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Tips for promoting CRM to
decision makers & colleagues

With commitment shy directors and change fearing staff it can be a
challenge to promote a new or updated investment in CRM into your
business. With the impact of tough market conditions as well it can
seem that a positive outcome is hard to achieve.

We're frequently contacted by managers who have enjoyed the benefits of
CRM in previous employment but now find themselves in a business that has
an inadequate CRM solution, or worse still, with no CRM strategy.

Often, they’ve already tried and failed to gain buy-in from their bosses and
colleagues to implement CRM and are attempting to build a more compelling
business case. What compounds their frustration is the knowledge that
without an effective CRM solution the ability to perform and achieve results is
restricted, both for them personally and the entire business.

Of course, getting top management to buy-in to a CRM project is only one
part of the challenge. Making sure that end users actually adopt the system is
every bit as important.

From risk adverse MD’s, old-school sales and service staff who do things their
own way and IT staff who put down obstacles to progress, the cultural shift
that’s inherent in even a small scale CRM initiative is enough to stop a project
in its tracks.

To navigate the often political issue of getting sanction for a CRM project
we've compiled these tips to help you get support for your CRM initiative from
the top. We’ve also included some steps to make sure that everyone actually
uses the system that you’ve battled so hard to get implemented!
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[. Put deciscon makend cn cadtomers dhoed

It's amazing how disconnected some seniors managers can be from customer touch
points within their own business. They often have little awareness of the actual pain
points within customer facing areas. For example, how long it takes to serve a
customer, the frequency that customer issues get missed, how often the customer has
to repeat the same information because its not been recorded and clients being lost
simply because you didn’t keep in touch.

If you can get decision makers to experience and recognise these issues for themselves
they can translate them into problems that every manager wants to solve - increasing
service costs and dwindling customer retention rates.

If you can first demonstrate that these problems exist before explaining how CRM can
solve them you’ll be in a far stronger position to drive home the value of CRM.

2. Pust the Mletnics

Senior managers and directors love anything to do with business intelligence like
reports and key performance indicators. Many of them are already switched on to the
benefits of using CRM but just aren’t convinced that their staff will follow through and
generate better results from a new investment in CRM.

If you're trying to get sanction to upgrade or replace your present CRM solution this can
be a tough barrier to overcome. Especially if these decision makers believe they got
their fingers burned last time when they paid for a CRM solution that didn’t achieve the
results they wanted.

A useful way to sell management on a CRM initiative is to present a business case that
identifies specific metrics, demonstrates ways to measure them and names the people
who will be responsible for achieving these results.

For managers to sigh on to a project, they have to be sure that those leading the
campaign are going to take ownership and be accountable to ensure that project goals
are met.

To begin with, start auditing some current metrics like your total cost of sale, the cost of
servicing customers, the return from marketing activities and the current customer
churn rate to determine what return on investment can be achieved from a new CRM
solution.

If you can't easily assess these and other metrics then it adds strength to the case for a
new investment in CRM.

The latest CRM systems recognise that if you are going to improve a metric you first
need to measure and track it. As a result, dashboards and key performance
indicators across all business areas are available for clear visibility of results and
accountability.

Just think how more effective your business could be if intelligence like this was
available on-demand enabling your management team to react more nimbly to trends
and make informed decisions based on timely and accurate data.
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S, Use Peer Presoure

An often missed technique to open the eyes of senior managers and directors to
the urgent need for CRM, or a new investment in it, is to have them talk to
industry peers and friends who have successfully implemented a similar CRM
strategy.

This can act a wake-up call from trusted associates to help them see just how
much more effective their operations can be. Also, if it can be seen that the
competition is doing it, they're more likely to bring it on board.

Using social networking tools like LinkedIn it's now so much easier to find and
interact with those people who can sway decision makers.

&, Tabe the Luick-Wens »pproach

Along with many analysts, we’ve long recommended a modular approach to CRM
implementations as the best way build confidence in the project for everyone
involved.

Managing directors and financial directors are more likely to sign off on a CRM
project that requires less money up front and that can achieve a fast return.

Deploying CRM throughout an entire company across multiple teams in a single
phase is a tough organisational challenge and will of course impact on the initial
costs and delay the time before a return can be achieved due to a lengthy
implementation cycle.

We've always found that it’s not simply enough to find a CRM system that will
manage long term needs. It is just as important that a business case be able to
demonstrate how immediate results can be gained from it.

Many successful CRM projects are initially deployed to no more than a couple of
high priority teams where CRM can help them achieve a quick wins. Once the early
results are proven and developed, there’s a firmer basis to extend CRM into other
areas of the business.

5. (heose your vendons carefully

With so many CRM solutions available its easy to build a shortlist that runs to
several dozen options.

Decision makers do not have time to sift and choose from multiple ‘best of breed’

CRM vendors so don't expect a positive outcome if you’'ve recommended as many

as 6 or more CRM solutions in your plan. Do your research and narrow the choices
that you present.

As a CRM vendor ourselves we have to declare an interest on this tip, but where
possible we recommend focusing on independent organisations that cover several
solutions on your initial shortlist as they can help you narrow the field and
determine potential solutions. Hopefully you’ll give us a call!
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CTN Voer Adoption Strategies

Ok, so you’'ve built a solid case for an investment in CRM but if it's
approved and implemented will everyone use it?

So many CRM projects flounder because insufficient attention was focused on
getting people on the ground to use it. Resistance to change, lack of consultation,
office politics and insufficient training are common barriers to user buy-in when it
comes to CRM.

Even if you implement the perfect CRM system for your needs, without user buy-in
you'll fail to see positive results.

Tate the Cariot-and - Stick 4 pproach

Of all the people to sell CRM to the hardest are always sales reps, typically the
front-line opposition to any form of business process change.

A common leverage is to adjust the commission structure whereby this will only be
paid on sales that are put through the CRM system - or lower rates are passed on
sales that are converted from opportunities that haven’t been processed in CRM.

Sales staff will typically take the stance that they can make more sales without
using the system. It's important that project sponsors stick to their guns because
tough tactics like this may be the only way to see utilisation of the system in some
quarters and really make CRM work.

The reality is that once sales professionals master CRM they’ll soon see their sales
cycle shorten and their commissions increase. In no time they’ll wonder how they
ever performed without CRM!

Reep Tt Scmple

A simplified approach to CRM can make a huge difference to user take-up.

Understand what frustrations people have with their current processes and
pinpoint how exactly a new CRM solution can really make their lives easier in the
long run. Consult influential people at the outset and deliver an easy to use
system that addresses their needs and they’re more likely to use it.

It's no surprise that a lot of businesses turn to Microsoft Dynamics CRM because it
can be run within Outlook. Because their people already use Outlook this simplifies
user acceptance and breaks down the usual barriers encountered when something
new is introduced.
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Secare Management Jnvolvement

Once top-level management gets involved in a CRM initiative and actively preach the
benefits to all employees, mass usage is more likely to follow in contrast to one lonely
voice attempting to drive change.

We have already commented on the need for CRM project managers to take personal
accountability for achieving results but so too must senior managers be visibly and
vocally supportive of the project.

It's therefore not enough to gain a half hearted sanction to proceed. CRM advocates
should press for clear support from senior decision makers and ensure they are involved
in the project.

With the reporting that CRM can provide to managers it's very easy for them to ask
questions like: why were 20% fewer customer issues were closed last week or why 25%
of opportunities haven't been contacted for over 2 weeks. This usage and involvement
among senior managers is a big prompt for everyone to start using the system.

Go for. Role-Buased CTM

To get users on board a CRM system needs to be relevant to each business role. In
simple terms this may be a case of working with a CRM vendor to develop a database
design that'’s effective and easy to work with for all users.

However, it's increasingly important to ensure that CRM software delivers the diverse
functionality that each team needs. This may include marketing campaign analysis,
event management, project planning, tracking customer issues in line with service level
agreements and many more.

When used effectively, CRM systems can be so many things to different people so it’s
important to understand and prioritise what functionality is needed across all business
roles — even if you only opt for a small scale initial implementation.

Develot a training flan

So you've got senior management on your side and even the sales reps have bought
into CRM but so many projects result in failure from this point because people don't
know how to use the software effectively.

In some instances, users quickly give up and fall back on trusted processes or they will
only focus on the areas of the software that they understand. The end result is a diluted
CRM system with large chunks of functionality unused because no one understands it.
In this all too common scenario it's no wonder that so many CRM projects fail to deliver
results simply because training was seen as an optional extra.

From the outset your CRM plan must ensure that everyone involved will receive training
to make sure that early enthusiasm is translated into user confidence and tangible
results.

Carried out on a group basis, training is also a useful way to demonstrate how your new
CRM software can deal with your own unique processes but also to collectively agree
how it can be used to develop better working practices.
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Find a ORI (lhampion

Combined, these strategies will help people to use the CRM system but there must be
someone in the organisation driving the initiative and evangelising CRM.

Finding a champion can be just as essential as choosing the right software. Find
someone who holds the respect of their colleagues, who really understands how the
organisation works and can champion the benefits of CRM. Most importantly, they will
have a track record of seeing that things get done. As you're reading this document it
might well be you!

The CRM champion should look for results and take every opportunity to communicate
CRM successes frequently. For example, an increase in opportunities converted, a
reduction in support call lengths, increased return from marketing activities, increase in
customer renewals, and more cross sell opportunities identified.

The reluctance to support a new CRM initiative is often based in fear. Fear of change,

fear of wasting money, fear of the distraction of a drawn out implementation, the fear of
accountability if it goes wrong. The list can go on and on.

The fact is that even in tough times, and indeed because of the challenging trading
conditions that we face today, many businesses are implementing and urgently
reviewing a CRM strategy because they see this as an essential means to retain
customers, win new business and reduce costs.

Unlike virtually any other business strategy, a properly implemented CRM project really
can make the difference between survival and failure. As we saw in the previous
recession the firms that get it right will propel through and emerge stronger.

Like any project it's fundamental to follow some basic steps to ensure that your CRM
project succeeds.

° What are the key objectives of your CRM project
Establish and plan a realistic strategy prioritising short and longer term actions

° Research and narrow a shortlist of potential solutions

o Gain CRM buy-in from senior managers and directors and appoint CRM
champion(s)

o Choose CRM system and vendor

° Implement the system and follow through with objectives

Measure, prove results, and make improvements where necessary
Repeat for the next phase

ext oteps

Find out more by calling us on 0800 381 1000 or by
reading our other CRM guides on www.preact.co.uk.
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