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Take A Phased Approach 
to CRM Transformation

For firms ready to take the next step toward CRM transformation, Wilson Allen not only explains what’s 
possible, but can help you get there. Our CRM experts offer a full range of consulting and advisory 
services to help your firm make the best use of CRM technology and provide a practical and phased 
approach to transformation.

Phase One: 
High-Level Roadmap

In phase one of CRM transformation, the goal 
is to create a high-level roadmap. Wilson Allen’s 
CRM experts host an initial workshop with key 
stakeholders to understand the firm’s information 
and client management goals. This step is followed 
by an agreed amount of direct consultation to 
document and develop the high-level roadmap. 
The focus of this consultation is not to review CRM 
systems. It is to clarify:

 � The firm’s primary business objectives

 � The processes that exist (or don’t exist) to support 
them

 � The information requirements to support the 
business process

Creation of a Data Dictionary
Understanding the above parameters often forms 
the basis of a related stream of work. Part of this 
workstream is creating a data dictionary, which is 
a complete record of all the systems that the firm 
has, the data that those systems hold, and the 
flow of information to and from those systems.

To establish a firm-wide view of information 
management, which is critical to using client 
data to drive business development and sales, 
a data dictionary is essential. It highlights what 
information the firm needs to manage its clients 
and identifies the challenges it has in gathering 
that information. The dictionary focuses on 
the gaps that exist and recommendations on 
what processes or behaviors should be in place 
to close the gaps, and where investment in 
technology could assist.



Phase Two: 
Detailed Requirements

In phase two, the focus is on 
what a system implementation 
or roll-out project would entail. It 
identifies the business scenarios 
that the system will address, the 
potential vendors that meet the 
firm’s requirements (if the firm 
has not yet selected a system), 
and a project plan that outlines 
the investment, effort, roles and 
responsibilities, and workstreams. 

For many firms, there may 
be apparent conditions that 
make a strong case for CRM 
transformation. Phase two 
documents those conditions as a 
business case, which addresses 
critical success criteria, such as: 

 � The likely acceptance of the key 
stakeholders and other user 
groups to use the platform

 � How users will access the 
system. Most new technology 
can be accessed on the move 
with a fully rich mobile interface, 
in Outlook, and on the desktop

 � The firm’s future IT strategy and 
systems and the alignment of 
its solutions with the firm’s IT 
strategy

 � Implementing an effective data 
management plan, not just 
in terms of quality but also in 
terms of how the firm manages 
its data privacy obligations

Getting Buy-in From Key Stakeholders
Transformation is only as successful as a firm’s readiness to 
change. Therefore, phase two includes a presentation made to firm 
stakeholders to address likely objections and concerns regarding 
the business case and recommended system. The purpose of the 
presentation is to address these concerns, which typically focus on 
risks such as: 

 � Risk of scope–aiming to do too much or over-promising to counter 
the ambivalence that the project team might encounter

 � Risk of cost–demonstrating a return on investment 

 � Risk of poor project management and delivery–ensuring vendors 
are engaged as partners and feel fully committed to the key 
performance indicators the firm aspires to achieve 

 � Risk of non-adoption across the firm–including whether the firm’s 
challenges with its existing system will simply be repeated in a new 
system with a higher price tag

Deliverables to Advance 
CRM Transformation

Learn more

To learn more about how we 
can help your firm make the 
best use of CRM technology 
to support its strategic 
objectives, please visit our 
website or contact us. 

As a result of the CRM Scoping 
service, your firm gains a core 
set of documents including: 

 � A summary of the firm’s 
primary CRM and business 
development objectives and 
how it can achieve them

 � An evaluation of the firm’s 
existing systems and data 
flows and where there 
are gaps that need to be 
addressed

 � A statement of requirements 
(usually in an Excel, which 
allows these to be circulated 
to vendors) 

 � A set of business scenarios 
against which to compare 
systems

 � An implementation project 
plan with workstreams, effort, 
and investment
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