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The right CRM (customer relationship management) 

technology can mean the difference between getting 

results and making excuses. In today’s dealerships, it’s 

playing a more important role than ever.

Buying a CRM is a big decision.
There’s the…

• Overall expense

• Implementation time

• New training

In short, it affects the entire organization.  

So you have to get it right.

*Source: 2015 SAP “What’s the Future of Sales?”

of buyers say the biggest risk 
of getting a purchase wrong 
is wasting company money*52%



Heres what you’re up against:
• Today’s customers expect quick 

and personal responses.

• Many shoppers are now only 

communicating through digital 

channels.

• Lenders expect accuracy.

• Your GM expects profit.

*Source: 2018 Cox Automotive “Future of Digital Retail” Study

...And here’s what you have to do:
• Dig deep. Know what you need 

going in, and ask questions until you 

understand the CRM’s full capabilities 

and limitations—not just what the 

vendor wants to show you.

• Don’t get emotional. Vendors aren’t 

friends or family; they have to deliver 

business value. Stay strong about your 

expectations.

• Customize the capabilities. 

Customized solutions will not only 

lead to better adoption, but also better 

flexibility, adaptation, and growth.

• Adapt your CRM to your process... 

not the other way around. The more 

familiar it is for your team, the more 

likely they are to use it.

of consumers prefer a 
unique, personalized 
car-buying journey*90%



Before you start your buying journey...

Consider your culture.
Changing your CRM alone won’t necessarily lead to better 

results. Your dealership also must commit to better utilizing 

the CRM. Buying a new CRM can be used as a catalyst for 

change, but if you’re not seeing the results you want, your 

dealership must build a culture of CRM utilization as well. 

START THE JOURNEY



Step 1

FORM A COMMITTEE
If your team isn’t invested in the decision, they won’t use 

the software. To start your journey off on the right track, 

you need to include the right decision-makers.

• Appoint your representatives. Consider your new car, 

used car, BDC, and internet managers, as well as your 

GM and controller. You want good decision makers who 

have positive influences on their departments.

• Gather information. Let each representative stand 

up for what’s important to them. You may not know 

everything they know about their department.

• Ask for input. CRM selection impacts everyone. Once 

your committee has a shared vision, share it with the rest 

of the dealership—through comment boxes, surveys and 

all-hands meetings.
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Step 2

DEFINE YOUR DUTIES
Before you make a big investment of time and effort, you 

want to ensure success. Now’s the time to ask yourself 

some critical questions:

• What do I hope to accomplish with this software? 

More leads? Better follow-up? Greater accountability?

• What do I expect from my team? Do you anticipate 

compliance issues?

• What do I expect from my vendor? Don’t invest in 

solutions that don’t come with support. Make sure you 

know what kind of support you need, and that they 

know what you expect.



If you haven’t already, evaluate the state of your current 

CRM to help make your future CRM more successful.
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IF YOUR CURRENT SOLUTION: THEN YOUR NEW SOLUTION:

has a lot of open tickets...

...

...

... ...

...

...

...

isn’t being utilized by your team

isn’t improving performance

integrates with other operating 
systems in your dealership

has to integrate seamlessly too, or 
you’ll have to make OS upgrades

has to come with a clearly defined 
support system

has to be intuitive and aligned with 
your processes

has to come with a performance 
manager



Step 3

SET YOUR BUDGET
Before you hit the road with your new CRM, it’s important 

to know how much it’s going to cost you. Seems obvious, 

right? What is not always obvious is what you’re really 

paying for. That’s because some CRMs come with hidden 

costs, such as:

• Integration fees: Be sure to confirm whether the 

vendor will charge you to integrate your new software 

with your DMS, your website, and your call tracking 

provider.

• Overages: Verify how much it’s going to cost if you go 

over your call tracking allotment or texting allotment, 

and ask how much extra the vendor charges for 

additional services like marketing support.

• Per-user fees: If you grow your business and need to 

add more users to the system, be aware of whether 

you’ll see an upcharge for each new user.
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Don’t base your budget on what you’re  
currently spending.
If your current CRM isn’t working—whether the processes 

are full of holes or your team isn’t using it—it’s unlikely 

you’ll find a better solution for the same price.

Take advantage of 20 groups, consultants, and sister 

dealers to help you decide on a budget that’s right for 

your dealership.

*Source:  2014 Nucleus Research “CRM pays back $8.71 for every dollar spent”

$$$ Using a CRM results 
in an $8.71 return on 
every dollar spent*
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Step 4

EVALUATE YOUR OPTIONS
Don’t be afraid of being choosy. Find out what CRMs 

other dealers are using and whether they like it. Ask them 

questions like:

• Is your vendor reputable?

• How often is your CRM updated with the latest 

technology?

• Have you had any bad experiences with your vendor?



Take what you learn from other dealers, and factor in some 

research of your own.
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REVIEW VENDOR WEBSITES: NARROW DOWN YOUR RESULTS:

After you’ve done this much research, 
it’s time to start identifying which CRMs 
align with your criteria. Before making 
any cuts, you may want to get your 
committee’s input to make sure you’re 
not eliminating any valuable options. 

Surprisingly, a lot of dealers don’t spend 
enough time looking at the basics. 
Consider how the vendor presents 
themselves and identifies their unique 
selling points. A vendor’s go-to market 
strategy and key differentiators could be 
big factors in your decision.



Step 5

TAKE A TEST DRIVE
Once you’ve done your homework, you’re ready to demo 

a few of your top options. Contact each of the vendors 

you’re considering and set up an online overview or an 

in-store presentation—most will accommodate whichever 

you prefer.

You may want to schedule all your demos within a small 

window of time, so by the time you’re done with the last 

demo, you haven’t forgotten all the features in the first 

one. (Don’t worry—many vendors will record the demo for 

you to keep as a reference.)
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Get the most out of a live demo.
Don’t sit back and relax like you’re 

watching a movie on your couch. 

Make sure you make the vendor  

work for it:

• Remember your core criteria. You 

spent hours researching and talking to 

your committee for a reason. Make sure 

you see the things you know you need, 

functionality-wise—and clearly see how 

they work.

• Don’t get distracted by bells and 

whistles. Many of the shiny add-

ons and features can be very helpful, 

but don’t make them the reason you 

choose a certain CRM. Your core 

criteria should drive your decision.

• Ask questions. This is the vendor’s 

time to prove the value of their CRM. 

Ask them to explain exactly why they 

can or can’t help you solve your most 

important issues.

DEMO CHECKLIST

Don’t let them off the hook until 

you have firm answers to the 

following:

 þ How easy is the setup and 

training process?

 þ How will my dealership be 

supported after the sale?

 þ What are the contractual 

obligations?

 þ Is this a scalable solution that 

can grow with my business?

 þ Will the CRM integrate with my 

existing software?

 þ How are system updates 

managed?
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Step 6

MAKE A DECISION
As you narrow down your options, remember your 

criteria. Decide which options are the best for your 

culture and staff.

Contractual obligations are a big factor here. You may 

be leaning toward a certain CRM, but you don’t want 

to enter into a lengthy, complex contract with the 

vendor. Be aware of what you’re getting yourself into, 

and decide whether or not you’re ready for a long-

term commitment.

Consult your committee.
Schedule time with your team to discuss your options. Since 

your team will be using the software all day, every day, be sure 

to get their buy-in. Give them the opportunity to make their 

case for a certain system or to present a counterargument. 

You may want to take a vote at this stage, or simply listen 

to everyone’s feedback and make a decision based on what 

you’ve heard.



Step 7

PREPARE FOR THE CHANGE
The CRM buying process doesn’t end when you sign a 

contract. Don’t wait until the trainer shows up to tell your 

team about the change. 

Explain to your staff the reasons for the change and the 

ways your new CRM will make their jobs easier well in 

advance of the switch. Get buy-in before the official CRM 

switch process begins to encourage your staff to make the 

most of the training resources that will be offered.

Remember the Golden Rule of CRMs.
No matter what solution you choose, all CRMs are useless without 

users. Make sure you’ve got the right personnel, the right culture, 

and the right attitudes in your dealership, so you can be confident 

you team will use the CRM to make better customer connections, 

drive more sales, and earn higher gross profit.
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© VinSolutions 2020

Considering a new CRM for your dealership?
Visit VinSolutions.com to explore Connect CRM  

and its supporting suite of solutions.


