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Abstract:

The basis for relationship marketing is to maximize benefit and long-term bonding between the firm
and a customer. Based on these premises, scholars explore how relationship is implemented across
business and national context. In one of such studies, Reinarzt and Kumar (2004) explore
relationship management implementation based on the premises that relationship follows three
stages: relationship initiation, relationship management, and termination. However, at every stage
certain processes do occur. These processes that occur at every stage remain unexplored at country
level. Countries possess heterogeneous social as well economic conditions that define business
operation in a specific country. Thus this paper investigates relationship implementation in Nigeria
based on two premises: 1) what are the factors that affect relationship initiation, management, and
termination in Nigerian retail banking context? How external factors affect relationship effectiveness
and performance? Based on 27 semi-structured interviews, this study therefore provides empirical
investigation that addresses two main issues. One, the paper shows interpersonal relationship, a
technique employed for both relationship initiation and management, remains one of the important
factor even at retail banking context. Due to environmental challenge, the positive implication on
technology deployment on relationship management in retail context of Nigerian banks is small,
social connections have significant influence on retail banking relationship.
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Introduction

The basis for relationship marketing is to maximize benefit and long-term bonding
between the firm and a customer. To achieve this aim, firms implement different methods
to ensure trust between customer and firm through polices that improve satisfaction and
long term relationship. As such, technology and human effort are being developed by
companies to capture and identify customer needs that result in customer loyalty and well
functioning relationship. Although well functioning relationship is based on different
methods that deploy the potential of relationship marketing (RM) and customer
relationship management CRM), in a market with large customer base, CRM is being
largely deployed to manage customer-bank relationship. It is used to reduce cost in
contact management and generate data for relationship development and management,
although its application draws diverse view.

Reinarzt and Kumar (2004) describe relationship management implementation based on
the premises that relationship follows three stages: relationship initiation, relationship
management, and termination. Several studies explored relationship management from
this perspective with the view that at every stage certain processes do occur. Every stage
generates certain benefit to the company. For instance, process at relationship initiation
stage result in increased customer volume and sales. Processes at relationship
management focus on exploring the potential of few profitable customers and how to
manage them.

However, we noticed that these processes may likely change based on country context,
as countries possess heterogeneous social as well economic condition that affect how
business operate in a specific country context. This challenge, which demonstrates the
shortage of research that examines how country context affect CRM at relationship
initiation, management, and termination stage remains unexplored. Knowledge about
how country context affect stages of relationship management and promote customer
loyalty is highly needed. Consequently, this paper investigates relationship
implementation in Nigeria based on two premises: 1) what are the factors that affect
relationship initiation, management, and termination in Nigerian retail banking context?
How these factors affect relationship effectiveness and performance? Based on these
two main questions, the study examines the process banks undertake during relationship
initiation, management, and how customer churn are manage. Many respondents to the
interview mentioned that banks perform different activities at both stages. However, the
strategic objective of the banks determines which stage carries attention. Because of the
emerging nature of the retail banking in Nigeria, banks focus on customer acquisition and
referral to increase their customer base and market growth. At management level, banks
personalise their approach to service delivery in such that interpersonal relationship take
centre stage.
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Literature review

CRM is relationship management approach that promotes the use of company policies
and processes enabled by technology to initiate and maintain relationships with
customers. Although technology defines relationship through its precision in customer
data collection and analysis, organisational process supported by human effort
compliment the use of technology. Therefore the combine effort of technology and human
effort result in effective firm-customer relationship in consumer market (Winer, 2001).

CRM promote organisational processes that support customer satisfaction to generate
relationships with profitable customers (Agariya & Singh, 2011; Payne & Frow, 2013;
Soltani & Navimipour, 2016). In this approach, processes that create brand and company
loyalty are promoted and their consequences in relationship initiation and management
are seen as the significant success of the strategy (Iriana, Buttle, & Ang, 2013; Kim &
Kim, 2009). The main aim of CRM is to isolate the high impact of interpersonal
relationship and use technology-enabled channels (e.g., emails, call centre, and
telephones) to contact customers to create enduring relationships with the company (Kim,
Eun, Dubinsky & Chaly, 2012; Reinaizt et al., 2004).

However, building and managing customer relationships in business to consumer (B2C)
market is practiced on three level of the organisation: at a functional level, customer-
facing level and companywide or macro level of the organisation. In the literature on
customer relationship management implementation, the customer-facing level and
companywide receive high acknowledgement based on the seminal papers of Dwyer,
Schurr, & Oh (1987), Reinartz et al. (2004) and Payne and Frow (2005). Dwyer et al.
(1987) and Reinartz et al. (2004) conceptualise CRM implementation at the customer-
facing level, and their work was highly cited in the relationship management literature.
While Payne and Frow (2005) promoted companywide management in their paper, the
most cited article in CRM implementation research.

CRM implementation at customer-facing level

CRM processes at the customer-facing level include activities performed by frontline,
customer-facing staff, and customer-facing units during customer relationship initiation,
relationship management, and churn management (Mumuni & O’Reilly, 2014). It also
includes how organisations collate customer information at different customer contact
points for relationship activities (Rababah, Mohd, & Ibrahim, 2010; Reinartz et al., 2004).
Reinartz et al. (2004) promoted this view in their seminal paper on customer relationship
management. Their view is based on a suggestion by Dwyer et al. (1987) that managing
customer relationships follows a distinct pattern or stages and in every stage, the
company performs processes that ensure the success of customer relationship marketing
to achieve marketing concepts.
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In their study, Dwyer et al. (1987) highlighted processes of relationship management:
relationship initiation process, relationship maintenance, and customer churn
management. At every stage of the relationship, processes that ensure successful
implementation of the customer relationship are conducted between the company and
customer or group of customers. This model by Dwyer et al. (1987) lay the foundation for
relationship marketing implementation, and further research supports the use of
technology for relationship marketing processes.

At the relationship initiation stage, an interaction between company and customers is
encouraged through the use of different channels of communication as emphasised by
Dwyer et al. (1987) and Reinartz et al. (2004). Later processes focus on the identification
of potential customers and how their relationships with the firm are develop and moved to
the next stage of maintenance (Zhang, Watson, Palmatier, & Dant, 2016). During
identification and evaluation of customers, individuals or groups of regular customers that
display profit potential are targeted. At the maintenance stage, various processes that
align the organisation's structure with relationship maintenance-compatible behaviour are
encouraged and implemented. This approach to relationship management has also been
suggested by Becker, Greve & Albers, (2009), Kim and Kim (2009), Mumuni and O’Reilly
(2014), Reimann, Schilke, and Thomas (2010) and Valmohammadi and Beladpas (2014).

According to Mumuni and O’Reilly (2014), relationship management processes at the
customer -facing level can be outlined as obtaining customers, identification of profitable
customers and developing the best options to manage them through certain processes
that give the firm a competitive advantage at the relationship initiation stage and
maintenance stage, and in deploying effective management of relationship termination.

At relationship initiation, different mediums of communication that bring a customer to the
firm are used to initiate the relationship (Kumar & Reinartz, 2012; Reinartz et al., 2004).
As reflected by Dwyer et al. (1987), customer acquisition and evaluation of high potential
customers were cited by Mumuni and O’Reilly (2014) and Reinartz et al. (2004) as the
major process of relationship initiation. At this stage, managers and scholars have
different views on customer acquisition; two perspectives exist. In the first viewpoint,
information technology is used to identify high potential customers among the already
acquired customers and established relationships with them based on customised
offerings (Foss, Stone, & Ekinci, 2008; Winer, 2001). However, as Farquhar and Panther
(2008), Reinartz et al. (2004), and Valmohammadi and Beladpas (2014) report, in many
instances, a firm engages in customer acquisition where a whole new set of customers
are acquired and establish relationships with them based on either product-centric or
customer-centric approach. Although Reinartz et al. (2004) and Srivastava, Shervani &
Fahey (1999) argued that different processes are conducted at each stage, in what they
term a “growing consensus”, Farquhar and Panther (2008, p. 10) believe customer
acquisition/relationship initiation and customer retention are related. Customer acquisition
is a subset of the firm’s relationship management strategy, as relationships established at
the acquisition level set the stage for customer retention.
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Reflecting Reinartz et al. (2004), Becker et al. (2009) believe that at the relationship
initiation stage the focus is on identifying new potential customers and building the
customer base of the company. According to Becker et al. (2009) and Cambra-Fierro et
al. (2016), people-driven processes rather than technology-enabled channels prove more
effective in relationship management at this stage. For Becker et al. (2009), changes in
organisational structure carried out through training and reward systems for employees
and customer orientation support CRM implementation at this stage; because new
potential customers will prefer to have contact with people rather than with machines.

At the maintenance stage, processes that give firms competitive advantage on cross-
selling and up-selling are deployed to manage customer interaction at every customer-
firm contact point (Reimann et al., 2010; Valmohammadi & Beladpas, 2014). According to
Mumuni and O’Reilly (2014), Kim and Kim (2009), and Becker et al. (2009), processes
that ensure sustainable relationships based on managing interaction channels such as
face-to-face, mail, email and call centre are performed to support relationship
maintenance. At this stage, the information system allows collection, storage, analysis,
and access to customer information to enable coordination and dissemination of
customer knowledge for customer management functions such as marketing, sales, and
customer service support. Supporting this view, Ata and Toker (2012), Papadopoulos,
Ojiako, Chipulu, and Lee (2012), Yang (2012) and Jaber and Simkin (2016) believe
effective alignment between CRM-compatible behaviour and organisational structure that
internalise customer orientation should be encouraged to boost relationship
management. They highlight that firms that develop incentives and organisational
schemes that encourage compatible relationship orientation habits and attitudes at both
customer acquisition and retention stages see improved relationship performance.

Although relationship termination is not intended at the beginning of the relationship, this
can happen at any time (Morgan & Hunt, 1994; Payne & Frow, 2013; Reinartz et al.,
2004; Zhang et al., 2016). However, firms adopt a tactical approach to monitoring
customer satisfaction and any drop in a customer's activities (Zhang et al., 2016).
Although in the B2B environment this could be easily identified, in the consumer market it
proves quite challenging. Unsatisfied customers can silently cease to patronise a firm
because there is no single outlined procedure for ending the relationship with the bank
(Reinartz et al., 2005). Some customers can silently leave the company when the benefit
derived from the relationship ceases to satisfy them (Payne & Frow, 2013; Reinartz et al.,
2004). In this case, Winer (2001) and Payne and Frow (2005) have promoted satisfaction
measurement technigues to measure customer satisfaction rate. As a result, firms can
identify customers' defection warning signs and hence adopt measures for reducing
customer churn to mitigate relationship termination.

Mumuni and O’Reilly (2014) concluded that relationship initiation, maintenance, and
churn management are separate activities under CRM implementation processes. They,
at the same time, impact firm performance based on their individual dimension to CRM
implementation. Just like Reinartz et al. (2004) and Becker et al. (2009), Mumuni and
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O’Reilly (2014) believe an organisational structure that supports CRM activities and
customer-oriented behaviour has an impact on relationship initiation, development, and
retention. Therefore, measuring company performance at relationship initiation
(measuring market growth), relationship management (measuring company profit based
on the performance of profitable customers), and churn management (based on overall
customer satisfaction) can result in effective relationship management.

Becker et al. (2009), Mumuni and O’Reilly (2014) and Reinartz et al. (2004) believe that
management of customer relationships at the customer-facing level requires the
development of separate process at each stage of the relationship. Although the success
of the relationship initiation can affect relationship maintenance, the relationship initiation
stage is people-intensive. While maintenance and retention stages require alignment of
customer-oriented organisational structure to support achievement of relationship
marketing objectives: marketing concept. By implication, customer acquisition of a set of
new customers has been found to be an important activity of relationship management.
Relationship-oriented philosophy support both customer acquisition and relationship
management as evidenced in the conclusion of (Jan & Abdullah, 2014). Although
countries possess heterogeneous context and thus process at customer acquisition,
relationship management may likely differs with economic development and technological
advancement. Hence an inquiry that explores how relationship management processes
occur in the Nigerian retail banking context is significant.

Research methodology

This paper is base on qualitative research method. It aims to explore how relationship
management is being undertaken in the Nigerian retail banking context. This approach is
adopted due to the paucity of research on how banks perform relationship management
activities within the Nigerian banking context (Mellahe and Moi, 2015). Thus the main
source of primary data is semi structured interview and documentations.

Twenty seven semi-structured interviews were conducted with bank managers, which
formed the main sources of primary data (Table 1). Managers were purposefully selected
from banks based on their expected experience and understanding of the research
problem (Creswell, 2012; Merriam, 2014). The conduct of the interviews is based on
face-to-face interaction with bank managers in an informal format that enable managers
present their views on the main research issues. First, 21 middle level managers were
interviewed and then 6 top level managers were interviewed to validate the views of
middle level managers. The model is adopted to enable researchers explore new things
rarely reported in the previous research, and hence strengthen validity (Breidbach, Kolb,
& Srinivasan, 2013; Carson, Gilmore, Perry, & Gronhaug, 2001). So, as discussion
continues, important issues related to the research questions were sorted and
strengthened with further interviews until it was confirm that additional interviews from
both two level managers will not offer additional insight (Bryman, 2012; Creswell, 2014).
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Likewise, other qualitative data, such as bank reports, KPMG annual report on banking in
sub-Saharan Africa (KPMG, 2014), Nigerian banking industry customer satisfaction
survey (KPMG, 2014), financial inclusion studies in Nigerian context (EFInA, 2014, 2016)
and literature on banking sector reforms in Sub-Saharan Africa (Mauro, Daniela, &
Rodolfo, 2015; PwC, 2015), were used to triangulate the data and enhance research
validity (Patton, 2002).

Table 1 Research participants

No Age Bracket Length Of Management Level
Service
(Years)

R2 50-60 23 Executive Director retail and
Commercial banking

R2 50-60 19 Divisional Head retail Banking

R3 50-60 24 Group Head and Business
Development manager retail Banking

R4 40-50 15 Group Head and Business
Development manager retail Banking

R5 40-50 15 Group Head and Business
Development manager retail Banking

R6 40-50 15 Account Manager/Relationship
Manager

R7 40-50 13 Account Manager/Relationship
Manager

R8 35-45 13 Account Manager/Relationship
Manager

R9 25-35 9 years Account office/customer service officer

R10 50-60 26 Deputy General Manager/Group Head

R11 50-60 23 Business Development Manager

R12 50-60 21 Business Development Manager

As for data analysis, data was analysed using Yin (2010) dissembling and reassembling
methods. At disassembling methods, after the transcription of the interviews, interviews
were broken into piece of information in such that sentence or paragraph is broken into a
meaningful chunk of data: codes (Saldana, 2012). At this stage, about 40 codes were
generated. Thus, the entire data set coded, and a word in a sentence that depicts
significant information in the sentence or paragraph is used as a code to summarize
phrase, sentence or sentences.
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Findings of the study

Key objectives of the study are to identify key processes of customer relationship
management in the Nigerian retail banking context. Based on customer facing level
approach to CRM implementation, CRM activities focused on relationship initiation,
management, and relationship termination. At relationship initiation, we identified
customer acquisition and referral as fundamental components of CRM. At relationship
management, personalisation of service delivery remains important as against
depersonalisation of service delivery supported by technology in several western CRM
literature.

Relationship Initiation

Banks use many ways of attracting customers mostly personal basis and mass
marketing, which is through market storming, the use of social media, and advertisement.
The relationship initiation process for mass retail customers is through mass marketing.
Bank branch develop strategies of mass customer acquisition, as marketing team in each
branch are more likely to get customer through market storming. In consonance with
Beck et al. (2013), marketing team selects a place to visit, usually where potential
customers are concentrated. Marketing teams target places like market days, where
small traders who earn micro income gather and meet with potential buyers and transact
buying and selling activities. They visit other public places like offices, schools, and any
other place where marketers expect to get new potential customers who fall within this
category of income.

For most of the retail customers at lower level income, an act that implies traditional
marketing is important to them. Thus, on the site, marketing teams display their bank logo
through their branded shirts symbolising who they are and their bank. Any potential
customer they come across, they engage them. Specific questions are asked such as
awareness of the bank and its products. Those that are aware but have no account with
the bank will be solicited to open one. Marketers will explain to them what the bank has
and its potential: the product that would suit customers based on their personal and
business needs.

While traditional marketing methods are predominantly in use for customer acquisition,
social media facilitate acquisition of elite low-income customers. Most of the banks have
Facebook and Twitter accounts, and customers who like or follow the bank on Facebook
or Twitter pages can use these platforms to open an account with the bank. Even though
interview data and documents on Nigerian banks show low patronage of electronic media
in banking communications and transactions, banks created a column that will enable
potential customers to open an account and then go to a branch and complete the
account opening process.
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Interpersonal and personalisation of customer acquisition Small and medium business
owners have significant number in the Nigerian retail market. These customers seem to
be less enthusiastic about banking. Banks refocuses relationship initiation of these of
customers based on building social connection and interpersonal contact. This technique
of social connection facilitates understanding customer preference, likes and dislikes, and
important information on customer is sought by the banks to ease relationship initiation.
One of the bank managers reported that most small medium owners are retail customers
and there is need for banks to understand their business and how they operate before
engaging them into banking relationship. They formed important segment of the market,
and they operate informal business. Banks employ more from the locality and stress the
role of frontline staff in initiating banking relationship with this kind of customers.
Respondent to the study reported that several customers value this interpersonal
approach to relationship initiation. They respect people from their locality. Due to weak
public system trust, customers lean to bank that have most of the people from their
locality as employees. Because people are more relax giving information to the people
that they knew. Unlike reported depersonalization of relationship initiation in CRM
literature, there is huge evidence that support personalisation and interpersonal contact in
relationship initiation in the Nigerian banking context.

Relationship Management

Similar with relationship initiation, relationship management follows a series of processes
that ensure customers are properly retained. Banks place important on customers with
future profit potentials. Services that support customer satisfaction are supplemented by
interpersonal contact and relationship (Johnson and Perterson, 2014). Bank support
depersonalization through technology supported means of communication and contact.
However, constrained by the environment, face to face interaction dominates service
delivery which ultimately encourage interpersonal and personal means of communication
and service delivery. The weak system trust positively impacted the use of interpersonal
channels in relationship management. As such, relationship management draws
substantially on face-to-face interaction and the interpersonal relationship between
customer and bank employees. Nearly all the managers deemed personal touch hugely
important. A bank manager report that the banks engage in interpersonal activities to
ensure social support to compliment technology supported means of communication and
service delivery.

Face-to-face interaction is done through both formal and informal media. The bank
engages in marketing calls through customer visits at their business places, some in their
offices. During these visits, the bank interacts with the customer on a one-to-one basis,
seeks his views on the bank’s services, and offers both professional and personal advice
to customer. At the same time, the bank places phone calls to customers at intervals, in
some cases as frequent as three times a week in order to show appreciation of some of
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his transactions and continued stay with the bank, hence bringing the customer closer to
the bank.

Similarly, the bank engages customers into interpersonal relationships by attending
customer’s personal events such as birthday, anniversary, naming ceremony, marriage
ceremony, and many occurences deemed to be important by the customer in order to
strengthen relationship quality and enshrine trust, commitment and future relationship
growth. Hence customer place trust on banks with inperperonl support that support
service delivery.

Reflecting the conclusion of Kumar et al. (2013) and Beck, Chapman, et al. (2015),
managers argued that due to high need for social satisfaction, interpersonal relationship
shapes and influences the direction of the customer commitment. For many customers,
personal visitation symbolizes affection and concern, consequently, additional
satisfaction, trust, and confidence flow between bank and customer, which can translate
into a long-lasting relationship.

Relationship Termination management

Interview results disclosed that unlike at customer acquisition and retention stages where
interpersonal effort plays important role in relationship process, at termination
management technology has significant influence in dictating customers with defection
sign. Especially small customers whose account is small and bank use little interpersonal
effort to management them. As one Manager reports, banks deploy “technology to get the
report on how many accounts are inactive over a period of three months or six months”.
Those in active accounts attract much attention and bank move to redeem them and
prevent defection to competitors. There technology, specifically CRM systems that
monitor customer complaint management assist in improving customer satisfaction and
hence customer retention. This signifies the uses of technology in customer complaint
management, as the performance of staff is measured based on how effectively they
were able to report and attend to the customer complaint from their own end (Payne and
Frow, 2005). This performance measurement effort improves customer management and
the overall customer’s satisfaction rate, and hence defection rate. A bank manager who
manages several account in a given branch mentioned that every branch monitor their
customers. “A substantial amount of staff is developed on tracking customers’ record and
ensuring their complaints were attended to reduce likelihood of defection”.

One Manager from one of the largest banks in the country reported steady role of human
effort. After weak customers were identified, human efforts support customer retention.
As reported by another Manager “Staff use personal money and paid into the customer
account would not go dormant”. Human effort in position support technology in
relationship termination management. One manager further explained that certain
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processes outlined by the bank to ensure customer satisfaction and tracking of customers
with defection signs are in place. However, the effort made by staff at branch level to
maintain bank customer base prevents customer churn and termination of relationship
bank has with a customer.

Discussion, findings and Conclusion.

Given the observations made by different research participants, it is apparent that the role
of person-to-person interaction is prominent. This is not surprising given the secondary
sources’ views on Nigerians banks (EFInA, 2014, 2016; KPMG, 2014; Wale et al., 2017).
They argue that a large percentage of customers are not profitable because of their low
income, which prevents them from accessing products such as loans, insurance, and
mortgages. Similarly, weak infrastructure restrains access to customers and generation of
vital customer knowledge that will display multiple perspectives of customer views and
needs. This challenge empowers single channel approaches and strengthens the role of
interpersonal relationship at both relationship initiation and management. Therefore, as
the structure is built to support customer-facing staff (Maklan, 2014), the entire perception
those customer-facing staff manifested about relationship management is the act of
relationship initiation and management to ensure long lasting relationships through
organisational process that support interpersonal relationship marketing techniques.

For CRM implementation process in Nigerian banks, it is based on three processes that
include relationship initiation, management, and termination management. At relationship
initiation process that support mass marketing and interpersonal effort get high support.
When customer acquisition is complete, banks use different techniques to ensure their
retention. At this stage, banks use techniques such as customer visitation, relationship
marketing activities through interpersonal relationships, and the use of technology to
obtain customer information and strengthen the relationship. At relationship termination,
technology plays a vital role in dictating which account is in an inactive position. Then, the
bank can design a marketing strategy to revive the relationship. This is against the
findings of Reinart et al. (2004) because their findings show little impact on reinvigorating
relationships at this stage.

Conclusively, the study discovers that at both relationship initiation and management
impersonal effort of the frontline staff is significant in customer relationship management.
And technology
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