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CRM MIGRATION:
CHALLENGES AND SOLUTIONS    
 
It’s time for a change. Whether you’re upgrading from a homegrown 
customer relationship management (CRM) system or switching from 
a legacy system, you know you’re ready. But what are your next steps?  

Challenge 1: Where is Your Data?

CRM migration projects are challenging. They involve listening to input from multiple 
departments, creating new processes and of course, your precious data. But don’t fret. 
There are ways to tackle the challenges and smooth out the rough edges.

First, let’s define what a CRM data migration is, and what it entails. Perhaps you have a 
living, breathing CRM that houses all your data, or your data is fragmented across different 
systems or spreadsheets. Either way, the goal of a CRM data migration is to move all 
relevant data into your new and improved CRM system.

You must first set clear goals for the project. Then you can better comprehend the depth of 
your work and create a timeline. You’ll face plenty of challenges along the way, but 
understanding what may come up will help you sidestep them altogether.

Dive into these 10 challenges and solutions of your data migration.

Before you can migrate the data, you need to find out where it is. Identify
the types of software where you currently keep your data.
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Potential locations include: 

 

Pro Tip
Ask the lead of sales or customer service to also search data storage 
locations to ensure you aren’t missing anything.

Challenge 2: What's the Scope of the Project?

Now that you know where the data is, determine what needs to cross over into the new 
system. Remember, you’re going through a CRM implementation because you’re making 
an improvement. Same headaches, new system? No thank you. Don’t make the mistake of 
setting up the new system like the old one.

Talk to your team about what their needs are. Ask them what information they need 
transferred into the new CRM. Do you really need that 20-year-old stale information that’s 
been sitting in the filing cabinet collecting dust? Is it essential to migrate the customer data 
from the subsidiary you closed five years ago? Do you need the leads list from the 
tradeshow you went to last year that produced zero opportunities?

You (hopefully) don't keep eight broken appliances in your basement. So, don’t be a 
hoarder with your data either. Only migrate relevant data.

Once you determine where data lives, it’s time to figure out where the most accurate 
information is. If you attempt to cobble together data from multiple sources, it could be a 
difficult undertaking. Instead, you might want to decide on the most relevant, accurate 
source of your company’s data, and forego information from other places.

Why? Consolidation is a major challenge, and it’s prone to user error. If you plan to take 
this route, be prepared for complications and headaches.

•    CRM System
•    Excel Files
•    Google Drive
•    Desktop
•    Dropbox
•    Email
•    File Cabinet
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Pro Tip
Only you and your stakeholders can determine the scope of your project. 
However, your CRM migration partner will expect clean data prior
to starting migration.

 

Challenge 3: Do You Have Clean Data?

Cleaning data is the process of detecting and removing any corrupt or inaccurate records 
from your files. Having clean data is imperative to your CRM migration. Fragmented data 
only leads to frustration. To avoid these complications, make sure your data isn’t full of 
holes. Your users don’t want to have to jump through hoops just to use the system.

The task of cleaning your data falls on you, not an outside partner. It’s a major hurdle for 
many companies. If you have data in multiple locations, as discussed above, it can be a 
challenge to select which one is best to migrate. Additionally, you may have logged data in 
a system that has no validation.

For instance, some team members may have logged a secondary phone number in the 
email address field because there was no other place to put it in the old system. But 
transferring information into the wrong data fields leads to more confusion for your team.

Ask yourself this question: What are my internal resources for cleaning the data? 
Employees need to have both the required time and skills to complete the task.

When you determine who is best for the job, clear their schedules so they have the time to 
correctly complete the job in the desired time frame. If your data is too much of a mess, 
draw a line in the sand, and leave the headache behind. Consider bringing over a critical 
subset of it that you can handle, such as customer accounts and contacts. Then take the 
proper steps to better manage the data in the future.

User adoption is a massive issue for any new system, so you must provide the data that 
users actually care about. Make their needs a priority. If your sales team members are the 
primary users of your CRM system, then make sure you are setting up your new CRM with 
information that is helpful to them. Proper contact information for leads and customers and 
cross-sell opportunities are important data points for them.

If you understand what data to transfer, it will help you determine the scope and timeline 
of your CRM project. If you’re tasking someone with cleaning and normalizing 20 years of 
data, that’s understandably going to take longer than cleaning up four years of content.



Here are factors to consider when normalizing your data:
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Challenge 4: Did You Normalize the Data?

The endgame of your CRM migration is to set up your new CRM system to gain better 
results than your previous system. One way to accomplish this goal is to make the new 
one more user-friendly.

To do this, you need to have smarter data in your new CRM.

Challenge 5: How Are You Preventing Duplicate Data?

There is no better time to deal with duplicates than before a migration. You’re already 
viewing, cleaning, and normalizing your data. It's a natural step to clear out the duplicates, 
too.

Most modern CRM software includes some duplicate removal checks when you load data 
in the system. However, that dupe check focuses more on whether a company with that 
name already exists, not on what the most accurate information is. In other words, the 
CRM system isn’t going to detail the previous entries and direct you to select the current 
option.

Heavily duplicated data can derail even the best-designed CRM systems. If the data isn’t 
reliable, both users and executives alike can quickly lose confidence in the system.

Challenge 6: Who Oversees the Data Migration?

Having great data for your new CRM system is a challenge. Who is in charge of making 
decisions?

You need a true CRM project manager who focuses on CRM migration. If you don’t want 
this person to be the decision-maker, you at least need him or her to gather content, 
present the information to the decision-maker, and push the project along.

Imagine you have a “Customers by Industry” pie chart that includes industry values for 
“Electronics,” misspelled “Elecronics,” and “Electric.” The pie chart would serve no real 
purpose because the data is not precise.

•    Easier user input
•    Easier filtering on normalized values
•    More meaningful reporting



Pro Tip
CRM migration is a full-time job, not an add-on task. Treat it as such.
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 Challenge 7: How Do I Find the Right Project Manager?

A key to the success of your project is finding the right person to lead CRM migration.

If the migration is continually forced on an undedicated employee, your timeline will 
significantly extend, and may never get completed.

(Check out Challenge 7 for suggestions on selecting the right CRM champion.)

Are you wondering why it’s so important to have one point person? Because there are a lot 
of decisions to make during a data migration. Someone needs to address:

To resolve the above issues, someone needs to communicate with various stakeholders, as 
well as discuss solutions with your IT team.

After input from key stakeholders, someone needs to make a final decision that aligns with 
the original goals you set up for your migration project, and stick to your timeline.

To make sure your project succeeds, pick the right champion for the job.

Look for a candidate with the following attributes:
•    A passion for meeting deadlines
•    Appreciation for the project
•    Good management skills (time and people)
•    An understanding of the new system
•    Knowledge about the goals of the new system

•    The starting point of the data
•    The way to handle duplicate removal
•    The data that needs to migrate, based on user need
•    Ways to understand user needs for the new system
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Here’s an example:

Pro Tip
The project manager gains insight from designated stakeholders, but resist 
the urge to get into the weeds. The goal is to get the new CRM system
up and running.

Challenge 8: Who is Involved?

Beyond the project manager, who else should be involved in the migration process? The 
project manager will be working with designated stakeholders, such as sales managers 
and members of the IT department.

Any department (such as sales, IT, and customer success) that will use the CRM system 
needs some representation during the setup process. So, ask them about the processes 
they currently follow to complete their work. But more importantly, ask them what they 
wish the new system could do for them. Talk to them about their current pain points. 
Discuss how to save them time, sell better, or even meet their personal goals. Don’t move 
the old problems into the new system.

On the other hand, sometimes businesses get weighed down by having the project 
manager factor in every possible stakeholder.

Audrey is the best project manager at Barber Manufacturing. She loves technology, and 
after doing a lot of independent research, she suggested the CRM software Barber is 
implementing. So naturally, she’s leading the CRM migration process.

Audrey never faced a deadline she didn’t meet. To succeed at this project, all she needs to 
do is gain insight from potential users. There are five regional sales managers, so she 
decides to individually reach out to them about their use cases.

After making five phone calls, she gets five different answers, so she isn’t sure what to do. 
She now understands there are no CRM best practices in her sales department.

For a small migration, your project manager might be an Excel expert, or someone who can 
pull data from Outlook. However, for bigger migrations, the job will be more complex, and 
your project manager will most likely be an IT representative.

If you have a project manager, it doesn’t mean that he or she is the only person involved in 
the project. Rather, he or she is the organizer.



Pro Tip
Understanding your process will help you organize your data for migration.

8   CRM Migration Challenges and Solutions

 
 

Audrey decides her next step is to set up a conference call that involves everyone. The 
two-hour meeting is the tensest one she’s ever had, and it accomplishes nothing. She’s 
momentarily at a loss.

Facing her deadline, Audrey knows she must do something more proactive. She creates a 
chart with all the input and her suggestions. She presents her plan to the director of sales, 
and he agrees.

Audrey breathes a sigh of relief, but knows she could have handled the task better. For the 
next department, she’ll create a survey with multiple-choice answers, or just reach out to 
one or two managers.

The more opinions there are to sift through, the more confusion there is. So, it will get harder 
and harder to stick to a schedule, which means your timeline will veer off-course.

Note, some companies choose a decision-maker to be a project manager. But other 
companies have people like Audrey, who assemble information, present it and pushes things 
along.

Challenge 9: What's Your Process?

Think about how your process is going to affect your output. For instance, does your data 
include information that your development team will be prospecting? Is there separate 
customer data about qualified prospects that your senior sales reps are working on?

This information may be stored in separate areas of your new system, with different 
processes for each step of the sales process. If you know how different processes will be 
used in your new system, it will help you prepare the data ahead of time.
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Check out our list of Don'ts:
•    Don’t get into the weeds.
•    Don’t have eight-hour conversations about the smallest details.
•    Don’t task the migration to an already-overworked project manager.
•    Don’t start the project without cleaning your data, removing duplicates, and (optionally) 
      normalizing some of it.
•    Don’t forget that you’re making an upgrade for a reason.
•    Don’t expect a perfect system on Day 1.

Instead:
•    Gain valuable insights from users of the CRM system.
•    Set both short- and long-term goals for your project.
•    Always rotate back to the clear goals you set at the beginning.
•    Clear enough time and resources to meet your timeframe.
•    Create backups of your data.
•    When you need further assistance, partner with CRM migration experts.

Challenge 10: How Do I Handle a Moving Project Timeline?

Hopefully, by tackling the other nine challenges, your timeline won’t change drastically.

Lastly, remember that just as your business needs change, your CRM needs will, too. The 
perfect solution today may not be as perfect three months from now. Continue to check in, 
and let it grow.



FayeBSG is a global technology company that helps companies grow by 
successfully deploying, customizing, building, and managing industry leading 
customer experience, CRM, and ERP software platforms to meet evolving 
business needs. As a SugarCRM Elite partner and awarded the 2020 
SugarCRM Global Reseller of the Year, FayeBSG is also a leading partner with 
Sage, Zendesk, Salesforce, and Hubspot as well as an innovative provider of 
custom software solutions.      
 
FayeBSG is known for their SugarCRM integrations with Sage 100, 
QuickBooks, NetSuite, Acumatica, Intacct, Constant Contact, Authorize.Net, 
Hubspot, Ring Central, Box, Jira, Ytel, and more. Services include project 
management, software implementations, consulting, training, custom 
development, and support.
 
Specializing in software implementations for a variety of industries, FayeBSG 
has customized successful CRM and ERP platforms for a variety of mid-market 
and enterprise businesses.

For more information, please visit www.fayebsg.com.

5950 Canoga Ave., Suite 615 Phone 818-280-4820
Woodland Hills, CA 91367 Fax 818-280-4821
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