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Introduction 

If your software business provides implementation and training, you can probably relate to the 

balancing act of satisfying customer demands while making a profit.  

Most of the software businesses in our portfolio provide implementation and training to 

complement their products. Project timelines can range from a few days to a few months 

depending on the relative complexity, and customer profile.    

When a prospect asks us: “what is the implementation timeline?” More often than not, the 

response is that “it depends” on many qualifying variables including client resource availability, 

hours committed to the project, internal resource availability, project complexity, data conversion 

required, etc. 

 

The Problem with “It Depends”   

While it may be an honest answer, no prospect wants to hear “It depends”. Vague timelines 

slow down the positive traction established during the sale process, often result in project 

delays, and can start the customer relationship off on the wrong foot. Most importantly, a 

delayed plan is lost revenue.  You do not want to be in a position where you sold 10 modules, 

yet only 5 get implemented in the first year. 

Solution Overview   

To streamline customer implementations and manage expectations, we developed a process to 

maximize the chance for success and customer satisfaction. The basic framework is: 

1. Explore your Company’s current implementation process  
2. Identify friction points  
3. Develop a standard plan  
4. Understand skills for resource allocation  
5. Create incentives based on implementation benchmarks  

 
 
 
 
 
 
 

 
 
 
 
 
 

“Planning is bringing the future into the present so you can do something about it 

now.” – Adam Larkin 
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               1. Explore Your Company’s Current Implementation  

               Process  

To start, we recommend discussing your implementation process with your entire Professional 

Services team. This allows you to take a step back, identify each stage, and brainstorm areas 

for improvement. Key questions to ask at this stage include: 

• Where do team members or customers get frustrated? 

• Which steps create a bottleneck? 

• Which steps require the most time, or cause delays most often? 

• Where do costs typically exceed the budget and/or quality suffer?  
 
 
A sample process is shown below. 
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               2. Identify Friction Points 

 

Eliminating friction points is key to keeping your process moving. We recommend reviewing all 

the implementation projects completed over the last two years. This review is best done as a 

whiteboard session with the entire Professional Services team. 

As an example, in the process outlined above, our team struggled with the following step: 

• “Data build workshop” within the Proof of Concept section, bringing the project to   
a standstill.  

 

The friction was not limited to a couple of customers, but rather was present on every 

implementation project. This was an insight gleaned by having the entire team present for the 

brainstorming session. 

To address this issue, the team created a standard 8-week implementation plan for the first 

three phases of the project (to the end of the Proof of Concept) to follow with all clients, 

regardless of size or location. This plan included three on-site weeks. 

 
 

 
 
 
 
 
 
 
 
 

 

               3. Develop a Standard Plan 

 

Once key issues are identified, the team can move forward with setting up a more thorough plan 

with detailed phases and realistic durations based on actual experience.  

A key part of developing better planning and assigning realistic timelines is a shared 

understanding of how long things actually take, rather than how long a customer (or a sales 

representative) wishes they took. 

It is important to have the team’s input on timelines so they are both reasonable for the 

customer and realistic for the people executing on the work. This avoids overpromising and 

underdelivering.   

“We always hope for the easy fix: the one simple change that will erase a problem in a 

stroke. But few things in life work this way. Instead, success requires making a 

hundred small steps go right - one after the other, no slipups, no goofs, everyone 

pitching in.” – Atul Gawande 
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A sample of a step-by-step project plan is included below: 

Key Project Activities / Milestones Responsible Party 

Pre-Kick-Off Activities 

The Acme team will work with your team to determine and provide: 

• Technical installation requirements 

• Key technical infrastructure considerations 

• Hosting arrangements (where appropriate) 

• Base Camp establishment and key contact information 

• Key documentation delivery 
 

ACME & Client 

Week 1 – ONSITE  

Kick-off Week 

Coordinate introductory overview of the implementation process 
and identify project scope, team and responsibilities. This week 
will also include documentation of business processes that provide 
input into the implementation. The workshop will include the 
following items: 

• Identify and document business processes 

• Review risks 

• Conduct continuity planning 

• Introduce documentation 

• Review key financial structures and statements 
 

ACME & Client 
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               4. Understand Skills for Resource Allocation  

 

Resource allocation is the next critical activity for ensuring success. When Professional 

Services teams grow beyond a couple of people, it becomes increasingly important to take 

inventory of the skills on hand.  

We found that a skills matrix can be an effective management tool to summarize product 

knowledge and identify gaps. From a resource allocation standpoint, this can help a manager 

select the most appropriate consultant for the job.  

Here is a sample of a basic skills matrix, which shows the competencies of different consultants 

on different parts of the software. Skills are measured using the following key:   

0. No knowledge or experience: I can provide no assistance in this area.  
1. Limited knowledge, little experience: I would attempt to handle a customer question.  
2. Good knowledge or experience: I can handle most support questions in this area.  
3. Strong knowledge and experience: I can train customers on the use of this area.  
4. Excellent knowledge and experience: I can configure this system area, I could train 

another consultant and I can provide business consultancy to customers. 
 

In this example, there are three consultants on the team who did assessments on different 

section of Acme’s software.  

 

 MIKE SANDY MIGUEL 

ESTIMATING  4 4 4 

INVOICING  4 2 2 

GROUP MAINTENANCE  4 2 3 

SHIPPING/RECEIVING 4 4 3 

 

As the results show, Mike is the most experienced team member. Sandy and Miguel require 

additional training to get their Invoicing and Group Maintenance ratings up to the target score of 

3. 

Advantages of creating a skills matrix include: 

• Select the right consultant by matching skills to customer requirements.  

• Identify training opportunities and skill gaps for new hires.  

• Have a clear set of skills that everyone understands. 
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Within our portfolio, we typically allow consultants to conduct self-assessments. Although results 

are subjective, we find that most consultants are not inclined to inflate results. These matrices 

are not considered a “score board”. Some teams prefer to show results on a group level to 

maintain a sense of cooperation within the group. 

 
 
 
 
 
 

 

               5. Create Incentives Based on Implementation  

               Benchmarks   

The final step in the process is to evaluate your compensation scheme. We prefer merit-based 

compensation plans that align with business goals. As an example, our compensation plans 

reward: 

• Utilization  

• Product knowledge 

• Adherence to the project plan (i.e. meeting desired project deadlines) 
 
 
 

 

 
Conclusion 

When customers purchase software that is integral to their operations, they hope for a smooth, 

timely and painless implementation.  It is important to start the customer experience positively.   

Additionally, our companies greatly benefit from streamlined implementation processes:   

1. Sales can better articulate the process and manage customer expectations. 
2. The Professional Services team can effectively manage resources and workload.   
3. The burden on the Support team from implementation errors is reduced. 
4. Reduction of revenue loss from implementation delays. 

 
 
An unexpected benefit was that developing the process together and understanding the collective 
skill set also helped our Professional Services teams work better together. 
 

“Management is doing things right; leadership is doing the right things.” - Peter 

Drucker 
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 About the Perseus Group  

 

Perseus, an operating group of Constellation Software Inc., acquires independently managed 

software companies around the world. It provides them with the strategic guidance and the 

financial security that they need to become leaders within their respective markets. We prefer to 

treat our acquisitions like people, not property. That is why we do our best to ensure their 

growth and development. Our core values include:  

• Smaller is better 

• Growth through learning  

• Career flexibility  

• Trust comes first  
 
Are you interested in meeting with us to discuss if we could be a good fit for your business? 
Contact Aaron at +1 (905) 943-6158 or aaron.shapiro@constellationhbs.com. 
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