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Customer Relationship Management (CRM) currently means different things to different people.  I’m convinced that there is no one correct definition of CRM.  Moreover the definition of CRM will evolve and change over time.  Nonetheless, I feel comfortable saying that for the next two years, CRM will consist of the following 11 components.  This means that your initial CRM system will consist of one or more of these components, and is likely to grow over time to include additional components from this list and new components that will emerge as the CRM industry matures.  

Sales functionality

e.g.,  contact management profiles and history, account management including activities, order entry, proposal generation
Sales management functionality

e.g.,  pipeline analysis (forecasting, sales cycle analysis, territory alignment and assignment, roll-up and drill-down reporting

Telemarketing/telesales functionality

e.g.,  call list assembly, auto dialing, scripting, order taking

Time management functionality

e.g.,  single user and group calendar/scheduling (this is likely to be Microsoft Outlook), e-mail

Customer service and support functionality

e.g.,  incident assignment/escalation/tracking/reporting, problem management/resolution, order management/promising, warranty/contract management

Marketing functionality

e.g.,   campaign management, opportunity management, web-based encyclopedia, configurator, market segmentation, lead generations/enhancement/tracking

Executive information functionality

e.g.,   extensive and easy-to-use reporting

ERP integration functionality

e.g.,  legacy systems, the web, third-party external information

Excellent data synchronization functionality

e.g.,  mobile synchronization with multiple field devices, enterprise synchronization with multiple databases/application servers

E-commerce functionality

e.g.,  manages procurement through EDI link and web-server, and includes business-to-business as well as business-to-consumer applications

Field service support functionality

e.g.,  work orders, dispatching, real time information transfer to field personnel via mobile technologies

It is important to understand the key benefits of CRM for most companies. These

benefits generally fall into three categories:  cost savings, revenue enhancement, and strategic impact.  Based on successful CRM implementations, the following benefits seem reasonable:

· Increased sales revenues.  An increase of 10% per annum per rep during the first three years of the project is reasonable.  Increased sales results from spending more time with customers which results from spending less time running around chasing needed information (i.e., productivity improvement).

· Increased win rates.  An increase of 5% per annum during the first three years of the project is reasonable.  Win rates improve since you withdraw from unlikely or bad deals earlier on in the sales process.

-
Increased margins.  An increase of 1% per deal during the first three years of the project is reasonable.  Increased margins result from knowing your customers better, providing a value-sell, and discounting price less. 

· Improved customer satisfaction ratings.  An increase of 3% per year during the first three years of the project is reasonable.  This increase occurs since customers find your company to be more responsive and better in touch with their specific needs.

-
Decreased general sales and marketing administrative costs.  A decrease of 10% per year during the first three years of the project is reasonable.  This decrease occurs since you have specified your target segment customers, you know their needs better, and thus you are not wasting money and time, for example, on mailing information to all customers in all existing and potential target segments. 

To take advantage of the benefits of CRM, a company must undertake a structured process that ensures the automation venture does not become the automation adventure. In my 14 years if experience, I have identified 10 critical success factors that are essential for the success of any CRM system. 

1.
DETERMINE THE FUNCTIONS TO AUTOMATE:  Effective automation at a company starts with a CRM automation audit, which identifies the business functions that need to be automated and lists the technical features that are required in the automation system.  While there are several different audit methodologies available, ISM ‘s approach contains questionnaires, face-to-face interviews, visits with sales reps in the field, quantitative matrices, and a final report with recommendations.

If the audit is not performed properly, you will most likely be unable to implement an effective CRM automation system.  

2.
AUTOMATE WHAT NEEDS AUTOMATING:  Automating, for example, an inefficient business process can be a costly mistake. To ensure that you automate what needs to be automated, your CRM automation audit should address a "wish list" of how salespeople, marketing personnel, customer support staff and management would like to improve their work processes. Remember that the people doing the job know ways to do it better.  Take the time to work with them and you will learn what needs automaton.

3.
GAIN TOP MANAGEMENT SUPPORT AND COMMITMENT:  Companies who successfully automate CRM functions view CRM automation systems more as a business tool than as a technological tool.  Keep this in mind as you approach top management for support.

Top management commitment can be secured by demonstrating that automation supports the business strategy (i.e., automation delivers the information required to make the key decisions which enable business strategy to be realized). that automation measurably impacts and improves results (e.g., improved win rates, improved margins, higher sales revenues, and higher customer satisfaction ratings), and that automation significantly reduces costs (e.g., lower general sales costs) and thereby pays for itself over a specified time period.  Document your case for automation based on business impact. 

4.
EMPLOY TECHNOLOGY SMARTLY:  Select information technology and systems which utilize open architecture, thereby making it easy to enhance and enlarge the system over time.  Look for software applications which are modularized and can be easily integrated into or interconnected with your existing information databases.  Ensure that the technology you select complies with international standards.

For firms conducting business between the field and regions or headquarters, or across regions, select software applications that are network compatible and that permit easy data synchronization between information held on field computer and information held on regional or headquarter computers.  To accommodate future changes, be sure the technology you select can easily be customized as well as modified.  In other words, let the technology help you to grow.  As an example,  Mobil first implementing a standard computing environment on a worldwide basis, and then implementing specific CRM automation software applications. 

5.
SECURE USER OWNERSHIP:  Get users involved early to make sure that your CRM automation system addresses their needs.  I remember well the decision by a large  information technology manufacturers to automate their sales force in accordance with the results of the corporate headquarters sales and marketing automation task force.  Unfortunately users were not sufficiently represented on this task force and ended up revolting against the system which they felt was yet another "big brother" system.

Remember that a satisfied user will want to work with the system, and no one knows better what users need and what annoys users development and testing than the users themselves.  Don't be afraid to hand over "ownership" of the system to the users.

6.
PROTOTYPE THE SYSTEM:  Prototyping your CRM automation system facilitates the phasing in of new technology, allows experimentation on a smaller and less costly scale, tests the system's functionality, highlights required changes in organizational procedures, and most importantly, demonstrates that automation objectives can by met.  Emerging rapid prototyping software development tools reinforce the importance of "testing before you leap".  

7.
TRAIN USERS:  Training includes, for example: demonstrating to users how to access and utilize needed information, ensuring that users are provided with understandable user documentation and that this documentation is frequently updated, offering on-line tutorials which can be customized for each user, providing a telephone help line to stand by your user, and training the "trainers" to ensure that new users can quickly be up and running on the system.

Over the life of your sales and marketing automation system, training will end up costing on average 1.5 times the cost of the sales and marketing automation system hardware/software.  Budget for training accordingly, and remember that the best way to change work habits and to ensure systems success is via effective training.

8.
MOTIVATE PERSONNEL:  CRM automation succeeds when users are motivated by the system's ability to help them obtain their objectives, and when users understand the strategic importance of CRM automation -- from improved user productivity to the impact on the company's bottom-line.  Trends come and go within an organization and it is critical that you determine ways to maintain individual motivation and commitment towards the CRM automation system.  Show users their importance and their impact.  At Lucent Technologies, this has meant launching an internal marketing campaign, including an Intranet site for their sales and marketing automation effort.

9.
ADMINISTRATE THE SYSTEM:  One person/department must be held responsible for overseeing the welfare of the CRM automation system.  This person/department includes and information "gate keeper", who is responsible for ensuring the information is timely, relevant, easy to access, and is positively impacting users decision making needs.

It is a strong demotivator to be out in the field and use your sales and marketing automation system only to find out-of-date or incorrect data!  Be disciplined and pay careful attention to information and systems details.  At DEC Europe, this meant having a seasoned business executive take on the responsibility of administering their CRM automation system.

10.
KEEP MANAGEMENT COMMITTED:  Set up a committee which includes senior staff and users from the sales, marketing and customer service departments (this should include customer service) as well as from the information systems department.  This committee should brief senior management on a quarterly basis concerning the status of the CRM automation systems project, e.g., successes, failures, future needs, growth, etc.  Measure system's results and relay system's impact to management.  Secure your "systems champion".  At Xerox, this meant creating a senior management committee that meet on a quarterly basis to ensure that their CRM automation process stayed on track. 

To summarize, companies embarking on their first, second or nth generation of CRM automation software will want to ensure that each of the above 10 steps have been carefully addressed, since together, they strongly impact the likelihood of your CRM project’s success.
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