusinessstrategytoreengineertheir
currentoperatingprocesses(DeHertogh,Viaene,&Dedene,2011).

Prior research has investigated CRM performance from various perspectives, including the
informationmanagementprocessperspective(Payne&Frow,2005),theresource-andcapability-
basedperspective(Chen&Ching,2004),andtheservice-profitchainperspective(Heskett,Thomas,
Gary,Earl,&Leonard,1994).LittleresearchhasexploredCRMperformancefromtheIT-business
alignment perspective with some exceptions. For example, Sen and Sinha (2011) explored IT-
businessalignmentfortraditionalCRMsystems.Moreover,datafrombusinesspracticesdiscussed
abovepointedoutthatCRMpracticechangesasITadvancestoWeb2.0.Thus,wearguethatfurther
research is needed tounderstandhow the alignmentbetweenCRMbusiness strategy and social
networktechnologycontributestocurrentCRMprojectsuccessorfailure.

AlignmentbetweenITandbusinessstrategyhasbeenanimportantresearchtopicforresearchers
andatopconcernforbusinessexecutivesformorethantwodecades(Baker,Jones,Cao,&Song,2011;
Sen&Sinha,2011).TheongoinginterestinthistopicispartiallyduetotheunderstandingthatIT-
businessalignmentisdifferentandchallengingundervariousIT-businesscontextsandenvironments.
Moreover, theconceptofalignmentiscomplexanddifficult tounderstand.Consequently,extant
researchhasstudiedvariousaspectsofIT-businessalignment,suchasmeasurementofalignment
(e.g.,Venkatraman,1989),dynamicalignment(e.g.,Bakeretal.,2011),single-andmulti-dimensional
alignment(Chan,Huff,Barclay,&Copeland,1997;Chong,Ooi,Chan,&Darmawan,2011),and
antecedents of alignment (Preston & Karahanna, 2009). However, little research has examined
alignmentinthecontextofsocialnetworks.

The4C(customerdemand,customercost,convenience,andcommunication)strategyproposed
byKotleretal.(1999)isoneofthemostadvocatedCRMstrategiesbasedoncustomerorientation.
Scholarsbelievethatthe4Cstrategycouldsupportvariouse-businessmodelsandenableInternet
relationalmarketing(Krueger,Lu,&Swatman,2003).WhileCRMstrategiesinvolvevariousaspects
ofanorganization(i.e.,people,management,andITinfrastructure),emergingsocialtechnologyis
customer-oriented.Thus,toalignwithemergingsocialtechnology,organizationsneedastrategyto
emphasizecustomerinsight,customerengagement,andacustomer-centricenvironment.

Givenitscustomerorientation,the4Cstrategyhasbeenadoptedasastrategicframeworkfor
organizationstoimplementsocialCRM.However,littleresearchhasexploredthealignmentbetween
the4CstrategyasasocialCRMstrategyandsocialtechnology,whilehowtousesocialtechnologyto
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supportCRMstrategymaybethekeytoimprovingsocialCRMperformance.Tofillgapsdiscussed
in thissection, thisstudystrives toanswer thefollowingresearchquestions:Cansocialnetwork
technologyandthe4CstrategyworktogethertoincreaseCRMperformance?Whatareidealpatterns
ofalignmentbetweensocialnetworktechnologyandthe4CstrategyforhigherCRMperformance?

LITeRATURe ReVIew ANd HyPoTHeSIS deVeLoPMeNT

CRM Performance
PriorresearchinvestigatedCRMperformancefromvariousperspectives.Fromtheprocessperspective,
PayneandFrow(2005)pointedoutthattheevaluationofCRMperformanceisaprocessofstudying
thediscrepancybetweenCRMgoalsandpre-establishedevaluationcriteriaservingasthebasisfor
performance improvement.Theresource-andcapability-basedperspectiveofCRMperformance
argues thathighCRMperformancereliesonbuildingCRMcapabilitieswithrichorganizational
resources (Chen & Ching, 2004). CRM performance could be achieved by deploying various
technologies(i.e.,telephoneservice,Internetservice,andsocialmediaservice),whichfacilitatethe
adoptionuseofautomaticserviceanddataintegrationwithinandoutsidetheorganization(Sen&
Sinha,2011).

Whiletheconceptofcustomer-orientatedCRMprevails,studies(e.g.,Cannon&Homburg,2001)
suggestthatintegratingandsharingcustomerinformation,aswellasincreasingcustomertouchpoints,
arecriticalinenhancingtheefficiencyofcustomer-orientatedCRM.Stefanou,Sarmaniotis,andStafyla
(2003)alsosuggestedthatsuccessfulCRMactivitiesmustenableorganizationstocontinuallysatisfy
customerdemands,desires,andsatisfaction.Moreover,successfulCRMmustutilizemorechannels,
especially Internet-basedchannels, for easy internal andexternal communication (Jayachandran,
Sharma,Kaufman,&Pushkala,2005).Fromthecustomer’spointofview,CRMperformanceshould
bemeasuredbycustomersatisfactionandretention(Jayachandranetal.,2005).Thisstudy,therefore,
choosescustomersatisfactionandcustomerretentiontoinvestigateCRMperformancebecausesocial
CRMiscustomer-orientedandInternet-based.

Social CRM
CRMisanorganization-levelapproachtoidentify,recruit,andretaincustomers,aswelltodevelop
andmaintaincustomerrelationships.Byintegratingchannels,products,infrastructure,andcustomers,
CRMimprovescustomeracquisition,retention,andvaluecreation(Sen&Sinha,2011).WhenCRM
activitiesare transmittedorapplied throughnetwork-basedmedia, it isknownaseCRM. eCRM
integrates organization processes and strategies using information and network communication
technology. Itpromisesaunified,360-degreeviewofcustomerswith improvedcustomervalue,
service,andsatisfaction(Sen&Sinha,2011;Sigala,2011).

WithadvancesintheInternet,eCRMhasevolvedtousesocialnetworkplatforms.Itisthencalled
socialCRM.SocialnetworkplatformsaresupportedbyWeb2.0technologywhichisdefinedas
“thephilosophyofmutuallymaximizingcollectiveintelligenceandaddedvaluesforeachparticipant
by formalized and dynamic information sharing and creation” (Hoegg, Martignoni, Meckel, &
Stanoevska,2006,p.12).TwoadvantagesofintegratingWeb2.0technologyintoCRMprocessesare:
(1)leveragingsocialwisdom/knowledgecontributedbycustomerstoprovideacollaborativecustomer
experienceand(2)creatingarelationshipnetworkwithinstantinteraction,highcustomization,and
highpersonalization(Enrico,2007).

PastresearchindicatedthatWeb2.0technologysupportsvarioussocialnetworkapplications
withdifferentsocialdimensions,includingcollectiveintelligence,communication,customization,and
collaboration(Hoeggetal.,2006).Inaddition,thereisawiderangeofsocialnetworkapplications
thatorganizationshaveadoptedtosupportsocialCRM.However,whenadoptingdifferentsocial
networkapplications,organizationsmustfocusonfundamentalbusinessgoalsprovidedbythese
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applications.These includeobtainingcontent,conductingcommerce,andconnectingcustomers.
Therefore,thisstudyadoptsthefourdimensionsofsocialnetworkapplicationadoptionfromWirtz,
Schilke,andUlrich(2010)becausetheclassificationofthefourdimensionsmatchesthebusiness
goalsofthe4Cstrategy.Thefourdimensionsare(1)socialnetwork;(2)interactionorientation;(3)
customization;and(4)user-addedvalue(Wirtzetal.,2010).

Asocialnetworkisatechnicallystructurednetworkforuserstointeractforthepurposesof
building relationships and image, obtaining resources, or gaining information. The interaction
orientationaspectofWeb2.0forCRMmeansthattheWebtechnologysupportsinteractionsand
informationsharingamongusersforcreatingneworimprovedproducts/servicesbasedonconstant
communicationwithcustomers(Cooke&Buckley,2008).CustomizationintheWeb2.0environment
enablesalargenumberofuserstochoosetheirfavoriteproducts/servicesinthevirtualworldwitha
minimumlevelofserviceresources(Wirtzetal.,2010).Likecustomization,user-addedvaluedenotes
thatWeb2.0hasenabledcustomers tobeanorganization’svalue-creationpartnerbyefficiently
sharinginnovativeideasthroughsocialnetworks(Bughinetal.,2009;Sigala,2011).Wirtzetal.
(2010)furtherpointedoutthattoobtainthebenefitsofsocialCRM,organizationscannotdepend
solelyonincreasinginvestmentonsocialsoftwareandtechnology.TheymustalsodevelopaCRM
strategysurroundingbothmarketintegrationandcustomerintegrationtoalignwithsocialtechnology
capability.

The 4C Strategy
The4Cstrategywasproposedtoreplacethetraditional4Pstrategy,whichfocusedonmarketing
viaproduct,price,place,andpromotion(Kotleretal.,1999).The4Cstrategyhelpsorganizations
transformthemselvesintoacustomer-orientatedorganization,developanactionplanconcerning
customer-orientedmarketing,andrespondtothedemandsofe-commerce.The4Cstrategyincludes
four aspects: (1) customer demand; (2) customer cost; (3) convenience; and (4) communication
(Kotler, Armstrong, Saunders, & Wong, 1999). Critical issues of the customer demand aspect
involvehowtoprovidecustomerswiththeneededproduct/serviceandhowtopredicttheircurrent
andfuturepurchases.Characteristicsofcustomerdemandincludea360-degreeviewofacustomer
basedonintegrateddata,acustomer-centricenvironment,masscustomizationandpersonalization,
anddownloadableproductsandservices(Kotleretal.,1999;Kruegeretal.,2003).Customercost
aspectconcernsboththemonetarycostforthecustomertoobtainaproduct/serviceandthecosts
ofpurchasing(i.e.,timecost,effortcost,psychologicalcost,andotherintangiblecosts).Thespirit
of4Cstrategyadvocatescost reduction throughe-marketing,segmentedpricing,andzero-based
pricing(Kotleretal.,1999;Kruegeretal.,2003).Theconvenienceaspectinthe4Cstrategyaddresses
rapiddeliveryandinstantservice.FortheWebasdistributionchannel,thefocalissuesforresearch
includeimmediateaccess,directselling,anddisintermediation/newintermediaries(Kotleretal.1999;
Kruegeretal.,2003).Finally,thecommunicationaspecttacklescriticalissuesregardingbuilding
collaborativerelationshipswithcustomersandconvertingcustomersintobusinesspartners.Main
characteristicsofcommunicationincludecustomer-generatedcontent,customersasanintegralpart
ofproduct/service/brand,multichannelcommunication,andonlineadvertisingandpromotion(Kotler
etal.,1999;Kruegeretal.,2003).

The4Cstrategywasproposedfororganizationstodealwithchallengesfrommarketingand
CRMintheInternetage.Yet,itisstillunclearhowthisstrategyalignswithvariouskindsofsocial
technologyandhowitguidessocialCRMactivities.

IT-Business Alignment
PriorresearchonIT-businessalignmentcanbegroupedintothreecategories.Thefirsttopicisthe
conceptualizationandmeasurementofalignment.Forexample,Venkatraman(1989)conceptualized
alignment(fit)fromsixdifferentperspectives:(1)fitasmoderation;(2)fitasmediation;(3)fitas
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matching;(4)fitascovariation;(5)fitasprofiledeviation;and(6)fitasgestalts.Thetermsalignment
andfitareinterchangeableinthisstudy.

Thesecondtopiccontainsarangeofstudiesinvestigatinglevelsofalignment.Thealignmentlevels
rangefromstrategylevelandstructureleveltoprocess/technologylevelandindividuallevel.Chanet
al.(1997)usedanempiricalstudytoconfirmthepositiverelationshipsamongorganizationstrategy
orientation,informationsystemsstrategyorientation,andinformationsystemsstrategyalignment,
andtheimpactofperceivedeffectivenessoftheinformationsystemonorganizationperformance.
Tallon(2007)foundapositiveassociationbetweenalignmentandperceivedITbusinessvaluein
primaryprocessesinthevaluechain.Chongetal.(2011)studiedtheeffectsoftheemployeelevel
ofIT-businessalignment.

Thelasttopicistheinvestigationantecedentsandconsequencesofalignmentincausalstructures.
Preston and Karahanna (2009) found that shared understanding, which is influenced by shared
language,chiefinformationofficer(CIO)businessknowledge,andthetopmanagementteam’sIS
knowledgeisaproximalantecedentofinformationsystemstrategicalignment.Huang(2012)found
thatITmanagementsophisticationimpactsbusiness-ITstrategicalignmentintermsofplan,control,
organization,andintegration.

However,researchonalignmentinthecontextofsocialCRM,especiallyalignmentbetween
socialnetworktechnologyandthe4CCRMstrategy,hasbeenrare.Giventheincreasingpopularity
ofsocialCRMactivitiesinlargeandsmallorganizations,thisstudyexaminesalignmentinacausal
structurebyusingthefollowingcompetingmodelsassuggestedbyliterature:(1)covariationmodel;
and(2)directeffectmodel(Bergeron,Raymond,&Rivard,2001;Venkatraman,1989).Thecovariation
modelvalidatesalignmentfromaholisticandsystematicperspective.Itexamineshowvariablesfrom
the4CCRMstrategyandsocialnetworktechnologycollectivelyandsimultaneouslydefineCRM
performanceviaacoherentfitcovariation(Bergeronetal.,2001;Venkatraman,1989).Ontheother
hand,thedirecteffectmodelexplorestheidealpatternofalignmentbylookingatthedirecteffect
fromthe4CCRMstrategyandsocialnetworktechnologyonCRMperformance(Bergeronetal.,
2001;Venkatraman,1989).Inthisresearch,alignmentreferstostrategicalignmentdefiningasthe
extenttowhichanorganization’sITmissionsandgoalsonsocialnetworktechnologymatchesthe
missionsandgoalsofitssocialCRMstrategy(Bergeronetal.,2001).

Hypotheses development
Strategic selection and use of IT can enhance business performance and competitive advantage
(Porter,2001).Inotherwords,thekeytoefficientlyimprovingorganizationalperformancethroughIT
investmentisbusinessstrategy(Prahalad&Krishnan,2002).LiandYe(1999)foundthatalignment
betweenbusinessstrategyandchiefexecutiveofficer/CIOinteractions,andbetweenITinvestment
andenvironmentaldynamicsinfluencedbusinessperformance.GefenandRagowsky(2005)found
thatenterprisescouldderivegreaterbenefitsfromERPinstallationwhentheyfitanorganization’s
specificneedsandcharacteristicswith theERP.Ragowsky,Stern,andAdams(2000) found that
differentorganizationalbenefitswerederivedfromISapplications,includingcustomerandsupplier
applications.

Accordingtothecovariationmodeloffit(Venkatraman,1989),coalignmentbetweenITand
business strategy is thekey tobusinessperformance.Empirical evidence showed that relational
informationprocesses focusingoncustomer informationcollectionandusageplayedavital role
inenhancinganorganization’sCRMperformance(Jayachandranetal.,2005).Italsoshowedthat
managementstrategychangesthateffectivelysupportCRMactivitiesimprovedCRMperformance
(Ryals,2005).Inapplyingthecovariationmodeloffittothecurrentresearchcontext,wearguedthatthe
4Cstrategyishighlycustomer-oriented.Therefore,carryingoutthe4Cstrategyrequiresstrongsupport
fromITtoenabledataintegration,interactivecommunicationchannels,customerengagement,and
customercontribution.Ontheotherhand,socialnetworktechnologiesbasedonWeb2.0technology
aredesignedfor instant interactionandcollectiveintelligencecreation(Wirtzetal.,2010).Prior
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researchshowedthatsocialnetworkingtechnologieswereeffectivereal-timechannelsforcustomers
toshareexperiencesandopinionswithrespect to theorganizations’products(Baird&Parasnis,
2011).Priorresearchalsofoundthattheuseofsocialnetworktechnologyenabledorganizationsto
establishcustomerknowledgebases.Therefore,organizationscouldbemoreefficientinproviding
customized/personalizedproductsorservicesandpromptlyrespondtocustomercomplaints(Ballings
&VandenPoel,2015).Priorresearchfurthershowedthatsocialnetworkingtechnologysupporting
customer communication and collaborative social experiences (i.e., enabling customers to share
opinions on online communities) improved social CRM performance (Baird & Parasnis, 2011).
Basedonthecovariationmodeloffit,aswellasadoptingthetheoreticalfoundationofalignment
fromBergeronetal.(2001)andVenkatraman(1989),wearguethatamatchbetweenthe4Cstrategy
andsocialnetworkapplicationswouldbeasteroidforCRMperformance.Inotherwords,through
socialnetworktechnology,organizationsshouldbecomemoreefficientwhenimplementingthe4C
strategytoenhancecustomersatisfactionandretention.Basedontheaboverationale,wehypothesize
H1anduseFigure1toexplainthevariablesandrelationshipsinvolvedinH1.

H1:Alignmentbetweenthe4Cstrategyandsocialnetworkapplicationshasasignificantimpacton
CRMperformance.

Figure1showsthatthemodelhingesonthreepiers:(1)the4CstrategyproposedbyKotleret
al.(1999),includingcustomerdemand,customercost,convenience,andcommunication;(2)social
networkapplication typesproposedbyWirtz et al. (2010), including socialnetwork, interaction
orientation, customization, and user-added value; and (3) business-IT alignment (Venkatraman,
1989). The model investigates the impact of alignment (as covariation) between social network
applicationsandthe4CstrategyonCRMperformancebasedonthetheoreticalfoundationofthefit
ascovariation.Thisisasystemapproachthattreatsthe4Cstrategy,socialnetworkapplications,and
CRMperformanceassecond-order,multidimensionalconstructswhileexaminingtheaggregated
relationshipsamongthoseconstructs(Chanetal.,1997;Venkatraman,1989).

The4Cstrategy,whichfocusesoncustomer-orientedrelationshipmanagement,viewscustomers
asimportantassetstoanorganization(Kotleretal.,1999).Implementationofthe4Cstrategycould
significantlychangeorganizationalculture,aswellasinfluenceanorganization’smission,goals,
andstrategicplan(Jayachandranetal.,2005).The4Cstrategycanguideanorganizationtodirectits
resourcesonchangingitsbusinessplans,initiatives,andprocessestoincludeacustomerrelationship
orientation. Past research found that customer-oriented strategy positively impacted relational
informationprocesses (Jayachandranet al.,2005).Prior studyalso found that customer-oriented
strategyfocusedoncustomerengagementandinsightproducedvaluesthroughoutthevaluechain
andenhancedbusinessperformance(Woodcock,Green,&Starkey,2011).Followingthedirecteffect
modeloffit(Venkatraman,1989),giventhematchofthegoalincustomerinsightandengagement
betweenthe4CstrategyandsocialCRM,wearguethatanidealprofileforsocialCRMstrategyisto
fullyimplementthe4Cstrategy.ThisleadstoidealCRMperformance.Hence,wehypothesizeH2.

H2:Ahigherleveladoptionofthe4CstrategycontributestoahigherlevelofCRMperformance.

Past research found that socialnetworksopenanewera fororganizations toefficientlyand
inexpensivelyachieveCRMgoals,includingcustomercommunication,productdevelopment,and
brandingpromotion(Cooke&Buckley,2008).Asurveyfoundthatinteractiononsocialnetworks
allowedorganizations togainmorecustomer information, includingcustomer reviews,customer
behaviors,andcustomerknowledge(McAfee,2009).Byanalyzingandutilizingdatacontributed
bycustomersonsocialnetworks,organizationscanstudycustomerbehaviors,enhancecustomer
perceptionsonproducts/services,understandcustomerneedsandexpectations,improvethedesign
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ofproducts/services,providecustomized/personalizedproducts/services,and,ultimately,increase
customersatisfactionandretention(Cooke&Buckley,2008;McAfee,2009).Wearguethatsocial
networkfunctions(i.e.,blogsandsocialcommunitysites)enableanorganizationtoreachcustomers.
Therefore,therelationshipbetweentheorganizationanditscustomerscanbestrengthened.Empirical
evidence showed that social networks provided an additional access channel to organization
informationandallowedcustomerstoreceiveimmediatecommunicationfromanorganization.As
aresult,customersatisfactionincreased(Bughinetal.,2009).

Moreover,Wirtzetal.(2010)pointedoutthatsocialnetworktechnologyenablesorganizations
toeasilyreleasenewproductinformation,invitecustomerstoparticipateinthefeedbackloopfor
product/serviceinnovations,andharnesscollectiveintelligence.Theyalsopointedoutthatcustomer
participationleadstoenhancedcustomerperceptionsontheproduct/service,reducedcustomersearch
cost,andincreasedcustomerswitchingcost(Wirtzetal.,2010).Thisresultsinimprovedcustomer
satisfactionandretention.Inaddition,Bughinetal.(2009)foundthatusercontributionandcreation
havebecomeatrend.Whenorganizationsfollowedthetrendtoprovidetoolsandfunctionstofacilitate
contributionandcreation,theyextractedknowledgeandusefulinformationfromuser-contributed
contentandimprovedperformance.

Followingthedirecteffectmodeloffit(Venkatraman,1989),basedontheabovereasoning,we
arguethatWeb2.0technologysharesgoalswithsocialCRM(i.e.,socialnetworking,information
sharingandcontributing,andinstantinteraction).Hence:

H3:AhigherlevelofadoptionofsocialnetworkapplicationscontributestoahigherlevelofCRM
performance.

Figure 1. Covariation model of fit
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Figure2depictsH2andH3inthecompetingmodel(Venkatraman,1989).Differentfromthe
modelinFigure1,thecompetingmodelinFigure2showsthatalignmentbetweentheindependent
anddependentvariablesisdirectlytested.

ReSeARCH MeTHod

Thisstudy,basedonKotleretal.(1999),treatsthe4Cstrategyasamarketingstrategywithcustomer
orientationasthebasis.Basedonanintensiveliteraturereview,itemsforcustomerdemand,customer
cost,andcommunicationwereadaptedfromCollierandBienstock(2006).Thisstudyadoptedthe
dimensionsofthesocialnetworkapplicationsproposedbyWirtzetal.(2010).Detailitemsforsocial
networkanduser-addedvaluewereadaptedfromJayachandranetal.(2005).Customizationitems
wereadaptedfromLiang,Lai,andKu(2007).Interactionorientationitemswereself-developed.
MeasurementitemsofCRMperformance,includingcustomersatisfactionandcustomerretention,
wereadaptedfromCyr,Kindra,andDash(2008)andRanaweeraandPrabhu(2003),respectively.A
seven-pointscalewasusedforeachiteminthemeasurement(1=stronglydisagreeto7=strongly
agree).

Thisstudyusedasurveytocollectdata.Thesurveyquestionnairewaspilot-testedamongfive
graduatestudentsinauniversityinTaiwan.Allstudentshadfull-timejobsandaccesstoITinformation
intheirorganizations.Theirfeedbackswereusedtorefinethequestionnaire.Thesurveyforprimary
datacollectionwasconductedamongTaiwanesefirmsthathadadoptedWeb2.0applicationsfor
marketingpurposes.ThelistoffirmswascollectedthroughFacebook.Thesurveyusedbothpaper-

Figure 2. Competing model-direct effect model
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basedquestionnairesadministeredinpersonandonlinequestionnairesadministeredusingFacebook
messagesandtheFacebooksearchfunction.

Thetotalnumberofquestionnairesreceivedwas261.Afterdeletingoutliersandincomplete
questionnaires,225wereconsideredaseffectiveandwereutilizedforthefinalanalysis.Respondents
included executives and managers of salespersons, customer service, and IT departments. The
demographicanalysisshowedthatmostsurveyedcompanieswereinthefoodandgroceryindustry
(28.4%).Ofthecompanies,43.6%wereintheindustryforlessthan5years,30.2%for11-15years,
and26.2%foratleast16years.Regardingfinancialcapital,44.4%had1millionTaiwandollarsor
less,22.7%had1-5millionTaiwandollars,and32.9%hadmorethan5millionTaiwandollars(1
millionTaiwandollars=0.33millionUSD).

ReSULTS

This study collected data via a cross-sectional study in which both dependent and independent
variablesweresimultaneouslycollected.Thecommonmethodbias(CMB)wasapotentialconcern.
We,therefore,conductedtheHarman’ssingle-factoranalysisfollowingPodsakoff,MacKenzie,and
Lee’s(2003)recommendations.Wealsoconductedaconfirmatoryfactoranalysiswithandwithouta
latentcommonmethodvariancefactor.TheresultsofthetestsshowedthatCMBwaslessofaconcern.

WethentestedconstructvalidityandfoundthattheCronbach’sαvaluesforfirst-orderconstructs
rangingfrom0.764to0.914wereallgreaterthantherecommendedthresholdvalueof0.7(Nunnally,
1978). The average variance extracted (AVE) values, excluding for convenience, exceeded the
benchmarkvalueof0.5.TheAVEvalueforconveniencewas0.49,whichwasverycloseto0.5.All
compositefactorreliability(CFR)valuesrangingfrom0.768to0.916werealsoabovethecutoff
valueof0.70.Thus, theresultssupportedconstruct reliability(Fornell&Larcker,1981;Segars,
1997).Furthermore,all itemswere loaded to theconstructas intendedandfactor loadingswere
greaterthantheacceptablethresholdof0.7.Eachconstruct’ssquarerootofAVEwasgreaterthan
thecorrelationsofthisconstructwithotherconstructs.Therefore,theresultssupportedconstruct
convergentanddiscriminantvalidity(Fornell&Larcker,1981).

FollowingVenkatraman(1989),wecheckedthemeasurementsforthe4CCRMstrategy,social
networkapplication,andCRMperformance,andconductedmodelestimationusingMplus5.0.Table
1reportstheresults.Forthemeasurementsofthethreesecond-orderconstructs,allcomparativefit
index(CFI)andTucker-Lewisindex(TLI)valuesweregreaterthantheacceptablethresholdof0.9.
Allrootmeansquareerrorofapproximation(RMSEA)values,exceptfortheCRMperformance
measurement,werelessthanthebenchmarkof0.6.Allχ2/d.f.valueswerelessthanthethreshold
of3.0.Moreover,loadingsfromthefirstorderfactorstothecorrespondingsecond-orderswereall
statisticallysignificantwiththep<0.001.Theresultsestablishedthemeasurementsforthe4CCRM
strategy,socialnetworkapplication,andCRMperformance(Bentler,1992;Bentler&Bonnett,1980).

TotestH1,weadoptedtheapproachofthefitascovariationasshowninFigure1andsuggested
byBergeronetal.(2001)andVenkatraman(1989).Thefitascovariationmodel,inwhichthe4C
strategyandsocialnetworkapplicationas twosecond-orderconstructswerecoalignedtoforma
higher-orderconstructalignmentwhichinturnimpactedCRMperformance,wasestimated.Figure
3reportedtheresultsofthecovariationmodelestimation.Thepathcoefficientfromalignmentto
CRMperformancewas0.69withp<0.001.TheresultssupportedH1.

To testH2andH3, thedirecteffectmodelwasestimated.Asshown inFigure2, thedirect
effectmodeldirectlyexaminestheimpactofthe4CCRMstrategyandsocialnetworkapplication
assecond-orderconstructsonCRMperformance(Bergeronetal.,2001;Venkatraman,1989).The
resultsshowninFigure4supportedbothhypotheses.

AsshowninTable1,Figure3,andFigure4,allfitsindexesofthecovariationmodelwerebetter
thantherecommendedcutoffvaluesandnotsignificantlydifferentfromthoseofthedirecteffect
model.TargetTwas0.981,whichwasverycloseto1.Inaddition,theR2valueforCRMperformance
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inthecovariationmodelwas47%.Thiswasbetterthan43%inthedirecteffectmodel,whichindicated
thatthecovariationmodelhadmoreexplanationpower.

TounderstandmoredetailsaboutH1(thealignmentanditsimpact),thisstudyconductedthe
posthocanalysesonthefitasmediationandfitasagestalt(Bergeronetal.,2001;Venkatraman,
1989).AccordingtoBaronandKenny(1986),testingthefitasmediationneedstoperformtwosteps:
(1)testingiftheindependentvariablehassignificantimpactonthedependentvariable(directeffect
model);and(2)testingifthedirecteffectfromtheindependentvariabletothedependentvariable
hasreducedwhenthemediatorisaddedintothedirecteffectmodel.Inthisstudy,bothdirectand
indirecteffectsofthesocialapplicationsonCRMperformanceviathe4Cstrategywereanalyzed.
Theresultsareshownin(a)and(b)ofFigure5,respectively.

Table 1. Results of measurement and model fit

Models χ2/d.f. CFI TLI RMSA

4CStrategyMeasurement 1.29 .985 .981 .036

SocialApplicationMeasurement 1.12 .993 .991 .023

CRMPerformanceMeasurement 2.58 .962 .938 .084

DirectEffectModel 1.65 .916 .907 .054

CovariationModel 1.68 .912 .907 .055

Notes: Evaluation criteria: χ2/d.f. < 3.0; CFI > 0.9; TLI > 0.9; RMSEA < 0.6 (Bentler, 1992; Bentler & Bonnett, 1980)

Figure 3. Results of the covariation model of fit



Journal of Global Information Management
Volume 27 • Issue 1 • January-March 2019

103

AsshowninFigure5(b),thepathsfromsocialnetworkapplicationtothe4Cstrategyandto
CRMperformanceweresignificantwiththepathcoefficientsof0.63and0.26,respectively.The
estimatedcoefficientforthedirecteffectofsocialapplicationsonCRMperformancewas0.49with
ap-value<0.001.InacomparisonbetweenFigure5(a)andFigure5(b),thedirecteffectofsocial
applicationsonCRMperformancereducedfrom0.64to0.49.Thismeansthat4Cstrategywasthe
mediatingfactorbetweensocialnetworkapplicationsandCRMperformance.Themediatingeffect
indicatedthatsocialnetworkapplicationsneededtofitwith4Cstrategytomaximizetheirimpacts
onCRMperformance.TheposthocresultsalsosupportedH1.

Thisstudyalsoconductedaposthocclusteranalysis,akeymethodofanalyzingfitasagestalt,
tofurthertestwhetherH2andH3aresupportedfromagestaltperspectiveoffit(Bergeronetal.,
2001;Venkatraman,1989).Venkatraman(1989)believedthatgestaltconcernsthecongruenceamong
variables.Thiscongruenceonlyrepresentsacontingentstatusoftherelationship,whichmeansthe
structureofrelationshipwillchangeinlinewiththechangeofvaluesofvariablestomaintainanew
balance(Venkatraman,1989).The4Cstrategyandsocialnetworkapplicationconstructswereusedin
thehierarchicalclusteranalysiswithWard’s(1963)methodtodeterminegroups.Theclusteranalysis
resultedinthreegroups(seeTable2).

Thestudyidentifiedthreepatternsbyanalyzingthepatternsofthemeansofthe4Cstrategy,
social network applications, and CRM performance: (1) a high-level implementation of the 4C
strategyandsocialnetworkapplicationsassociatedwithhighCRMperformance;(2)amedium-
levelimplementationofthe4Cstrategyandsocialnetworkapplicationsassociatedwithmedium
CRM performance; and (3) a low-level implementation of the 4C strategy and social network

Figure 4. Results of the direct effect model
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applicationsassociatedwithlowCRMperformance.Thesegroupswerenamedhigh,medium,and
lowperformancegroups.

ANOVA analyses of the mean differences of 10 constructs showed that three groups were
significantlydifferentinthe4Cstrategy,socialnetworkapplications,andCRMperformancewith
p-valueslessthan0.001andF-values(d.f.222,2)rangingbetween22.05and125.49(seeTable
3).TheposthoctestsongroupcomparisonsusingtheScheffemethodforall10constructsshowed
thatgroup1wassignificantlydifferentfromgroups2and3incustomerdemand,customercost,
communication,socialnetwork, interactionorientation,user-addedvalue,andretention.Group3
wassignificantlydifferentfromgroups1and2inconvenience.Allthreegroupsweresignificantly
differentincustomizationandcustomersatisfaction.TheresultsshowedthattoachieveidealCRM

Figure 5. Results of model estimation for fit as mediation

Table 2. Three groups from the cluster analysis

Cluster Means of Cluster Variables Pattern

1 2 3 4 5 6 7 8 9 10

g1(n=92) 4.54 5.16 4.35 5.01 5.13 4.86 4.54 4.70 4.92 5.06 Low

g2(n=41) 5.56 4.30 4.04 6.12 6.34 6.16 5.20 6.06 5.54 5.78 Medium

g3(n=92) 5.61 5.17 5.93 6.44 6.35 6.45 6.02 6.19 5.95 6.19 High

Note: 1 = customer demand, 2 = customer cost, 3 = convenience, 4 = communication, 5 = social network, 6 = interaction orientation, 7 = customization, 8 
= user-added value, 9 = customer retention, 10 = customer satisfaction
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performance,anidealadoptionpatternforthe4Cstrategyistowellimpendentallfourcomponents
inthestrategytoguidesocialCRMactivitiesinorganizations,andanidealpatternforsocialnetwork
applicationsistowelladoptalldimensionstosupportvarioussocialCRMactivities.Thesefindings
supportedH2andH3.

dISCUSSIoN

Theanalysisresultssupportallthreeproposedhypothesesinthisstudy.IntermsofH1,hypothesizing
apositiveeffectofthealignmentbetweenthe4CstrategyandsocialnetworkapplicationsonCRM
performance,thefindingsfromthetestmethodofthefitascovariationindicatedthatIT-business
alignmentisessentialforguidingsocialCRMactivitiestoachievehighCRMperformance.While
socialnetworkapplicationssupportedbyWeb2.0technologyareuser-orientedandalloworganizations
tomoreeffectivelycommunicateandinteractwithcustomers,organizationsstillneedacustomer-
orientedCRMstrategytoguidetheirsocialCRMinvestmentsandactivities.Moreover,therelatively
highpathcoefficientof0.69inFigure3pointedoutthatalignmentbetweenthe4Cstrategyandsocial
networkapplicationswouldpayofftheorganizationonCRMperformance.

Theresultsfromthetestmethodofthefitasmediatordecomposedtheeffectsofsocialnetwork
applicationsonCRMperformance intodirectand indirecteffects.Thesignificant indirecteffect
providedinsightonhowmuchthealignmentofthetechnologyandthe4Cstrategycouldimprove
CRMperformance.Theresultsalsoshowedthatmisalignmentbetweenthe4Cstrategyandsocial
networkapplicationsleadstolowCRMperformance.

H2hypothesizedthatanidealadoptionpatternofthe4Cstrategywashigh-levelimplementation.
Thiswasalsosupported.Thefindingsshowedthateachpartof the4Cstrategyhadafocusand
addresseddifferentCRMissuestoachievehighCRMperformance.Itisimportantthateachofthe
fourparts isemphasizedinorganizations.Thefindingsconfirmedthat thecustomer-oriented4C
strategymayenableanorganizationalcultureofcustomerengagementandinsightforcreatingloyal
andhigh-valuecustomers.Thefindingsalsoindicatedthatfullyimplementingthe4Cstrategymay
beessentialinprovidingguidelinesfororganizationsandemployeesonhowtoengageandinteract
withcustomersviasocialnetworkplatforms.

H3,whichhypothesizedthatanidealpatternofsocialnetworkapplicationsforCRMistheirhigh-
leveladoption,wassupported.AdvancesinWeb2.0technologyhavebeencreatingtechnologically
savvycustomerswhoarecomfortablewithusingvariousWebtechnologiesandapplications.The
findingsofthisstudyindicatethatorganizationsneedtoimplementafullrangeofsocialnetwork
applications when dealing with such customers. Low-level adopting of such applications may
indicateanorganization’slackofcustomer-orientedcultureandstrategy,whichresultsinlowCRM
performance.

Negativeeffectsandcustomerrelationshipdisastersofonlinesocialmediawereoftenfound
inthebusinessworld(Barbara,2012).Noproperpoliciesandstrategiesononlinesocialmediain

Table 3. Mean difference tests for constructs in three groups

Construct F-value 
(222, 2)

P-value Construct F-value (222, 
2)

P-value

CustomerDemand 31.84 .000 Interactionorientation 125.49 .000

CustomerCost 38.20 .000 Customization 58.43 .000

Convenience 94.00 .000 User-addedvalue 66.67 .000

Communication 70.92 .000 Retention 22.04 .000

SocialNetwork 42.60 .000 Satisfaction 44.81 .000
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organizationsisamajorreasonforsuchnegativeeffectsanddisasters.Thus,the4Cstrategycan
beabenchmarkforacorporation toestablishpoliciesandguidelines toembracesocialnetwork
applications.Inturn,theycanpreventormanageeffectsofonlinesocialmediaandeventuallyachieve
highCRMperformance.

Furthermore,theemergenceofthreegroupsintheclusteranalysisindicatestheexistenceof
differentstagesofIT-businessstrategyalignmentinsocialCRM.Inthehigh-performancegroup,
enterprisesweremoreadvancedinadoptingsocialnetworktechnology.Theydemonstratedahigh
levelofimplementingthe4Cstrategy.Ontheotherhand,inthelowperformancegroup,organizations
showedalow-leveladoptionofsocialnetworktechnologyandthe4Cstrategy.Organizationsinthe
mediumperformancegroupareintheintermediatelevelofadoptionofsocialnetworktechnologyand
the4Cstrategy.ThefindingsimplythatIT-businessstrategyfitmayfollowanevolutionarypathin
whichdifferentstagesofalignmentevolutionexhibitdifferentlevelsofCRMtechnologyandbusiness
strategyintegrationandadoptionofdifferentCRMenablingtechnologies(Sen&Sinha,2011).The
findingsareconsistentwithpriorstudiesondynamicalignment(e.g.Bakeretal.,2011;Sen&Sinha,
2011).Thefindingsofthisstudyimplythatorganizationsneedtointegrateappropriate4Cstrategy
andsocialtechnologiesateverystagetosupportabettersocialCRMperformance.

Anotablefindingintheclusteranalysisisthattheimplementationof4Cstrategyispositively
associatedwithcustomerperformance.Thisisnotacaseforcustomercostandconvenience.The
findingsupportsthatanorganizationneedstosatisfycustomerdemandandmaintainaninteractive
communicationchannelwithcustomerstoincreaseitsCRMperformance.However,themeansof
the4Cstrategyofcustomercostandconveniencearehigherinthelowperformancegroupthanin
themediumperformancegroup.Thisshowsthatreducingcustomercostandincreasingcustomer
conveniencearenotenoughtogainhighCRMperformanceatcertainstagesofCRMadoption.

ThereasonmaybethatanorganizationpaysmoreattentiontotheconvenienceofCRMmechanism
andhowitcanreducetransactiontimewhentheorganizationhasalowCRMperformance(normally
alowlevelofCRMadoption).Atthisstage,customersaremoreeasilyimpressedbychangesin
efficiencyandconveniencefromthenewCRMmechanism.OncetheCRMperformancehasincreased
toacertainlevel(normallyamiddlelevelofCRMadoption),thefactorsofreducingcustomercost
andincreasingcustomerconveniencearenotascrucialasbeforebecausecustomersalreadyused
totheCRMmechanism.Yet,toachievehighCRMperformance(normallyahighlevelofCRM
adoption),theorganizationmustimplementallfouraspectsof4Cstrategy.

CoNCLUSIoN

IntheeraofWeb2.0,usershavechangedfrominformationrecipientstoinformationcreatorsand
owners.Theyhavebecomeanintegralpartofbranding,productinnovation,andproductpromotion
throughsocialnetworkplatforms.However,howemergingsocialnetworktechnologyalignswith
CRMstrategyisunclear.Thus,thisstudyinvestigatesalignmentanditsimpactonCRMperformance.
Italsoidentifiesidealadoptionpatternsforthe4Cstrategyandsocialnetworkapplicationsinthe
socialCRMenvironment.

Theresultsofthisstudysupportthatthealignmentof4Cstrategyandsocialnetworkapplications
hasasignificanteffectonCRMperformance.Theresultsalsodemonstratethatorganizationsneed
toadoptWeb2.0businessstrategiestotakeadvantageofsocialnetworktechnology.Adoptingthe
4C strategy to support and guide the use of social network applications can provide significant
improvementinCRMperformanceinorganizations.

Moreover, the4Cstrategymayserveasabenchmarkfordevelopingpoliciesandguidelines
surroundingsocialnetworktechnologytoachievehighCRMperformance.Theresultsindicatethat
theidealadoptionpatternforthe4Cstrategyandsocialnetworkapplicationsistointegrallyimplement
allpartsofthe4Cstrategyandalltypesofsocialnetworkapplications.However,inreality,various
limitationsmaykeeporganizationsfromfullyimplementingthestrategyandtechnologies.Thus,
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akeytake-awayfromtheresultsofthisstudyisthatorganizationsneedtoadoptthestrategyand
technologyinparallelandtointegratethemintoCRMpracticetoachievehighCRMperformance.

This studyprovides several contributions.First, the study furthersourunderstandingof IT-
business strategyalignment in thecontextof socialCRM.Particularly, thestudypointsout that
organizationsneed ahigh-level adoptionof both social technology and customer-orientedCRM
strategytoachievehighCRMperformance.Thisfindingisespeciallyimportanttoorganizationsthat
areinvestinginsocialnetworktechnologyforsocialCRM.Organizationsshouldseekafull-rangeof
socialnetworkapplicationswithsocialnetwork,customization,andvariouscommunicationfunctions
tofacilitatecustomerinsightandengagement.Organizationsmayintegratedatafromvarioussocial
networkapplicationstobetterunderstandandservecustomers.

Second,thisstudylinkstheacademicareaof4CstrategywithsocialCRM.The4Cstrategywas
proposedtoaddressissuesine-commerce.Yet,tothebestofourknowledge,ithasnotbeentested
ontheemergingtrendofCRM.ThisstudybuildsatheoreticalfoundationtoguidesocialCRMand
assesssocialCRMperformanceinorganizations.The4Cstrategycouldbeasolutionfororganizations
thatarestrugglingtofindanappropriatestrategytoguidesocialCRMinvestmentandactivities.

Third,thisstudyadvancesourunderstandingonsocialdimensionsofsocialnetworksoftware
forsocialCRM.Tomaintaincompetitiveadvantage,organizationsneedtoprovidesocialnetwork
platformstoallowcustomerstoexpressthemselvesandofferalisteningplatform.Organizationsalso
needtoutilizedatacollectedfromsocialplatformstopersonalizeproducts/servicesandimprove
customerservice.

Finally, this study provides insight into social CRM technology and strategy in Taiwanese
companies.Taiwan,asacollectivismsociety,iscommunityorientated.Peopleseekandvalue“word
ofmouth”fromonlineandofflinecommunities.Companiestargetingmarketsincollectivismsocieties
likeTaiwanmayneedtovaluemoresocialCRMactivitiesbecausetheyboostCRMperformance.

This study has several limitations which may be addressed in future research. The surveys
conductedin thisstudyonlyreachedaportionofcompanies inTaiwan.Manyrespondentswere
salespersonsandcompanyITstaff.Therefore,cautionshouldbetakenwhengeneralizingtheresults
ofthisstudytootherpopulations,especiallypopulationsinothercountries.Across-nationalstudyin
thefuturecouldmitigatethisconcern.Finally,thisstudyutilizedFacebookastheresearchmedium.
Consequently,thisstudymaynotaddressalignmentissuesonothersocialplatformsthatcarrydifferent
characteristicsthanFacebook.Afuturestudyonothersocialplatforms,especiallyemergingsocial
platforms(i.eGooglePlus)mayprovideadditionalinsightintothealignmentissuesinsocialCRM.
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