
2 Literature Review 
The focus of CRM literature has been primarily on three areas: creating and managing 

successful CRM alliances, consumer perceptions of businesses and NPOs engaged in 

the alliances, and consumer behavior in response to CRM campaigns.  Most of the 

research has focused on the West, with very little published data on CRM initiatives 

in Asia and other parts of the world. Each of these topics, as well as the limitations of 

the literature, are discussed in this chapter. 

2.1 Creating and managing CRM alliances 
CRM alliances are a form of strategic alliance between businesses and NPOs, 

and much can be learned about creating and managing successful marketing alliances 

from the vast body of strategic alliance literature2.  The primary goals of strategic 

alliances are to create and capture value for all partner organizations.  In order to 

maximize value capture, alliances should be structured to allow for collaboration and 

learning.  In general, the literature outlines the following key success factors3 for 

strategic alliances: 

• Compatible (but not necessarily identical) goals 

• Carefully chosen partners, with strong cooperative intentions 

• Joint contribution of skills, resources, staff and management 

• Alliance structure encouraging cooperation, flexibility, and adaptation 

• Joint measurement and evaluation of outcomes 

• Sharing of rewards 

                                                 
2 There is a great deal of literature available on strategic alliances.  A particularly helpful reference is 

Alliance Advantage by Doz and Hamel (1998). 
3 Adapted from lecture notes from Professor William Reinfeld, March 25, 2006. 
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These and similar guidelines for managing strategic alliances have provided the 

foundation for specialized CRM literature, which adapts the key success factors to the 

unique challenges of building successful marketing partnerships between NPOs and 

for-profit organizations.  

The CRM-focused literature provides plenty of case studies of successful 

alliances, but undertaking an alliance is risky for both the corporation and the NPO.  

For the business partner, there is the risk of consumer backlash, loss of credibility, or 

financial damage if the campaign is not viewed positively by the public.  Risks to the 

NPO partner include wasted resources, reduced individual and foundation donations, 

loss of organizational flexibility, damaged reputation due to inferior products or 

partner’s actions outside the alliance, unethical marketing that damages the mission, 

over-reliance on corporate funding, or overwhelming success that crushes existing 

systems (Andreasen 1996).  Due to the many potential risks, a great deal of best 

practices literature has been published on the subject of creating and managing CRM 

alliances.   

 As experience in CRM has grown, a number of practitioners and consultants 

have authored books to act as best practices guides.  Many are written for business 

executives and marketers (see for example: Kotler and Lee 2005; Adkins 1999; 

Pringle and Thompson 1999), a few are tailored to the perspective of the NPO partner 

(Sagawa and Segal 2000; Daw 2006) and fewer still are designed for both partners 

(Adler 2006).  Most of the existing literature identifies the following basic steps for 

creating and managing successful alliances: 

• Self assessment 
 
• Identify and evaluate potential partners 

 
• Actively shape the alliance, involve all levels of the organizations 
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• Set measurable goals and monitor progress 

 
• Communicate with partner and consumers 

 
• Adjust, deepen and grow the alliance 
 
During the self-assessment phase, both partners need to identify the goals they 

hope to reach through an alliance, evaluate their own strengths and weaknesses, and 

clearly understand what value they can bring to potential partners. The strength of the 

brand, organizational reputation, and values need to be assessed during this stage. 

Andreasen (1996) believes that at this stage not-for-profit managers must see 

themselves as true partners in marketing, and must understand the bottom-line 

mentality that will be used in corporate decision making.   

The next step is to identify and evaluate potential partners.  CRM alliances can 

be initiated by either a business or an NPO. Most literature written from the corporate 

perspective urges companies to identify a cause first, and then evaluate numerous 

organizations that operate within that sphere, in order to limit overdependence on a 

single organization (Cone et al., 2003).  During this phase, not only do potential 

partners need to be performing due diligence, they also need to be testing for 

organizational fit.  Compatibility is important not only at the personal level amongst 

organizational staff, but also at the mission and values level, which will be evaluated 

by consumers once the partnership is announced.  

Compatibility of mission between the corporation and the cause, as perceived 

by consumers, is a key component for success in CRM alliances (Pracejus and Olsen 

2004; Gray 2000; Porter and Kramer 2002). The perception of poor fit between a 

company and its chosen cause can create consumer doubt (Webb and Mohr 1998; 

Trimble and Rifon 2006) and in turn cause the corporation to lose credibility (Lafferty 
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et al., 2004; Rifon et al. 2004). However, according to Trimble and Rifon (2006), 

some causes, such as breast cancer in the United States, have such widespread appeal 

amongst consumers that the issue of fit between the cause and corporation is no 

longer significant.   A good illustration is NASCAR racing—a typically male-oriented 

industry—successfully linking with female-oriented breast cancer NPOs.  

The next step is to actively shape the alliance, involving all levels of the 

organizations.  The literature clearly identifies executive support of the alliance as a 

key success factor (Cone et al., 2003; Adkins 1999, 232; Pringle and Thompson 1999, 

161).  Without support from the top management team, alliances are unlikely to 

receive the financial and personnel commitment needed to be successful. In addition, 

alliances should involve staff from many different departments. While the marketing 

department may have ultimate authority over the campaign, human resources, 

community affairs and the production departments also stand to benefit and should be 

actively involved in shaping the alliance from the business side.  On the NPO’s side, 

having staff from multiple departments involved will ensure that not only PR 

objectives are met, but also fundraising and mission-related goals.  In addition, both 

partners will want to involve their stakeholders in the alliance.  This can include 

customers, suppliers, investors, front-line staff, donors, volunteers, and members.  

Part of shaping the alliance is agreeing upon measurable goals and monitoring 

the progress. The success of alliances is not necessarily based on financial measures.  

Goals for an alliance will vary based on the purpose for which it was created. Goals 

may include increased sales, a certain level of donations, increased consumer 

awareness of the brand and cause, a certain number of media impressions, improved 

customer relations, or increased employee morale and retention. According to a 

survey of 70 executives at companies engaged in CRM, most used the relationship 
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primarily to improve customer relations and enhance their reputations (Andreasen 

1996).  In this case, customer satisfaction, loyalty, and perceptions of corporate image 

would need to be measured.   

Frequent and open communication with partner and consumers is the next step 

in managing alliances.  Developing good lines of communication between the alliance 

partners is critical for solving problems and maintaining flexibility.  As in any 

strategic alliance, candor and trust between the partners are crucial to survival of the 

CRM alliance.  The second part of communication, with consumers, will in part 

determine how the alliance is perceived. If too little information is provided, 

consumers can develop negative perceptions.  The 2002 Cone Corporate Citizenship 

study reported that 90% of Americans want to hear about companies’ charitable 

activities. However, trumpeting a charitable relationship before enough time and 

money have been committed to produce measurable results can damage consumer 

opinions (Cone et al. 2003).  On the NPO side, it is important to maintain frequent 

communication with stakeholders regarding the alliance, in order to identify the 

benefits as well as the ongoing need for traditional forms of support (such as 

individual donations and volunteering).  

The next phase of alliance management calls for adjusting, deepening and 

growing the relationship.  Since its introduction in the 1980s, CRM has evolved from 

mostly short-term, transaction based alliances, to longer-term commitments with more 

complex structures.  The literature suggests that companies and NPOs can maximize 

impact of the alliance if the partnerships are at least three-years long.  With time, the 

message is more likely to reach consumers and build lasting impressions, the alliance 

will become more economical as both organizations move down the learning curve, 

and the partners should be able to point to real results – further strengthening the 
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alliance’s message (Kotler and Lee 2005, 241).  

2.2 Consumer perceptions of CRM alliances 

Public awareness and perceptions of CRM campaigns have been widely studied 

in the literature.  The majority of people in the West are familiar with CRM.  A 2003 

survey of US and UK consumers found that when shown a list of recent CRM 

campaigns, 98% were aware of at least one, an increase from 88% in 2000 (“Brand 

Benefits” 2004). 

Despite some initial skepticism, especially on the part of some NPO 

practitioners and academics, numerous studies have shown that CRM is positively 

perceived by the majority of the public (Ross et al. 1992).  In support of these findings, 

Lachowetz et al. (2002) found that 88% of people felt that CRM relationships are a 

positive thing in business today.  The 2004 Cone Corporate Citizenship Study found 

that 89% of Americans believe that corporations and NPOs should work together to 

raise money and awareness for causes. 

It has been found that numerous factors influence consumer’s perceptions of 

CRM campaigns, including compatibility between the corporation and the cause, 

perceived importance of the cause, honesty of the advertising, and the amount to be 

donated. The importance of compatibility in influencing consumer attitudes has been 

discussed in section 2.1.   

Not surprisingly, Lafferty (1997) found that consumers responded more 

positively to campaigns when the cause was important to them. However, she also 

found that consumers responded more positively to advertisements with no cause link 

than to advertisements that were linked to an unimportant cause. This research 

indicates that not every cause is desirable, and choosing a cause that resonates with 

consumers is crucial.   
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Credibility and truthfulness in advertising also influence consumer perceptions 

of CRM campaigns.  When it comes to advertising, watchdog groups and 

governmental agencies have also protested when CRM advertisements have sought to 

mislead the public.  But alliances appear to benefit by doing more than the bare 

minimum, and designing advertisements that are honest and clearly explain the 

alliance can reap benefits in terms of improved public opinions.  Research 

International’s study on brand benefits found that the better consumers are able to 

understand the CRM alliance through clear advertising, the more positive they are and 

the more the brand equity increases (“Brand Benefits” 2004).  On a related note, 

research confirms that consumers favor alliances that reflect genuine altruism on the 

part of the firm and are more likely to believe a corporation is taking advantage of a 

NPO when the donation amount is small (Lavack and Kropp 2003). 

The research discussed above examined consumer perceptions of CRM 

alliances, however, research has also been conducted to assess perceptions of the 

individual partners engaged in the alliances.  In general, NPO partners are viewed 

more positively than their for-profit counterparts (Lafferty et al. 2004; Webb and 

Mohr 1998). In addition, 76% of Americans believe that CRM alliances further 

enhance the positive image of the NPO (Cone Corp. Citizenship 2004).  Despite the 

more positive perception toward NPO partners, the literature has shown that 

companies also receive benefits in terms of improved public perception.  Consumers 

generally have positive views of companies involved in CRM (Ross, et al. 1992; 

Lafferty et al. 2004; Strahilevitz and Myers 1998). A 1999 Cone/Roper survey 

reported that 83% of respondents had a more positive image of companies that 

supported a cause. Lachowetz et al. (2002) found that 87% of respondents agree that 

CRM enhanced a company’s image.  
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An interesting area that has not been fully explored is the possible impact CRM 

could have on the reputation of a troubled company.  Creyer and Ross (1996) found 

that engaging in CRM could have a positive influence on consumers’ perceptions of a 

company that had been linked to unethical behavior in the past.  However, the study 

used a hypothetical company, and it is unclear if the results could be duplicated in a 

real situation.   

Gender, age, and cultural differences can also play a role in perceptions of CRM.  

It has been found that women generally have a more favorable perception of CRM 

(Ross et al. 1992), however, a recent study has suggested that women also are more 

likely to question and closely examine CRM campaigns and alliances (Trimble and 

Rifon 2006).  Gender differences in perceptions of CRM can have a major impact in 

the overall design of alliances, since conventional wisdom holds that 80% of purchase 

decisions are made by women (Daw, 2006, 33).  More research is needed to 

understand the differences and what factors lead women to view campaigns more 

critically. 

Little research has been conducted on the affects that age has on perceptions of 

CRM, however the 2006 Cone Millennial Cause Study implies that younger 

generations may have higher expectations of corporate social responsibility.  Of all 

respondents (ages 13-25), 78% believed that companies have a responsibility to make 

a difference in the world, and are prepared to reward or punish companies based on 

their commitment to social causes.  Additional studies are still needed in this area.  

The impact of social activism on attitudes toward CRM is another area that 

needs to be explored more fully.  In a 1999 Cone/Roper study, 94% of “influentials” 

(socially and politically active opinion leaders who help shape public attitudes) had 

more positive images of corporations who used CRM.  This group also responded that 
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they actively support companies linked to social causes, and would be willing to pay 

more for products linked to a cause. The 2006 Cone Millennial Cause Study also 

showed that 87% of youngsters who volunteer weekly had purchased a product to 

support a cause in the past year, while only 48% of non-volunteers had done so.  

There does seem to be some link between high social activism and support of CRM, 

but no definitive studies have been done at this point.  This may have implications for 

cultural differences as well, if cultures can be categorized by differing levels of social 

activism. 

According to Lavack and Kropp (2003), consumers in different countries are 

not as equally accepting of CRM.  However, the reasons for the differences in 

acceptance are not known, and further research is needed.  This subject will be 

discussed more fully in Section 2.4. 

2.3 Consumer behavior in response to CRM campaigns 

Determining whether positive perceptions translate into customer behavior is 

another area that has been explored extensively in the literature.  Research shows that 

CRM can influence customer purchase intentions (Trimble and Rifon 2006).  Even as 

early as 1991, Ross et al. (1991) showed that almost half of US consumers had bought 

a product to help a cause, and most were willing to try a new brand in response to 

CRM promotion. A 2003 survey reported that 83% of UK consumers and 73% of US 

consumers had participated in at least one CRM campaign (“Brand Benefits” 2004). 

In Australia, a 1997 newspaper poll found that 70% of consumers report that they 

would prefer to buy products from a company aligned with a cause (Lavack and 

Kropp 2003). 

Of the UK and US consumers who had participated in CRM campaigns, 48% 

had actually switched brands, increased their usage, or tried new products because of 
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the campaign (“Brand Benefits” 2004). Another survey reports even more optimistic 

findings.  According to the 2004 Cone Survey, when price and quality are equal, 86% 

of American consumers say they are likely to switch to brands or retailers that offer 

CRM campaigns. Nearly 90% of “millennials” (ages 13-25) were likely to switch 

brands--price and quality being equal--to purchase products linked to causes (Cone 

Millennial 2006).  

Purchase behavior in Europe also seems to be influenced by CRM, but to a 

lesser degree.  A survey of twelve European countries4 found that 37% of respondents 

had purchased a product or service over the last twelve months because of an 

established link to a good cause (“Corporate Social Responsibility Survey” 2000). 

Results varied by country, with about half of respondents in Spain and the 

Netherlands reported to have made cause-related purchases.  Swiss consumers were 

twice as likely to make a purchase because of a link to a cause compared to their 

neighbors in France, German, or Italy (“Corporate Social Responsibility Survey” 

2000). 

Pracejus and Olsen (2004) showed that consumers are less sensitive to price and 

product attribute differences when a CRM campaign is used.  However, the problem 

with their study, as well as the others exploring consumer behavior, is that it relies on 

consumer reporting of behavior.  Therefore, it is likely that consumers over-report 

altruistic behavior, and the real influence of CRM on purchasing decisions may in fact 

be lower.  A study observing actual consumer behavior is needed to confirm the 

findings of existing studies. 

It appears that consumers are more likely to consider brands using CRM when 

                                                 
4  The survey was conducted amongst the general public in Belgium, Denmark, France, Finland, 

Germany, Great Britain, Italy, Netherlands, Portugal, Spain, Sweden and Switzerland. 
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purchasing “frivolous products” rather than practical products (Strahilevitz and Myers 

1998).  The authors believe this may be explained by the concept that buying a 

product that benefits a cause relieves some of the guilt of buying non-essential items.  

However, these motivations have not been proven, and other factors may play a role. 

Webb and Mohr (1998) conducted a study to classify consumers into categories, 

based on how their perceptions affect their purchasing decisions when it comes to 

CRM. They identified four categories: skeptics, balancers, attribution-oriented, and 

socially concerned. Skeptics generally had negative attitudes towards CRM, and 

doubted the company’s intentions to donate, found the donation too small, or feared 

they would be led to buy overpriced or inferior goods.  This group is the least likely to 

respond to CRM.  Demographically, skeptics were the least likely to belong to a 

major political party.  Balancers were consumers that balanced traditional purchasing 

criteria (price, quality and convenience) with a desire to help a cause. They have 

positive perceptions of CRM, but their purchasing decisions are rarely changed by 

this type of marketing. Demographically, balancers were predominantly women and 

politically and socially conservative. The third category, attribution-oriented 

consumers, considered the firm’s motivation for undertaking CRM very important, 

and they exerted more effort to differentiate companies based on motives. They were 

more likely to have a positive view if firm’s commitment was consistent and long-

term, however, positive attitude did not necessarily change their purchasing behavior.  

Attribution-oriented consumers were more likely to be male and more socially liberal. 

The final group, socially concerned consumers, cared more about helping a cause than 

the company’s motivation for being involved in CRM.  This group has the most 

knowledge of CRM, and is the most likely to change purchase behavior in response to 

a campaign.  Demographically, this group tends to be the most highly educated and on 
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average has the highest social economic status of the four groups.  

 Webb and Mohr’s (1998) classification of consumers could help determine 

which demographic segments are most likely to view CRM campaigns positively, and 

which are most likely to respond.  However, the study relied on a small sample and 

the results have yet to be confirmed by a large scale study.  Further study is needed 

before their classifications can be used to help shape CRM campaigns.  Their study 

does show that CRM can successfully improve consumer perceptions and awareness 

of a company and a cause, even if it does not necessarily increase sales. 

2.4 Studies on CRM in Asia 

Very little has been written about CRM outside of North America, Europe, and 

Australia. Lavack and Kropp’s study (2003) compared consumer perceptions of CRM 

in Canada, Australia, Norway and Korea.  It is the only contemporary study to have 

examined consumer perceptions in Asia. At the time of their study, CRM had 

received little attention in Norway, and almost none in Korea. They found significant 

differences in consumer attitudes towards CRM in Korea compared to Canada, 

Australia and Norway. However, no significant differences in personal values were 

found amongst Koreans, Canadians or Australians.  The research showed that Korean 

consumers had the least positive attitude towards CRM, which the authors felt may be 

attributed to two factors: less familiarity with CRM, and less reliance on charities.  

The authors believe that in Asia citizens rely more on family networks for social 

welfare, and less on NPOs--although this hypothesis was not tested in the work. 

Further study is needed to determine if CRM is less accepted in other Asian nations, 

especially as more campaigns are being introduced. 

2.5 Limitations of the literature 

The available literature on CRM primarily focuses on programs in the United 
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States, Canada, the United Kingdom, Australia and New Zealand. There is limited 

research available on programs in Europe, and generally only cursory comments with 

regard to Asia. Despite this Western-focus, many authors are quick to claim that CRM 

has become a truly global trend.  It is too early to make this claim, as few campaigns 

have been documented outside the West, and even fewer studies of consumer 

acceptance have been undertaken. 

Another serious failing of the current literature is closely tied to the prevailing 

Western focus.  To date, there has been no comprehensive research into the larger 

environmental and organizational factors necessary for CRM alliances to be feasible 

in a given market.  Several factors appear in the literature when discussing successful 

alliances in the US and UK, but an overall model needs to be developed to help 

understand if factors exist for alliances to be successful in countries outside the West.  

Developing this model and applying it to the case of Taiwan is the focus of this thesis.  

The model is presented in the next chapter.  
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