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Abstract: *“ CRM | mpl ement Nai mesesdarly..l . ”

CRM projects fail, CRM is expensive to implement, users dondt THeselare comman cosplantse m.
heard from companies. Fortunately, this is not the whole story, and there is a much more compelling story to be

told about CRM projects which in fact do succeed. There are many more successful projects than there are
failed ones. There are many successful CRM implementations that take pride in coming in on time and on
budget, with testimonials of happy users and impressive ROI statistics. What makes these projects different
from the ones that fail? Companies that follow a proven methodology, take serious ownership of the success of

their implementation, and commit the necessary time, resources, and budget are very successful. Companies

that look to deploy something too quickly, cut corners, rely on project ownership from third party consulting
companies, and expect users to fend for themselves face disappointing results.

At a high level, successful CRM implementations require 3 basic fundamentals i methodology, management,
and continuous improvement. The implementation must include all the right players, adhere to a tried and true
methodology with defined best practices, and requires diligent project and change management. The idea of the

fifend of the i mplementationo must be abande@RMdprojecssare her e i
il i vi ng Whilethe full depleysment may be completed by a certain date, the ongoing support required for
the steady state must be carefully addressed. Compared to traditional I T project

paramount and must be taken into careful consideration with an effective change management strategy and
execution. Additionally, successful companies will carefully evaluate and choose a trusted advisor who will
provide value added software and services. This white paper addresses key components of a CRM
implementation methodology which will ensure success: Project Team Organization, Implementation Roadmap,
Project Lifecycle, and Post-implementation Approach. Also, a CRM success checklist is included as an
appendix.

The project team organization is critical to the success of the project. The project team organization includes
executive sponsor(s), CRM project manager, business unit representatives, technical representatives, training
representatives, support resources and a pilot team. All are part-time participants of the project with the
exception of the project manager who should be full time in the role at least through the pilot deployment. The
executive sponsors establish the vision and commitment, are engaged throughout the project, and play a key
role in the communications plan. Business unit representatives should include all functional areas, e.g. sales,
marketing, customer service along with each role within the functional areas e.g. sales manager, account
executive, sales support. Selection of the pilot team is extremely important to hitting the ground running with
the CRM deployment. Several considerations for selection of the pilot team are geography, business unit or
product line, technology readiness, and urgency of need for the particular group. Additionally, the project team
should include the software vendor and value added resources from an external services provider. While the
company itself must own the implementation and assign an internal project manager, most organizations do not
possess all the knowledge and expertise for a successful implementation. They need to use external resources
in certain areas such as strategic counsel, technical expertise and training. This project team approach creates
a complete, committed, user-oriented team organization that has the collective expertise required as well as be
flexible to changing needs.



Whitepaper L R E LAV' S

S OFTWAR

CRM Project Team Organization High Level Sample Chart:
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CRM Implementation Roadmap

CRM starts with business strategy. The development of the CRM roadmap is an ongoing process which starts
with the companyds hiyahkdefinedbygthe ekeausiviesa lerspsesents theastartng point for
a series of specifications which will shape the project and determine its direction and ultimate return on
investment. Following the business strategy is the definition of the operational goals. From the operational goals
the functional requirements are crafted. And from the functional requirements, clear expectation of user benefits
can be established. This allows members of the project teams to communicate the various goals, along with
their priorities and benefits within the various interest groups, thereby generating expectation and excitement.
Following this roadmap, the project manager creates the ability to manage expectations effectively. With all of
these components documented a framework for revision and change control is established as it is expected
there will be change prior to deployment of the operational system.

Business strategy A Operational Goals A Process/Functional Requirements A User Benefits

This approach allows the company to define what CRM means to them as each CRM project is an individual
experience for a customer. The power of this approach is that the initial abstract goals of a CRM strategy are
transformed into achievable specifications and measurable benefits for each and every user.

The following example below illustrates the process of turning part of a CRM strategy into an operational
system.Let 6s say the high | evel business strategy incl
goal may be to increase revenue generated from cross selling among business units by 10%. This strategy and
related goal may result in process redefinition which drives functional requirements such as setting up a
standardized customer database and the elimination of distributed systems for customer information. From
these requirements, user benefits for an account executive might include the following:

A an increased number of leads passed from other business units
A less time to receive leads and with greater detail, accuracy and accessibility
A reduction of administrative time required to find related key information about the lead
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The functional requirements are then broken down into greater detail from which a system specification can be
written. Examples are customer address structure, rules for duplicate addresses, access rights for key customer
data, and interfaces to ERP or other systems for additional information. From the detailed system specification,
the CRM system can be constructed.

Following this roadmap process, the project manager can prioritize the project into phases and create a detailed
project plan which readily identifies the why, where, when and how of the project. The goals and benefits are
clarified from a qualitative and quantitative perspective and from these definitions it will be easy to define
success criteria to map back to and determine the pjroj
passed from one business unit to another are known prior to the deployment of the system, it can be compared
to the result after the deployment and provide return on investment data.

While an operational CRM solution can create project success, it can be no guarantee of it unless the business
strategy and processes precede the implementation of a solution and the solution acts as an enabler of the
business, not the business itself.

CRM Implementation Roadmap: Business Strategy to Operational System

- Business Goals

- Operational Goals
- Qualitative
- Quantitative

CRM TEAM + USERS EXECUTIVES/MANAGEMENT
CRM TEAM

- Installation/Configuration - Process Descriptions

- System Development - Requirements Definition
- Specifications
- Constuction
- Testing - Project Plan

- User Benefits

- Acceptance
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The CRM Project Manager is responsible for creating a project plan according to the methodology, creating and
leading a project team, and providing ongoing project management. The project manager manages the
timelines and budgets and is ultimately responsible for ensuring the project is on time and on budget.
Additionally, the project plan, communications, issue management and change management are spearheaded
by the project manager. The project consists of a lifecycle of phases starting with the project kickoff through full
deployment. The four phases can be referred to as the 4 C6 s he frojett lifecycle. The phases are
Coordinate, Construct, Certify and Commence.

Coordinate Certify

Thefist art i 5§ mah k approaghd has proven highly effective. A step-by- step implementation of the
CRM solution is recommended, as it gives users the chance to use the system early on 7 and initially just parts
of it T and gradually get used to it. Another advantage of this approach is that the company only has to make
slight changes to its existing process regardless of the size of the CRM project. The focus of the initial project
should be specific key wins which are derived from the work described in the roadmap section as user benefits.
While the roadmap may address a large project (think big), the initial implementation should focus on a specific
number of the highest priority items (start small), which are defined as the key wins. The actual number is not
critical but a recommendation is 5 key wins which are the overal | f ocus knowmfiheseslsofidfihee Fi v e
the success criteria for the project and the entire team should be focused on their tasks and activities which will
result in achievingiit he f i ve o u pAdter thelsystem dsydepleyed, the beauty of this project lifecycle
approach is that it can be iteratively applied to subsequent phases in order to rollout enhancements which relate
to additional key wins based both on the initial project definitions and user feedback. The process starts over
again continuously.

The project is systematically split into different phases, which follow on from each other in sequence or are
carried out across ongoing CRM initiatives. The following phases have been successful in the step-by- step
implementation of CRM systems:

Phase one, the coordinate phase of your implementation will establish the participants along with their roles and
responsibilities. The CRM Project Team Organization is established and clarified. Resources required are
identified and confirmed with all team members. The key initial activity is the CRM project kickoff meeting. A
kickoff meeting is instrumental to review and refine goals and requirements, and establishes a common
understanding of the project for all participants. The executive sponsor shares the vision and the team
commi t ment t o utchss is firmlp gstallishéds Thes business strategy and operational goals as
defined earlier are discussed as they are the starting point for the roadmap of the project.
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This is a key phase that is often ignored in CRM projects which fail as this is the phase which gathers all the
information and defines the roadmap for the rest of the project. Any key red flags or issues are exposed up front
where they can be addressed before they become a problem.

At the end of this phase, the key processes, functional requirements and user benefits/key wins are clearly
defined, documented and communicated across the team. Additionally, a project plan identifying milestones,
tasks, activities, and budget is finalized.

Kickoff Meeting

Business Requirements Definition (BRD) Meeting/Workshop
Process Definitions/Functional Requirements

User Benefits/Key Wins

Infrastructure Assessment

Project Plan

Communications & Change Management Plan

During phase two, the construct phase, systems are installed, setup and initially configured. Detailed System
Specifications are developed following from the work done in the coordinate phase. Development is completed
and tested ready for evaluation by the project team. The working environment with the initial administrative
components is prepared. Training and support planning and preparation for the initial users of the system will be
completed.

System Specifications
Development/Testing
Detailed Pilot Plan
Pilot System Signoff
Training Strategy
Support Strategy

Phase three brings us to the pilot phase. During this phase, the initial users are given the chance to validate the
initial system prior to wide scale rollout. It is an opportunity to make any fine tuning of the system, finalize rollout
training plans and wide-scale support.

During the pilot installation, provisional training is provided for the people responsible (project team,
administration, power users). The pilot group is therefore able to test and check the basic functionality and
screen design from a functional and organizational perspective.

The evaluation and improvement of existing processes and the associated potential for optimization often only
become apparent to users when they start to use the system. It is expected that configuration and development
changes will occur prior to the system being completed and signed off on for rollout
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Key Milestones/Deliverables:

A Pilot Team Training

A Pilot Evaluation Period
A Pilot Feedback

A Final system changes
A Rollout Strategy

Commence:

The final phase is the Commence phase. It may seem an odd name for a final phase but it makes sense as it is
a commencement of the wide scale rollout. Additionally after this phase, it loops back again to the coordinate
phase for future ongoing projects. According to the rollout strategy and plan, the system is rolled out and users
are trained. The support desk is up and running for all users. An ongoing mechanism for obtaining user
feedback should be established and communicated. This feedback serves as the primary input for future
ongoing CRM projects which may include additional functionality, enhancements, or integration. After the final
user acceptance test by the pilot group, the system is approved and rollout deployment begins, with handover
of the project documentation and schedule of training courses for users and administrators.

Training on the new CRM system enables a company to show employees that the project goals have been
achieved in the form of concrete work processes. The business goals such as cross - selling or better customer
service are decisive and must therefore be at the forefront of the training measures. Training courses should
focus on the business processes, the enabling system operation, and the relationship between them.

Key Milestones/Deliverables:

A Rollout User Training
A Obtain on-going feedback from users
A Future Project Planning
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Coordinate

Strategy

Construct

System
specifications

Certify

Quality Assurance

Commence

Rollout

Goals Installation Documentation Training
ng st
Kick-Off Confiquration Pilot Feedback
Meeting gu Training mechanism t he
Feedback
Requirements Development Ongomg
Workshop Enhancements Projects
Infrastructure Testin Incentives
Assessment 9 Rollout Strategy olf t
Project Plan Integration
PLANNING PROTOTYPE PILOT LIVE - ROI
nylés

CRM is about customers and customer relationships at its core. To succeed in business this is a perpetual task.
Therefore, CRM in terms of a strategy and ongoing process is never finished T it is subject to continuous change and
improvement. The CRM users learn how to formulate their requirements for subsequent process steps more
effectively. In ongoing system support, IT and the CRM manager must implement subsequent requirements in new
ongoing projects. As a companyb6s sales and marketing st
system must also adapt in line with these developments. For the most successful companies, CRM is an ongoing
Alivingd entity within the organization.
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Summary
Conclusion:* CRM i mp | ementatid” can succeed

CRM implementation success is not a mystery and is highly achievable if the approach from the start is realistic and
planned out. The application of a proven methodology and related best practices will ensure success. The
company®6s wultimate ownership of the project and its |suc
and analysis, and focus on the user benef i t s whi ch e nsioalleprotide @ pathste suécessfub u y
implementation and inevitable returns. Following the roadmap and lifecycle approach defined in this white paper will
create powerful short term results while creating a framework for a long-term solution. If the infrastructure and
system are impeccable but do not meet the needs of the users, you cannot succeed. If the user needs are clearly
outlined but the infrastructure or application cannot deliver them, you cannot succeed. If all elements are in place but
the user buy-in is not clear, you cannot succeed. The methodology described at a high level in this white paper
ensures that none of these situations will occur, and any potential risk is identified early on with ample time to
respond effectively. CRM success is about balance i finding the right balance across people, process and
technology so that all bases are covered for a robust, useful, and optimized solution across the board. And as such,
will then be a story eagertobe heardby a companyds executive board.

For More information:
Please contact Paula Cervoni, EVP/GM Relavis, at
pcervoni@relavis.com
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Appendix: Successful CRM Checklist

To ensure that you dondét forget anything dur i fojowinhe |[syst
is checklist to ensure success:

A Users must be informed in advance about the planned CRM implementation and be convinced of the
purpose and benefits of the CRM solution.

A To promote acceptance, it is advisable to involve select users in the development process. In the case of
large companies, a survey to gather information on user pain points and needs is beneficial.

A The involvement of external consultants can be very helpful in the analysis of existing CRM functionality
as well as the creation of additional concepts and evaluation of the relationship between cost and benefit.

A It is extremely helpful if customer information and identification including segmentation is handled in
advance or as early as possible. An example is customers categorized as A, B and C customers or some
other specific company nomenclature, perhaps taking into account industry, market, profit potential,
geography, and/or investment and acquisition costs.

A When creating project teams, it is advisable to involve colleagues from the areas of marketing, sales,
service and IT. It is recommended that the project manager is not from the IT department but from the
business side, so that from the very beginning the CRM implementation is not seen as a software project,
but rather as an initiative to impact the bottom line.

A Training strategy should be included in planning from the start. These training courses should not be
simply system focused but be tied in with process training with a focus on the enablement of the process
by the system. It should focus on how uses can optimally benefit from the system (ideally with concrete
use cases from their area of activity). It is essential that budget savings are not made at the expense of
training quality.

A A step-by-step implementation is recommended so that the system is not functionally overloaded after
rollout and users can learn how to use it quickly and easily. This approach also enables an iterative
approach with short term benefits and leads to a readily visible evaluation of the relationship between cost
and benefit for each stage of implementation.

A Detailed planning prior to implementation is essential. However, there a common risk is that things get
bogged down and the project gets put on the back burner before it even begins. As a result, it is better to
take the attitude: eltés better to start today with
solution.

A The execution of a CRM project requires commitment and support from the executive team. While not
desired, if there are no members of the executive team represented on the project team, they should be
informed of the status on a regular basis.

RELAVIS Corp. | 40 Wall Street, 33rd Floor, New York, NY 10005 Page 10 of 11

Phone: +1 212-995-2900 | Fax: +1 212-995-2206 | www.relavis.com




Whitepaper L R E LAV' 5

S OFTWARE

A The modification of existing organizational structures must be taken into consideration sufficiently during
planning. CRM software alone does not result in a customer-oriented strategy and philosophy. This can
only be achieved through organizational measures, supported by the software.

A By definition, a customer-oriented approach requires all business thought and action to be aligned with
the needs of the customers. As a result, it is necessary to determine whether individual departments or
divisions in the company are executing or planning parallel projects that would need to be taken into
consideration in conjunction with the CRM implementation.

A Expectations must be clearly defined. To prevent disappointments, user needs and desires must be
defined and documented during CRM strategy development. This applies not only to the scope, but also
to the budget and schedule.

A The planned CRM initiatives should always be based on customer value.

A In practice, terms and abbreviations may be used in different ways. To avoid misunderstandings from the
outset, it is advisable to put together a glossary of terms and abbreviations.

A The CRM system should be integrated in the existing IT infrastructure in such a way that IT systems and
data types used beforehand can still be used in conjunction with the CRM system.

A The CRM implementation does not end with the rollout. CRM is a living philosophy and therefore requires
ongoing improvements.
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