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Return on Investment (ROI). It’s the foundation upon which every business is built.

Whether bulls or bears dominate the market, increasing numbers of large and mid-

sized companies are turning to customer-based business strategies as their ROI cor-

nerstone. In fact, International Data Corporation predicts revenue from the world-

wide CRM industry will increase at a compound annual growth rate of 25 percent,

from $61 billion in 2001 to a whopping $148 billion in 2005. 

Large enterprises have led the way in developing and implementing customer-

based strategies, to varying degrees of success. Armed with the knowledge of these

experiences, mid-sized firms are turning to customer-based strategies as a blueprint for

reaching their ROI goals. This report examines that trend and provides real-world

examples of how mid-market firms are getting it done. 

“A CRM Blueprint: Maximizing ROI from Your Customer-Based Strategy” ana-

lyzes the Customer Relationship Management (CRM) marketplace and provides in-

depth case studies that will offer you perspective as you build your company’s cus-

tomer-based strategy. The report begins by defining CRM for large and mid-market

companies. Section two, “Tracking the Trends,” surveys the current and future state

of customer-based business initiatives, highlighting key metrics that help drive the

marketplace. “The Basic CRM Blueprint” provides the context for understanding

IDIC, the Peppers and Rogers Group methodology for implementing a customer-

based initiative. 

In “Executing Your Customer-Based Business Strategy,” we highlight three mid-

sized companies at different stages of their CRM implementations. These case studies

illustrate how to improve ROI by overcoming critical business challenges common to

many CRM implementations. The report concludes with the “Idea Well,” a list of

twelve key steps that can help your company become more customer focused.
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Customer Relationships Crucial 
to Boosting the Bottom Line

Companies of all sizes face the challenges of growing

and retaining customers in a hyper-competitive mar-

ket and of rationalizing their distribution channels.

That pressure has fueled the drive to aggregate distri-

bution and to differentiate customers according to

their value to the organization. At the same time,

icons of superior and personalized customer service

are increasingly creating demand for higher service

standards across industries. The service models of

Amazon.com, Nordstrom and Charles Schwab have

raised expectations for all organizations.

These forces mean that companies must incremen-

tally improve their competitive position or definitively

create their firm’s unique market space. Either option

requires a customer-based strategy designed to meet the

expressed needs and preferences of your customers. The

payoff can be increased loyalty, greater share of wallet,

a broader array of services, greater channel efficacy, and

a lock on your Most Valuable Customers (MVCs). In

short, it’s all about improving ROI.

More Than a Buzzword

It is important for firms to sort through some of the

noise and recall that CRM is a business strategy, not

just a technology. At the heart of the strategy are some

rather simple tenets. One is that learning more about a

customer’s needs and behaviors enables a firm to devel-

op stronger, more profitable relationships with that

customer. The second premise is that stronger relation-

ships will increase sales and promote better retention

of key customers. These are the goals of every enter-

prise, regardless of size or industry.

But is the cost associated with implementing a

customer-focused strategy and reorienting operations

too much for a business to take on? And are six or

even seven-figure budgets, multi-year implementa-

tions, and swelling Information Technology (IT) staffs

inevitable? Not according to the increasing number of

firms that are already realizing better customer reten-

tion, increased competitive standing, higher profits

and improved prospects for sustained growth by

becoming more customer-focused.

Mid-Sized Firms Better Positioned for CRM

Large enterprises have long been the leaders in CRM

strategy and implementation. Yet increasing numbers

of mid-sized companies are entering the CRM fray;

and in some ways are better positioned for success.

Given their size, large enterprises face widespread

technology infrastructures and their accompanying

internal stakeholders. Dispersed operations and wide

product offerings may present significant integration

issues as well as practical challenges such as how to

efficiently train employees to use the new technology.

Simply put, gaining an enterprise view of the cus-

tomer is easier the smaller the size of the enterprise.

Mid-market companies may also face fewer chal-

lenges in reorienting business processes and winning

employee support. Even mandating change, if neces-

sary, may be easier in a smaller, more centralized

organization. CRM project ownership is also more

clearly defined in a mid-sized organization. C-level

management is often directly involved not only in the

decision to pursue a customer-based strategy, but also

in software selection and day-to-day project manage-

ment. Experience has shown that senior management

commitment, visibility and ongoing involvement is

key to CRM success. 

But perhaps the greatest advantage today’s mid-

sized firms have is the benefit of learning from the

experiences of those who have gone first down the

CRM highway. The Fortune 2000 cannot only learn a

lot from the experiences of the Fortune 500, but in

more and more cases, they can show the big guns a

thing or two about realizing a rapid, quantifiable

return on investment. 
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Tracking the Trends

Cahners In-Stat Group, a Scottsdale, Ariz.-based market

research firm, estimates that large firms continue to

drive as much as 78 percent of the market in operational

CRM revenue, with spending estimated at $1.9 billion in

2001. The firm forecasts worldwide revenue from CRM

software applications alone at $9.4 billion in 2001, with

growth to $30.6 billion by 2005. In-Stat’s total CRM

market estimates include software, analytical services

and interactive solutions.

Gartner puts an even higher price tag on the world-

wide CRM market. A January 2001 report by the

Stamford, Conn.-headquartered technology research

and consulting firm projects the 2001 CRM market at

$25 billion. By 2005, its estimates for growth balloon to

$65 billion. The firm puts the total services market (con-

sulting, development, integration and process manage-

ment) at six to eight times the application market.

The recent market slowdown has not deterred com-

panies from investing in CRM initiatives. A report by

Jupiter Media Metrix, a New York-based research firm,

indicates that 74 percent of businesses that it surveyed

said their spending on CRM solutions in 2001 would

increase. Most estimated that they would spend 25 per-

cent to 50 percent more in 2001, despite a slowing econ-

omy. Jupiter speculates that this is because more and

more firms are realizing that customer retention costs

less than acquisition, especially in leaner times.

Over the past several years, much of the CRM tech-

nology and related services market has concentrated at

the high end of the market. Large financial services,

telecommunications and technology concerns in partic-

ular have been the low hanging fruit around which

many CRM technology providers have flocked. Such

concentration is not surprising. A 2000 survey of 1,670

executives published by the Seattle, Wash.-based Data

Warehouse Institute (TDWI) shows that 13 percent of

companies surveyed spent over $10 million on CRM

solutions. On closer examination, however, 40 percent

of companies spent less than $500,000. And more and

more firms are spending under $100,000 to realize meas-

urable benefits.

Rapid CRM Growth for Mid-Market Firms

Leading industry analysts anticipate that the mid-mar-

ket is where much of the growth will come in the CRM

market space. Cahners In-Stat predicts significant

growth in the mid-market, beginning in 2002. The firm

expects spending by mid-sized firms to be as high as

$490 million by the end of 2001.

A recent study by Forrester Research in Cambridge,

Mass. found that 45 percent of the companies it sur-

veyed were considering CRM projects and another 37

percent had initiatives already in progress. And a 2001

survey of 1,231 middle market executives commissioned

by Microsoft Great Plains Business Solutions found 40

percent of firms already making use of a CRM solution.

Less than $100,000 16%

$100,000 to $500,000 24%

$500,000 to $1 million 17%

$1 million to $2.5 million 14%

2.5 million to $10 million 16%

$10+ million 13%

CRM BUDGETS

Source: “Harnessing Customer Information for Strategic Advantage,”
published by The Data Warehousing Institute, 2001.

Source: eMarketer, “The CRM Report,” 2001.

Worldwide CRM Software Revenues in 2003
in billions

International Data Corp.    $11.0 

AMR Research                                                 $16.8

Datamonitor           $18.2

Aberdeen Group                          $13.0
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CRM Goals 
Improved customer service and greater customer reten-

tion are the two primary goals of CRM efforts, accord-

ing to TDWI. Over 90 percent of respondents to the

survey said these two objectives were either “very

important” or “important.” 

Following close behind were increasing the life-

time value of a customer (84 percent), customer acqui-

sition (83 percent), and the ability to identify and treat

Most Valuable Customers uniquely (78 percent). Less

important was supply chain optimization, with only 48

percent of respondents citing this as an important goal.

Such a result may be indicative of the still early stage of

CRM at most firms.

In terms of CRM functionality, a 2001 Microsoft

Great Plains survey found that today’s executives want

three primary outcomes from a CRM system:

1. Improved customer service by making data 

available in real-time (76 percent).

2. Organization of data from multiple sources into a 

single location (68 percent).

3. Ability to get more done with fewer resources 

(67 percent).

From Customer Management 
to Enterprise Management

Such broad customer service, integration and efficien-

cy objectives are indicative of the shift that has gone

on in the market for CRM solutions. Companies are

also changing both the ways that they buy and imple-

ment CRM applications. Not long ago, the focus was

primarily upon standalone sales force automation and

call center applications. Many firms looked to

providers who promised to address a specific front

office sales or service need. 

Today’s CRM customer wants an integrated front and

back office solution. When asked what business processes

they would choose to automate or improve first, the

majority of executives say that they want to tackle both

customer-facing and financial functions at the same time. 

The Basic CRM Blueprint
Companies of all sizes and industries are increasingly

convinced that they can heighten customer loyalty

and, as a result, improve margins and market position

by embracing their customers. Being sold on a con-

cept, however, is only the first step. For most compa-

nies, implementation is another issue entirely.

Peppers and Rogers Group, a global management con-

sulting firm dedicated to helping enterprises build

and execute customer-based business strategies,

applies a four-step methodology for transitioning

CRM theory into action.

Identify
While it may seem obvious and simplistic for a firm

to know with whom it does business, siloed and wide-

ly dispersed data can make identifying customers a

challenge. A key principle of CRM is that it is not

enough just to capture name, address and purchase

information. It is important to be able to identify

each customer individually and link information

about that customer across the enterprise. Each con-

tact or interaction represents an opportunity to learn

more about the customer’s habits, preferences and

value to the firm. 

Differentiate
After a company has a good handle on who its cus-

tomers are, it can begin to differentiate them. The

underlying principles are that customers represent dif-

ferent levels of value to a company and that they have

varied needs. One goal of differentiation is the ability

to prioritize sales and service efforts around MVCs.

The second objective is to do a better job tailoring

those efforts based on knowledge of an individual cus-

tomer’s needs. 

Interact
The next step in the process is interaction. A compa-

ny that has a clear understanding of its customers and

their value is in a strong position to improve the cost-

efficiency and effectiveness of its dealings with those
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customers. MVCs may, for example, be recognized in

specific ways or not have to wait in queue for service.

Strategic interaction gathers data relevant to

increased knowledge of preferences and the firm’s

ability to continue to quantify value.

Customize
The ultimate goal of CRM is to be able to deal with

each customer on a one-to-one basis. Knowledge of

the customer is so specific – and so relevant – that a

firm can adapt its actions to meet that customer’s pre-

viously expressed (or even implied) needs. The goal is

to achieve that which was routine at the “mom-and-

pop” grocery store. Customers were immediately rec-

ognized, addressed, and serviced on the basis of the

last interaction and treated with knowledge of past

and potential value to the firm.

These steps provide a sequential blueprint for any

organization setting about to become more customer-

focused. Differentiation cannot occur if a firm is not

able to identify customers. Each step is also more

challenging and complex than the previous. Steps

often overlap – companies need not go through

exhaustive identification processes to begin to differ-

entiate. Most businesses can begin to reap immediate

benefits and realize payback from a CRM initiative by

merely identifying and changing the way they deal

with the top 5 percent or bottom 20 percent of their

customer base.

The ensuing three case studies highlight mid-

sized companies at different stages along the CRM

continuum. Each has come to the realization that

becoming more customer-focused is a business

requirement in any industry. Each has set about the

task of implementing CRM solutions that directly

address their company’s unique revenue and profit

goals. And each is realizing measurable benefits with-

out undermining current business or breaking the

bank.

CRM In-Depth: 
Executing Your 
Customer-Based Strategy

Eagle’s Flight: A Quick Ascent to Customer
Identification and Differentiation

When is a shrinking customer base not a bad thing?

When it frees up a salesforce to focus on cross-selling

and up-selling the organization’s MVCs and its Most

Growable Customers (MGCs). Since 1988, more than

250,000 people from leading-edge organizations of all

sizes have received training in Eagle’s Flight programs.

The company has faced a number of challenges as it has

grown, not the least of which was keeping its business

systems in sync with new demands.

That’s what the 15 highly mobile salespeople who

sell Eagle’s Flight training and conference programs have

been doing since they implemented Great Plains Siebel

Front Office, a fully integrated, Web-enabled CRM solu-

tion designed specifically for today’s e-business climate.

Eagle’s Flight’s goal was to identify and differentiate the

firm’s nearly 15,000 customers. 

Unwieldy Customer Base

Dave Root, Chief Financial Officer (CFO) of Guelph,

Canada-based Eagle’s Flight, says, “Our biggest problem

was that we were not generating enough repeat busi-

ness. Some of our salespeople had as many as 800

clients. No one can maintain regular, personal contact

and conduct follow up with that many customers. We

knew that some customers were just falling off the face

of the earth for us.”

Another problem was grounded in the way that

customer contact occurred. The most intense client

contact that the firm has is through its facilitators, the

people that actually conduct the training. Facilitators

receive immediate feedback from the client and often

learn about additional or supplemental training

needs. But Eagle’s Flight had no method of getting the
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information from the facilitators back into the system

to impact sales or service.

The Possibilities of Full Integration

Eagle’s Flight already had a good handle on its back-

office operations. The company had a full Microsoft

Great Plains back-office suite in operation for approxi-

mately four years. “We were used to having the ability to

segment our business,” says Root. “The back-office soft-

ware has given us a laser-like focus on variables such as

costs by product, by salesperson and cost of goods sold.”

The problem, he explains, was one of front and back-end

integration. “When we started our search for a front-

office package, we didn’t really even know what CRM

was. We knew that we had a contact management prob-

lem. We were wasting a lot of time on data re-entry. As

we began our vendor search, we began to realize that we

would realize enormous benefits if we could link the back

office to the front office system,” adds Root.

Eagle’s Flight decided to dig deep into its customer

base and reduce costs by spending less time marketing to

less valuable customers. The company selected Great

Plains Siebel Front Office because it was very pleased

with the company’s back-office solution. It also knew

that implementation would be that much easier. But

before any front-office system could begin to make a dif-

ference, there remained the difficult task of sorting the

customer data and placing it into an actionable format.

The A, B, Cs of Segmentation

Eagle’s Flight set about identifying and differentiating its

entire customer base. It opted for a simple ranking sys-

tem, A through D, with As being the company’s MVCs.

Categories B and C were reserved for differentiating cus-

tomers according to their value to the firm. The final cat-

egory of customers was labeled “inactive.” 

A similar A through D ranking system was estab-

lished for prospects. Further identification involved

separating buyers of individual training from buyers of

full conference services. Still further segmentation

occurred by length of training purchased, as some high-

ly valuable customers commit to multi-year programs. 

The initial cuts through the customer base were

conducted by each individual salesperson. Parameters

were established to define each segment. The As were

defined by frequency, size of purchase and number of

potentially trainable employees. Bs, while still good

customers, had less frequency, less volume or a smaller

employee base. Cs were defined as those with the

potential to buy frequently but in smaller amounts.

Root describes Ds as “mystery” clients – those who

bought once, but not again. Also considered were exter-

nal metrics, such as size of company, global presence

and the job function of the contact. 

Managing the Segmentation Process

The next stage occurred when the Eagle’s Flight “lead

management” team, the seven staffers in the firm’s call

center, called all of the D customers in order to re-cate-

gorize the list. Each individual in the call center worked

with a specific sales team, so there was no sense of cus-

tomers being taken away from sales. 

Indeed, the salesforce had voluntarily relinquished

the Ds by defining them in that category. Lead man-

agement now handles the D list through a prescribed

number of contacts to determine if they represent any

future sales potential. If the call center determines that

the D client is not worth pursuing, the client becomes

“inactive.”

The net outcome? According to Root, “We found

that we had not as many As as we would like, a larger

group of Bs, a huge group of Cs and a very, very large

group of Ds.”

Senior Management in the Trenches 

Eagle’s Flight recognized that the process of customer

segmentation is an ongoing task. In fact, the process of

establishing that a customer is still at a client company,

re-qualifying them, or moving them off the active list

continues. The company also knew that it can’t leave the
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job entirely up to the sales and contact center staff. 

“One of the best things we did during the roll out

was to team up salespeople with all the senior staff in the

company. We even had some fun with the project and

called it our SWOT Initiative. This stood for Salespeople

Will Overachieve Targets. We met once a week and had

daily telephone contact. This allowed us to share best

practices, establish consistency and inject greater disci-

pline into the salesforce,” recalls Root.

Senior management’s direct involvement helped

establish that the new way of doing business was here

to stay. “The sales team wanted to focus upon a key

number of accounts anyway. That’s not to say there

weren’t some challenges gaining initial buy in,” says

Root. “We had to show them that entering additional

data into the system was for their own benefit, that

those extra two minutes for every sales call would result

in solid payback. Now, I think they’re actually enjoying

the new system,” he contends.

Technology Can Be the Easiest Part

Not all of the challenge was technology related. Root

believes the new technology unmasked an underlying

business problem that the company had lived with for

years: “A lot of what we’ve set out to change involves

sales training, sales discipline and the ability to dig deep

into a customer base. It involves behavior and skill sets.

The system has made us a better company by helping us

introduce more process, rigor and focus into the way we

sell and manage customers,” says Root.

When it comes to getting people to adopt new ways

of doing business and use new tools, Eagle’s Flight has

discovered that even a training company can learn a few

things. “We were a bit idealistic. We said, ‘since we’re a

training company, we’ll just provide some initial train-

ing, they’ll go home and use the system and it will be

fine.’ It didn’t quite work out that way,” admits Root. 

Keeping It Simple

Eagle’s Flight initially introduced a sophisticated

salesforce automation package with a lot of bells and

whistles. “In the first implementation, we gave the

users everything. We did a re-launch and took away a

whole bunch of functionality that was nice, but not

mandatory. Compliance went through the roof,” says

Root. 

Were some more advanced users resistant to scaling

back? Root says the only people who realized features

had been taken away were the people at corporate who

had made a conscious decision to remove functionality.

Root comments, “People were telling us, ‘We love ver-

sion 6.0, it’s so much more user-friendly than version

5.0. It makes so much sense and it’s so intuitive.’” 

Differentiation Pays Off

Diana Simaitis, Chief Marketing Officer of Eagle’s Flight

says, “We now have a much better handle on the source

of a lead, our number of prospect touches, when the lead

translates into business, how long it takes and what kind

of business it results in. We’re moving from mass mar-

keting to targeted marketing, to one-to-one personaliza-

tion and interaction.”

Eagle’s Flight now has sales booked two years out,

which was unheard of before Great Plains Siebel Front

Office was installed. CFO Root says, “We’ve seen so much

return, we know that the system’s paid for itself. We’ve

developed a whole new level of partnership with our best

customers. Repeat business is up.”

Conclusion

Before turning to its customer-based strategy, Eagle’s

Flight was disappointed with its low rate of repeat sales

and inability to differentiate its customers. The pri-

mary obstacles were dispersed data and an inability to

capture customer information from front-line employ-

ees. The company wanted a 360-degree view of cus-

tomers and the ability to mine its client base. 

The company installed Great Plains Siebel Front

Office to complement its existing back-office system.

It mobilized senior management, sales and service per-
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sonnel to clean up customer files and segment the cus-

tomer base. Eagle’s Flight has since increased sales to

MVCs and developed a more disciplined, better-

trained salesforce. 

Fairfield Processing Inc. – Nothing Old Hat
About this Manufacturer
Customer voice recognition wasn’t Joan Fleischman’s

primary goal when she started Fairfield Processing Inc.

down the path of revamping the firm’s back-office sys-

tem. In fact, neither was CRM. But in just two years, the

system installed in the closely held manufacturing firm

has achieved that result. Fleischman, who is the one-

woman Information Technology department at the

Danbury, Conn.-headquartered firm, relays a recent

experience by a member of the company’s sales team.

Soon after Fairfield’s Great Plains Siebel Front Office

implementation, explains Fleischman, a customer

called a representative and launched into a discussion

about an immediate need for a specific product. Intent

on placing the order, the eager customer didn’t even

pause to identify himself. The customer’s familiar tone

conveyed he was under the impression that his voice

was immediately recognized.

The salesperson, not wanting to let on that she

hadn’t a clue as to who was calling, proceeded with

taking the order and checking inventory status. In the

brief time that the call progressed, the customer pro-

vided enough clues for the representative to quickly

sort through the customer database and come up with

the right name. The sales rep thanked the customer, by

name, for the sizable order and hung up.

Such close customer interaction is typical for

Fairfield, a company that manufactures a complete line

of polyester fiber products for business and home users.

Founded in the 1940s as a millinery manufacturer,

Fairfield’s products now include fill for craft kits, bat-

ting and polyester pillow forms. The company has 250

employees based in three manufacturing centers and

two distribution centers in Atlanta and Salt Lake City.  

Customers Large and Small

One of Fairfield’s biggest accounting challenges was

the wide range of customers it serves. Customers range

from large retailers such as Wal-Mart and K-Mart, to

retail craft chains, to independent hobby and craft

stores. Individual customers can call the company to

order small quantities of goods and pay by credit card.

Large retailers use EDI systems to order product in

huge volumes and demand specialized invoice for-

mats, shipping methods and other sophisticated

requirements from suppliers such as Fairfield.

Two full-time data entry positions supported the

telephone sales staff, typing information from hand-

written order forms into the accounting system.

Similarly, since the accounting system was not linked

to the EDI system that supported large customers, it

was necessary to re-enter information from EDI orders

into the accounting system.

Getting the Back Office in Order

The company implemented a Microsoft Great Plains’

application in late 1999 to integrate financials with

order-management applications. The goal was to build

ROI by improving productivity, lowering costs and

providing higher customer satisfaction. “The only way

for a company like ours to grow is for us to be techno-

logically ahead of our customers. Our product isn’t a

technical product. It’s a very simple product, so we

need to be able to deliver better service to customers,”

says Fleischman.

Before the new system came online, it took a day

or two for an order to be processed and for paperwork

to flow to shipping or out to the appropriate distribu-

tion system. Now, as soon as an order is placed, the

system finds the appropriate warehouse, looks at the

inventory levels and produces an exception report if

the item is not in stock (rather than having employees

manually review each order). An order can now be in

the distribution center in minutes with all documen-

tation printed and accounting data secured. Fairfield

©2001 Peppers and Rogers Group & Microsoft Great Plains Business Solutions.  All rights protected and reserved.
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reduced order-processing time by 400 hours per

month, increased salesforce efficiency and dramatical-

ly improved service to its customers.

Next Step: Salesforce Automation

“Once we got our internal house in order, the next log-

ical step was to establish a better way to communicate

with our salespeople and outside distributors. I wasn’t

necessarily looking for a CRM solution,” says

Fleischman. “We needed a front-office solution to inte-

grate seamlessly with the back-office system we’d just

put in place.” 

The goals of the second stage of Fairfield’s transi-

tion were to improve communication between sales

and service and to allow better forecasting. Fairfield

has an internal sales and telemarketing staff of five,

and a ten-member outside salesforce. Their level of

technical skill ranged from fairly computer proficient

to “never use the darn things.” According to

Fleischman, “We wanted to be able to see where a cus-

tomer stood at any point in time. We also wanted to

ensure that someone else could service a customer

even if the account representative was not around.”  

Selling the Sales Team

Fairfield’s sales team was sold on the new system on

several levels. The salesforce was told that if they

entered additional client data, it would mean less

paperwork and fewer inquiries from the COO. They

also liked the idea that someone else could service

their customers. A routine inquiry wouldn’t set off a

string of phone calls, emails or pages to provide a cus-

tomer with an answer to a simple question.

The Great Plains Siebel Front Office system, while

providing individual reps with a complete view of the

customer, also offered enough security features so skit-

tishness about another salesperson viewing client data

was not a factor. “In fact, we’ve seen a lot more team

interaction out of independent reps than I ever

thought possible. We have a large customer that’s serv-

iced by several reps,” says Fleischman. “Since we’ve

gone live with the new system, reps have been able to

see product sales patterns. They’re talking to each

other about tactics and bringing ideas back to other

clients and generating new sales.”

Getting Outside Help

Fleischman credits her local reseller, CEP Systems in

Norwalk, Conn., with greatly aiding her application

purchase, implementation and training process. “A

good consultant has made my potentially five-person

job just a one-person job,” she says. (See How to Select

a Value-Added Reseller sidebar.) “As a solo IT shop, I

knew that I’d be on the phone 24/7 if the solutions

didn’t work. It was critical that what we selected

worked and that it worked well. We also couldn’t

afford to spend a fortune or a lot of time on imple-

mentation,” Fleischman adds. 

Fairfield decided to roll out the new system in

stages, opting to go with the most challenging areas

first. The company started with its in-house sales and

operations people. Fleischman knew that any kinks

uncovered and resolved in-house would make a subse-

quent roll out to outside sales that much easier.

Outside salespeople were eventually brought in for

two days of training. When they went home, an inter-

active, Web-based Internet help system ensured that

they stayed up and running.

Conclusion

Did Fairfield manage to hold the line on costs?

Fleischman says, “We came in only about 10 percent

over initial projected budget. Any large IT department

that saw my budget would cringe because they would-

n’t believe that we got this done so fast and so cheap.”

Prior to achieving these goals, Fairfield had inven-

tory management, fulfillment and service challenges.

The company opted to get its back-office systems in

order as a means of improving customer service. That

accomplished, Fairfield wanted to improve communi-
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cation with internal and external sales and unlock cus-

tomer value. 

The company selected a front-office solution that

would seamlessly integrate with the back-office software

and chose to work with an experienced value-added

reseller to augment a one-person IT shop. Fairfield

reduced order-processing time by 400 hours per month

and dramatically improved service to customers. The

company is also generating additional sales as its sales-

force has acquired a 360-view of customers.

BurnhamOnline: Building Customer
Relationships and a New Business

Mike Gaynor may only be a two-year veteran of CRM,

but his experiences offer some valuable insight for

like-minded executives. Gaynor is Chief Executive

Officer (CEO) of three Chicago, Ill.-based companies.

The oldest of the companies is BurnhamOnline, a firm

that works with contractors to expedite the acquisition

of building permits. BurnhamOnline manages up to

1,600 projects at any one time. Like many business

owners, Gaynor didn’t decide to become customer-

focused to realize any fuzzy, “wouldn’t-it-be-nice-if”

objectives. He did it to survive.

BurnhamOnline was experiencing rapid growth.

The firm had gone from $4 million to $6 million in

sales in less than two years. The company was pro-

cessing 15,000 customer transactions a year. Its

employee base had grown to 38 people. Yet, in many

respects, the firm was still operating as it had when it

was launched ten years ago. 

The firm’s salespeople were using Microsoft

Outlook or ACT! for customer-contact management.

A separate system had been cobbled together to han-

dle the administrative tasks associated with the per-

mit-application process. All of the independent appli-

cations essentially did what they were supposed to do,

but there was no integration. Any effort to put data

together was strictly a manual task.

Old Ways Impede Growth
Gaynor knew that the company could not continue to

operate this way and achieve its growth objectives. He

set about looking for a technology solution that would

provide salesforce automation, order management and

back-office functionality in one place. Gaynor found

lots of products that did each task well. But he was

hard pressed to find a vendor who offered all of the

needed functionality in a package suitable and afford-

able for a firm of his size until he encountered

Microsoft Great Plains. 

“We’ve learned more about our business in the

last year than we did in the past 10,” says Gaynor.

One of the most important things BurnhamOnline

has learned is the value of its inventory. According to

the firm’s business model, the company doesn’t see

revenue until approximately two months after the

initial order, or when the building permit is issued.

Other firms would consider that pipeline as invento-

ry, but BurnhamOnline had no way to see orders in

process. 

After implementing the integrated Microsoft

Great Plains CRM solution, BurnhamOnline was able

to identify $2.6 million in revenue tied up as back-

logged orders. “You can’t fix a problem you don’t

know you have. We’ve been able to drive down that

figure by about $1 million by increasing our efficiency

and simply being aware of the problem,” says Gaynor.

Once and Done

BurnhamOnline had an established process whereby the

accounting staff manually entered orders. Sales volume

increased to the point where the accounting staff was in

danger of outgrowing the sales staff. With the new, inte-

grated Microsoft Great Plains CRM solution, the sales-

person enters the data, submits quote to order and the

data automatically flows to the back office. 

“We’ve taken our accounting department, which

was working a 60-hour week and streamlined our process

so they are able to work less than a 40-hour week,” notes

Gaynor. “We’ve reduced their workload while increasing
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efficiency and accuracy.” Gaynor estimates the company

avoided adding seven staff members to the accounting

department, and instead opened up the opportunity to

increase its sales staff. Had they not re-engineered the

business process first, Gaynor believes the company

would still be attempting to implement a CRM solution

to fix a faulty process and still adding to the accounting

staff. 

Up-sell is Up, Delivery Time is Down

Gains have been realized on the front end of the business

as well. In the past, salespeople had no historical view of

a customer. Transactions were individual events sold on

a flat fee basis. Today, BurnhamOnline’s three account

managers have a catalog of several hundred products.

They can up-sell by bundling product offerings at attrac-

tive price points for good customers while maintaining

appropriate margins. Sales are up about $1 million since

the system went online.

Gaynor says that becoming more customer focused

was not completely without its challenges, but the

investment has more than paid off. Revenue has grown

at 20 percent each year since implementation, despite

some recent fall off in the construction business.

Transactions are up, yet product delivery time has dra-

matically improved. It used to take BurnhamOnline 72

days to deliver a building permit. Delivery time is now

down to 56 days. 

CRM Paves the Way for a New Business

Gaynor is so sold on CRM that he’s installed the same

full suite of Microsoft Great Plains business applications

in his two other companies. In fact, the fresh perspective

he’s gained on the potential ways to view and repackage

customer data gave birth to his newest company,

ConstructWorks Inc. 

Founded in early 2001, ConstructWorks Inc. is a

saleslead service that provides detailed information on

companies currently constructing, expanding or remod-

eling buildings. Prospects for such leads include anyone

selling products such as copiers, telecommunications

services, computers, office design or furniture in the busi-

ness-to-business market. ConstructWorks delivers the

subscription-based leads over the Internet. Leads include

estimated construction start and end dates, a project

description, names of the owner or general manager,

names of the office, facilities and IT managers, human

resources contact and Web site address information. The

lead also estimates number of employees to be housed,

facility square footage, and other location specific infor-

mation.

Up, Running and Profitable

“We started our new company, found customers, and got

profitable – all in under six months,” says Gaynor. “The

front and back-office system that we implemented in the

other companies is the backbone of the new company.

But we also added on integrated Great Plains Siebel

eChannel functionality to the back-office package that’s

literally enabled us to put up a Web storefront and get

up, running and profitable very quickly.”

Backed by these measurable gains, Gaynor is just

beginning to explore the way customers interact – and

become tied to – his companies. “Any time a building

gets built, it’s like the birth of a short-lived company.

Local government agencies, contractors, sub-contrac-

tors, architects and engineers all need to come together

and communicate. We now have several thousand users

in Chicago and New York who are accessing this tool,”

he adds.

Redefining Customer Relationships

Gaynor’s long-term goal is to provide these increased

service levels to his customers. “In a sense,” he says, “we

want to become an Application Service Provider (ASP).

We’d like to deliver tools for them to manage their cus-

tomers and automate their salesforces. It makes sense as

our next logical step.” What’s long term? Gaynor plans to

deliver many of these capabilities to his customers in just

six months.
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Conclusion

Before turning to intelligent CRM, BurnhamOnline was

relying upon solutions it had long outgrown. Data was

spread over various applications, and old processes were

error prone, labor intensive and inefficient. The compa-

ny was unable to get an accurate view of its financial

position and was forced to consistently add back-office

staff. A one-dimensional view of customers impeded the

flexibility of the salesforce. BurnhamOnline decided to

simultaneously address both its front and back-office

problems through an integrated solution from Microsoft

Great Plains Business Solutions. 

Revenue has grown at 20 percent each year since

implementation. Transactions have increased, yet prod-

uct delivery time is down from 72 days to 56 days. Back-

office personnel are working fewer hours, and with bet-

ter productivity. The solutions and the possibilities they

have opened up to BurnhamOnline have spurred the

growth of a new, similarly powered business that has

been able to achieve profitability in just six months.

Idea Well
12 Key Steps to Becoming More 
Customer Focused

1. Don’t be put off by the CRM hype of recent years.

Many businesses are realizing measurable productivity,

sales, customer acquisition and retention gains from a

strategic decision to become more customer focused. 

2. A good out-of-the-box CRM solution probably 

exists to solve your problem. One-dimensional 

views of the customer, disparate databases and the 

inability to mine customer data are common 

challenges. Tried and true solutions are available in 

the market today. 

3.There’s no need to break the bank. Many highly 

functional front and back-office systems can and have

been implemented for under $100,000. In some 

circumstances, systems can be up and running for 

five figures.

4. Avoid automating chaos. Automating a flawed 

business process does not improve the process. It just 

speeds up or makes a bad process more transparent.

Map out the current business process you are 

trying to fix before you invest in any CRM application. 

5. Establish clear benchmarks for success. This can

mean up-front work to obtain clear baseline measures.

6. Designate a person or department to head up 

and manage the CRM project. It doesn’t have to 

be an IT person, but it should be someone of authori-

ty with an excellent understanding of your business.

7. Consider working with a Value-Added Reseller 

(VAR). Select one with the care you use in selecting 

any other trusted business partner such as an attorney

or a CPA.

8. Develop a detailed project plan for the imple-

mentation. Revisit it periodically to make sure it 

is still on track.

9. Bring front and back-office staff in early. These 

people have the most insight into how you can 

improve your operations.

10. Plain vanilla is good. Training will be easier, more

effective and less costly if you keep it simple.

11. Train initially and on a continuing basis. Factor 

training costs into the total project budget. 

12. Implement in stages. Early, visible wins will 

engender support, build enthusiasm and momen-

tum. Look for solutions that are integrated, modular

and customizable.
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Conclusion 
Reorienting around customers is new and uncharted

territory for many businesses. But enough time has

elapsed for firms to observe the successes and chal-

lenges encountered by companies that have already

started down the CRM road. Companies of all sizes

that are becoming more customer focused are realizing

results. The most successful among them recognize

that CRM is a business strategy that requires a new

way of thinking. It also represents a major change in

culture and operations.

Achieving the ROI all companies seek can be accom-

plished through effective customer-based strategies. Yet,

intelligent and results-based CRM requires a solid

amount of analysis and implementation at both the

front and back ends of an organization. Moreover, CRM

is not simply a technology that can be purchased. The

most successful implementations are a result of an align-

ment of strategy, process design, as well as technology.

Of course, there’s also the human element. Garnering

input, communicating effectively, managing expecta-

tions and putting feedback back into the process are also

vital to driving ROI from any customer-based imple-

mentation. 

This is why companies embarking on the CRM jour-

ney today are more likely than early adopters to look at

the total array of services provided by a potential tech-

nology vendor. Even if they do not intend to buy a full-

blown implementation, firms are seeking out CRM

providers that offer consulting services, development

capabilities, customization options, integration assis-

tance, modularity and training. 

Such decisions reflect an understanding that

becoming more customer focused is not something that

happens in a vacuum. As this CRM blueprint report

illustrates, selecting a technology partner with depth

and breadth also reflects growing understanding and

confidence that early gains in one part of the business –

such as back-office processes – can be leveraged for

measurable impact upon sales and service. 

Today’s CRM solutions are flexible enough to address

the area where a business is feeling the most pain,

whether it’s sales, service, accounting or order manage-

ment. Whether a firm starts on the front or the back end

is not critical. What is important is to get started. ■■

How to Select a 
Value-Added Reseller (VAR)
The following steps are recommended by Don Nelson, Vice

President, CRM, Microsoft Great Plains Business Solutions:

Ask your peers about companies they have worked with.

Find out about the VAR network your CRM application

vendor offers. The longer your manufacturer has been in

business, the more likely it is to have a large, well-estab-

lished network with proven success in working with a

company like yours.

Ask the software provider to recommend resellers 

in your area.

Establish a short list of potential partners. Gauge the poten-

tial of the relationship through preliminary meetings

wherein you clearly outline your business objectives.

Establish the VAR’s references and experience. Speak to

past and present customers, especially in your vertical mar-

ket, but also outside of your industry.

If you haven’t already mapped out the critical business

processes you want the CRM solutions to improve, find out

if the VAR or the software vendor can help you — before

you begin a CRM implementation.

Don’t rule out a VAR because they can’t do it all for you.

While it would seem ideal to find one company to handle

your hardware, networking, software, etc., there’s some-

thing to be said for expertise and specialization. Just make

sure all of your providers are aware of your strategy, your

objectives, and most important, that they communicate

with one another.

If at any time you are unhappy with the VAR relationship, go

back to the software provider and ask for another recom-

mendation.



Behind every success is a winning strategy. 
Supporting every strategy is the power of software.

Your business is like no other. So your CRM solution should be tailored to your
unique challenges—both functionally and economically. Microsoft Great Plains
is a leader in providing that tailored solution. We’ve devoted more than twenty
years to perfecting flexible business management software that’s designed to
address all your business needs. With a full enterprise suite offering remarkably
smooth customization and expandability, your business can meet the future
with the right tools to thrive. 

In a further effort to support your goals, Microsoft Great Plains invites you to
join the Know, the free e-mail news program that offers you an inside track
on the latest industry news and updates. You choose the focus of the content
you receive—from CRM to Supply Chain Management and E-business—so you
gain the insights that make a difference to you. For your free membership to
the Know, simply visit www.greatplains.com/jointheKnow. Or, if you’d like to
learn more about the Microsoft Great Plains solutions that can power your
business, please visit www.greatplains.com today. 

Don Nelson
Vice President, CRM
Microsoft Great Plains Business Solutions

Join the Know and gain the 
CRM insights that make a difference. 

www.greatplains.com/jointheKnow

—A word from Microsoft Great Plains Business Solutions—
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About Microsoft Great Plains 

Microsoft Great Plains provides business applications that help mid-sized com-
panies become more agile in today's interconnected economy. Microsoft Great
Plains products automate financial and operational processes, and allow com-
panies to extend specific information and procedures securely via the Web to
employees, customers, suppliers and partners.

For more information visit the company’s Web site: www.greatplains.com

About Peppers and Rogers Group

As the preeminent management consulting firm specializing in customer-focused
business issues, Peppers and Rogers Group helps clients devise strategies and plans
for strengthening their customer relationships; assists clients in the operational
implementation of their customer relationship initiatives; offers training and e-
learning programs, research studies, workshops and keynote presentations; and
helps clients locate and evaluate CRM professionals through its 1to1® Executive
Search subsidiary. Peppers and Rogers Group’s advertising-supported newsletters
and magazines reach more than 250,000 CRM professionals around the world.
Peppers and Rogers Group was founded in 1993 by Don Peppers and Martha
Rogers, Ph.D., co-authors of a series of books and articles on managing customer
relationships, including The One to One Future (1993), which first popularized the
term “one-to-one marketing.” Steve Skinner, a former partner at McKinsey &
Company, is president and CEO.  

In addition to its headquarters in Norwalk, CT., Peppers and Rogers Group main-
tains 16 other offices throughout North America and on five other continents.
Recent and current clients include Agilent Technologies, Bayer Corporation,
Bentley Systems, Ford Motor Company, Jaguar Cars, Lowe’s, Verizon and Volvo.
Internationally, new clients include Banco Itau, Sul America Investimentos, EDS,
Lloyds Bank, and Unimed (Brazil); Bell South (Chile), Ford Chile; Novartis Pharma
(Argentina); Village Group (Australia); Dogus, one2one, P&O Stena Line,
Syngenta, Thomson Holidays, and Winterthur (Europe) ; and Discovery Health
and SAS Institute (South Africa).

For more information visit the company’s Web site: www.1to1.com
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