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Technology 
perturbs power
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Customer relationship management 
(CRM)

Customer
database

Applications

CustomerCustomer
database
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What’s wrong with CRM?

Large investment

Software

Time to implement

55% don’t produce results (Gartner)

1 in 5 damage customer relationships

Junk messages
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Firm-centric

Some customers don’t want a relationship

Every customer has different needs and 
wants that only the customer can express

Incomplete information

What’s wrong with CRM?
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Incompleteness

What’s wrong 
with CRM?

Current customer view

Firm completeness

Industry completeness

Customer completeness

Text

Data gap

Inference gap

Advice gap
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A customer directed interaction with a firm 
in which the customer manages the 
content, mode, and timing of data 
exchange in order to meet the customer’s 
goals

CMI: Definition
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Customers manage their data and decide

What to share

With whom to share

When to share

Why to share

Customer managed
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Implementation

Every transaction is accompanied by 
data describing the transaction

Customer maintains personal data

Customer-managed interactions
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Data exchange

XML

Internet

Data storage

Personal computer

Intermediary’s server

Technology
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Data exchange

Firm XML Customer

Every transaction has associated data
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XML
<?xml … >
<ticket … >
    <ticketnumber>12524057</ticketnumber>
    <origin>ATL</origin>
    <destination>CDG</destination>
    <date>2003-07-01</date>
    <airline>Delta</airline>
    <flight>2231</flight>
    <row>27</row>
    <seat>E</seat>
    <class>B</class>
    <currency>USD</currency>
    <price>451.89</price>
</ticket>
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</stmttrn>
<trntype>
DEBIT
<dtposted>
20030215000000.000[-7:MST]
<trnamt>
-5.72
<fitid>
320030460028109716
<refnum>
320030460028109716
<name>
AT&amp;T SERVICES 800-2220300 
<memo>
AT&amp;T SERVICES 800-2220300 NJ 090220230 TELECOMM SERVICE
</stmttrn>

Quicken and OFX
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Prosper



Betfair



Goods
Money

Information
Risk?
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Home purchasing
Mortgage refinancing
Home equity loans

Lines of credit
Debt consolidation

Car loans

LendingTree



A P2P CMI

Lending and borrowing exchange

Zopa takes 1% of amount borrowed

Sanctioned by Britain’s financial services 
watchdog (FSA)

Prosper is the US clone
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Zopa



Betfair

A P2P CMI

A betting exchange

Takes 5% of the winnings

100 million pages served per day
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Customer driven
offer and response

Customer Firm

Firm

Firm
XML

Intermediary

XML
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Intermediary

Maintains list of vendors

Removes customer’s identifying 
information before posting offer

Relays offers from sellers to customer



Privacy and Service
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Advice

CDs

DVDs

Computer games

Books

Pleasure travel

Medical

Clothes

Investment

Nutrition

Offers
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Price

Business travel

Medical

Insurance

Phone

Credit card

Investment

Supermarket

Offers
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Consumer power

Network economy

Competitive producers
Powerful consumers

Service economy

Competitive large producers
Discerning individual consumers

Goods economy

Large producers
Individual consumers

Agrarian economy

Small producers
Individual consumers

Power of firm

Power
of

consumer

High

Low
Low High
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Implications

Customers need personal data 
warehousing technology

Personal computer

Intermediary on Internet
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Firms need to organize around customers’ 
needs

Firms invest in

Data exchange software supporting 
industry XML standards

Advising systems

Pricing systems

Implications
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Advising software

Store customer submitted data 
collections

Collaborative filtering based 
recommender systems

Network effects are limited

Implications



Collaborative filtering
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Amy Bill Clare Dave

A X X X

B !
C ! !
D ! ! !

Person-person
filtering

Item-item
filtering
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Underpinnings

Capacity planning system

Revenue management system

Verify and reward

Pricing software
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CMI to CRM spectrum

Factor CMI CRM

Power Customer Firm

Products and services

Commodities and near 
commodities

Standardized electronic 
descriptions

New products and services

Transactions per year Multiple Few

Personal Touch Low Medium to high

Technology Mediation High Medium to high



Effective deployment
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Customers acquire data

Businesses develop new processes to 
advice and price

Businesses manage costs

Standards are developed

Trusted intermediaries emerge
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CMI is part of the long-term shift

products "  service "  information

perfect markets "  perfect choice

Conclusions



Perfect choice
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Agrarian economy

Few available 
alternatives

Consumer confusion

Extensive choice but 
difficult to find and 

select options

Perfect choice

Extensive choice 
through availability and 
mass customization and 
tools to facilitate choice

Monopoly

Limited choice

Low High

Low

High

Ease
of

choice

Level of choice
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Entrepreneurial opportunity

Customer software

First-mover advantage

Firm can learn faster

Conclusions
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CMI breaks the service and privacy nexus

CMI shifts relationship management to the 
customer

The technology exists to make CMI a 
reality in the near future

Conclusion
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Technology 
changes power 

structures


