




[bookmark: _Toc39165910]Summary

This project report provides insight into the implementation and integration of a new CRM (customer relationship management) system called Salesforce, into the CTS (Customer Technical Services) and sales sectors by the author’s employer, MCBC (Molson Coors Beverage Company UK Ltd).
Despite the issues experienced, feedback and regular updates produced an end product which was usable though not perfect, but nonetheless a significant improvement to the initial system released during the first week of the trial. 
Based on the author’s experience, both in developing and planning the trial with the project team and executing the developments in the field, it was concluded that the new system, called Beermate, has the scope and potential for vast improvements in work flow and efficiency, although in its current format it had actually reduced efficiency and has caused obstruction in most areas of the main users’ routine role. 
The author’s primary recommendation following the completion of the trial period would be to involve the end user to a greater degree during the initial development stages in any future project development projects. 
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2.0 [bookmark: _Toc39165913]Introduction

This project report provides insight and analysis into the implementation and integration of a new CRM (customer relationship management) system called Salesforce, into the CTS (Customer Technical Services) and sales sectors by the author’s employer, MCBC (Molson Coors Beverage Company UK Ltd).
A project fund had been made available by Molson Coors Europe to revitalise the antiquated IT systems across various business areas of the company. The importance of this project is reflected by the anticipated potential impact that it would have to the Technical Representatives (TRs) and sales population, by upgrading and improving on the previous management system’s hardware and software, which could positively impact on productivity and efficiency as a result. 
The author of this report was a member of the project test group, who’s role was to test the system and hardware in the field, and to relay feedback to the system developers in order to continuously improve its performance and address technical errors throughout the trial period. 
The report contains discussion around the issues experienced with the previous system, known as Service Hub, the potential/capability of evolving alternative systems utilising advances in technology, culminating in the trial of a proposed new platform and reflection on the results obtained. 


[bookmark: _Toc39165914]3.0 Project Significance & Reason for New CRM    

MCBC (Molson Coors Beverage Company UK Ltd) is the UK’s largest brewer and hosts a large portfolio, its UK function is to serve the British alcoholic beverage market in the on and off licence trade. The company is situated in Burton-Upon-Trent and in order to service their vast number of accounts, it has its own business centre consisting of the centres for brewing, legal & HR, sales, supply chain, marketing and the control hub of Customer Technical Services (CTS), which are field/home based. 
This project stemmed from a revitalisation fund made available by Molson Coors Europe to revitalise the antiquated IT systems across various areas of the business operation. A survey was conducted in October, 2017 to identify viable future hardware solutions with consideration to TR (Technical Representative) preferences as well as business needs. The primary concerns were identified, highlighting areas where changes could be made by implementing efficient cost-effective software and hardware, suitable for use in the field. The hardware options considered for integration with the new CRM software were Toughbooks, laptops and iPads.
With this information, a project specification and plan for testing was then created which outlined the stages necessary to implement the proposed three shortlisted hardware solutions with description and justification for each, using the newly adopted CRM. This included information specific to the CRM products available, with indication towards the financial implications and time constrictions based on the suggested lead times. The final hardware and CRM software combination would result in a system known and referred to as BeerMate.  

The primary individuals involved in the operational element of the project included the author of this report and a number of project test group TR’s. The authors personal responsibility was to co-ordinate the testing of the system and hardware in the field, and to relay feedback to the system developers, in order to continuously improve its performance and address technical errors throughout the trial period. 
The author’s role within the company is that of a TR within CTS. The primary function of the job role is to provide technical support to the on-trade customers. The role is field based, where employees work from their company vehicle as there are no available depots or storage units. Deliveries and returns are processed overnight, allowing for more flexibility and lower infrastructure expenditure, whilst allowing TR’s to fully manage their stock.
The authors planning of the trial was outlined with a series of activities using a Gantt chart format. The project spanned a 9-month time scale from inception to trial feedback, which is presented and discussed in the following sections.
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A CRM (Customer Relationship Management) is an interactive management system that companies adopt to automate and digitise work processes to improve customer relations. They are designed to interact with customers by streamlining the interactive processes, enhance the customer service experience, simplify customer account management and related data collection and work scheduling, which can lead to an increase in productivity and ultimately profitability and as Hassan et al. (2014) states, “In a highly competitive market, companies need to maintain a positive relationship with their customer”.
The CRM was introduced in the mid-1980s, referred to as customer focused software which allowed companies to keep track of personal customer information. It wasn’t until the 1990s that the modern CRM was developed, following the advancement to sales force automation (SFA).  
The function of the contact management system remained but it was the SFA which led to the atomisation of specific tasks which could not be performed using the customer focused software alone. Competition within various industries increased as a result of organisations investing in modern and bespoke software applications, leading CRM to the fore front of businesses. 
The revolutionary change for modern CRM originated from the introduction of cloud based technology, where information could be easily accessed worldwide with an internet connection using web based CRM applications. The latest advancement in this technology has enabled software users to collaborate and access information and data in real time without the need of expensive hardware installations and maintenance checks. 
Prior to the introduction of the new CRM system, Molson Coors organised and managed their workflow using SAP Service Hub CRM. During its initial launch, the system proved to be effective in processing automated tasks, which included the creation of separate dispatch boards with live jobs for technical representatives operating within the field in real time, with live allocation of jobs with a visual representation presented on a work time Gantt chart. In a journal article published at the time discussing the importance of SAP’s CRM system, Palacios et al. (2007) argues that “The importance and presence of technological solutions in organisations supporting CRM are a vital business fact from the late nineties.”  
With advancements made in personal computers and digital technology, it became apparent that the non-cloud based system had become outdated and obsolete compared to the CRM systems used by MCBC’s competitors in the technical services industry, although work processes had become adapted in order to make tasks less time intensive for employees. The CRM was initially designed for Coca Cola and developed by Vodaphone. Following Coca Cola’s upgrade, Molson Coors purchased the limited software second hand from Vodaphone but this resulted in the system having its limitations due to financial constraints. In an article Analysing the Merits of Cloud CRM, Lin CK (2014) reiterates the importance of cloud based interaction by discussing how cloud computing allows companies and individuals to obtain resources over the internet and has been applied to fields such as security, information retrieval and especially relevant to MCBC, resource management. 
Consequently, Service Hub was restricted in terms of support due to the inability to provide updates that could improve its functionality and ease of use, whereas more recent programmes and systems developments have accomplished seamless internal communications between its employees and other departments, with integration allowing third parties to connect with fluid synchronisation and connectivity meeting the business’s needs of MCBC’s competitors.
The decision to migrate to an alternative CRM called Salesforce was made due to it being one of the leading platforms on the market. In 2017, Salesforce was voted the number one CRM for its fourth consecutive year. Statistics revealed that the Salesforce CRM has grown its market share by one fifth compared to all other CRM’s used in similar businesses following a data analysis carried out from 2012 to 2016, it continues to dominate the market over its rivals; Oracle, SAP and Microsoft. According to Forbes (2018), Salesforce dominated the CRM industry with a market share of 19.5% where its nearest competitor and MCBC’s previous provider SAP had an 8.3% share.
With award winning reviews and reputation serving over 150,000 customers, Molson Coors made the decision to work with the Salesforce CRM as it offered easy access features, customer focused appeal, an attractive price and a scalable system with cloud technology. Salesforce boasts a full range of features and functions through cloud based applications which could be integrated with third party applications such as google maps to improve customer experience and meet business needs from any location with ease. 
By incorporating Salesforce, Molson Coors aimed to achieve the following changes which could ultimately promote growth and increase profitability:
· Improvements to system scheduling tools leading to a reduction in install and maintenance planning and decision making on the part of the TR and planners. 
· The new software would process MBMS (must buy must sell, an agreement made between the UK’s largest brewers to buy and sell assets from each other), this would eliminate the requirement for TR’s to manually trigger MBMS actions from the field, reducing administrative time spent updating account records and handling inventory updates. 
· The system would populate inventory parts by making suggestions based on submitted RFQ’s (request for quotation) entries to build TR parts lists for any given work order, which could be easily be amended by a TR prior to confirming the details of an order with the aim to significantly reduce the burden at of administrative work at home for TRs. 
· Salesforce would centralise the responsibility for contract reviews and some of the equipment supply chain processes. This would result in the formation of a new team, managing the supply chain centrally with a broader overview resulting in a reduction of supply costs. 
· The final version of Salesforce would receive in-house updates and would be subject to improvements made via the CRM. 
The decision determining what hardware would be adopted for Project Lightening was established in October 2017, following an assessment of viable hardware solutions made with consideration to a survey completed by TRs and the needs of the business.
The survey results indicated a preference towards Tablets (46%), followed by laptops (42%) and the final option resulting in a neutral vote for laptop or tablet (12%). 
Multiple combinations of hardware were considered in order to maximise the functionality of the BeerMate System. The shortlisted options were the Panasonic Toughbook, a standard laptop and an Apple iPad (with Bluetooth keyboard), with the addition of Apple and Android mobile phones. 
The hardware had criteria consisting of specific characteristics, which would need to complement the BeerMate system in order to maintain consistent functionality; strong connectivity, long lasting battery life, high speed processing, the ability to synchronise with local files and full mobile phone interaction and connectivity. The selection process is discussed in section 5.0. 


5.0 [bookmark: _Toc39165916] Project Specification and Testing Plan

To comply with the project specification, both the hardware and software were required to be compatible with one another in order to successfully organise and manage tasks on a daily basis. The system would need to contain features which would create availability for staff by simplifying tasks which were previously time intensive. All tasks were required to become centralised, where updates and information could be delivered from the in-house development team to the Salesforce system users. 
Salesforce would need to meet the software specification which included improvements to scheduling tools, successful completion of surveys via Salesforce, TR control over RSL’s and access to van inventory list to make amendments, automated MBMS, ability to auto suggest equipment from RSL’s to reduce administration work, centralisation of CTR and equipment supply chain to free time for TRs and reduce supply costs and finally in-house updates and improvements directed through the software. 
A key requirement was that the software would work via the cloud due to the geographical location of TRs. TRs would need to be able access jobs and tasks, relay feedback to management and contact other departments away from the central base in Burton-On-Trent. 
The hardware had its own set of specification characteristics to ensure that the hardware selected was suitable as it would be used in different environments i.e. good and bad signal areas, in different weather conditions etc. The characteristics included, good connectivity, good battery life, good processing speed, ability to synchronise local files and mobile phone interaction. 
Once different hardware options were considered, each hardware device would need pass an acceptance test which would first involve testing the software’s functionality, then testing how compatible the selected hardware was with the TR administration tasks. The TR tasks included 26 operations which ranged from the simple task of logging timesheets to successful completion of installed, maintenance, COP (code of practise) and other projects that would normally be carried out by TRs in real life situations. The author compiled a table (figure 1) using a scale from 1 – 3 and traffic light scale (green, amber and red) to categorise the successful completion of each administration task. Using this table, a decision could be made on the type of hardware selected for the roll out. 
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[bookmark: _Toc39158917]Figure 1 – Comparison of Hardware Table.

The delivery of BeerMate (Software and Hardware) was dependent on the functionality of the software and hardware usability. All TRs were asked to complete a readiness survey which was fed-back to the project leads to gain a better understanding of individual’s style and level of comfort using the hardware itself and the hardware-based software, Salesforce. 
The survey was emailed to the TRs selected to participate in the pilot study based in South West Wales prior to the enrolment of the hardware and software. Attached to the email was a brief demonstration of the BeerMate system on a tablet in order to familiarise the team with the software as understanding and confidence was key in using the software to its full potential as recommended by Salesforce CRM. 
After one week, the survey was reviewed by the project leads and the decision to adopt the Apple Ipad was made as it best fit the TR’s needs whilst considering Molson Coors’ needs to ensure company growth and profitability. 
Once a decision was made on the type of hardware which demonstrated the right usability and functionality for its purpose in the field, the process could begin to develop the Salesforce software to meet the business’s services and to ensure it was compatible with iOS (iPad software). 
When Project Lightning was first discussed in May, 2018 a decision was made to run the project over a single OM (Operations Manager) area ST13 AND ST14. This area was selected specifically for the mix of population density, connectivity (area with good and bad signal), TR and IT readiness. 
Multiple emails were sent out to staff outlining the key features to be found in the new software, plus a video demonstration providing staff with further guidance. 
Project leads scheduled feedback calls for weekly sprint updates with TRs in the field. The system was trialled in this manner for two months before assessing the true result of the pilot study. If feedback deemed to be a success the notional roll out would continue in January, 2019. 
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[bookmark: _Toc39158918]Figure 2 – Gantt Timing Chart.

7.0 [bookmark: _Toc39165918]- Project Solutions

The iPad performed well with the new system in terms of creating availability for TRs, which was outlined in the key features and functions of the new system. In terms of cost effectiveness, the Apple iPad (£500) a was slightly more expensive than a laptop (approximately £300), but by far cheaper compared to the Panasonic Toughbook (£3,700) which had previously been used for several years. 
The iPad demonstrated that it could carry out Salesforce tasks far more effectively compared to the laptop and Toughbooks. 
These tasks included the successful completion of maintenance, installs, COP and project tasks with daily system updates. The areas were the Apple iPad performed poorly were in the processes which involved the ordering of equipment, incident reporting, waste collection and the hiring of WAH (Working at Height) equipment. Amendments were made where TRs no longer needed to perform these tasks, to free up their time thus increasing productivity. 
The iPad passed the acceptance test in terms of functionality for online training, viewing weekly metrics, viewing weekly van stock spreadsheets and completion of one-to-one meeting reviews. 
When these features were compared to the Toughbook and laptop, they didn’t score as well. Based on the functionality of the systems on the hardware, a final decision was made to roll out the iPad with the Salesforce software known as BeerMate. 


8.0 [bookmark: _Toc39165919] Design and Implementation

The decision was made to proceed with Salesforce CRM for the new Beermate system. From product selection to pre-rollout, the author’s contribution to the project comprised of relaying field trial information and feedback to the relevant system programmers at their central office in Burton, whilst executing the instructions received from briefings on the latest Salesforce updates in order to familiarise and assist in the training of the trial TRs in the field. 
Significant improvements were implemented on a weekly basis, and in some instances transforming the entire appearance of the interface/flow processes (see figure 3 and figure 4), which had rendered the original system training largely obsolete; this required continuous revaluation and correction via short training sessions in the field delivered by the author. 

[image: ][image: ][bookmark: _Toc39158919]Figure 3 – iPad Screenshots of Salesforce Interface Demonstrating TR Calendar, Scheduling Diary and Gantt Chart.  


[image: ][image: ][bookmark: _Toc39158920]Figure 4 – iPad Screenshots of the Salesforce Order/Inventory Profile and Services Available






At the time of writing this report, the original the Hardware Preference and TR Readiness Surveys had become unavailable due to them being time restricted web link surveys through a third-party application. Refer to section 4 for overview of survey content. 
Upon analysis of the Hardware Preference Survey, 44% of the TR population preferred the option of a tablet compared to a laptop or Toughbook and over the neutral choice (laptop or tablet). This enabled the project leaders to understand how the product would work most effectively with the field-based workforce and how the system developers could tailor the CRM package to meet the needs of the primary users. The Apple iPad Pro was selected as the final hardware product (Figure 5). 
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[bookmark: _Toc39158921]Figure 5 – Original Trial Apple iPad Pro

[image: ]The initial implementation of Beermate followed the pre-rollout. The first batch of iPads operating the system were trialled by the TR’s at the Swansea Liberty Stadium (figure 6). 

[bookmark: _Toc39158922]Figure 6 – Liberty Stadium Training Confirmation Email

The project leaders and the author received the software and hardware one week prior in order to familiarise themselves with the software to assist with training of the TR’s in the field.
The author was appointed as BeerMate Champion as part of Project Lightening following their input throughout the introduction of the system in order to provide long term and ongoing support to those on the trial team.  To determine if the system could be implemented nationwide, a review of the trial period was conducted at the end of the trial. 


9.0 [bookmark: _Toc39165920]Analysis, Results and Evaluation 

Project Lightening was successfully rolled out nationwide in January, 2019 following the completion of the trial on the service territory based in South West Wales.
Upon analysis, the Gantt Chart demonstrated that the planning of the project proceeded according the schedule up until week 8, where a delay in the ordering the iPad which resulted in a delay in the preliminary design stages for the optimisation of Salesforce for iOS.  This did not prove to be a significant issue, as when the author designed the timing plan there was uncertainly around the true time scale for such a development to take place and therefore a safety buffer of two weeks was factored in.   By week 20, this optimisation period was completed as was the Burton team iPad trial, resulting in the TR training program reaching completion on its due date (refer to the Gantt Chart).  
The Hardware Preference and the Readiness surveys conducted prior to the pre-rollout of the trial were reliable and non-biased. The decision to proceed with the tablet product was based on TR preference outlined in the survey results and consideration to the business needs. The business concluded that due to the cost effectiveness of the iPad it was viable to trial the Ipad as a likely candidate compared to the Toughbook laptop which was in present use and the standard laptop. 
The feedback from the TRs to the main office was consistent for the first 2 weeks, until the central support team became overwhelmed with the volume of queries received daily. 
As a result, the support network became ineffective and the pressure of the existing work load on the trial TRs in conjunction with the new pressures of an unfamiliar system disrupting work flow caused disruption and distain towards the trial. 
As a remedy, the project lead commuted from Burton to South West Wales to restore communication between the trial team and the central development team, in order to maintain progress and complete the long-anticipated trial.  This resulted in the inception of the Beer Champion role in which the author became an active participant. This role consisted of trial TRs that proved to be most competent and IT literate and therefore could provide frontline support reducing the work load on the central support team, which would allow for progress to continue. 

· 

10.0 [bookmark: _Toc39165921]Conclusions

Despite the negative issues experienced, feedback and regular updates produced an end product which was usable, though not perfect, but nonetheless a significant improvement to the initial system released during the first week of the trial. 
Based on the author’s experience, both in developing and planning the trial with the project team and executing the developments in the field, it was concluded that though Beermate has the scope and potential for vast improvements in work flow and efficiency, its current format had actually reduced efficiency and caused obstruction in most areas of the TR routine role. 
Where improvements have been witnessed in increasing TR availability, by removing the responsibility for customer technical reviews and parts ordering, by allocating these tasks to a delegated central team, new issues have arisen due to the lack of control with regards to supply chain access and arranging alternative flexible delivery times due to customer needs.
The off-line capability had proven poor, as in low signal areas tasks completed on the iPad locally would rarely synchronise to the cloud. Loss of signal resulted in data loss, resulting in previously simple tasks becoming time intensive due the repetitive nature of continuously reassessing the inputted metric. 
However, despite the issues outlined above, the general consensus of the company and field TRs is that despite the challenges experienced, the majority of the main issues were addressed and that the continual improvement of the system over the coming years will lead to a more efficient and cost effective, scalable system suitable to a company of its stature. 

11.0 [bookmark: _Toc39165922]Recommendations 

The author’s primary recommendation following the completion of the trial period would be to involve the end user to a greater degree during the initial development stages in any future project development projects. 
Project lightening suffered as a result of not having any TR input during the vital early stages of the project’s development, the MCBC employees involved at this stage were office based and therefore had no experience in the field, resulting in many features of the system proving not fit for purpose when first launched in the trial. These features could have easily been remedied at the time had field technicians had more influence over its initial design, saving time in developing training that as a result became obsolete only one week after its deployment (drastic changes to the system had to be implemented quickly in order for TR’s to continue to carry out their day to day roles).  
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TR Task Laptop Toughbook I-Pad

Complete expenses  2 3 1

Can browse through People Central, add 

personal goals, request holidays, etc

1 3 2

Access TR Ref Documnents/Global drive 2 3 1

Complete Salesforce tasks - Complete 

numerous maintenance, install, COP, projects 

jobs and update all relevent information 

successfully. (What tasks to be discussed)

2 3 1

Can access and use Microsoft applications - 

Excel, powerpoint, Word, etc

1 3 2

Use Yammer 2 3 1

Receive, send and sort through emails  1 3 2

Use Outlook calendar  2 3 1

Can use Chatter successfully 3 3 1

Can order equipment successfully 1 2 3

Complete request to hire WAH equipment 1 2 3

Complete request for waste collection 1 2 3

Complete near miss/incident reporting 1 2 3

Use WAH tool (macros) 1 2 3

Access skype and use video and mic functions  2 3 1

Browse and use internet successfully 1 2 1

Can take photos/videos 2 3 1

Complete time sheet 1 2 3

View weekly working hours time sheet from 

D.Summers (macros)

1 2 3

Access online training (Flow training and TTN) 2 3 1

View weekly metrics 2 3 1

View weekly min van stock spreadsheet 2 3 1

Complete 121s and upload to Onedrive 2 3 1

Watch Youtube training videos  2 3 1

View Payslips 1 3 1

Ruggedness 2 1 2
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Hi Al

Ihope you are all excited at the prospect of being the first area to Go Live on the BeerMate system.
1 just wanted to confirm a few things for the training days and just reassure you that there is an abundance of support at hand for the next 3 weeks,

Training both days is at the Centenary Suite, Liberty Stadium, Swansea, SAL 2FA and we are aiming to start at 9am prompt. It's a full day and if you can
all make your best efforts to be there in plenty of time and get any refreshments before we begin.

You do not have to do anything in preparation for the sessions, everything you need for the day will be supplied (1an/Rob/John — Please remember to
bring your iPads and Power Leads)

Dress code for the day will be business casual,

17% October Attendees:

John Barnes

Gavin Creed

Steven Earey

Viv Edwards
Carwyn Johnson
Andy Lear
Jonathan Maunders
Dafydd Rees
Robert smith





