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Abstract 
Past research on CRM largely focuses on organisational initial adoption decisions. However, there has been 
little research concerning the continued use of CRM and the associated change process in the post-adoption 
stage. This study attempts to fill this gap by examining post-adoptive adaptation process in organisational CRM 
implementations. The research questions are: (i) How do organisational changes unfold in the CRM 
implementation process? and (ii) How do individuals adapt to CRM applications at the post-adoptive stage? The 
study uses coping theory, institutional theory, and a socio-technical perspective as sensitising devices and the 
case study methodology to examine multi-level changes associated with CRM implementations in organisations. 
This research aims to develop a multi-level theory of post-adoptive adaptation process. The findings may assist 
organisations in providing appropriate resources and support successful post-adoption implementations of CRM. 
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INTRODUCTION 
The adoption of customer relationship management (CRM) strategy involves a transformation from a product-
centric to a customer-centric business environment, where all of an organisation’s existing processes must be 
freshly examined from the perspective of the customers (Currie and Finnegan 2010). CRM is employed to 
increase the scale and scope of customer service (Kotorov 2002). CRM refers to marketing activities, tools and 
techniques delivered over the Internet using technologies such as web sites and e-mail, data warehousing and 
data mining with an aim to develop and improve long-term customer relationships (Kelly et al. 2003). Past 
research largely focuses on initial adoption decisions of CRM.  

For instance, a study by Vella et al. (2012) examined the effect of behavioural inhibition systems and 
behavioural activation systems on users’ intention to adopt CRM applications. However, there has been little 
research concerning the continuous use of CRM and the associated change process in the post-adoption stage. 
Approximately 70% of CRM projects have resulted in either losses or no bottom-line improvements in company 
performance, raising the importance of the need to understand events and other elements that affect successful 
organisational changes and use adaptation (Dimitriadis and Stevens 2008). This proposed study attempts to fill 
this gap by studying post-adoptive adaptation process in organisational CRM implementations. 

Post-adoption outcomes of CRM applications are influenced by organisational and environmental contexts. Top 
management has power to choose applications and mandate their use in organisations. Enterprise information 
systems including CRM are usually mandated by top management (Brown and Starkey 2000; Chen and 
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Popovich 2003; Leonard-Barton 1988). Environmental contexts may include competitive pressure, customer 
pressure, industry pressure, and external support (Iacovou et al. 1995). The research questions guiding this study 
are: (i) How do organisational changes unfold in the CRM implementation process? and (ii) How do individuals 
adapt to CRM applications in the post-adoptive stage? In this study, coping theory, institutional theory and a 
socio-technical perspective are used to inform the empirical investigation of the multi-level change process in 
CRM implementations. 

This research contributes to an understanding of post-adoption change process in information systems 
implementations in general and CRM implementations in particular. The results will be useful to reveal how 
users react and handle the introduction of new and complex information system applications in organisational 
contexts. The study will develop new knowledge based on how an emerging theory can inform ICT-enabled 
changes in organisations. Research findings may assist organisations in improving weaknesses and gaps in their 
CRM post-adoption as well as providing better support for employees during the change process. 

THEORETICAL BACKGROUND 

Customer Relationship Management (CRM) 
What is CRM? 

CRM has its roots in relationship marketing which aims to build a long-term relationship with customers (Light 
2003; Pulde 1999). The first CRM software was introduced in the late 1980s and early 1990s. Several definitions 
of CRM are used in the literature. For example, Armstrong and Kotler (2003) state that CRM is the process that 
builds and maintains profitable customer relationships. Swift (2001) considers CRM as an enterprise approach to 
understand customer behaviour and to improve customer acquisition, retention, and loyalty as well as to increase 
firm profitability. According to Payne (2002), Xu et al. (2002), Chen and Popovich (2003), Kincaid (2003) and 
Payne and Frow (2005), CRM implementations integrate people, process, and technology by using the 
information, leveraging the Internet and applications for understanding customers and maximise the relationships 
with customers and suppliers.  

Other authors define CRM from an information system perspective. CRM systems can be viewed as information 
systems that focus on customers (Bull 2003). Davenport (2001) stated that CRM systems are tools, technologies 
and procedures to manage and improve the relationships with customers, prospects, and business partners in an 
organisation. Bibiano and Pastor (2006, p. 1) define a CRM system as “a sort of information system technology 
which is part of the more general category of enterprise systems that also includes enterprise resource planning 
and supply chain management systems.” This study combines the definitions of CRM from Bibiano and Pastor 
(2006) and Davenport (2001) and refers to a CRM application as an enterprise system that integrates tools, 
technologies, and procedures for an organisation to maintain relationships with customers by delivering value and 
satisfaction to customers. 

Overview of CRM research 

Despite claims that CRM contributes positively to organisational performance (Krasnikov et al., 2009), some 
researchers caution that only 16.1% among more than 1,700 organisations worldwide report that CRM system 
usage can increase revenues in their organisations, while 83.9% underutilise CRM tools that they have in place 
(Dickie, 2009). In addition, there are various factors that influence the success of CRM including individuals’ 
ability to use CRM systems, differences among beliefs and attitudes, IT and business culture gap, organisations’ 
perceptions toward benefits and importance of CRM system, and CRM software utilisation (Limsarun & Pacapol, 
2010).  
 
Since this research aims to develop a multi-level theory of post-adoptive adaptation process of CRM 
implementation, the review of literature will focus on CRM research at both individual and organisational levels. 
Much of CRM research focuses on the implementation process and outcomes associated with organisations. Few 
studies examine CRM post-adoption at an individual level. In addition, most CRM studies focus on factors that 
shape initial adoption while a few studies look into post-adoption behaviours. For example, selected studies 
evaluate technological effects on post-adoption behaviours (Dong, 2010; Hsieh et al., 2011; Son & Han, 2011). 
Dong (2010) draws upon structuration theory of technology assimilation and the IT governance literature to 
develop a conceptual model. This study concludes that CRM use generates operational and strategic benefits that 
can improve firm performance. Hsieh et al. (2011) draw on sensemaking theory to develop a model to 
understand the antecedents, contingencies, and consequences of employees’ extended use of CRM. They find 
that employees are influenced in post-adoptive sensemaking at two levels: technology and work system. Son and 
Han (2011) investigate how technology readiness affects continued use of new technology. Their finding shows 
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that each dimension of technology readiness shapes usage patterns in different ways. In particular, innovative 
functions have a significantly positive impact on consumer satisfaction and repurchase intention. 
A few studies focus on post-adoption changes in organisations. Dong (2012) develops a conceptual model to 
examine the role of IT governance in the post-adoption stage of CRM use and organisation performance. He finds 
that CRM use generates operational and strategic benefits in business process that enable firms to improve their 
performance. It is also important to note that previous research does not pay much attention to the implications of 
CRM implementations on individuals and organisations simultaneously.  Klein and Kozlowski (2000) suggest 
that there has been a lack of multi-level studies that can provide a rich understanding of phenomena that unfold 
across levels in an organisation. This research aims to address a gap in the current CRM literature by developing 
a deeper understanding of both individual adaptation and organisational changes in the post-adoptive adaptation 
process in CRM implementation. 

Theoretical Foundation 

We propose a theoretical foundation (Figure 1) that integrates theories of coping theory, a socio-technical 
perspective and institutional theory to inform our initial understanding of multi-level change process in 
organisational CRM implementation. Using coping theory as a theoretical lens allows researchers to study user 
behaviours that occur before, during, and after the implementation of a new technology (Beaudry and 
Pinsonneault 2005). Coping theory can be useful to deepen an understanding of how users respond to and cope 
with a CRM implementation in the post adoption stage.  

A socio-technical perspective is used as a lens to examine organisational changes and individuals’ behaviours 
toward new CRM implementations. In this study, a socio-technical perspective is useful to understand an 
emergent process of change and socio-technical components that affect organisational changes after new CRM 
implementations. 

Institutional theory can be used as a theoretical lens to “develop a more structural and systemic understanding for 
how technologies [enterprise systems] are embedded in complex interdependent social, economic, and political 
networks, and how they are consequently shaped by such broader institutional influences” (Orlikowski and 
Barley 2001, p. 154). Institutional logics will be used to investigate the interaction between enterprise systems 
(CRM) and organisations’ structures and processes as well as to identify and explain misalignment problems in 
CRM implementation (Svejvig 2009). See Figure 1 on how the three theories inform this research. 

 
Figure 1: Theories as sensitising devices for this study 
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Coping theory 

Lazarus and Folkman (1984, p. 141) define coping as “constantly changing cognitive and behavioural efforts to 
manage specific external and/or internal demands that are appraised as taxing or exceeding the resources of the 
person.” Coping theory provides a framework for understanding how individuals respond to disruptive events in 
their environments (Beaudry and Pinsonneault 2005; Lazarus and Folkman 1984). For example, individuals may 
confront an event that may disrupt their work routines such as a new IT implementation. The notions of coping 
and adaptation are interrelated. Lazarus (1993, p. 237) refers to adaptation as “the effectiveness of coping in 
improving the adaptation outcome”. This definition infers that coping is a subset of adaptational activities that 
involve effort (Lazarus and Folkman 1984).  

There are various definitions of adaptation in the literature. According to Tyre and Orlikowski (1994, p. 99), 
adaptation “refers to the adjustments and changes following the new IT implementation. Adaptation may concern 
the physical aspects of the technology as well as the procedures, beliefs, knowledge, or relationships of the 
users”. Beaudry and Pinsonneault (2005, p. 496) define adaptation as “the cognitive and behavioural efforts 
exerted by users to manage specific consequences associated with a significant IT event that occurs in their work 
environment”. This study defines adaptation as individuals’ adjustments and behavioural changes associated with 
a new IS implementation that occurs in their work environment. 

Viewing coping as a process, Lazarus and Folkman (1984, p. 142) state that “coping is … a shifting process in 
which a person relies on one form of coping, such as defensive strategies, and other times on problem-solving 
strategies, as the status of the person-environment relationship changes”. Individuals cope with disruptive events 
by following two stages: appraisal and coping effort. Primary and secondary appraisals are two forms of appraisal 
that occur within the coping process. The primary appraisal occurs when individuals evaluate the potential of an 
event and assesses its personal importance and relevance (Lazarus and Folkman 1984). Individuals may appraise 
an event to be a challenge or a threat (Lazarus and Folkman 1984). The secondary appraisal occurs when 
individuals assess the importance of an event, and determine the level of control they have over the situation as 
well as evaluate the coping resources available to them (Lazarus and Folkman 1984).  

During the coping process, individuals perform different actions associated with coping efforts to deal with the 
situation (Beaudry and Pinsonneault 2005). Two coping dimensions are problem-focused coping and emotion-
focused coping (Lazarus and Folkman 1984). Problem-focused coping aims to solve, reconceptualise, or 
minimise the effects of a stressful situation. On the other hand, emotion-focused coping changes one’s perception 
of the situation in order to regulate emotional responses to the problem as well as reduce emotional distress 
(Lazarus and Folkman 1984). 

In the IS context, some researchers extended coping theory and coping process to explain IS phenomena 
including technology acceptance, IS perceptions, and user adaptation to new IS implementations. Many studies 
focus on individual behaviours such as user resistance and IT threat avoidance. Coping theory can be useful to 
deepen an understanding of how users respond to and cope with a new IS implementation. Coping theory has 
emerged as a promising framework to explain individuals’ post adoptive reactions to IS (Beaudry and 
Pinsonneault 2005; Fadel and Brown 2010). Beaudry and Pinsonneault (2005) developed the integrative model of 
coping model of user adaptation (CMUA) from coping theory to explain user adaptation through their responses 
to a new IS implementation.  

Fadel and Brown (2010) integrated CMUA with theories of IS adoption by examining how adoption related IS 
perceptions influence individual-level post adoptive IS appraisal. In particular, they developed a theoretical model 
from the appraisal stage (primary appraisal and secondary appraisal) and transaction model of coping (Lazarus 
and Folkman 1984). In addition, they extended the work of Beaudry and Pinsonneault (2005) by adding a set of 
appraisal outcomes to understand various user reactions to an IS. Coping theory and its extensions (Beaudry and 
Pinsonneault 2005; Fadel and Brown, 2010) provide the foundation for this study to understand the process of 
how users cope with and adapt to CRM. 

Socio-technical perspective 

The socio-technical approach is a promising perspective to study IT and social change in organisations (Kling and 
Lamb 1999). A socio-technical system consists of two sub-systems: the social system and the technical system. 
Generally, the social system consists of two components: actor and structure (Cummings 1978; Leavitt 1964). 
The technical system consists of task and technology (Kwon and Zmud 1987; Lyytinen and Newman 2008). 
Originally, Leavitt’s socio-technical (S-T) system model synthesised the main contours of theories of 
organisational change “as a kind of sharp caricature of underlying beliefs and prejudices about important 
dimensions of organisations” (Leavitt 1964, p. 55). These include actors (e.g., project participants and 
stakeholders) and their characteristics and attributes; tasks which refer to what and how work is accomplished; 
structure which represents institutionalised rules and arrangements; and technology including hardware, software 
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and tools. Leavitt (1964) states that components of an organisation’s system are interdependent; the change of one 
component affects other components and leads to organisational change. 

In this study, the socio-technical system approach allows us to understand an emergent process of change in IS 
and scrutinise components that affects organisational changes after CRM implementations. IS research that 
applies a socio-technical approach largely studies information systems development and organisational change 
from IS implementation. For example, McLeod and Doolin (2012) drew on theories of situated action and socio-
technical change to produce a narrative explanation of the emergent change process that occurs in the IS 
development project. They suggest that IS development is not a straightforward process, but emerges less than 
predictably over time through complex socio-technical interactions with unanticipated events and unintended 
consequences. 

From the viewpoint of IS and organisational change, the organisational environment includes a work system and 
building system. Analytically, the work system can be located before the building system, although a work 
system and a building system need to be viewed as coevolving in the change analysis (Lyytinen and Newman 
2008). Their constant relationships can create multi-layered, staggered, and cascading changes across both 
systems (Lyytinen and Newman 2008). IS change re-configures a work system by embedding new information 
technology components into it (Lyytinen and Newman 2008). The work systems execute, coordinate, and manage 
information related work (Alter 2002; Bergman et al. 2002; Mumford 2003). Lyytinen and Newman (2008, p. 
592) state that, “the building system commands a set of resources and enacts routines to carry out the change and 
address the issues of uncertainty, ambiguity, and complexity”. A building system and work system are always 
embedded in a broader system, which is the organisational environment.  

Leavitt’s (1964) concept of socio-technical system offers a broad framework to understand changes in an 
organisation through a new IS implementation. The socio-technical model enables this study to understand multi-
level changes and provide a theoretical reasoning to offer accurate process explanations of IS change outcomes. 

Institutional theory 

Institutional theory emphasises the importance of institutional environments in shaping organisational structure 
and actions (Scott and Christensen 1995; Scott 2001). Institutional theory posits that the social context in which 
organisations operate influences their actions (Meyer and Rowan 1977). Scott (2005) and Scott (2008) argue that 
institutional theory aims to explain the deeper and more resilient aspects of how institutions are created, 
maintained, changed and dissolved. The influence of institutions on social behaviour manifests in the processes 
by which structures such as rules, routines and norms guide social behaviour. In 1977, the new institutionalism 
was developed in organisational studies. Indeed, Powell and DiMaggio (1991, p. 8) state that “the new 
institutionalism in organisation theory and sociology comprises a rejection of rational-actor models, an interest in 
institutions as independent variables, a turn toward cognitive and cultural explanations, and an interest in 
properties of supra-individual units of analysis that cannot be reduced to aggregations or direct consequences of 
individuals’ attributes or motives”. New institutionalism (Greenwood et al. 2008; Powell and DiMaggio 1999) 
also explains the relationship between situated practices and organisational, cultural, and societal contexts 
(Berente and Yoo 2012; Orlikowski and Barley 2001). 

Three institutional isomorphisms are coercive, mimetic, and normative (DiMaggio and Powell 1983). Coercive 
isomorphism occurs when organisations acquiesce to “the formal and external pressures exerted upon them by 
other organizations upon which they are dependent, and the cultural expectations in the society within which the 
organizations function” (DiMaggio and Powell 1983, p. 150). Mimetic isomorphism results from uncertainty that 
encourages imitation, when organisational technologies are poorly understood, or when goals are ambiguous, As 
a result, organisations may model themselves after other organisations (DiMaggio and Powell 1983). IS 
researchers have applied institutional theory to examine implications of the introduction of new management 
practices and technologies, as they are implemented and acted upon in organisations (Ansari et al. 2010; 
Orlikowski and Barley 2001; Westphal et al. 1997). Orlikowski and Barley (2001, p. 153) contend that 
“institutional analysis has been said to have the potential to help researchers understand how institutions influence 
the design, use, and consequences of technologies, either within or across organizations”. 

Previous studies emphasise the concept of institutional logics and its effects on individuals and organisations in 
broader contexts including markets, industries, and populations of organisational forms. Institutional logic is a 
concept that relates broader institutions associated with organisational and societal levels with individual 
practices (Berente and Yoo 2012; Friedland and Alford 1999). According to Thornton et al. (2012), the 
institutional logics perspective emphasises the process that institutions are enacted in practice through their logics 
and the relationship of these logics and individuals’ identities. Institutional logics link institutions and actions and 
provide a bridge between a macro structure perspective (DiMaggio and Powell 1983; Meyer and Rowan 1977) 
and micro process approaches (Zucker 1991). In other words, institutional logics link organisations and 
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individuals. Actions, decisions, and outcomes are a result of interaction between an individual agency and an 
institutional structure (Svejvig 2009).  

Some IS studies apply the notion of institutional logics to study organisational change associated with new 
information systems (Currie and Guah 2007; Gosain 2004; Lyytinen et al. 2009; Yoo et al. 2007). For example, 
Lyytinen et al. (2009) analyse enterprise resource planning implementation as an institutionalisation process. 
They developed a model that explains complex interactions among socio-technical elements, the work system, 
and organisational and environmental context. Their study focuses on micro-level processes (translation from the 
global logic of the ERP system to a local context) that seek to stabilise the ERP artefact. The result shows that the 
interaction of four socio-technical components and their variation can result in nonlinear changes in the 
implementation. 

In this study, the new institutionalism and institutional logic can help us theorise post-adoptive change process of 
CRM implementation in organisations. Institutional theory can be used as a theoretical lens to “develop a more 
structural and systemic understanding for how technologies (enterprise systems) are embedded in complex 
interdependent social, economic, and political networks, and how they are consequently shaped by such broader 
institutional influences” (Orlikowski and Barley 2001, p. 154). In addition, Currie (2009) argues that institutional 
theory can provide conceptual tools and techniques for practitioners to understand the phenomenon of complex 
change management involving information systems. The wider social issues and institutional structures are 
important elements of complex change management involving an enterprise system. However, researchers also 
need to focus on technology, actors, and organisations which are vital parts of the practical implementation and 
system use (Svejvig 2009). Institutional logics will be helpful to develop an understanding of the interaction 
between CRM and organisational structures and processes (Svejvig 2009). In particular, institutional logics will 
be useful to identify and explain misalignment problems in CRM implementation. Furthermore, the institutional 
logics can be used as a concept to analyse CRM change process and stages of change (Hargrave and Van De Ven 
2006; Thornton and Ocasio 2008). 

RESEARCH METHODOLOGY 
This research adopts the qualitative interpretive case study method to examine multi-level change associated with 
CRM implementations in organisations. Interpretive case study research aims to understand the nature of 
phenomena from the point of view of participants and to elicit meanings from behaviour in the social context 
(Cavaye 1996). Interpretive research does not develop a priori constructs, but allows constructs to emerge in the 
field (Cavaye 1996). This research aims to inductively develop a rich and substantive theory to understand user 
adaptation and organisational change from the data.  

The case study method is appropriate to investigate a contemporary phenomenon in the real life context when the 
events and context are not clear (Yin 2009). In other words, the case study method is used to offer a rich 
explanation of a social phenomenon. The case study approach enables researchers to answer “how?” and “why?” 
questions (1989). Case study allows us to discover an event, an activity, a process from participants.  

This study employs the embedded multiple-case design that involves multiple cases and multi-level analysis (Yin 
2009).  A multiple-case design is more appropriate than a single-case design because a single case approach is 
suitable for testing the boundaries of well-formed theory or examining an extreme or a unique case. On the other 
hand, a multiple case design enables researchers to analyse data across cases to verify that findings are not merely 
the result of idiosyncrasies of one particular research setting (Miles and Huberman 1994). Multi-level analysis 
involves macro-level and micro-level analyses. While macro-level analyses focus on organisational level, micro-
level analyses focus on individual level (Markus and Robey 1988).  

In this study, three cases from different industries are selected to increase the possibility to find different 
adaptation processes and contextual differences that may influence those processes. Organisations from different 
industries allow us to extend the findings to understand situations in a broad range of organisations, and to 
increase richness in adaptation process of organisational CRM use (Harris and Sutton 1986). According to 
Lyytinen and Rose (2003), companies of different sizes and in different industries can help minimise potential 
bias in the study and maximise the variation in firm characteristics in the sample. Finally, different industries may 
provide different results of users’ adaptation process in different socio-technical environments. Semi-structured 
interviews will be conducted. Participants will be selected based on their knowledge and expertise in the CRM 
applications. 

Method of Sampling and the Selected Case 

Theoretical sampling strategy is adopted to select case studies (Patton 1990). Cases are not randomly selected. 
There are four criteria for choosing participating organisations. Firstly, organisations should implement customer 
relationship management (CRM) applications within the past 3 years although some may implement them more 
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recently. In addition, we will make efforts to include organisations that have successful and unsuccessful 
implementation outcomes. Secondly, organisations should be medium and large sized business because CRM 
applications are normally used in medium and large sized organisations such as banking, telecommunication, 
insurance, and automobile industries (Srivihok and Batanov 2005). For banking industry, small banks do not 
currently implement e-CRM (Sivaraks et al. 2011).  

In term of scales of implementation, CRM implementations usually implement selected modules including direct 
sales lead and information management systems, sales force automation (SFA) systems, call centre and customer 
service systems, among others (Mirani et al. 2001). Thirdly, the selected organisations should complete the 
implementation of all modules or at least cover main modules such as customer service systems and CRM 
marketing. Organisations that participate in the study should have at least one common module such as a CRM 
marketing module for me to identify similarities and differences in individual adaptation and organisational 
change. Lastly, the selected organisations must currently use CRM applications.  

Method of Data Analysis 

Thematic analysis will be used to analyse data (Braun and Clarke 2006; Putnam 1983; Walsham 2006). The six 
phases of thematic analysis by Braun and Clarke (2006) will be used as a guideline for data analysis. These 
phases are: (i) familiarising with data, (ii) generating initial codes, (iii) searching for themes, (iv) reviewing 
themes, (v) defining and naming themes, and (vi) producing the report. Generally, data analysis is an iterative 
process that can move back and forth as needed throughout the data analysis process (Braun and Clarke 2006).  

Within-case and cross-case analysis will be conducted to develop an in-depth understanding of individuals’ 
adaptation in specific organisations and compare with other organisations to identify similarities and differences. 
According to Eisenhardt (1989), within-case analysis allows researchers to understand rich contexts and unique 
patterns in each case. Cross-case analysis enables researchers to enhance the probability of capturing novel 
findings among the data (Eisenhardt 1989). Multilevel analysis that involves an individual level and an 
organisational level is used in this study.  

CONCLUSION AND CURRENT RESEARCH STATUS 
In this research-in-progress paper, we have presented a preliminary theory-driven model that integrates three 
theories of coping theory, socio-technical perspective, and institutional theory to inform our empirical enquiry on 
post-adoptive adaptation process in the context of CRM implementations. The findings expect to contribute to 
both theory and practice. For a theoretical contribution, this research expects to develop new knowledge based on 
how an emerging theory can help us better understand complex changes in organisations. For a practical 
contribution, this study helps us understand how users react and handle the introduction of new and complex 
CRM applications in organisational contexts. The findings can enable organisations to provide better support for 
employees during the change process.  

The data collection is currently in progress. We are in the process of inviting organisations to participate in the 
study. Three organisations from different industries will be selected based on the four criteria outlined in the 
research methodology section above. 
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