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So, you've finally decided to take the leap and 
implement a CRM/ERP system. Smart move!


A powerful CRM/ERP can help you boost sales, streamline 
operations, improve collaboration, and elevate customer 
service. But let’s be real, getting from decision to full adoption 
isn’t always smooth sailing.


At Gestisoft, we’ve spent over 28 years helping businesses 
navigate their digital transformation journeys. We know the 
pitfalls to avoid, the best strategies to follow, and the secrets to 
making implementation a success.


This survival guide is your step-by-step playbook for a 
smoother, more efficient implementation. We’ll walk you 
through:

LAYING THE GROUNDWORK1 Good planning saves you headaches later!

BUILDING THE DREAM TEAM2 A great system is only as good as those using it

MAKING IT HAPPEN3 (Without losing your sanity!)

BEYONG GO-LIVE4 Driving adoption and long-term success



LAYING THE 
GROUNDWORK1



Laying the groundwork
Before jumping into your implementation 
project, take a step back. A solid foundation 
now will save you time, money, and stress 
later.


Think of it like heading out on a trek without a map or compass
—you wouldn’t do that, right? The same logic applies here. Take 
the time to define your needs, map your processes, and 
understand how this new system will impact your teams.


A clear plan will keep you on the right path and help you avoid 
unnecessary detours.



Define your vision: Why are you 
making this change?

Before anything else, ask yourself:

A clear vision will keep your project on track and help your 
teams understand why this change is happening. The hard 
truth is, if they don’t see the value, they won’t be eager to 
embrace it.



Map your processes

Don’t splurge on a top-of-the-line GPS watch if you’re just 
planning a 2 hours hike once a year. It’s tempting to get carried 
away with high-end gear, but the real question is: does your 
CRM/ERP match the actual trail your business needs to 
follow?


Before choosing a solution, map out your current processes.


This helps you:

Prioritize your business needs

What matters most to the teams that will be using this software 
everyday? When exploring CRM & ERP solutions, it’s easy to 
get overwhelmed by endless features. To stay focused, 
separate your needs into two categories:

Think of it this way: If you're buying a new car, you check if it fits 
in your garage first. Your CRM or ERP should fit your business 
just as well.
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Gestisoft Tip

Future-proof your decision. Choose a scalable 
solution that will grow with your business.
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Identify inefficiencies that the new system can improve

Define key workflows and automation opportunities

Set measurable goals for successWhat problems are we solving with this new system?

Which processes need improvement?

What are our must-have vs. nice-to-have features?

What does success look like for our team?

Non-negotiables

Features critical to your 
business (e.g., automation, 

reporting, integrations)

Nice-to-haves

Cool features that can wait 
(e.g., advanced AI insights, 

extra customization)



Laying the groundwork (cont.)

Brace for impact

Who will be affected, and how? Spoiler: it’s not just your IT! 
Implementing a new ERP or CRM is a company-wide 
transformation.


That means you need to:

Sharing is caring

Get your teams on board early. No one likes surprises when it 
comes to new technology. The earlier you start communicating, 
the better.

Final thoughts: Do the groundwork 
now, reap the benefits later

A successful CRM/ERP implementation starts before the 
software ever goes live. By defining your vision, mapping 
processes, and preparing your team, you’ll set yourself up for a 
smooth transition and long-term success.
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Gestisoft Tip

A well-informed team is an engaged team. The more they 
understand the benefits, the more likely they are to adopt 
the new system.
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Be realistic about the time and resources needed. Your teams 
will need to balance implementation with their daily work, and 
that requires planning.

Identify which teams will be most affected

Plan for temporary productivity dips  
during implementation

Set expectations for training and support

Be transparent about the reasons for change

Address concerns and resistance head-on

Appoint "change champions" in each department to  
support their teams

Gestisoft Tip

If possible, consider bringing in temporary hires to 
support your team during the transition. It helps keep 
operations running smoothly while your employees focus 
on training and adoption.
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Building the dream team
The success of your implementation depends 
on having the right team in place: both in-
house and externally.


Your project team must include people who understand the 
day-to-day realities of your business, not just technical experts.


Here’s how to assemble the right team to lead your 
implementation.



Build your all-star in-house team

Your project team will be responsible for decision-making, 
communication, and ensuring smooth adoption across the 
company.


To build a strong team, look for people who are:

The ideal project team should include: Find a partner who truly gets you

Unless your company has in-house CRM/ERP specialists, you’ll 
need an experienced implementation partner to guide you 
through the process. But not all partners are created equal.


When evaluating a digital partner, ask:

The right partner will do more than just configure software. 
They will act as an advisor to help you get the most out of it.
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Gestisoft Tip

At Gestisoft, we specialize in Microsoft solutions and 
have helped businesses of all sizes implement CRM/ERP 
systems that work for them. If you’re not sure where to 
start, we can help you evaluate your options.

Knowledgeable

They understand how 
different departments operate 

and how processes work.

A project sponsor
A senior leader who provides support, secures budget 
approval, and removes roadblocks.

A project manager
The main point of contact who keeps everything on track and 
ensures deadlines are met.

Department representatives
People from key business areas (sales, customer service, 
finance, operations) who will use the system daily.

IT specialists
If you have an in-house IT team, they should be involved in 
system integration and technical decisions.

Open to change 

 They see value in new 
technology and are willing to 

try new ways of working.

Respected by their peers 

Their colleagues trust their 
judgment and will follow  

their lead.

Strong communicators 

 They can explain complex 
changes in a way that makes 

sense to others.
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Do they understand my industry and business needs?

Can they provide strong customer references and  
proven success stories?

Do they offer ongoing support beyond implementation?

Are they proactive in problem-solving, or do they  just  
react to issues?

How do they handle training and change management?

1.

2.



Building the dream team (cont.)

Bridge the gap with a go-to person 
for smooth collaboration

What’s one of the biggest mistakes companies make? 
Assuming their digital partner will handle everything. In reality, 
a strong internal liaison is key to ensuring smooth 
collaboration between your team and your implementation 
partner.


This person should:

Good communication between your company and your digital 
partner prevents misalignment, reduces delays, and ensures a 
smoother rollout.
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Act as the main point of contact for your digital partner

Gather feedback from internal teams and  
communicate key priorities

Ensure the implementation stays aligned with  
business needs

3. A great team makes all the 
difference

Your CRM or ERP system won’t magically fix business 
inefficiencies—it takes the right people, processes, and 
technology working together.


By assembling a strong internal team and choosing the right 
implementation partner, you’ll set your project up for success 
from day one.


Ready to take the next step? Let’s talk about what happens 
during the project!



MAKING IT 
HAPPEN3



Making it happen
Now that you’ve built the right foundation, it’s 
time to put your CRM/ERP plan into action. 
This is where things get real—your team is 
gearing up, your digital partner is in motion, 
and your system is starting to take shape.


But don’t just sit back and watch. This phase is critical to long-
term success. Training, data migration, and project scope 
adjustments can make or break your implementation. Here’s 
how to navigate them effectively.


Train your team early, and often!

There’s nothing worse than investing in a new system only to 
realize no one knows how to use it. Training shouldn’t be an 
afterthought; it should start before the system even goes live.


Here’s how to do it right:

The goal isn’t just to teach employees how to use the system 
but to make sure they actually want to use it.
 

Clean up your data before  
migrating it

Have you ever heard of “garbage in, garbage out”? If you 
migrate bad data, duplicate records, or outdated information, 
your system won’t deliver the results you expect.


To ensure a smooth transition:
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Gestisoft Tip

Think of it like moving into a new house. You wouldn’t 
pack up old junk you don’t need, so don’t clutter your new 
system with bad data.
 

Start training before launch: Learning everything at the 
last minute is overwhelming. Introduce training in phases 
so employees can get comfortable step by step.

Use a test environment: Give teams access to a sandbox 
version of the system so they can experiment without 
affecting real data.

Appoint team trainers: Designate internal champions who 
can answer questions and support their colleagues.

Leverage your digital partner: Your implementation 
partner should be able to help with training too.

Audit your current data
Identify what’s outdated, inaccurate, or redundant  
before migration.

Decide what to keep
Not all historical data is necessary. Focus on what’s  
actually useful.

Standardize formats
Ensure consistency in how names, addresses, and other fields 
are entered.

Test the migration
Do a trial run to catch errors before moving everything over.

1
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Making it happen (cont.) 3

11

Stay focused to avoid scope creep

Even with the best planning, new ideas and extra features will 
come up during implementation. Some of them will be great, 
but if you’re not careful, they can lead to delays, budget 
overruns, and a never-ending project.


To keep your project on track:
 

Good communication between your company and your digital 
partner prevents misalignment, reduces delays, and ensures a 
smoother rollout.

Stick to the original goals: Revisit your priority list and 
remind yourself why you started this project.

Say no when necessary: If a new feature isn’t critical, park 
it for your evolution plan or a future project.

Take a phased approach: You don’t have to do everything 
at once—launch with core features first and add 
enhancements later.

A well-executed implementation project is a marathon, not a 
sprint. Stay focused and remember that you can always 
optimize later.


This stage of the project is all about execution, but that doesn’t 
mean you should go on autopilot. Keep communicating, 
training, and refining your approach as you move through the 
process.


With the right training, clean data, and a focused project scope, 
you’ll set yourself up for a successful launch. Now, let’s talk 
about what happens after the system goes live.



Beyond 
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Beyond go-live: driving adoption and long-term success
Congratulations — your new system is 
officially live! Take a moment to celebrate this 
milestone. But don’t make the mistake of 
thinking the hard work is over.


Adoption is the real challenge of any implementation project. If 
employees don’t use it correctly—or worse, don’t use it at all—
your investment won’t pay off. The key is to help your teams 
fully integrate the new system into their daily work and 
continuously optimize it for long-term success.

Monitor usage and track success

How do you know if your CRM or ERP is truly working? 


By measuring adoption and performance.


Set up dashboards and reports to track:
 

Change management doesn’t stop


Just because the system is live doesn’t mean resistance 
to change disappears overnight. People need time to 
adjust, and without proper support, some may fall back 
into old habits.


Here’s how to keep the momentum going:
 

If usage is lower than expected, investigate why. Is the system 
too complex? Do employees need more training? Are certain 
features not aligned with actual needs?
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Gestisoft Tip

The goal isn’t just to have a system in place, it’s to make 
sure it’s delivering real value to your business.
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Appoint internal ambassadors: Identify employees who 
were excited about the new system and empower them to 
help their colleagues.

Showcase real benefits: Give teams tangible examples of 
how the system is making their jobs easier, whether it’s 
automating tasks, saving time, or improving collaboration.

Listen and adapt: Gather ongoing feedback from 
employees and address pain points quickly.

User engagement

Are employees actively using 
the system, or are they 

defaulting to old processes?

KPIs

Are you seeing improvements 
in sales, customer service, or 

operational efficiency?

Data accuracy

Is information being entered 
correctly and consistently?



Beyond go-live: driving adoption and long-term success (cont.)

Keep optimizing: your solutions 
should grow with you

Your business will evolve, and so should your CRM and ERP 
systems. A successful implementation isn’t the end of the 
journey, it’s just the beginning!


To keep improving:

A CRM or ERP implementation isn’t a one-and-done project. 
It’s a long-term investment in your company’s growth. Keep 
refining and adapting to maximize its impact.
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By supporting your teams, monitoring performance, and 
adjusting as your business evolves, you’ll ensure your system 
remains a powerful tool for years to come.


Need expert guidance on optimizing your CRM/ERP? 
Gestisoft is here to help. 


Whether you’re facing adoption challenges, need additional 
training, or want to explore new features, our team is ready to 
support you.


Let’s make your CRM/ERP work for you. Reach out to one of 
our experts today.

Reassess your needs regularly: Are there new features or 
integrations that could enhance productivity?

Schedule periodic training: As your team grows, ensure 
new employees are properly onboarded.

Leverage your digital partner: Your implementation 
partner should be a resource for ongoing support, new 
strategies, and system optimizations.



Your success starts here.
Implementing a new system will transform the 
way your business operates. From planning 
and execution to adoption and long-term 
optimization, every step matters.


The good news? You don’t have to do it alone.

At Gestisoft, we specialize in helping businesses 
like yours navigate CRM and ERP implementation 
with confidence. Whether you’re just getting 
started, facing challenges mid-project, or looking 
to maximize your system’s impact, our experts are 
here to guide you.

info@gestisoft.com

Contact Us!


