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Abstract. Customer relationship management is a relatively new discipline, which became popular in the last decade. It has 
to be noted that customer relationship management is oriented toward current customers and allows to attract new customers. 
Therefore, customer relationship management is related to long-term success in the market. The paper analyses infrastructure, 
institutional and internal issues which restrict customer relationship management in Lithuanian real estate companies. Pre-
sented investigation is based on questioning of real estate companies which encounter the problems of economy slowdown.
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1. Introduction

The intense competition encourages business compa-
nies to seek ways, which would allow them to gain and 
maintain competitive position in the market. Nowadays 
customers and customer relationship management are 
seen as the most important assets of business compa-
nies. Therefore, customer relationship management is 
related to long-term success in the market.

Customer relationship management is oriented toward 
current customers and allows to attract new customers. 
The company’s goals, i.e. higher performance, qual-
ity of services, loyalty of customers, etc. motivate the 
implementation of customer relationship management 
(Tvaronavičienė, Tvaronavičius 2006; Tvaronavičienė, 
Degutis 2007). However, companies, striving to im-
plement customer relationship management, encoun-
ter various problems. First of all, country’s infrastruc-
ture and marketing, institutional development issues 
impact the implementation of customer relationship 
management. Hence, uneven growth of countries is 
one of the most important preconditions impacting 
CRM implementation (Tvaronavičius, Tvaronavičienė 

2008; Tvaronavičienė et al. 2008). On the other hand, 
company’s inertia, little understanding of customer 
relationship management, poor customer relationship 
management skills, etc. impact the successful adoption 
of customer relationship management. 

The successful adoption of customer relationship man-
agement is seen as the relevant issue for Lithuanian 
companies, which do not have customer relationship 
management experience and encounter problems raised 
by hostile business environment. The aim of this pa-
per is to analyse customer relationship management 
concept in scientifi c literature, to reveal infrastruc-
ture and institutional issues, to analyse internal issues 
which restrict implementation of customer relationship 
management. Presented investigation is based on ques-
tioning of real estate companies which encounter the 
problems of economy slowdown. 

2. The defi nition of CRM concept

The customer relationships raise opportunities for 
companies that need to be exploited. De Wulf et al. 
(2001) point out that a key step of relational approach-
es to marketing has coincided with the development of 
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customer relationship management. Baran et al. (2008) 
claimed that “as the acronym indicates”, the focus of 
CRM is the customer, particularly existing ones. All 
scholars almost unanimously agree that Customer 
Relationship Management (CRM) is a relatively new 
discipline. Therefore various defi nitions of CRM were 
proposed.

According to Paas and Kuijlen (2001) the consen-
sus on the meaning of CRM has not been achieved. 
The software vendors and business consultants have 
prompted the vast interest of CRM in the scientifi c 
literature. Marketing scholars analyse different aspects 
of this phenomenon in their works (Plakoyiannaki 
2005). Notably, there have been several attempts to 
propose different forms of CRM. Reinartz et al. (2004) 
distinguished three different possible levels of CRM: 
(1) functional, (2) customer facing, and (3) company-
wide. Other scholars proposed operational, collabora-
tive and analytical CRM (Iriana, Buttle 2006). Oper-
ational CRM is seen as “the business processes and 
technologies that can help improve the effi ciency and 
accuracy of day-to-day customer-facing operations.” 
Therefore it includes sales, marketing, and service au-
tomation. Collaborative CRM is seen as “the compo-
nents and processes that allow a company to interact 
and collaborate with customers.” Therefore it includes 
voice technologies, Web storefronts, e-mail, confer-
encing and face-to-face interactions. Analytical CRM 
“provides analysis of customer data and behavioural 
patterns to improve business decisions.” This includes 
the underlying data warehouse architecture, customer 
profi ling /segmentation systems, reporting, and analysis 
(Iriana,  Buttle 2006).

Richards and Jones provided two categories of defi ni-
tions: strategic and operational (Richards and Jones 
2008). Scholars state that strategic CRM is seen as 
the process that identifi es customers, creates customer 
knowledge, builds customer relationships, and shapes 
customers’ perceptions of the fi rm and its products. 
On the other hand, operational CRM is related to the 
processes and technologies that enable better customer 
relationships.

Baran et al. (2008) have proposed that various CRM 
defi nitions can be grouped as: 
1) Those that equate CRM with a software package, 

process, system, or technology;
2) Those that equate CRM with a focus on data stor-

age and analysis;
3) Those that equate CRM with a change in corporate 

culture from a transaction focus to a relationship 
or customer-centric focus (The key focus here is 
on establishing a dialogue with each customer on a 

one-to-one basis as opposed to generating merely 
a corporate monologue with large segments of cus-
tomers.);

4) Those that equate CRM with the important concept 
of “managing demand”;

5) Those that equate CRM with new strategies focused 
on current customers (identifi cation, selection, ac-
quiring, developing, cross-selling and up-selling, 
managing, migration, and win back).

Let us reveal each approach in order to highlight the 
various domains of CRM.

The approach that views CRM as technology, stresses 
the importance of such activities as: gathering of cus-
tomer data from all touch points; warehousing of the 
data, providing easy access to all; and delivering of in-
formation based on the data. According to Swift, CRM 
is seen as an enterprise-wide set of practices enabling 
to generate customer intelligence by the launch and 
use of customer databases (Swift 2001). Notably, one 
group of scholars focus on the technical elements of 
the CRM process (Plakoyiannaki 2005). Other scholars 
state, that CRM has to be seen as relationships with 
customers, which are developed through appropriate 
communication. This view defi nes CRM as the rela-
tionship-based business model that concentrates on 
acquisition and retention of customers.

Payne and Frow proposed various CRM defi nitions 
that emphasized technology. According to scholars, 
CRM can be defi ned from three perspectives: narrow-
ly and tactically as a particular technology solution, 
wide-ranging technology, and customer-centric (Payne, 
Frow 2005). 

On the other hand, some business consultants indicate 
the close link between CRM and corporate culture 
change, i.e. “a different way of doing business, ena-
bled with powerful technology at every customer touch 
point” (Baran et al. 2008). Hence, some authors ana-
lyse CRM as an organizational phenomenon (Srivas-
tava et al. 1999). Various organizational capabilities, 
i.e. the orientation towards customer relationship and 
retention, the openness of the fi rm, the structures and 
processes to facilitate CRM, impact CRM implemen-
tation. Hence, the scholars distinguished such aspects: 
identifi cation of customers, value creation, retention of 
current customers and development of customer-fi rm 
dialogue (Srivastava et al. 1999).

Reinartz et al. (2004) provided two CRM concepts 
that emphasize organizational process: customer value 
and customer retention. For instance, customer value 
refers to a combination of product (or service) value 
and relationship value. Payne and Frow (2005) state 
that logic, “which has evolved from earlier thinking 
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on business-to-business and services marketing, that 
views the customer as a co-creator and co-producer” 
prevail. On the other hand, product value is seen as 
trade-off between perceived benefi ts and sacrifi ces by 
a customer regarding supplier’s offer. 

The approach that considers CRM as an important con-
cept of “managing demand” emphasizes the goals to 
recognize the best customers, retain them and encour-
age greater usage of the fi rm’s products or services. 
Meanwhile, the approach that relates CRM to a busi-
ness strategy stresses the effective planning and timely 
implementation. Buttle (2001) stated, that CRM is “the 
development and maintenance of long-term mutually 
benefi cial relationships with strategically signifi cant 
customers”. The proponents of this approach empha-
size the benefi t of strategic CRM defi nition and its con-
sistent usage throughout all organization. 

It has to be noted that CRM is founded on four tenets: 
“customers should be managed as important assets; not 
all customers are equally desirable; customers vary in 
their needs, preferences, and buying behaviour, and by 
a better understanding of their customers, companies 
can tailor their offerings to maximize overall value” 
(Baran et al. 2008). Customer relationships are seen 
as important resources that fulfi l four criteria, i.e. are 
valuable, rare, imperfectly imitable and imperfectly 
substitutable. Peppers and Rogers claim that if com-
panies don’t treat customers as a scarce resource, they 
focus excessively on the short term (Peppers, Roger 
2005). According to scholars, products and services 
abound, and have become commodity-like.  Hence, 
from the resource-based view customers and customer 
relationships are seen as the basis for competitive ad-
vantage (Gouthier, Schmid 2003). The company, which 
knows its customers better than rivals, has greater op-
portunities to increase market share. On the other hand, 
CRM creates preconditions to invest the right amount 
in the right customer, to indicate the more profi table 
customer, and develop retention strategies.

CRM is seen as “management of customer experience” 
(Baran et al. 2008). In order to do this, companies must 
understand customers’ needs and purchase behaviour, 
and effectively manage all interactions with each cus-
tomer. 

3. The advantages of successful 
CRM implementation 

Baran et al. (2008) claim that “the goal of CRM sys-
tems is not merely to establish and maintain a relation-
ship with customers but rather to increase the strength 
of the relationship from acquaintanceship to partner-
ship”. Therefore, the movement from mass marketing 

to one-to-one marketing, allows involving customer as 
a partner in product development and marketing. This 
dominated approach allows concluding that applica-
tion of CRM creates preconditions to avoid dissatisfi ed 
customers (Korsakienė et al. 2008). According to Pep-
pers et al. “even if a competitor offers the same type of 
customization and interaction, your customer will not 
be able to enjoy the same level of convenience without 
taking the time to teach the competitor the lessons your 
company has already learned” (Peppers et al. 1999). 

Scholars identify four basic steps of CRM:
1. Identifi cation of company’s customers. 
2. Differentiation of company’s customers.
3. Interaction with customers.
4. Customization of company’s behaviour.

Notably, the successful implementation of these four 
steps in the company allows to better understand cus-
tomers and offer more relevant and customized prod-
ucts or services. It is important to note, that even a very 
modest one-to-one initiative leads to higher results. 
For instance, increased cross-selling allows tracking 
very signifi cant fi nancial benefi ts. On the other hand, 
the company increases loyalty among customers. The 
higher levels of customer satisfaction are perceived 
as “soft” rating that is easily measured and represents 
the benefi ts of CRM program. The implementation of 
CRM requires developing a more effi cient organiza-
tion. Consequently, the higher effi ciency allows reduc-
ing transaction costs and achieving faster cycle times.
Pine et al. claim that the benefi t of one-to-one market-
ing is related to “learning relationship – an ongoing 
connection that becomes smarter as the two interact 
with each other, collaborating to meet the customer’s 
needs over time” (Pine et al. 1995). The researches dis-
tinguish a very important aspect of learning relation-
ship, i.e. to teach the company more and more about 
the preferences and needs of customers, which provide 
the company with an immense competitive advantage. 
Therefore, the more customers reach the company, the 
better it becomes at providing exactly what they want – 
exactly how they want it – and the more diffi cult it 
will be for a competitor to entice them away (Pine 
et al. 1995). 

The researches state that the advantages of CRM are 
as follows (Ko et al. 2008):
• increased profi ts;
• more customer relationships;
• more repurchases;
• accurate customer information collected;
• enhanced customer loyalty;
• improved effi ciency of customer management;
• effect of word of mouth;
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• reduced cost of new customer acquisition;
• greater ease in developing new products;
• increased sales by additional purchases;
• reduced cost of direct marketing;
• increased brand loyalty;
• increased customer lifetime value.

On the other hand, King and Burgess distinguish tan-
gible and intangible benefi ts of CRM (King, Burgess 
2008).

According to the survey conducted by Bain & Compa-
ny in 2003, fi rms began to report increased satisfaction 
with their CRM investments. For instance, 82% of sur-
veyed executives said they planned to adopt CRM in 
their companies. Meanwhile, only 35% of executives 
employed CRM in their companies in 2000 (Rigby, 
Ledingham 2004). 

Notably, the positive effect of customer retention is 
related to company’s profi t. For instance, Reichheld 
and Sasser (1990) indicate that a 5 percent increase 
in customer retention yielded improved profi tability 
in net present value from 20 to 85 percent across a 
wide range of businesses. The research, carried out 
by McKinsey has shown that repeat customers gener-
ate over twice as much gross income as new custom-
ers. According to Winer (2001) the improvement in 
technology and innovation on CRM-related products 
have made it much easier to deliver on the promise of 
greater profi tability from reduced customer “churn”.

To conclude, the majority of scholars assert that CRM 
increases value for both customers and companies. 
Gamble et al. (2006) state that “CRM has provided 
the highest positive impact in the areas of improving 
the customer experience and in helping companies to 
retain and expand their customer base”. 

4. Issues of CRM implementation

According to Sharma and Iyer (2006), country has the 
effect on CRM strategy outcomes. Scholars classify 
countries using two dimensions – the country’s infra-
structure development and the country’s marketing 
institutional development. Scholars point out that not 
all countries have ideal conditions for CRM. In order 
to justify this statement an example of customer data 
collection and dissemination is used. 

Notably, in countries, characterized by the developed 
infrastructure and competitive marketing institutions, 
the tendencies to collect additional customer informa-
tion prevail. Nevertheless, scholars point out that „the 
mere collection of additional customer information 
may not provide the fi rm with a competitive advan-
tage“ (Sharma,  Iyer 2006). 

In countries, characterized by the developed infra-
structure and restricted marketing development, the 
possibility to collect and disseminate customer data 
is restricted. A lack of third-party vendors on account 
of legal or cultural reasons is seen as the main issue 
restricting the collection of data. Hence, the implemen-
tation of CRM strategy becomes diffi cult. 

Countries characterized by a low level of infrastruc-
ture development and developed marketing institu-
tions, have the ability to implement CRM strategies. 
However, the possibility to acquire customer data from 
public or third-party entities is seen as an issue. Any-
way, the advantage is that all the data collected by the 
fi rm are not available elsewhere and CRM database is 
seen as a competitive advantage of the fi rm. 

Scholars point out that in the last category of countries, 
characterized by both the low infrastructure develop-
ment and the low marketing institutional development 
„there are periods of shortages and surpluses that re-
duce the need for CRM strategy“ (Sharma,  Iyer 2006).

Countries that are characterized by well-developed 
infrastructure relevant for marketing have good logis-
tics systems and well-developed systems in place for 
capturing customer information. Notably, countries 
that do not have such systems for capturing customer 
information rely on the individual retailers to provide 
them with customer information. Scholars point out 
that countries with well-developed infrastructure but 
low marketing institutional development do not collect 
such data due to privacy laws and concerns. 

Sharma and Iyer (2006) state that “the data integration 
process requires that data from different sources have 
to be integrated into a unifi ed and accessible ware-
house”. Countries with well-developed infrastructure 
and developed marketing institutions are network-
ready. Hence, they integrate data from various sources 
and integrate the data across fi rms in a vertical relation-
ship. In the countries with less developed marketing 
and communication infrastructure data are not codifi ed 
uniformly. Therefore the integration process is seen as 
more complicated and costly. Furthermore, the coop-
eration within a value chain may not exist. 

Notably, countries with well-developed infrastructure 
and marketing institutions apply analytical techniques 
which are a critical component of CRM strategy. Ac-
cording to Sharma and Iyer (2006) in markets that are 
not competitive or in economies that are primarily sup-
ply-led, the importance and utility of CRM programs 
may not be acknowledged.

According to Baran et al. (2008) research carried out 
in the fi eld of CRM show that real barriers to effective 
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CRM implementation appear to be “corporate culture, 
employee attitudes, organizational structure, and the 
lack of strategic plan for the CRM implementation”. 
Hence, the main factors impacting CRM implemen-
tation reside within “software” side of the business 
(skills, strategy, structure and style). Blery and Micha-
lakopoulos (2006) claim that CRM should be placed 
at the heart of the organization and a holistic approach 
should be adopted because CRM reaches into many 
parts of the business. Scholars state that CRM involves 
business process change to align with the system. For 
instance, the research carried out by Forsyth took a 
sample of about 700 companies, with regard to the 
causes of failure to reach the CRM benefi ts (Mendoza 
et al. 2007). The main causes of failure were:
• Organizational change (29%).
• Company policies/inertia (22%).
• Little understanding of CRM (20%).
• Poor CRM skills (6%).

On the other hand, technology adoption is seen as an 
issue. Due to a lack of the resources to develop CRM 
software, many fi rms have to outsource a signifi cant 
proportion of their CRM solution (Bull 2003). Moreo-
ver, it is agreed that in many cases external consultants 
should be used to acquire knowledge of CRM. The 
need of external consultants is raised by basic under-
standing of CRM and limited time to research CRM. 
Blery and Michalakopoulos (2006) distinguish such 
factors that impact implementation of CRM:
1) process fi t, i.e. the CRM system must be designed 

around an elaborate understanding of a CRM proc-
ess so as to leverage the marketing and sales effort;

2) customer information quality, i.e. making effective 
use of customer information resources;

3) system support because only if the system has been 
implemented and adopted successfully, a fi rm is 
able to reap its benefi ts.

Chen and Popovich (2003) state that in the implemen-
tation of CRM a series of aspects are involved:
1) the Processes through which the customer relates 

to the organization;
2) the Human factor (people);
3) the Technology.

The conclusion we can draw is, that both the external 
and internal factors impact the successful CRM im-
plementation. 

5. Survey of real estate companies’ attitude 
towards CRM implementation

A survey was conducted in order to reveal the approach 
of real estate companies regarding CRM implementa-
tion. This survey was based on responses to a question-
naire that embraced infrastructure, institutional and in-
ternal issues of CRM implementation. Another goal of 
the survey was to detect differences between attitudes 
of national and international companies. 

Companies were selected randomly. The question-
naires were delivered by e-mail and mail. A survey 
was conducted in March-May of 2008. 90 respondents 
participated in the survey.

Structure of respondents according to the capital is 
as follows: 73% national and 27% international com-
panies. The majority of respondents (58%) represent 
small companies where the number of employees 
reaches 49 people. The division according to the ac-
tivity of real estate companies is as follows: selling of 
fl ats and dwelling-houses (87%), selling of commercial 
premises (73%) and selling of plots (58%). 42% of 
respondents who fi lled in questionnaires occupy top-
managing positions in their companies, 18% of them 
are owners. The work experience of the majority of 
respondents (71%) in this business sector is less than 
three years. 

The associations of respondents raised by CRM

The associations raised by CRM Responses 
of all 

companies, %

Responses 
of national 

companies, %

Responses 
of international 
companies, %

Strategy focused on current customers 91 67 67

Data storage and analysis 40 42 33

Demand management 22 24 17

A change in corporate culture from a transaction focus 
to a relationship or customer-centric focus 18 21 8

Software package, process, system, or technology 
adopted in organization 11 12 8
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The respondents were asked to indicate associations 
raised by CRM. The obtained data allow conclud-
ing that CRM is associated with strategy focused on 
current customers (91%), data storage and analysis 
(40%) and demand management (22 %) (Table). The 
responses of national and international companies did 
not differ signifi cantly. 

Institutional issues
The respondents were asked to indicate institutional 
issues restricting CRM implementation. The obtained 
data allow concluding that CRM implementation is 
restricted due to poor adaptation of data into usable 
form (33% of all respondents), lack of direct contact 
with customers (31% of all respondents), prevalence 
of “Marketing Mindset” (31% of all respondents) and 
low focus on competitive advantage (29% of all re-
spondents) (Fig. 1). 

The responses of national and international companies 
were compared. International companies indicate that 
CRM implementation is restricted due to poor adapta-
tion of data into usable form (42% of all international 
respondents), lack of direct contact with customers 
(25% of all international respondents) and prevalence 
of “Marketing Mindset” (25% of all international re-
spondents). Meanwhile, national companies indicate 
that CRM implementation is restricted due to a lack of 
direct contact with customers (33% of all national re-
spondents), prevalence of “Marketing Mindset” (33% 
of all national respondents) and low focus on competi-
tive advantage (33% of all national respondents). The 
conclusion we can draw is that the problems occur at 
the fi rst stage of CRM process. All companies indicate 
“the lack of direct contact with customers” which oc-

curs due to intermediation in this business sector. One 
of the reasons might be related to the enormous rise of 
speculation in this sector during the real estate market 
boom. The above mentioned data integration process 
requires that “data from different sources have to be 
integrated into a unifi ed and accessible warehouse” 
(Sharma and Iyer 2006). However, international com-
panies indicate that adaptation of data into usable form 
is restricted. Therefore, the communication infrastruc-
ture in the country is considered as rather poor. The 
respondents indicate the prevalence of “Marketing 
Mindset” or according to Sharma and Iyer (2006) “the 
managerial orientation towards gaining customer-based 
competitive advantages” which restricts the analysis of 
acquired data. Lastly, the respondents indicate that im-
plementation of CRM programmes is restricted due to 
poor focus on the competitive advantage which might 
be gained from building loyal relationships with cus-
tomers. 

Infrastructure issues
The responses of respondents to the question about in-
frastructure issues restricting CRM implementation let 
us reveal that companies experience a lack of human 
capital capable to apply data for strategic use (40% 
of all respondents) and lack of cooperation with cus-
tomers (38% of all respondents) (Fig. 2). The obtained 
data allow to compare the responses of international 
and national respondents. International respondents 
indicate that CRM implementation is restricted due to 
a lack of human capital (42% of all international re-
spondents), lack of cooperation with customers (25% 
of all international respondents) and availability of 
data capture mechanisms (25% of all international re-

Fig. 1. Institutional issues restricting CRM implementation Fig. 2. Infrastructure issues restricting CRM implementation
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spondents). National respondents indicate that CRM 
implementation is restricted due to poor cooperation 
with customers (42% of all national respondents), lack 
of human capital (39% of all national respondents) and 
prevalence of demand-led economy (33% of all na-
tional respondents).

The conclusion we can draw is that problems occur in 
the data integration process due to a lack of coopera-
tion within the value chain. Furthermore, the compa-
nies indicate lack of human capital which is related to 
analytical marketing skills. 

Internal issues
The responses of respondents to the question about 
internal issues restricting CRM implementation let us 
reveal that companies do not have suffi cient budget 
of CRM (82 % of all respondents), experience a high 
turnover of employees (74% of all respondents) and do 
not have effi cient processes of marketing, selling and 
service providing (71% of all respondents) (Fig. 3).

International respondents indicate that CRM imple-
mentation is restricted due to such internal factors as 
insuffi cient budget of CRM (67%), a high turnover of 
employees (58%) and insuffi cient processes of market-
ing, selling and service providing (58%). Meanwhile, 
national companies indicate such issues as: insuffi cient 
budget of CRM (76%), a high turnover of employees 
(70%), insuffi cient processes of marketing, selling and 
service providing (67%) and a lack of motivation to 
accept the risks (67%). The conclusion we can draw 
is, that the main problems occur in the areas of hu-
man resource management, fi nance management and 
marketing.

6. Conclusions

CRM is to be perceived as signifi cant approach impact-
ing the success of business company in the long run. 
However, the successful implementation of CRM is 
seen as one of the challenging tasks. In the paper anal-
ysis of CRM implementation issues in Lithuanian real 
estate companies has been presented, with an emphasis 
on institutional, infrastructure and internal issues.

The results of the survey allow to conclude that the 
concept of CRM is considered as “strategy focused 
on current customers”. Both international and national 
companies agreed upon this statement. Hence, Lithua-
nian real estate companies understand the importance 
of CRM in their activity and the impact on the per-
formance.

The real estate indicated infrastructure and institutional 
issues which were formulated according to Sharma and 
Iyer (2006) proposition. 

The implementation of CRM by real estate companies 
is restricted due to a poor possibility to adapt acquired 
data about customers into a usable form, lack of direct 
contact with customers and prevalence of “Marketing 
Mindset” and low focus on competitive advantage. The 
implementation of CRM is restricted by such infra-
structure issues as: lack of human capital capable to 
apply data for strategic use and lack of cooperation 
with customers in the value chain. Hence, Lithuanian 
real estate companies encounter problems raised by 
less developed marketing and communication infra-
structure in the country.

On the other hand, both international and national com-
panies encounter such internal problems as insuffi cient 
budget of CRM, a high turnover of employees and in-
suffi cient processes of marketing, selling and service 
providing. Hence, the distinguished problems require 
changing of all internal processes, putting emphasis on 
human resources management practice and marketing.
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