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Professional services
teams play a key role in
technology companies
Providing a skilled team to get the customer up and running swiftly is the
initial step in establishing strong customer relationships, which then
translate into a great reputation and a growing business.
As soon as the customer signs the contract, the countdown starts on a measurement of
return on investment. The services team has to hit the ground running if they intend to
accelerate time-to-value, with customers seeing the benefit from your product as
soon as possible. Product businesses which can predictably deliver benefits to
customers on a tight time scale are in a strong position to grow and scale, even in
a competitive marketplace.
Services leaders have to deal with a number of challenges to get customers
successful as quickly as possible. They have to manage customer
expectations, dealing with resistance to change and adoption as well as
alterations in product scope. The professional services team also has to
work closely with other parts of the business to deliver a seamless
customer experience.
In this guide, we outline five steps businesses can take to enable
professional services to accelerate time-to-value and get
customers successful sooner.

1 Optimize
resource planning

Product companies
have to grow their
own expert resources

Services leaders take the
opportunity of a long sales pipeline to
ensure they have the right mix of
resources ready to meet demand.
It can take anywhere from a few weeks to several months to
complete the sales cycle for most B2B technology products. Looking ahead at the sales
pipeline and seeing what demand for professional services is on the horizon gives service
leaders an opportunity to ensure the right resources will be on hand to meet the need.
Human capital doesn’t appear overnight and most product companies have to grow their
own talent — it is not usually possible to go out and easily recruit product experts. So taking
a forward looking view to staffing is vital. As the product is fine-tuned and enhanced, the
particular skills required to support it may change — for example, if a new product feature is
proving especially popular, are there enough people trained to implement it? If the demand
for that feature took the business by surprise and there aren’t enough resources with the skills
to support it, customers will take much longer to see value from it.
Looking at both won and lost deals may inform staffing and give the business a better
understanding of trends in the marketplace. Why did we lose in some cases - and what were
the issues we had to overcome to win in others? What are the aspects of the product that seem
to be resonating with prospective customers? What skill sets do we need to develop to build
on those and be ready to meet future demand?
If resources with the right mix of skills and experience are not available to implement the
products, that situation can be difficult to fix.

2 Ensure a smooth handover
from sales to services
When sales and services teams work together to set expectations, the services
team is well prepared and ready to go on the kick-off date.
At the end of the sales cycle when the contract is signed, the customer is handed over like a baton in a
relay race to the services team. This is a key moment in the customer experience, and it is not a good start
if the baton is dropped on the ground.
In companies where the handover process is clumsy, it can appear to services as if the sales team ran
silently up to a fence and then threw the baton over at them. Some of the promises and assurances that
were made in the sales process about timeline and scope are a surprise, and the services team needs to
scramble to pull together a team that can try to deliver on those promises.
A good handover depends on these two teams being in sync. Just like in a relay race, the services team
should already have started their run so that they are ready to take on the customer’s challenges. It can be
difficult for a busy services team and growing business to justify spending time before the sale helping
with scoping and preparing for the project kick-off—but preparation is key to good performance. No
customer wants to hear the leader of the implementation team ask, on day one, “so exactly what business
challenge are you looking to solve?”
Looking ahead at the sales cycle and softbooking resources helps optimize this handoff. This also makes
it possible to introduce the services team to the client towards the end of the sales cycle. The sales team
can also share what they have learned about the customer’s challenges. Keep in mind, in order to commit
resources early, the sales team needs to communicate to new customers that close dates cannot slip. Both
the customer and the sales team need to understand that if the customer postpones a start date because
they are not ready, the crack team that is being assembled may no longer be available to them.
The services team will have their own communication challenges as they pick up the baton - it is
inevitable that the customer will have been presented throughout the sales cycle with happy stories
about the most successful customers who achieved the largest benefits in the shortest time. And the
customer organization is made up of many people, who may not have been involved in the selection
process, and who may be resistant to change. So, there is generally some work to do on expectation
setting at the start of a project.

3 Actively manage
the implementation
The services team are the experts in the
product and how to use it to achieve outcomes.
One of the most obvious blockers to time-to-value for customers is project delays that keep
the product out of the customer’s hands for longer than anticipated. Often, whether they
realize it or not, the customer creates roadblocks for the services team that stand in the way
of their business seeing success sooner.
It is incumbent on the services team, then, to assess and manage risk throughout each
implementation project. Customers may want to change the scope and focus of the
implementation, adding certain features, or trying to re-engineer others in order to
accommodate resistance to change, from individuals who want to stick with existing
working practices.
The services team are the experts in the product and how to use it to drive benefit. They
should be encouraged to be clear with the customer about the likely impact of this kind of
change. Why does the customer now want to do things this way? Do they fully understand
the likely impact of that on their ROI? If the customer insists on making a change that is likely
to negatively impact the implementation, they should take responsibility for that risk.
The services team should raise issues as early as possible, rather than brushing them under
the carpet. For example, if the executive sponsor of the project is missing important
meetings, an implementation manager should pick up the phone and give them a call,
explaining that this is likely to cause delays and to result in a product that is less likely to
drive value for the business.

Have difficult
conversations
early

4 Deliver the
implementation
strategically
Focus on getting the customer to the benefits they were looking to achieve.
Service leaders have to be able to take what a customer says would mean success for them and then
translate that into how they can use the product to reach that goal. It is important to prioritize the
aspects of the implementation that will provide customer value.
When planning the implementation, it is tempting to start with the easy stuff. But pushing the more
challenging aspects to the end is generally a mistake, risking a delay in time-to-value and backlogging
problems which may be harder to fix down the line. If there is a particularly challenging part of
implementing for this customer, perhaps some kind of unique use of the product, it is better to bring that
to the forefront.
The implementation team will need a step-by-step plan for how to build
customer success, achieving the milestones that have been agreed for this
engagement in the time specified. There may be other aspects of the
product which should not be tackled in the implementation - it may
be sensible for the team to hold off on focusing on these until
future engagements, taking a horizon-based approach where
the first horizon focuses on a minimally viable product that
addresses the customer’s most critical objectives and future
horizons focus on other less critical areas. Of course, if the
plan calls for future horizons, it is important that these
horizons are revisited and actioned.
By stratifying aspects of the product into horizons, the
services team can concentrate on getting the customer live
and deriving value from the product as soon as possible.

Prioritize
customer value

Successful customers
drive future sales

5 Build close customer
relationships for the long term
Be clear about what benefits the customer has gained
Driving customer success doesn’t end when the initial project does. The end of an implementation
is the beginning of a much longer story of value creation, satisfaction, and advocacy. Of course,
there needs to be a plan in place to ensure understanding and adoption of the product, one that
informs all engagements from the customer,
It may not be the services team’s fault if the customer doesn’t provide an appropriate degree of
sponsorship or prioritize adoption — but it will become their problem. Getting customers
successful sooner depends on having strong links with the customer organization, not just the
stakeholders but a broad and deep group of users and champions across the customer organization.
Communication is key when it comes to building momentum. As well as face to face meetings, the
services team should consider automatically sharing information on an ongoing basis with
customers, so that it is as easy as possible for executive sponsors to understand what is happening
and how the business is being impacted.
Customers that were given a clear idea of what ROI they should expect and who can evaluate what
they have achieved are more likely to be able to provide strong reference statements, such as
measurable increases in revenue, profitability or customer satisfaction.

Final Thoughts
Services leaders in product companies play a key role in driving performance. They
are responsible for building strong teams of skilled professionals who can ensure
customers get value from the product swiftly, time after time. With each
engagement, they have to engineer a seamless handover from sales to services.
Then, they need to manage the implementation strategically, setting expectations,
and keeping tabs on the scope and focus. Getting customers to the benefit sooner
drives success for a product company.

Best Practice Example Alcatel-Lucent Enterprise
Since adopting Kimble’s professional services automation (PSA) solution, professional services revenue
has gone up by three percent at multinational company Alcatel-Lucent Enterprise.
ALE, which is a worldwide provider of customized connected networking, communications and enterprise
services solutions (on-premise, in the cloud or both), implemented Kimble PSA in a six-month process
overseen by business leaders.
Linking customer relationship management to sales and delivery through the PSA supports a more
consistent service delivery and more accurate forecasts, leading to greater business predictability.
“We are achieving better information sharing and collaboration between departments and more
discipline in business forecast management and in services delivery.” - Thierry Guennegues, Services
Offer & Programs Director
Request a Personalized Kimble Demo

