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Melissa Eller

CRM Business Analyst

Kristi Kooyman

Client Success Manager

Your Presenters 

About me: I live in Logan, UT, and spend a 

lot of time in Europe

Ask me about: CRM Governance...and wine!

About me: I live in Arlington, WA

Ask me about: CRM Administration, my 

granddaughters, and raising chickens!
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Agenda

• What is CRM Governance and 

Why Do We Need It?

• Basic Governance Framework

• Northwest University’s 

Governance Journey

• Establishing Governance on 

Your Campus
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What is CRM Governance?

The set of policies and processes that govern how you 

manage and evolve your CRM 

It defines:

• Roles and responsibilities

• Systems for institutional decision-making

• How users and stakeholders provide input and feedback

• How you track, organize, consider, prioritize, and execute 

on these requests
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• Governance ensures:

− the system meets the needs of your users, even (especially) as they 
evolve

− the system is aligned to support your institutional goals and priorities

− you have a system strategy that minimizes risk

• Governance encompasses change management:

− Rolling out new tools and features, including staff training

− Onboarding new staff

Why is CRM Governance Important?
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Governance Framework – The Basics

• CRM Steering Committee

• Change Management

• Issue Management

• Documentation
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Governance Framework – Steering Committee

• Purpose

− Provides oversight for your 

CRM initiative

− Is the ultimate decision-making 

body for major changes 

or initiatives

− Represents all relevant 

departments within the institution

• Composition

− Executive sponsor(s): from business, IT—

or both

− Business Process Lead(s): senior-level 

manager represents the needs of the relevant 

department(s)

− Technical Lead(s): senior-level manager 

represents the technical side of 

the organization

− Project Manager: liaison between committee 

and project implementation team
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Governance Framework – Steering Committee

• Responsibilities

− Holds regular meetings to review implementation progress and assess performance

− Understands and represents institutional priorities and business goals

− Advocates effective use of the CRM across all departments and users

− Sets priorities, tasks, and timelines for accomplishing business goals
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Governance Framework – Steering Committee (cont.)

• Responsibilities 

− Identifies and approves standards, practices, and changes that will 

be applied to the CRM

− Plans for product updates and leveraging new features

− Resolves issues escalated by users and/or system administrators

− Measures results against established metrics
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EXAMPLE

University of Nebraska 

Lincoln Committee Structure
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Governance Framework – Change Management

• Goal

− Ensure changes are introduced seamlessly with minimal risk or 

disruption to stakeholders and users

• Changes Subject to Review

− Data structure: tables/objects, fields, pick list values

− Student-facing forms and applications

− Institution-wide reports and dashboards

− Roll out of new features and tools (including user training!)
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Governance Framework – Change Management

• Questions the Committee Should Consider

− What business goal does the change address?

− What value will it add to internal business process(es), external constituencies, collected 

metrics, or key performance indicators?

− What else will be affected: objects and/or fields, reports, dashboards, automations, 

workflows, templates, campaigns, and/or data integration tasks? 

− Will it require ongoing maintenance and affect other departments?

− Should it be implemented in the current cycle or deferred to a new cycle?

− What training needs to happen for this change to be successful?
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Governance Framework – Issue Management

• What? 

− Mechanism for receiving input and feedback from users and 

stakeholders

◦ E.g., Intake form, dedicated email address, case system

− Tool that facilitates sharing, searching, aggregating, preserving, 

reporting, and tracking progress in an organized way
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Governance Framework – Issue Management (cont.)

• How do you use it? 

− Categorize and Prioritize

◦ Break fix

◦ Wish list

◦ New feature

◦ General support - add new users, help with login

◦ Task vs. project

− Plan/process for executing
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EXAMPLE

University of Minnesota
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Governance Framework – Documentation 

• CRM Governance documentation

− Decisions AND rationale 

− Auditable and documented timeline—inception to implementation

• Reference

− Business process documentation

◦ Augment - don’t recreate - vendor documentation

◦ Unique to accomplishing your business processes in the system

− Shared environment to avoid out-of-date copies

• Readily available and accessible to stakeholders and users.



Northwest University
Our Governance Journey



• Northwest University in 

Kirkland, Washington

• 1,237 total 

undergraduate and 

graduate enrollment

• 265 graduate students

• 15 specialized 

Master programs
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• Siloed processes

• Spreadsheet-based

• Manual

• Messy handoffs

• Leadership not involved

• No one owned the 'whole process'

• Lack of authority to coordinate peer-

level changes between departments

Northwest University CRM Governance

BEFORE
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Northwest University CRM Governance

Enterprise Operations Group

• VP Institutional Effectiveness (Chair)

• VP Advancement

• CFO

• CRM Administrator/System Analyst

• IT Director
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Software/Tech Services Request
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NU Leadership Database Team

New positions:

• CRM Administrator/System Analyst reports to Advancement VP

• CRM Developer 

New operational focus

• Built operational team that supports admissions: Operations Director, Coordinator and Visit Specialist

• Implementation Team led by VP Institutional Effectiveness: reviews Faculty minutes to coordinate 

implementation of new programs, identifies and prioritizes projects that are high impact across campus

• CRM Database MS Team to keep all users apprised of changes, tips, updates etc.

• IT meeting 2x/week to discuss integration and other cross system issues
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• Issue Management

− Using Mojo help desk to track and assign priority

− Still working on a way to track more complex projects (no PMO)

Northwest University CRM Governance
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• Input Management

− GOE for new software needs

− Implementation team for new programs

− Identified Salesforce power users to gather information and 

needs from their areas of expertise

Northwest University CRM Governance
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Northwest University CRM Governance

• Documentation

− Document in Teams

− Keep it simple and relevant

− Refer to TargetX and other vendor documentation

− Same set available to everyone
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Shared Data Structure Program Mapping



Establishing CRM Governance on Your Campus
Tips, Principles, & Good Practices
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Establishing Governance – Guiding Principles

• Collaboration is the best way to ensure successful CRM implementation, usage, and adoption

• Clear, open lines of communication are critical to success 

− Establish a systematic approach to sharing information, developing champions, and 

encouraging feedback

• Teams and individuals must be held accountable for completing their tasks in a thorough and 

timely manner

• Predictable, reproducible, transparent processes ensure nothing is overlooked and provide 

structure for stakeholders and users

• Processes do not guarantee success 

− people need to be flexible and adaptable as change happens
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Establishing Governance – Good Practices

• Develop your governance structure over the course of your implementation 

so it’s in place when you go live

• Take advantage of training, documentation, and consultation offered by your 

vendor; don't reinvent the wheel!

• Take advantage of your Client Success Manager

− hold regular strategic planning meetings to ensure: 

◦ your technology is aligned optimally to support your goals

◦ you don’t miss out on new features/tools that could bring value! 
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Establishing Governance – Other Resources

• Who else is doing this well? 
• College of Saint Scholastica: 2020 conference presentation

• Pepperdine University Governance Charter

• University of Minnesota CRM Governance

• University of Nebraska Lincoln CRM Governance & Support

• Vendor Resources:
• Forum One – The Secret to CRM Success: Training & Governance

• Collegis Education – Why IT Governance in Higher Education Is So Essential 

https://vimeo.com/440860166/e25798f5f5
https://community.pepperdine.edu/crm/governance/
https://sites.google.com/a/umn.edu/crm/home/governance
https://crm.unl.edu/governance-and-support
https://www.forumone.com/insights/blog/the-secret-to-crm-success-training-governance/
https://collegiseducation.com/news/technology/it-governance-in-higher-education/
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Melissa Eller

Northwest University

melissa.eller@northwestu.edu

Kristi Kooyman

Liaison

kkooyman@liaisonedu.com

Thank You


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32

