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Introduction

As we saw in Chap. 7, cloud computing is a rapidly emerging technology
with potentially massive impacts. But organizations have been struggling
for some time with how best to gain business value whilst addressing the
new challenges of yet another disruptive technology. Whilst there is a
growing body of research into cloud computing, there have been very few
case studies that analyse the business benefits to organizations. This chap-
ter aims to answer the call for research on business issues relating to cloud
computing from both a cloud consumer and cloud provider perspective
(Venters and Whitley 2012; Yang and Tate 2012), and research investi-
gating business impact empirically (Hoberg et al. 2012). The research
builds on extensive outsourcing research, answering the call for more
detailed longitudinal case studies (Lacity et al. 2010, 2016).

G. Costello
Milton Keynes, UK
e-mail: grahamcostello@bigpond.com

L. P. Willcocks (1)
London School of Economics and Political Science, London, UK

© The Author(s) 2018 239
L. P Willcocks et al. (eds.), Dynamic Innovation in Outsourcing, Technology,
Work and Globalization, https://doi.org/10.1007/978-3-319-75352-2_8


http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-319-75352-2_8&domain=pdf
https://doi.org/10.1007/978-3-319-75352-2_8
https://doi.org/10.1007/978-3-319-75352-2_7
mailto:grahamcostello@bigpond.com

240 G. Costello and L. P. Willcocks

Our research into Cloud Customer Relationship Management (CRM)
systems adoption at Standard Chartered Bank (SCB) focused on three
key research questions (Appendix details research methodology):

* Identifying emerging value propositions. Innovations create new poten-
tial sources of value. What are the new sources of value that SCB
achieved? What new sources of value, business models, relationships,
and transactions were achieved? How did interdependencies and rela-
tionships change between SCB and their service provider?

e Establishing context and capabilities needed. Innovations require the
right context. How did SCB and their service provider organize for
success? What capabilities were required, and how did they evolve over
time? What impact, if any, would there be on future organizations?

*  Managing diffusion and change. How did a cloud innovation get intro-
duced in a large organization? How was it accepted and implemented?
How was it exploited? What were the impacts on ways of working;
internal and inter-organizational changes in relationships, coopera-
tion, and competition? What implications are there for the future
cloud-enabled organization and further business innovations?

In what follows, we establish the business context to which software-as-a-
service (SaaS) CRM was seen as the solution, summarize the CRM journey
undertaken and the outcomes achieved, identify eight emerging challenges
and how they were dealt with, and then point to one lesson that frames 11
other lessons relevant to those contemplating a similar journey.

Standard Chartered Bank: The Business Context

SCB with revenues of approximately $20 billion plus per year is a large,
diversified financial institution focused on rapidly growing emerging
markets in Asia, Africa, and the Middle East. Over 90% of income is
from those regions. SCB operates in over 70 countries and territories, in
1700 branches and outlets, with 88,000 staff from 130 nationalities.
SCB was first formed in China and India in 1850. SCB’s strategy is to be
the ‘world’s best international bank’ focused on Asia, Africa, and the
Middle East. SCB aims to ‘bank the people and the companies driving



Innovating Customer Relationship Management Cloud Services... 241

investment, trade and the creation of wealth across Asia, Africa, and the
Middle East’.

When the Cloud project commenced in 2008, the bank comprised of
a wholesale bank (WB) and a consumer bank (CB). The CB was respon-
sible for small to medium enterprises (SME), private banking, and con-
sumer banking. In 2008, it was decided to adopt a more customer-centric
strategy. This would be achieved by simplifying how the bank interacted
with its clients and customers by standardizing on processes whilst
improving efficiency and consistency through improved systems. The
two key issues to be addressed were inconsistent staff systems and incon-
sistent customer experience.

Inconsistency of staff systems was accentuated by dozens of differing
CRM solutions across the CB. Systems were fragmented, stand alone,
channel specific, and product specific. There was limited coordination of
CRM. Staff had to operate up to 15 different systems to serve customers,
whilst in some geographical markets, systems were manual or dependent
on spreadsheets and ad hoc databases.

Customer experience was inconsistent. Clients filled out paper forms
to open accounts or apply for services that were then processed manually
in offshore service centres. Customer service requests were difficult to
respond to as there was limited visibility of progress of customer service
requests and the client’s overall relationship.

In 2008, work commenced on building an integrated sales and service
capability (Customer Experience Management System—CEMSY) to sup-
port the sales transformation agenda—the ‘SCB Way’. How would suc-
cess be measured? Success would be measured via metrics that looked at
driving customer experience, fixing front-line experience, and assessing
CRM impact on operating income, sales productivity, and operating
profit.

CRM Cloud Services: Scope
and Implementation

Here, we follow the Costello (1996) definition of innovation as ‘managing
the cycle of capturing knowledge from organizational activities and learn-
ing from that knowledge to change behavior and improve organizational
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activity’ (see also earlier chapters). We will employ the Costello (1996)
framework that embodies this definition to analyse innovation through-
out SCB’s cloud journey. A synopsis of that innovation journey appears in
Table 8.1.

In the first three years, CEMS was rapidly rolled out to 26 countries
and was used by 14,000 active front-line users. By the end of 2012, the
number of users had continued to expand and was over 24,000. By 2015,
the usage continued at this level. Daily volume was in the order of 72,000

Table 8.1 Innovation cycle for Standard Chartered Bank CEMS

2009. Cloud CRM
Service
commenced.
Piloted in four
countries in ten
months.

markets quick,
inexpensive, and
straightforward.

Implementation and Adoption better
roll out to national

than previous
attempts at
introducing
CRM. Supports
'SCB Way' sales
and service
cultural change
programme.

Changed
Activity Knowledge Learning behaviour
2008. SCB Difficult to CRM system across Gained approval
managing aggregate all geographical  forsingle
disparate CRM customer data markets global
systems in within country accessible for all  CRM. Selected
different much less across front-line staff cloud Saa$
geographic region. High cost of  would be ideal. service. Ceased
markets. previous CRM Saas alternatives  all other CRM
SCB initiates new  implementations. are cost- development.
sales and Poor adoption. effective.
service culture Complex regulatory  Regulatory
strategy titled requirements. solution is
‘SCB Way'. possible.

Gained approval
to roll out to
remaining
geographical
markets and to
increase
functionality.

2010. Cloud CRM  As CRM capability CEMS now has Service module

rolled out to matures, more holistic internally
additional one opportunity arises sales and service  developed and
country for to better integrate  functionality accessed

personal sales with service. built on SaaS through Saas.
banking and core services.

additional 11

for SME.

(continued)
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Table 8.1 (continued)

Changed

Activity behaviour

2011. CEMS now Straight through

Knowledge Learning

Requirement to Front-line staff

operating in 26 processing (STP) more tightly provides more
countries with services lead to integrate immediate
14,000 users. 5 significant quality processes. Need closure on
more retail of service to improve account
countries. improvement. technical requests.

integration of

data to pre-

populate data

fields.

2012. CRM Stability of SaaS Routing all Developed
capability and impacted by large transactions stand-alone
'SCB Way’ well increase in service through Saa$ verification
established related call volume. has caused module that
across the bank. stability did not

problems. Need negatively

to re-process impact on Saa$S
engineer major stability.
causes of

volume.

2013. CEMS now SCB has developed

operating in 60
countries with
24,000 users.

2014. Existing
Saa$ contract
due for
renewal. SCB to
develop a plan
for the next five
years and
determine best
systems support.

solid capability in
managing Saas
offering.

Existing Saas is

stable and well
received. Some
parts of the bank
need additional
integration that
SaaS would have

difficulty providing.

SaaS has been an

effective
mechanism to
support the SCB
sales culture
change
programme.

Difficult to take

free product
upgrades due to
customization by
SCB. Difficult for
service provider
to maintain due
to N—4 version.

Rolling out to
additional
markets and
increasing
functionality in
those markets.
Focus on
improving
business
continuity
capability of
what is now
critical system.

SCB has other
pressing
business
priorities. Focus
is on stability of
service.
Upgrade
implemented at
significant cost.

(continued)



244

G. Costello and L. P. Willcocks

Table 8.1 (continued)

Changed
Activity Knowledge Learning behaviour
2015. SaaS CEMS a critical SCB requirement  SCB planning
contract system but existing  has matured. next generation
renewed. SCB SCB infrastructure Key issue is CRM. Service
infrastructure not high availability for provider
re-architected. availability. what is now a looking to
CRMOD being core system. migrate

succeeded by new

sales cloud service.

customers to
new sales cloud

product.

2018. CRMOD Existing CRMOD is Alternative cloud SCB continues to
still in service stable, functional, CRM options do  investigate
despite and cost effective. not offer options to
investigations sufficient migrate to next
about improvements to  generation

CRM cloud but
not a priority.

warrant the
expense of
migration.

alternatives

new sales opportunities, 73,000 incoming calls to call centres, 23,000
new service requests, 32,000 sales conversations, and 10,000 new sales
closed. The system was processing over 500 transactions per minute (see
Fig. 8.1).

As at 2015, SCB employed CRM On Demand (CRMOD) (SaaS)
from a leading vendor, in conjunction with in-house development. The
CRMOD component of CEMS was managed as a SaaS private cloud run
on SCB hardware in a data centre in Hong Kong.

The CRMOD system supported both the consumer and WBs. Of the
24,000 users, approximately 3500 were in the WB. Each part of the bank
has differing requirements for CRM. The CB deals with millions of cus-
tomers who have multiple specific products such as bank accounts, credit
cards, home loans, and so on. The WB has a much smaller number of
clients who have complex needs such as cross-border payments, credit,
investment loans, and so on. A WB customer could be a large corporate
with hundreds of subsidiaries all over the world. A consumer client is
likely to be in one country and have a clearly defined business relation-

ship with SCB.
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Outcomes

The key outcome of implementing SaaS was that it proved to be a quick
and cost-effective means to support development of a more
customer-centric culture at SCB. There was now a foundation capability
that supported the cultural change aimed for. Outcomes and perfor-
mance helped to found a service culture at the bank. Likewise, there was
now a technical and operational capability that could be built upon to
add value:

I think the thing that we have achieved today is to roll out something that
does sit on 26,000 desktops. It is really getting some intelligence down
those lines. In India and Singapore, I can send real time alerts to my front
line that is a reflection of something that has happened in the world of an
individual customer that might be an opportunity for us to service, or sell,
or both. That once wasn't possible. The fact that I can do that is a major
achievement. The fact that we switched on a complaints management sys-
tem that was developed in this whole framework. We deployed that to nine
countries in a single day. That is the first time in this bank that anything
has ever been deployed to more than one country in a day. ... Very impor-
tantly you had a network of people who were connected who were able to
implement it. We didn’t have someone who had to fly around nine coun-
tries and say “hello I am from Botswana and am here to help”. We have
built a network of competent people who could work together.—CIO
Consumer Banking.

In practice, CRMOD has played a significant role in SCB achieving its
strategic goals. Meanwhile, key performance indicators have continued
to improve over the years as indicated in Table 8.2.

Moreover, performance on other dimensions showed significant
improvements, in particular, in the areas of:

Fixing front-line experience:

* SCB Way coverage—countries, call centres, branches, front-line staff
usage
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Table 8.2 Key customer metrics

Key customer metrics Baseline 2009 2010 2011 2012
Net promoter score 25 25 39 51 55

Complaints per thousand 0.83 0.53 0.49 0.46 0.40
First time resolution 39% 39% 51% 65% 72%
Product per customer 2.73 2.73 2.87 3.02 3.91
Employee satisfaction 4.06 4.06 4.24 4.25 4.26

* CEMS roll out across geographies and functions
¢ DPer cent STP for service requests
e Front-line staff satisfaction

CRM impact of real performance:

e Sales productivity—conversion of new sales
¢ Operating income

* Operating profit

Cloud and CRM: Emerging Challenges

Given this level of success, it becomes important—and also useful for
other organizations contemplating cloud-based CRM—to analyse the
challenges along the way and how they were dealt with. We identified
eight major challenges.

Challenge 1: How Can Business Value Be Achieved?
Speaking in 2013, the CIO of Consumer Banking observed:

Five years ago Standard Chartered had deployed Siebel in the branches in
Hong Kong and Siebel in the call-centers in Singapore. Standard Chartered
also had a team in India developing a CRM system for use in India. The
Chinese were developing their own system called “Panda”. We had also
gained another two systems when we acquired banks in Korea and Taiwan.
The Indian development team had been working for four years, spent a lot
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of money and deployed nothing. We were about to deploy our seventh
CRM system and wanted to deploy something into Malaysia, Thailand,
Indonesia and UAE. Clearly this situation was not viable.

At the same time, new bank management was emphasizing a busi-
ness strategy anchored on improved sales and service, and entitled the
‘SCB Way’. Implementation of the strategy was dependent on building
robust CRM capabilities. However, previous implementations of on-
premise CRM in some of the larger markets had cost over $50
million:

If you look at the implementations of Siebel in Singapore and Hong
Kong, the approach was very much growth focused. The way that the
CRM was built out was very specific to their needs without consider-
ation of the needs for the other countries. How is the rest of the world
going to be able to afford the same capability? That translates into pro-
hibitively high cost for the rest of the countries. That was a good lesson
learnt by us. ... Some of the country markets are very small. You cannot
ask them to pay $2m up front for a solution when the revenue is not
there. Therefore, SaaS actually fits our objectives quite well.—CIO
Consumer Banking.

On our analysis, four practices proved critical to achieving implemen-
tation and business value.

1. The technology strategy was driven by business owners. Thus, by way of
illustration, the Head of Technology, SCB said:

Primarily business champions as opposed to I'T champions drove the pro-
cess. ... The business’s primary concerns were about regulatory compli-
ance, client data confidentiality, and data privacy requirements.

2. Building buy-in from stakeholders. Neither of the SaaS providers at the
time had services hosted in SCB’s preferred location of Singapore.
Being able to support SaaS on-premise in SCB’s Hong Kong data cen-
tre became the key deciding factor. The business was also concerned
about how best to ensure rapid adoption of the system as opposed to
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spending a lot of time and money building a system only to fail with
poor adoption. The top three practices that proved successful in build-
ing ‘buy in’ from, and rapid adoption by, stakeholders were:

¢ SaaS could be deployed quickly, and for the business stakeholders,
time to market was key.

¢ 'The investment upfront was much lower than building a system.

¢ 'The ability to quickly implement a ‘Proof of Concept’ (POC)
helped the decision to move moving forward.

3. Adopting a pay as you use’ pricing model together with phased implemen-
tation. The Saa$ ‘pay as you use’ pricing model de-risked what would
otherwise have been a significant IT project. The service could be
rolled out in phases. As parts of the business reported benefits achieved,
the pace of implementation could be adjusted. Likewise, implement-
ing a ‘take it or leave it’ system avoided expending resources on agree-
ing functional requirements:

If it didn’t work, or the take up was lower than expected, then there were
fewer issues to deal with. ... There was less debate about functional require-
ments and more focus on adoption.—Head of Technology.

The ability to pilot and implement incrementally supported transition and
implementation. However, this was also supported by practices we discuss
in more detail below, namely:

¢ Clearly defined scope agreed to by both the bank and the service
provider. Given that it was SaaS as opposed to customized software
the process was simplified.

¢ The ability to implement a POC enabled the business to better
understand their requirements to deploy the model internally and
support it moving forward.

¢ 'The high level of familiarization training was key to the team under-
standing how best to deploy. An in-house capability was built to
drive adoption and deployment.
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4. Employing a cloud solution in conjunction with in-house development.
This enabled a rapid roll out, shorter time to market, overcame many
of the problems of diverse geographical markets and language, and
provided 24x7 service, for an affordable upfront investment and ongo-
ing operational costs.

CEMS was critical in enabling the broader SCB cultural change
programme to become more customer centric—'SCB Way’. The sys-
tem enabled parts of SCB to better understand the advantages of
CRM and to develop a CRM culture. In the WB, it allowed relation-
ship managers (RMs) to see the real value of managing contracts, shar-
ing opportunities, and sharing information across the various
businesses.

Challenge 2: How to Integrate Cloud CRM Technically
with Internal Systems?

Firstly, integration of CRM with other bank systems is where most of the
expense and delay were created in traditional CRM implementations.
Normally, it is the CRM system that is heavily customized to limit dis-
ruption to extant legacy systems. In the case of SaaS, extensive customiza-
tion is not an option. Consequently, much of that complexity was
avoided. However, that does not avoid a dynamic where the customer is
trying to avoid changes to their systems by asking the service provider to
modify their service or alternatively using some services in ways that they
were not designed for. Likewise, the service provider is trying to keep the
software as simple and generic as possible to avoid unintended conse-
quences that impact the vast majority of customers. From the service
provider’s perspective, it is critical that all customers are running on the
same version of the software. This includes releases that apply patches or
add new functionality or services. Otherwise, the degree of complexity
becomes exponentially challenging. One lesson learned was on the role of
enterprise architecture.

Enterprise architecture enabled exploitation of SaaS. SCB implemented a
capability-driven architecture to manage the portfolio of services required.
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Services were integrated via an SCB-developed integration layer. The role of
the integration layer was to simplify integration of services from other bank
systems. Integration with a heterogeneous legacy architecture can raise signifi-
cant challenges for an SaaS service. For example, it is difficult, or impossible,
to customize how the Saa$ service operates internally. This often places inte-

gration challenges with either the integration layer or legacy systems. As the
CIO of SC Consumer Banking described it

How are your internal applications going to work with a service that is
effectively a ‘black box’? If you don’t understanding how it works then the
whole system might not work. You need to have a very clear roadmap how
you are going to integrate all this moving forward. If you don’t, then the
Saa$S and the internal systems could develop divergent paths. The challenge
is that you could end up building two different types of software. And then
your frontline would have to deal with two different systems.

Secondly, despite a thorough understanding of the product, there are
always unforeseen requirements that emerge over the life of the project
that place additional demands on the SaaS:

Because we do not understand what CRMOD can or cannot do, we force
it to do something that it can’t. Consequently it broke down all the time.
This was a good lesson learnt.—CIO Consumer Banking.

SaaS demands very robust architectural practices; ideally, the service
should be interacted with exactly as specified. Organizations with strong
systems development skills, but less disciplined architecture capabilities,
are tempted to try to work around what they see as limitations. The ser-
vice provider—Oracle—had been operating Saa$ for many years and had
experienced challenges with non-standard implementations. Despite
Oracle strongly recommending standard implementation, many custom-
ers are tempted to do otherwise. The result is often unforeseen conse-
quences such as reliability or scalability that could not have been
anticipated by an in-house development team. Whilst SCB’s implemen-
tation of CRMOD was an early adoption of SaaS, their experience con-
vinced them of the long-term architectural viability of more extensive
Saa$S models.
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Challenge 3: How to Respond to Regulatory
Requirements?

In practice, in a highly regulated environment like banking, regulatory
requirements need to drive Saa$ strategy. Over 40% of SCB’s technology
spend is attributable to regulatory compliance. This is accentuated by
serving such a diverse geographical region. Each jurisdiction changes
requirements regularly. Often these requirements are negotiable, but in
general, most jurisdictions would prefer all banking systems to be resi-
dent within their borders. Regulators are concerned about the impact on
their economies should there be a reduction in banking services. They are
also concerned about data security. Most regulators demand that cus-
tomer data remain within their jurisdictional boundaries. It is then up to
SCB and their service providers to convince the jurisdiction that suffi-
cient precautions are in place for that not to be necessary. According to

the Head of Technology:

The major risk for CRMOD has been around data confidentiality. We had
to get our central compliance teams involved to ensure that the solution we
implemented will meet the regulator’s requirements across the markets.
‘That drove the decision to have the service installed on Standard Chartered
premises. Even access to the environment by Oracle support people was
done through a controlled and audited access method. This allowed

Standard Chartered to have control of Oracle’s access to the private
Standard Chartered cloud.

Regulators continue to revise their requirements. An ideal solution for
SCB would be a localized SaaS operating in each of the major markets.
The challenge is managing that level of localization and running the sys-
tem in multiple countries cost-effectively:

In any service offering whether cloud computing or a managed service
from an external vendor that is the biggest thing that we always look at—
security and data confidentiality. They are the key drivers for adoption of
any service offering—more so than the commercials. Most cloud comput-
ing seems to be a good commercial proposition, however the issue for
Standard Chartered is how much higher is the operational risk.—Head of
Technology.
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Challenge 4: How to Sort out Contractual Governance
for Cloud CRM?

SCB5 solution here enabled the commercial outcome to reflect the value deliv-
ered. Contract pricing was per user. SCB was responsible for hardware invest-
ment and data centre costs. Compared with implementing a traditional
CRM system, the level of investment was much lower. Especially in compari-
son with SCBs previous expenditure implementing CRM in Singapore and
Hong Kong, SaaS was significantly more cost-effective.

The Service Level Agreement (SLA) comprised standard Oracle terms
and conditions. There were penalties for poor performance which have
been imposed. We had some issues with service availability where the penal-
ties have been exercised. (Head of Technology).

Many of the SCB requirements created challenges with meeting SLA
stipulations. For example, the preferred SaaS deployment model was for
it to be hosted in an Oracle approved data centre. SCB hosted theirs in
Hong Kong for regulatory and cost reasons. Likewise, to gain regulatory
approval, access to the systems by support technicians was limited to an
ineffective and cumbersome terminal access system that made support
and maintenance difficult. According to the Oracle director of SaaS
Operations:

It is very complex to manage [SaaS] in an @customer model and consider-
ing the limitations imposed by Standard Chartered with the implementa-
tion of Terminal Server for monitoring, automation, performance
qualification, log retrieval, etc... it was quite a challenge.

Contractual governance was managed by SCB legal, Oracle legal, and
IT resourcing departments. This was the first such contract for SCB in
terms of scale and coverage. The SCB legal team was very heavily involved.
Even in 2016, legal was very much involved in monitoring and
renewals:

They are very well aware of the terms and conditions. They know the
Oracle legal folks! Both legal departments have developed close working
relationships. Standard Chartered has now developed a good understand-
ing of Saa$ legal requirements.—Head of Technology.
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Despite a number of significant challenges over the years, contractual
governance was considered to have been successful. SCB has achieved its
business goals at a reasonable cost. Evidence of the success was increased
volume purchased as well as increased commitment. The CO of Consumer
Banking commented:

The commercial side of it has been an output not an input. Not the other
way around. We have increased each year the commitment to Oracle.
There is a lot more revenue being booked against the system now than
could have been anticipated at the outset. It is also a lesson in letting the
commercial outcome be a benefit of what is actually valued, rather than
selling a lot of stuff that even if you are not using it is just your problem.

The contract was renewed in 2014. SCB subsequently conducted a
strategic review of their CRM needs and considered how best to satisfy
them. Options included: continuing with the existing SaaS service
unchanged, a more integrated solution (where Oracle also takes respon-
sibility for hardware, data centre, and managed services), migrate to the
new Oracle sales cloud service, migrate to an alternative Saa$, or build a
customized solution.

Challenge 5: What Management Skills and Capabilities
are Needed for SaaS?

At the time of the commencement of the contract, neither the bank nor
the service provider had significant experience managing long-term
SaaS. From the bank’s perspective, SCB had a strong internal I'T build
capability located in India that was most familiar with building custom-
ized systems. They were used to purchasing ‘software’ which they then
modified and implemented. They were not accustomed to purchasing a
‘service’ which was very difficult to modify either functionally, techni-
cally, operationally, or contractually. CRMOD is a SaaS. From the service
provider’s perspective, although Oracle had been delivering Saa$ services
for many years, the CRMOD offering was relatively new and SCB was
one of the first large customers. Compared with many other customers,
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large banks have very complex and specific needs. There are multiple
internal banking systems that the SaaS must interoperate with. Depending
on how this was done would impose additional requirements on either
the Saa$ or the bank’s internal systems.

Saa$S offerings have been developed by software companies. Software
development is a very different culture and capability to managed services.
SaaS$ is sold by software sales people but run by service people. The chal-
lenge for a software company offering SaaS is to seamlessly transition
back and forwards between sales and service. This needs to be done in
phase with the client who will also transition from buying to consuming
the service. According to the CIO of Consumer Banking:

alignment between the two organizations is very important. Putting the
customer as the centre of your focus of what we do is very important.
Typically you might have an organization that is service orientated just like
us. But you might have a partner that is not strong in service. They might
be strong in software development but have limited experience in service.
That can be reflected in terms of responsiveness, and approaches towards
dealing with the problem. It can become quite a challenging process
because you have that disparity in terms of service focus. Like any other
service that you subscribe to, you grow with that service.

SCB developed capabilities to manage cloud service. The key SaaS capabil-
ity that SCB developed was ‘making technology work’ (Willcocks and Feeny
2003). Why was this? The Head of Technology explained:

what I realised was that the bank itself needs to understand how this model
needs to work successfully by understanding the constraints and limita-
tions that the vendor has too. Not everything that you require can be deliv-
ered by the vendor always. Within the operating model, Standard Chartered
did not have the flexibility to deploy internal resources onto fixing an
urgent issue as it could only be done by Oracle in a SaaS model. One of the
challenges was working out how the support model works. When are peo-
ple available? When we were having issues, no one from Oracle was avail-
able immediately as the US resources are only available in US time zones.
Trying to understand how the system works and technical limitations
became crucial.
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Development of both the bank’s and the service providers operational
capabilities are best summarized by the SCB executive sponsor:

I do think at one stage, nobody moved here until Oracle had demonstrated
that it wasn’t their problem. Oracle, on the other hand, was not prepared
to move unless it was demonstrated that it was their problem. Now if there
is a production issue, everyone is mobilised and everyone is working on a
resolution—most of the time, any time of the day.—CIO Consumer
Banking.

Success has been enhanced by driving a strong “business thinking systems’
capability whilst enhancing ‘architecture, ‘contract monitoring, and ‘vendor
development’. Specific cloud capabilities such as ‘rapid elasticity’ and ‘ubiqui-
tous access’ proved of less relevance in SCBS case compared with the findings
of research into more generic infrastructure cloud services (Iyer and Henderson

2010).

Challenge 6: How Do We Cope with Dynamic Business
and Technical Environments?

In response to highly dynamic business and technical contexts, scope, techni-
cal, non-technical, and operational aspects evolved over time. The scope of
service got modified. Initially, there were considerable demands placed on the
service, but as volumes increased, scalability and reliability issues arose:

When we first started, we were trying to work towards CRMOD being the
portal for customer and client experience. However, that has been amended
along the journey as we have better understood our requirements and the
capabilities of the service. It became quite clear that CRMOD could be
more like a module than the portal.—Head of Technology.

The initial objective of SCB was to rapidly deploy basic CRM capa-
bility to support the business strategy. As the initiative gathered pace and
SCB made more progress towards their ‘SCB Way’ strategy, the expecta-
tions of the total CEMS system outgrew the stripped down functional-
ity of the SaaS. Likewise, the SaaS became a critical system that impacted
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on bank operations if it was unavailable. According to the Head of

Technology:

This was due to various limitations of the CRMOD such as volume,
scalability, and reliability. It became apparent that CRMOD was
becoming a single point of failure for an increasingly critical system.
The increasing requirement for CEMS resulted in the initial risk rating
of the system increasing from medium to high. As the system rolled out
to more geographies and to more parts of the bank such as call-centers,
the system became more critical for our day to day business and it
became apparent that CRMOD service could not support that higher
level of criticality.

CRMOD out of the box could not support those heightened require-
ments. That was the key turning point and why the SCB CRM strategy
changed. The bank and the service provider investigated what was caus-
ing reliability issues. One aspect was the way some high-volume processes
were being routed through the SaaS:

We looked at the processes and tried to tighten some of the processes
involved. We externalised some services so that they would not conflict
with critical operations. We externalised the whole reporting capability
because the demands could not be supported.—Head of Technology.

Extensive reporting capability came standard, as part of the Saa$ func-
tionality. As the bank made the reporting functionality available to the
wider community, users were ordering reports during peak periods,
thereby impacting on response times for critical activities and eventually
impacting on the resilience of the system. Whilst the level of data and
process integration was appropriate when the bank was building a CRM
capability, as that capability grew, demands increased. When CRMOD
started, there was no CRM practice within WB. As the client engage-
ment improved, the demand for more integration provided out of the
box by the service increased. For example, requirements for private and
public deals have different needs. SCB wanted to increase collaboration
between the RMs and the credit teams and other support functions, like
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compliance. By 2013, CMROD could not support that level of process
integration. In response, the technical problems had to be worked
through to achieve the requisite level.

Challenge 7: How Do We Evolve the Client-Supplier
Relationship?

The client-supplier relationship had to evolve from service provider to strategic
partner. According to the Head of Technology:

The relationship has changed as we moved from the initial phase of devel-
oping a CRM practice. In the second phase of the relationship, there has
been recognition from both Standard Chartered and Oracle that the stan-
dard model does not work and that we need a more strategic partnership.
Where Oracle has been working closely with us and recognised how they
need to change their support model and often for us from the initial model.
For example, we have a demand to do two disaster recovery drills per year
to meet the regulatory requirements. That is not supported in the standard
model. Nor is 24/7 support. Continuous releases being made into produc-
tion is also a challenge. The ability to access the data from different systems
outside of the standard channels is also a requirement. For example some-
times it is necessary to extract high volumes of data out of the system for
specific purposes. This requirement has to be satisfied by a different techni-
cal approach. There have been specific changes in audit requirements that
Oracle has taken into the product development cycle based on the feed-
back that Standard Chartered has provided.

Moreover, relational governance evolved as the service became more
business critical. Initially, the relationship was based on a very rudimen-
tary SaaS model that would have been appropriate for a low value service
to a small uncomplicated client. As the system became larger and more
critical, it was necessary for the relationship governance to become more
sophisticated. By 2015, there was a complex matrix of regular working
meetings and executive sponsorship that had evolved over time. A key
issue when the system was suffering reliability issues was finding an
appropriate sponsor in the service provider:
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Standard Chartered has developed relationships with more relevant Oracle
executives that had responsibility and authority for the systems rather than
just executive status. We have executive sponsorship from both organiza-
tions today.—Head of Technology.

To support day-to-day problem resolution, additional staff have been
provided by both the bank and the service provider to be available 24x7

as required to solve operational issues:

This is working a lot better now. Initially there was resistance from Oracle
to offer anything more than the standard service. Eventually with increased
executive relationship management Oracle understood the real issues that
Standard Chartered was trying to address when an Oracle executive organ-
ised the first customer visit (CVC) in San Francisco.——CIO Consumer
Banking.

Ownership by senior executives from both the bank and the service
provider was necessary to better align expectations:

We started to encounter some problems very early on in regards to stability
of the platform. ... We decided it would be a much smarter idea if we
could collectively solve the issues.—CIO Consumer Banking.

When problems arose, it was not entirely clear what the most appro-
priate course of action was. One challenge was to find people in both
the bank and the service provider who had the time and technical capa-
bility to identify the root cause of the issue. The next challenge was
finding executive sponsors at both the bank and the service provider
who had the authority and resources to ensure that the issue was
resolved. The bank had to deploy two of its most capable technical
executives whilst the service provider had to engage product develop-
ment and technical architecture engineering staff that would not nor-
mally be distracted by operational issues. Despite the perception of
SaaS being a utility, there was still a need for significant internal-
retained IT capabilities such as ‘making technology work’ and

‘leadership’.
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This case study supports other cloud sourcing research which found
that a key antecedent to cloud-driven innovation is a very strong correlation
between the levels of collaboration and resulting innovation within and across

organizations (Lacity and Willcocks 2013).

Challenge 8: Can Symbiotic Innovation Be Achieved?

In practice, SCB and the service provider achieved differing yet parallel inno-
vation Table 8.3 compares the lessons learnt from the differing perspectives of
SCB and the service provider. This analysis reveals symbiotic innovation.
From the perspective of SCB, customer experience capabilities continued to

Table 8.3 Symbiotic innovations Standard Chartered and Oracle

Standard Chartered Bank Oracle
Innovation Enabled business Early to market Saa$S product
transformation in a low-risk, that revealed both
inexpensive, incremental challenges and
approach. opportunities. Enabled

design of next generation
cloud offering.

Functional Get the exact functionality that There is a need to enable
the SaasS specifies. No configuration, extensions,
surprises but limited influence  modifications, localizations,
on development roadmap. and enhancements in a way
that does not complicate the
core code.
Non- SCB had to accept responsibility Scalability and reliability can
functional for decisions that they had be negatively impacted by
made that influenced how the client uses the
reliability. system.
Enterprise Architecture planning enables  Many organizations lack the

architecture  greater use of modular cloud robust enterprise
services. Cloud brokerage and  architecture required to

security are critical. take advantage of SaaS.
Integration SaaS expects the client Saas should ideally present
organization to integrate multiple integration options
with legacy system and but also needs to prevent
continue to manage those unauthorized integrations.

integrations.

(continued)
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Standard Chartered Bank

Oracle

Operating SaaS operating model unlikely Identified need to offer
model to be equivalent to internal differing levels of operating
operating model and service model depending on
levels. criticality of service.

Capabilities Requirement for internal Some new capabilities
capabilities does not go away. required by service provider.
Some new capabilities Challenge in upgrading the
required. customer’s understanding of

Saas.

Regulatory Was and remains a key Reduced remote access
limitation for a financial created maintenance and
services organization. support challenges.
Complicated by international  Significant workload to
operations. negotiate with regulators.

Governance More governance and Requirement for tiered level

leadership was required than
anticipated due to inter-
organizational complications.

Business value Significant business value

achieved by SaaS. Succeeded
where other traditional
systems integration projects
had failed. Changed the
culture of SCB.

of governance that reflects
client criticality.

Product was very successful
for Oracle and spawned a
seven-year project to build
next-generation Saa$ cloud
offerings.

innovate within their business. From the perspective of Oracle, the CRMOD
experience enabled innovation of the next generation of cloud services.

Lessons for Deploying Cloud Saa$

A fundamental lesson SCB and Oracle learnt was that deploying Cloud
Services was quite different from systems integration and more tradi-
tional outsourcing approaches to developing and leveraging informa-
tion and communications technologies corporately. At SCB, these
differences emerged over time, as did the different implications the
three approaches would seem to have for business and performance. In
Table 8.4, we demonstrate the differences as they emerged and got
acted upon in the case.
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Table 8.4 Comparing systems integration outsourcing and cloud services

Systems Implication to
integration Outsourcing Cloud business
Scope of  Business likely Same scope as  Generic best ~ Business forced
service to have systems practice. to accept SaaS
specified integration Limited scope of
functionally but financially  ability to services. Less
rich solution engineered. modify. time spent on
similar to Managed by a Need to arguing
what they third party develop functionality.
were familiar  with workarounds  More time
with. corresponding  for 'must- spent on
complexities. have’ implementing.

Innovation Business is

Business

case

likely to have
moved on by
the time it
was
implemented.

Unviable from
cost, risk,
change
management,
and urgency
perspectives.

Good

innovation on
inception but
likely to
hinder
innovation
moving
forward due
to complexity

functionality.
Change focus
of
innovation
from the
technical
solution to
the business.
How can we
use what we

of outsourcing  have got?
relationship.

Unlikely to find Granularity
a vendor enables
prepared to business to
undertake. drive rather
Lengthy than large IT
negotiations project.
to manage
uncertain
risks.

Enabled rapid

adoption of
basic
innovation
but limitations
as
organizational
capabilities
outgrew.

Costs and

benefits are
more clearly
identified and
quickly
realized.

Within the frame of this fundamental lesson, in our analysis, the SCB
case reveals 11 other learnings. We summarize these as:

1. Innovation. Cloud computing can be an agile, low-risk, inexpensive,

iterative mechanism to enable a complex change programme. In the
case of SCB, a relatively simple, cheap, and quick implementation
achieved an organizational transformation that had previously been
unimaginable.



2.

Innovating Customer Relationship Management Cloud Services... 263

Functional Requirements. There is a strong need to understand busi-
ness requirements and the trade-offs between a custom solution ver-
sus SaaS. There is limited flexibility to add or enhance functionality.
Understand the service being offered and how it will work for you. It
is difficult for the service provider to balance individual client
requirements with the larger pool of users. Think very carefully
before trying to make the service do something that it was not
designed for.

Non-Functional Requirements. Scalability, reliability, and availability
can become issues as usage grows or the system becomes more mis-
sion critical. There may be limited flexibility to enhance due to the
way that the SaaS has been engineered.

Enterprise Architecture. Integration with legacy systems can be tech-
nically and commercially complex. Ensure that there is full under-
standing of the intricacies of how systems will be integrated, change
managed, problem resolved, and maintained. Ideally, the enterprise’s
architecture should enable a clean interface between the service and
internal systems. This could include cloud brokerage and security
management.

. Integration—~Making technology Work. SaaS$ forces integration respon-

sibility onto extant internal client systems. This can be technically
challenging and may require considerable internal flexible, adaptive
advanced skills to make the technologies work together.

. Operating Model. The client and provider need to understand each

other’s operating model and expectations of service levels and
demands. The concept of cloud servicing is not equivalent to turning
on a power switch ‘for the services’.

Capabilities. Just as outsourcing demands enhancement of tradi-
tional core IT capabilities, cloud services demand enhancement
of capabilities including ‘business systems thinking’, ‘architecture
planning’, and ‘making technology work’.

. Change Management. It is significantly easier to implement organiza-

tional change management if the system can be implemented incre-
mentally as user demand grows. System demonstrations and training
must be available from day one.
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9. Regulatory. There is a need to understand the regulatory, security, and
data privacy implications. A model that works well in the USA might
be inappropriate elsewhere in the world. Likewise, a model appropri-
ate for one industry might be inappropriate for one that requires
greater security and privacy such as financial services.

10. Governance. Relationship management with a Saa$S provider is com-
plicated by the restrictions inherent in the service model. There may
be limited flexibility due to the ‘take it or leave it’ nature of SaaS. Both
SCB and Oracle were committed to the long-term success of
CRMOD. This commitment was reflected in extensive inter-
organizational collaboration as well as significant executive sponsor-
ship within each organization.

11. Business Value. Within the context of an organizational transforma-
tion programme there is potentially significant business value. But at
the application level of cloud services, as SCB discovered, significant
business change is likely to be necessary to capture potential value.

Conclusion

SCB began implementing CRM as a private cloud software as a service
(SaaS) in 2008. Roll out was rapid and adoption impressive. Most
banks in Asian markets have struggled to implement CRM systems
much less get employees to use them. Reach of the system continued to
expand country by country. By 2013, SCB had established a sound
international CRM capability on which to build additional functional-
ity and to improve efficiency. By 2015, it was being used in over 60
countries by 24,000 front-line staff. Previously the bank had expended
considerable resources to implement CRM via traditional on-premise
implementations, but had achieved limited success. Implementing a
SaaS CRM solution became a significant achievement, but there were
major challenges.

Saa$ was, and is, a significant enabler of that success. This case study
reveals both the advantages and disadvantages of SaaS. Both the bank
and the service provider continued to learn and innovate the service
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over the years. The relationship went through difficult times as the two
organizations struggled with how best to operate. Both have signifi-
cantly enhanced their Saa$ capabilities. The service provider has spent
the last nine years developing an entirely new SaaS cloud architecture
that overcomes many of the earlier challenges. When the extended SaaS
contract expired in 2016, both organizations found themselves at an
important stage of the relationship working out how best to build on

the capability.

Appendix: Research Methodology

The complexity of the research question lent itself to a research method-
ology based on ‘Grounded Theory’ (Glaser and Strauss 1967) supported
by ‘Intention Analysis’ (Sanders 1982) within ‘Case Studies’ (Galliers
1992; Platt 1988; Yin 1984). Interviews were structured to identify cor-
related change ‘in which change in the antecedent co-occurs with the
change in the outcome’ (Kuhn 1991). There were elements of action
research with one of the authors an active participant in events as well as
carrying our research in the organizations.

All interviewees had considerable experience as I'T professionals. The
sample of interviewees reflected a cross section from both SCB and Oracle
spanning management to operations in both organizations. Likewise the
sample spanned business to technology. Most were interviewed multiple
times. Initial interviews followed a formal interview protocol. Subsequent
interviews drilled down on specific issues. Interviews were conducted
during the period 2012-2014. Where possible, interviews were recorded,
transcribed and returned to the interviewee for confirmation. Interviews
were triangulated with public documents (Ralph and Murray 2003),
internal client and supplier documents, and observation. Methodological
rigour was supported by good access and triangulation (Dubé and Paré
2003)

Drafts of the case study were reviewed by key stakeholders to ensure
accuracy. A smaller subset of key bank and Oracle stakeholders kindly

reviewed research findings to verify practical relevance.
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Table 8.5 Appendix: Interviewees

Standard Chartered Bank Oracle
CIO Consumer Banking (CB) Key account director for SCB
Head of Technology Solution Oracle Global Client Advisor
Delivery
CIO Customer Experience, CB Senior Principal Technical Account Manager
Customer Experience Business Director, Software as a Service Hosting
Manager, CB Operations

Customer Experience Technology Senior Vice President Product Development
Manager, CB
CEMS Technology Manager Senior Vice President Oracle CRM On
Demand (CRMOD) Operations

Interviewees: Detailed Roles and Responsibilities
o Standard Chartered Bank

CIO Consumer bank. Executive sponsor for CRMOD.

Head of Technology Solution Delivery. Senior technology manager
responsible for SLA of CRMOD and especially focused on reliabil-
ity as opposed to functionality.

CIO Customer Experience, Consumer Banking. Responsible for CEMS
design, implementation and operation.

Customer ~ Experience  Technology  Manager, ~Consumer Banking.
Responsible for technical integration and operations of CEMS.

Customer Experience Business Manager, Consumer Banking. Responsible
for business case and value realization of initial selection and
implementation.

CEMS Technology Manager. Responsible for technical integration and
enterprise architecture of all CRM related technology. Led team of
technical problem solvers.

* Oracle

Key account director for SCB. Responsible for overall relationship with
SCB as well as new sales. Measured on meeting sales and customer
satisfaction metrics.
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Oracle Global Client Advisor, Co-lead of the SCB account. Focused on
driving large scale transformation programmes in the client.

Senior Principal Technical Account Manager, Jointly funded by Oracle
and SCB to assist with service requests and to support trouble reso-
lution. Manages operational issue resolution between the SCB
operational team and the Oracle operational and development
team.

Director, Software as a Service Hosting Operations. Responsible for
architecting software solution and technical platform. Engineering
role in resolution of functional and operational matters.

Senior Vice President CRMOD Operations. Responsible for delivery of

SaaS operations.
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