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Introduction

So you’ve chosen a new customer 
relationship management (CRM) 
software platform for your brokerage. 
Congrats! Now comes the fun part: 
getting everything set up and running.

What takes place beforehand will 
largely determine the success of your 
implementation. Proper planning can 
help you get the most out of the new 
software—and fast.

Here are a few things to consider as you 
plan for implementation.
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Choose One Person To Own The Implementation

Start by designating someone from your team to work closely with your CRM vendor 
throughout the duration of this process. They will serve as the direct communication channel 
between your company and your technology provider.

Specifically, ownership of the project involves testing the system, providing recommendations 
on ways to make the CRM platform more efficient and user-friendly, and customizing the 
software to match your team’s business processes.  

Designate A System Administrator To Own Post-Implementation

Typically, the person working closely with the CRM vendor during implementation will also 
be your system administrator. The system administrator will be responsible for maintaining 
all aspects of the system when the implementation is completed.

A successful system administrator should be tech savvy, influential in the company and 
have the resources needed to complete the implementation--specifically time! Your system 
administrator will maintain users, perform configuration, run reports and answer questions 
from users after the implementation has been completed.

Bring In A Few Select Users To Offer Feedback

Various stakeholders and “power users” should also be a part of the implementation. This can 
include executives (who chose to buy the software), their admins (who will help them use 
it) and brokers or other employees who are particularly comfortable with new technology.

Bringing these select few into the process early on lets them provide feedback before the 
system rolls out to the entire organization—hopefully preempting potential complaints or 
issues. From our experience working with brokerages, we recommend this power team 
consist of three to six people depending on the size of your organization.

Avoid Having Too Many Cooks In The Kitchen

Each user has a role in implementation, but those who are not asked to offer feedback early 
on in the process should not be involved until the product is ready to rollout. If there are too 
many voices, it can be difficult to prioritize your goals and make decisions.

PEOPLE

3



Be Specific In Outlining What 
You Want The New Platform To 
Deliver

What do you hope to gain from your new 
platform, and what current challenges 
do you want resolved? Are you annoying 
prospects because three brokers reached 
out separately in one week? Having trouble 
prioritizing who to contact? Faltering on 
strategy because you have no visibility into 
your pipeline?

Clearly define what you want the 
software to help you accomplish, and 
set measurable goals that you can track 
against once you’ve implemented—like 
“reduce average deal close time by 10%” 
or “improve prospect-to-client conversion 
rate by 25%.” This will help you keep 
strategic objectives in focus and quantify 
the impact of your investment.

Defining goals will let you measure the 
success of your implementation, and will 
help your CRM vendor understand your 
needs from the get-go. They can pay 
extra attention to certain functionalities 
to ensure you grasp the possibilities, and 
can potentially customize some features 
to your needs.

Set Expectations For The 
Communication Plan
Before the implementation begins, have 
the point person set expectations with 
your CRM provider. How often should you 
communicate? Daily? Weekly? What is 
the preferred method of contact? Email, 
phone, video chat? Getting this out on 
the table early in the process will prevent 
frustration and miscommunication later.

Figure Out A Realistic Timeline

If you’ve ever implemented new 
technology before, you know things 
don’t always go as planned. Moving from 
one custom database to another isn’t as 
simple as pushing a button.

Set a timeline, but make sure it’s realistic. 
Add some cushion time in from the 
beginning (it’s better to overplan than to 
miss deadlines). Work with your provider’s 
implementation team for guidance on 
this one. It’s crucial for both groups to be 
on the same page.

EXPECTATIONS
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Outline A Specific Sequence Of Events
The first step to building a house is drawing up a blueprint. From there you build the 
structure—roof, walls, flooring, etc. Only then can you move your furniture in!

In the same way, you don’t want to bring your data into an unfinished system. Make sure all 
the structures are in place first. Focus on getting familiar with the system, completing basic 
configuration and establishing a rollout plan. Then, when everything is prepped and ready, 
you can start the data migration.

PROCESS
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Have Training Materials (And A Plan) On Hand

Users should feel comfortable using the new system when they receive their login credentials. 
Be prepared to provide them with necessary training resources. Have them watch videos 
and review documents before logging in for the first time. Set up tasks for each user to 
complete as they are getting started.

Training can even be an opportunity for team bonding. Set up a training during lunch and 
order some pizza. Have your super user group hold office hours once a week to answer any 
questions. Use internal emails to answer common FAQs.

Get Everyone On Board Before Adoption Even Begins
User adoption should begin long before users receive their login credentials. Create internal 
buzz as soon as you buy the technology.

More often than not, users will be resistant to the change. Make this new system something 
they can’t wait to use! Combat resistance in the early stages by holding a contest to see who 
can enter all of their contacts into the system first or who can log the most calls in a week. 
Have executives who are enthusiastic about the product talk about it at meetings or email 
the company about its benefits. Though not everyone will be involved in implementation 
prep, make an effort to involve and educate all users in some way from day one.



PROCESS 
continued
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Define Your Business Process
Can you draw your business process out on a piece of paper? If the answer is no, it will be 
extremely difficult to fit that nonexistent process into your new CRM.

Take time to define your business process from start to finish. What’s the first step? What 
happens when you find a potential client? How do you get that client to the end of the 
process? Is there anything unique about this process? What would you like to improve? 
Answering these questions will allow your implementation consultant to help you fit that 
process into the new system.

Don’t Neglect Configuration
Back to the house analogy—before throwing a party in your new home, you’d spend some 
time decorating. Likewise, before letting users into your new system, do them a favor and 
make it look nice. Spend some time configuring page layouts, creating necessary custom 
fields and integrating with useful third party apps so that it’s easy (and enjoyable) to use.

Use The Change As An Opportunity To Clean Your Data.

Your data will become a huge bottleneck in the implementation process if you are not 
prepared. If your data is dirty now, it will be dirty in your new system. Spend some time 
cleaning the data before the migration. You’ll thank yourself later!

When it comes time to talk with your CRM provider about how the data will be imported, 
be as thorough and detailed as possible. If there is something unique about the way you’re 
using your current system, let the data migration team know. Once data has been imported, 
validate the migration immediately. Take care of this while the migration is fresh on everyone’s 
mind. 



Keep Revisiting Your Processes Even When The System Is In Place

Your implementation is complete. The system has been configured, data has been migrated 
and users are loving their new CRM tool. Now what?

Implementation should be a continuous process. Successful organizations evaluate and 
reevaluate their processes, constantly making improvements. What’s working? What issues 
have come up? To ensure success, your power team should meet on a regular basis to 
discuss these topics. Continue improving, training, configuring and evolving.

POST-IMPLEMENTATION
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REQUEST A DEMO

(888) 633-6424

sales@apto.com

apto.com
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Growing pains are to be expected when transitioning to 
any new technology, and a CRM is no different. But keep 
the big picture in mind; in the long run, the benefits will 
outweigh the stress. And by properly preparing for your 
implementation, you can ensure the process will run as 
smooth as possible.

Want To Learn More About Apto?

TAKE A TOUR
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