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M or e Patterns for Software Companies
(VikingPL oP 2007)
Allan Kdlly - allan@allankelly.net

Abdract

These paterns extend the author® work on how software companies opeaate.
Togeher with earlier paternsthethree paterns presented here look at how
combinaionsof produds and services are marketed, how cusomers are managed
and how services are designed and ddivered.

Thepaternsare presented here are: ACCOUNT MANAGEMENT, SALES/TECHNICAL
DouBLE ACT and PACKAGED SERVICES.

1 Introduction

Many paternshave been written concerned with the design and architecture of
software systems, e.g. (Gammaet a. 1995;Manolescu et a. 2006;Schmidt et al.
2000)to name afew. Other paternshave been written describing the organizationd
development of software organizations e.g. (Bricout et a. 2004;Coplien and
Harrison 2004; Marquadt 2004)amongmany. The paternspresented here are
concerned with busness strategy and opeationsof software companies.

Organizationd structure will congdrain the strategies available to an organization and
convasely the strategies a company pursues often dictate organizationd structure.
For example staffing levels will be effected by the use of DOMAIN EXPERTISE IN
RoLEs (Coplien and Harrison 2004) Similarly, astrategy of utilising offshore
development may bring Join FOR COMPLETION (Bricoutet a. 2004)into use.

Throughsuch mechanisms the patternsused at onelevel in the organization
condrain the optionsavailable at anothe level. AsConway (1968)suggested, the
organizationd structure will influence the system structure. However, itisaso true
tha the system structure can effect the organizationd structure (Hvatum and Kelly
2005) AsFigure 1 shows, we can think of each level patialy condrainingthe
others.

In contrast with strategy thetactics and implementation detail are often regarded as
lessimportant. So it istha some patternsmay appear to berelatively unimpaortant.
However, when viewed from a different perspective these details can take on
significant, and even strategic important. There are no firm boundaies between
what istactical and what is strategic, details consdered tactical today may be
strategic in future (Mintzberg 1994) Therefore one should not apply thelabds
strategic, tactical or implementationtoo quickly.
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Patterns for software design Gamma, et al, 1995;
and architecture Schmidt. et al. 2000

Patterns for organizing software

development Coplien & Harrison, 2004

Patterns of software business and strategy Kelly, 2005, 2006

Figure 1 - Patternsat onelevel are partially constrained by patterns at other
levels

The author@ earlier work (2005a Kelly 2005b;2006b) set out aframework for
applying patern thinking in thebusness domain. The paternsin this pgper addto a
series of paternsconcerned with theinterplay of produd and service offeringsfrom
an organization. Many software companies strugde to effectively ddiver services
alongsdeproduds. Collectively these paternsexplore why companies do this and
howthey can doit effectively. Thumbnals of earlier paternsin this series are given
bdow.

Theterm software company is used broadly to refer to any commercia organization
tha isreliant on sales of software based produdsto generate revenue Thisindudes
sellers of packaged software (e.g. Adobé, sdllers of cusom software solutions(e.g.
Accenture) and sellers of online software as a service produd (e.g. SalesForce.com).
Thed€finition does notindudecompanies tha develop ther own software for
internd use (e.g. CitiGroup). Althoughsuch organizationsmay learn from these
paterns they are nottheprimary focusof this work.

2 Audience

These paternsare intended to codify several common busness practices in a patern
languaye so tha they may be better undestood, communicated and studied. The
paternsgiven here areintended for thoe interested in how corporate strategies may
be applied. This groupindudes existing managers, future managers and
entrepreneurs.

In paticular it is hopel tha those who are onthereceiving end of such strategies
and tactics will findthese paternsinformative and ussful. Too often companies fail
to explain strategies and tactics to those whose work is affected. For example, in the
case of software companiesit may befar from obvioustha an ACCOUNT
MANAGEMENT pdtern isbeng applied. Undestandingwha acompany is
attempting, why and theimplicationscan be beneficial to all.
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Thepaternsin this pgper, and othersin the series may beread and applied outside
thedomain of software companies. They may be applied to technology companies
in genega and to nontechnology companies in some ingances. Theauthor has
chosen to confinethe domain and context of these paternsto software companies
for two reasons Firstly thisisthedomain theauthor knows and has experience in.
Secondly, limiting thedomain hd ps maintain the brevity of the paterns Despite
these ddiberate limitationsthe author bdieves many of these paternsmay be
applied in contexts outside the software domain.

Many of the examples are drawn from outside the software domain. These examples
have been chosen primarily because they clearly illugdrate the patern in question.
Such examples also demondrate the wider applicability of these paterns

3 Patternsand Sequences

The patterns presented in this paper form pat of agrowing pattern language. AS
additiond pdaternsare added more areidentified. Patternswithin thislanguayeare
assembled togeher in sequences. Itisndura to find the application of onepatern
creates the need, or oppotunity, to apply anothe pattern. Thereis no mandaed, or
even right, sequence throughthelanguage each organization needsto find the
sequence(s) tha worksfor it.

Patterns by ther nature, capture existing knowedge rather than create new
knowledge In some cases this knowledgemay nat have been captured before,
althoughknown to some individuds the knowedge may only have existed tacitly
inddetheheadsof individuds. Alternatively theknowledgemay beembedded in
working practices, processes or market mechanisms.

These Patternsdraw on experience and existing literature. Much of thisknowledge
only exists as heuristics, or tacit knowledge known only to individuds and
management groups Presenting this knowledgein pattern form allows the
knowledgeto be communicated and combined with other knowledge Once
captured these heuristics can be examined, enhanced, refined or even deprecated.

By doaumenting this knowledgein literature it can be made more accessible to a
wide audience. These paternsshould make this knowledgeaccessible to the
manage's, engineers and others who need it and are tasked with implementing the
strategies.

Mog of the patterns presented here have been identified by the author from his own
experience and investigaion. Duringthe pattern review process, (shepheading and
conference workshopreview) additiond patterns have been identified by reviewers.
Patternsare by thar nature generative, as more are identified and doaumented more
become appaent; and as patternsare applied the need for othesisreveaed.

When paternsare applied togeher they are said to form a patern sequence. There
may be many ways of combining the paternsin a patern languaye, and each patern
may appear in multiple sequences. Pattern sequences show the order paternsare
combined in order to make awhole.

It is notalways obviousfrom a patern description which paterns should be applied
togaher. Evenif thepatern writer could specify this information they may choose
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nottoo, either for the bendfit of brevity, or to leave thereader with options Pattern
sequences are used to describewhich paternsare applied in tandem and to describe
the effect onthewhole when several paternsare combined.

Naturally there are many ways in which paternsmay be applied. Some paternsare
larger than others, they describealargething to build. The building of this thing
requires the use of smaller paterns These in turn may require multiple paternsto
build. For example, in A Pattern Language Alexande starts with paternsfor
distributing townsand cities in aregion. He moves onto describe the organization
of thetown and fromthere to theindividud buildings

It isnotessential to apply every patern in alanguajeor asequence. We choo®
which paternsto apply and which nottoo. Few, if any, paternsare without
negative consequences alongwith the postive ones. In some cases we may decide
tha despite the postive attributes we will nat apply a patern. Thereis nothing
automatic in the application of paterns thedecision to use, or notto use, apaternis
purely ahuman one Consequently the application of asingle patern language may
result in different systems being created.

(Asan aside it isworth noting tha thisimplies tha mechanical automatonscannot
apply a patern languayeto create awhole system withouthuman intervention. A
reoccurring themes in software engineering patern literature are the automatic
discover and application of paterns An undestanding of patern languayes and
sequences so why thisis not possible.)

When applying a patern languaye we will befaced with choices. Not only mug we
choos whether to apply a patern or notbuton occasionswe will have to choos
between different paterns For example, faced with limited space for a house we
may beforced to choos beween WORKSPACE ENCLOSURE and DRESSING ROOMS
(Alexanda 1977) Pattern writers cannotforesee every context, problem or force
tha may lead to modificationswhen applying a patern. Human judgementis
needed to select and adjud individud paternsand sequences.

On other occasionswe may find tha the application of onepéatern forces usto use
another. The negative consequences of applying one patern will create forces,
resolving these forces may require the use of another patern.

So it istha paternsfromacommon languaye are applied in sequence. Such a
sequence forms a path througha patern languaye, theresult is asingle whole
(Coplien and Harrison 2004).

A sequence may beawell known oneor it may beonewe have devised ourselves.
Individud paternsmay play arole in multiple sequences; indeed the outcome of
applying onepatern in two different sequences may bedifferent. Even when
paternscome fromthe same language notall possible sequences will be useful or
even make sense. Patternstaken from different languages might work together, or
they might not

The sequences contained in this paper, indeed in any patern pgpe containing
sequences, are merely suggestionsand record wha the author has seen work. All
butthe smallest problems are likely to differ in some element from previous
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problems. We should not expect to be able to apply a previouspdtern sequence
exactly. Readers are encouraged to make up their own sequences.

When writing paternsit is naural to find onepatern leading to another. In writing
this collection of busness paternsthe discovery and doaumentation of onepatern
has more often then notled to the discovery of anathe patern. Thusas paternsare
describe sequences are mapped out

The application and creation of paternsis an exercise in stepwise-refinement. The
details of alarge patern are often implemented with a set of smaller paterns These
in turn may require the use of several smaller paterns and so on.

In pat the paternsonediscovers dependson the granularity of paterns onelengthy
patern may cover many scenarios Alternaively, oneshort patern may require
several more paternsto cover thesame scenarios It isthewriter@ decisionto
decide which course best explainsthe problems and solutionsto thereader.

Figure 2 shows howthe patternsin this pgper conrect with the other paternsin this
series. In this sequence we envisage a start-up company tha uses SERVICES BEFORE
ProDUCTS in order to bootstrap itself into busness. Once in established the
company uses START-UP SERVICES FOR PRODUCTS to hdp new cugomers use ther
produds. Over time the company continues to suppot cusgomers by usng
CONTINUING SERVICES FOR PRODUCTS.

At this point the established company faces a nunber of oppotunities, some of
which are complementary and others mutudly exclusve. Thecompany may decide
to changethe naure of its produds busness, it might decidethat thesupply of
services are amore lucrative endeavour and adopt SERVICES TRUMP PRODUCTS and
COMPLEMENTOR, NoT CoMPETITOR. Whethe moving to aservice only modd or
continuing to supply produds the company may also adopta PACKAGED SERVICES
modd to simplify thesale and ddivery of service offerings

When services are the main offering from the company theroleis condant. But
when services are offered to supplement a produd ther role thar role changes over
time. Recognising this changewill hdp organize and structure the services
provided.

Whether pursing the services route or not, the company may decideto leverageits
existing cusgomer base by usng SAME CUSTOMER, DIFFERENT PRODUCT. In order to
implement this pattern ACCOUNT MANAGEMENT can beused. However since active
cusomer management is atime consuming busness the company may aso adopt
SALES/TECHNICAL DouBLE ACT to spread the work.
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SERVICES BEFORE PRODUCTS

START-UP SERVICES FOR
PrRODUCTS

SAME CUSTOMER, DIFFERENT
PrODUCT

CONTINUING SERVICES FOR
PrRODUCTS

COMPLEMENTOR, NOT SERVICES TRUMP PRODUCTS

COMPETITOR

Shaded patterns
presented here SAl INICAL DOUB
IIIIIIIIIIIHHHEIIIIIII‘II

Figure 2 - Map of the Products & Services Pattern Languageand possible
sequences
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4 The Patterns

4.1 Pattern thumbnails

PACKAGED SERVICES
Page9

Services can complement a produd offering and
providea goodrevenuestream. However, they
can a'so beexpensve to opeaate. Treating
services more like produds can make them easier
to sell and hdp keep cogsdown. Therefore
packagethem as produds with defined cog and
outcome.

ACCOUNT MANAGEMENT
Page 13

Existing cusomers are an asset to your busness;
it ismore cost effective to sell more to existing
cusomers than find and sell to new cugomers.
Thereisvaluein thereationsip itself.
Therefore, actively managetherelationship. You
can improve cugomer retention and provide
oppotunities for new sales and co-opeation.

SALES/TECHNICAL

Managing the commercia and technical aspects

DouBLE ACT of acugomer relationship can beabigjoband

Page 17 requires different skills. Therefore use two
people, onewith atechnical focusand onewith a
commercia focusto managethedifferent aspects
of the cusgomer relationship.

PRODUCTS AND Technically complicated produds are not

SERVICES commodities; they can behadto use. Theefore,

(Kelly 20063 offer servicesto hdp the cusomersin additionto

the produd, e.g. asuppot desk and training
COUISES.

SERVICES BEFORE
ProbucTs

(Kelly 2005b)

Y ou are creating a start-up company butyou are
short of money and/or need a better
undestanding of themarket. Inorder toget a
better undestanding of the market you need to
get into themarket. Therefore, sell conaultancy
servicesto start with, you will generate money
and increase undestanding of the market before
you start work on your produd.

START-UP SERVICES FOR
ProbucTs

(Kelly 2005b)

Y our produd serves a complicated market,
congquently your produd is complicated.
Cugomers need hdp to ge themog from the
produd. Therefore, create a professiond services
groupwithin your organization and sell
conalltancy servicesto hdp theintrodudion of
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your produd.
CONTINUING SERVICES Complex produds often require ongoing
FOR PRODUCTS maintenance and suppot. Thecompany tha
(Kelly 2005b) makes the produd aready knows alot aboutthe

produd iswell postioned to dothis activity too.
By sharing knowledgebetween services and
produds opeationsboth can beimproved.

COMPLEMENTOR, NOT Choosng to compete in multiple produd

COMPETITOR categories agang multiple competitorsOmeans
you sometimes compete agang companies who

(Kelly 2005b) could hdp sdll yourother produds. Therefore,
withdraw weaker and less strategic produds, you
can now complement your former competitors
and increase sales of your leading produds.

SERVICES TRUMP Y our company has been successful selling
PRODUCTS produds but you are running out of growth, you
(Kelly 2005b) may aready beloosngmoney. Theefore, use

your knowedgeof the produds to moveup the
valuechan and sell servicesingead of orin
addition to produds.

SAME CUSTOMER, Existing cusomers are easier to sell to than new
DIFFERENT PRODUCT ones. Butif youonly have oneprodud you have
(Kelly 2007) nothing moreto sell. Therefore have additiond

produds you can sell to existing cusomers.
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4.2 Packaged Services

Compare two descriptions taken from the internet on 27 November
2007:

“Blue Skyline offers a mixture of consultancy and mentoring to
assist the team at the same time as enabling the delivery of the
system.”” hitp://www.blueskylinecom

“We help companies in the chemicals industry drive their
performance to new heights by capitalizing on important business
and technology opportunities.” http://www.accenture.com

Which gives the best description of what the consultants actually

do?
Context Y our busness ddivers technology services to corporate cusomers.
Problem How do you explain to customer s what your services are?
Forces Services can infinitely flexible, buttha makesit difficult to explain

to cusomers what those services are. Themore variable the service
istheharder it isto explain. Using value statements and
geneaisationsin the descriptionsmakes it difficult to explain what
youdoinafew words

Cugomers expect congstency in service ddivery. They may come
to know and trug an individud conaultant. But if they only buy this
consultant@ time you loose theflexibility sell her expertise
anywhee else. If each conaultancy assignment dependson a named
individud conaultant it is difficult to grow abusness. To be
effective conaultancy busnesses need to be able to swap individuds
on assignments.

Many cugomer problems look alike on the surface; managing adaa
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centre for corporation X can bealot like managing a daa centre for
corporation Y. Butthere are also uniqueproblems; applications
developal for corporation X mightbe very different to the ones for
corporationY.

Cugomers often engage conaultants to reduce cods, but sometimes
they are looking for strategic servicesto create a compditive
advantage And sometimes cog redudionis strategic.

Solution Think of your serviceslike products; explain what you do asa
well-defined product. Demonstrate that you understand the
customer problemsyour services are addressing. Add produd-
like attributes to your services. Market your services as produds
with defined problems, defined actions and defined outcomes.

Segment your cugomers, potential cusomers and ther problems,
identify the common problemstha occur again and again. Devise
common service solutionstha can address these problems.
(Separate the uniqueproblems and deal with them as unique
projects.)

Initially youneed to work on marketing. Market your services as
produds. Next you need to work onyour ddivery to create common
solutionsto common problems.

Marketing:
* ldentify thecommon problems, common causes and common
(@an points.O

*  Produce case studies and daasheets for your services. Show
how your services solved the problems.

* Identify organizationstha you expect to have the same issues
and engage with them.
Delivery:

* Break the services down into repeatable stepsand where possible
offer adefined price for a defined bendfit or outcome.
Commondity will allow econormies of scale to beextracted.

e Conailtants need to start assignment thinking abou what they
have donebe&fore and what they can reuse.

* Conailtants need to betrained to find, and rewarded for finding,
commondlities across services and service engagements.

* Conailtants need to be motivated to share persond findingswith
each other.

Youwill need to decidethefinanda modd behind your service
produds. A ddfined problem resultingin adefined outcome
suggests afixed price service rathe than chargingfor servicesona

Page 10 of 21



More Patternsfor Software Companies 23-Dec-07

time and material basis.

Consequences Treating your services like products makes it easier to describewha
you actudly do,and wha theendresult is. Themore you make
your services ook like produds the more consstency cugomers can
expect, and will come to expect.

Cugomers are buying a specific produd nota specific individud so
it iseasier to swap conaultants during theassignment. This does not
mean they will welcome the replacement of an experienced
conalltant with anew hire. Sometimes it may pay to send new hires
out as Ghadow consultantsO(no charge to cusomers) until they
learn the basics.

Commondity benefits cusomers because services are ddivered
more quickly, at alower cog with fewer complications However,
offering different cusomers the same packaged service treats all
cusomers the same Ball solutionscome from the same cookie-
cutter. Thespecific needsof anindividud cusomer may belod.
Where needs are different they mug betreated differently.

When a cugomer is seeking to minimise cos they may be hgppy
with a cookie-cutter approach because it ddivers maximum cost
redudion. But then they will notrecognise any competitive
advantageif you ddiver them the same services as their compdtitors.

Over time commoditisation of these services may occur. When this
happensyou may either lead thetrangtionto commoditisation or
changeyour strategy.

Managing services like produds entails cos. Youwill need to
appoint produd managers or senior consultants who are responsble
for identifying and managing the service produds.

Offering acusomer afixed price on a service contract can be
difficult and leave little roomfor unexpected problems. Inded
many organizationsfind charging for unexpected problemsto be
profitable. (Conault thediscussionin CONTINUING PRODUCTS FOR
ServICES (Kelly 2005b))

Variations -

Examples Orhese days, IBMerstalk about"produdising” services, turning
them into clearly defined offeringsthat can be marketed and
deivered in much the same way tha new mainframe computers are.
[IBM@] small and medium-sized busness unit, for example, now
distributes a catalogueoutlining its main services.OFinancial Times
(Waters 2006)

Also known -

as

Related work -
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Sour ces Finandal Times 11 July 2006- OBM repackages brain powerO
(Waters 2006) ImagefromiStockPhoto.com (4179993
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4.3 Account Management

—

Big customers who spend a lot of money with you can represent a
big chunk of your income so they are not ‘‘just another sale.” When
your product is important to their company you are more than just a
supplier and your relationship is about more than just products.
There is value in the relationship itself not just the sales.

Understanding your relationship will help you better serve your
customers, secure future revenue and create opportunities to
increase your profits.

Context Y ou are selling technical produds and services to corporate
cugomers. SAME CUSTOMER, DIFFERENT PrRoDuUCT (Kelly 2007)
suggests you bendfit the mos when you sell more produds to your
existing cugomers. Youmightbeusng

Problem How do you avoid logng existing customers? How do you
under stand what customersreally want?

Forces Finding and selling to new cusomersis expensve but, by definition,
existing cusgomers already have at least oneof your produd(s) so
thereisno obvioussale to be made

Corporate cugomers face multiple oppotunities and problems in
thar own busness and market. Some of these issues may create
oppotunities for your produds and services but you need to know
what these issues are.

Making a sale should create oppotunities for further sales and
suppot contracts. But your cusomers are your competitor(s
prospects, you still need to ensure your cugomers remain your
cugomers. Y ou want them to buy more from you but once you have
made the sale you need some reason to stay in contact.

Sales staff are selected and rewarded onthebasis of ther ability to
win sales, but managing an accountover thelongterm requires more
than jud selling. Cugomer may bedeerred fromtalking to people
in your company if every time they do a salesman tries to make
another sale.
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Solution

Treat customers asvalued collaborators; continueto actively
work with customers after a sale hasclosed. Appoint named
accountmanagers who can build arelationship with both the
enterprise and theindividuds who work there.

Seek to undestand how the cugomer is usng your produds, the
chdlenges facing the cusomer and oppotunities that exist for
hdping cugomers meet these chdlenges. Ask lots of questions How
they are doing with the product? Was it what they expected? Do
they need any help? What else could the product do?

Managing a cusgomer accountgoes beyondselling and thereis more
to keeping cugomers happy than sdlling at alow price. It indudes
the pod-sales expeience: suppat services, training and cusomer
follow-up. Thisisprovided by ateam notan individud.

Rather than focuson thenext sale, focus on keeping your cusgomer
happy. Intheprocess find outwha else they need andwho elsein
the organization may benefit from use of yowr produd. Continueto
learn aboutyour cusomer@ needsand ther problems. When the
timeisrightoffer them your solutions

Create a culture that encourages ongang contact and dialoguewith
cugomers. Build continuity in therelationship; beresponsgve to the
cugomer needsand de-emphasis contact based purely onsales. Aim
to stay involved ove thelongtime and build atruged relationship
with cusomers.

Sales people may not betheright people to manage an ongong
relationship. While they may be goodat opening doors, making first
contact and clogng a deal they may lack the skills and motivation to
maintain an ongong relationship.

Oneoptionisto split thesales and account management roles. Once
asaeismade or even before, introduce an accourt manager who
will continuethereationship and look after the customer. However
some sales people may resist handing overOan accountthey have
won. Alternaively supplement your sales people with account
manage's who look after the accountwhen there are no salesiin
progoect. Use SALES/TECHNICAL DOUBLE ACT in both casesto split
commercia and technical issues. Product managers (and busness
andysis) can supplement accountmanagers to increase the depth of
cugomer undestanding.

When recruiting account managers look for people who will be
interested in building arelationghip rather than jus making the next
sale. Accountmanagers who are smply sales staff working on
commission may not be motivated to keep a relationship going when
thereisnotsale in progoect. Balance remuneation so staff can
afford to build therelationship rather than jug sdll, sell, sell.
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Consequences

Variations

Examples

Accordingto McKenzie (2001)a cugomer relationship isa
convasation with exchanges. Theeisvaluein thereationsip
itself, notjug the produd/money exchanges. Cugomers who see
valuein therelationship will continuethe conversation by buying
more produds. Active accountmanagement represents an
investment to maintain and increase tha value

No onepatern or single set of actionscan guarantee your cusomers
return to buy more fromyou. By building atruging relationsip and
continuing to learn aboutyour cusgomersyou shoud at least see
problems before they occur, and postion yourself to find
oppotunities.

Selling additiond produds and services to existing cusgomer can be
cog effective and informationrich. Technology changecreates
oppotunities for everyone cugomers, competitors and yourself.

Engaging with a cusomer onaregular basiswill alow youto learn
ther future growth plansand requirements. Knowing cusomersO
future needs can inform your own busness decisionsleading to
better produds and benefiting both cusomer and supplier.

Competitors Bespecially new entrants Black the cusomer assets
you have. Investinginyourcugomerswill create a degper
relationship thusmaking it more difficult for competitorsto poach
busness.

Accountmanagers will need to make visits to the cusomer and
spend time to undestand the cusomer. Too much cusomer contact
may annoythe cusomer and make them feel they are beng
condantly sold too. Having other points of contact, like cusomer
care and produd managers, will hdp build trug and collect
information withouta sales motivation.

An active accountmanagement programme will cog. Youwill need
to employ additiond staff; pay salary, travel and entertainment
expenses even when sales are not being made. Such expenses may
be seen as easy savingswhen times are toughbut they represent
investment in your relationship with cusomers and keep open the
progpect of future sales.

A Londonsoftware company supplied applicationsto mog of the
major playersin the mobile telecoms market. Theremaining sales
progoects were small fry. New sales had to come from selling more
produds to existing big cusomers so it was impartant to create a
postive sales, and pog-sales, experience. A hard sales approach
might secure theimmediate sale but damagetherdationsip and
future progects. Accountmanagement was handled by a
SALES/TECHNICAL DouBLE AcT, onefor commercial issues (sales)
and onefor technical issues (everything else).
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Anothe Londonsoftware company, thistime in the media sector,
had salesmen make an initial sale. They then handed accounts over
to dedicated accountmanage's. However the hand-over was pooily
defined, sales staff didn® like giving up cusomers and the account
manager's lacked technical skills. 1n some cases it worked, in others
it didn®.

Also known

as

Related work  This patern can beused to hdp implement ITSA RELATIONSHIP NOT
A SALE from Cugomer Interaction Patterns (Rising 2000) BuiLbD
TRusT and other paternsfrom the same language are also ussful.

CONTINUING SERVICES FOR PrRoDUCT (Kéelly 2005b)describes how
to continueservices as additionsto your produd sale. Serviceslike
technical suppot and training can generate continuing revenueover
thelifetime of aprodud.

Sour ces ImagefromiStockPhoto.com (4583601
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4.4 Sales/Technical Double Act

Allan was responsible for evaluating and selecting an enterprise
search engine. Downloading and installing the trial software was
easy but then technical problems and questions arose.

When the search engine salesman called he brought a technical
consultant with him. The consultant was knowledgeable about the
things the salesman wasn’t and could discuss technical issues in
detail. Even after the sale the technical consultant kept in touch.

Context You are usng ACCOUNT MANAGEMENT to sdll high margin technical
produds to busness cusomers.

Problem How do your avoid overwhelming your account manage swith
commer cial and technical issues? - Both beforethe sale and the
after.

Forces Selling atechnical produd involves more than talking about

technology; there are commercial (e.g. price) issuesto discuss. But,
technical people aren@usudly goodat commercial aspects and sales
people aren@usudly proficient in technical aspects.

Even when you can find someonewho can cover the commercia
and technical aspects of a produd there is often too much for one
personto takein. Technical products often require in-depth
technical knowedgeand commercial knowledge

Within cugomer organizationsthe people who make thetechnical
decisionsare often different from the people who make the decisions
on expenditures. These groupsmay expect to deal with different
levels of seniority and expertise in your organizations.

Discussing commercia and technical questionsfor a complex
produd takes a lot of time and energy. But you don® want to spend
all your energy onthese questions At the same time as negotiating
the deal youwant to gain indghtsinto your cusomer@® busness and
how they want to use the produd.
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Solution

Consequences

Haveyour customer account manage swork in pairs, one
handles the commer cial agpects of the product and the other
handlesthetechnical agects. Thiswill alow you to hire the best
possible sales people and technical people for your produd.
Individuds can focusonwha they do best rather than trying to
master diverse sKills.

Technical managers should come from atechnical domain and
should betrained in-depth onthe produd. Some technical managers
may come frominternd groupslike development or suppot. Sales
people may not need to undestand the produd in-depth but they
should know the bendfits and advantages of its application. Each
group needs to respect the other and refer questionswhen

appropriate.

While technical managers may beinvolved in pre-sales callsther
contact with customers should also extend beyondtheinitial sae.
Astechnical manager win thetrug and confidence of cusomer@

staff your overal corporate relationship will degpen. Youwill better
undestand your cugomers and serve them better.

Technical managers may hdp clients with technical suppot issues,
configuration, indallation and training. Be careful to notoverload
thetechnical manage with too much work, mog likely they will be
working with several cugomers. With growth you may want to
create dedicated groupsto deal with specific issues andrelieve
pressure from technical managers, e.g. atechnical suppot desk and
atraining team.

The sales oriented commercial managers can concentrate on the
finanda and busness aspects of theded, e.g. pricing, terms and
conditions license renewals, suppot agreements, etc. They can take
astrategic view and look for oppotunities to sell more produds.

Both managers should talk regularly aboutthe cusomer, ther
current needsand ther future needs  They should meet with the
cugomer regularly and condud periodic accountreviews tha bring
togaher everyoneinvolved with managing the cusomer account
Such reviews can hdp identify sales progpects and future client
needs

Using more than oneperson to managethe cusomer relationship
allows people to speciadise in wha they are goodat. Itiseasier to
find dedicated individuds than expect individuds to be proficient in
very different fields

Having more than onepersoninvolved in acugomer relationship
acts as a safeguad againg people leaving your company. Losnga
sales person can be unfortunae; if they take your cusomers with
them it can beadisaster. With two people managing the account
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you can provide continuity.

Where more than onepeasonisinvolved in asale the cugomers may
become confused aboutwho deals with which aspects. Even if
cugomers wish to clarify therelationsip you might prefer to leave
theboundaies vague Blurringthelines may create opportunities
for extra contact and information exchange Still be careful notto
confuse your cusgomer too much.

Cugomerswill receive better commercial and technical service.
You will gaher moreinformation because different staff talk about
different thingsto different people. Over time youwill gan amore
complete view of your cugomer. Cugomer employees will cometo
trug and share information with your representatives. Having two
views of the cugomer will improve your undestanding of the
cugomer and issues, paticularly political ones, involved in asae.

Having multiple accountmanagers further increases the cods of
managing a cugomer account Thisisfeasible for high margin
produds, for low margin produds you might need to use service
teams rather than individuds.

Variations When cugomers are very large oneaccountmanager may notbe
enoughto cove al contacts. Multiple accountmanagerswill alow
responsbilities to bedivided. Different managers may deal with
different cusomer divisionsor geographical aress.

Examples Many organizationsemploy pre-sales consultants Of sales engineers
as technical contacts beforethesaleismade Thisis aform of
doubk act but sometimes endsonce thesale is made

Also known -
as

Related work  Sales/Technical Double Act can be used to hdp implement
ACCOUNT MANAGEMENT.

Software develope's sometimes use DEVELOPING IN PAIRS (Coplien
and Harrison 2004)to increase produdivity. Onedevelope reviews
work asit is peformed and hdpswith thedecision process. Thisis
aform of doube act butthe developes have similar skillsand
periodically switch theroles of reviewer and code.

Sour ces Image fromiStockPhoto.com
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