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WATERFALL

If you’ve ever taken part in a software implementation,  
chances are you’re familiar with the waterfall approach.   
It’s divided into stages, and typically the previous stage must  
end before the next can begin. For instance, all requirements  
must be identified and documented before design starts.  
Changes to requirements are carefully monitored and  
managed throughout the project. After the scope is locked 
down, there is often minimal engagement between users and 
the project team until user acceptance testing (UAT).

AGILE

Agile is a results-driven philosophy more than a methodology. 
There are several approaches that fit the Agile category.  
What they have in common is the iterative approach and the  
ongoing engagement of subject matter experts (SMEs).  
Scrum is one of the more familiar Agile methods. In Scrum,  
the work is divided into sprints with each sprint producing a 
potentially production-ready set of features. At the end of each 
sprint, the results are either accepted or rejected. Once the  
release criteria are met, the completed features are deployed  

to production. This could be after one or several sprints have 
been completed, depending on the overall release plan.

HYBRID

As effective IT organizations mature and evolve, they often  
find themselves modifying their standard approach to  
projects. A Waterfall organization may find that waiting  
until the very end of a project to re-engage the SMEs and  
users too often results in delays or a large backlog due to 
missed or misunderstood requirements. As a result, they may 
adopt a more phased approach that deploys new features 
incrementally.

An Agile shop may have resource constraints that impact the 
availability of key team members or SMEs during the project. 
They may find that fleshing out user stories into more  
complete requirements at the beginning of the project reduces 
the demand on their SMEs. Perhaps QA is a bottle-neck so 
using strategically timed QA “sprints” allows them to better 
leverage those limited resources across multiple projects while 
still maintaining the momentum of an Agile project.

OVERVIEW
So you’ve decided that your organization 
needs a CRM solution and you’re doing your 
research. You’ve either selected Microsoft 
Dynamics CRM or narrowed a list to the top 
contenders. Now you’re trying to determine 
which implementation approach makes the 
most sense and who is best equipped to help 
you drive success.

Sure, many CRM solution providers tout  
the most successful implementation  
methodology. They may use Waterfall,  
Agile, Sure Step—or have even branded their 
own methodology. After a while it all starts  
to sound the same and you’re not much  
closer to understanding which approach  
or partner is the best fit for your project.

In this guide, we’ll give you an overview  
of the more common approaches and their 
challenges.  We’ll also provide you with a 
series of questions to consider about your 
organization and your project that help you 
and your partner assess the right approach for 
your project. 

COMMON PROJECT MANAGEMENT METHODOLOGIES

There are several methodologies in use today. They each have their strengths and their challenges depending on the project and the 
organization. Two of the more common approaches are Waterfall and Agile, a response to today’s rapidly changing business needs.

Understanding the factors within your organization that affect each approach will help you and your implementation partner deter-
mine the best approach for your project. Before we dive into those factors, let’s take a quick look at how Sure Step fits into all of this.

MICROSOFT DYNAMICS SURE STEP: Sure Step is not a methodology by definition. Rather it’s a set of tools available to Microsoft 
partners that help them assess and manage a Microsoft Dynamics project. Sure Step includes tools and recommendations for  
managing both Waterfall and Agile projects.  

WATERFALL

Suitable for new solutions that  
are unusable until all needs are met

Multiple internal/external stakeholders 

HYBRID

More phased approach that deploys  
new features incrementally

Better leverage limited resources 

COMMON ATTRIBUTES
Defines product requirements  •  Delivers value to customer  •  Requires stakeholder collaboration

AGILE

Highly collaborative & incremental  
product delivery 

Fast-paced product development



PROJECT FACTORS

1. What’s driving this project: an executive-driven 
initiative, a business need, or some combination?

2. What complexities does the project needs to 
support? Consider the different factors that 
introduce complexity when answering this. 
Is it process, data, integration or some combination 
of these or other factors?

3. How mature are those processes and how much 
in-house expertise is available to defi ne/describe them?

4. Is there a set deadline and if so, what’s driving 
that deadline?

5. How much data needs to be migrated and how 
“clean” is it? If data needs cleaning, is this being 
done prior to the project start?

6. How many integration points are there and how 
many are bi-directional? 

7. How much reporting is needed out of the 
new solution? 

8. How many business processes and teams does 
this need to support?  

9. How large is the initial user base? What are the 
growth expectations (how much, how soon)?

10. Do all features need to be in place or can sets of 
features be deployed incrementally?

RESOURCE AVAILABILITY & SKILLS

11. How well does the availability of your resources 
line up with your projected timeline? Don’t forget 
to include IT operations/infrastructure, business 
subject matter experts (SMEs), and training
resources. 

12. How does the turnover in the organization affect 
the need for detailed documentation vs. reliance 
on “tribal knowledge?”

13. Are project team members co-located or does the 
project need to take into consideration time zone 
and/or cultural differences? Consider the distribution 
of SMEs and IT project resources.

ORGANIZATIONAL CULTURE 

14. Comparing your perspective to that of the user 
community, how successful were your previous 
projects? Consider how often project deployments 
have been delayed for user feedback or launched 
with a signifi cant change/enhancement backlog.

15. Does the expected user-base embrace or resist 
change? If they’re resistant, are they vocal or passive 
in their approach?

16. Are there infl uencers or champions that can be 
engaged to help improve participation and 
the outcome?

17. How would you describe the overall rate of change 
required to remain competitive in your industry?

18. Are users and IT accustomed to working in a 
collaborative or silo environment? Is this different 
within teams and across teams?

INFRASTRUCTURE READINESS 

19. Is this an on-premise or cloud implementation?  
For on-premise, what infrastructure is in place and 
what needs to be acquired? Do you have the internal 
resources and skills to deploy and support that 
infrastructure?

20. Has licensing budget been approved? What’s the 
status of the licensing agreement?

NEXT STEPS
How does answering these questions get you 
closer to a successful implementation?

Ideally, the implementation partner you 
choose will consider these same factors 
before presenting a project proposal 
and recommending an approach. They 
should have experience across a range of 
methodologies so you aren’t locked into a sin-
gle approach. They should know which tools 
from Sure Step will help you succeed and 
when using sprints is the right answer.

An effective partner considers factors such 
as whether your project lends itself to Agile, 
but your organization needs the comfort of 
having all of the requirements upfront and the 
gated approach of Waterfall. They should have 
insight on how to quickly start 
recognizing the ROI on your investment 
while reassuring the organization that the 
right level of rigor is being maintained.

So when you evaluate a potential partner, 
ask about the partner’s depth and breadth of 
experience with different methodologies. Look 
for one that has the right resources 
to guide you to success, regardless of 
the approach.

ASSESSING YOUR PROJECT NEEDS

The fi rst step is to understand the many factors that infl uence the success of any project methodology. We’ve broken them into 4 
main areas: project factors, resources, organizational culture, and infrastructure. Within each of these areas there are a number of 
questions you and your partner will want to consider. To get the conversation started, we’ve included our top 20 questions. Keep in 
mind that these questions are intended to get you thinking. This isn’t an exhaustive list and there are no right or wrong answers.
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ABOUT AKA ENTERPRISE SOLUTIONS

AKA helps clients transform the way they do business 
by providing world-class, practical solutions built on 
Microsoft Dynamics CRM and ERP, as well as Office 
365, business intelligence, and mobility. By combining 
deep technical expertise with years of experience in a 
range of industries—from the public sector to financial 
services—we work closely with organizations to put 
their strategies into operation. This highly collaborative 
approach has earned us an unmatched reputation for 
delivering ongoing return on investment. 
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