
TURNING THE CORNER FROM 
SOFTWARE DRIVEN TO 
SERVICES LED

Presented by Liz Murphy, VP of Professional Services



The challenge

Transition the services 
organization from a 
reactive revenue 
source to a revenue 
generator 



Current operating methodology
Support 
Services Education Services

Professional 
Services Technical Services

Revenue
Purpose Client retention Product adoption Product adoption Product Adoption
Business 
Model Annual contract Per seat/

connection fees T&M or fixed priced Fixed priced or T&M

Leverageable
cost structure

Mass marketing; self 
sale

New & Existing 
customers

New & Existing 
customers

Percent of 
Total Services
Revenue

3% 13% 54% 30%

Services
Target 
Markets Existing Existing New & Existing New & Existing

Technical Technical & Business Technical & Business Technical & Business

CIO = buyer Management 
= buyers

Sr. management 
= buyers

CIO/Sr management 
= buyers

SA = consumer Staff & End users
= consumers

Mgmt/end users 
= consumers

IT/Management 
= consumers



Professional Services Team

VP  
Professional

Services

Director
Technical 
Support

Director
Technical 
Services

Director 
Client Practice

Director 
Client Practice

Director 
Client Practice

• Solution Center 800# 
• AnswerNet Self Service

• eMarketing Services
• Custom Software Group
• IT Infrastructure Services

• North Carolina Team
• Institutional Advancement    

Services
• Data Migration Services

• Portal Services
• 3 Application 

Consulting Teams

• Business Intelligence & 
Automation Services

• Education Services
• Client Services 

Initiatives

209 service professionals
127 billable professionals
47 technical support analysts
35 non-billable staff



Early discoveries

Services revenue targets were set independent of 
sales revenue quotas
Complimentary and highly discounted services were 
bargaining chips distributed without discipline
Service professionals had limited understanding of 
the PS business and overly empathized with clients’ 
resource constraints



Beginning the journey

Mine existing data 
sources 

Most sources unusable 
for operational purposes

Identify data essential 
to answering key 
business questions

Time tracking is essential

Alexander Consulting
Suggestive Selling

Roy Rogers

Reinforce the message 
at every turn

Get the facts Expose PS as a business



We weren’t selling services

Incubated sales in PS
Action Planning
Service pros incented 
to enter leads 
Billable incentive 
program for road 
warriors



Align sales plan & service targets





Leading indicator of PS health



Transform
managers

Scheduled backlog
Utilization
Resource sharing and 
optimization
Client satisfaction
Employee retention 
and development



Weekly scheduled backlog



Lessons learned

Build your own 
operational support 
team

Business Intelligence
Revenue Planning
Business Analysis

Keep the PS team 
optimized to improve 
margins

Drive service 
development until 
there is corporate 
adoption
Incent managers for 
the overall revenue 
goal



Keys to success

Know the your PS 
business
Drive sales and 
marketing
Transform service 
managers into 
business owners



Liz Murphy
eam@datatel.com
(703) 968-4682

For more information

mailto:eam@datatel.com
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