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Introduction

Everybody sells.

—Thomas Watson

The Promise of CRM
Salesforce.com (SFDC) is the world’s leading on-demand system for salesforce automation 
(SFA), customer relationship management (CRM), and support operations. Used by more 
than 50,000 businesses worldwide, the SFDC community includes 100,000 external develop-
ers and 1,100,000 end users. This community grows by the hundreds of people every day.

From recent industry analyst reports and surveys, it’s easy to see why SFDC is growing:

	 •	 According	to	CSO	Insights,	successful	CRM	customers	see	a	10%	increase	in	sales	
representatives	achieving	quota,	a	10%	improvement	in	win	rates	for	forecasted	
deals,	and	a	10%	better	conversion	rate	at	every	level	of	the	waterfall	(the	more	
stages you have in your waterfall, the bigger the “compound interest” effect pro-
vided by SFDC).

	 •	 According	to	Aberdeen	Group,	86%	of	CRM	customers	following	“best	practices”	
saw	an	average	24%	increase	in	annual	customer	revenue.	Nearly	the	same	number	
of firms saw an increase in sales contribution margin, with the average increase 
being	25%.

		 •	 CSO	Insights	surveys	show	a	25%	reduction	in	sales	rep	turnover	rate	with	use	of	 
a good CRM system, which translates into fewer “learning curve effects” and an 
improvement in overall spending effectiveness. This translates into a deal or two 
more per rep per year, easily paying for an SFA/CRM system in a few months. 
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Avoiding deAth in the BoArd room

It’s week 12 of the quarter, and the board is wondering if you’re really going to make your 
number. What’s worse, your company is going to need some more capital soon, so you need 
the financial picture to look as solid as possible for investors.

You’re sweating a bit as you prep for the meeting, because the forecast has been jumping 
around from week to week. Two weeks ago, the pipeline looked thin—there was no way to 
make the quarterly number. You chewed out your sales team, and they came back with a 
bigger forecast. But how could this extra business suddenly appear? Are the reps just trying 
to make you feel good? Is this forecast any more real than the last one?

The guys and gals in the factory are telegraphing that they don’t believe the sales goal is 
reachable. They haven’t shifted the production schedule because they don’t see the orders 
yet. If they manufacture too much product, you’ll be sitting around the first week of next 
quarter with a bunch of inventory to drag down your profits.

Terrific.
This is one of the nightmares that a solid SFA/CRM system will help you avoid. An SFA/

CRM system won’t necessarily make your business grow fast enough to make your investors 
happy, but if it’s done right you’ll always know where you are, and you’ll have confidence 
indicators that will help you sleep well—even in week 12 of the quarter.

These	are	the	generic	industry	data.	In	reality,	SFDC	has	been	able	to	achieve	even	better	out-
comes than these numbers, with its customers typically achieving industry-leading results.

There’s only one problem with this rosy picture: most SFA/CRM customers fail to get mean-
ingful results from their system. This isn’t an SFDC problem, but rather an issue that’s endemic 
to the whole SFA/CRM industry. Take a look at what industry analysts have said recently:

	 •	 In	2007,	AMR	Research	surveys	indicated	that	35%	of	CRM	implementations	faced	
serious	user	adoption	issues.	This	percentage	was	down	from	47%	of	CRM	customers	
in 2002, but is still higher than what customers expected.

	 •	 In	2007	and	2008	surveys	by	CSO	Insights	and	GoToMarket	Strategies,	respondents	
indicated	that	the	average	CRM	customer	had	adoption	rates	of	less	than	75%	
among members of its sales team, with even lower percentages among its marketing 
and customer support personnel. 

	 •	 These	two	firms’	surveys	confirmed	that	only	half	of	CRM	customers	are	achieving	
significant sales performance improvements or believe they can get real-time infor-
mation from their SFA/CRM system. Most customers use the system only for contact 
management	and	pipeline	management;	only	30%	use	it	for	forecasting.	

	 •	 Approximately	75%	of	prospect	business	cards	will	never	make	it	into	the	SFA	
	system,	according	to	CSO	Insights	(2006).



AchIevIng the PromIse of sfdc  xxv

		 •	 According	to	Inside	CRM	surveys,	only	half	of	sales	managers	who	do	use	their	
SFA/CRM system for forecasting and opportunity management believe the system is 
effective. 

	 •	 According	to	Software	magazine,	only	30%	of	companies	that	deploy	SFA/CRM	
 systems report significant increases in sales performance (e.g., shorter sales cycles, 
better win rates, or overall revenue increases).

These	 issues	 don’t	 arise	 because	 of	 a	 technology	 or	 product	 problem.	 Instead,	 they’re	
caused by people, policy, and process	problems.	This	is	the	reason	why	I	wrote	this	book.

Achieving the Promise of SFDC
The promise of SFDC is increased profitability and increased customer satisfaction at the 
same	time,	as	shown	in	Figure	I-1.	

The key success factor for achieving either of these benefits is early and deep user adoption; 
everything else flows from this source. When the users naturally turn to the SFDC system 
because it makes them more efficient, they will fill the system with more credible data. Those 
data make reports more meaningful—and so the availability of good information attracts more 
users to the system. We’ll discuss how to encourage this virtuous cycle throughout the book.

Figure i-1 Benefits that can be realized from a proper SFDC implementation

Potential Benefits of SFDC

Better business results
• Lower cost of customer acquisition
• Higher customer lifetime value
• More visibility and predictability 
   of revenue
• Greater liklihood of compliance

Better sales effectiveness
• Higher win rate
• Shorter sales cycles
• Fewer misquotes or order errors
• More upsells

Better customer satisfaction
• Faster problem resolution
• Lower cost of customer support
• Higher customer loyalty
• Higher renewal rates for support
   or warranty coverage

Better collaboration and execution
• Tighter coordination between
   sales and marketing
• More effective use of channels
• More relevant metrics
• More responsiveness to
   customer feedback

Better marketing effectiveness
• Higher lead conversion rates
• Fewer rejected, dud, or bad-data leads
• Higher pipeline dollars per 
   marketing campaign
• Increased repeat business
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The promise of SFDC cannot be achieved just by buying some new software. Some 
change will also be needed in business processes and user behaviors. Most customers dis-
cover months after they buy an SFDC system that, to achieve real improvement in sales and 
operations, they need to be more disciplined, develop new processes, and apply best prac-
tices. Just slapping automation on top of an outdated business process merely makes you 
execute errors faster. 

Real SFDC success depends on three factors: 

		 •	 Products that extend SFDC and integrate it with other software so that the users can 
get a complete view of the customer’s situation and do the right thing as smoothly 
as possible

	 •	 People who are fully indoctrinated on how to use SFDC and how to quickly solve 
customer problems

	 •	 Business processes that are “tuned” so that the natural way people work supports 
company objectives, best practices, and regulatory compliance

how to Blow Up two CAreers At onCe!

A friend of mine was a VP of Marketing at a startup, and she walked into a board meeting 
ready to present her group’s results for the quarter. She was walking into an ambush.

The VP of Sales hadn’t made his number, and at the start of the board meeting he had 
made a long presentation about how the sales representatives couldn’t make their numbers. 
They didn’t have enough leads, and the ones they got were garbage. Marketing wasn’t doing 
its job—that’s why sales underachieved.

The board of directors confronted the VP of Marketing, who was totally blind-sided. Once 
she heard the complaint, she asked to be excused for 5 minutes. She went back to her office, 
pulled together some numbers, and came back to the board meeting. It turns out that 
marketing had delivered eight times as many leads as sales had said—and that 95% of the 
leads had never been contacted, not even once. 

The board got it, and the VP of Marketing was off the hook.
Actually, no. The board ended up firing both the VP of Sales and the VP of Marketing. 

The twin functions—which really need to feed each other—were too disconnected, too 
dysfunctional.

This company had a basic SFA system. But all the business processes surrounding its 
core system were broken. Nobody agreed on the definition of a lead, or what it took for a 
lead to be qualified. Poor-quality data made reports misleading. Sales and marketing 
weren’t communicating through the system. Politics were rampant. The business leverage 
just wasn’t there.

Sometimes, the only way to fix the SFA/CRM problem is to fix the people and the 
processes. That’s what this book is all about.
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This stuff is hard. Big SFDC customers spend boatloads of money on consultants to 
extend the functionality, integrate the system, redesign business processes, and indoctrinate 
the	users.	Of	course,	most	companies	can’t	afford	the	time	or	money	to	follow	this	path.	
Most SFDC customers need shortcuts, “canned” procedures, and best-practices-in-a-box so 
they won’t flail about and be frustrated. This book was designed to give you the information 
you need quickly and without a lot of Web searching or head scratching.

Do You Need an SFA System or a CRM System?
Industry	analysts	often	treat	SFA	systems	as	a	different	product	category	than	CRM	systems.	
I’m	going	to	make	the	case	that	the	SFA–CRM	distinction	is	really	a	continuum	of	function-
ality	 and	business	practices.	 I	will	 also	argue	 that	SFDC	can	be	used	very	 effectively	as	
either an SFA system or a CRM system: it all depends on how you invest and which behav-
iors your team takes on. 

The term “salesforce automation system” is really a misnomer, because these systems 
don't automate the sales function. They can prevent things from falling through the cracks, 
streamline processes, accelerate the sales cycle, and provide clear metrics . . . but sales is 
still a very human process. From an image perspective, the SFA category was badly named: 
no sales rep wants to be automated. What the marketers at the time should have insisted on 
was “sales funnel acceleration”—a far more user-friendly positioning of what these systems 
do. Even so, the SFA moniker stuck. 

SFA systems typically start out as software for direct sales or telesales people, providing 
simple contact and account management. Small companies tracking calls and managing 
lead	maturation	may	be	able	to	use	Outlook,	Excel,	ACT,	or	Goldmine	without	a	problem.	
Over	time,	however,	those	simple	tools	tend	to	run	out	of	gas	as	the	sales	organization	tries	
to manage opportunities and the pipeline. These customers may use SalesLogix software 
or another PC-based tool to provide this level of SFA functionality, but they’re better off 
using SFDC.

All of these “SFA-only” systems are driven by the sales team and are basically stand-
alone products. Consequently, they cannot fundamentally improve sales efficiency. To make 
a real difference in efficiency and follow-through, the business must start to integrate its 
SFA system into the rest of the enterprise. The first area for system expansion is the market-
ing function, as it is the source of the leads, programs, and collateral that feed the sales 
cycle. The next natural area for expansion is quoting or even order entry, because the 
	objective	of	any	sales	team	is	to	close	deals	faster.	Given	that	this	functionality	is	usually	
handled by other systems, the natural expansion strategy is to integrate the quoting or 
ordering screens into the SFA system. This incremental integration is a natural evolution 
for SFDC customers, and they tend to take this route at their own pace.
Of	course,	as	the	reach	of	the	SFA	system	expands,	sales	reps’	behaviors	and	business	

processes have to evolve as well. Marketing has to confer more frequently with sales to 



xxviii  IntroductIon

make sure that the lead flow has both the quality and the quantity necessary to generate a 
sufficient pipeline. Marketing starts to work with sales to select and “tune” upcoming cam-
paigns.	In	a	similar	way,	as	the	sales	reps	begin	using	the	system	to	create	quotes,	quote	
approval needs to be handled in a different way. Sales reps do not need to send out quotes 
until discounts have been approved, and they should not modify quotes once they’ve been 
approved. These process changes, although obvious, often take months to become standard 
operating procedure. Unfortunately, process failures in these areas are often blamed on the 
SFA system. This book will show you how to completely avoid the most common and 
troublesome problems, and rapidly recover from anything that does go off the rails.

The next expansion step is for the SFA system to be used by the customer support team. 
Because the customer’s contact information and purchase history are already in the system, 
bringing the support team into the SFA system is a natural step. By the time customer support 
has adopted the SFA system, they have moved it incrementally toward becoming a CRM 
system—that is, the focal point for acquiring, retaining, and growing customer relationships. 

CRM systems have a loftier set of goals than just sales productivity: the system should help 
convert your company’s content (expertise) into customer conversations,1 thereby moving 
customers into shared experiences (and values), proceeding to relationships, and finally creat-
ing a long-term revenue stream after the company has been established as a trusted advisor 
to the customer. A full CRM system ends up touching the customer from several angles: sales, 
marketing, support, consulting (if applicable), channels, Web, and, to a small extent, account-
ing (invoicing and accounts receivable)—so it must inevitably be integrated with several exist-
ing systems.2 A full-blown CRM system also demands process and policy improvements, to 
avoid	misuse	and	user	dissatisfaction	(as	discussed	in	Chapters	8	through	13).

SFDC is one of the very few systems that can grow incrementally from a straightforward 
SFA tool into a serious CRM system. Thanks to its technically solid platform, SFDC can be 
extended	with	partner	products	and	integration	tools	(as	discussed	in	Chapter	7)	to	achieve	
an	array	of	functions,	from	PR	to	HR.	Indeed,	at	the	end	of	the	system	evolution,	SFDC	may	
not	only	provide	a	360-degree	view	of	the	customer,	but	also	become	the	central	executive	
application for managing the entire business.
Only	you	can	decide	whether	you	want	an	SFA	system	or	a	full-bore	CRM.	Here	are	some	

ways to think about the distinction at a high level:

	 •	 Do	you	want	to	monitor	sales	rep	behavior	(SFA)	or	customer	behavior	(CRM)?

	 •	 Are	you	trying	to	manage	the	transaction	(SFA)	or	grow	lifetime	value	(CRM)?

	 •	 Are	you	worried	about	quarterly	revenue	(SFA)	or	annual	profitability	(CRM)?

1.	 If	you’ve	never	read	The Cluetrain Manifesto	about	“how	commerce	is	a	conversation,”	I	recommend	it.	The	
whole thing is available for free at http://manybooks.net/titles/variousother05cluetrain.html.

2.	 For	all	intents	and	purposes,	there	is	no	such	thing	as	a	stand-alone	CRM	system.	The	people	at	NetSuite	are	
the	exception	that	proves	the	rule,	and	it’s	interesting	to	note	how	many	NetSuite	customers	use	only	account-
ing or only CRM functionality.

http://manybooks.net/titles/variousother05cluetrain.html
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When Salesforce.com Is the Best Choice—and When 
It Isn’t
SFDC is the pioneering SFA/CRM delivered in a hosted “software as a service” (SaaS) model. 
Recent	industry	data	from	CSO	Insights	and	other	sources	indicate	dramatically	better		outcomes	
can be achieved with on-demand (SaaS) CRM systems than with on-premises products:

	 •	 Much	faster	time	to	value

	 •	 Fewer	budget	overruns

	 •	 Higher	end-customer	satisfaction

	 •	 Better	sales	productivity

SFDC	is	best	of	breed	for	SaaS	SFA/CRM	systems.	It’s	reliable,	it’s	secure,	and	it	performs	
well from anywhere in the world.3	It	offers	the	best	compromise	of	features,	flexibility,	and	
usability.	 It	can	be	quickly	set	up,	and	 it’s	accessible	 from	BlackBerry,	Palm,	and	 iPhone	
devices.	Its	Web	user	interface	is	one	of	the	finest	in	the	world	of	business	applications,	and	
I	know	of	no	competitor’s	product	that	is	easier	to	use.	SFDC	is	an	ideal	choice	for	compa-
nies that need to get their feet wet in an SFA system, try it out in one department, and 
ultimately expand use of the system to other areas. SFDC lends itself to incremental usage—
in terms of both the number of users and the features enabled, giving your organization 
time to learn and optimize the way it uses the system.
It’s	important	to	understand	that	SFDC	“out	of	the	box”	is	really	just	an	SFA	system.	As	

discussed in Chapter 1, SFDC’s standard features cover most of what sales and marketing 
need for lead generation and pipeline management. For features involving quoting, order 
entry, or inventory management, SFDC must be extended or integrated with outside sys-
tems. Fortunately, SFDC has the industry’s widest array of add-on products, and it integrates 
with	those	additions	more	easily	than	just	about	anything	else	on	the	market.	If	it	turns	out	
that you don’t like the available third-party products, the SFDC system provides a develop-
ment environment that lets you build custom applications that leverage the core system 
data.	No	matter	where	you	are	on	the	continuum	of	needs,	there	are	several	strategies	for	
efficiently satisfying them via SFDC.

That said, there are some situations in which SFDC may not be the right approach:

	 •	 If	you	are	doing	a	“greenfield”	implementation	that	needs	to	include	SFA,	profes-
sional services automation, accounting, and inventory/distribution, all at once, a 
unified	system	from	a	single	vendor	could	serve	your	purposes	better.	It	will	pro-

3.	 You	 do	 have	 to	 have	 a	 decent	 Internet	 connection.	While	 the	 system	 can	 be	 used	 with	 a	 dial-up	modem	
(56	Kbps),	that	is	just	not	a	good	way	to	live.	
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duce	less	fingerpointing,	and	more	of	a	known	quantity	out	of	the	box.	No	incom-
patibilities.4	If	you	like	the	SaaS	model,	this	means	NetSuite	(but	not	Microsoft).	If	
you prefer the on-premises model (where you own the software and it runs on your 
servers),	this	means	Microsoft	(but	not	NetSuite).	

	 •	 If	you	already	have	one	or	more	SFA/CRM	systems	in	place	and	they	cannot	be	
removed, adding yet another SFA system to the mix is unlikely to improve the situation. 
That said, having a strategic plan to consolidate multiple SFA/CRM systems onto SFDC 
can make a huge amount of sense. Just be aware that getting everything really right in 
a multi-CRM environment—including external system integration and business process/
user behavior changes—will take a while and require serious effort and tight manage-
ment. This goes double if one or more of these systems is of the home-brew variety.

	 •	 If	your	corporation	has	a	mandated	enterprise	application	suite	such	as	that	offered	by	
SAP	or	Oracle,	getting	another	system	in	the	door	(even	if	it’s	“in	the	clouds”)	can	be	a	
bureaucratic	nightmare.	In	this	case,	your	only	practical	solution	may	be	to	use	the	suite	
vendor’s	SFA/CRM	module.	Generally	speaking,	the	suite	vendors’	SaaS	offerings	are	
quite weak: you’ll probably install their on-premises version—which the users will hate. 

How to Use This Book
I	wrote	this	book	to	provide	specific	answers	for	decision	makers	and	users	at	every	level	
of SFDC user organization:

	 •	 CEOs,	presidents,	and	board	members	(“What’s	possible?”)

	 •	 VPs	of	Sales	or	Marketing	(“Which	direction	should	we	set?”)

	 •	 IT,	finance,	or	operations	people	(“How	do	we	get	it	done?”)

	 •	 Sales	reps	and	managers	(“How	do	I do	it?”)

Even though there’s a lot of value in reading this book cover to cover, not everyone will 
have enough time to do so. At the very least, focus on the chapters that are immediately 
relevant to your role and those sections that answer questions pertinent to your immediate 
situation:

	 •	 If	you	are	an	executive,	read	the	Executive	Summary	and	the	one	chapter	between	
Chapters	9	and	13	that	comes	closest	to	your	job	title.	You	might	also	want	to	scan	
Chapters	5	through	8	for	topics	that	are	relevant	to	you.

4. Although this is only a rhetorical advantage. Which is worse: incompatibilities between products or bugs within 
the	single-vendor	product	you	just	bought	to	avoid	incompatibilities?
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	 •	 If	you	will	be	part	of	an	SFDC	implementation	team,	read	Chapters	1	through	4,	
focusing	on	those	sections	that	are	most	relevant	to	where	you	are	now.	You	also	
should	scan	Chapters	5	through	8	looking	for	interesting	topics.

	 •	 If	you’re	a	future	user	of	SFDC,	you’ll	want	to	understand	how	the	system	is	best	
deployed	across	your	organization.	Read	the	one	chapter	between	Chapters	9	and	13	
that matches your role in the organization—so you can see what we’ve told the boss 
to	do.	Scan	Chapters	5	through	8	to	understand	the	people,	products,	politics,	and	
process issues surrounding substantial SFDC implementations. 

There are lots of updates, freebies, blogging, and user feedback at www.SFDC-secrets.com, 
so check it out. 

See you there!
— David Taber 

Palo Alto, California

www.SFDC-secrets.com
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ChapTer 1

Planning Ahead

“Intangible results” is just another way of saying 
“poor planning.”

—Anonymous 

T his chapter is intended for executives, decision makers, business analysts, and 
project leaders who need to make decisions, set expectations properly, and budget the 
time, money, and people for an SFDC project . Readers will learn how to make planning 

decisions that give them the best chance of success and the quickest possible failure recovery . 

Getting to Business Value
A truly effective Salesforce.com (SFDC) system can dramatically improve your business 
results in terms of customer satisfaction, executive decision making, smooth partner/channel 
interactions, and, of course, sales. But the benefits of increased visibility, streamlined opera-
tions, and faster cash-to-cash cycles are anything but automatic. The whole reason for this 
book is to guide you through a series of choices and actions to get you the best results with 
the least amount of cost, delay, and risk.

One of the key success factors in any sales force automation and customer relationship 
management (SFA/CRM) project is strong executive sponsorship that propels the implemen-
tation team and the end users. You’ll want to check out Chapter 6 to learn about the best 
sponsors for your company’s situation—but here we’ll assume that you already have an 
executive with fire in his or her belly.

Peter Drucker wrote that the most important part of solving a business problem is a well-
formed question. The same is true here: the best way to achieve results quickly is to clearly 
articulate and prioritize goals. This chapter focuses on understanding the requirements, 
schedules, and costs that are involved in completing any SFDC project successfully. You’ll 
want to make sure the entire team understands the business drivers and the tradeoffs that 
will shape your SFDC implementation, its integration with  surrounding systems, and the 
instantiation of business processes that will streamline the way your business runs.



30  ChAPter 1 n PlAnning AheAd

reAd the mAp BeFore yoU stArt the joUrney

Salesforce provides a large number of helpful roadmaps, white papers, guidelines, and tips 
for implementation projects . This book builds on those basics, so you’ll definitely want to 
access the Help & Training system inside SFDC itself, and read up on the materials in 
Salesforce’s main Web site (http://blogs .salesforce .com/guides), Successforce (http://success .
salesforce .com), its community site (www .salesforce .com/community), and user-group sites . 
Check out www .SFDC-secrets .com for even more resources .

Developing a Model of Your Customer Relationship
SFA/CRM applications are designed to improve the speed of acquiring new customers and to 
achieve the highest amount of revenue or profits from accounts, thereby raising the customer 
lifetime value. Before you start detailed planning for any SFA/CRM project, you need to 
develop a model for how your organization works, showing the basic organizational owner-
ship for each stage of the customer cycle. Figure 1-1 depicts the customer cycle, showing how 
a company converts the initial investment in marketing and sales to a completed, invoiced 
order. In developing the customer cycle for your company, you’ll need to identify which 
groups are responsible for each of these stages. Make sure the relevant groups have basic 
agreement on “who does what” to double-check your model.

Note the dashed lines at the qualifying, delivering/servicing, and upselling stages: these 
lines are meant to indicate where the current customer cycle “breaks”—where conversion or 
retention ratios tend to be too low, or where organizations squabble and opportunities fall 
through the cracks. It is very common to have breakage points in these three stages, but 
every organization is different and you should identify the perceived breakage points for 
your organization as early as possible in the project.

The right-hand side of the customer cycle is the sales cycle, in which sales and marketing 
activities generate all your company’s revenues. Because the sales cycle is the principal 
domain of an SFA/CRM system like SFDC, you’ll need to have a detailed model of what the 
sales cycle stages are, who “owns” them, how long they take, and what the conversion ratios 
at each step are expected to be. Figure 1-2 illustrates an example sales cycle for a business-
to-business (B2B) direct sales operation.

The sales cycle may be viewed as a “waterfall” showing the conversion steps for each 
stage of the cycle. The diagram shows who owns each stage, what the expected conversion 
ratios are, and how much time each stage takes. Make sure that both sales and marketing 
executives concur with the basic data and relationships within this waterfall early in the 
project. Find out which stages represent the biggest problems and where the executives 
believe the SFA/CRM can help them the most.

www.salesforce.com/community
www.SFDC-secrets.com
http://blogs.salesforce.com/guides
http://success.salesforce.com
http://success.salesforce.com
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The Customer Cycle
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Setting Business Goals
Before you drill down into any of the details, it’s important to define a set of business goals 
that transcend individual requirements. These goals are best stated as numerical perfor-
mance objectives1 that are not currently being achieved but are easily communicated to 
executives, such as these examples:

 • Improving calls-per-day to 55

 • Shortening the sales cycle by two weeks

 • Increasing the conversion or close rate by 20%

 • Lowering the cost of customer acquisition by 15%

 • Increasing the average order size by $10,000

 • Increasing revenues by 20%

 • Increasing gross profitability by 10%

 • Improving customer retention to 80%

 • Increasing customer lifetime value by 10%

 • Decreasing customer service complaints by 30%

 • Decreasing incorrect orders to 1%

Of course, you can’t have everything. Keep the list as short as politically feasible. But no 
matter how many metrics there are, upper management must prioritize them. These figures 
of merit will be important touchstones for prioritizing the features and process changes that 
will be done in the course of the SFDC implementation.

Setting Requirements: Who, Where, What, and Why
To make the business case for the SFDC project, you’ll need to identify and prioritize 
requirements at an overview level. Even though the details of many individual requirements 
can’t be known until several weeks or even months after the project go-ahead, you will need 
to have enough information to scope the cost and assess the benefits. You can’t sell the 
project to management without identifying specific, concrete pain points and potential 
advantages.

1. Avoid vague or overly qualitative goals like “improve collaboration” or “gain visibility.” This kind of goal 
statement is too mushy to drive a business decision.
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The first step in requirements setting is to identify who will (and who won’t) need to use 
the future SFDC system. It’s easy to say “everybody,” but that decision can mean big imple-
mentation, training, and ongoing costs. Worse, it means trying to make “everybody” happy, 
even if those people aren’t critical users. In most companies, only a few departments directly 
touch the customer every day, so many people won’t need direct access to the SFDC system. 
It’s far better to have a narrow list of users, at least initially. 

Create a spreadsheet with a list of user names, including the user’s organization, job title, 
location, contact information, and expected SFDC interactions. From this list of users, group 
together the people who are expected to have similar SFDC interactions. Each of these types 
of user represents an actor (sometimes called a persona) in the system. For each of these 
archetypal actors, create a one-page description that provides overview information about 
them: location, educational level, job title, job responsibilities, preferences, habits, language, 
and so on. Almost any SFDC implementation will involve at least four actors, but this num-
ber will multiply quickly in large companies. To keep the number of actors to a reasonable 
level (more than 10 can be unmanageable), you’ll probably need to generalize across similar 
actors. Descriptions of actors should cover their general role and goals in using the system: 
how often (and how long) they are expected to be on the system, what they are trying to 
achieve, which parts of the system they use, what they need to avoid, and what they expect 
in terms of usability (for example, users might need to do their job on a laptop while they’re 
on the road). 

Later in the project, team members will want to interview representative actors to get 
detailed requirements and feedback on the system. For now, however, these one-page 
summaries help provide some reality and context to the planning process. It’s a good idea 
to give each actor a nickname and include a small photo on the description page to make 
the user seem more real. Log on to the Salesforce.com Secrets of Success book Web site 
(www.SFDC-secrets.com) to download a template Actor document.

Going beyond the list of people who will actually touch the system, it’s important to 
create a list of people who will have an indirect dependence on the system. These individu-
als may never log in, but they will depend on some report or data flow that comes from the 
system. You don’t really need to create a full persona description for these individuals (or 
roles), but it is important to understand which requirements they have for the system (e.g., 
a distribution center manager who might need the system to be fully operational on 
Saturdays, even if no users are logged in to it). 

Get management involved early in the decisions regarding “how far do we want to go”—
not the detailed requirements, but the general objective. Identify the executive champion, 
and engage that person in the process (see Chapters 4 and 5 for more on this topic). Use the 
SFA Maturity Model Level descriptions from Chapter 5 to guide this decision, which will 
provide an overall “scoping” of the project investment. Also go through the SFA Maturity 
Model questions in Chapter 5 to understand your organizational readiness, and note which 
actors are part of particularly advanced or immature organizations. In your project plan-
ning, avoid over-reaching! It kills both budgets and the likelihood of project success.

www.SFDC-secrets.com
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Once the objective and the actors are settled, identify the scenarios (also called use cases 
or user stories) for each of the ways the actors will use SFDC. For example, actors in order 
operations will be entering and reviewing orders all day long, but they may also need to 
approve exceptional discounts or other special cases every day or so. Given that this 
approval process involves different thinking and actions from ordinary orders, approvals 
must be described in a different scenario. The same person may need to do sales forecast 
reports to support executives, again requiring a different scenario. These scenario write-ups 
should briefly describe what the actors are trying to achieve, the data they need to see and 
modify, the approvals they need to proceed, and the other actors or business processes they 
need to interact with. Make sure to note whether the scenario requires direct access to the 
system, or whether the situation could be handled through indirect means such as  interacting 

do yoU need to CAll in oUtside help?

This chapter assumes that the reader is part of a team that will be doing the project on their 
own . Many companies choose this path, but you should consider whether you need advisory 
help early on to prepare the business case, prioritize requirements, understand the implica-
tions of alternatives, and give guidance . The right advisor can save your company a bunch 
of time and money by avoiding blind alleys .

Consider an outside expert if you’re feeling uncomfortable with the topics here or are 
looking for industry best practices from day one . An outsider can help you answer the 
following types of questions:

	 •	 What	are	your	competitors	doing	with	SFA	and	CRM?	What’s	the	customer	expecting	
in this area?

	 •	 Which	 departments	 should	 be	 using	 the	 SFA/CRM	 system,	 and	 which	 ones	 really	
shouldn’t?

	 •	 What	are	the	high-payoff	business	processes	to	streamline,	and	which	should	be	left	
alone (see Chapter 8 for more on this topic)?

	 •	 Should	you	try	to	enhance	your	existing	SFA/CRM	system,	or	should	you	do	a	whole-
sale replacement of it?

	 •	 What	 are	 the	 quantitative	 payoffs	 for	 your	 industry	 peers	 of	 a	 solid	 SFA/CRM	
system?

	 •	 What	are	the	lessons	learned	and	pitfalls	to	avoid	in	SFA/CRM	projects	for	a	company	
like yours?

Before you engage an outside consultant, check with the members of your own informa-
tion technology (IT) team . They may have a list of preferred vendors and, at the very least, 
can help screen consultants for competence and value .
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with another application (e.g., the accounting system) or viewing a Web page, spreadsheet, 
or report. Log in to www.SFDC-Secrets.com to see an example scenario.

From the scenarios, the team needs to distill a set of system requirements. In many cases, 
the scenarios will have overlapping needs that are stated from different perspectives. A key 
step is to identify and consolidate the near-duplicate requirements, and to map them to the 
features provided by SFDC and related systems. For example, one sales scenario is to create 
a quote for an opportunity. This is fairly similar to the sales operations’ scenario of updating 
a quote as well as to the sales manager’s scenario of reviewing and approving a quote. All 
these scenarios are the requirement to edit opportunity, forecast, and quote information in 
real time (with the proper access controls to protect privileged information). This require-
ment maps to stock features in SFDC’s Enterprise edition, but adds the requirement to 
integrate quote approval with the accounting system. It’s a smart idea to create a correspon-
dence table showing which scenarios need each requirement. Check www.SFDC-secrets.com 
for an example of this kind of mapping.

Many users (particularly executives) don’t really think in terms of discrete requirements. 
Instead, they simply visualize what they need to make a decision or take an action. For this 
reason, it’s a good idea to do mock-ups of a few reports, forms, approval screens, and dash-
boards (using Excel, PowerPoint, or even pen and paper) and do a “day in the life” walk-
through of people’s jobs to get them thinking. Creating these mock-ups can very rapidly 
elucidate hidden—and difficult—requirements. You’ll be surprised how often a user will say, “Of 
course, I have to be able to see the customer’s order history to make my decision . . .” To make 
sure you’re being realistic, run through a couple of the exercises described in Chapter 2.2

Resist the temptation to speak in terms of product feature lists. Each requirement should 
be stated in terms of the business need (i.e., a step in a business process with a measurable 
result) rather than as a technical description (how the feature works). Each requirement 
description should be as brief as possible, and each should be stored in a separate document. 
(If your company is really into paper, the requirements document should be placed in a three-
ring binder, with individual pages being inserted or updated on at least a monthly basis.) 

In addition to user-driven features, make sure to cover “taken for granted” system char-
acteristics in your requirements documents: system availability (e.g., 7 a.m.–10 p.m. EST five 
days a week), system response times (1 second during operating hours), administrative 
response times (e.g., 1 hour during operating hours, 4 hours on weekends), thresholds for 
data error (e.g., zero defects in records A, B, and C, but 4% in all other records), international 
language support, multi-currency support, unusual fiscal periods, and other “environmental 
items” that you discover from your requirements gathering. 

In a large company with complex business processes, the scenarios and requirements will 
multiply quickly: their sheer number will soon be overwhelming. The best way to handle this 
issue is to create a short overview spreadsheet that organizes and summarizes the  requirements 

2. SFDC will have no problem complying with all these requirements, but you need to know about them so the 
system can be properly configured from day one.

www.SFDC-Secrets.com
www.SFDC-secrets.com
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in a hierarchical fashion and helps the team visualize them from a “top-down” perspective. 
This high-level spreadsheet should not provide the details of any one requirement, but rather 
should show how the requirements fit together to form the big picture of the project. (Check 
out www.SFDC-secrets.com for an example requirements overview spreadsheet.) The require-
ments spreadsheet needs to make it obvious to team members (and executives) the reasons 
why each line item is there, its scope, its schedule, its cost, its sponsor, and the line item(s) 
it could be traded off against. 

Organizing and Publishing Project Documents
Even before the project begins, best practices call for storing, publishing, and organizing the 
project’s documents online. Put them in an intuitive hierarchy, with all the project-related 
documents in one place that is scanned by an internal search engine or a desktop index (such 
as Google’s free desktop search or X1’s indexer) and is backed up regularly. 

You can store these documents in a shared folder on a file server, but even better is to 
have them in an intranet site. Best of all would be a wiki3 that’s accessible to all team 
members (including contractors). Your top-level wiki “article” should include pointers to 
the project schedule, the current phase’s goals and nongoals, project personnel, news, dis-
cussion forums, blogs, and user tips on the system. The wiki should also provide a hierar-
chical library that includes all of the requirements documents, discussions, rationales for 
priority calls, and the project requirements phasing spreadsheet.

The wiki should be “Information Central” for the project, so any relevant information 
should be available there, including team members’ contact information, email aliases, 
email/discussion archives, cheat sheets, podcasts, WebEx sessions, screen cams, and inter-
nal success stories. By making it really easy to get to and find all the current project 
information, you’ll be on the road to clearer communications, better expectations manage-
ment, and a much lower chance of confusion throughout the project.

You should also put a short document into SFDC’s Documents section describing how 
to get to the file server or wiki. Promoting what’s there will allow any interested user or 
project team member to quickly become better informed.

It’s usually best that these documents be editable Word files, with change tracking 
turned on. For Excel files, the first page of the spreadsheet should include a revision history 
indicating who changed what and when. The files should be downloadable by any autho-
rized user, but should be updatable only by sending the changes through the project man-
ager. In this way, the project manager can filter and prioritize input and manage the 

3. What’s a wiki? Time to catch up on your jargon! A wiki helps you present information in a kiosk model—where 
users are given information only when they care about it. This approach stands in contrast to a broadcast model 
like email—where users are given information at a time when the originator thinks it’s relevant, rather than the 
receiver. Using a wiki properly can save dozens of emails, phone calls, and even the occasional status review 
meetings. To find out more, read the article on the topic of wikis at the grand-daddy of them all, wikipedia.org.

www.SFDC-secrets.com
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evolution of the requirements and other documents (which inevitably change throughout 
the project).

Documents should never be deleted. Obsolete documents should be marked as such and 
moved to an archive directory. 

For certain kinds of files, it’s useful to leverage the shared editing and shared access of 
Google Docs. Although the files have to be much simpler (no macros or heavy formatting), 
Google Docs sharing can improve collaboration in a distributed implementation team. This 
is particularly true for status documents, priority lists, or other highly collaborative con-
tent. SFDC has recently created an integration with Google Docs that makes this option 
even more tempting.

Prioritizing Requirements
One of the toughest tasks throughout the life of the project will be understanding the 
ramifications of requirements and making priority calls among them. With a system of any 
size, some requirements will have to be delayed or may even have to be abandoned as too 
expensive. Making these decisions can get interesting when interdependencies among the 
requirements exist, and things get even juicier when political overtones and competition 
among the requirement sponsors complicate matters. 

Although this complexity sounds scary, there’s a counterbalance. The overriding princi-
ple of prioritization for any SFA/CRM project is that it doesn’t matter how many require-
ments you’ve delivered on if the users aren’t adopting the system in droves. This is because 
the value of an SFA/CRM system—to sales, marketing, support, and executives—grows in 
proportion to the amount and quality of data the system holds. Make priority calls that 
cause users to get quality data in the system sooner and that persuade users to get on the 
system more often . . . and the rest will follow. Instill this overriding principle in the project 
sponsors as much as you can so everyone pulls in the right direction.

One way to guide prioritization discussions is to use the short list of the specific business 
problems that the executives defined earlier in this chapter. These specific improvements 
should be specific, unambiguous, and quantified—“reduce customer support response times 
by 20%,” not “improve brand value.” Estimate how the major features will affect these busi-
ness goals, and from that calculate the return on investment (ROI) for the feature: lowering 
of costs, increasing revenues, or both. This overview page will help keep things in perspec-
tive as you try to make priority calls.

Like all complex decisions, the tough calls will be made in meetings where there is insuf-
ficient information. Your requirements summary spreadsheet is the tool the team will use to 
make those tradeoffs and priority calls. The goal of the project leader is to channel the 
discussions during these meetings down paths that are rational: all of the choices are 
achievable, and the final choice optimizes ROI.
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PRIORITIzATION TOOLS

Appendix A describes several tools that can be used to prioritize requirements. Give at 
least one of them a try to find out which tool is most natural for your team and pro-
duces the most credible priority rankings.

The two groups that usually get the highest weight in the prioritization are sales repre-
sentatives and executives. Things that are of direct, immediate benefit to them are assigned 
a lot of points. The specific points you give to other departments and user types are up to 
you, but an SFA implementation team forgets “who’s the boss” at their peril.

There isn’t a universal formula for prioritizing requirements: too much depends on the 
specifics of your company. For example, should the requirements from highly sophisticated 
users (as identified in Chapter 5’s SFA Maturity Model) be prioritized higher than others 
(because those users can gain the most) or lower than others (because those users will be 
better able to cope with an incomplete feature set)? The answer to this question inevitably 
depends on your company and its management style.

You’ll want to carefully plan out who will start using the system when, as the timing 
affects priorities. Put simply, the timing and order in which you deliver SFDC functionality 
and extensions can have a big impact on the total project cost and schedule. Some func-
tional areas go together very easily; others can involve a lot of controversy, meetings, and 
rework. While the order of functions is fundamentally your choice, a good rule of thumb is 
to bring users onto SFDC in the order listed in Table 1-1.

Almost always, the revenue-focused business processes conducted at headquarters are 
implemented first. Later, other headquarters processes are brought online. Usually, business 
processes done in the field happen a bit later. 

You might wonder why the executive suite and other high-priority roles in the company 
seem to come so late to the system. Why aren’t their requirements satisfied first? Chapters 3 
and 4 answer that question: the quality, completeness, and relevance of the data in the system 
just aren’t good enough early on. Any reports or dashboards an executive wants won’t be 
reliable, and they could even provide misleading information that would lower the credibility 
of the system. It’s a big mistake to bet the farm on SFDC data assets before they are ripe.

Add groups and adjust priorities on the list in Table 1-1 to fit the realities of your busi-
ness. No matter what the order selected, use the ordering to help prioritize requirements. 
Requirements coming from teams that will be coming on board early should be treated as 
having a higher priority (so they get done early). 

A key issue in prioritizing requirements is the “squeaky wheel” phenomenon, where a 
noisy or politically powerful proponent causes great emphasis to be placed on a requirement 
that isn’t really critical. All too often, a significant proportion of the effort in large projects 
is devoted to requirements that are “nice to haves” but that ultimately waste time and effort. 
Consequently the highest leverage thing a project leader or business analyst can do is 
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 identify and deprioritize the uncritical. While avoiding confrontation, smoke out dubious 
requirements using gambits like these:

 • “How much of your budget would you be willing to dedicate to solving the  problem?”

 • “Can you quantify how much waste this problem has been causing for you on a 
monthly basis?”

 • “How much profit increase would the company see if this were done?”

 • “How much more productive would you be if the problem were solved?”

 • “Which other department needs this feature?”

 • “How have you been able to succeed without this so far?”

Table 1-1 General Sequence of Bringing Users into SFDC

Organization Activity 
Business 
Priority

Political 
Priority Phase

Telesales/inside sales Orders High Medium I

Order operations Approvals High Medium I

Sales development Appointments High Low I

Telemarketing Cold calls High Low I

Marketing Lead	generation Medium Low II

Sales analyst Executive support Medium Medium II

Product marketing Purchase analysis Medium Low II

Sales VP and Marketing VP Management, forecasting High High II

Executive team Management High High III

Legal Contracts High Low III

Sales engineers, consultants Deal support High Low IV

Shipping/receiving Distribution Low Low IV

Customer support Customer care Medium Low IV

Finance Business analysis Medium Low IV

Field sales managers Sales management High High V

Partner/channel manager Channel management Medium Medium V

Individual sales representatives Selling High High VI

International operations Selling High High VI
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 • “What’s the forcing function—the deadline beyond which we can no longer do busi-
ness the current way?”

 • “Which of your other requirements would you be willing to put on the back burner 
to get this one done?”

Avoiding hAppy eArs

Whenever a new system is being developed and people are interviewed about what they 
need, users start to hear hints about how things will work . Nearly everyone will assume that 
if they’ve heard about an issue, it’s going to be solved by the new system . They’ll even 
extrapolate, imagining all the wonderful new features that will become available to make 
their job easier . It’s human nature to be optimistic, and that goes double for sales and 
marketing folks . But this “happy ears” phenomenon leads to spiraling expectations and scope 
creep that can kill a project .

Project leaders and especially project sponsors must continuously push to lower these expec-
tations, even if they yet haven’t seen overt signs of happy ears . The project goals must be 
simple—even minimalist—for the first phases, and “great ideas” must be explicitly pushed off in 
time . Even when things are going okay, undersell and be tentative about making the schedule . 
Even if the team has a way of delivering “something great,” consider delaying it (ironically, see 
“The Art of the Quick Win” later in this chapter) . When you do deliver this great thing, do not 
publicize it until it’s delivered, so that you can provide pleasant surprises to users . 

In prioritizing and trading off requirements, the project leader will need a set of executive 
sponsors who can act as champions for political and resource issues. For SFDC project success, 
the champions must include the VP of Sales, but usually include the VP of Marketing, the 
CFO, or perhaps even the CEO. These key supporters cannot afford the time needed to partici-
pate in the project, so they’ll need to deputize a senior person on their staff to be a regular 
participant4 on the SFDC implementation team. The project leader should form a management 
council of these deputies to make priority calls, policy decisions, and tradeoffs. For simplicity 
of voting, the team needs to be small and contain an odd number of people (including the 
product manager). A small management council would include representatives from the Sales 
and Marketing departments, plus the project leader. A larger council might add representatives 
from the Finance, Customer Care, International Operations, Professional Services, Channel 
Operations, and Business Analytics departments. This council will need to have brief meetings 
on a weekly basis, and it should devote a significant amount of time to analyzing business 
processes. Because a key factor in ensuring project success will be the availability of the right 
people for this team, get their (and their bosses’) commitments early.

4. As we’ll discuss later in this chapter, “participant” means an active worker who will be charged with the task 
of delivering documents and making binding decisions. Participants’ effort on the team needs to be part of their 
“day job,” so their boss needs to dedicate a portion of their schedule and allocate some of their personal goals 
(MBOs) during the months of their project involvement. Their effort needs to be measured and rewarded!
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The challenge for the project leader is to keep one (and only one) priority list that encom-
passes everyone’s needs, while clearly limiting the number of items that are “must do’s” for 
each phase. Even so, maintaining a consistent, clear, tightly enforced requirements priority 
list is an invaluable tool for the project leader, and its existence will help fend off countless 
arguments during the project. 

When Requirements Should Bend
It is common for requirements to be stated as absolutes, with intricate detail being provided about 
the way things must be done. But these “requirements” are often an interpretation of a business 
need, or an executive’s preference, or even a legal regulation. Sometimes, the literal requirement 
is a poor interpretation of the underlying business need. It’s important to be as creative as pos-
sible in requirements statements so that you don’t over-specify or get locked into one particu-
lar approach. Identify alternatives and different ways of achieving the underlying goal. 

For example, the Finance department may have an edict that an order cannot be shipped 
without a manual approval. So the requirement is stated as a mandatory human approval 
cycle. But if the approval cycle is there only to apply a set of strict rules, maybe the manual 
approval cycle isn’t the real requirement. By restating the requirement as “no shipment will 
be made without applying the following rules,” it becomes possible to have a fully auto-
mated approval, saving time and cost on every order.

Look for opportunities to restate “requirements” that are over-specified or arbitrarily 
complex. Requirements should be statements of business goals and criteria, rather than 
strict step-by-step procedures. 

In some cases, the best path forward is to change the business process, rather than invest-
ing in automation of a silly or obsolete practice. In particular, look for opportunities to make 
things better by making subtle changes to the sales and marketing processes. Some of the 
most doctrinaire SFA/CRM requirements miss key opportunities for leverage. The SFA/CRM 
system will give sales reps and managers information and tools they never had before. 
Because the whole point of the system is to make it easier for the reps to make their num-
bers, why not take the blinders off? For example, better qualification of leads can mean 
fewer pointless sales calls and shorter sales cycles. Likewise, marketing personnel should be 
encouraged to think outside the box, looking for new ways to plan campaigns and execute 
events. Of course, you’ll need to get the executives’ approval before you formally recom-
mend process changes or restate the requirement, but it’s well worth the effort.

Bending and restating requirements in this way can make the system easier to imple-
ment, easier to use, and more beneficial to the business over time.

Knowing Your Boundaries
One of the most important issues in requirements setting is determining the “edges” of the 
system—that is, the boundaries beyond which users must log in to a different system if they 
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want to do something. All users would like the system to encompass all of the things they 
need to access for their particular jobs, but it’s impractical to deliver a single system that 
covers every business function for every employee. 

When you first install SFDC, it has the following functional boundaries:

 • Order entry: Anything having to do with bookings, invoices, or payments is in your 
accounting or enterprise resource planning (ERP) system, not SFDC.

 • Order management: Anything having to do with shipments, order status, returns, or 
exchanges will be in the distribution or ERP system, not SFDC.

 • Marketing: Leads, contacts, campaigns, and simple email blasts are fine within SFDC. 
Almost all of the details having to do with emails, marketing events, advertising, or 
other marketing initiatives, however, will be in your email blasting,  marketing automa-
tion, or content management system, not SFDC. For example, SFDC tracks the outcomes 
and history of campaigns, but actual campaign management is external to the system.

 • Customer assets, inventory, and licenses: Almost anything having to do with the 
customer’s order history, shipments, downloads, or licenses will be in your account-
ing, ERP, or other corporate databases. SFDC has a very limited view of assets.

 • Defect reports or bug tracking: Anything having to do with the technical side of 
customer problems will be in the defect management or bug tracking database; most 
companies already have an entrenched system for this purpose. SFDC can be config-
ured to integrate with these systems, but out of the box it’s really focused on “cases” 
or “incidents.”

 • Documents: Almost anything in your sales literature, marketing library, Web site 
content, proposals, customer specifications, or contracts is already stored outside of 
SFDC, often in a file system or in content management products. SFDC has an add-
on product that helps present and organize document libraries in a clever way, but 
this product will usually be a supplement to existing external systems, rather than a 
replacement for them.

 • Business analytics: Although SFDC provides an excellent set of built-in reports and 
dashboards, almost any business analyst will need to go beyond these features and 
use an external database and business analysis tool.

For a detailed view of business systems that touch on SFDC, see Figure 1-3. As shown 
in the diagram, several add-on products may be tightly integrated with SFDC to improve its 
functional coverage (see Chapter 7 for a discussion of these products). These extensions and 
external products are a huge strength of SFDC, because they allow the core system to be 
simple and easy to use, yet flexible and scalable enough to handle much broader require-
ments. Further, SFDC has a very open and well-documented set of external interfaces, 
presented as Web services. These “SOAP APIs” allow programmers to connect, integrate, and 
extend SFDC to almost anything.
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Even though you could integrate SFDC with any external system, it’s easy to overshoot the 
mark by trying to do too much in the initial implementation. In evaluating and prioritizing 
requirements, it’s important to identify when a requirement crosses over into an external system. 
Any such requirement is inherently more complex and risky, so it should be assigned a lower 
priority than requirements that are entirely within SFDC’s native functionality. Read the section 
on integration in Chapter 7 before you deal with any requirements for integration. 

Thanks to the modularity of the SFDC architecture, almost all internal functions can be 
turned on in phases at the time of your choosing. For example, turning on the Campaigns or 
Forecasting function can be done the day you bring up the system or, alternatively, months 
later without involving significant rework. Many external add-ons act in the same way, allow-
ing a very flexible deployment schedule. However, some of the more sophisticated add-ons 
(such as Eloqua marketing automation or Intacct accounting) will involve significant changes 
to your data, the user interface, and user behaviors. Consequently, the timing and sequence 
of deploying the more complex and expensive add-ons cannot be taken lightly.

As with all requirements, the extension of SFDC via add-ons and integration with other 
systems should be prioritized with a keen eye toward schedule and risk. Even though basic 
integration is of the “plug and play” variety, the interaction among systems and databases can 
cause subtle data corruption problems that won’t discovered for several weeks. Consequently, 
it is usually a good idea to deploy basic SFDC functionality without external integration, get 
the users comfortable using it, and get some real data flowing through the system (even if 

Figure 1-3 SFDC and the application landscape (as of spring 2009)
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only manually) in the early weeks. Later, new functional add-ons and integrations can be 
deployed on top of a stable baseline system, and users can gradually become used to the new 
features as the system expands. External integrations (particularly with complex systems such 
as accounting, ERP, and marketing automation) should be started early for testing purposes, 
but not turned on for full two-way data transfer until later phases. 

Appendix B provides example requirements for both a small company and a large company. 
Of course, every company’s needs and priorities will be different, but the examples show the 
level of detail that you will need (not much at this stage) and the kind of interdepartmental 
prioritization you’ll need to think about when preparing your company’s list of requirements.

The SFDC system will almost certainly be implemented over several quarters, with only 
the first two phases as “hard priorities.” Later requirements will be reordered depending on 
perceived business priority after initial usage; technical issues or needed process changes 
will be discovered during the project. In addition, perceived business needs may change 
over the life of the project. It’s important that the executive sponsors understand, however, 
that each major requirements change will cause some delay and wasted effort. Communicating 
this point clearly but pleasantly is one of the key challenges for the project leader, because 
the executives are as vulnerable to “happy ears” as anyone else.

Making the Business Case
Most companies will require a formal business case for an investment in SFDC. Even if 
yours doesn’t have a formal review meeting for the decision, it’s a good idea to go through 

when other proBlems mUst Be solved First

In large organizations, the political drivers for installing or replacing the existing SFA/CRM 
system will be executive visibility, customer reporting, or uneven execution of business 
processes . Unfortunately, merely upgrading to SFDC will not help in many of these situa-
tions . In large organizations, other problems need to be solved before the new system will 
function properly, let alone resolve any deep issues . 

The project manager should analyze the requirements and problem statements to under-
stand which of them are actually caused by bad data, disconnected systems, unclear business 
rules, inconsistent business processes, and other “environmental” or infrastructure issues . These 
problems are typically scattered across several databases or applications, and fixing them will 
be a prerequisite to any successful SFDC  deployment . 

If you discover this situation, it is important to get a project team started on analyzing and 
remedying those external problems even before your SFDC work starts . That project team should 
be chartered to work with your SFDC team, but typically it should be managed separately . If this 
team is chartered to work under the SFDC team, make sure that its focus doesn’t become too broad 
(e .g ., “rework this entire outside system”) or distract the main SFDC implementation team . 
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the exercise of cost, benefit, and ROI analysis so that the team understands the financial 
implications of what they are doing. Understanding the things that really make a big 
 financial difference—and the things that really don’t—helps everyone make better decisions 
throughout the life of the project.

Estimating Costs

When evaluating Software as a Service (SaaS) systems such as Salesforce.com, it is tempting 
to think that cost analysis isn’t critical. After all, it’s just a monthly fee and you pay only 
as long as you’re receiving value . . . right? That’s what the salesperson wants you to think, 
if only to make you stop thinking. Life isn’t that simple.

Procurement

The big three cost areas are procurement, implementation, and ongoing user expenses. 
Procurement costs for SFDC, like most SaaS products, consist of a monthly fee. The fee var-
ies based on the following factors: 

 • The number of users (internal “full feature” users, platform users, partner users, and 
customer users)

 • The version you buy (most readers of this book will purchase Enterprise edition, 
but many will also want the Mobile edition, the sandbox, or other extra-cost items)

 • The length of the contractual commitment (one year is the minimum; more than 
three years seems to make little difference to the discount)

 • Your willingness to prepay (prepaying one year makes a difference, but longer  
prepays seem to make less of a difference)

who shoUld pAy?

The best decisions will happen when the departments that benefit the most pay the most 
for the system . This typically means sales should pay at least 50% of the total, with 
marketing and support sharing the remainder of the cost . Of course, this split depends 
entirely on your company’s organizational structure and system usage .

Another funding formula is to have the project be financially sponsored by the executive 
suite—at the corporate or business unit level, which shows executives’ level of commitment .

The only funding model that doesn’t work is to have central IT foot the bill . While this 
works with infrastructure, in SaaS applications—and particularly those that directly benefit 
only a part of the company—this model doesn’t work in either the short run or the long run . 
Check out Chapter 6 for more on this topic .
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Because you’re gong to be delivering the system in phases, make sure to activate only 
the number of seats you’ll actually use at any one time. In the negotiations for a large deal, 
this aspect of incremental deployment may save your company a significant sum.

Include add-on products in your procurement cost estimates, thinking through phasing 
effects that will affect the number of users and timing of activation for each product sepa-
rately. Most add-on products for SFDC are also SaaS, but a few are on-premises products 
with hardware requirements and perpetual licenses. For those products, don’t forget to 
include the cost of hardware procurement.5 

Do not neglect support fees. The basic support level that’s included in SaaS products will 
be insufficient for at least your first year. You’ll need speed of access to in-depth expertise 
that is available only through premium support. Your team members (particularly develop-
ers and system administrators) will also need technical training classes to become rapidly 
productive. Do not negotiate for these items piecemeal if you want the best discount.

If your company will have more than 100 users, the annual fees for SaaS can be a sur-
prise. While it’s true that you aren’t paying for upgrades, patches, hardware, and operating 
staff, SaaS fees can easily exceed $100,000 per year, and the amount climbs to more than 
$1 million per year for the very largest deployments.6 Don’t assume that you’ll have a lot 
of bargaining power once the deal is signed: the only way you can get a better discount is 
to buy even more or to commit for an even longer period. Downgrades are not allowed. The 
vendor knows you don’t have a credible threat of changing the system, as the real cost of 
a changeover can be quite large even with the flexibility provided by SaaS’s Web services 
technology. As your users grow accustomed to features and your developers become experts 
at using SFDC’s APIs, you will be just as locked in to the vendor’s technology as you would 
be with any Microsoft product. 

To get a significant discount on the procurement, you’ll need to get a budgetary alloca-
tion for the multi-year commitment. Work with your Finance department to develop the 
business case, making sure those personnel understand that the number of users will go up 
over time even if the per-seat price is stable.

Implementation

In contrast to “procurement costs,” implementation costs for SFDC and other SaaS products 
are one-time fees. You will almost certainly need consulting and other services required to 
convert legacy data, integrate with other systems, write custom APEX and VisualForce 
software, test the system, deploy it, and train users. Do not assume that your internal IT 

5. For both security and performance reasons, you’ll almost certainly want any on-premises add-on products to 
run on dedicated servers.

6. Discounting on SaaS deals is much less than it is for traditional enterprise software. Discount levels for the 
very largest deployments (10,000 users or more) are a well-guarded secret, but it is unlikely that discounting 
exceeds 80% even at that level. If you have knowledge about the negotiated price of a large SFDC deal, feel 
free to email me at david@SFDC-secrets.com.
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people are interested in SaaS projects or that they have the required skills and experience 
(but check out Chapter 13 anyway). Some of the implementation costs are easy to identify 
and are “fixed fee” in nature (e.g., training classes). Most of the big elements of implemen-
tation, however, are highly customized and can be brought to a fixed-price bid only after 
significant analysis by your vendor. Of course, every Finance department will want a fixed 
price, but there is significant gamesmanship in the bidding process. It is very easy to get 
caught up in the engineering change order (ECO) trap, where “fixed price” contracts create 
an avalanche of over-runs. 

when the priCe isn’t right

At the beginning of a project, all you can see is price . At the end of the project, all you’ll 
remember is the value of benefits, the quality of the work (or lack of it), the pain (or lack of 
it), and the over-runs (large or small) . It’s easy to be “penny wise and pound foolish .” It is 
far more important to choose a vendor that you can trust, rather than one that bids low. 
You need to see proven experience, skills in project management, actionable communication, 
and references from other customers . 

One of the advantages of the phased deployments we recommend in this book is that 
the vendors can give you a more accurate bid for the immediate phase (which will be very 
tightly defined) than they can for the project overall (which may suffer from scope creep 
and extensions) . Best practices are to use hourly rates with a tightly managed cap rather 
than fixed-price engagements because this practice (1) exposes the scope creep that hurts 
overall chances of project success, (2) avoids the bickering, administrivia, and gamesman-
ship of fixed-price “change orders,” and (3) prevents vendors from hiding large margins in 
their bid . 

Explore your consultant’s willingness to work using performance incentives . If they are 
designed properly, these types of contracts can yield the best possible deal for you because 
your goals and metrics are tightly aligned with the consultant’s . As wondrous as pay-for-
performance contracts are, they’re equally rare . But give it a shot .

The first step in quantifying the implementation costs is drawing up the statement of 
work and development/integration requirements for each of the projects. The more home-
work you can do yourself, the more accurate the vendors’ bids will be. Some of the project 
areas will require analysis that you can’t do, and the bidding vendors will have to analyze 
this themselves. The vendors are unlikely to do enough “drill-down” analysis for free, but 
there’s good news: this scoping project will be short and should be fixed-price. This is 
money well spent before you make a large commitment. Some vendors will do this scoping 
project only after you have signed on with them for the main project. My own experience 
with this kind of vendor is not good, but don’t treat that issue as a show-stopper. If the 
vendor is very well qualified and you trust the consultant, proceed.
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Note that the cost of implementation talent for serious SaaS projects isn’t that much 
different from the corresponding costs of conventional on-premises software packages. 
Skills and deep experience in SaaS implementations are fairly rare (particularly outside the 
United States), and fees can be $300/hour or more for the best people. Many customers 
have experienced overall implementation costs that exceed the software fees they pay to 
their SaaS vendors in the first year. Although this amount is significantly fewer dollars 
than customers paid for classic enterprise software (where implementation was typically 
projected to be 1.5 or more times the cost of the software licenses), it may still come as an 
unpleasant surprise if proper allocation for it has not been arranged.

Do your cost estimates only for the initial implementation, but know that the happier 
your users are, the more likely they will be to ask management for further system enhance-
ments. It is not uncommon for companies to have multiyear engagements before they reach 
the management nirvana of the 360-degree view of the customer.7 

Don’t forget the costs of your internal people. It’s not unusual to have five people be 
involved on a full-time basis in an SFDC implementation (even with consultants), with 
another five involved intermittently. Even though these people’s salaries are already bud-
geted for, the effort they put into SFDC will be time that won’t be available for other com-
pany priorities. 

Ongoing Costs

After estimating total first-year costs—first-year fees, add-on procurements, and implementa-
tion expenses—the ongoing costs for SaaS basically consist of the annual subscription fees. 
There may be some one-time costs in the out-years (such as a data recovery exercise or 
temporary use of SFDC’s sandbox), so put a placeholder in those budgets. The more interest-
ing ongoing costs are related to people: follow-on implementation or expansion work, train-
ing costs for new users or administrators, travel and fees for power users attending technical 
conferences (a good investment), and time for any consultants working on the system.

As with any large system, data pollution is an inevitability and is poisonous to the system’s 
credibility. Business analysts and others will discover corrupted or duplicate data creeping into 
the system over time. Whether it’s a temporary coder, a data-entry clerk, or overtime hours of 
internal people, some corner of the budget should be set aside for a health check and cleanup 
session at least once a year. You’ll almost certainly want a deduping or data cleansing tool, 
which will cost at least $3,000 per year, which is money well spent (see Chapter 7 for discus-
sion of this). Furthermore, identifying the source of the problem, rectifying it, and cleaning 
up the data are often tasks carried out in collaboration with contractors. 

7. This refers to the ability to see all customer interactions with your company from all angles, from Web site 
visits to payment history to letters of complaint. This visibility lets management see which accounts are the 
most valuable versus which customers are noisy but just not profitable enough. While this 360-degree visibility 
is very powerful for marketing and management personnel, it involves extensive integration and changes to 
business processes that can take years to come to fruition.
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These ongoing costs are likely to be most pronounced in year two of the system, but some 
budget should be set aside every year after the initial deployment.

Quantifying the Return 
Any project this size has to be justified with improvements to the bottom line. The two 
components of achieving this goal—lowering costs and increasing revenues—are hard to 
quantify. But they can at least be modeled to provide a credible SWAG.

Lowered Costs

To counterbalance all of the costs outlined previously, it’s important to identify areas of cost 
saving. Because SFDC is a salesforce automation system, you’d expect to find some. But 
that’s rarely the way it works—after all, many of the expense areas are sunk costs that can-
not be recovered or labor that is taken for granted. You may have to be a good detective to 
ferret out the labor savings. 

The first obvious place to look is cost avoidance for the system SFDC is replacing. It 
won’t be much, but at least it can be immediately quantified. Next, look at ancillary systems 
that can be decommissioned because SFDC makes them less relevant. For example, you may 
have a large number of spreadsheets for the marketing group with macros that won’t need 
to be maintained or extended any more. 

The next place to look is wasted labor. Whether the waste takes the form of contractors 
or employees, the hourly rate should be quantified. The first waste-avoidance item will be 
system administration and maintenance for software and hardware that can be retired. This 
will probably amount to at least 32 hours per month; for large systems, it can be much 
more. Another source of wasted labor is sales administrators who—even in small compa-
nies—may spend 8 or more hours per week preparing the weekly forecast, and order opera-
tions people who spend 20 hours or more in order entry, correction, and reconciliation. 
Some business analysts also have to spend huge chunks of time trying to piece together 
spreadsheets from fragments of customer data. In addition, order fulfillment people (license 
generation, shipping, distribution, and expediting) may spend their entire day doing things 
that could be 80% automated. Finally, customer support people can easily waste 10 minutes 
per call trying to find data, correct erroneous entries, or fix problems that could have been 
avoided by automation. These areas of direct waste add up, as they occur every week and 
may become much larger in the closing weeks of the quarter. Even though employees’ time 
is a “sunk cost,” quantify the savings as if those workers were paid by the hour. 

See Table 1-2 for an example cost-savings matrix for a small company (as always, visit 
the book’s Web site to find free downloads of Excel and other files that you can use on your 
project). Check out www.SFDC-secrets.com for other examples.

www.SFDC-secrets.com
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Table 1-2 Potential Cost Savings and Efficiency Improvements 

Cost Savings Units Savings/Year

Hard Cost Savings

Ongoing license fees for existing SFA/CRM system n/a n/a

Support fees for existing SFA/CRM system n/a $2,000

Hardware maintenance and support costs for SFA/
CRM system

1 server $1,500

Auxiliary software products for existing SFA/CRM 
system

3 licenses $3,000

Potential Cost Savings/Efficiency Improvements

Tradeshow and related travel expenses reduced 1 tradeshow/year $30,000

Advertising and other marketing expenses reduced n/a $20,000

Avoiding unproductive on-site sales calls/
demonstrations

1 meeting/year $2,000

Avoiding low-probability “proof of concept” 
projects

1 POC/year $2,000

Improved product marketing and engineering 
decisions

n/a $10,000

Improved executive decisions 1 decision/year $25,000

Internal	Labor	Savings

System administration time for existing SFA/CRM 
software and hardware

16 hours/month $20,000

Sales administrator time reconciling orders 32 hours/month $30,000

Sales administrator time rolling up forecast 32 hours/month $30,000

VP time investigating/adjusting weird forecast 
numbers

12 hours/month $12,000

Missed Opportunities

Lower	cost	of	customer	acquisition	by	5% 50 new customers/year $100,000

Prevent one lost sale* 1 new customer/year $50,000

Ability to do one more upsell* 1 upsell/year $20,000

* This should be the revenue from the average first sale to new customers. Sophisticated finance types will tell 
you that this is an overstatement, and will try to get you to use the profit from a new customer instead. Don’t 
do it: your fall-back position should be the contribution margin value from an extra transaction.
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Opportunity Costs

The larger cost savings are more difficult to quantify because they involve missed opportu-
nities or avoidance of wrong decisions. What would it mean if the cost of customer acqui-
sition were 5% lower? How would it lower costs if the sales cycle were a week shorter? What 
would be the impact of reducing sales representative turnover by just one rep per year? 
What percentage of marketing dollars is spent on marketing to the wrong people or par-
ticipating in the wrong events? How much could be saved if you could quantify which 
marketing activities really produced revenue, rather than just “visibility”? How much travel 
expense and labor could be saved by avoiding just one unproductive tradeshow, sales call, 
or proof-of-concept project? If you knew more about which prospects were (or weren’t) 
going to yield the most profit, which other improvements could your company make? 

Focus on quantifying external waste that could be reduced, rather than on internal jobs 
that could be eliminated, as the latter will bring the project nothing but political strife. 
You’ll need to interview people in sales, marketing, and pre-sales support to make this 
determination. Nevertheless, as you develop an effective model for estimating the cost sav-
ings, the amount saved can turn into big money. 

There is also value to the risk reduction that SFDC will bring. Hits to customer reputation, 
knocks to brand value, and even Wall Street embarrassment all cost the company money—
and all can be improved by a really solid SFA system. Avoiding just one unreliable forecast 
or a few irate customers can save enough to pay for the whole of SFDC. The problem, of 
course, is quantifying this value.

HEAD’S UP!

Watch out for finance groups that try to use your estimates as a justification for cutting 
the budget of other departments. They may say, “Well, if you do such a great job 
detecting unproductive marketing activities, we’ll just cut their budget by 10% now to 
make sure you actually achieve that goal.” This kind of budgetary reasoning can get 
poisonous in a hurry, so always couch cost savings as potential and as a way of increas-
ing the leverage of the money that will be spent anyway. In other words, describe the 
change in terms of improved ROI or getting more value for the company’s money, not 
in terms of spending less money.

Increased Revenues

The flip side of lowering costs is increasing revenue. To develop credible estimates, it’s 
important to interview several sales and channel managers, discounting the opinions of 
people who are not directly responsible for revenues. It is political suicide to present your 
revenue conclusions without having first reviewed them with the Sales VP. 
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Develop a spreadsheet that shows the value of extra deals that could be closed with the 
aid of better prospect and customer information, better lead quality, tighter qualification, 
and higher conversion/win rates. What if a hot prospect never “fell through the cracks”? 
What would be the value of the extra deals you could do if the sales cycle were shorter? 
What kind of extra revenue might the channel produce if leads were handed off and man-
aged more effectively? What would be the value of doing one additional “upsell” per year 
or of closing a deal with one more customer? What if your customer loyalty or retention 
rate increased by 10%? For the sake of credibility, keep the estimates conservative.

It’s also a good idea to identify opportunities to increase sales leverage—that is, getting 
more yield from the same cost structure. How would it change the company if a sales rep 
could manage twice as many deals without slip-ups? Or if a sales manager could manage 
50% more sales reps? How would the company operations change if the forecast were really 
reliable in week 10 of the quarter? These issues could mean better scalability for the com-
pany and ability to respond to market changes more quickly. These speed and scalability 
advantages increase both the profitability and the value of the company.

Beware of politics surrounding revenue estimates. It’s tempting to say something like, 
“We could increase revenue 10% if only . . .” Sales executives may be very sensitive about 
this topic, and ornery finance executives might say, “We’ll approve this project if only the 
Sales department is willing to increase its quota by 10%.” To avoid this downhill spiral, 
focus your estimates on quantifying the increased probability of making the revenue targets 
the company already has. This approach is a less direct way of making the business case for 
SFDC, but it avoids the political traps and still makes the point.

Finally, beware of blatant double-counting of cost savings or revenue improvements. 
While some double-counting is almost unavoidable, if it’s too obvious it simply lowers your 
credibility (note that the example in Figure 1-4 on page 63 shows just “the right amount” 
of double-counting).

Developing a Straw-Man Schedule
Part of making the business case for SFDC involves answering the question, “How soon can 
we get the benefits?” Once the project is approved, the schedule will be the single most vis-
ible aspect of managing the implementation. While SFDC and other SaaS systems can be 
turned on in a day or so (the SFDC sales reps will have made sure to tell you that), the 
standard system that is delivered will be of no practical use until it is configured (somehow 
the SFDC reps may not have emphasized this point). The time to configure the system may 
be short, but the time required to think through and test precisely how you need the system 
configured will be just as long as it would be with enterprise software. And the biggest cost 
and schedule elements—integration and data import—are just as large and uncertain as they 
would be with a conventional system. In large companies with a sophisticated IT  department, 
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allocate time in your schedule for initial review meetings: even though SFDC is a hosted 
system, security and compliance reviews will be required before you’re allowed to “go live.” 
Given that unexpected delays may be tagged as “project failures” by upper management, 
estimating the schedule and setting executive/sponsor expectations appropriately are key 
success factors for delivering the project.

As with any complex project, the SFDC schedule estimate has to be based on a reason-
able best-case scenario: you assume that you won’t make wrong decisions, that the right 
resources will be available when needed, and that there won’t be any unpleasant discover-
ies along the way. To counteract this structural optimism, buffer elements must be added 
to the schedule during the riskiest tasks (such as development of a new software element 
or integrating an external system). Buffer elements must also be added during weeks that 
are critically constrained for sales personnel and executive management (e.g., sales man-
agers are unlikely to be responsive to an action item during weeks 12 and 13 of the 
quarter, and no executive can be expected to attend an SFDC management review during 
the week of quarterly results and the board meeting). One of the first things a project 
manager should do is collect the calendar of “blackout periods” for each key resource. 
Immediately after completing this task, the project manager should identify “forcing 
functions”—external events with firm deadlines—that will likely drive the deployment 
calendar. For example, an annual sales meeting will be an ideal time to roll out new 
functionality and do user training. 

gAntt ChArts, pert diAgrAms, And other mAnAgement delUsions

While developing the schedule estimate, it really helps to use a Gantt charting tool such as 
Microsoft Project . This kind of software is fairly straightforward to learn, and during the plan-
ning phase its nice charts can help persuade busy managers about resource commitments . 

By contrast, it is a very rare project that will actually use the Gantt charting tool during 
the life of the actual project, because maintaining the data and updating the schedule 
require a tremendous amount of effort . Unfortunately, few project participants will be 
willing to update their own information, so maintaining an accurate Gantt schedule will 
usually fall to the project manager . Most of the time, the day-to-day schedule will take the 
form of a spreadsheet . Set expectations with management accordingly .

That said, when a new project phase starts (or, less optimistically, when a major rework 
of the schedule is required), it is a good idea to redo the Gantt charts . Store backup copies 
of the original chart files for comparison purposes, but develop new ones that show the 
expected work breakdown structure at an overview level . You can have hours of fun 
comparing the original schedule with reality, and develop lessons learned for later phases of 
the project .
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Ironically, one of the major areas of schedule uncertainty is in requirements setting and 
prioritization. A very common problem of large IT projects is to over-specify at two levels: 
at the high level, creating requirements that have questionable or unknown business value, 
and at the low level, specifying things in too much detail. At both levels, over-specification 
creates a lot of extra work and often engages employees in a level of perfectionism that has 
limited payoff. 

The idea behind “value engineering” is making sure that a requirement is going to be 
worth satisfying before you spend the resources to do so. The best possible investment you 
can make as a business analyst or project manager is time spent vetting and validating 
requirements, because every hour you spend can save days of effort later. Allocate double 
the amount of time you think you’ll need for interpreting and prioritizing requirements, as 
“smoking out” a marginal or bogus requirement can cut overall wasted effort in half. 

Although the iterative process of an Agile project (described in Chapter 4) helps to con-
tain the risk, any significant project will require a large number of meetings to discover 
what the requirements really are, how to prioritize and sequence them, and what they really 
mean for the system implementation. 

the Art oF the qUiCk win

From the outset, it’s important to develop a wide collection of user-visible features that can 
be liberally sprinkled through the schedule to maintain the perception that progress is being 
made and that the project is delivering business value on a frequent basis . This “quick win” 
list gives the project leader a tool to manage expectations and counteract a known negative 
(for example, “For the next two weeks, you can’t do X, but we’ve given you this cool new 
feature Y to make your day go better”) . Sometimes, a quick win is preventing a problem from 
ever occurring again . At other times, it’s creating an alert to automatically flag unusual 
situations or adding a new “toy” that will keep users interested . 

The quick win doesn’t have to involve a lot of technology—the less, the better—and it 
should never involve a lot of work . It can be something as simple as a “mashup” with a traffic 
map so reps can figure out which route to drive to get to their appointments . Fortunately, 
SFDC’s AppExchange has hundreds of free add-ons that provide features for users . Early in 
your project, do a survey of the AppExchange to see which freebies you can drop into the 
system during the implementation . Create a calendar of the “goody drops” and reschedule 
them as needed during the project 

The project leader needs to creatively identify other opportunities for quick wins . 
Sometimes, just putting data in one place can create several opportunities for wins . For 
example, if you put all your employees’ contact information into SFDC, which kind of reports 
could be generated? How about a mailing list for HR, or a birthday list for the administrative 
employees? These featurettes may take 10 minutes to implement, but each one can give you 
a week’s worth of breathing room .
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The sequence of phases can be as important as the amount of effort applied to the proj-
ect, because the sequence of features determines which system benefits are visible to the 
users and sponsors. Unfortunately, even with SFDC some amount of effort will be required 
for enablers—infrastructure, integration, data cleansing, analysis, and testing—that don’t 
deliver any specific feature (even though no feature would be possible without those func-
tions). The resource for this infrastructure work needs to be planned first, before the visible-
feature work is planned. However, always have something for the users. A project that 
devotes more than two thirds of the effort to things without visible results will have a tough 
time surviving in most organizations. 

The project phases should start with the core of SFDC, and then add system extensions, 
external data, and external system integrations on top of a stable base. This order is pre-
ferred for two reasons: technical simplicity and user training. Users rarely have patience for 
training sessions lasting even an hour, so the amount of change you present to them during 
each session must be fairly small. You want users to become proficient with the core of the 
system that’s immediately relevant to their jobs before you focus them on the fancier parts. 
Chapter 5 provides much more detail on training.

The early schedule for a deployment will look something like Table 1-3. Note that this 
schedule is realistic only for a fairly small implementation of SFDC and a proficient

Table 1-3 Schedule for Small- to Medium-Sized Company SFDC Project Phases 

Phase Description
Start 
Date

Completion 
Date

Current 
Status

Business 
Processes

Affected 
Departments

1 Lead	capture	and	
routing

3-Mar 17-Mar Done Pipeline 
formation

Marketing, 
Sales

1 Campaigns and Web 
site integration

3-Mar 24-Mar Done Pipeline 
formation

Marketing

1 Historic lead import, 
1 year

3-Mar 1-Apr Done Pipeline 
formation

Marketing

1 Lead	scoring	and	
qualification

18-Mar 7-Apr Done Pipeline 
formation

Marketing, 
Sales

2 Opportunity creation 8-Apr 15-Apr Done Pipeline 
formation

Sales

2 Basic forecasting 
reports

15-Apr 22-Apr Done Pipeline 
management

Sales

2 Opportunity aging and 
backtrack alerts

15-Apr 29-Apr Done Pipeline 
management

Sales

2 Advanced forecasting 23-Apr 5-May In 
progress

Pipeline 
management

Sales, Finance, 
Executives

Continued
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Phase Description
Start 
Date

Completion 
Date

Current 
Status

Business 
Processes

Affected 
Departments

2 Order-level quoting 1-May 15-May In 
progress

Quote to 
invoice

Sales, Finance

2 Line-item-level	
quoting

16-May 1-Jun Not 
started

Quote to 
invoice

Sales, Finance

3 Historic opportunity 
import, 1 year

16-May 15-Jun Not 
started

Quote to 
invoice

Sales, Finance, 
Support

3 Historic opportunity 
import, 3 years

16-Jun 16-Aug Not 
started

Quote to 
invoice

Sales, Finance, 
Support

3 Contract import, 1 year 16-May 15-Jun Not 
started

Support and 
renewals

Sales, Finance, 
Support

3 Contract import, 3 
years

16-Jun 16-Aug Not 
started

Support and 
renewals

Sales, Finance, 
Support

3 Support ticket 
integration

16-May 1-Aug Not 
started

Support and 
renewals

Support

3 Advanced forecasting 
reports and alerts

16-May 15-Jun Not 
started

Pipeline 
management

Sales, Finance, 
Executives

3 Advanced campaign 
reports

16-May 15-Jun Not 
started

Pipeline 
formation

Marketing

3 Dashboards 16-May 1-Jun Not 
started

Executive 
management

Executives

implementation team. Here are some guidelines to use as a sanity check on your schedule. 
Note that these recommendations are minimums, so it’s fine if your schedule assumes slower 
progress. Many of these tasks can be carried out in parallel, so they may overlap on the 
calendar.

 • Initial SFDC bring-up, including basic configuration of users, roles,  profiles, 
territory assignments, security, and basic user training: 2 person-weeks per 
100 users or operating country.

 • Integration with your company’s Web site and Web advertising campaigns: 
1  person-week for a simple static system, 3 person-weeks for a full content- 
management system.

 • Integration with external email blasting or marketing automation systems: 
1  person-week per system, but bugs and testing may make this much longer. 

Table 1-3 Schedule for Small- to Medium-Sized Company SFDC Project Phases, Continued
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 • Preparation for data import/migration: 1 person-day on the learning curve for each 
data source.

 • Lead information import, including data cleansing, deduping, reorganizing, and 
enrichment: 1,000–10,000 records per person-day, depending on what kind of 
shape your data is in.8

 • Account import, including account renaming and hierarchy creation, deduping, and 
enrichment: 500–5,000 records per person-day, depending on how many sources 
of “accounts” you have and the shape of the data.

 • Contact information import, including data cleansing, deduping, reorganizing, and 
enrichment: 500–5,000 records per person-day, depending on what kind of shape 
your data is in.

 • Lead/contact activity and campaign history, including data cleansing, dedup-
ing, reorganization, and enrichment: 500–5,000 records per person-day, depending 
on what kind of shape your data is in.

 • Opportunity history import, including creation of historical accounts, contacts, 
notes, and attachments as necessary, data cleansing, deduping, reorganizing, and 
enrichment: 40–5,000 records per person-day, depending on what kind of shape 
your data is in. 

 • Price list, product structures (SKUs), and quoting rules: 50–500 line items per 
person-day, depending on the complexity of your products, pricing models, busi-
ness rules, and update history. Due to the nature of price lists, integrating the full 
price list may require several weeks of additional analysis and restructuring.

 • Contract history import, including data cleansing, deduping, reorganizing, and 
enrichment: 50–500 records per person-day, depending on the shape your data is 
in. Many companies actually have to scan or key in data from paper contracts, 
which obviously means even lower productivity than indicated here.

 • Customer asset inventory import (such as serial numbers, license keys, and other 
purchase history info): 500–5,000 records per person-day, depending on what kind 
of shape your data is in.

8. Data need to be cleaned of errors (typos, bad entries), normalized (e.g., state names changed to ISO-standard 
codes), and validated (e.g., checking that the postal code corresponds with the state or province name). These 
tasks are trivial if all relevant data reside in one system and your processes inherently clean data as those data 
are used. Of course, the more data you have, the more different ways it can be messed up (particularly if the 
data have been imported from one system to another over several years). The worst-case scenario is having to 
cross-check system data with paper records or unstructured files (such as email, Word, Notes, or PDFs), as often 
happens with contracts. In these cases, it’s important to import only the essential data, and to carefully assess 
the business value of processing another year’s worth of historical records.



58  ChAPter 1 n PlAnning AheAd

 • Support “ticket,” case, or “customer incident” data import, including creation of 
historical accounts, contacts, notes, and attachments as necessary, data cleansing, 
deduping, reorganizing, and enrichment: 40–5,000 records per person-day, 
depending on what kind of shape your data is in. 

 • Internal reports and dashboards: 1 person-week for the initial “toy” versions, 
although just the meetings to decide about the reports and modify them can take 
that long. Note that reports and dashboards will continue to evolve, so expect this 
effort to require several person-weeks of work over the first year of system use.

 • External reports, data analysis, and business intelligence: several person-weeks, 
although it may take much longer depending on the amount of data to be analyzed 
and the tools used. 

 • Workflows, alerts, and basic automation: 1 person-week for the initial set, 
although making decisions about policies and business rules can often take much 
longer. There is often a surprising lack of clarity about sales territories, compensa-
tion plans, business rules, and other automation essentials.

 • Integration with external systems: no estimate is possible without a technical analy-
sis of the two systems. Even though several SFDC partners provide “out of the box” 
connectors to scores of external software packages, in most cases significant extra 
work is required after the initial connector is installed. Often, the two systems can-
not be perfectly synchronized, so extensive data manipulation may be required to 
reconcile the two systems’ data sets.

It is almost impossible to budget too much time for data cleansing and integration 
projects. Don’t try to be cheap—it will only hurt the project in the long run.

Avoiding the Big Bang Project
Throughout the process of “selling” the Salesforce.com project, getting the budget, and 
allocating the staff, expectations are being set about all the problems that will be solved. 
During this process, expectations are being set about the schedule as well—and often a fixed 
date (usually the first day of a fiscal quarter) emerges as an important corporate milestone. 
Finally, management develops expectations about the nature of the deployment, usually 
focusing on a system cutover, where users switch from the old way of doing things to the 
new system. And almost always, all of these expectations will prove to be wrong.

This story is as old as the computer industry itself. You don’t have to believe me: Fred 
Brooks’ classic The Mythical Man Month described how the larger the systems project, the 
more likely it was to be late. Even better, the further a project was into its schedule, the more 
likely it was that increasing the staffing and investment would make it even later. 
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The classic complete-system launch, sometimes called a Big Bang project, just doesn’t 
work for software. It can work when there is military-style command and control: the 
Manhattan project, Operation Desert Storm, and the Apollo program are shining examples. 
But in business systems, it’s hard to find examples where a Big Bang was a big success. 
Businesses don’t have tight military hierarchies, and IT has a culture of trying to accom-
modate new business requirements during the project. This accommodation and tendency 
toward scope creep—particularly in software—is a poisonous cocktail. The Standish Group, 
an IT consultancy, published a series of studies that extensively analyzed failed IT projects. 
The Chaos Reports concluded that overblown requirements and overzealous adherence to 
large, monolithic deliveries were key warning signs of failed projects.

We’ll discuss this issue in detail in Chapter 4. For now, be aware that the most important 
thing the project team can do before any project work begins is to avoid three things:

 • Fake, vague, or overstated requirements

 • Infrequent project milestones

 • Large, complex, monolithic project deliverables

Avoiding sCope Creep

Scope creep is one of the most dangerous things that can happen to a project, and the 
danger grows in tandem with the size and length of the effort . This problem occurs when-
ever a requirement is stretched, an assumption made that “we can fit that in,” or an even 
better idea is proposed by executives . 

The chief symptom of scope creep: the requirements list grows while the project is under 
way . Because items aren’t removed from the priority list, the number of deliverables grows 
even though the budget and schedule are unchanged (or worse, are being overspent by the 
project) .

There’s a particular temptation to load up the requirements even further whenever a 
project needs to get a schedule or budget extension, even though it should be obvious the 
project is already at risk of under-delivering .

The only solution for scope creep is vigilance among everyone on the project team, 
regular management reviews to root out new creepy requirements, a very persuasive project 
leader, and consistency on the part of executives . The project leader will need to develop 
political skills to escalate scope-creep issues without angering the people who are proposing 
the additional Great Things for the project .

Even if the project has been “sold” with a lofty set of goals and tight Big Bang deadlines, 
it is important to quickly move to a phased approach. This isn’t just because of the IT “laws 
of physics”; it’s also human nature. Put simply, change management and confidence 
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 building take time. For even small companies, reset executive expectations by making the 
following arguments:

 • We all know what the desired end-state is going to be, and those goals have been 
agreed to. But until the project is fairly far along, we can’t know which problems 
we’ll find in our data, precisely how business processes need to change, or exactly 
what every user will need.

 • Given this inevitable uncertainty, the best way to achieve our goals is to rapidly 
deliver a part of the project big enough to provide value to the business. This first 
delivery will give users a chance to learn the system and provide real-world feed-
back that will improve later system deliveries.

 • Delivery after the first phase should be incremental, with each cycle providing a new 
element of value to the business. Having small, frequent deliveries makes it more likely 
we’ll have happy users and low risk while meeting budgetary and schedule goals.

In making these arguments, the trick is to find the right “cornerstone functionality” to 
deploy for each phase, paired with the internal constituency you want to leverage. This 
decision making will be profiled in detail for each phase as described in Chapter 4, but as 
part of selling the project you’ll need to establish the constituency for the first phase’s sub-
system right now. 

The best way to select the subsystem is to answer this question: Which system element 
could be deployed the soonest and deliver real value to a meaningful constituency? By 
producing a quick win, you earn credibility for the project as well as users for the system. 

Outsourcing
Almost inevitably, you will need to use some outsource resources to assist in the project 
implementation, and you’ll want at least budgetary placeholders for them. There are many 
tasks that your internal team shouldn’t want to get good at. Even so, you cannot outsource 
everything—your team must be involved to define business rules, perform data extraction, 
review prototypes, validate data conversion, do acceptance testing, and, of course, manage 
the project. One thing to insist upon is a full “technology transfer” from any consultant 
you use, so that your team becomes self-sufficient in any area of ongoing development or 
maintenance.

In evaluating and choosing vendors, follow these rules of thumb:

 • The product vendor’s consultants will know more about the internal workings of 
their product than any partner consultant can. They will also have direct access to 
product engineering, and will have several “back door” tricks that can save time and 
make their prices a bargain. For internal extensions, customizations, scripting, rule 
setting, query design, and other “deep dive” projects directly related to their own 
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products, the vendors’ consultants are likely to be the best choice. However, they are 
less likely to be the right people for external integrations or business process design.

 • A specialist system integrator with a practice dedicated to SFDC or other SaaS prod-
uct is likely to know best how to do “external work” that integrates across applica-
tions. However, these individuals’ level of knowledge and skill regarding business 
processes vary dramatically. In fact, many firms that are fully qualified at the tech-
nical level have zero capability when it comes to understanding and optimizing 
business processes. Check references before you make specific task allocations!

 • A technical “coding shop” typically will be very good in its particular domain (for 
example, enhancing a CMS-driven Web site or an external order-management sys-
tem), but those employees may not have experience with Web services and high-
speed integration using SOAP.9 Even though most SaaS applications use Web 
services for integration, every vendor uses the core technology a different way. For 
this reason, it’s important to check the vendor’s experience with SFDC’s APIs and 
any AppExchange products you’re planning to use. As always, references are more 
meaningful than vendor claims.

 • A consultant who already works with your company has a natural advantage over 
outsiders. In addition to already being “connected” in your organization, the incum-
bent consultant is much more likely to know a lot about your technical environment 
and at least something about your business processes. Check with your IT organiza-
tion to find out who is already under contract. If you’ve got only a few person-
months of work to do, the incumbent’s advantage may be a decisive one.

 • Data cleansing and enrichment houses can be very economical (using tools and off-
shore resources unavailable to you), but this part of the project must be done right 
and completely to be at all meaningful. Check whether the vendor has done work on 
your size database in an SFDC project: most have not, and they’ll experience a seri-
ous learning curve. Check references to confirm the details, because offshore data 
cleansing/enrichment operations tend to overstate their capabilities and are very 
inefficient at learning to do new things.

 • Management consultants, sales process consultants, and organizational design spe-
cialists understand the human side of your business processes better than any other 
vendor type. Large organizations will typically need to use these consultants to opti-
mize business processes, redesign sales procedures, and set policies. However, these 
consultants are rarely in a position to do implementation work, because they don’t 

9. Many readers won’t know what SOAP is, but that’s okay because it’s a great litmus test for system integrators. 
Ask them to explain it to you: if they don’t know that it stands for “Simple Object Access Protocol,” or that 
SOAP is the way to join applications (or Web services) together in a lightweight, loosely coupled fashion, maybe 
you should look elsewhere. SFDC has a rich set of SOAP application programmer interfaces (APIs) that let you 
access and manipulate almost any system data from other applications. Ask would-be integrators which version 
of the APIs they’ve used (if they aren’t up to version 14, they probably aren’t up to snuff).
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understand the inner workings of SFDC and other systems well enough. They also 
have a tendency to make recommendations that are technically very difficult or 
even unfeasible to implement. So absolutely include them on your team to design 
best practices and increase the speed of user adoption—but do not expect them to 
implement much in SFDC. 

No matter which kinds of vendors you use, it is essential that you have a positive, coop-
erative relationship with them. Adversarial relationships just don’t work—in terms of price, 
quality, or schedule. That said, it’s essential that you manage each vendor relationship 
tightly. Although you don’t manage a vendor in the same way you would an employee, 
vendors are every bit as important to project success and budget as any other team mem-
bers. Weekly checkpoints and monthly scorecards are essential for all vendors.

Generally speaking, there are several areas that you don’t want to outsource. It typically 
doesn’t pay to have an outside team learn the peculiarities of your old home-grown systems. 
An outsourcer should not be making policy and process decisions for your company (they 
can make recommendations, but you have to own the decision). 

Even if a major technology is implemented by outsiders, your internal team needs to 
have ongoing capability and knowledge. For example, you’ll want to be able to make simple 
system modifications without calling in a vendor, and it’s a good idea to be able to make 
minor changes to cope with the inevitable upgrades of external systems or minor updates 
to business rules. In your resource allocation, think through which of the tasks must be done 
internally, which should be done through a vendor, and which should be done jointly.

Setting Executive Expectations
Executives have been trained to see a business case that’s firm and a schedule with a clear 
end-date. Unfortunately, large systems projects don’t fit that model too often. And Agile 
project management, which is designed to make quality deliveries of what’s really needed 
in the shortest amount of time, creates a frustrating uncertainty about exactly what will be 
delivered when. The project leader must bridge that gap.

The first step is to convince the executives that SFA/CRM systems and processes must be 
adaptable to evolving business needs, so they are never completed the way a building would 
be. The next step is to focus attention on the cutover (or “go live”) date, including the abso-
lute minimum criteria that must be met to achieve this goal. Most significant SFDC imple-
mentations are replacements for previous systems, so it should be fairly straightforward to 
identify the criteria for the new system to be “good enough” to support the switchover. It is 
important to use terms like “good enough” or “acceptance criteria” to communicate that the 
system will continue to evolve after the go-live date. Some functional areas need to be only 
at the 80% level at cutover time to support the business.

As always, perfectionism does not pay. By focusing the discussion on what is really needed 
to support a given business process on a day-to-day basis, you can get realistic objectives and 
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feedback on which tradeoffs could be acceptable at the go-live date. For example, it may be 
okay to manually approve orders for the first month of operation, so as to make sure that the 
automatic order approval rules accurately reflect your business policies. 

The executives need to know that functionality will be delivered incrementally, and that 
their staff will need to play active roles in assuring quality over several phases. Executives 
also need to know when the key business processes affecting their specific departments will 
be done. Consequently, we recommend organizing the presentation of the schedule in two 
ways: chronologically, for the overview perspective, and organizationally, for each execu-
tive. Keeping the schedule in a spreadsheet (which can be generated from your Gantt chart-
ing tool) allows rapid creation of these executives’ views, as shown in Figure 1-4. In this 
view, many tasks are repeated so that each executive can see the impact on his or her spe-
cific organization without having to refer elsewhere.

Phase Description Start Date Completion Date Current Status Business Processes

   Executives
2 Advanced forecasting 23-Apr 5-May In progress Pipeline management
3 Advanced forecasting reports and alerts 16-May 15-Jun Not started Pipeline management
3 Dashboards 16-May 1-Jun Not started Executive management

   Sales
1 Lead capture and routing 3-Mar 17-Mar Done Pipeline formation
1 Lead scoring and qualification 18-Mar 7-Apr Done Pipeline formation
2 Opportunity creation 8-Apr 15-Apr Done Pipeline formation
2 Basic forecasting reports 15-Apr 22-Apr Done Pipeline management
2 Opportunity aging and backtrack alerts 15-Apr 29-Apr Done Pipeline management
2 Advanced forecasting 23-Apr 5-May In progress Pipeline management
2 Order-level quoting 1-May 15-May In progress Quote to invoice
2 Line-item-level quoting 16-May 1-Jun Not started Quote to invoice
3 Historic opportunity import, 1 year 16-May 15-Jun Not started Quote to invoice
3 Historic opportunity import, 3 years 16-Jun 16-Aug Not started Quote to invoice
3 Contract import, 1 year 16-May 15-Jun Not started Support and renewals
3 Contract import, 3 years 16-Jun 16-Aug Not started Support and renewals
3 Support ticket integration 16-May 1-Aug Not started Support and renewals
3 Advanced forecasting reports and alerts 16-May 15-Jun Not started Pipeline management

   Marketing
1 Lead capture and routing 3-Mar 17-Mar Done Pipeline formation
1 Campaigns and Web site integration 3-Mar 24-Mar Done Pipeline formation
1 Historic lead import, 1 year 3-Mar 1-Apr Done Pipeline formation
1 Lead scoring and qualification 18-Mar 7-Apr Done Pipeline formation
3 Advanced campaign reports 16-May 15-Jun Not started Pipeline formation

   Finance
2 Advanced forecasting 23-Apr 5-May In progress Pipeline management
2 Order-level quoting 1-May 15-May In progress Quote to invoice
2 Line-item-level quoting 16-May 1-Jun Not started Quote to invoice
3 Historic opportunity import, 1 year 16-May 15-Jun Not started Quote to invoice
3 Historic opportunity import, 3 years 16-Jun 16-Aug Not started Quote to invoice
3 Contract import, 1 year 16-May 15-Jun Not started Support and renewals
3 Contract import, 3 years 16-Jun 16-Aug Not started Support and renewals
3 Advanced forecasting reports and alerts 16-May 15-Jun Not started Pipeline management

   Support
3 Historic opportunity import, 1 year 16-May 15-Jun Not started Quote to invoice
3 Historic opportunity import, 3 years 16-Jun 16-Aug Not started Quote to invoice
3 Contract import, 1 year 16-May 15-Jun Not started Support and renewals
3 Contract import, 3 years 16-Jun 16-Aug Not started Support and renewals

Figure 1-4 Executive’s overview of deployment phases
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One of the biggest challenges of setting executive expectations is the iceberg phenome-
non: the toughest work in the project is in infrastructure and data cleanup that has no visible 
feature, no immediate “win” for any department. Most executives don’t have patience for 
these intricacies of the project, and the best way to talk about them is in terms of “laying the 
foundation” for the features they want to see. Foundational work typically continues 
throughout the project, and it’s often best to depict it during all phases. Even so, every single 
phase needs to deliver some interesting feature to at least one department, so the executives 
don’t become frustrated with the amount of effort expended on “invisible stuff.”

Getting the Right Resources Committed
At some point, there will be a meeting to make the decision to move forward. Usually, these 
meetings focus on the immediate expenditures. In contrast, commitments for ongoing 
expenses and effort are assumed away or quickly forgotten—and that’s dangerous. 

For a truly successful large-system implementation, the following funds must be assigned 
to the project at the initial go/no-go meeting:

 • Initial procurement funding for the system, add-on products, and any hardware or 
IT resources required.

 • Ongoing funding for the recurring fees, added to the budget for at least two years.

 • Fees for consultants and service providers needed to configure, extend, integrate, 
and deploy the system. 

 • Fees for training courses and user-group sessions offered by the vendors.

 • Dedicated personnel, typically in the form of a time allocation with specific mea-
sured goals or MBOs:

	 ➥ To make ongoing priority calls about requirements and schedules.

	 ➥ To decide policy issues and business rules.

	 ➥ To design approval cycles, exception handling, and workflows.

	 ➥ To do actual work on the SFDC system, including data cleansing, record imports, 
and other housekeeping tasks.

	 ➥ To do work on external systems such as: data modeling, data dumps, enabling 
external interfaces, doing testing, and other tasks.

	 ➥ To assist with IT infrastructure tasks (security audits, installing wiki software, 
server deployments, and so forth)

	 ➥ To do technical tests of the SFDC system and validation of its external  integrations.
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	 ➥ To do user testing of the system. 

	 ➥ To run final acceptance tests.

 • Regular (brief) intervals of executive time, to escalate issues, break logjams, reallo-
cate resources, and do final approvals.

Surprisingly, most executives tend to focus on the top of this list. In reality, the items near 
the bottom tend to cause the biggest issues with projects over time.

At the meeting, you’ll also need to set general expectations—preferably quantitative met-
rics of success and criteria for a successful deployment—for the first phase. Without these 
objective measurements, executives tend to remember only the date for the first phase 
deployment, which tends to put people in happy-ears mode. Make sure to start the project 
off on the right foot, with documented budgets, schedules, and success criteria.
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customer identification, 93–94
deduping, 110–112
enriching, 115–116, 230–231
lockouts, 179–180
migrating, 99
Named Account model, 295–298
names, 282–284
planning, 311
sales manager management, 311–312
SFDC object model, 78, 81
WaveMaps, 128

Accuracy
data, 71–72
forecasting, 233, 314, 319, 321
leads, 341, 346

Achievable metrics, 5
Active resistance, 204–205

Activities
forecasting, 318
management, 320
migrating, 100
on-demand, 426–427
sales manager, 320–322
SFA Maturity Model, 159
SFDC object model, 78–79, 82
weekly, 425–426

Actors
lead process, 256
in systems, 33

ADA (Americans with Disabilities Act), 413
Add-ons. See also Tools and products

description, 42–44
payment for, 189
procurement cost estimates, 46

Administration
data maintenance, 118
implementation planning for, 411–413
IT activities, 423–430

Administrators
marketing, 360–362
requirements, 181
tools, 223–226

Adobe products, 391
Adoption

encouraging, 422–423
importance, 1
politics, 200–204
problem management, 204–206
readiness, 155–156

Adoption cycle
deployments, 17–18
executive mandates, 18–19
metrics, 19–20
politics, 20–22
sequence, 19

Advantages, identifying, 32
AdWords

campaigns, 228
leads, 331–332
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Aggregate data, 194
Agile projects

benefits, 17
in business case, 9
implementation strategy, 121–123
management rejection of, 133
manifesto, 121–123

Aging leads, 345–347
Alerts

action items, 303
cases, 371
data, 72
in storyboards, 77
new lead, 345
partners, 299, 312
regressing opportunities, 269
SLA violations, 381
untouched leads, 269, 285, 313

Aliases, 412
Alphas in numeric data, 103
Alternate user interfaces, 230
Americans with Disabilities Act (ADA), 413
Analytics

in functional boundaries, 42
marketing, 358, 366–368
tools, 228–229

APEX tools
description, 212–213
integration with, 219
object browsing, 223

AppExchange, 209–211. See also Tools and products
Application/process architects, 153
Approvals

champions, 6–8
process redesign, 265
WaveMaps, 130

Architectural data, 116–118
Architectural review boards, 153
Archiving data

backups, 426
guidelines, 428–429
leads and contacts, 114, 348
obsolete documents, 37
old and inactive data, 90, 96, 102, 428
policies, 401, 410, 428

Assets
in functional boundaries, 42
integration tools, 235–236
migrating, 100
WaveMaps, 129

Assignments
resource, 64–65
territory management, 310

Attachments
archiving, 96, 428
migrating, 100

Audit trails, migrating, 107

Auditing, 396
Auditor data access issues, 194
Authentication systems, 422
Auto-response rules

inside sales, 275–276
leads, 341
territory management, 310

Automation
marketing, 247–248
salesforce, 242–247

B
Backups

deduped items, 114
importance, 426

Bad data
diagnosing, 347
importance, 1–2

Bandwidth constraints, 196
Behavior of data, 12
Behavioral changes

Goldilocks investment, 9
incremental, 176
plugins, 216

Behavioral scoring
inside sales, 276
leads, 257–258, 346

Bending requirements, 41
Best Case category for forecasts, 317–318
Best practices top ten, 13–14
Big Bang projects

avoiding, 58–59
implementation strategy, 120–121

Blackout periods in straw-man schedules, 53
Blood commit category for forecasts, 318
Boards of directors

as champions, 187–188
as system owners, 191

Bookings forecasts, 25
Bottom up system adoption, 203
Bounced email handlers, 227–228
Boundary requirements, 41–44
Bubble help, 423
Budgeting

politics, 188–189
tools, 236

Buffers in straw-man schedules, 53
Bug tracking

customer support, 378–379
functional boundaries, 42

Business analytics, 42
Business case

cost estimates, 45–49
SFDC, 8–9

Business deliverables, 124
Business development, 300–301
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Business intelligence
marketing, 358
SFA Maturity Model, 160–161
tools, 238

Business leverage, 4
Business models for add-ons, 214–215
Business processes. See Processes
Business rules in process redesign, 263–264
Business value

add-ons for, 211
planning, 29

C
Calendar Sync tool, 225
Call centers

inside sales, 249
order management, 250
SFA Maturity Model, 164
telemarketing, 248–249
tools, 233–235

Call Scripting tool, 230, 234
Campaigns

add-ons, 228
lead generation, 334–339
migrating, 100
names, 335–336
running, 338–339
setting up, 336–337
tools, 228
WaveMaps, 128

CAN SPAM requirements, 329, 348, 386
Capability additions, 6
Carrots

for adoption, 22, 203–204
for change, 176

Case histories for customer support, 378–379
Cases

migrating, 100
SFDC object model, 81
territory assignment rules, 310

Categories in direct sales, 161–163
CCBs (change control boards), 429–430
CEOs (chief executive officers)

as champions, 187–188
in requirements prioritization, 40
as system owners, 191

CFOs (chief financial officers)
as champions, 185
in requirements prioritization, 40
as system owners, 190–191

Champions
for adoption, 20–21, 200–201
politics, 184–188
process redesign, 262
in project approval, 6–8
in requirements prioritization, 40
wave deployment, 135

Change control boards (CCBs), 429–430
Change management

overview, 5
and SFDC expectations, 388

Change patterns in wave deployment, 142
ChangeControl tool, 181, 224
Changes

architectural review boards, 153
behavioral, 9, 176, 216
business process, 13–14, 261
post-implementation activities, 152
user attitudes, 175–176

Channel management, 245–246
Cheat sheets, 178
Chief executive officers (CEOs)

as champions, 187–188
in requirements prioritization, 40
as system owners, 191

Chief financial officers (CFOs)
as champions, 185
in requirements prioritization, 40
as system owners, 190–191

Chief information officers, 192
Chief marketing officers (CMOs)

as champions, 185–186
as system owners, 191

Chief operating officers (COOs)
as champions, 187
as system owners, 191

Classes, training, 178
Cleansing tools, 224
Close date in forecasting, 315
Closing by sales representatives, 294
Clutter in reports, 78
CMOs (chief marketing officers)

as champions, 185–186
as system owners, 191

Collapsing
contacts and leads, 114, 355
deduped items, 114
collapsible sections, 290

Collateral, marketing, 357
Collateral enrichment tools, 231
Column swaps, migrating, 103
Combining steps in process redesign, 263
Commission management

sales managers, 320
tools, 232

Committed category for forecasts, 317–318
Communication

adoption success, 205
sales manager, 302–304
sales representatives, 305
for users, 177

Compensation management, 320
Complexity from add-ons, 211
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Compliance issues
description, 26–27
implementation planning, 415
process, 396–397
Sarbanes-Oxley Act, 26, 135, 160, 397, 415
SFA Maturity Model, 160–161
SFDC value for, 387
tools for, 237

Computer-telephony integration (CTI) tools, 371
Conference-generated leads, 329–330
Conflicts in business processes, 259
Consistency

master record identification, 112
reports, 107

Consultants
benefits, 60–61
customer support, 383
payments for, 189
post-sales, 131
wave deployment, 134

Contacts
dead, 257
deduping, 114
demoting, 350
enriching, 115
hiding, 348
initial, 274–277
lead process, 257–259
migrating, 99–100
priorities, 131
sales representatives, 293
SFA Maturity Model, 158–159
SFDC object model, 78–81
sources, 89
WaveMaps, 128, 131

Content edition for marketing, 357
Content enrichment tools, 231
Content management tools, 225
Continuity of information issues, 410–411
Contracts

approval process, 391
customer support, 378
generation, 391, 402
integration tools, 235–236
migrating, 100
storage, 402

Controls in SFA Maturity Model, 160–161
Conversions

data, 104–108
inside sales, 281–285
leads, 352–353
as one-way process, 80

Coordination and control in SFDC, 387
COOs (chief operating officers)

as champions, 187
as system owners, 191

Cost estimates
implementation, 45–46
investment decisions, 385
ongoing costs, 48–49
procurement, 45–46
vendor bids, 47

Costs
containing, 396–397
customer acquisition, 3
data perfection, 98–99, 310
models, 118
opportunity, 8, 49–50
payment for, 188–189
tool building, 220

Country codes, migrating, 103–104
Credibility, trust for, 144
Critical reports, 68–70
CRM dashboards, 223
CRMfusion application, 112, 342, 344, 427
CronKit tool, 224
Cross-company collaboration, 398
CSV format, 89, 104, 329
CTI (computer-telephony integration) tools, 371
Cultivating leads, 351

process, 277–281
workflow, 258–259

Customer cycle, 30–31
Customer Self Service Portal, 359
Customer support, 369

best practices, 371–374
consulting, 383
health indicators, 24
help desk, 381–382
optimizing, 250–252
order expediting, distribution, and shipping, 376–377
order support center, 374–376
outsourcing, 380
SFA Maturity Model, 159–160
SFDC value for, 386
support organizations, 369–371
technical and warranty support, 377–381
tools and products, 234–236
training, 382–383
WaveMaps, 130

Customers
acquisition costs, 3
asset migration, 100
data purity perspective, 99
feedback, 359–360
focus on, 13
in functional boundaries, 42
identification, 93–94
lead process, 258
life-cycle profitability, 3
portals, 235, 359
references from, 353–356
relationship models, 30–31
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D
Dashboards

add-ons, 223–224
logistics, 361
multiple versions, 367
sales activity, 230

Data
access, 72, 180, 194, 310
aggregate, 194
architectural, 116–118
archiving. See Archiving data
attributes, 71–72
cleansing and enriching, 61, 224
cost models, 118
deduping, 110–114
enriching, 114–116
migrating. See Migration
ownership issues, 192–197, 323
pollution, 97
reporting. See Reports
retention policies, 96
roadmap of, 98
sharing, 262–263, 396
validation, 86–87

Data administrators, 360
Data dictionaries, 74
Data/integration architects, 153
Data Loader tool, 109–110, 223
Data maintenance, 116–118
Data quality

implementation planning, 410–411
implementing, 417–419
IT tasks, 427–428
wave deployment, 142–143

Data stewardship, 193
Data warehouses, 238
Dates, migrating, 106
Dead contacts, 257
Deal management, 159–160
Decay scoring for leads, 346
Decisions

go/no-go, 150–151
investment, 385–388
objectives, 4

Deduping
data, 110–114
opportunities, 288
tools, 224, 227

Default values
migrating, 106
in reports, 78

Defect tracking systems
customer support, 378–379
functional boundaries, 42

Deleting data, 37, 96, 113, 283
Delphi Method, 432–433

DemandTools, 89
Demoting contacts, 350
Denormalizing data, 87
Dependencies in WaveMaps, 128–130
Deployment, 421

in adoption cycle, 17–22
readiness factor, 179
wave. See Wave deployment

Depth of tool integration, 218
Diagrams

lead process workflow, 259–260
PERT, 53
process analysis, 255–256

Direct sales complexity categories, 161–163
Disaster recovery issues, 407
Discounts

procurement costs, 46
SFDC purchases, 387

Discoveries in wave deployment, 140–142
Distribution

customer support, 370
orders, 376–377

Divestitures, 399–400
Documents

in functional boundaries, 42
management tools, 225
marketing, 357
online storage, 36–37
organizing and publishing, 36–37

DocuSign product, 391
Draggin' Role tool, 225
Drip marketing campaigns

conversion rates, 276
description, 334
email blasters, 227
inside sales, 276

Duplicate records
deduping, 110–114, 224, 227, 288
diagnosing, 347
migrating, 107

E
EAI (Enterprise Application Integration) vendors, 218
Early adopters, 165
EC Directive, 195
EchoSign product, 391
Eclipse plug-ins, 212, 224
eCommerce management

process elements, 246–247
SFA Maturity Model, 164
tools, 228

Education and training
AppExchange applications, 210
customer support, 381–382
readiness, 177–178
wave deployment, 148
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Effort levels for tools and products, 216
80-20 sales rule, 268
Electronic document and signature tools, 237
Eloqua tool

change from, 43
closed-loop marketing, 334
leads, 117, 346
split-brain approach, 88, 340

email2case feature, 90, 235, 371
EmailAppenders service, 349
Emails

blasters, 117, 196, 227
bounced, 227–228
CAN SPAM requirements, 329, 348, 386
inside sales, 276
integrating, 89
leads, 327, 332–334
migrating, 105
opt out, 348–349
sales rep communication, 305
team communication, 303

Employee manager database, 237
Enrichment

data, 61, 114–116, 224
leads, 115, 349
tools, 224, 230–231

Enterprise Application Integration (EAI) vendors, 218
Entitlement tracking tools, 236
Escalation 

cases, 371, 380–381
path, 15

European privacy laws, 195
Events, lead generation, 330
Exact Target tool, 88, 340
Excel

data conversion, 104
for reports, 74–75
problems using, 104

Excel connector tool, 223
Executive best practices, 13–14
Executive decisions, SFDC value for, 386–387
Executive expectations

resetting, 60
setting, 62–64

Executive mandates in adoption cycle, 18–19
Executive meetings, 26
Executive view for reports and data, 10, 68–70
Executives

features for, 238
marketing, 362–368
process redesign, 262
project approval, 6
requirements prioritization, 38
sponsorship, 15
tools, 27

Expectations
performance, 21
reasonable, 388–389
resetting, 60
setting, 62–64

Expediting orders, 370, 376–377
Expense tracking tools, 236–237
Explicit scoring for leads, 345–346
Exporting data, 72, 75
Extensions

migrating, 105
tools and products, 217–219

External add-ons, 213
External data, 90–95
External integration codes, 111
External keys, 410
External resources in wave deployment, 134
External system screens, 77
External systems, 42–44

F
Fail fast, 146
Failed IT projects, studies on, 59
Features and featurettes

benefits, 221–223
system adoption, 203
wave deployment, 146
WaveMaps, 132

Federating systems of record, 218
Fees

AppExchange, 215–216
in politics, 188–189
SaaS procurement, 45–46

Field sales engineers, 301
Finance and legal, 385

AppExchange applications, 210
cost containment, 396–397
expectations, 388–389
extensions, 236–237
fundraising, 400–401
human resources, 402–403
information retention, 401–402
investment decisions, 385–388
investor relations, 398–399
mergers, integrations, and divestitures, 399–400
profitability analysis, 394–395
project success factors, 389–390
quote to cash cycle, 390–394
readiness, 170–171
workflows and streamlining, 395

Focus
big-picture, 4–6
customer, 13
leads, 327

Follow-up tasks, 284
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Forecast delegation feature, 317
Forecasting, 25–26

accuracy, 233, 314, 319, 321
analytics tools, 238
cycle, 318–320
interpreting, 317–318
mechanics, 315–317
price lists for, 358
sales managers, 314–320
sales representatives, 293–294
SFA Maturity Model, 159
tools, 233

Foreign characters in text, 103, 282, 344
Format/layout in reports, 78
Free stuff, 222
Free-text fields, 85–86
Freeware, 146
Freshness date of leads, 341
Friendly names for leads, 344
Fundraising, 400–401
Fundraising organizations, 164–165

G
GAMs (global account managers), 295–297
Gantt charts

Big Bang projects, 121
straw-man schedules, 53

Gap assessment for readiness, 173–174
Global account managers (GAMs), 295–297
Global optimization, 14, 264
Go-live dates, 94
Go/no-go decisions

resource assignment meetings, 64–65
wave deployment, 150–151

Goals
actors, 33
setting, 32
SFA Maturity Model, 161–165
wave deployment, 138

Goldilocks investment, 9
Good-news stories, 3, 177
Google AdWords

campaigns, 228
leads, 331–332

Google Applications, 222
Google campaign tools, 228
GoToMeeting service, 330
Government applications, 210
Groups for wave deployment, 125–126

H
Hand-offs to sales, 281–285
Headcount cost payments, 189
Health indicators, 23–25

Help & Training system, 30
Help desks

benefits, 423–424
customer support, 370, 381–382
wave deployment, 149

Hiding
leads and contacts, 348
reports, 397

Historical data
external, 94–95
migrating, 90–91

History fields for leads, 338
History tracking in wave deployment, 143
Hockey-stick patterns, 319
Hoover’s services, 115, 233
Hosted services for integration adaptors, 218
Human resources

AppExchange applications, 210
implementing, 402–403

Hysteresis, 424

I
IBM/Lotus Notes integration, 416
ILP (information leak protection), 407–408
Immediate change, 14
Implementation process, 416–417

cost estimates, 45–46
data quality, 417–419
IT direct involvement, 420–421
project management and deployment, 421

Implementation strategy, 119
Agile Manifesto, 121–123
architectural review, 153
Big Bangs and waterfalls, 120–121
planning, 123, 409–416
post-implementation, 152
preliminaries, 119–120
wave deployment. See Wave deployment

Implicit scoring for leads, 346
Importing

IT support for, 420
spreadsheets, 343–345

In-house personnel for wave deployment, 134
Inactive data, archiving, 96
Inbound call centers

SFA Maturity Model, 164
tools, 233–235

Incentives
adoption politics, 22, 203–204
management tools, 232
wave deployment, 136

Incidental costs payment, 189
Incidental information, 87
Incomplete data, migrating, 102
Increased revenues, quantifying, 51–52
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Incremental management emphasis, 21
Incremental models, 9
Indirect sales teams, 163–164
Indoctrination, 206
Influence feature, 335
Information leak protection (ILP), 407–408
Information retention policy, 401–402
Information sharing, 13, 262–263
Infrastructure costs, payment for, 189
Inherited objects, 79
Initial contacts, 274–277
Initial intentions in wave development teams, 138
Initial setup for inside sales, 273–274
Inputs, requirements, 12
Inside-out system adoption, 202
Inside sales, 273

conversion and hand-off to sales, 281–285
initial setup, 273–274
lead cultivation, nurturing, and qualification, 

277–281
order operations for outside sales, 286–289
process elements, 249
prospecting and initial contacts, 274–277
sales cycle, 285–286
WaveMaps, 130

Integration, 399–400
implementation planning, 415–416
requirements, 92
tools and products, 217–219

Interactions, data, 77
Interactive voice responder (IVR) technologies, 382
Intermediate states in lead process, 256–258
Internal data, 84–88
International price lists, 358
Internationalization

customer support, 380
currencies, 358–359, 392, 411

  process redesign, 264–265
Wave deployment, 129

Internet advertising, 330
Intransigence of processes, 389
Inventory

in functional boundaries, 42
integration tools, 235–236

Investment bankers 
fundraising, 400–401
in SFA Maturity Model, 164

Investments. See also Finance and legal
decisions, 385–388
prioritizing via, 433–434

Investor relations (IR), 398–399
InvisibleCRM tool, 230
IT organization, 405

accessibility of, 409
administration guidelines, 423–425
archiving data, 428–429
data quality tasks, 427–428

implementation planning, 409–416
implementation process, 416–421
level of engagement, 405–408
on-demand activities, 426–427
ongoing usage, 421–422
readiness, 171–172
skills requirements, 408–409
weekly activities, 425–426

IVR (interactive voice responder) technologies, 382

J
Jigsaw vendor, 290
JunQue plugin, 347

K
Keys

for data quality, 410
unique universal, 95

Knowledge Base, 235

L
Languages for tool building, 221
Large organizations

politics, 183–184
requirements statements, 441–445

Leads
actors, 256
aging, 345–347
capture and insertion, 341–345
from contacts, 350
conversion, 352–353
cultivating and nurturing, 258–259, 277–281, 351
customer references, 353–356
deduping, 114
email marketing, 327, 332–334
enriching, 115, 349
evaluating, 339–341
events, 330
generation campaigns, 334–339
Google AdWords, 331–332
hiding, 348
inside sales. See Inside sales
Internet advertising, 330
life cycle, 256–260
marketing best practices, 365
migrating, 100
in Named Account model, 350–351
names, 344
objects and intermediate states, 256–258
opt out, 348–349
partners, 298–300, 353
process elements, 247–248
qualification, 257, 277–281, 352–353
scoring and aging, 345–347
search engine marketing, 332
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SFA Maturity Model, 158
SFDC object model, 78–81
sources, 89
split-brain approach, 88, 340
spreadsheet imports, 343–345
start state and end state, 256
territory management, 310
tradeshows and conferences, 329–330
WaveMaps, 128, 131
Web, 342–343
Webinars, 330
workflow diagrams, 259–260

Legal organization. See also Finance and legal
readiness, 170–171
WaveMaps approvals, 130

Levels in SFA Maturity Model, 156–165
Licenses

functional boundaries, 42
integration tools, 235–236

Line-item quoting, 232, 287
Linked processes, 13, 262
LinkedIn vendor, 233, 281, 290, 351
Lockouts, 179–180
Login IDs, 411–412
Login locations, 180
Long-text fields, 87
Lookup fields, 85–86
Lowered costs, quantifying, 49–50
Luddites

dealing with, 204–206
as deployment factor, 179

M
M&A (mergers and acquisitions), 399–400
Macro priorities in wave deployment, 139
Main themes of value in wave deployment, 124
Maintenance windows, 21
MAMs (major account managers), 295–297
Management by exception (MBE), 2
Management council, 15
Manual exceptions, 14, 263
Manual lead entry, 342
Manufacturing applications, 210
Marketing, 325

add-ons, 226–229
analytics, 358, 366–368
AppExchange applications, 210
automation, 247–248
best practices, 364–366
business intelligence, 358
collateral and documents, 357
early stages, 325–326
executives, 362–368
in functional boundaries, 41–42
health indicators, 23
lead generation, 326–329

metrics, 366–368
polling and customer feedback, 359–360
price lists, 358–359
process requirements, 264
public relations, 356–357
readiness, 167–168
in requirements prioritization, 40
sales interactions, 326
SFDC value for, 386
split-brain approach, 88
system administrators, 360–362

Marketo application, 346
Mashups, 115
Mass-transfer wizard, 310
Master record identification, 112
Maturity Model, 156–165
Maximizing customer life-cycle profitability, 3
Meaning of data, 12
Meaningful metrics, 5, 19
Media for AppExchange applications, 210
Median scores, 157
Medical AppExchange applications, 210
Mergers and acquisitions (M&A), 399–400
Metadata in data dictionaries, 74
Metrics and measurements

achievable and meaningful, 5
adoption cycle, 19–20
best practices, 13
marketing, 366–368
process redesign, 264
success, 6

Microsoft 
Access, 104
Excel connector tool, 223
Office integration, 415–416
Outlook synchronization, 397
Project, 53
Word, data corruption from, 104

Migration
bogus numbers, 103
Boolean values, 106
cases, 100
column swaps, 103
country codes, 103–104

  existing SFA/CRM systems, 98–108
foreign characters, 103
from other systems, 108–109
historical data, 90–91
importing process, 109–110
incomplete data, 102
IT support for, 420
nonprinting characters, 104
notes, 100
phone numbers, 105
postal code, 105
state codes, 104–105
trash characters, 102–103
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Milestones, avoiding, 59
Miller-Heiman tool, 231
Mixed teams as system owners, 192
Mobile edition, 229–230, 234
Mobility, support, 234
Mock-ups, report, 71–72
Models

for add-ons, 214–215
customer relationship, 30–31
pricing, 215–216
SFA Maturity Model, 156–165

Monthly procurement fees, 45

N
Named Account model

leads in, 350–351
for sales, 295–298

Names
accounts, 282–284
campaigns, 335–336
considerations, 82–84
leads, 257, 344
vs. leads, 327
opportunities, 284

Namespaces, 82–84
Native plug-ins, 212–214
Nondisclosure statements, 196
Nongoals

setting, 6
wave deployment, 138

Nonprinting characters, migrating, 104
Nonprofits

AppExchange applications, 210
fundraising, 400–401
SFA Maturity Model, 164–165

Notes, migrating, 100
Nurturing leads, 277–281, 351

O
Object model, 78–82
Objects in lead process, 256–258
Obsolete documents, 37
Off-the-shelf integration adaptors, 218
Office integration, 415–416
Offline edition, 229
Offshoring

customer support, 380
evaluating, 60–62
lead cultivation and nurturing, 280
order operations, 287

Old data, archiving, 90, 96, 102
Old organizations, politics in, 183–184
Old pointers and ID numbers, migrating, 107
On-demand activities, 426–427

Ongoing cost estimates, 48–49
Online document storage, 36–37
Open Air product, 383
Opportunities

deduping, 112–114, 288
lead process, 258–259
migrating, 100
names, 284
sales representatives, 290, 292–293
SFA Maturity Model, 158–159
SFDC object model, 78–81
WaveMaps, 128, 131

Opportunity costs, 8, 49–50
Opposition, identifying and dealing with, 198–199
Opt-out mechanisms

emails, 276, 329
leads, 348–349

Optimizing business processes, 239
analysis, 252–256
best practices, 261–265
call centers, 248–250
candidate process selection, 252–253
change amount, 261
change steps, 265–266
customer service, 250–252
diagrams, 255–256
lead process example, 256–260
linkages, 241–242
marketing automation, 247–248
process identification, 242
processes defined, 240–241
results monitoring, 266
salesforce automation, 242–247
top-down perspective, 239

Orders and order management
configuration tools, 232
customer support, 370, 374–376
expediting, distribution, and shipping, 370, 

376–377
functional boundaries, 41
inside sales operations, 286–289
outsourcing, 287
process elements, 250
SFA Maturity Model, 160
tools, 232, 237

Organization charts with WaveMaps, 126–127
Organizational readiness. See Readiness
Organizational scorecarding tools, 238
Organizing documents, 36–37
Outbound call centers

SFA Maturity Model, 164
tools, 233

Outbound messaging integration, 219
Outlook synchronization, 397
Outside help, 34
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Outside reports vs. inside, 74–76
Outsourcing

customer support, 380
evaluating, 60–62
lead cultivation and nurturing, 280
order operations, 287

Ownership
data, 72, 192–197
in data dictionaries, 74
migrating, 106
system, 190–192

P
Packages for native plug-ins, 212
Page layout tool for leads, 351
Pain point identification, 32
Paper elimination, 13, 253, 262
Parallel play transition, 150
Parent-child relationships, 79, 113
Partner Resource Management (PRM) product, 298, 

359
Partners and partner management

leads, 353
portals, 231–232, 298–299, 359
sales managers, 312–314
sales representatives, 298–300

Passive resistance to adoption, 204–205
Passwords

lockout, 179–180
forgotten, 179–180
in security, 397

Payments
clearing tools, 228
in politics, 188–189
processing tools, 236

People readiness. See Readiness
Per-seat fees, 215
Perfectionism, 98–99, 310
Performance

expectations, 21
metrics for, 6
management, 322–323

Personal action items, 7
Personal information, avoiding, 85
Personas in systems, 33
PERT diagrams, 53
Phased deployments

benefits, 59–60
bid accuracy, 47

Phone number migration, 105
Pick lists

data entry, 85–86
migrating, 105–106
namespaces, 82

Pilot migrations, 108

Pipeline category for forecasts, 317–319
Pipelines

health indicators, 24
sales representative forecasts, 293–294
SFA Maturity Model, 158–159

Pivot tables, 75
Planning issues, 29

Big Bang projects, 58–60
boundaries, 41–44
business case, 44–49
business value, 29
customer relationship model, 30–31
documents, 36–37
executive expectations, 62–64
goals settings, 32
implementation, 123, 409–416
outsourcing, 60–62
requirements bending, 41
requirements priorities, 37–40
requirements setting, 32–36
resource commitments, 64–65
returns, 49–52
straw-man schedules, 52–58

Plugins. See Tools and products
Podcasts for training, 178
Policies

data retention, 96, 410
input, 12

Political drivers, 44
Politics, 183

adoption, 20–22, 200–206
business processes, 14
champions, 184–188
data ownership, 192–197
importance, 2, 183
indoctrination, 206
opposition, 198–199
and organization size, 183–184
payers in, 188–189
process change, 261
restriction, 206–207
review committees, 197–198
system ownership, 190–192

Polling in marketing, 359–360
Popular votes for priorities, 437
Portals

partner, 231–232, 298–299, 359
customer self-service, 372, 377

Positive incentives for adoption, 22, 203
Post-deployment user frustration, 179
Post-implementation activities, 152
Post-sales consultants, 131
Postal code migration, 105
PR/Analyst Relations tool, 228, 356
Practical change, 14
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Pre-sales engineers in WaveMaps, 131
Price, de-emphasizing, 47
Price lists

line items, 94
marketing, 358–359
migrating, 100
WaveMaps, 128

Pricing models in AppExchange, 215–216
Print Anything tool, 224
Priorities

inside sales, 276
leads and contacts, 345
SFDC, 8–10
wave deployment, 139

Prioritizing requirements, 431–432
Delphi Method, 432–433
investment method, 433–434
overview, 37–40
popular votes, 437
weakest/strongest elimination, 434–435

Privacy issues, 194–195
Private equity in SFA Maturity Model, 164
Privilege restrictions, 361
PRM (Partner Resource Management) product, 298, 

359
Probabilities vs. sales stages, 315–316
Probability adjustment field, 294
Problem-tracking systems, 235
Process controls, 396–397
Processes

changes, 13–14
input, 12
linked, 13
metrics for, 6
optimizing. See Optimizing business processes
politics, 14

Procurement cost estimates, 45–46
Product line items migration, 100
Product lists in WaveMaps, 128
Product specialists, 301
Products. See Tools and products
Professional services

AppExchange applications, 210
customer support, 370, 382–383

Professional services automation (PSA) systems, 383
Profile scoring for leads, 276, 345–346
Profitability analysis, 394–395
Profits from existing customers, 3
Project

approval process, 6–12
deliveries, 16–17
prioritizing requirements, 431–437
reviews, 16
success factors, 389–390

Proposal generators, 232
Prospecting inside sales, 274–277
Prospecting-to-order formulation process, 243

Provenance of data, 74
Proxy identifiers, 90
PSA (professional services automation) systems, 383
Public relations

marketing, 356–357
tools, 228

Publicizing good news, 3, 177
Publishing documents, 36–37
Pull deployment, 125
Purchase history in SFA Maturity Model, 160
Push deployment, 125

Q
Qualifying leads, 257, 277–281, 352–353
Quality

in data dictionaries, 74
implementation planning, 410–411
implementing, 417–419
IT tasks, 427–428
leads, 327, 365
tools, 224
wave deployment data, 142–143

Quantifying returns
increased revenues, 51–52
lowered costs, 49–50
opportunity costs, 51

Queues for inside sales, 275
Quick wins, 54
QuickArrow product, 383
Quotas

Forecast category, 318
sales managers, 306–307
SFA Maturity Model, 159

Quote to cash process, 243, 390–394
Quoting

inside sales, 286–288
price lists for, 358
sales representatives, 294
SFA Maturity Model, 159–160
tools, 232, 237

R
Rally tool, 360
Raw data, exporting, 75
Reaction time, 71
Readiness, 155

administrator requirements, 181
adoption, 155–156
assessing, 165–166
as deployment factor, 179
finance and legal organization, 170–171
gap assessment, 173–174
IT and Web team organization, 171–172
marketing organization, 167–168
post-deployment user frustration, 179
sales organization, 166–167
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SFA Maturity Model, 156–165
user factors, 174–176
user training, 177–178

Real estate applications, 210
Real-time scheduling, 143–145
Record histories, migrating, 107
Recording training sessions, 178
References in lead process, 258
Rejected leads, 257
Reliability in master record identification, 112
Replication, 426
Reports, 67

considerations, 25
consistent, 107
customer and account data, 93–94
executive view, 68–70
external data, 90–93
hiding, 397
historical external, 94–95
inside vs. outside, 74–76
internal, 84–88
logistics, 361
migrating historical data, 90–91
mock-ups, 71–72
multiple versions, 367
namespaces, 82–84
operational people, 70–71
price lists, 94
sales manager relationships, 309
self-healing data, 89–90
semantics, 73–74
SFDC object model, 78–82
tools, 228–229, 238
user screen design, 76–78
visibility, 67–68

Reports to field, 291
Required fields

migrating, 106
reports, 78

Requirements
bending, 41
boundaries, 41–44
dubious, 39
incorrect, 59
incremental, 121
inputs, 12
prioritizing, 37–40, 431–437
setting, 32–36
SFDC, 8–10
superfluous, 92
wave deployment, 139

Requirements statements
larger company example, 441–445
smaller company example, 439–441

Resetting executive expectations, 60

Resistance
to adoption, 20, 204–206
to change, 5, 175–176
to updating, 78

Resources
assigning, 64–65
commitments, 11
outsource, 60–62
wave deployment, 133–136

Response times
data, 71
leads, 365

Restrictions
politics of, 206–207
privilege, 361

Return on investment (ROI) evaluation, 386
Revenue

estimating, 51–52
forecasts, 25
increases, 3
in investment decisions, 385
in process redesign, 262
sales manager planning, 306–308

Review committees
dealing with, 197–198
WaveMaps, 130

Reward levels for tools, 216
Rewards

adoption politics, 22, 203–204
management tools, 232
wave deployment, 136

RingLead tools, 89, 107, 112, 342, 344, 427
Risk management in wave deployment, 150–151
Risk tolerance, 388
ROI (return on investment) evaluation, 386
Roles

actors, 33
territory management, 310

Roll-up fields, 96, 284, 355, 394

S
S-controls, 214
Safe harbor policy statements, 195
Sales, 267

analytics tools, 233
best practices, 267–270
data owners, 323
field sales engineers and product specialists, 301
health indicators, 23–24
inside. See Inside sales
methodology enablers, 231
organization readiness, 166–167
process elements, 243–244
sales managers. See Sales managers
sales model, 270–273
sales representatives. See Sales representatives
SFDC value for, 386
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Sales Activity Dashboard tool, 230
Sales cycles, 30–31, 243–244, 285–286
Sales managers, 302

account management, 311–312
account planning, 311
activity management, 320–322
AppExchange applications, 210
as champions, 187
commission/compensation management, 320
communication by, 302–304
features, 229–233
forecasting, 314–320
partner management, 312–314
performance management, 322–323
process elements, 244–245
rep mandates, 304–306
in requirements prioritization, 38, 40
revenue planning, 306–308
territory management, 308–310
WaveMaps, 132

Sales representatives, 289–292
business development, 300–301
forecasting and pipelines, 293–294
mandates for, 304–306
Named Account model, 295–298
opportunities, 290, 292–293
partner management, 298–300
quoting and closing, 294
in requirements prioritization, 38
scorecards, 233

Sales stages vs. probabilities, 315–316
Salesforce automation, xxvii, 3, 242–247
Salesforce for Google AdWords tool, 228
Salesforce-to-Salesforce feature, 298, 332, 400
SAMs (strategic account managers), 295–297
Sandbox tool

benefits, 225
for testing and debugging, 101
WaveMaps, 129

Sarbanes-Oxley Act
compliance, 26, 135, 160, 397, 415
data access issues, 194
process handoffs, 181
record retention, 113, 288–289
tools for, 237

Scenarios, 34–35
Schedules

spreadsheets, 63
straw-man, 52–58
wave deployment, 143–145

Scope creep
avoiding, 59
warning signs, 18, 145
wave deployment, 145

Scoping wave deployment requirements, 137

Scorecarding tools, 238
Scoring

inside sales, 276
leads, 257–258, 345–347

ScreenCam tutorials, 423
Scripts

inside sales, 276–277
lead qualification, 352
tool building, 221

Search engine marketing (SEM) leads, 332
Searches

existing data, 283
in reports, 77

SEC regulations
data access issues, 194
tools, 237

Secure Sockets Layer (SSL), 413
Section 508, 413
Security

implementation planning, 413–415
IT issues, 407
lockout, 179–180
mandates, 197
systems, 396–397

Security Dashboard, 224
Self-healing data, 89–90
Self-service portals, 372, 377
Service Level Agreement. See SLA
SEM (search engine marketing) leads, 332
Semantics

data dictionary, 74
overview, 11
reports and data, 71–74

Service and support applications, 210
Services organization readiness, 168–169
SFA Maturity Model, 156–165
SFDC object model, 78–82
Shipping

customer support, 370
orders, 376–377

Shopping carts, 228
Significant data relationships, 72
Simplicity

process redesign, 261–262
wave deployment, 138

Single-system views of data, 217
Site sponsorships for leads, 330
SKUs, 94, 358
Skype 

international customer support, 380
tools, 233–234
wave deployment, 141

SLA
alerts, 381 
tracking tools, 236
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Slam sheets, 199
Slash cut transitions, 150
Small organizations

politics, 183–184
requirements statements, 439–441

Snapshots, 426
Software modules, 218
Solutions migration, 100
Source, data, 71
Spam complaints, 333
SPIN Selling tool, 231
Split-brain approach

leads, 340
overview, 88

Split testing
AdWords, 331
emails, 333
inside sales scripts, 277

Sponsorship, 15
Spreadsheets

lead imports, 343–345
schedules, 63

Spurious fields, 84, 347
Squeaky wheel phenomenon, 38
SSL (Secure Sockets Layer), 413
State codes, migrating, 104–105
Statements of work in implementation costs, 47
Sticks

for change, 176
for system adoption, 21–22, 201–202

Storage
contracts, 402
online, 36–37

Storyboards, 77–78
Strategic account managers (SAMs), 295–297
Strategies

implementation, 119–123
importance, 2
M&A and divestitures, 399
marketing, 368

Straw-man schedules, 52–58
Streamlining, 386, 395
Success factors, 389–390
Successforce site, 30
Suggestion boxes, 429
Superfluous requirements, 92
Support and administration

customer. See Customer support
implementation planning, 411–413
tools and products, 234–236

Support fees in procurement costs, 46
Supporting detail for data, 72
Surveys, customer, 354–355
System administration

applications, 210
architectural review boards, 153
marketing, 360–362

number of administators, 181, 207, 360–362, 
411–412, 423–427

responsibilities, 423–427
System adoption

encouraging, 422–423
geekthusiasm, 203
heroes, 202
importance, 1
mavens, 202
politics, 200–204
problem management, 204–206
readiness, 155–156
system out, 203–204
top down, 200–202

System functionality metrics, 6
System ownership issues, 190–192

T
Tactical marketing personnel, 131
Target Accounting Selling tool, 231
Target segments for AdWords, 331
Tasks

on-demand activities, 426–427
sales representatives, 293
SFDC object model, 82
system administrators, 361–362
weekly activities, 425–426

Tchochkes, 136
Team members

time requirements, 15–16
wave deployment, 135

Technical dependencies in WaveMaps, 128–130
Technical metadata, 74
Technical requirements in wave deployment, 138
Technical support

customer support, 370, 377–381
process elements, 251–252

Telemarketing process elements, 248–249
Telephony

integration tools, 233
support, 234

Terminology, 11
Territory management, 308–310
Testimonials, 354
Themes in WaveMaps, 132, 134–135, 139
Thresholds

best practices, 13
data, 72
process redesign, 264

Tightness of tool integration, 218
Time-based scoring for leads, 346
Time boxing in wave deployment, 143–144
Time horizons for data migration, 98
Time zones

customer support, 380
order operations, 287
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Timeliness of data, 71
Timing issues with add-ons, 212
Title field for sales representatives, 291
Tools and products, 209

add-on differences, 212–214
administrator, 223–226
AppExchange, 221
building, 219–221
business models for, 214–215
effort and reward levels, 216
executives, 27, 238
featurettes, 221–223
finance, 236–237
integration vs. extension, 217–219
limiting, 211–212
marketers, 226–229
migrating, 100
pricing models, 215–216
sales management, 229–233
SFDC, 209–211
support, 234–236
vendor factors, 226

Top-down perspective in process optimization, 239
Toys

for change, 176
featurettes, 221–223

Tradeshows for leads, 329–330
Training

AppExchange applications, 210
customer support, 381–382
readiness, 177–178
wave deployment, 148

Transition types in wave deployment, 150
Trash characters in migration, 102–103
Trash leads, 278
Trends, data, 72
Triggers, data, 72
Trust for credibility, 144
Two-window approach for tools, 217
Types, data, 74, 86

U
Unambiguous permissions and personal information, 

196
Uncertainty from add-ons, 211
Unique keys, 95, 410
Use cases, 34–35, 331
User account creation pages, 329
User Adoption dashboard, 224
User architects, 153
User interfaces, alternate, 230
User-registration screens, 327
User screen design, 76–78
User training

readiness, 177–178
wave deployment, 148

Users
accessibility issues, 413
adoption by. See Adoption
aliases, 412
authentication systems, 422
change attitudes, 175–176
communicating with, 177
lockout, 179–180
post-deployment frustration, 179
readiness, 174–176
record access, 180
resistance to data, 78
WaveMaps, 130–132

V
Validation of data, 86–87
Value engineering, 54
Vendors

benefits, 60–62
tools and products, 226

Venture capitalists, 164, 400
Vertical Response tool, 88, 340
Videoconferencing tools, 230
Views for lists, 10, 68–70, 77
Virtual help desks

benefits, 423–424
wave deployment, 149

Virtual war rooms, 18, 303
Visibility

data, 67–68
importance, 2
objectives, 4

Visual inspection in data migration, 102
VisualForce, 317, 399
VLOOKUP formulas, 75
Voicemail

checking, 180
sales rep communication, 305
team communication, 303

Voting for project requirements, 437

W
War rooms, 18, 149, 303
Warranty support, 370, 377–381
Waterfall model

implementation strategy, 120–122
sales cycle, 30–31

Wave deployment
change patterns, 142
data quality, 142–143
discoveries, 140–142
endgame, 147–148
featurette management, 146
go/no-go decisions, 150–151
in-house personnel vs. external resources, 134
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nongoals, 138
overview, 124–125
periods, 137
post-deployment meetings, 151–152
problem management, 146–147
process, 148–150
real-time scheduling, 143–145
requirements, 139
resource collection, 133–136
starting, 136–139
transition type, 150
wave contents, 125–126

WaveMaps
legal approvals/review committees, 130
overview, 126–128
technical dependencies, 128–130
user readiness, 130–132

Weakest/strongest elimination prioritizing method, 
434–436

Web integration, 115
Web leads, 342–343

Web team organization readiness, 171–172
web2case feature, 90, 371, 420
web2lead feature, 224, 330, 342, 344, 420
WebEx service, 330
Webinars

leads, 330
training sessions, 178

Weekly activities, 425–426
Widgets, 223
Wikis, 36, 74, 423
Word, data corruption from, 104
Workflows

in change, 14
integration with, 219
lead process, 259–260
in storyboards, 77
streamlining, 395

Z
ZoomInfo service, 115, 233, 281, 290, 349, 351
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