
IBM Business Consulting Services

Reference guide

deeper

CRM done right: executive handbook for realizing 
the value of CRM

By: Steve LaValle and Brian Scheld

Contributors: Adam Klaber, Ralph Schuler, Rod Bryan, Christian Petross, 
        Therese McNicholas, and Christopher Nickerson



CRM done right  IBM Business Consulting Services1



CRM done right  IBM Business Consulting Services1

Introduction

Purpose of this guide 

   Contents

2 CRM’s changing identity

4 CRM’s new challenges

8 The CRM done right 
framework

10 CRM value case for change

15 CRM value propositions

19 CRM operational blueprint

22 Implementation

25 Sponsorship, governance 
and change management

28 Conclusion



CRM done right  IBM Business Consulting Services2 CRM done right  IBM Business Consulting Services3

CRM’s changing identity: The redefinition of core operations
CRM has always been important

Ghosts of CRM’s past

CRM straight talk:

CRM isn’t just the domain of  

gurus or a software package 

anymore. Regardless of 

whether these old definitions 

brought joy or fear, CRM today 

pertains to the real-world, 

critical business function of 

profitably managing customers.  

To succeed in managing 

customers, managers must 

address CRM as part of their 

core operations.
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CRM’s future can be found in its origins — as core operations

Adjusting business practices to address CRM as core operations
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CRM’s new challenges

Companies around the globe agree — and disagree — on key challenges.

The Economist
1

Today’s new challenges are common to all core operations

Some CRM research 

firms report that nearly 

70  percent of CRM 

implementations fail to 

deliver measurable benefits.  

In contrast, IBM research 

has found that companies 

that focus on and prioritize 

critical activities actually 

increase the likelihood of 

CRM success by more 

than 70 percent—flipping 

the ratios.
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CRM straight talk: CRM should 

not be treated like a one-time 

exercise or be marginalized as 

a “hobby” of the organization. 

Managers have to view the 

challenges of CRM in the 

context of the whole company 

and be ready to face the unique 

mix of challenges that each 

situation brings.
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CRM done right: Operationalizing CRM and variances by geography

The Economist
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Impact of Key Activities for CRM Done Right, by Geography4

Geography (% of 
success explained) Americas (79%) EMEA (71%) Asia-Pacific  (73%)

Integral Activities— 
represent the biggest 
challenges in getting 
CRM right

Differentiates 70-74% of 
success

- CRM strategy and value 
proposition development

- Budget process management
- Process change
- Governance
- Change management

- Capabilities and risk assessment
- Customer data integration and 

data ownership
- Process change
- Prioritization of company 

initiatives
- Organizational alignment

- Stakeholder assessment
- CRM strategy and value 

proposition development
- Process change

Contributing 
Activities 

Differentiates 23-27% of 
success

- Stakeholder assessment
- Organizational alignment
- Technology implementation
- Metric development
 Business case and ROI

- Customer needs analysis
- Governance
- Change management
- Technology implementation
- Metric development
- CRM strategy and value 

proposition development

- Change management
- Business case and ROI
- Metric development
- Governance
- Customer data integration 

and data ownership

Foundational 
Activities— attributed 
with the least impact 
to overall CRM 
success*

Differentiates
3-4% of success

- Prioritization of company 
initiatives

- Implementation roadmap
- Customer data integration and 

data ownership
- Senior executive and opinion 

leader buy-in
- Customer needs analysis
- Capabilities and risk 

assessment

- Budget process management
- Stakeholder assessment
- Implementation roadmap
- Business case and ROI
- Senior executive and opinion 

leader buy-in

- Organizational alignment
- Senior executive and 

opinion leader buy-in
- Budget process 

management
- Capabilities and risk 

assessment
- Technology 

implementation
- Prioritization of company 

initiatives
- Implementation roadmap
- Customer needs analysis

* Readers need to be cautioned in the interpretation of the foundational steps. In some cases, foundational activities have 
been mastered in the geography — eliminating the risk and variability of the activity — while in other cases, foundational 
activities may be simply obscured by more dominant integral activities and contributing activities. Their true impact will not 
be apparent until the integral activities and contributing activities are mastered. 
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The CRM done right framework
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Success factor Summary description

Realize your CRM value 
case for change

This answers the question, “Why are we doing this?” The value case 
for change is the format by which management establishes projected 
benefits of the project, initiative or program and sets the baseline costs 
and business implications of making the change. It also defines:

Justification for moving ahead

Areas of highest return on investment (ROI)

A framework for prescribing, supporting and monitoring subsequent 
actions — including when to make incremental “sense and respond” 
course corrections and when to make significant, strategic shifts.

Identify and prioritize your 
CRM value propositions

Here you define the specific strategies that create value for all of the 
stakeholders in your CRM equation, including the company itself as 
well as its customers, employees and partners. You consider what 
imperatives are important for business success such as competitive 
threats, financial pressures or new opportunities. Essentially, you define 
at the outset what value will be created.

Design your new CRM 
operational blueprint

By designing the blueprint, the company chooses the end-state 
operational vision for the new CRM operations. This includes 
determining what the specific experiences will be for stakeholders, 
determining how the company will deploy resources, determining how 
new technologies and infrastructure will be built, determining how new 
processes will be designed and creating a comprehensive strategy for 
managing the change.

Construct your 
multigenerational 
roadmap and implement 
your solutions

The roadmap is the plan the organization creates to realize the blueprint 
of the CRM operating model. It turns the blueprint into a prioritized, 
sequence of time-fixed work streams (also known as CRM programs) 
that are implemented at a rate that the organization can handle and 
manage successfully. The multigenerational roadmap, by nature, 
defines CRM programs that contribute value and ROI on their own, 
as well as build toward the long-term vision. This duality enables 
organizations to realize ongoing business value while making necessary 
interim changes and course corrections.

Build support for 
your CRM efforts and 
stay on track through 
sponsorship, governance, 
and change management

By building support for your CRM efforts, you help ensure that the 
entire organization stays committed throughout the deployment of 
the new operations. Here we answer the question, “Is everybody 
committed and are we aligned for effective design and 
implementation?” Building support for CRM efforts helps ensure that 
CRM programs and transformations are measured and directed toward 
their goals. The organization engenders cooperation and collaboration, 
leadership consensus, and a formal policy for making decisions 
and guiding the efforts. Additionally, the human population of the 
organization is shepherded through the change.
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Realize your CRM value case for change

Do not underestimate the importance of the value case
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24%

1% 7%

CRM done right activities
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Manage the psychology of the organization through phases and create 

doorways
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Learn when it is time to correct course and when it is time for upheaval

A stable but flexible document

"A CRM business plan sets the 
foundation for embarking on a 
CRM program. Broadly speaking, 
it outlines concrete goals, 
responsibilities, and deadlines to 
guide the organization on its CRM 
journey. The business plan embodies 
the organization’s customer 
philosophy and associated strategies 
as well as the expected results. It 
documents an organization’s CRM 
vision. Indeed, the lack of a CRM 
business plan, or resistance to 
creating one, is an early warning 
sign of a CRM program at risk for 
failure. Without a codified business 
reason for doing CRM, organizations 
might just as well do nothing and 
potentially save millions of 
dollars and a great deal of heartburn 
than do something just because."

- Meta Group: Creating the Foolproof 
CRM Business Plan, Elizabeth Roche, 
Dec. 2003 .
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Traceability

CRM Done Wrong Case Example

CRM Done Right Case Example

CRM straight talk: Don’t rely 

solely on today’s enthusiasm 

and clarity in CRM objectives 

to guide your efforts. Create a 

real value case for change to 

cement your justification and 

goals in a format that the entire 

organization can understand 

and revisit. Use the value case 

to gauge and manage the 

attitude of the company. Use it 

to determine how you are going 

to measure success and define 

victory. Finally, use the value 

case throughout the lifetime of 

the change.
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Identify and prioritize your CRM value propositions

CRM is not just about customers

Seek the “CRM sweet spot” 
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Value proposition of the customer

Value proposition of the employee 

Value proposition of the partners
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Value proposition of the company 

Align CRM business objectives within the current market opportunities
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Act for now and for later

Do not confuse projects with business objectives 

Traceability

CRM Done Wrong Case Example

CRM Done Right Case Example

CRM straight talk: CRM 

value propositions must 

balance the interests of all 

stakeholders – including 

customers, the company, 

employees and partners. 

The value propositions 

should define the benefits 

and experiences of the CRM 

operations in specific, tangible 

terms. Value propositions 

should focus on one core 

objective that is geared to the 

operating environment. CRM 

operations should be built to 

accommodate both short-term 

and long-term objectives as 

well as market shifts.
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Design your new CRM operational blueprint

Use your value proposition to direct the operational blueprint

Choose enablers that reflect organizational preferences and core 
competencies
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Invest in operational capabilities but seek to share risk and responsibilities
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"During 2004/05, lack of 
perceived value resulting from 
technology overinvestment will 
drive organizations to realign their 
CRM initiatives with their business 
strategies. For the past three to four 
years, enterprises that have been 
actively working on CRM have 
been buying the technology with 
insufficient business justification 
(i.e., no business plan or customer 
strategy). As a result, many 
organizations are not experiencing 
anticipated value from their CRM 
investments, which is often manifest 
as lack of executive confidence 
in CRM as a whole. (Yet many 
would not recognize success if it 
came up and greeted them on the 
street, since they did not build 
measurement strategies into their 
CRM implementations).” 

- Meta Group: CRM Update Circa 
2004: Part 2 — The Four Trends 
That Really Matter, Elizabeth Roche, 
Feb. 2004.
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Looking ahead

CRM Done Wrong Case Example

CRM Done Right Case Example

Traceability

CRM straight talk: Blueprints 

are the tactical vision for what 

you want your operations to 

be, much like the blueprint 

for a house shows what the 

finished house will look like. 

Blueprints must be aligned to 

your specific value propositions 

— adopting anything else, 

regardless of what other 

companies are doing, will most 

likely be wasteful. Make sure 

the blueprint uses enablers 

that fit with the style of your 

organization.
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Construct your transformational multigenerational roadmap and 
implement your solutions 

Create realistic solutions

CRM done right activities

8%

1%

16%
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Define a roadmap that delivers value in phases 
“Develop a long-term roadmap  
to fit decisions into: Think 
strategically, while investing 
tactically. You need to know where 
the enterprise is going in the long 
run, as well as what small steps 
you’ll need to take to accomplish 
your broader goals. Every 
significant decision should fit into a 
broader plan, and this plan needs to 
be well-known by everyone involved 
in accomplishing your goals."

- Gartner: Management Update: 
Use CRM Best Practices to Achieve 
an Edge, Beth Eisenfeld and Scott 
Nelson, Oct. 2003.
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Get the fundamentals right  

Traceability

CRM Done Wrong Case Example

CRM Done Right Case Example

CRM straight talk: 

The multigenerational roadmap 

is a planned sequence of short 

CRM programs that work 

together to reach the main 

goal while each contributes 

results along the way. Avoid 

unrealistic, unachievable “big 

bang” approaches that are 

expensive and often fail. Create 

achievable CRM programs 

that not only validate their 

purpose but also fund future 

efforts. When executing the 

roadmap, remember some 

implementation basics: be 

realistic, be mindful of your 

culture and capabilities, drive 

clarity in your plans, and know 

when to get help.
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Build support for your CRM efforts and stay on track through 
sponsorship, governance and change management 

Establish an empowered governance structure immediately

Utilize both top-down and bottom-up approaches to building support
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Maintain regular communication with the end-user community

Very important! Change management“One of the reasons that CRM 
implementations may be getting a 
bad reputation is that technology-
related savings are often used 
as the primary justification for a 
technology investment. However, 
IDC found that these benefits 
account for only 7 percent of 
the average total return of CRM. 
Benefits accrued from increased 
productivity and business 
process enhancements account 
for 51 percent and 42 percent, 
respectively. This finding highlights 
the importance of effectively 
managing change and process 
improvement for an organization 
implementing CRM. The various 
business units affected by the CRM 
application must be intimately 
involved and committed to the 
project.”

- IDC: The Financial Impact of 
CRM: Key Findings, Mary Wardley, 
Robert Blumstein, Scott Tiazkun and 
Karen D. Moser, Feb. 2004. 
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CRM Done Wrong Case Example

CRM Done Right Case Example

Traceability

CRM straight talk: Fostering 

success of CRM efforts 

must happen continually 

throughout the deployment 

of new operations. Only by 

gaining ongoing support can 

the transformation continue 

and thrive over time. Build a 

formal governance structure 

to champion and direct the 

initiatives. Utilize support-

building approaches that match 

the style of your organization. 

Most importantly, do not 

underestimate how important 

a strong change management 

discipline is in making CRM 

transformation successful.
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Conclusion
CRM straight talk: CRM 

programs are difficult and are 

often vilified in the current 

environment. CRM is the 

core of building revenue and 

sustaining profitable customer 

bases. These imperatives will 

never fade in importance. “CRM 

done right” is “business done 

right,” and will consistently be 

worth the effort and energy 

required to make it a success.
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IBM CRM Strategy Services

IBM Business Consulting Services 
offers a “one-stop” resource 
that supports  a consistent set of 
services and proven methodologies 
for companies everywhere, across 
industries. As home to one of  
the world’s largest consulting 
organizations, IBM employs 
some of the best and the brightest 
— a team of business, industry 
and IT professionals that includes 
IBM CRM Strategy practitioners 
supported by the vast resources 
of IBM Global Services and IBM 
Business Partners across the globe.
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About IBM Business Consulting Services 

For more information

ibm.com
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