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CRM fails to deliver

The theory is great, but
there are a host of reasons
why CRM systems fail

in implementation.

Mike French offers some
suggestions.

s o headline that we see frequently o the
industry pross, almost as olien uy we sce
articles expounding the benefits of CRM

and 1the need to build closer relationships with
Ol CUSTONCTS.

These purveyors of doom ace envugh to
make anyvone implementing a CRM system
quake with uncertainty, particularly when the
details o many successtul CRM syslems are
closely wuarded seerets, 5o why do se many
CRM systems fold? To answer thal question.
lets slep back and examine exactly what CRM
ix: Custenier Relationship Management

What does “managing vour cuslomer rela-
tionships™ mean 1o you?

Asle one person aod they I el vou it's
abour building lovalty through eood customer
service. Another will tel] you s the ability fo
cult Joss-making accounts. Someonc clse will
try to impress upon you the value of intelhigent
cross-marketing through clever database wse.

CRM s all these things and much more.
This is why your foray into CRM needs 1o
start by working out exactly how your business
otends to use o CRM system.
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STAYING FOCUSED

Tt sounds simple really. Work out what you
need belore you go and buy it But its surpris-
g how many erganisations leap inlo CRM
and Iind that they ve [eft our some hasic ele-
munls i ther enthusiagm, like doing the
shopping but [orgeting to buy breud and milk.

Omee vou have worked out why you need a
CRM system. you must deeide which one you
need. To o targe degree, your shopping list is
poing to make the selection mueh simpler, For
cxample, 1 vour Lop prierity is finding out
who vour most and least profitable customers
are, then vou can eliminade products that [ocus
Vi campaign management.

Your shopping list will help you stay
focused. However, 12 new possibility 1s
raised that kas net been considered, vou can
casily go back o step one. But if you do this,
make sure thal you use the sume care and busi-
ness justilication proccss that yvou wsed
mitially. and not get excited by the enthusiasm
ol the CRM salesperson.

INTEGRATING THE SYSTEM

Another more commeon mistakhe made
when implementing CRM s the failure to
consider how the CRM system will inlcgrate
with vour business. There are a [ow traps
here for beginners and there are (wo mportant
QUBSTONS 7 ask.

W 1= the system Texible enough to cater for
the specific churacterisics: of the produers and
serviees that you sell?

W How are vou going to get data between vour
cadsting systems and the new CRM swstem?

These two issucs are rarely raised by the
promoters of CRM because the answers are
difficult and frequently not what you, the
prospective CRM syslem cuslomer, wants o
hear. fet™ examine the integration issuc first,

Muost CRM sollware products are designed
(o handle only [airly peneric products.

These are usually physical produets, used to
miake unil sales and that’s it 17 yvou'te lucky,
the sollware might also nclude some support
for hourly serviees. Bur what it you sell
something w litle more complex, like maga-
zine subseriptions or insurance? s the system
YOU USC going to he able o accommedate the
particular characteristics of these produet
Ty s

Lty sav you're a magazine publisher look-
ing for a CRM syslem 1o assist with your
customer service. A customer culls and you
imstantly huve all the elient detasts in front of

vou. 13t then they ask when their subsceription
will expire. Or worse, 1ell you they are going
on holidays and don’t want (o receive editions
Tfor the next two months, Will your persomel
have to switeh over To o separate subseriplion
Sy S0 10 Answer hese I'UE]llCSYH'.’

have done o lot of work with some of
Australin's major non-profit erganisations,
including The Salvation Army and Mission
Australia, Building customer relationships is
probably more impoertant o this scelor than
any other. Une of the biggest chailonges for
non-profits 1s determimng the true value of
cach customer. This s difficult becawse of the
variery of activides that the non-profits do.

To support cach activity, the organisations
lrequently require seprarate computor systems.
For example, they may have a denations sys-
tem to manage their donations. And seclions
fike pledges, beguests, events and volonteers
would cacl have g separate system.

No CRM system is going 1o be truly valu-
able 10 you unless it specifically supporls all
types of products, services and Tunctions. Only
then can you measure the true worlh of cach
customer. You hive 10 do the same evaluation
for your business. You might be lucky and
lind that yvour products and bosiness processes
it the standard mould. but they might not.

MOVING DATA

The second implomentation problen is gelling
data i and out of your CRM sysiem. Mast
CRM systems are designed wowork in parallel
with the applivations that already Tulfil your
main business tunctions. For example, take a
magazine publishing house. 1L has a sabscrip-
ton system that manages the subscriptions dand
all the particulars involved in raming a publish-
ing hise.

For a CRM system o be of any use, much
ol the data Trom 1he existing applications will
need W be copied across to the CRM system
This senmds simple but it rarcly is.

The myriad ol data [ormats, struckures and
standards In the 1T industry ensure that this is
more complex than i sounds. You might need
special soltware written, or the problem might
be so complex that you have Lo-upgrade o
change your business systems belure you can
implement a usable CRM syslem, Many of the
issties arising from data conversion might not
cven boeome evident until the system is up
and runaing.

Ax well ay the lechnical aspects of moving
data, there are business aspects that must be




