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Preface

Welcome to CRM in Real Time: Empowering Customer Relationships.

During the past 23 years of my career, I have worked with and helped set up more than 400 enterprise-class customer relationship management (CRM) systems.

In this book, I have shared some of the lessons that I’ve learned in the process. In addition, I have focused on the important trend of CRM as it moves toward the Real-Time Enterprise (the process of interconnecting a company’s entire operations via internal and Internet applications along with mobile and wireless devices so all information can be shared in real time). And, as the title implies, the book addresses “CRM in Real Time” as the new differentiator in empowering customer relationships.

CRM in Real Time allows your organization to function like a 24-hour nerve center, instantly alerting individuals to changes in customer demand, competitive analysis, inventory, availability of supplies, and profitability. Today’s always-on and always-connected digital customer or client is more than ever before relying on a mobile/wireless world with the Internet as its backbone. With technology at the forefront, it is important to remember the roles of people, process, and technology in a successful CRM initiative.

This book offers the following features and topics:

•   A definition of CRM and CRM in Real Time with the Real-Time Enterprise (RTE)

•   A description of the people, process, and technology issues that impact CRM

•   How-to information for creating your CRM strategy, putting together your CRM value proposition and business case, writing your CRM system specification document, selecting your CRM software vendor, and addressing CRM security risks

•   A focus on significant topics such as data integrity, the role of ebusiness, emarketing, eservice, knowledge management, international CRM issues, and the increasing use of CRM in government agencies


•   A discussion of the increasing movement of CRM toward Real-Time Enterprise, including a 10-step process for its creation

•   A selected listing of top CRM software solutions—all ISM, Inc. award winners

If you are thinking about buying a CRM software package, I invite you to visit the ISM Web site (www.ismguide.com) where we feature extensive, comparative reviews of our CRM award winners beyond what can be practically reproduced in this or any other book. Each of the featured software solutions is evaluated against 217 business functions, technical features, implementation features, real-time criteria, and user-friendliness/support criteria.

Those who have read my previous book, CRM Automation, may recognize some similarities in this new effort. In fact, CRM in Real Time has been built on the core concepts presented in CRM Automation, but these concepts have only laid the foundation for the new work. CRM in Real Time has been updated extensively with all-new coverage of such topics as Real-Time Enterprise, CRM user adoption, and CRM in government.

I trust that the readers who are returning for another look at CRM will find new and useful information in this book and pick up where CRM Automation left off. Good luck in your CRM efforts.

—Barton J. Goldenberg





Introduction

In my spare time, I like to sail. You may wonder what sailing has to do with customer relationship management (CRM), but I’ve found definite similarities between the two. The basic precepts of sailing actually reflect my business philosophy: Experience, preparation, and teamwork will keep you on course.

The way in which corporations and organizations deal with customers has changed dramatically since 2002 when I wrote my first book, CRM Automation. After spending more than two decades as a consultant, I’ve watched people, process, and technology in CRM evolve and mature. Industries have grown more sophisticated, companies have expanded globally, technology has become faster and more efficient, and people need information and answers in real time on desktops or via mobile services. And people are using today’s tools and technology in record numbers. In 2006, cell phone sales exceeded 1 billion; in 2007, Apple’s iPod sales surpassed 100 million units. Clearly, companies today are dealing with customers who are always on and always connected.

Enterprises are learning how to be more responsive to their customers. Consider the following three examples in which technology has enhanced business processes and ultimately improved customer service:

•   Wal-Mart and the U.S. Department of Defense mandated that all suppliers add RFID (radio frequency identification) tags to boxes in 2006 to better manage product delivery and distribution. Since RFID tags provide more information than traditional bar codes, the contents of a box or pallet can be easily identified by color, size, style, etc., which improved inventory information, provided better tracking and asset management, and enhanced customer service and responsiveness.

•   Cleveland-based KeyCorp, one of the nation’s largest bank-based financial services companies with assets of about $92 billion, used its CRM in real time to help the bank achieve its strategic push to integrate financial services nationwide and enable customers to fulfill financial services in real time. In fact, KeyCorp can provide new bank products/functionality 12 to 18 months sooner than most of its competitors and achieve higher Internet banking penetration into retail banking clients than other financial services companies.

•   PepsiCo is now incorporating wireless technologies and nextgeneration universal application network (UAN) architectures to deliver information in real time. UAN, an XML-based Web services architecture, is designed to let software developers write code so that if one element changes in inventory, that element is changed across all the enterprise’s financial, inventory, distribution, manufacturing, and sales systems.

These three examples demonstrate the ways that leading enterprises in a broad range of industry sectors keep on the cutting-edge of technology and deliver key services in real time. Why have global industry leaders committed millions of dollars to build real-time enterprise (RTE) capabilities? The RTE value proposition rests on reduced costs, operational excellence, enhanced productivity, better decision making, customer delight and loyalty, and sustainable competitive leadership.

And keeping enterprises in step with customer reliance on real-time interaction is part of ISM, Inc.’s mission as a strategic advisor to organizations that are planning and implementing CRM initiatives. As founder and president of ISM, I have been guiding companies, nonprofits, and government agencies through the entire CRM process since 1985. When companies turn to us for help, my team starts with an executive briefing, then creates a customized CRM strategy and implementation road map, and finishes by implementing engagement management services.

ISM’s Software Laboratory, created in 1990, provides independent and bias-free reviews of CRM and real-time CRM software, including the award-winning Top 15 CRM and Real-Time CRM software reviews. These in-depth analyses of CRM software and the latest business and technology trends ensure that clients get the right solution based on their unique needs. Each software program that my firm tests is objectively rated according to 217 selection criteria, including 103 business functions, 52 technical features, 36 implementation capabilities, 9 real-time criteria, and 17 user-support features.

CRM in Real Time: Empowering Customer Relationships offers readers a savvy guide to bridging yesterday’s technology with today’s innovations to meet tomorrow’s challenges. This book, which picks up where CRM Automation left off, is divided into six parts, each of which tackles CRM in real-time issues from different angles.

Part 1 starts off with an introduction to CRM and lays the foundation for finding the right mix of people, process, and technology. Part 2 moves on to the people issues, focusing on what people need to know about securing executive support, user adoption, and the value of training, communications, customer feedback, and strategic planning. Part 3 deals with process issues to establish order with business process, data integrity, and ebusiness. Part 4 concentrates on the technology issues: business application trends, key technology innovations, and the wireless world, including advice on selecting software for CRM initiatives. Part 5 explains the critical issues that are involved in building a solid CRM system, from the 10 steps to effective implementation and creating a business case to outsourcing and security risks. And finally, Part 6 focuses on the future, with brief chapters on selected issues including 10 steps to creating an RTE to Web 2.0 and the digital client. At the end of the book, a collection of appendixes offers examples of the sales process, process flow, a CRM system RFP, software solutions, service providers, and even a glossary of terms.

Today, it is no longer an option to optimize your customer relationships. Given the more knowledgeable and less loyal customer base, particularly the Net generation, no organization can risk securing anything less than outstanding customer relationships. That means having up-tothe-minute customer knowledge and providing support from anywhere anytime—this defines CRM’s future with real-time CRM solutions.

In the U.S., there are currently 75 million Generation Y (less than 23 years old) digital clients and 750 million worldwide; by the year 2015, Gen Yers will account for 45 percent of the world’s population. Members of Gen Y have known only digital technology their entire lives and expect always-on, always-connected access to the Internet in their digital devices; they are and will continue to become our digital clients long into the future.

For this book, I have tried to show why CRM in real time is the key to the future success of all organizations. But like sailing, sometimes it’s not just working together that wins the race—it’s working together the right way.






PART 1

An
Introduction
to CRM






Chapter 1

A CRM Primer

Customer Relationship Management (CRM) is a phrase that was coined in the mid-1990s and heavily promoted at the end of that decade. Providing a concise definition of CRM is challenging due to its continuing rapid evolution, but here is a place to start:

Customer Relationship Management (CRM) is a business approach that integrates people, process, and technology to maximize relationships with customers. CRM increasingly leverages the Internet to provide seamless coordination among all customer-facing functions.

As the Internet and mobile and wireless technologies take CRM into real time, organizations can function like a 24-hour nerve center, instantly alerting individuals to changes in customer demand, competitive analysis, inventory, availability of supplies, and profitability. Add to this the new digital customer or client who uses social networking and blogs to “talk” about your company and products, and you have the environment for a new wave of CRM: the Real-Time Enterprise (RTE).

RTE is the process of interconnecting a company’s entire operations via internal and Internet applications, along with mobile and wireless devices, to enable all information—and communications—to be shared in real time.

First, let’s take a closer look at CRM. There are three primary reasons why organizations choose to automate their sales, marketing, and customer service functions in a CRM system:

•   High cost of direct sales – Today, the average cost of an onsite sales call is about $379 (according to a 2006 Hoover’s study), and the costs of direct selling (from a sales organization to a customer) continue to rise. CRM can help increase sales force productivity while containing or decreasing rising sales costs.


•   Increased global competition – Business dealings today reach a global marketplace. To compete on a local or foreign level, effective market intelligence is often critical. CRM can help companies monitor and track market developments more effectively.

•   Need for information – Sales, marketing, and customer service/support are information-intensive activities. Success depends on two key components: implementing an effective marketing mix strategy (product, place, price, and promotion) and understanding/addressing the marketing mix strategy of your competitors. CRM can help collect, compile, and disseminate needed information about the market, especially for your customers.

Key CRM Benefits

The systematic use of CRM applications has been well-established to provide many benefits to organizations that want to automate their sales, marketing, and customer service functions. The most compelling benefits of a successful CRM implementation include the following examples:

•   Better sales/marketing information – Customer names, customer background, customer needs, and competitive positioning are some of the data types collected as a result of implementing a CRM system.

•   Improved productivity – Effectively targeting market identification, reducing the number of cold leads, providing accurate on-the-spot quotations, accessing inventory availability quickly, and entering orders directly from the field help to shorten the sales cycle.

•   Enhanced customer care – More time is available to spend with customers due to a sales department’s reduced administrative workload, an ability to monitor customer service levels, and the ability to highlight existing or potential customer service problems and react more quickly to customer needs.


Improved customer retention/loyalty has become an increasingly important objective for most organizations, and an area that is directly related to the benefits of CRM previously discussed. According to Antony Young and Lucy Aitken, authors of Profitable Marketing Communications: A Guide to Marketing Return on Investments, corporations in the U.S. lose about one-half of their customers during a five-year period. It has been shown that the longer a customer is retained, the greater the profitability for the retained customer. An effective CRM system will help a company retain more customers over time.

For those who like hard numbers, ISM, Inc. and the Insight Technology Group have conducted studies of CRM implementations, confirming that the following levels of benefit can be achieved:

•   A minimum 10 percent per annum increase in gross sales revenue per sales representative during the first three years of the system – This gain occurs because field personnel improve their efficiency (more “batting time” to call on customers and implement strategy) and their effectiveness (improved quality of their sales calls in that field because personnel are more knowledgeable about their customers).

•   A minimum 5 percent decrease in general and administrative cost of sales during the first three years – This takes place because field personnel (and the company) have no need to send costly literature and information in a shotgun approach to existing and potential customers. Instead, field personnel (and the company) can be selective about sending specific promotional materials to customers.

•   A minimum 5 percent increase in win rates for forecasted sales during the first three years – This gain results when sales organizations select their opportunities more carefully, drop out of potentially bad opportunities earlier, and concentrate on those opportunities with a high likelihood of closure.

•   A minimum 1 percent margin improvement in the value of a deal over the system’s lifetime – This gain is realized since sales personnel are working closely with a carefully selected group of customers who place as much emphasis on value selling as on discounts, and sales organizations tend to discount less frequently.

•   A minimum 5 percent improvement in the quality rating provided by customers – This gain is a result of having happier customers who are getting the information they need more quickly, who are receiving better service, and who are building on the relationship marketing approach that sales personnel are now able to offer.

Before deciding whether CRM is right for your organization, you should review all the potential benefits of CRM in detail. From my experience helping companies to automate customer-facing functions in a CRM system, I have learned that senior management needs detailed evidence of measurable benefits to justify what may grow into a large capital investment, plus the investment in time, resources, and staff.

But there is good news: A growing number of tangible and intangible benefits associated with CRM are available, and there are specific ways to measure them. For each of the following measurements of CRM benefits, we have assumed that your company has similar and valid measurement information available today in some format or will be available prior to the start of your CRM project.

Tangible Benefits

I define tangible benefits as those that can be measured in hard numbers. These include increases in the following benefits:

•   Time spent by sales personnel with existing customers – Consider measuring the number of service calls made per day by sales personnel or the number of hours spent by sales personnel in their interactions with existing customers.

•   The number of new customer prospects pursued by sales representatives – While most sales representatives like to call on existing customers with whom they have an ongoing relationship, new customers are the key to future growth. Consider measuring the number of new prospects versus existing customers contacted by the sales representative per day, per week, per month, or per quarter.

•   Time spent by sales managers in contacting customers and working with sales representatives on customer issues – Coaching sales personnel is critical, but managers never seem to have enough time to do it. Consider measuring the number of hours per day that sales managers spend in contact with customers and prospects, and with sales representatives discussing customer issues.

•   Customer service efficiency – Customer service may be the key differentiator between those companies that lead and those companies that wonder what happened. Consider measuring the turnaround time for customer service issues as well as the number of customer service errors made as a result of misinformation.

•   Timeliness of follow-up correspondence to customers/prospects – Consider measuring the number of days between the date the customer/prospect was contacted and the date that the customer/prospect follow-up information is sent.

•   Higher close ratios – CRM helps move prospects efficiently through the sales pipeline. Consider measuring the lift in close ratios that result from CRM tools and techniques.

•   Revenue per month for each sales representative – This important CRM benefit depends on careful management to ensure that time is saved as a result of automation of the organization’s sales, marketing, and customer service functions used productively to deliver more sales. Consider measuring the increase in base revenue generated per month per sales representative.

•   Overall business results – The sales manager of one company I worked with set up a competition between sales personnel based on their use of the CRM system. The results were overwhelming: Healthy rivalry between personnel led to a significant increase in overall business results (as well as a seven-day cruise for the winning salesperson and his or her spouse). Consider measuring the percent of dollar increase over the budget for the entire sales team each month.


•   Frequency that your company’s name is in front of your customers and prospects – The out-of-sight, out-of-mind syndrome can be quite harmful to your sales efforts. Consider measuring the number of correspondence items sent to customers and prospects by sales and marketing personnel.

•   Customer satisfaction – Consider using a customer satisfaction survey rating and displaying these ratings in a location for all personnel to review.

•   Better communications within your company – As more staff spend time in the field with customers and prospects, the need to secure effective communications among personnel continues to grow. Consider measuring the time spent giving and getting information between the field and regional or headquarters offices.

•   Improved “close” rates – For the percentage of business orders closed, consider measuring the “close” rates of sales reps before and after the implementation of a CRM system.

•   Reduction in “close” time – For the speed of bringing new business orders to a close, consider measuring the “close” time of sales reps for new business orders before and after the implementation of a CRM system.

Intangible Benefits

I define intangible benefits as those measured using “soft” criteria. Management may prefer the hard numbers, but top-level executives can also appreciate such soft criteria benefits when they are effectively presented. Intangible benefits include the following:

•   Overall smoother functioning within your company – It can be shocking to learn how much time sales personnel spend on unnecessary administrative matters, or the amount of time a new salesperson spends getting up to speed in a new territory. Consider measuring the time that is spent looking for needed information versus the time that is spent using information and actually doing the job.

•   Increased employee motivation and satisfaction – This may be difficult to measure, but consider measuring feedback from those employees who use CRM. An alternative is measuring employee-turnover rate for those personnel who use the CRM system.

•   Better trained and more skillful sales, marketing, and customer service personnel – CRM can provide an excellent training ground for personnel to spend time learning facts and figures about products and services. Consider measuring the ability of sales personnel to access needed facts and figures quickly, including the implementation of required sales and marketing business procedures.

•   Improved use of mobile access devices – This benefit is important since each of us has a different technological assimilation learning curve that impacts our future use of equipment and technology. Consider measuring the comfort level of field personnel who use mobile devices over time.

•   More up-to-date information and easier access to it – Up-to-date information and easy access are subjective measurements made by end users. Consider measuring the timeliness of needed information and the ease of accessing this information based on end-user standards.

•   Improved responsiveness to customer and prospect requests – A sales and marketing manager at a domestic pipe manufacturer used the firm’s CRM automation system to “staple” himself to each customer request until it was resolved. Consider measuring the time it takes to respond completely to a customer or prospect request, which may be tied in with customer service.

•   Improved image of your company – Effectively managing relationships with your customers can play a leading role in building your company’s image in the eyes of your customers. Consider measuring the reaction of existing and future buyers to your sales and marketing professionalism.


•   The ability to differentiate your company from the competition – Many studies have tried to measure the competitive advantage resulting from implementing a CRM system. Consider measuring increased customer loyalty as well as customer perception of your company versus the competition.

•   Support for organizational change(s) within your firm – I once worked with an airline that had significantly downsized its organization and needed increased support for the remaining sales and marketing personnel. To determine this potential benefit of CRM, consider measuring time spent training new sales and marketing personnel.

•   Improved understanding and better control over expenses – CRM can assist in this effort, assuming sales, marketing, and customer care expenses are tagged to individual sales personnel and/or accounts. Consider measuring expenses per sales and marketing person and/or per account.

Based on the number of tangible and intangible benefits, the rewards of implementing a CRM system are great. I recall a case where my firm conducted an audit of sales and marketing for a copy machine manufacturer that was designed to measure the impact and potential of a CRM system on sales force productivity.

The audit determined that automating CRM-related activities such as lead tracking, time scheduling, and account profiling resulted in saving an average of one hour per day per salesperson. This equated to an additional 26 days of work time per year for each sales representative. Similar measurements for customer service representatives and top management reflected savings of 30 minutes and 20 minutes per day, respectively.

But saving time isn’t the only reward. Generating proposals—an arduous task for sales and marketing departments—becomes far more user-friendly because many proposal components, such as standard proposal paragraphs, online pricing information, and customer information (names, addresses, discounts, etc.) can be automatically incorporated through the CRM system.

The copier manufacturer I mentioned before also incorporated an external, third-party prospect database into its CRM system and supplemented this database with a data entry function that permitted users to enter new prospects from cold calls, telemarketing, and trade shows. The end result was an overall increase of prospects, and many of them were quality prospects that could be sorted and assigned according to predefined criteria.

Perhaps the most dramatic impact of this particular CRM automation project was a 14 percent increase in sales force productivity by the end of the first year of operation, which translated into a healthy bottom-line boost as a result of careful management.

By identifying and analyzing the tangible and intangible benefits of automating your CRM system, your organization will be in a position to determine whether it is the right choice, and you will be better prepared to provide senior management with the requisite business justification.

Challenges to CRM Success

CRM is the No. 1 software application worldwide in terms of software license revenues. In 2006, the global CRM industry (software and services) generated more than $31 billion. While CRM growth slowed to 5 percent in 2004, the industry has since rebounded to an annual 10 percent average growth rate, which is expected to continue through 2010. Factors such as an increased focus toward the growing small- to mid-sized CRM market, increased CRM offerings via the software as a service (SaaS) model, and an increased number of mobile CRM offerings have led to the recovery of the CRM marketplace.

Making sense of today’s CRM marketplace has become difficult with an increased emphasis on customer-facing business processes, the growing change in the management impact of CRM, along with all the new software players, new business functional modules, and the new and complex technology alternatives. It’s difficult even for companies like ISM, Inc. that have been actively involved in the CRM industry since the mid-1980s.

I continually stress the importance of people, process, and technology integration for a successful CRM initiative. In the past, a disproportionate emphasis on the technology component often proved detrimental to the overall success of the project. Having learned this important lesson, I see organizations face other challenges as they strive to successfully implement a CRM system. Among the most common challenges with CRM are the following:


•   Lack of a sales, marketing, and customer service strategy – Firms lacking a strategy that incorporates sales, marketing, and customer service often are unable to identify or prioritize areas that could benefit from CRM solutions. Successful CRM initiatives can only be realized when a strategy is in place.

•   Lack of corporate commitment – CRM requires a corporate commitment from the top. Often this commitment is missing. Successful CRM initiatives require the involvement of sales and marketing personnel, information systems personnel, and external information sources.

•   Internal politics – Information is power, and key individuals within the firms are often not prepared to share their own information with their colleagues. Successful CRM initiatives require sharing information across the organization; little room exists for those who tend to create and protect their own information power.

•   Lack of proper training – While the majority of today’s managers are computer literate and today’s software is increasingly simple to use, proper training of sales and marketing personnel still remains an essential part of CRM success. According to ISM research, those firms that successfully automate sales and marketing functions have claimed that for each $1 spent on computer hardware and software, they have spent between $3 and $15 on training over the life of the project. Training requires a serious commitment within the firm.

•   Lack of know-how – Firms often may not have the required knowledge to automate their sales, marketing, and customer service functions through a CRM system. In such cases, the use of outside expertise has proven to be a cost-effective way for the firm to learn about CRM.

•   Resistance by system users – This is one of the most difficult problems associated with CRM initiatives. Those firms that have successfully applied CRM have learned the importance of creating a two-way flow of valuable information between corporate and sales personnel.


Those organizations that have successfully applied CRM have found that all of these challenges can be resolved, and the benefits far outweigh the challenges, making the extra effort worth the time and expense.

Key CRM Components

CRM implementations generally contain up to 11 components. Each component incorporates subcomponents, with each subcomponent equating to specific software modules offered by CRM software vendors.

Ultimately, a CRM automation system is likely to consist of one or more of these components, depending on the organization’s prioritized CRM business functional needs. Your CRM system is likely to grow over time to include additional components, including new ones that will emerge as the CRM industry continues to innovate.

One word of caution: It would be unreasonable to expect any initial CRM automation system to include all 11 components since this would be the equivalent of trying to swallow an entire elephant at one time. As you review the following descriptions of the components, ask yourself which ones seem to make the most sense for your company’s CRM initiative, and consider the priority order in which you might incorporate them. Here are the following components:

1. Time management

2. Sales/sales management

3. Telemarketing/telesales

4. Customer contact center

5. emarketing

6. Business analytics (executive information)

7. Field service support

8. ebusiness

9. Supply-chain management

10. Multimodal access

11. Data-sharing tools


1. Time Management

This component includes single user and group calendar/scheduling as well as email. Microsoft (MS) Outlook and Lotus Notes have become the calendar/scheduling standards within the CRM software industry. Moreover, bi-directional integration with MS Outlook is also becoming a de facto standard; users can enter a date-specific activity or a contact from within MS-Outlook, and the activity or date is automatically added to the CRM software application and vice versa. In addition to single user and group calendar/scheduling, the time management component also includes the creation and management of task lists as well as email.

2. Sales/Sales Management

This includes the management of contact profiles and history, the management of account information including activities, and order entry. Increasingly, this category includes proposal generators, which permit sales personnel to easily and quickly create a comprehensive and attractive proposal drawing on boilerplate templates, as well as “configurators” that let sales personnel (and increasingly customers) easily and quickly configure products and services based on specific customer needs. Pipeline analysis (forecasting and sales-cycle analysis), sales metrics (win and loss rates), territory alignment and assignment, and roll-up/drilldown reporting functionality are also important considerations.

3. Telemarketing/Telesales

This component includes classical functionality such as call-list assembly, auto-dialing, scripting, call tracking, and order taking. While traditionally this has been an outbound function, telemarketing/telesales handles inbound calls more frequently.

4. Customer Contact Center

Customer service functions, such as incident assignment/escalation/tracking/reporting, problem management/resolution, order management/promising, and warranty/contract management, are included here. Increasingly, customer service and support software includes a Web-based, self-service capability that customers can easily access using a browser. Improvements in customer self-service and support have been significantly enhanced by the use of knowledge management engines, along with the ability to apply the principles of one-to-one customer service. Assisted (interactive chat and Web browsing) and self-service options coincide in the customer contact center environment.

5. emarketing

Marketing continues to receive considerable attention within the CRM software industry. Increased attention continues to be given to Web-centric encyclopedias and knowledge management, to market segmentation complemented by comprehensive campaign management life cycle tools, to lead generation/enhancement/tracking, and increasingly to partner relationship management (offering information links within the differing distribution channel layers). emarketing facilitates one-to-one, permission-based marketing efforts. These marketing subcomponents often depend on customer data received from Web sites, and/or from a data warehouse enhanced by tools such as data-mining engines. Another push for marketing applications results from the 2003 Do Not Call List, which has resulted in companies using more permission-based marketing applications.

6. Business Analytics (Executive Information)

Business analytics include extensive and easy-to-use reporting capabilities. Fixed and ad hoc reports are the norm. To ensure the highest quality of reporting functionality, many CRM software vendors are opting to integrate with leading third-party report writing tools (Crystal Reports, Actuate), which provide comprehensive tools for report writing and graphics. More CRM software vendors are also offering executive dashboards and personalized portals from vendors such as Cognos to help enhance the business intelligence (executive information) component within a CRM system.

7. Field Service Support

Although field service support has not received a great deal of attention in the past, more CRM software vendors acknowledge that this is a large and growing market segment. The field service support component includes work-order dispatching, part order/reservation, preventative maintenance schedules, and real-time information transfer via mobile technologies.

8. ebusiness

This ebusiness component, which is primarily focused on functionality to exchange products/services via the Web, has become more important given the growth of Web-based business-to-business (B2B) and business-to-consumer (B2C) ecommerce applications. It is unlikely that CRM automation software will include every ecommerce component. What has become clear, however, is that CRM software will add a Web-based, front-end interface into commercially available third-party ecommerce engines, which include shopping carts and storefront applications. This front-end interface will support more complex B2B and B2C ebusiness applications that leverage new technological advances in intelligence routing/click stream monitoring, content management/personalization, customer self-service, and cross-selling/up-selling.

9. Supply-Chain Management

As with the ebusiness component, few CRM software packages will offer comprehensive supply-chain management functionality. Rather, CRM software will integrate seamlessly with leading supply-chain management packages such as Teradata, JDA Software, or Commerce Events. This means that companies will have access to the latest eprocurement, logistics management, and B2B exchange applications.

10. Multimodal Access

Customers can now reach your company in a variety of ways: via mail, phone (including the ability to leave messages), fax, email (even sending attachments), and the Web (including chat forums and social networking). This means that your CRM system must support multiple modes of access from your customers, while simultaneously giving the impression that you maintain one holistic view of the customer at all times, regardless of which mode or modes that a customer uses.


11. Data-Sharing Tools

Sales, customer service, and even customers want to know the status of an order and whether a payment has been received. Production line and inventory managers want to know the latest sales forecast. To answer these needs, CRM software vendors opt to build native Enterprise Resource Planning (ERP) hooks into their software, or to seamlessly integrate with ERP systems via third-party “hook” software from companies including IBM and webMethods. Data synchronization, which is important for data sharing, includes mobile data synchronization from multiple field devices (increasingly wireless), as well as enterprise synchronization with multiple databases/application servers.

Many CRM software vendors have built their own data synchronization functionality, although we also see integration with third-party synchronization engines such as Nokia’s Intellisync. Unfortunately, no data synchronization standards exist within the CRM industry. Determining the quality of a CRM software vendor’s synchronization engine as well as confirming application scalability claims is too often the onus of the buyer. Fortunately, data synchronization testing facilities can now test the scalability of a CRM software vendor’s product (Hewlett-Packard’s Compaq, Microsoft): Be sure to ask your CRM software vendor to show you its scalability test results if this is germane to your CRM implementation.

Migrating to Web-Based CRM

In the dynamics of the current CRM marketplace, client-server technology is losing to Web-based ecustomer CRM initiatives.

Client-server technology largely supports employee-facing CRM systems aimed at helping internal sales, marketing, and customer service personnel, while the newer ecustomer technologies support customer-facing CRM systems in which customers use Web browsers to access company-specific information and services.

These incongruent technologies are likely to co-exist over the next five years largely because client-server architectures have a large installed client base that has seen the benefits of CRM firsthand. Meanwhile, CRM client-server vendors are adopting a more Web-based, ecustomer centric approach. While many of their CRM automation software packages may not be Web-based from the ground up, they are becoming Web-compatible in order to remain palatable to a large installed user base. Some of these vendors (Onyx, for one) have rewritten their software to be entirely Web-based. For the most part, the installed base trusts its CRM client-server vendors and will work with them as they move toward a Web-based, ecustomer-centric approach. This trust keeps the client-server lifecycle alive despite its increasingly dated outlook.

Web-based, ecustomer CRM vendors are now building a customer base of their own. These vendors offer very impressive software. In fact, Web-based software arguably offers the precise functionality and features—including customer self-service, click-stream analysis, and content management—that today’s customers want. This is why business is booming for suppliers such as Salesforce.com, NetSuite, BroadVision, KANA, Infor CRM Epiphany, and Vignette, all of which are aggressively promoting this new and exciting class of CRM automation software.

It’s likely that both approaches will co-exist for at least five years, at which point the client-server life cycle will ultimately give way to Web-based, ecustomer solutions. As succeeding generations of Web-using customers grow to maturity, the CRM industry’s movement toward a 100 percent Web-based world is unstoppable.

Getting to CRM Success

The customers I have worked with over the years claim a success rate for their CRM initiatives that is well above 70 percent today, and this level of success is confirmed by a number of recent studies by InfoTrends, CRMGuru.com, and other analysts. It has become clear that when properly implemented, CRM delivers bountiful and measurable benefits.

A Mini Case Study

One leading American telecommunications manufacturer decided to implement a global CRM initiative for about 4,500 employees worldwide. When the project was completed, the vice president of sales and marketing (the sponsor of the CRM initiative) was asked whether the initiative was a success. He put his thumb up and said, “Yes,” and explained that he now had a comprehensive customer profile of his key accounts that was available to customer-facing personnel. When the firm’s CIO was asked the same question, he put his thumb down and said, “No.” He explained that the CRM system was supposed to have integrated several dozen internal legacy and external information sources and that this had not happened due to integration complexity.

In the majority of implementations that I’ve been involved with, the client company has set clear and measurable baselines and objective metrics prior to implementation, then used these metrics to accurately gauge the success or failure of the system. This requires discipline, but, according to management guru Peter Drucker, “If you can’t measure it, you can’t manage it.”

Making Your Case

A CRM business case, including a strong value proposition, is the most appropriate vehicle to drive CRM success. An effective CRM business case will do the following three steps:

1. Set baseline metrics for business functions that will be automated (how much time per week a sales rep spends creating difficult reports, and the number of customer service calls that are successfully resolved during the initial customer call).

2. Set objective metrics or “success criteria” for each of the proposed business functional areas that will be impacted by the system (reps will save X hours per week by not having to create difficult reports since the system will automatically deliver needed reports to the rep; the resolution of customer service issues during the initial call will increase by X percent because the system provides customer service personnel with needed information at the touch of a button).

3. Measure and report on the accomplishment of each objective on a regular basis (preferably quarterly and not less than every six months) to the top management team responsible for the ultimate success of the CRM initiative.

While this simple three-step approach seems logical, it’s surprising how few companies get this measurement right as part of their CRM initiative, or how few companies create a CRM business case that incorporates these measurements along with return on investment (ROI) information.


The industry weathered an economic slowdown in the early part of this decade and is now migrating from client-server architectures to Web-based, ecustomer offerings. New players will enter the industry; more consolidations will undoubtedly follow. More companies will set and measure CRM-related metrics in support of their CRM business cases.

If you feel that Chapter 1 has created a sound argument for implementing a CRM system, read on. In the chapters that follow, I will cover topics ranging from how to create a CRM implementation blueprint to a description of the latest business, technical, and CRM industry trends—including the move to a real-time, Web-based environment. This will provide insight into how companies have achieved their specific goals via the CRM value proposition and prepare you to drive your own successful CRM initiative and, most importantly, assist you with the adoption of RTE processes and technology within your organization.





Chapter 2

CRM: The Right Mix of People, Process, and Technology

The success of any CRM implementation relies on the seamless integration of three crucial components: the people, process, and technology used to “touch the customer” from any point in an organization.

This critical mix must be adjusted to help customers no matter where, when, or how they communicate with the organization. While each of these components presents its own set of challenges, how well a business is able to integrate all three is paramount to successfully implementing CRM in real time.

Of the three, the “people” component (company staff) can present the greatest challenge given the sensitivity of users to change. CRM systems, which support and automate the customer processes, almost always require changes in the way users do their day-to-day jobs. Users who do not understand the point of these changes, who have not participated in forming them, or who have not been given a solid background and training will understandably be resistant. Gaining user support early on will be an important factor in the ultimate success of your CRM initiative, so be sure to address the people issues from the outset.

My firm considers the “process” component of CRM to be the most delicate of the issues because the inappropriate use of automation will only speed up errant processes. While many organizations have well-established customer-facing business processes (i.e., those processes that directly interface with the customer during the purchase, payment, and usage of the company’s products and services), a CRM system may require tweeking or overhauling their processes.

Companies pursuing a CRM initiative often try to correct their customer-facing process deficiencies not by agreeing internally on how users would like a process to be done, but rather by purchasing CRM software that contains one or more business processes that have been pre-built by the CRM vendor and then forcing the “not-built-here” process on system users. This can be dangerous.


All too often, the “technology” component of a CRM initiative is given a disproportionate emphasis, sometimes to the detriment of the overall project. (Of course, a hyper-focus on technology is somewhat understandable given the ever-growing number of innovative technology solutions.) There are two critical concerns related to your CRM initiative: the need to deal with software vendors and the challenge of staying on top of technology trends. On the upside, the Internet, which has revolutionized company-customer relationships, is an extremely useful technological tool (consider it the primary one) for achieving your CRM goals.

Proactively managing and integrating the people, process, and technology components of a CRM initiative will help you ensure “the mix is right” through all phases of the project. The following list provides a generic model for understanding how the people, process, and technology mix will change for key CRM implementation activities. To understand how the component mix applies to each, check out the following:



	Key CRM implementation activities
	Most relevant components



	Determining business requirements
	People and some process



	Setting up the project management team
	People and some process



	Integrating legacy and other needed systems
	Technology



	Customizing the CRM software
	People, process, and technology



	CRM system pilot
	People and technology



	CRM system roll-out
	People and technology



	CRM system support
	People and some process



	Growing your CRM system
	People, process, and technology



Let’s look at a few of the CRM implementation activities in this list to better understand the dynamics of getting the mix right for your business. First, to determine business requirements, you should apply a structured process to ensure that user needs are properly identified and prioritized. But most of the work in determining business requirements will involve people issues, namely, working with your potential users to think through their existing and future needs and to help manage their expectations as to how your CRM initiative is likely to impact those needs. Technology plays a minor role at best in determining business requirements.

Similarly, the people component plays a critical role when you are assembling your CRM project management team; for instance, you will need to agree on who will be responsible for which CRM implementation activities. In determining the optimal way to set up the project management team and subteams, the business process for CRM is also important. Again, technology will have a limited role here.

Yet, when the company is ready to begin integrating legacy and other needed systems, technology becomes critical. The selection of an appropriate Enterprise Application Architecture (EAA) and agreement on appropriate frameworks or the use of middleware toolsets, to name just a couple of technical considerations, will greatly impact the effectiveness and efficiency of systems integration. People may insist that their systems need to be integrated first (and there should be a process for determining which systems to integrate and in which order), but overall, technology drives this activity.

As a final example, when performing CRM software customization, all three components play critical roles. People are critical for ultimately judging how well the customizations meet their needs as well as for commenting on how the workflow impacts the overall user friendliness of the system. Process is important for driving workflow development (which, in turn, gets built by technology). Technology is key for developing, modifying, and deleting screens and for navigating between screens. Clearly, all three components have their places—it’s all about getting the mix right.

CRM on a Healthy Track

The following five key trends are behind the current strong growth of the CRM industry:

1. Most companies that purchase and apply CRM understand that an effective mix of people (50 percent), process (30 percent), and technology (20 percent) is the key driver of successful CRM implementations. These companies are achieving success by putting customer-facing processes in order, then enticing personnel (internal, partners, customers) to buy into the enhanced processes, and, finally, by applying CRM technology in support of these enhanced processes.

2. Almost all companies that have undertaken a CRM initiative can now write a solid CRM Business Case in support of their initiative, including a strong value proposition based on enhanced productivity, lower costs, superior employee morale, better customer knowledge, increased customer satisfaction, improved customer loyalty and retention, or some combination of these factors. Executives and top management teams understand it’s not a technology game. They know now that they must incorporate structure and measurement. They’re demanding business cases that deliver strong metrics. By setting baseline metrics (where we are today) and target metrics (where we intend to be tomorrow), and measuring these goals on a quarterly basis, companies are proving the value of CRM.

3. Technologies are increasingly driving down costs and rectifying early CRM implementation problems. For example, software based on Microsoft’s new .NET platform offers a cost-effective way to integrate CRM applications with other relevant internal (e.g., enterprise resource planning, or ERP, legacy) or external (e.g., supply-chain management, third-party information) applications. Perhaps in response to Microsoft’s CRM entrance, midmarket CRM suppliers have developed specialties, especially niches such as manufacturing; this is good news for end users. Meanwhile, better business analytics tools are driving stronger CRM implementations; mobile technologies are enabling cost-effective access to needed information from a variety of devices at any time; and elearning platforms are providing cost-effective, lifelong training at all levels. Furthermore, ecustomer self-service applications are driving down the cost of servicing growing numbers of online customers.

4. The cost of implementations has decreased by as much as 50 percent, based on CRM implementations that ISM has monitored since 2002. Driven by a competitive marketplace, CRM software vendors are increasingly implementing their own software to avoid the risk of CRM failures. Moreover, external implementers are doing a better job of delivering projects on time and on budget. All indications suggest that implementation costs will continue to drop as user-friendly application development toolkits, based on open standards, become the norm.

5. Success is driving success. Increasingly, case studies of successful CRM implementations are being published in trade publications, through general media, and online. According to CRMGuru.com’s “Blueprint for CRM Success,” 67 percent of CRM implementations succeed with an average or above-average performance mark as established by the company; this same study demonstrates that once-common failures of CRM are now both predictable and preventable.

What is the reason for all this good news for CRM? Companies are getting the formula for successful implementation right. It has become clear that by following a proven CRM strategy and implementation methodology, companies are steering their way to CRM success.

Within the next five years, we can expect more vendor consolidation along with an increase in vertical market offerings. During this period, ISM forecasts that the CRM industry will achieve a healthy 10 to 15 percent annual revenue growth rate. CRM buyers will have an increasingly rich and varied selection of outstanding software vendor alternatives. The number of successful CRM implementations will rise significantly, and CRM will take the leadership role in driving the emergence of the Real-Time Enterprise (RTE) with CRM in real time.
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Chapter 3

Understanding the People Component

As I explained in Chapter 2, mastering the people component of any CRM implementation is often the most difficult challenge for any organization, given the sensitivity of users to change. The following are some examples in which the people component derailed or had an adverse impact on CRM initiatives.

Telecom Example

An international telecommunications company launched a global CRM initiative a few years ago that included the formation of a “superuser group” consisting of 12 to 15 representatives from sales, marketing, customer service, ebusiness, and other customer-facing functions. This group, which was formed at the outset of the initiative, was responsible for providing user needs input throughout the implementation.

Senior management had doubts about the company’s ability to meet the initiative’s deadlines and made the decision not to communicate or actively promote the initiative to potential internal and external users until the implementation neared completion. As with virtually all of the complex initiatives involving people and technology, a number of minor glitches emerged early on. While the glitches were eventually resolved, the company’s internal rumor mill elevated them to the level of major problems, even system killers. By the time the company was ready to invite internal and external users for training on the CRM application, nearly half of the users said they knew little about the initiative, and from what little they did know about it, they were not interested in participating. Many staff members declined to accept the training that was offered. The initiative struggled along for four more months, but in the end, the company pulled the plug on the project and absorbed a loss of more than $800,000.


Lesson learned: Launch a full-fledged communications program about your CRM initiative from Day One and ensure that key personnel and users understand how the new system will impact their day-to-day work, and then update them regularly on how the implementation is progressing.

Service Industry Example

A leading service organization launched a global CRM initiative a few years ago and formed a core team consisting of senior managers from technical, business, and training functions. Business users were not involved from the outset because the business manager felt he could speak on their behalf. This turned out to be a mistake. It was evident early on that the business manager was out of touch with the needs of business users and perhaps even saw these users as a threat to his next promotion. He refused to collaborate closely with users and, after a year and an investment of more than $10 million, the organization put the CRM initiative on hold until a reorganization (which included replacing the manager) could take place.

Lesson learned: Don’t be afraid to let users drive the system’s specifications and implementation.

Publishing Example

An international publishing company established a superuser group to help launch its CRM initiative. This group remained active and engaged throughout the implementation; the group helped to select the CRM software vendor, reviewed software screen customizations, and took on training roles during the system launch in many cases. The company also launched a comprehensive communications program that included issuing a weekly memo that updated potential internal and external users on the status of the initiative, created an intranet site, and scheduled Q&A sessions at key company meetings (including the annual company meeting, regional sales meetings, and customer service get-togethers). When the time came for CRM applications training, an internal argument ensued between users and the training coordinator about which users would get trained first: Almost all users wanted to take part in the first training session. This CRM initiative ended up delivering an average productivity gain of 22 person days per user in the first year alone.

Lesson learned: Get users involved early on and help them to manage their own change.






Chapter 4

Executive Support: The Single-Most Important CRM Success Factor

Over the years, my firm has provided CRM strategic advice to dozens of best-in-class organizations in the private, nonprofit, and government sectors. For organizations that have succeeded in their CRM initiatives, executive support stands out as the single-most important ingredient for success.

Let’s examine why executive support is so critical in the following examples from three levels.

Weak Executive Support

At an international pharmaceutical company, the executive team failed to understand that the successful CRM mix consists of 50 percent people, 30 percent process, and 20 percent technology. Instead, this executive team pushed the CRM technology component onto its personnel without taking into account important process and people readiness issues. The CRM initiative did not succeed.

At a global agricultural firm, the executive team believed that CRM was a simple extension of its back-office ERP (enterprise resource planning) system, and the team was convinced that its ERP technology would be well-accepted by its customer-facing personnel and ecustomers. Middle management disagreed, although sensitive that ERP systems were fine for back-office personnel but almost always inappropriate for front-office personnel and customers. The executive team retaliated by pulling the plug on the CRM initiative.

Mediocre Executive Support

At a global financial services organization, the executives talked the CRM talk but failed to clearly demonstrate their commitment to the initiative. For example, when they should have encouraged their direct reports to take the time to actively participate in the CRM initiative, the executives always seemed to have other, more pressing matters to address. This CRM initiative stumbled along.

At a large government agency, CRM was properly positioned to help drive the executives’ revised strategic direction and to help deliver key customer self-support initiatives that were at the heart of the strategy. Yet, as the agency’s strategic direction became difficult to implement, executive support for the CRM initiative diminished. While CRM still has a significant impact at the customer self-support level, the initiative is no longer seen as strategic and has moved off the executives’ radar screen.

Strong Executive Support

At a biotech company, the president introduced the CRM concept to her executive management team by hiring my firm to present a CRM briefing for the executives. In addition to clearly defining what CRM is, the briefing highlighted CRM’s value proposition as it applied specifically to the biotech industry. The president also organized a “learning journey” that became a mandatory two-day field trip for the executive team. One by one, executive team members began to see the light about CRM’s value. Over time, they became the chief proponents of the CRM initiative. Their CRM initiative came in on budget and ahead of time.

At a well-known appliance manufacturer, market conditions (competitive products, Chinese imports, and major shifts within the traditional distribution channel) began to erode its impressive market share. The executive team, led by the president and the executive vice president of sales and marketing, created a strategy to counter these market conditions that included reinforcing its brand image and creating the most innovative products, but most importantly, involving the customer/consumer each step of the way. The president and executive vice president personally met with dozens of customers to better understand their needs. Several of these customers were invited to join this appliance manufacturer’s CRM business requirements team. When it came time to roll out the company’s new CRM initiative, internal as well as external support for the CRM initiative was strong. The initiative has been a success, and the company has gained back market share.


Lessons Learned

By implementing these five lessons, you will not only secure executive support, but you will strengthen it over time:

1. Once you have executive support, nurture it well.

2. To gain executive support, link your CRM initiative to the strategic direction of the organization, and be sure you have a solid CRM business case, complete with metrics that are measured quarterly over the life of the CRM initiative.

3. Help executives find the right CRM mix (50 percent people, 30 percent process, and 20 percent technology).

4. Help executives position CRM properly into the organization, paying particular attention to people issues that inevitably drive the success of the CRM initiative.

5. Executives can initiate the CRM vision, but their direct reports must take on the CRM charge.






Chapter 5

Securing Executive Alignment for Your CRM Initiative

One of the best practices we discussed at a recent CRM Magazine destinationCRM conference was the need to get the people, process, and technology mix right for a CRM initiative. The general consensus among speakers and attendees was that many organizations are now spending time to ensure that their customer-facing business processes are enhanced before applying a CRM initiative to support these business processes. We also reviewed technical options now available from existing and emerging CRM vendor camps. This was the good news.

The not-so-good news was on the people side. Two specific issues were raised: How can user adoption rates be increased and how can executive alignment be secured? In Chapter 7, Tips for Improving User Adoption, I cover what companies are doing to improve user adoption rates (ensuring the 3X factor, simplifying the software application, and additional training), so let me concentrate now on what an organization can do to secure executive alignment for its CRM initiative, using customer examples.

Camp 1: “Did I Say I Was Behind the CRM Initiative?”

This camp starts out with the executive team solidly aligned behind its organization’s CRM initiative, but then, the team seems to forget its commitment. Typically, one executive steps out in front and leads the CRM charge, and the remaining executives line up behind the leader. Unfortunately, the leader then gets too busy or loses interest and abandons ship. Because alignment was not properly established at the outset, the CRM initiative often comes to sudden halt.


Camp 2: “I’m Behind the Initiative—I Swear It!”

This camp also starts out with the executive team solidly lined up behind its organization’s CRM initiative. Typically, a group of executives agrees to lead the CRM initiative, and one of them signs up as an executive sponsor. The spirit among this executive team remains strong during the first few months. Then, as the CRM initiative hits people issues (push back from direct reports to executive team members), process issues (“How can we possibly automate this lousy forecasting process?”), or technical issues (costly integration), the executive sponsor recalibrates expectations, and they are realigned with the executive team. This realignment often happens multiple times, which delays the initiative. But, in the end, executive alignment is achieved, and the project is guided to success.

Camp 3: “Let Me Drive Executive Team Support for the CRM Initiative”

This camp also starts out with the executive team solidly behind its organization’s CRM initiative, and then, an executive sponsor quickly emerges from the team. This executive sponsor never lets go of the CRM initiative. The executive sponsor schedules time to discuss the CRM initiative at every executive team meeting. The executive sponsor consistently gets the word out to the troops: “CRM full-steam ahead!” The executive sponsor finds time to work closely with multiple sponsors from customer-facing functions such as sales, marketing, and customer service. The executive sponsor oversees the initiative’s implementation plan and drives CRM success.

Lessons Learned

Be sure not to take CRM alignment or buy-in for granted. While executive personalities can and do play a key role in driving initial alignment, so does good planning. Take time to bring your executives together at the outset of your CRM initiative and define what CRM is (your goal: get buy-in on one definition), why the organization should undertake the initiative (identify the pain points), and what the likely payback will be from investing in CRM.

During this kick-off meeting, talk in business terms. Link the CRM initiative as tightly as you can to your organization’s business direction. If possible, keep technology out of the meeting. Encourage questions, and be prepared to answer them well. One final thought: Many organizations engage a CRM leading authority to facilitate the meeting; this helps drive executive alignment and improves the likelihood that your CRM initiative gets off on the right foot.






Chapter 6

Executives Take Charge

As we approach 30 years of CRM, executives are increasingly driving CRM to new heights. Here’s why:

Executives firmly understand the secret for driving a successful CRM initiative. It’s about securing people buy-in (50 percent of success), enhancing customer-facing business processes (30 percent of the initiative’s success), and then applying technology to support the enhanced processes (20 percent of success). Despite honorable CRM vendor sales intentions, their big realization is that 80 percent of a CRM initiative’s success has nothing to do with technology.

During a recent group sit-down with a consumer package goods customer, I was impressed when the executive vice president for sales and marketing informed the participants in the group that the key value proposition for their CRM initiative resulted from the implementation of their new, multistage sales forecasting process. This new process, which was designed by users and then configured into their CRM software, forces the company to drop the leads early on from the pipeline that do not pass stringent qualification gates, allowing their sales force to focus attention on the most promising leads.

Executives demand valuable business insight. While vendors and industry pundits are busy creating new CRM categories (SaaS, or software as a service), executives remain focused on their basic need for powerful yet easy-to-generate CRM business reports and easy-to-use analytical tools. These reports and tools, which have made great advances over the past few years, help executives to better understand business performance. More importantly, they also help executives coach their subordinates more effectively.

During my visit with a biotech customer, the president confirmed that he was about to pull the plug on the company’s CRM initiative since he wasn’t seeing promised payback. I asked what the benefit had been of the CRM initiative’s two new reports—close ratios and churn analysis—that he said he needed to run his business better. He informed me that IT didn’t have time yet to produce these reports. I asked that he give the IT department time to complete the two reports and that he give me an opportunity to coach him on how to use these reports for valuable business insight. I visited the president again for the coaching session, which his direct reports also attended. The session went well, and all participants gained considerable insight into what drove the close ratio and what triggered churn. While the president now claims that I saved the firm’s CRM initiative, I reminded him that he was the one who demanded valuable business insight from its CRM initiative and rightly so.

Executives gear up for the ecustomer challenge. During a visit with the president of a manufacturing company, we reviewed this customer’s greatest business challenges over the next 18-month period. Topping the list was how to address the new demands of his increasingly difficult distribution channel: He noted that plumbers in this case now had PCs and had become eplumbers. The eplumbers now had instant online access to product pricing from Chinese importers, Lowe’s, Home Depot, and the competition. Moreover, eplumbers—armed with valuable pricing information—were quite adept at playing one vendor against the other. “Ecustomer loyalty doesn’t seem to exist,” he said. “It’s a whole new ballgame.”

Rather than be intimidated by the new ecustomer challenge, the president initiated an aggressive ebusiness site that offers eplumbers a full array of online services including inventory status, order entry, order status, credit card payment, self-servicing, and individualized plumber portals containing relevant product and market information. Of importance was the fact that eplumbers played a key role in helping to identify desired functionality. And while the jury is still out on the impact of this new ebusiness site, the latest eplumbers online surveys confirm a significant uptick in eplumber satisfaction.

Here’s to executives taking charge.





Chapter 7

Tips for Improving User Adoption

You think you’ve done it right. You spent the money, time, and effort to secure and configure state-of-the-art CRM software. You took the time to incorporate valuable customer-facing business processes into your CRM application. You integrated your CRM application with relevant back-office and ecustomer systems, and you completed what you thought was excellent CRM application training.

After the system was launched, usage grew for three straight weeks; high-fives abounded. But then, you noticed a few user-adoption early warning signals: less daily updating by users, incomplete customer profiles, and few report requests. Since you’re proactive, you quickly polled users online to determine the problem. Users confirmed that the system works just fine; it’s just not relevant for their day-to-day efforts. One person even said, “The value-add just isn’t there.” You’ve realized your worst dreams: Your CRM initiative has entered the “user-adoption” triangle and is sinking fast.

Sound far-fetched? I hear it all the time from even the best-run organizations. Based on my experience of providing CRM strategic guidance to organizations worldwide, the following are my top two suggestions for securing high user adoption.

Ensure the 3X Factor

I introduced the 3X factor in 1986 by saying that to drive maximum user adoption for your CRM initiative, the following needs to happen: For every one piece of information that you request users to put into the system, the system must deliver at least three pieces of valuable information to the user. Deliver less than the 3X factor and chances are that your CRM initiative won’t succeed. Deliver 3X or more, and you’re well on your way to success. What constitutes valuable information? Take the time to ask your users; they’ll let you know.


One of the best ways to realize the 3X factor is to deliver comprehensive customer profiles in the first iteration of your CRM system. One of our clients, a leading financial services company, locked on three different types of customer profiles: the internal broker profile, the external independent broker profile, and the ultimate customer profile. To specify profile requirements, this company facilitated a brainstorming session among customer-facing personnel to identify and then prioritize what information each profile needed. Not surprisingly, the prioritized list of profile requirements included information coming from multiple systems including back-office financial, customer service, marketing, and analytical systems.

As each user enters one piece of information into the customer profile (a new sales opportunity, update on a customer service incident, customer response to a marketing campaign, a credit warning), all other users (on a need-to-know basis) have instant access to enhanced customer profiles from multiple system users, which is what ensures the 3X factor. Sound simple enough? Ensuring the 3X factor often spells the difference between high versus low user adoption rates.

Get Your Communications and Training Right

Too often, companies think communications happens at the launch of their CRM initiative and training happens just before the launch of the CRM system. Nothing could be farther from the truth. Successful CRM initiatives include a communications plan that describes which users/influencers will receive what types of information about the CRM initiative, when, and in what format. This means you need to take time to think through where user hesitancy and even resistance is most likely to play out and then proactively turn this around.

We were proud of our manufacturing client when it presented us with a communications and training profile for each CRM system user. Next to the user name were two columns: The first described what communications would be going to that user when (industry case studies, the value proposition “what’s in it for them,” and how to connect with strategically placed “CRM champions” throughout the organization). The second column described the time when the user would receive training in one or more of these areas: computer literacy training, business process training, CRM application training, remedial training, and/or new user training. In effect, each user had a “communications and training schedule” tailored to his or her specific needs. By getting communications and training right, this manufacturer proudly touts a 98 percent user adoption rate 12 months after the system was launched.

At the end of the day, high user adoption results because users find value in your CRM processes and system.






Chapter 8

CRM Project Communications

Integrating a CRM system brings with it myriad questions from users that require careful thought and analysis. So it is to your advantage to create communication-and-feedback mechanisms to deliver information about the vision, objectives, planning, and development of a CRM system. Users as well as nonusers will have questions and concerns, so you need to be proactive in planning for the needs of those in the organization who will be impacted by the CRM initiative. I recommend preparing a well thought-out CRM project communications effort to improve the long-term success for your CRM system. Internal marketing translates to your ability to build and maintain interest within your company for your CRM project over its entire life cycle.

Effective internal marketing consists of the following five initiatives.

1. Announce CRM Efforts Internally

The launch of your CRM initiative should involve great pride and care. Many people in your company will be curious about your initiative. So, you should expect people to start asking questions such as:

•   Will I be included in the initiative?

•   Who has been selected to participate in the initiative and what were the selection criteria?

•   How many people are included in the initiative?

•   How long will the initiative last?

•   How quickly will the initiative spread to members outside the initial user group?

•   What will persons participating in the user group need to do?


•   Will those participating in the initiative get personal computers (PCs) or other access devices from the company?

•   Will additional people be brought in to support the initiative, or will the initiative eventually decrease the number of jobs within the company?

•   Will my job change as a result of the initiative?

Prepare your answers carefully to each of these types of questions, because you want to make sure that the appropriate messages are exchanged within your company so your initiative starts off healthy.

To illustrate the importance of internal communications, I completed a software selection road map for a U.S. manufacturer of industrial pipes. In this case, the CRM project leader was overly secretive about the project, and this created some misunderstandings among personnel associated with the project. As a result, several people decided not to continue participating in the ongoing project.

2. Create a “Superuser” Group

Businesses must ensure that a project leader (responsible for coordinating all aspects of project design and implementation) supports the initiative. Additionally, there should be a “project champion,” who will be the highest executive willing to promote your system in the organization and prevent bureaucratic obstacles from getting in the way of your success. Your initiative should also be supported by a superuser group (members from sales, sales management, marketing, customer service, and top management) to represent the voice of the user. Your superuser group should include representative individuals who are leaders among the best in their respective job functions and have a strong knowledge of computers.

The superuser group is responsible for participating in meetings (from brainstorming sessions and questionnaire processes to possible field/corporate visits), in your business process enhancement work, during the software selection phase, and throughout the specification/design/implementation stages of your CRM initiative. The time that the superuser group needs to devote to the CRM initiative depends on several factors (e.g., length of CRM initiative, responsibilities of members of the superusers group, etc.), although allotting about five working days during the first three months of the project is reasonable. After the initial three months, the level of participation usually decreases considerably.

Your project leader may be a member of the superuser group, or you may decide to appoint another individual to this role. In addition to your project leader and the superuser group, you also may want to include at least one member of your company’s IT department in the project team. You also may want to include a member from the finance or production departments (or others) who may play a significant role in designing and/or influencing the final project’s outcome. If your company sells products through distribution channels, you may consider adding a channel representative to the superuser group.

In one success story, a leading U.S. publisher was in the process of automating its 500-plus global sales force. The project leader selected his superuser group and carefully monitored the team during the project initiation, design, and implementation. The value of this successful superuser group paid for itself many times over when project disputes and disagreements, which are normal occurrences in every CRM project, were quickly resolved, and the project moved forward with few interruptions.

3. Manage Communications

Once your CRM efforts have been announced in the company and your project leader and superuser group has been selected, your next internal marketing effort should be focused on communicating with members of the CRM initiative on an ongoing and effective basis.

At this stage, begin open and constructive communications among the project champion, project leader, superuser group, IT department, and any consultants or vendors you may be working with on the outside. You may consider asking some key customers to be in the communication channel as well.

Remember that people within the company will talk about the CRM project, so you will want to send a continuous stream of information to build ongoing internal support and enthusiasm about the project, while keeping all parties up-to-date. Watch for any signs of an internal rumor mill funneling inaccurate information within the company, as this can limit participation and hinder the long-term success of the project. Consider the following forums for CRM project communications:

•   Web page or a section on the company intranet

•   Internal newsletters or periodicals

•   Articles in specific departmental communications

•   Presentations at company special events

•   CRM project status presentations at departmental management meetings

•   Regular email updates

•   Letters from executive sponsors of the CRM initiative

•   Townhall meetings on CRM issues

Managing your communications effectively can be important if the project will be implemented in more than one region or country. In this case, keep potential superusers within regions or countries informed about your current CRM efforts. This can ultimately pave the way for a smoother transition as you expand the system from one set of users to the next.

In one overseas project, managing communications translated into setting up quarterly review meetings with designated personnel from 12 European countries. The benefit of these meetings was clear: The project was rolled out across Europe with minimum difficulty and maximum country participation.

4. Keep Champions Involved

Initial support from senior management for CRM projects tends to be quite high. The key is to secure a project champion early. Once you have selected your project champion, you should request assistance from this individual on an as-needed basis, and keep him or her briefed every month for at least the first six months of the project and then quarterly thereafter. Briefings should be short and confined to one page of written bullet points (include progress and setbacks), and try to follow up with face-to-face meetings at least every quarter to maintain progress on the CRM initiative.


Other issues and priorities can quickly attract the attention of senior management; be firm about holding your briefings on a regular basis. Otherwise, you run the risk of losing your project champion to another more aggressive initiative within the company. The lack of senior management support is a sure way to bring a project to a premature end. In my experience, one company’s project champion lost interest in the initiative and failed to provide bureaucratic support when it was needed. As a result, the initiative ended within three months.

If possible, let your project champion see the emerging CRM system as it evolves. Of course, make sure the system works prior to any senior management preview. Senior managers talk with other senior managers on a regular basis, and good news can travel quickly at this level, which, in turn, can add potential support to your CRM efforts.

5. Maintain a Long-Term View

Lastly, maintain a long-term systems view during your CRM project initiative, and be prepared to survive the project’s growing pains. Overcoming a failure or two during your project often strengthens your resolve and demonstrates to senior management that the project has needed user commitment.

I have been involved in many CRM projects that have hit snags, and management’s first reaction is to get excited rather than to take the time to address and resolve the situation. I have found that maintaining a long-term systems view will help diffuse most of these situations.

Also remember that your current CRM initiative is likely to be part of a larger, more comprehensive corporate information system offering in the future. Your ability to maintain this long-term systems view and to deliver a system that is flexible and adaptable is key to the long-term success of your CRM in real-time initiative.

If you take the time to address these five key CRM project communication issues, the chances of your project’s success will improve significantly. After all, people create CRM systems, and people use these systems. So, you need to remain highly sensitive to the strengths and weaknesses of users and work diplomatically within the boundaries set by these individuals.
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