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FUTURO DIGITAL CONSULTANCY

Zoho CRM
Implementation
Checklist
A practical, UK-focused guide to planning, configuring and
launching a CRM that people use and the business can trust.

FOR UK SMALL AND MID-SIZED BUSINESSES

How to use this checklist
Work through the nine sections with your project team. Mark each item complete only when there is evidence: an agreed
document, tested configuration, named owner or signed decision. Capture gaps in a prioritised action plan.
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QUICK START

Before you configure anything
Use this checklist to create a shared definition of ready. Not every item needs to be perfect before work begins,
but every gap should be visible, owned and prioritised.

NO. FOCUS KEY OUTPUT

01 Business case and governance CRM charter

02 Process and requirements discovery Requirements and future-state process

03 Zoho architecture and configuration Data model and admin guide

04 Data preparation and migration Cleansed migration files and mappings

05 Automation, integrations and communications Automation and integration register

06 UK privacy, security and retention Privacy, access and retention controls

07 Reporting and management information KPI dictionary and dashboards

08 Testing, training and adoption Signed UAT and adoption plan

09 Go-live and continuous improvement Go-live and improvement plan

Recommended sequence
Discover and simplify the process -> design the data model -> clean the data -> configure -> integrate and automate ->
test -> train -> launch -> improve.

Tip: assign an owner and due date to every unchecked item. If an item is intentionally not applicable, record the reason so it is not repeatedly
reopened.
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SECTION 01

Business case and governance
Start with outcomes, ownership and decision-making. A CRM project without a clear business case quickly
becomes a software installation rather than a business improvement programme.

Define three to five measurable outcomes
Examples: faster lead response, higher conversion, shorter sales cycle, fewer manual handoffs or improved
forecast accuracy.

Agree the phase-one scope
List what is included, deliberately excluded and deferred to a later phase.

Name an executive sponsor
Give one senior owner authority to resolve scope, budget and adoption issues.

Appoint a CRM product owner
Make one person accountable for requirements, decisions and the post-launch backlog.

Create a cross-functional project team
Include sales, marketing, service, finance, operations, IT and data protection where relevant.

Set success measures and baselines
Record today's values before implementation so improvement can be demonstrated.

Agree budget and internal capacity
Include licences, consultancy, migration, integrations, training and ongoing administration.

Create a decision log and risk register
Record who decided what, key assumptions, dependencies, risks and mitigations.

Set a realistic delivery roadmap
Use phased releases and clear acceptance criteria instead of a single large launch.

Deliverable
A one-page CRM charter covering objectives, scope, owners, timeline, risks, budget and success measures.
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SECTION 02

Process and requirements discovery
Design the system around the way work should flow, not around every historical workaround. Observe real
users and separate essential controls from personal preferences.

Map the customer lifecycle
Cover first enquiry through qualification, sale, onboarding, service, renewal and reactivation.

Document current processes
Capture triggers, owners, handoffs, delays, duplicate work and spreadsheet dependencies.

Design the future-state process
Remove unnecessary steps before automating anything.

Define user roles and responsibilities
Clarify who creates, owns, updates, approves and closes each record type.

Write prioritised user stories
Use must-have, should-have, could-have and later to control scope.

Define field-level requirements
For every field, record purpose, format, source, owner, whether mandatory and reporting use.

Agree pipeline stages and exit criteria
Each stage should have a clear business meaning and objective completion rule.

List exceptions and edge cases
Include duplicates, returning customers, multiple products, stalled deals and reassignment.

Create acceptance criteria
Describe how the team will prove each requirement works before launch.

Avoid
Recreating a poor process exactly as it exists today. Simplify first; configure second; automate third.
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SECTION 03

Zoho architecture and configuration
Keep the data model understandable. A smaller number of well-designed modules, fields and layouts is easier
to adopt, report on and maintain.

Confirm the right Zoho edition and apps
Match features to requirements before buying extra licences or add-ons.

Design the module structure
Decide how Leads, Contacts, Accounts, Deals, Products, Cases and custom modules will relate.

Create a data dictionary
Define field names, types, allowed values, descriptions and ownership.

Standardise naming conventions
Use consistent terms for modules, fields, views, workflows, templates and reports.

Configure layouts by user need
Hide irrelevant fields and use layout rules where different teams need different experiences.

Set validation rules
Prevent incomplete, inconsistent or impossible data from entering the system.

Configure profiles, roles and sharing
Give users the minimum access required for their responsibilities.

Create useful list views and filters
Prioritise daily work queues, follow-ups, exceptions and management oversight.

Document configuration decisions
Maintain an admin guide covering purpose, dependencies and change history.

Design principle
Prefer standard Zoho capability where it meets the need. Customise only when the business value exceeds the
long-term maintenance cost.
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SECTION 04

Data preparation and migration
Migration quality is usually more important than migration volume. Move data that users can trust, understand
and act on.

Inventory every source
Include legacy CRM, spreadsheets, forms, email tools, finance systems and personal contact lists.

Assign a data owner for each source
Owners decide what is authoritative and approve cleansing rules.

Define what will and will not migrate
Set date ranges, status criteria, retention rules and archive arrangements.

Clean and standardise data
Normalise names, phone numbers, countries, postcodes, dates, picklists and company identifiers.

Define duplicate rules
Agree match criteria and what happens when records conflict.

Create source-to-target mappings
Map every imported field to the correct Zoho module and field.

Preserve consent and lawful-basis evidence
Do not treat an import as permission to market to every contact.

Run at least one test migration
Reconcile record counts, relationships, owners, attachments and key reports.

Plan the cutover
Set freeze dates, final export, reconciliation, rollback and legacy access arrangements.

Reconciliation check
Compare source and target totals, then sample high-value and complex records. Confirm related records, owners, dates
and history remain meaningful.
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SECTION 05

Automation, integrations and communications
Automate stable processes with clear owners. Every workflow should solve a defined problem and include
monitoring, exception handling and a route for human intervention.

Prioritise automation opportunities
Score each idea by time saved, revenue impact, error reduction, risk and implementation effort.

Define trigger, conditions and outcome
Document exactly when a workflow runs, when it must not run and what success means.

Prevent loops and duplicate actions
Add safeguards for re-entry, repeated updates and integration retries.

Assign automation ownership
Name the person responsible for monitoring failures and approving future changes.

Map all integrations
Record systems, direction of data flow, frequency, identifiers, authentication and failure handling.

Choose the system of record
For each data type, decide which system is authoritative.

Test real-world exceptions
Include missing data, duplicates, API limits, expired credentials and partial failures.

Review email templates and sender settings
Check branding, personalisation, reply handling, consent and unsubscribe processes.

Create an automation register
List purpose, owner, trigger, actions, dependencies, test date and change history.

Good first automations
Lead assignment, response alerts, follow-up tasks, stage-gate checks, onboarding handoffs and renewal reminders
often create value without excessive complexity.
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SECTION 06

UK privacy, security and retention
Build privacy and security into the operating model. This checklist supports implementation planning but is not
legal advice; confirm requirements for your organisation with appropriate specialists.

Document purposes and lawful bases
Know why each category of personal data is processed and record the appropriate lawful basis.

Complete a data protection impact assessment where needed
Assess high-risk processing, profiling, sensitive data or significant new monitoring.

Apply data minimisation
Collect only information that is necessary, relevant and proportionate.

Separate service communications from direct marketing
Configure consent, preferences and suppression so marketing rules are respected.

Review privacy information
Explain CRM processing, sharing, retention and individual rights clearly.

Define retention and deletion rules
Set review periods and defensible deletion or anonymisation processes.

Use least-privilege access
Restrict exports, bulk changes, sensitive fields and administration.

Enable appropriate security controls
Use strong authentication, multi-factor authentication, audit logs and secure integration credentials.

Create rights-request and incident procedures
Ensure the team can find, export, correct, restrict or delete data and escalate incidents promptly.

UK reminder
Direct marketing by email, text or similar channels may engage the Privacy and Electronic Communications Regulations
(PECR) as well as UK GDPR. Maintain clear consent and suppression records.
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SECTION 07

Reporting and management information
Reports should drive action, not simply describe activity. Begin with business questions and define the data
quality required to answer them reliably.

List the decisions each dashboard must support
Examples: where leads are stuck, which channels convert, forecast risk and workload imbalance.

Define KPI formulas
Agree numerator, denominator, date logic, exclusions, currency and attribution rules.

Assign KPI ownership
Name who reviews each metric and what action follows an exception.

Build operational views first
Give users queues for overdue actions, missing information and stalled opportunities.

Create management dashboards
Keep them focused on outcomes, trends, bottlenecks and exceptions.

Test filters and permissions
Verify people see the correct records and totals for their role.

Reconcile critical reports
Compare sample results against trusted source calculations before launch.

Set a reporting cadence
Agree daily, weekly and monthly reviews with named attendees and actions.

Monitor data completeness
Track missing mandatory fields, duplicates, stale records and inconsistent stage use.

Start small
Five trusted KPIs are more valuable than fifty disputed reports. Expand only when definitions and data quality are stable.
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SECTION 08

Testing, training and adoption
A technically correct CRM can still fail if users do not trust it or cannot see how it helps them. Test with realistic
scenarios and train people around their work, not around menus.

Create an end-to-end test plan
Cover roles, records, automations, integrations, emails, reports, mobile use and failure scenarios.

Use realistic test data
Include typical records, difficult edge cases and privacy-safe sample data.

Run user acceptance testing
Have real users complete business scenarios and record evidence against acceptance criteria.

Log, prioritise and retest defects
Separate blockers from improvements that can enter the post-launch backlog.

Train by role
Focus each session on the tasks, decisions and reports relevant to that audience.

Prepare quick-reference guides
Create short instructions for frequent and high-risk processes.

Build a champion network
Equip capable users to reinforce good practice and identify friction.

Communicate the reason for change
Explain expected benefits, what is changing and how support will work.

Measure adoption
Track active use, record completeness, overdue work, process compliance and feedback.

Adoption signal
Users should be able to explain how the CRM helps them prioritise work, reduce repetition or serve customers better -
not merely how to enter data.
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SECTION 09

Go-live and continuous improvement
Treat launch as the start of the operating cycle. Stabilise the system, support users closely and manage
improvements through a transparent backlog.

Confirm go-live readiness
Require sign-off for data, critical tests, security, training, support and rollback plans.

Run final migration and reconciliation
Check counts, ownership, relationships, attachments and priority reports.

Publish support routes
Tell users where to raise issues, expected response times and who handles urgent problems.

Provide hypercare
Schedule visible support during the first days and weeks after launch.

Monitor integrations and automations
Review failures, queues, duplicates, email delivery and API consumption.

Hold daily launch reviews
Track blockers, workarounds, owners and resolution dates.

Separate defects from enhancements
Fix broken agreed scope quickly; prioritise new ideas through governance.

Schedule 30-, 60- and 90-day reviews
Compare outcomes with baselines and adjust training, configuration and process.

Establish change control
Test, document, approve and communicate future changes before release.

Operating rhythm
Monthly data-quality and backlog reviews, quarterly value reviews and annual licence/security reviews keep the CRM
aligned with the business.
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PROJECT SCORECARD

Turn gaps into an action plan
Rate each area Red, Amber or Green. Use the final column for the single most important action required to
move the project forward.

AREA OWNER STATUS NEXT ACTION / DATE

Business case and governance

Process and requirements discovery

Zoho architecture and configuration

Data preparation and migration

Automation, integrations and
communications

UK privacy, security and retention

Reporting and management information

Testing, training and adoption

Go-live and continuous improvement

Suggested readiness rule
Do not launch with unresolved Red items affecting data integrity, security, critical integrations, legal obligations, business
continuity or essential user journeys.
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NEXT STEPS

Use, share and improve it
A checklist creates value only when it drives decisions. Review it with the people who sell, market, serve
customers, manage data and support technology. Revisit it whenever the CRM scope, integrations or business
process changes.

Need help turning the checklist into a
working CRM?

Futuro Digital Consultancy helps UK organisations design, implement and improve Zoho CRM,
integrations and automation.

Book a discovery call    |    info@futurodigitalconsultancy.com

Useful official resources

Zoho CRM Help https://help.zoho.com/portal/en/kb/crm

Zoho CRM security controls https://help.zoho.com/portal/en/kb/crm/security-control/data-security-types/articles/security-
controls-in-zoho-crm

ICO UK GDPR guidance https://ico.org.uk/for-organisations/uk-gdpr-guidance-and-resources/

ICO direct marketing and PECR https://ico.org.uk/for-organisations/direct-marketing-and-privacy-and-electronic-communicati
ons/

Disclaimer: This checklist provides general implementation guidance and is not legal, regulatory, tax or information-security advice.
Requirements vary by organisation and processing activity. Seek appropriate professional advice where necessary.
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