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This Implementation & Channel Guide makes 
recommendations to independent software ven-
dors (ISVs) in Software-as-a-Service (SaaS) and 
On-Demand environments regarding new cus-
tomer service fulfillment and the value of alterna-
tive channels. It includes articles about: 
• Critical Importance of SaaS Implementation 
• Developing Scalable On-Boarding Processes 
• Using Strategic Alliances in Implementation 
• Developing Appropriate Alternate Channels 
• High-Leverage Activities for Success 

We are pleased to make this information available 
to the industry in the hope it will help accelerate 
the growth of SaaS and On-Demand companies. 
Please feel free to contact us with questions about 
implementation process design or on executing a 
particular system. 
We have been providing successful marketing, 
business development, and sales leadership to 
technology companies for over twenty years and 
will be happy to assist in the development of your 
customer support processes and team. 

B e y o n d  D i r e c t  S a l e s  

How effectively new customer implementation 
processes work with alternate channel partners is 
a test of service companies’ value. If one side of 
the equation fails, the other similarly will fall short. 
Written for independent software vendors (ISVs) 
offering Software-as-a-Service (SaaS) and On-
Demand applications, this guide approaches the 
topics separately and then integrates them to 
illustrate the revenue enhancement power that 
comes from getting them right. 

The ideas presented in this guide provide SaaS 
and On-Demand ISVs with the background for 
building systems that are user-friendly and scal-
able. With effective implementation procedures, 
these ISVs can focus on real revenue growth. 

Our goal is to accelerate ISV transformation.  
Beyond this guide, we are available to provide 
additional support and detailed recommendations. 

Topics in the guide include:  
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Software-as-a-Service (SaaS) and On-Demand 
deals are not truly closed until the customer is 
logged on and using the application. 
In the traditional perpetual license model, inde-
pendent software vendors (ISVs) receive a signed 
contract and deliver gold discs to their new cus-
tomer. Depending on the type and size of the 
sale, they provide different levels of installation 
and implementation support, maybe even some 
application training. 
Generally, these tasks are done by technical sup-
port personnel, and they may be done in a cus-
tomized (i.e., “unstructured”) ad hoc way that gets 
the application operating to a level where most of 
the required on-going maintenance can be 
handed off to the customer’s IT department. 
The ISV then transitions into support mode, where 
it addresses specific technical issues and pro-
vides required bug fixes and upgrades. 
With SaaS and On-Demand, post-sale implemen-

tation – or on-boarding – is more robust because 
the application is part of an integrated service 
(including access, equipment & network mainte-
nance, security, backups, etc.), and customers will 
need to learn how the package works. 
The tasks that can obviously be off-loaded by the 
ISV, and customers are unlikely to pay for ser-
vices they cannot use. 
Thus, on-boarding is a critical step in the SaaS 
and On-Demand close, and the ISV must immedi-
ately provision log-on assistance, application 
training, customization, billing, and other support. 
Whichever department performs these duties will 
vary from ISV to ISV; however, customers will 
need a single point of contact with visibility into 
and some control over the entire process. 
On-boarding reminds SaaS and On-Demand ISVs 
how the nature of their business is changing and 
that revenue will grow in direct proportion to their 
ability to support their customers’ use. 

Although the process will be cross-functional, 
requiring support from many internal stakeholders 
and channel partners, these data must flow to the 
implementation organization automatically. Itera-
tive review and approval by other departments 
only create log jams. 
If, for instance, the ISV’s finance department re-
quires verified credit worthiness before service is 
enabled, the credit check should be completed as 
part of the sales process, long before the cus-
tomer is waiting to log on. 
Similar collection of both business and technical 
data can actually help sales by furthering the 
qualifying and proposal steps, provided that they 
contribute to the ISV’s understanding of the cus-
tomer’s business process or problem. 
Standardized implementation helps the ISV avoid 
errors, but it must be flexible and allow steps to be 
done out of order and automated as possible. 
When automation leads to the ability to delegate, 
the ISV should enable the new customer to per-
form simple tasks as part of its initial log on. 
For example, if each user needs a security inter-
face, it should be downloaded and installed with a 
simple point and click (or two) of the mouse with 
little or no involvement by the ISV. 

Successful Software-as-a-Service (SaaS) or On-
Demand implementation processes will be de-
signed with one word in mind: “Scalability.” 
When the other parts of the independent software 
vendor’s (ISV’s) revenue generating engine is 
running on all cylinders, new customers will be 
enrolling at rates of two to four times those in 
traditional software businesses.  As acceptance of 
SaaS and On-Demand accelerates, enrollment 
growth will double or triple again. 
SaaS or On-Demand ISVs cannot have imple-
mentation processes that require them to hire and 
train new personnel with each new set of custom-
ers. On-boarding must be scalable to deal with the 
inevitable success problem of growing sales. 
Thus, SaaS and On-Demand ISVs must (a) stan-
dardize, (b) automate, and (c) delegate as much 
of the implementation step as possible. A dedi-
cated department, responsible for managing new 
customer on-boarding, oversees the process and 
manages the few exceptions that arise. 
Whether this department is customer support, 
internal operations, professional services, or some 
other group will depend on how intrusive the appli-
cation is on customers’ systems and the level of 
customization required (and allowed) for produc-
tive use. 

I m p l e m e n t a t i o n :  T h e  Tr u e  S a a S  C l o s e  Implementation Guide 

S o l v i n g  t h e  S u c c e s s  P r o b l e m  

“Success 
is when reality 
exceeds expectations”  
         — John D. Gerhart 

“Having achieved 
your purpose, 
seek not to undo 
what you have done.” 
             — Latin Proverb 
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Accelerated revenue growth is all about volume, 
but no revenue comes without a cost. 
Software-as-a-Service (SaaS) and On-Demand 
independent software vendors (ISVs) dedicated to 
exponential growth will employ strategic alliances 
and channel sales partners; however, these ISVs 
also need to maximize their share of the revenue 
generated by these alternate methods. 
The more post-sale work that is required to imple-
ment new customers, the more expensive that 
revenue acquisition will be.  Because it involves 
external resources, which the SaaS or On-
Demand ISV cannot control, an unwieldy on-
boarding process can quickly become a barrier to 
successful market penetration. 
Here, then, is a strong argument for maximizing 
automation. Since the ISV will strive to outsource 
to its alliance and channel partners as much of the 
implementation as possible (including initial billing, 
training, and customization), it needs to avoid 
paying for these functions twice – once to its part-

ner in the form of higher revenue share or com-
missions and once internally for personnel and 
systems put in place to support the partners. 
By automating as many implementation steps as 
possible, the ISV not only makes it easier for its 
internal staff to on-board new customers, it adds 
value to its channel partners by allowing them to 
focus not on the technical details of getting the 
SaaS or On-Demand application started but on 
providing services to the customer. 
Opportunities for automation are revealed by a 
standardized process. When an activity is re-
peated the same way each time, the means by 
which it can be mechanized reveal themselves. 
All standardized automated steps to the process 
can be delegated to strategic alliance and channel 
partners (and even customers). Moreover, the 
possibilities for errors are decreased in such an 
environment, resulting in the ISV providing a 
much more robust and valuable solution to both 
its partners and end users. 

Value-added service providers (like network secu-
rity and data retention / retrieval companies, au-
dio / video conferencing firms, and content deliv-
ery networks) often have extensive sales organi-
zations that can be readily trained to sell and im-
plement SaaS and On-Demand applications. 
The lower initial price points that allow SaaS and 
On-Demand ISVs to expand their marketing into 
small- and medium-sized businesses (SMBs) also 
open potential channel relationships with technol-
ogy sales agents, who often have excellent rela-
tionships and broad reach into the SMB markets 
in their geographic regions. They, too, are hungry 
for value-added services to include in their sales 
portfolios. 
Finally, technology-enabled and -focused consult-
ants provide another excellent channel opportu-
nity for SaaS and On-Demand applications with a 
specific target market because these organiza-
tions tend to have superb relationships with their 
clients and can act as trusted advisors to the 
ISVs’ target customers. 
Clearly, the breadth and depth of these potential 
channel partners show how important it is for the 
SaaS and On-Demand ISV to develop a scalable, 
automated, and systematic approach to imple-
mentation. 

Independent software vendors (ISVs) traditionally 
have been reticent about marketing and selling 
their applications via alternate channels because 
of the support costs involved. They often claim the 
additional revenue is too expensive because it is 
just as efficient to do it (i.e., selling) themselves. 
Software-as-a-Service (SaaS) and On-Demand 
models readily lend themselves to strategic alli-
ances and alternate channels, particularly when 
service deployment is automated and the imple-
mentation process is easily managed by non-ISV 
personnel. 
SaaS or On-Demand applications offered as com-
plete solutions multiply the opportunities for chan-
nel partnerships. The new offering’s ease-of-use 
allows traditional relationships with systems inte-
grators and IT consultants to be expanded. 
Moreover, the ISV can work with other technical 
sales organizations to bring its solution to market. 
Network service providers (such as traditional 
telecommunications carriers, metropolitan area 
ethernet companies, internet service providers, 
data center operators) all welcome value-added 
services they can offer to their highly competitive 
markets. Similarly, other technology companies 
(such as hardware vendors) are excellent sales 
resources. 

ADDITIONAL PARTNER EXPERTISE: 
ALTERNATIVE ALTERNATE 

CHANNELS 
 

The list of traditional and expanded 
alternate channels offered in “Putting 

More Feet On the Street” (left) 
includes the types of technology 

companies with which Software-as-
a-Service and On-Demand 

independent software vendors (ISVs) 
should be familiar. However, the 

sales power of many SaaS and On-
Demand solutions is that they lend 

themselves to expanded go-to-
market strategies. 

SaaS and On-Demand ISVs offering 
user-friendly applications with 

customizable interfaces supported 
by highly automated implementation 

processes can pursue even more 
expanded opportunities by 

partnering with low-technology users 
that also provide services to the 

ISVs’ target customers. 
Accounting or ERP applications 

might be offered through CPAs and 
other financial professionals who 

would welcome the chance to 
expand how they support their 

customers. 
SaaS and On-Demand services that 

control inventory and distribution can 
be sold through shippers who also 
monitor their fleets and the goods 

they carry. 
Design collaboration and production 

line management applications that 
have been offered to technology 

manufacturers may be adapted and 
offered to construction markets 

through a network of architects or 
general contractors’ suppliers. 

The possibilities for expanding sales 
channels for SaaS and On-Demand 
applications are as vast as the new 

markets into which these 
applications can be sold.  The 

services’ flexibility and affordability 
will allow ISVs to expand their 

ecosystems in entirely new ways 
limited only by their imagination.   

Channel Guide P a s s i n g  t h e  B u c k :  S c a l a b i l i t y  &  D e l e g a t i o n  

P u t t i n g  M o r e  F e e t  O n  t h e  S t r e e t  
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more work the ISV delegates to them, the more 
expensive the revenue they generate will be. 
Expanding Sales through Partnerships 
SaaS and On-Demand applications readily lend 
themselves to alternate channel sales, and many 
traditional technical alliance partners – such as 
systems integrators, network & hardware vendors, 
value-added service providers – are anxious to 
expand their markets and offerings. Non-
traditional partners are similarly available and can 
help the SaaS or On-Demand ISV deliver services 
to new customers in new markets.  
Alternative Partnerships 
Low-technology alliance partners may provide 
certain SaaS and On-Demand ISVs with attractive 
alternatives into new geographic or vertical mar-
kets. 
Ensure Manual Processes Are High-Leverage 
Implementation or fulfillment steps that cannot be 
automated or delegated should be high-leverage.  
“Special” technical solutions should be adapted 
from existing functions when possible.  Train-the-
trainer sessions for new customers and alliance 
partners are excellent solutions, as are user- and 
partners-conferences, seminars, and webinars.  

Close the Sale by Delivering the Service 
Software-as-a-Service (SaaS) and On-Demand 
customers expect and pay for services that work 
and effectively solve their business problems. 
Implementation (or “on-boarding”) is the critical 
last step of the sales process, and the SaaS or 
On-Demand independent software company must 
provide new customers with a robust process 
helps them log on to the application, learn how to 
use and customize it, and obtain billing and other 
support. 
Scalability Is Key to Long-Term Success 
As the SaaS or On-Demand ISV’s business 
grows, it will be imperative that its implementation 
processes can grow with it. Standardization, auto-
mation, and delegation to third parties (such as 
customers and channel partners) all contribute to 
the development of a scalable process. The im-
portance of the ISV’s dedicated fulfillment team 
can not be overstated; it needs to coordinate infor-
mation for other internal stakeholders and be able 
to act without continuous iterative review. 
Alternate Channels & On-Boarding 
Certain implementation steps are perfect for alli-
ance partners and other channels; however, the 

Implementation Guide H i g h - L e v e r a g e  M a n u a l  P r o c e s s e s  

Clearly, not every on-boarding process can be 
fully automated or even standardized. Certain 
applications, customers, and opportunities will 
require special handling, and Software-as-a-
Service (SaaS) and On-Demand independent 
software vendors (ISVs) need to deal with these 
special circumstances as effectively as standard 
implementations. 
In such “special” cases, the ISV’s fulfillment team 
must employ high-leverage activities to produce 
consistently high quality results. They must avoid 
creating entire solutions from scratch, instead 
preferring to adapt existing functionality. 
This is especially important where alliance part-
ners are involved, and the ISV can delegate the 
special fulfillment to them or train them to look for 
opportunities to provision services similar to those 
already delivered elsewhere. 
Such delegation is can be particularly effective 
with systems integrators and other outsourcers 
that have the necessary technical skills to perform 
work with minimal ISV involvement. 

Thus, the most highly leveraged activities involve 
delegating work to a few who can then share re-
sults with many. 
With alliance partners, a train-the-trainer approach 
can be extremely effective in all aspects of the 
sales process but most especially in on-boarding. 
The SaaS or On-Demand ISV also can hold part-
ner conferences where best practices and com-
mon solutions are shared among the channels. 
The similar environment of user conferences pro-
vide a high-leverage way to broadly communicate 
developments and usage ideas directly to users.  
For new customers, the ISV can train select per-
sonnel in how the application works as well as 
how to act as knowledge resources for other us-
ers in their companies. 
In addition to such in-person gatherings, on-line 
webinars are effective high-leverage training tools. 
They can be delivered “live” with trainers or atten-
dants or in completely canned formats that can be 
stored on the ISV’s servers and made available 
for downloading at the user’s convenience. 

I m p l e m e n t a t i o n  &  C h a n n e l  G u i d e  S u m m a r y  

About 
Keychain Logic 

 
Keychain Logic accelerates revenue 
growth in the emerging Software-as-
a-Service and On Demand sectors 
by delivering customized tools and 
services to independent software 
vendors that supercharge their entire 
revenue production engine. 
These sales, marketing, and 
business development strategies 
have been generating explosive 
growth in technology businesses for 
over twenty years, resulting in more 
than $3.2 billion in new contract 
revenue. 
A major contributor to the Software & 
Information Industry Association’s 
SaaS Working Group committee on 
ISV Transformation, Keychain Logic 
leads workshops and seminars on 
accelerating SaaS revenue growth 
and publishes articles that address 
specific marketing and sales issues 
faced by vendors and VARs in the 
new enterprise software industry.  
Additional resources can be found at 
www.KeychainLogic.net. 
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