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Concerned with accelerating growth in Software-
as-a-Service (SaaS) and On-Demand businesses, 
this guide focuses on the fundamental shift in the 
in the enterprise software sector. Independent 
Software Vendors (ISVs) are transforming from 
technology application providers and becoming 
trusted advisors delivering business process im-
provement and value-added services & expertise. 
These are entirely different roles, most noticeably 
in sales, marketing and business development.  
Thus, the solutions for ISV growth are fundamen-
tally different. 
This summary guide provides discussion and 
ideas from the basis of Dr. W. Edwards Deming’s 
analysis that shows employees’ influence on 
norms and culture is somewhere around 6%; the 
influence exerted by an organization’s systems 

and processes accounts for the other 94%.  Thus, 
the guide’s thesis is that transitioning ISVs and 
new SaaS and On-Demand providers need to 
look closely at their entire business model and 
operating methods in order to be successful in the 
new enterprise software environment. 
Particularly important are the areas of sales and 
marketing because these are the organizations 
responsible for customers’ first impression of the 
ISVs’ business. Significant, but sometimes subtle 
changes are required to ensure these roles effec-
tively adopt the new, service-oriented approach to 
solving customers’ business problems. 
The guide’s users should keep in mind Albert 
Einstein’s caution that “the significant problems 
we face today cannot be solved at the same level 
of thinking we were at when we created them.” 

T h e  Tr a n s f o r m i n g  S o f t w a r e  S e c t o r  

Revenue generation is an end-to-end process that 
starts with marketing and must maintain continuity 
throughout the sales cycle, funnel management, 
channel development (including strategic alli-
ances), and sales compensation. 
This summary guide provides SaaS and On-
Demand ISVs with an overview of the information 
available in more detailed guides that cover each 
of the included topics.  Included in this series are 
ideas and recommendations designed to help 

transition the revenue generation process into one 
that is appropriate for a service-focused environ-
ment. 
These guides, and their companion workshops, 
will provide ISVs with practical, working tools that 
can be customized for specific company needs. 
The goal is to accelerate ISV transformation.  
Beyond this guide, we are available to provide 
additional support and detailed recommendations. 
Topics in this summary guide include: 

R e v e n u e  G e n e r a t i o n  Ta b l e  o f  C o n t e n t s  

Jump-Starting Revenue Generation 
• Effective Lead Generation Using Guerrilla Marketing Techniques..........................................2.a 
• Sales Cycle Management in Recurring Revenue Environments.............................................2.b 

Accelerating Sales Activity 
• Customer Implementation & Expanded Channels ..................................................................3.a 
• Sales Compensation for Over-Achievement ...........................................................................3.b 

• About Keychain Logic.................................................................................................................4 
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Be an Expert in the Customer’s Field 
Today’s enterprise looks to its vendors for worka-
ble business solutions. By focusing on the service 
of the Software-as-a-Service (SaaS) and On-
Demand models and by establishing themselves 
as experts, independent software vendors (ISVs) 
can differentiate themselves. The combination of 
expertise and service establishes the ISV’s brand 
as the de facto solution. 
Sharing Knowledge and Marketing Services 
With full understanding of their customers’ pain, 
SaaS and On-Demand ISVs demonstrate exper-
tise and raise their profile by publishing white-
papers and articles and by leading seminars and 
panel discussions. Press releases and newslet-
ters further expand brand awareness. All provide 
useful information, including solutions, but none 
should sell the application. 
Percolate Leads for Maximum Sales Results 
ISVs record contact information from those who 
receive whitepapers, attend seminars, and make 
other inquiries into the ISVs’ solutions, gathering 
additional data each time. When the prospect’s 
interest is sufficiently high or problem sufficiently 
acute, the lead is passed to a salesperson. 

Incorporate Traditional Marketing Techniques 
Standard techniques involving identity branding, 
trade shows, promotion, even outbound calling, all 
have value in SaaS and On-Demand ISVs’ mar-
keting programs; however, the focus needs to be 
shifted from the applications’ technology, features, 
and ROI. Instead, these efforts are best concen-
trated on repositioning the ISVs service providers 
that use technology to deliver their solutions. 
Guerrilla Marketing Resources 
Jay Conrad Levinson developed guerrilla market-
ing in 1984; an industry has grown from his ideas. 
Many resources are available on the web and in 
print. Highly recommended for both sales and 
marketing organizations is Anthony Parinello’s 
Stop Cold Calling Forever! 
Fully-Integrated Lead Generation Plans 
Cost-effective on their own, guerrilla techniques 
work best in conjunction with traditional branding 
and promotion. Whitepapers, articles, press re-
leases, newsletters, etc., must be published regu-
larly. They must include real content that offers 
workable solutions. When they do, and when the 
ISV is established as an expert service provider, 
new quality leads accelerate revenue growth. 

Demand sales cycles, the ISV must solicit objec-
tions at each meeting and overcome them artfully 
until there are none left. 
Understand & Work the 80:20 Rule 
80% of all new revenue will come from 20% of the 
opportunities in the ISV’s pipeline. This means 
first that a robust pipeline is required to meet reve-
nue goals and, second, that sales management 
must identify early those opportunities that are 
most likely to close and focus energies on them. 
Stay Informed; Stay on Top 
The accelerated pace of the SaaS and On-
Demand sales process requires sales manage-
ment to work not only faster but smarter, as well. 
Delegate part of this responsibility to salespeople 
and keep abreast of their daily activities via a 
weekly activity report. Embrace WAR, and move 
smarter deals to closure faster.  
Close, Close, Close 
Aggressive sales cycle management requires an 
underlying shift in sales process where urgency 
and immediacy are key. Close every conversa-
tion, every meeting, every step, and, where possi-
ble, get “proof” of the close. Soon, the customer 
will have no other option but to sign. 

Work Time to Your Advantage 
The Rule of 78s most clearly illustrates the impor-
tance of and benefits for accelerating the Soft-
ware-as-a-Service and On-Demand sales cycle. 
Independent software vendors (ISVs) must under-
stand the compounding power of attaining recur-
ring revenue early in the year and manage their 
sales funnels accordingly to maximize growth 
during the first and second quarters. 
Sell to Only Those Ready to Be Sold 
Effective marketing and lead generation will iden-
tify prospects that are ready to discuss the solu-
tion delivered by the ISV’s SaaS or On-Demand 
application; these are opportunities sales should 
pursue. Time is of the essence, and salespeople 
must engage with prospects who feel the pain of 
the business problem the app is designed to ad-
dress and who have an understanding of the solu-
tion the ISV offers. 
This is not a “low-hanging fruit” solution but proof 
of the need to appropriately “percolate” leads.  
Embrace the Opportunities of Objections 
Salespeople move the sales process forward by 
identifying and overcoming customers’ objections 
to buying. To accelerate the SaaS and On-

G u e r r i l l a  M e t h o d s  f o r  L e a d  G e n e r a t i o n  Revenue Generation Guide 

S a l e s  C y c l e  A c c e l e r a t i o n  

“Always be on the 
lookout for ways to 
turn a problem 
into an opportunity 
for success. 
Always be on the 
lookout for ways to 
nurture your dream.” 
     — Lao Tzu 

“You must 
take action now 
that will move you 
toward your goal. 
Develop a sense 
of urgency.” 

     — Les Brown 




 

v2.8 Copyright © 2008 Keychain Logic page 3 of 4 

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 

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.  

Tools and processes need to be developed so 
they can be adapted to future plan changes and 
scaled to accommodate the ISV’s growth. 
Clearly Define “Revenue” & “Sales Events” 
Different kinds of revenues may be commissioned 
differently, and the plan must clearly identify what 
activity will trigger an incentive payment. The 
SaaS and On-Demand ISV recognizes that not all 
revenue is of equal value, and these definitions 
embody the company’s strategic objectives. 
Adapting Traditional Industry Mechanisms 
ISVs may be tempted to adapt traditional models 
that are familiar, comfortable, and will pay high 
commissions to successful salespeople. 
Some of these modified plans present challenges 
in tracking commissions, managing cash flow, and 
properly motivating sales teams; therefore, they 
should be examined closely 
Craft a High-Performance Compensation Plan 
Focused on revenue growth and keeping the 
“Rule of 78s” in mind, the optimum compensation 
plan for SaaS and On-Demand models will in-
clude accelerators for new market entry, new 
customer acquisition, long-term contract commit-
ments, and quota over-attainment. 

Build a Foundation for Success 
By linking business and sales objectives, inde-
pendent software vendors (ISVs) in the emerging 
Software-as-a-Service (SaaS) and On-Demand 
sectors can create incentive compensation plans 
that drive sales success. 
From this foundation and guided by three princi-
ples – keeping the comp plan simple, specific, and 
uncapped – the ISV can accelerate growth across 
markets and into new territories. 
Identify Target Markets & Territories 
With established plans, the ISV defines the verti-
cal markets and geographic locations into which 
the sales organization will deliver services. Here, 
too, the company develops its channel strategy, 
including the identification of partners and the 
definition of their relationship. 
Within these markets, individual and team quotas 
are developed. They should be aggressive but 
attainable in order to maximize incentives. 
Develop Critical Administrative Components 
Compensation plan and quota acknowledgement 
documents define the plan’s terms and assign 
quota. After being educated about the plan’s goals 
and benefits, quota-bearing employees sign both. 

Revenue Generation Guide S c a l a b l e  I m p l e m e n t a t i o n  &  C h a n n e l  S a l e s  

H i g h - P e r f o r m a n c e  S a l e s  C o m p e n s a t i o n  

“You don’t have to be 
a fantastic hero 
to do certain things, 
to compete. 
You can just be 
an ordinary chap, 
sufficiently motivated 
to reach challenging 
goals.” 
     — Sir Edmund Hillary 

“There is no greater 
challenge than to have 
someone relying 
upon you, 
no greater satisfaction 
than to vindicate 
his expectation.” 
     — Kingman Brewster 
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About 
 
 
 

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 growth and publishes articles that address 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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