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What is the best way to pursue a CRM implementation that meets organizational needs

and user demands, surmounts technical challenges, ensures user adoption, and achieves

specific business outcomes? To enable a seamless and fast deployment, organizations must

focus on selecting the appropriate implementation team. However, there are several proj-

ect team choices to evaluate when deploying CRM, including teams filled solely with in-

house IT talent or technology or business contractors, a broadly-focused consulting firm,

or a consulting firm completely dedicated to CRM. 

To understand which team will lead to a successful implementation, consider the require-

ments and myriad challenges to efficiently and effectively implement CRM programs. To

begin with, project teams must possess not only the technical capabilities associated with

CRM implementations, but the range of additional competencies required to define proj-

ect goals and requirement. They must achieve consensus with both users and manage-

ment about what connotes project success, and then deliver against each requirement to

demonstrate business results throughout the entire process. 

To address these challenges, CRM projects demand well-designed implementation

methodologies as they typically require numerous — and sometimes competing — tech-

nical, functional, business, and organizational changes. Actively managing all four aspects

throughout the endeavor will challenge technology-focused in-house IT staff, contractors

trained on a specific business or technology discipline, or consulting companies who can-

not bring teams composed solely of CRM experts to bear on each project. 

Therefore, the best path to CRM implementation success is to work with a single team

of individuals who are highly skilled in CRM technology. These individuals should also

have a deep understanding of the corresponding business processes, and draw on substan-

tial industry knowledge and experience solving discrete organizational, business, func-

tional, and technological challenges. A consulting firm devoted to CRM can assemble a

team of multi-talented experts, while also enabling organizations to benefit from the

entire firm’s collective knowledge, problem-solving expertise, past successes, and well-

honed best practices. By relying on implementation best practices, CRM consulting firms

produce more realistically planned projects; can diagnose, avoid, and overcome CRM

challenges; and ultimately, facilitate better user adoption. Most of all, organizations are

able to rapidly leverage new CRM capabilities, improve business processes and internal

efficiency, boost customer satisfaction, and increase revenue as quickly as possible. 
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Most CRM implementations take longer than necessary simply because companies do

not identify their business goals in advance or achieve consensus about what CRM proj-

ects should achieve. By working with CRM experts who can clearly outline business out-

comes prior to implementation, and  select which features to enable or disable to achieve

these desired business results; organizations pursue the most efficient implementation

path. For example, a company may want to include a 10-year-old business process in its

redesigned CRM program, but why exactly does that business process exist? Is it a vestige

of former regulatory pressures or discarded practices, and is it still the best approach?

CRM-focused consultants will pose such questions and help identify the answers to ulti-

mately select the most efficient and effective CRM processes and implementation pro-

gram that achieves defined business outcomes. 

CRM success begins with well-designed project plans that are phased, with small, discrete

stages. By defining each stage by a specific goal, and tying that goal to a specific business

requirement, each stage delivers new functionality and enables companies to more rapidly

achieve required CRM capabilities, while simultaneously facilitating the considerable cul-

tural and business changes that CRM often requires. 

Smaller initiatives also hold project teams more accountable, since each phase is tied to

and designed to achieve a discreet, and already agreed-upon, business goal, not merely a

check box within a software-integration timeline. For example, while “increased revenue”

may be the primary objective for many companies’ long-term CRM programs, specific

outcomes for each phase may include increasing the number of products sold per cus-

tomer by 50 percent, doubling the number of new customer wins, or tripling call center

volume with existing resources. Only project teams composed of multi-talented CRM

experts can tap into the wide-ranging technological, organizational, functional, and busi-

ness expertise required to engineer and deliver each of these small phased steps that

achieve these specific business outcomes.

One notable barrier to CRM project success stems from treating CRM implementations

as IT projects. First and foremost — and unlike standard enterprise applications — a

CRM implementation is a business project. Companies purchase CRM software to inte-

grate, automate, and support new business processes, add value to existing business

processes, provide relevant reporting and analytical insight, and better market, sell, and
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service to prospects and existing customers. By contrast, most companies treat enterprise

application initiatives — including ERP and HR or enterprise financial software projects

— as IT efforts because they automate only existing, agreed-upon, or well-known busi-

ness processes, and typically do not demand change from all customer-facing depart-

ments. 

So, how do companies implement business processes they do not possess, and therefore

may not even be able to define? This is another reason why implementation without

experts is risky. On the business side, while everyone can point to what an enterprise

financial application will accomplish, most companies lack agreed-upon customer man-

agement business processes, and therefore do not understand the specific goals they must

achieve to implement a discrete process. These include the ability to segment customers,

direct tasks typically handled by a call center to the Web, integrate customer feedback

into the product-design cycle, up-sell annual maintenance contracts, or execute targeted

marketing campaigns aimed at small groups of high-value prospects. 

Functionally, any given CRM application may offer six different ways for sales to com-

plete a seemingly simple task, such as locate a customer. Which approach enables an

organization to achieve its desired outcome? When helping companies implement CRM,

experts use their extensive experience to articulate — from a business and functional per-

spective — everything from the best way to run targeted marketing campaigns to the

most effective way to look up a customer, record a sales lead, or log a customer support

call. Besides the obvious benefits, ensuring the correct business processes leads to faster

user adoption. 

Of course no CRM application stands alone. Accordingly, CRM experts are well-versed

in the technologies and modern application architectures required to cost-effectively and

efficiently integrate CRM applications and data stores via reusable interfaces — often by

using a service-oriented architecture based on Web Services standards. 

In addition, successful CRM projects require a team leader who can guide a project from

specification to completion, while balancing the competing technological, functional,

and organizational challenges. Yet, beyond just a CRM-experienced project manager, the

entire team must possess extensive CRM experience, wide-ranging technology- and busi-
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ness-process skills, as well as a pragmatic approach to combining technolo-

gy and organizational changes to meet specific goals. 

This insight requires that companies work with consulting firms devoted

to CRM, which use only highly experienced CRM project managers and

assemble project teams comprised solely of CRM experts — not technolo-

gists with little or no CRM experience. Furthermore, they are able to share

insights with — and for problem-solving purposes can rely on — an

impressive number of their peers, who are also CRM experts. For a con-

sulting firm dedicated to CRM, project success is the primary goal.

Accordingly, when necessary, these experts can even escalate problems to

senior management, themselves CRM experts, to speed resolution. 

Consider the alternatives to using CRM experts. For starters, companies

can work with contractors, yet although these individuals may charge less

at the outset, they are frequently skilled at just implementing a particular

technology and have no accountability and few incentives for achieving

specified user, organizational, or process results. Therefore, contractors

may appear less expensive at project inception, but cost and time overruns

are frequent because they lack an unwavering focus on achieving specific

business outcomes, ensuring user adoption, or mapping implementation

programs to a CRM Roadmap that is based on future needs and direction.

Another option is for companies to tap in-house technology talent.

However, while IT personnel may have experience implementing CRM

software, they will not have the best practices honed from countless imple-

mentations, time to stay abreast of the latest CRM technology changes, or

access to peer CRM resources to help them defuse potential problems.

They may also be risk being reassigned to other — newly prioritized —

projects, and cannot always act as the outside factor frequently required to

mediate between users and management. 

Companies can also select larger consulting companies with broader offerings.

Yet, unlike a firm dedicated to CRM that brings thoroughly trained and expe-
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rienced CRM consultants to project teams, larger consultancies do not offer a single team

stacked with CRM experts. In fact, these companies typically have one or two experts guide

the project, leading to just a few team members on which to truly rely. 

When envisioning a project team, consider what would happen if the CRM team

encountered unforeseen difficulties. With contractors, in-house technology staff, or a

broadly focused consulting firm, such problems can lead to missed deadlines and signifi-

cant cost overruns. By working with a consulting firm dedicated to CRM, however, and

expert project teams filled with diverse experience and exposure to peer and management

resources, companies avoid such problems, and ensure more rapid and successful imple-

mentations.

CRM experts are also helpful when CRM-experienced companies face new challenges.

For example, when one large online bank undertook a marketing and analytics project, it

assembled a 40-person project team, consisting mostly of in-house employees. While

Innoveer contributed just two people to the team, they led the project’s technical work,

including mapping desired business outcomes and ensuring critical links between appli-

cations, functionality, and business drivers. 

Besides contributing technical expertise, Innoveer also improved timeline fidelity, as

external consulting firms are not distracted by internal politics, and team members are

not reallocated to different projects. Hence, Innoveer was able to help the project finish

on-time and on-target — something teams composed of only in-house employees may be

hard-pressed to achieve on their own. 

In fact, most of Innoveer’s clients request integrated teams, composed of external consult-

ants and in-house personnel, and this is the approach Innoveer typically recommends.

Not only do integrated teams help reduce project costs; they also ensure crucial knowl-

edge transfer, so that projects continue their pace of high returns following implementa-

tion. For example, experts help train business users on today’s more “self-service” (less

IT-dependent) CRM applications, since business users are expected to set up their own

templates, define business roles, sketch workflows, and so on. 

Such knowledge transfer may not just be technical, but also functional. For example, one
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Innoveer customer, a leading provider of e-mail security and management services, want-

ed to set up more effective e-mail campaigns as part of its 360-degree view of marketing

to customers. Therefore, Innoveer provided this high-technology company with extensive

functional guidance as part of its CRM project, such as which campaigns and how many

to pursue, which templates to use, how to segment lists and track prospects within its

CRM application, how to define business rules and workflows, and more. 

The path to CRM success begins by working with a team of experts who understand

CRM-specific business needs, are able to manage diverse — and often competing —

technical, functional, and organizational requirements, and who draw on each team

member’s substantial experience derived from numerous CRM projects across various

industries. Only teams of CRM experts have the combined skill set necessary to assess a

company’s strategic framework and vision, expertly design project plans, and implement

a series of targeted stages, each of which delivers the necessary business outcomes. By

using a CRM Roadmap and building on each successful phase, CRM experts help com-

panies more rapidly and successfully achieve their desired CRM goals: enhanced efficien-

cy, and ultimately, the overarching goal of every CRM initiative, increased revenue and

higher levels of customer satisfaction. 

INNOVEER SOLUTIONS, an award-winning customer strategy and solutions consultancy, pro-

vides advanced customer management services to high-technology and healthcare companies,

among others, in the areas of planning and strategy, technology implementation, and opti-

mization. The company’s deep industry knowledge, broad technical skills, and Multishore

methodology enable organizations to address their critical customer-facing issues and achieve

an integrated view of all customer information. With an exclusive focus on customer manage-

ment since 1998, Innoveer has worked with more than 300 organizations to increase their

overall business growth, improve internal efficiency, and enhance the customer experience.
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