
 

Nucleus Research Inc. 100 State Street Boston, MA 02109 NucleusResearch.com Phone: +1 617.720.2000 1 

MICROSOFT DYNAMICS 365 

TW METALS 

A N A L Y S T S  

Moira Smalley, Rebecca Wettemann 

T H E  B O T T O M  L I N E  

TW Metals deployed Microsoft Dynamics 365 to replace an 

aging Lotus Notes based application with a CRM platform 

which would boost sales effectiveness. Nucleus found that the 

cloud-based solution enabled TW Metals to develop the customer 

relationship strategy it needed to grow its business. Key benefits included 

increased outside sales and manager productivity, decreased reporting time, 

and decreased license and maintenance fees.  

ROI: 215% 

Payback: 6 months 

Average annual benefit: $1,117,742 



T H E  C O M P A N Y  

TW Metals, an O’Neal Industries company, is a global distributor of specialty metals. 

It specializes in pipe, rod, bar, tube, plate, extrusions and sheet products in stainless, 

high-alloy and carbon steel, as well as aluminum and nickel. TW Metals is 

headquartered in Exton, Pennsylvania and was created in 1998 by the merging of 

Tubesales and Williams & Company, who together have over 150 years’ experience 

in the metals distribution business. With over 30 stocking locations worldwide, TW 

Metals serves customers in industries ranging from aerospace to pharmaceuticals. 

T H E  C H A L L E N G E  

Prior to the deployment of Dynamics 365, TW Metals lacked an effective CRM 

solution. TW Metals used Lotus Notes for e-mail and ACT! for Lotus Notes for CRM, 
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but found itself creating a patchwork quilt of its own systems integrated within 

them.  

Outside sales was able to access ACT! offline from the field, but unless they synced 

to the database when they returned to the office, the information was inaccessible.  

Due to slow functioning speed, some outside sales people did not use the system at 

all and instead stored data in notebooks and personal laptops. As a result, TW 

Metals lacked a comprehensive, centralized inventory of data, which made tracking 

and scheduling difficult. Inside sales used Metalware for enterprise resource 

planning (ERP) and sales but did not track calls, develop leads, or transfer any of 

their data into ACT!. This lack of centralized data made it very difficult for managers 

to keep track of what their teams were doing and whether or not targets were being 

met.  

In 2011, TW Metals updated its e-mail system to Microsoft Office 365, doing away 

with Lotus Notes entirely. Aware of its shortcomings in the realm of CRM, TW 

Metals began searching for a cloud-based CRM solution that would integrate 

seamlessly into Office 365. 

 

T H E  S T R A T E G Y  

CRM Manager Erica McIntosh considered several solutions beside Dynamics 365, 

including Salesforce.com, Saleslogix and SugarCRM, but ultimately went with 

Dynamics 365 for a number of reasons including:  

 Seamless integration with Office 365 and TW Metal’s Enterprise Resource 

Planning system 

 Centralized database of customer information accessible across all departments 

 Cloud accessibility for salespeople to access and add to customer records 

remotely and via mobile 
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In 2011, TW Metals purchased the first Dynamics 365 license and hired Microsoft 

partner Neudesic to help with the phased implementation in 2012. McIntosh and 

one other member of IT led the project from the TW Metals side. Phase one lasted 

approximately four months, after which TW Metals and Neudesic ran the first 

launch. Phase two began in June 2013 and lasted 10 months, and consisted of 

updates that integrated the system seamlessly into TW Metal’s system. In 2015, the 

process was complete and TW Metals dedicated one internal employee to managing 

minor updates.  

The Director of Sales, Director of Marketing, and McIntosh organized Dynamics 365 

training for TW Metals employees. Approximately 46 outside salespeople and 56 

inside salespeople were trained initially, taking one full day for the outside sales and 

one half day for inside sales. Currently, TW Metals hold over 200 licenses.  

“The [benefits included the] ability to have all of our 
data in one place, report against it all in one place, 
and have the platform for mass communication, 
tracking, game planning, and chasing the needle in 
the haystack. It was easier for inside sales to get in 
the system than Lotus Notes, because they didn’t 
have to wait [for it to load] or login.”     

— Erica McIntosh, Marketing Services and CRM 
Manager, TW Metals 
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K E Y  B E N E F I T  A R E A S  

Deploying Dynamics 365 has enabled TW Metals to reform time consuming, costly 

and ineffective processes to increase visibility, mobility and sales effectiveness. Key 

benefits of the project include: 

 Increased outside sales effectiveness. Before implementing Dynamics 365, sales 

utilized Metalware. During the day they worked with ACT! offline to input 

information, but if they forgot to sync with the main database, data was 

inaccessible. Now, outside sales uses Dynamics 365 as a one stop shop. The 

cloud provides mobile access to the application, so outside sales can now look 

up orders and quotes and input follow-up information on the fly. Cloud access 

increases outside sales productivity by an estimated 14 percent. 

 Decreased reporting time, eliminating need to hire employees. Prior to 

Dynamics 365, TW Metals had no dashboard functionality and created a 

spreadsheet report once every month to inform teams of their progress. TW 

Metals recognized the need to deliver reports more regularly and determined it 

would need to deliver reports daily for them to offer any value to the team. If 

TW Metals had retained its former system, it would have hired three additional 

employees to manage the work load. Removing the need to increase personnel 

proved to be the second greatest overall benefit in implementing Dynamics 365, 

and the greatest direct benefit.  

 Elimination of Lotus Notes license maintenance fee. On top of the up-front cost 

of its Lotus Notes license, TW Metals paid a significant maintenance fee every 
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year. With cloud-based Dynamics 365, TW Metals needed only pay a monthly 

subscription fee, proving to be much less costly. 

 Increased branch manager productivity. With sales activity being stored in a 

centralized database and dashboard functionality increasing visibility into 

overall performance, Dynamics 365 makes it much easier for managers to stay 

on top of their teams and saves them an estimated 2.5 hours per week. 

 Redeployment of one full-time Lotus Notes administrator. Maintaining Lotus 

Notes with all of the integrated functionality which had been added over the 

years required one full-time employee. 

The deployment enabled TW Metals to, once and for all, keep thorough record of 

customer interactions in a centralized location, where they could begin to plan 

ahead and perform analyses to better inform their sales strategy. 

K E Y  C O S T  A R E A S  

The largest cost area of TW Metal’s deployment was personnel costs, making up 

over 32 percent of the total project. Other cost areas over the 3-year period included 

consulting, software licenses, training, and travel.  

 

B E S T  P R A C T I C E S  

To ensure the solution would align to its sales processes, TW Metals enlisted the 

help of consultants. Out of costs incurred during the course of the project, 

consultancy fees accounted for nearly 28 percent – the second largest cost. Toward 
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the final stages of implementation, TW Metals dedicated an employee to manage 

further integration internally, which cut out the majority of integration costs. Other 

companies coming from more outdated platforms like that of TW Metals would be 

wise to consider managing the implementation process internally, as unforeseen 

complications can incur significant costs. 

C A L C U L A T I N G  T H E  R O I  

To calculate TW Metal’s total investment in Dynamics 365, Nucleus quantified the 

initial and ongoing costs, over a three-year period, of software license subscription 

fees, consulting, personnel time to implement and support the application, 

employee training time, and travel. 

Direct benefits quantified included the elimination of one full time employee 

performing Lotus Notes maintenance, the elimination of Lotus Notes license 

maintenance, and the decrease in reporting time which avoided the need to hire 

three additional employees. Indirect benefits quantified include outside sales 

effectiveness and manager productivity. These benefits were quantified based on 

the average annual fully loaded cost of employees, applying a correction factor to 

account for the inefficient transfer of time between time saved and additional time 

worked. 

 

 



FINANCIAL ANALYSIS
Microsoft Dynamics 365

Annual ROI: 215%
Payback period: 0.5 years

BENEFITS Pre-start Year 1 Year 2 Year 3

Direct 0 559,424 559,424 559,424

Indirect 0 558,318 558,318 558,318

Total per period 0 1,117,742 1,117,742 1,117,742

COSTS - CAPITALIZED ASSETS Pre-start Year 1 Year 2 Year 3

Software 0 0 0 0

Hardware 0 0 0 0

Project consulting and personnel 0 0 0 0

Total per period 0 0 0 0

COSTS - DEPRECIATION SCHEDULE Pre-start Year 1 Year 2 Year 3

Software 0 0 0 0

Hardware 0 0 0 0

Project consulting and personnel 0 0 0 0

Total per period 0 0 0 0

COSTS - EXPENSED Pre-start Year 1 Year 2 Year 3

Software 56,523 98,000 167,000 0

Hardware 0 0 0 0

Consulting 150,222 61,675 30,000 99,815

Personnel 112,320 74,880 104,233 104,233

Training 50,458 50,458 0 0

Other 20,000 45,000 0 0

Total per period 389,523 330,013 301,233 204,048

FINANCIAL ANALYSIS Results Year 1 Year 2 Year 3

All government taxes 45%

Cost of capital 7.0%

Net cash flow before taxes (389,523) 787,729 816,509 913,694

Net cash flow after taxes (214,237) 433,251 449,080 502,532

Annual ROI - direct and indirect benefits 202% 206% 215%

Annual ROI - direct benefits only 59% 63% 72%

Net Present Value (NPV) (214,237) 190,670 582,914 993,129

Payback period 0.5 years

Average Annual Cost of Ownership 389,523 719,535 510,384 408,272

3-Year IRR 199% 199%
All calculations are based on Nucleus Research's independent analysis of the expected costs and benefits associated with the solution.  
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