
The SME Owner’s 
Ultimate Guide to CRM 
(Customer Relationship Management)

How to understand your sales process, define 

your CRM needs, and build a system that 

supports your growth.

A practical guide from Roger Roger Marketing – CRM Implementation Partner for SMEs

Simplifying Marketing. Delivering Growth.
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What is a CRM and 
Why It Matters

Let’s keep it human:

CRM = Customer Relationship Management.

 It’s a digital tool that helps you organise your contacts, manage deals, 
track conversations, and keep your sales pipeline in one place. It’s not 
about fancy tech. It’s about finally having one reliable home for your 
customer and sales data.

The Problem Most SMEs Face:

Tracking leads in spreadsheets or inboxes works… until it doesn’t.

Then things slip:

A lead falls through the cracks

A follow-up is missed

Info is scattered

Your team overlaps or loses track

Deals are lost and no one knows why

Sound familiar?

These aren't just small admin issues. They slow you down, waste time, 
and cost sales.

Why it matters:

A CRM brings all your customer and sales information together so 
nothing falls through the cracks.

It helps you:

Attract and engage the right prospects

Build stronger relationships with every customer

Lower your cost per sale with smarter workflows

Boost team productivity with less busywork

Work together seamlessly across departments

Respond faster and support customers better

Keep more customers by improving their experience

CRM turns sales chaos into sales 
clarity even if you’re a team of one.”

And the best part?
You don’t need a big team or complex tools to start. 
Platforms like Pipedrive are built for small businesses; simple, 
visual, and focused on closing deals. Now that you know what 
CRM is, let’s see if your business is ready for one.

See how we ❤ ️Pipedrive
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Do You Really 
Need a CRM?
Before you dive into CRM tools and features, here’s 
the real question: Is your business actually ready for 
one? This quick checklist will help you spot the signs.

Tick off what applies to your business:

☐ Your team works together, but info is scattered

☐ Sales or service teams are always on the move

☐ You can’t quickly see the full picture of a customer

☐ Reporting is a chore, and tasks are repetitive

☐ Deals slip through the cracks due to manual tracking

☐ You use a mix of tools, but they don’t really “talk”

☐ Your business is growing fast and needs structure

☐ Forecasting is hard with data in multiple places

☐ You’re losing customers due to service gaps

☐ IT is overwhelmed with system issues

☐ You want clearer insights into how your business runs

If you said yes to 5 or more… you’re ready to start defining what 
you need from a CRM.

Simplifying Marketing. Delivering Growth.
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7 Steps to Define 
Your CRM 
Requirements
Before you look at any tools, take time to understand how 
your business sells. That’s the foundation of a CRM that 
actually works for you.

Step 2:

Map the Sales Process from End to End

Break down your typical customer journey:

Where do leads come from?

What stages do deals go through?

Who is involved in each stage?

What tasks or approvals happen along the way?

Create a simple pipeline map that shows what your CRM needs to 
reflect.

Step 3: 

Identify the Information 
You Need to Track

List out:

What info do you need to capture 
about leads and clients?

What data points help you make 
decisions or prioritise?

What details are often missing, 
duplicated, or siloed?

Think: contact info, lead source, deal 
value, communication logs, buying 
intent, etc.

Step 1:

Start With the Business, Not the Tech

Ask:

What are your biggest sales and customer management pain 
points right now?

What’s not working with your current process?

What does “better” look like for your team?

The CRM should be built around your existing sales reality not 
someone else’s best practice.
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 Step 4:

Understand Your Team’s Roles and Needs

Who needs access to CRM?

What info or views do they need?

What tasks should be automated?

How do people currently hand off or follow up?

Your CRM setup should support team collaboration, not create 
more manual work.

Step 5:

Define What You Want to Measure

Decide upfront:

What are your sales KPIs?

What do you want to forecast or report on?

What would make you say, “CRM is working”?

Examples:

Number of new leads per month

Conversion rate by pipeline stage

Average deal size

Sales velocity

 Step 6:

Identify What Should Be Automated

Automation should simplify your team’s life, not complicate it. 
Look for:

F ollow-up reminders

Lead assignment rules

Email templates and sequences

Activity tracking

Keep it light to start - build complexity over time.

Step7:

Prepare Your Data and Team

Clean up contacts, deals, and note s

Standardise naming and labels

Create simple documentation or training

Get team buy-in early;  show how CRM helps them hit their 
goals

 Tip:
Don’t copy someone else’s CRM setup. Start with your real 
needs, pain points, and goals.
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1-Page CRM 
Planning 
Worksheet
Use this worksheet to capture the key information 
your business needs before implementing a CRM:

Simplifying Marketing. Delivering Growth.

Planning Area What to Clarify/Your Notes

1. Main Sales Pain 
Points

What’s not working right now? Where do you lose 
leads or momentum?

2. Sales Process Steps List each major stage in your sales process.

3. Info to Track
What do you need to know about leads, deals, and 
clients?

4. Team Needs
Who uses the CRM? What access or views do they 
need?

5. Metrics & Reporting
What do you want to measure (e.g. pipeline size, win 
rate, lead source)?

6. Automation 
Opportunities

What tasks could be automated (e.g. follow-ups, 
handoffs)?

7. Data Prep Tasks
What needs cleaning or restructuring before CRM 
setup?

 Tip:
Complete this with your team, so your CRM reflects how you actually 
sell, not just how the tool is built.
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CRM success isn’t about the tool, it’s about getting 

the right processes in place.

What to Prepare 
Before You 
Implement CRM
Save time and avoid confusion by doing a 
little prep work.

Clean your data.
Review your contacts and remove duplicates or 
outdated info.

Standardise naming.
Agree on how you name deal stages, contact 
types, and fields.

Set goals.
What exactly do you want CRM to improve? 
Response time? Close rate? Forecasting?

Bring your team along.
CRM only works if people use it. Show them how 
it helps them win.
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CRM Habits That 
Drive Success
Once you’re up and running, here’s how 
to get the most from your CRM:

Update daily.
A few minutes a day keeps your pipeline 
accurate and useful.

Review weekly.
Spot gaps, stuck deals, or new opportunities 
with regular reviews.

Celebrate wins.
Recognise team habits that improve follow-up 
and close rates.

Keep evolving.
Your sales process isn’t static. Your CRM 
shouldn’t be either.

Ready to simplify your 
sales process? 

Try Pipedrive - free 30 day trial today.

Simplifying Marketing. Delivering Growth.



The SME Owner’s Ultimate Guide to CRM 9

Simplifying Marketing. Delivering Growth.

Turning Insight Into Action: Your 
CRM Readiness Game Plan
You've clarified how you sell, identified what’s not working, and mapped your CRM requirements. 
Now it’s time to turn those insights into action. Here’s how to move from planning to 
implementation with clarity and confidence:

Simplifying Marketing. Delivering Growth.

Step 1: 

Finalise Your CRM Planning Worksheet

Gather input from your team and fill in all sections of the worksheet (Section 4). 
Treat it as your CRM blueprint, it reflects how your business really operates, not 
how a tool wants you to.

Step 2: 

Prioritise 2–3 Business Outcomes

What specific improvements do you want to see from using a CRM? 
Don’t aim for “everything.” Focus on the top outcomes that will create momentum.
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Examples:

Reduce manual admin by 30%

Improve lead follow-up response time to under 24 hours

Gain visibility into monthly pipeline and forecast

Automate proposal reminders or task assignments

Increase sales team accountability

Use these as filters when making CRM decisions. Features, setup, and 
training should support these goals.

You have two options:

Self-implement using your worksheet as a guide

Work with a CRM consultant/Experts to tailor the system to your 
process

In both cases, your plan (not the tool) should drive the setup.

Avoid:

Using pre-set pipelines that don’t match your sales process

Tracking data you’ll never use

Giving your team a system they don't understand or need

Step 3: 

Choose the Right Setup
This is where most businesses go wrong - they adopt a tool before 
defining what it needs to do.
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Step 3: 

Schedule Your First CRM Review

Don’t wait until something breaks.
Set a review date 30 days after launch


Check: Is the CRM being used? Is it saving time? Are you hitting 
your outcome goals?

Adjust based on feedback

CRM success isn’t a big bang moment.

It’s built on small, consistent improvements.”

Step 4:

Get Your Team Involved Early

CRM only works if people use it.
Walk your team through the “why”. Show how it helps them win


Get their feedback on the sales stages and automation

Set expectations: CRM should be part of their daily workflow

Celebrate early wins (a saved deal, a faster close, fewer admin hours)

Want support setting up your 
CRM system around your real 

process? We can help.

Book your free CRM Discovery Call



Conclusion: 

CRM Clarity Before 
Complexity
Getting started with CRM isn’t about picking software; it’s 
about creating clarity in your sales process so your system 
works with you.



By defining your needs, mapping your process, and involving 
your team early, you set yourself up for a CRM that drives real 
results.



The goal isn’t just more data. It’s better decisions, stronger 
relationships, and faster growth.



Whether you’re just starting or refining an existing system, this 
guide is your roadmap to building a CRM that fits your 
business - one that grows with you, not ahead of you.

Simplifying Marketing. Delivering Growth.
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About Roger Roger
We’re Roger Roger, a marketing and CRM implementation partner for growth-focused SMEs.

We help you:

Map your sales process clearly

Define the CRM features that actually matter to your business

Implement and customise your system (we love Pipedrive for this)

Train your team and build CRM habits that stick

Learn more:

Roger Roger: https://www.rogerroger.marketing/

Marketing Services: https://www.rogerroger.marketing/our-services/

Our Approach: https://www.rogerroger.marketing/who-we-are/our-approach/
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