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Today, companies have access to more powerful 
technology than ever before, from CRM and logistics 
management tools, to online collaboration and 
communication solutions that make it possible to run  
a global businesses from a home office. 

Cloud-based technology has empowered millions of 
business users, and many people have come to believe 
small and medium-sized businesses (SMBs) can find 
what they need and get up and running all on  
their own. 

We’re here to tell you the truth—it’s a myth. When it 
comes to business SaaS, SMBs can’t do it alone. Self-
service doesn’t work. 

At least not at first, and definitely not until a SaaS 
provider has taken all of the necessary steps to create 
a seamless end-to-end customer experience that 
provides ongoing value. 

We wrote this eBook with that goal in mind, to give 
you all of the building blocks—12 in total—to create a 

superior customer experience that will drive revenue, 
differentiate your brand, and build loyalty. 

Everything that you will read in the following pages has 
been tested in the real world and has delivered results. 
We’ve included case studies from AppDirect customers 
as well as other best practice examples to show you 
what’s working—and what’s not—in today’s market 
for business cloud services. There are also practical 
strategy tips that you can start using right away.

As you read, you’ll notice that each of 
the 12 building blocks comes back to 
one key idea: Business software is sold, 
not bought. That means it takes active 
participation from providers to engage 
with business customers, support them, 
cross sell and upsell them, and manage 
the entire customer lifecycle. 

Here’s how it’s done.

Business software 
is sold, not bought.

Introduction
In just a few years, the cloud  
has completely transformed the  
way businesses operate.  

Busting the Biggest Myth of SaaS Sales
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Before You Dive In
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As illustrated below, the framework is a 3x4 matrix that looks across 
the customer journey and captures the most important pieces of a 
winning cloud commerce go-to-market plan. 

The framework will trigger meaningful conversations and close 
collaboration across your organization, helping product management, 
sales, marketing, support, and operations develop one cohesive plan. 
Every piece of the puzzle is mission-critical, which is why we call 
them building blocks for success.

The top three blocks comprise 
the Reach stage and focus on 
creating demand, which requires 
developing a compelling portfolio 
strategy and value propositions.

The next three blocks, the 
Convert stage, focus on closing 
the sale and finding the right 
balance between self-serve and 
assisted sales.

Then, the three blocks that make 
up the Onboard stage focus on 
driving adoption and following 
through with customers to set 
them up for success.

Finally, the last three blocks, the 
Retain stage, focus on expanding 
usage and building relationships 
that help companies become 
trusted advisors.

AppDirect developed the 12 building 
blocks described in this eBook based  
on 10 years of experience across 
hundreds of cloud solution providers  
and ISVs worldwide.
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Indeed, most providers fall victim to something we 
call the “if you build it, they will come” syndrome. 
This is when providers decide to simply stuff 
their marketplaces full of as many 
applications as they can, whether 
relevant or not. Their reasoning? With 
a fully stocked marketplace, business 
customers come to the marketplace, find 
and application that suits their needs, 
and buy them on their own. 

In our experience, this approach is 
almost always guaranteed to fail. 
There are more than 10,000 business 
applications available today, and that 
number that continues to grow. While 

a few of these apps are well-known 
products that come from global leaders 
like Microsoft, Google, or Symantec, 
most of them are developed by startups. 
Innovation is great, but it means that 
these smaller apps are more likely to be 
unknown outside of their local or  
niche market.

Unlike consumers, small to medium-sized businesses 
(SMBs) don’t have time to waste on testing unknown 
apps, and they certainly don’t want to take any 
unnecessary risks that could impact their business if 
something goes wrong. Given this, it’s unrealistic to 
expect SMBs to spend time on researching and trying 
out apps to see which ones fit their business needs.

90% of first time 
marketplace sales  
are completed with  
live, real-time  
assistance from sales  
or customer support.

Cloud services are 
fast becoming an 
indispensable tool for 
businesses of all sizes. In 
fact, according to Gartner, 
93% of companies have 
already deployed or are 
already using cloud-
based solutions in their 
organizations today.

App Portfolio Strategy
Often, the very first step in a provider’s 
cloud journey is building a meaningful 
portfolio of cloud services to include in its 
marketplace. It is also the very first step 
that providers often get wrong. 
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Sounds great, but how does a provider 
actually execute on building a relevant 
cloud product portfolio? Some providers 
have taken a laser-focused approach 
with a “land and expand” mindset.  
This strategy includes:

 » Selecting a few anchor 
applications and focusing sales, 
marketing, and customer support 
initiatives around these solutions 
to prove that success is possible

 Strategy Tip
In fact, the exact opposite is usually true: 
SMBs seek out expert guidance to make 
the best possible software choices. A 
recent report, Successful Cloud Partners 
from IDC, shows that 84 percent of 
SMBs want an established relationship 
with a trusted vendor who can advise 
them on cloud services. We see this 
fact reflected in our own marketplace 
data, where 90 percent of first time 
marketplace sales are completed with 
live, real-time assistance from a sales or 
customer support person. For vendors, 
becoming a trusted partner won’t 
happen overnight, and it won’t happen 
unless they commit to regular, face-to-
face interactions that provide value to 
both parties.

As you can imagine, it’s difficult to 
master and become an expert on any 
given business application. The “trusted 
advisor” approach is only scalable, 
at least initially, across a finite set 
of highly relevant cloud applications. 
That’s why it is critical for providers to 
focus on building a curated portfolio of 
applications, one that reflects their own 
objectives, target market, and  
capabilities over time.

3

2
1ONBOARDING

(Set-up, 
Deployment, 
Migration...)

SUPPORT
(App Specifics)

CUSTOMER LIFECYCLE MGMT
(Training, Tutorials, How To’s...)

 » Driving customer adoption 
and engagement to deliver 
value, establish trust, and hook 
customers into the platform

 » Expanding with applications for 
targeted verticals (e.g., retail or 
construction) or adjacent use 
cases (e.g., DocuSign for Office 
365) to create cross  
sell opportunities

Land and Expand
1. Focus your efforts and prove 

success with one or two  
anchor applications

2. Drive customer adoption and 
engagement to deliver value and 
hook your customer into  
the platform

3. Expand with services for targeted 
verticals or adjacent use cases to 
create x-sell opportunities
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  GoDaddy Customer Strategy
Here’s a brief case study that demonstrates the 
power of the “land and expand” approach from 
one of AppDirect’s partners, GoDaddy.

GoDaddy is a very successful SaaS 
company that serves over 15 million 
business customers around the world 
with domain registration and web 
services. The company has established 
its leadership through sustained 
investments in a meaningful portfolio 
of cloud services and a highly skilled 
customer care team. GoDaddy’s portfolio 
strategy has been developed with three 
guiding principles in mind:

 » Focus on the 1-10 employee 
segment, namely SOHO, SMBs, 
and other small entrepreneurs

 » Use domain names as an on-ramp 
service, because every modern 
business needs an “owned”  
online presence

 » Build value over time

This strategy and guiding principles 
are reflected in the chart below, which 
illustrates an example of spend over 
time for GoDaddy’s top customers. 
It starts (or in this case “lands,” the 
first phase of “land and expand”) with 
domain names at $73 per year. Then, 
over time customer care representatives 
gradually cross sell business customers 
on additional, highly relevant adjacent 

Illustrative Example of Spend over Time for Top Customers

services, like website building tools, 
premium hosting, online stores, SSL 
certificates, Office 365, and other 
products. Ultimately, GoDaddy is able 
to expand its product stack to eight or 
more service with an 8x monetization 
uplift after six years, to $594.
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The Value Proposition
Once a provider has built 
a portfolio strategy and 
determined which apps  
are most relevant to its 
prospects and customers, 
the next step is to  
develop a compelling  
value proposition.
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  Strategy Tip

Leg Three
You you have to 
substantiate your 
promises. Buyers  
have to believe that  
you can deliver on  
what you say.

Leg One
Your offerings must 
resonate with buyers. 
They have to want  
and need what  
you’re selling.

Leg Two
You have to 
differentiate your 
offerings. Buyers have 
to understand why you 
stand out from other 
available options.

Creating a value proposition may sound daunting, but 
if you think about it simply as the reasons why people 
buy something you will have a lot of material to work 
with. The reasons why people buy usually fall into 
three major buckets that also form the three legs of  
a winning value proposition.

At its core, these are the reasons why a buyer buys 
and why they should make the purchase from you. 
Without a clearly defined value proposition, providers 
won’t be able to drive sales. 

NOT ABLE TO 
DIFFERENTIATE

WEAK 
RESONANCE

ABLE TO 
DIFFERENTIATE

TAKE ONE AWAY FROM 
EACH COLUMN...

DIFFERENTIATE
“Best Option”

SUBSTANTIATE
“I Believe”

RESONATE
“I Need”

...BUYERS SAY

Creates 
foundation for...

Premium Fees
Sales Wins
Loyalty

STRONG 
RESONANCE

STRONG 
RESONANCE

ABLE TO  
DIFFERENTIATE

NOT ABLE TO  
SUBSTANTIATE

“I DON’T BELIEVE YOU” 
“I CAN’T RISK IT”

ABLE TO 
SUBSTANTIATE

“WHAT’S YOUR 
BEST PRICE?”

ABLE TO 
SUBSTANTIATE “I DON’T NEED”

+ + g
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Take any one of these away and selling 
becomes much more difficult. If your 
offerings don’t resonate, people won’t 
buy what you’re selling—or won’t buy it 
from you—because your products and 
services aren’t meaningful to them. If 
you don’t differentiate, buyers will go 
elsewhere for the product, which will 
also put downward pressure on prices. 
If you can’t deliver on your promises, 
buyers won’t believe you and won’t risk 
working with you.

On the other hand, when you take the 
time to create a rationale for all three 
legs, it will create a foundation for 
premium pricing, better close rates, and 
increased customer loyalty. With this 
in mind, let’s look at a few ways that 
providers can resonate, differentiate,  
and substantiate.

The first way to resonate is to look at 
common pain points that SMB buyers 
are facing and map solutions directly 
to them. It’s a straightforward and very 
efficient way of building the first leg of a 
value proposition.

Another way to resonate with buyers 
is to identify vertical use cases, similar 
to the ones that Microsoft has mapped 
out for Office 365. The company has 
matched uses and functionalities against 
specific company departments, such 
as sales and marketing, finance and 
accounting, HR and communications, 
and others.
 
Moving to the second leg, differentiation, 
there are several ways to set yourself 
apart. One is to develop your own 
service, such as creating a new app or 
service that only customers can access.  

For example, Swisscom created a 
solution called HomepageTool, a drag-
and-drop website builder for small 
businesses. Another strategy is signing 
an exclusive distribution agreement with 
an ISV; this ensures that you will be the 
only channel partner in a given country 
or region to offer a particular  
cloud service.

Companies can also create unique 
vertical bundles to meet specific 
customer needs. For example, the Telia 
Company has created different “packs” 
based on SMB industry verticals. 
These include a Handyman Pack 
for contractors, a Start-Up Pack for 
businesses just getting off the ground, 
and a Shops & Restaurants Pack that 
bundles Sonos speakers with Spotify for 
Business and high-speed broadband so 
owners can legally stream music in  
their establishments.
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TelekomCLOUD homepage: Customer Testimonials Telstra App Market: 30-day trial (Deputy)
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One final way to add value is to add a service 
“wrapper” around a cloud software product. These 
services can include customer onboarding, user 
training, data migration, 24/7 premium support, and 
other offerings that customers often need help with, 
and view as extremely valuable. Providing added 
services can help increase perceived value, drive 
adoption, and boost NPS scores.

Last but not least, providers need to substantiate the 
claims they’ve made as part of their value propositions. 
To do this, it helps to be a trusted brand; you don’t have 
to be the biggest or most well-known, but building your 
reputation with customers should be a top priority.

Another good way to make good on your claims is to 
offer case studies and customer testimonials, as well 
as objective ratings and reviews. Finally, it helps to take 
the risk out of the purchase by offering a trial period or 
a money-back guarantee.

Successful Value 
Propositions
We’ve laid out the three parts of a successful value 
proposition. Now, let’s take a look at a few real-life 
examples and run them against the framework to see if 
they resonate, differentiate, and substantiate.

The first element of the value prop, resonate, was not 
met; the “app market” concept may not mean anything 
to the customer, so a $60 coupon isn’t actually  
that valuable. 

Moreover, Telia sales representatives were not 
comfortable making this offer because they couldn’t 
articulate what the customer could buy with the “free 
money” and how it would be valuable to their business. 
As a result, only five customers redeemed the coupon 
over a three-month time span.

  Telia Customer   
     Strategy
Telia offered any new business customer 
a $60 coupon that could be used on the 
Telia App Market. 

Why it doesn’t work:
 » “The Marketplace” is not  

a value proposition!

 » Doesn’t address business  
need or painpoint

 » Too broad, sales not  
comfortable pitching

Results:
 » 5 apps sold in 3 months
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not met, but the offer failed for a different reason; it 
was too rich and too complex. The bundle covered too 
many different use cases—productivity, collaboration, 
security, backup, and more—and most customers 
ended up asking to debundle because they were 
already using Microsoft Office 365 or Symantec.

  Deutsche Telekom Customer Strategy
Deutsche Telekom, the German 
telecom giant, used a strategy of 
bundling multiple apps together. 

Why it doesn’t work:
 » Bundling apps together

 » Too complex, too many use cases

 » Customer asking to “unbundle”

 » Too broad

Results:
 » More single apps than bundles sold

02
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69.95
PER USER
/ MONTH$

SMART-BUNDLE
EVOLVE

STARTING
FROM 3

NEXT-GEN 
DEVICE

OFFICE 365
PRODUCTIVITY

SUITE

COACHING
END-USER 

LEARNING

EVOLVE 
ON-CALL
UNLIMITED 

SUPPORT

EVOLVE-365
HUB
MANAGEMENT 

PORTAL

Evolve comes bundled with your 
complete office - all in the cloud. 

We deploy Office 3652, and you get 
instant access to all of the following:

• Office applications
• Business-class email
• Personal file storage
• Team document collaboration
• Online video conferencing, 

presence, and chat
• Private business social network

With Evolve, you get access to 
Gold Level coaching from ctc Train 
Canada to be more productive. 

You’ll learn all about Office 365 
through in-person coaching, access 
to print and online materials, and a 
customized learning plan designed 
tailored to your business and indi-
vidual outcomes - all  
included within the bundle. 

Staying productive means 
minimizing interruptions - with 
Evolve On-Call, we keep you 
moving forward with access to 
a 24/7/365 helpdesk. Services 
include:

• Incident management
• Technology support via phone, 

email, and live-chat
• Coordinating escalation
• Tracking and reporting

The intuitive Evolve-365 Hub 
portal makes administering Office 
365 simple and efficient for all 
Evolve subscriptions.

With management, reporting, and 
delegation functionalities, the 
Evolve-365 Hub will help you 
maximize the Office 365 experience 
- all in one place.

© 2016, Acrodex Inc., all rights reserved. This document is for informational purposes only. The names of actual companies and products mentioned herein may be the trademarks of their 
respective owners. For additional details, visit www.acrodex.com/evolve or speak to an Acrodex consultant (Tel: 1.855.465.2911; Email: info@acrodex.com).

1Monthly pricing is subject to change as per Customer device selection. Consult with Acrodex for complete details. 2Office 365 Business Premium subscription. 3Pricing is based on a three (3) year commitment. Terms and 
conditions apply - see an Acrodex consultant for details. 

Each bundle includes the right 
device and accessories to get you 
started.

With Evolve-Flex1 you have the 
ability to choose your own device to 
customize your Evolve experience. 

You’ll have hundreds of devices 
from world-class manufacturers to 
choose from - including desktops, 
laptops, and even tablets. Our 
experts will work with you to ensure 
you get the right device to keep you 
productive. 
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Does it resonate? Yes, because its value proposition 
solves a lot of the pain points that most businesses are 
facing, namely controlling costs, hardware depreciation, 
maintenance and upgrades, among other factors. Does 
it differentiate? Yes, because the offer combines a 
unique mix of hardware, software, and services that 
competitors—Microsoft, for example—cannot match. 
Does it substantiate? Again yes, because Acrodex is 
a leading IT solutions provider in Canada and a brand 
of PCM, a leading technology provider in the US. This 
means both brands are well-known and trusted.

As you can see, even large global providers can hit 
roadblocks when developing strong value propositions. 
But, with planning and patience, any provider can find a 
formula that works for them.

  Acrodex 
     Customer Strategy
Acrodex, an IT services provider 
based in Canada, has created 
a bundle called EVOLVE, which 
includes hardware, software,  
and services.
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Creating demand for the products in your online 
marketplace can be a high-stakes proposition. Can you 
reach the right audience with the right message? Can 
you do it without blowing your budget? 
Before answering these essential 
questions, we need to take a look at 
the two basic approaches to generating 
leads, “push” marketing and  
“pull” marketing.

First, push marketing—this concept is based on a 
simple premise: if you want to sell something, you have 
to tell people about it. This is basically what advertising 
agencies are paid to do; craft messages and get them 
in front of the right audience, often times through  
mass media.

However, push strategies run into two problems. The 
first is audience fragmentation. Today’s buyers can 

consume information through dozens of outlets, from 
cable TV to their smartphones, from social media to 
old-fashioned newspapers. This fragmentation has 
narrowed targets and increased costs, which means 
providers can find themselves priced out of the market, 
unable to reach significant numbers of viable prospects 
for a reasonable outlay of their advertising budget.

The second problem stems from the first; because 
customers can consume marketing in a variety of ways, 
they can also respond in just as many ways. In the 
past, seeing a commercial would prompt a customer to 
call the phone number on the screen and talk to a sales 
person. Today, the buyer can visit the website, put off 
buying decision, and then, thanks to digital tracking, be 
retargeted with an offer from a competitor.

As push marketing grows ever more sophisticated, 
it may achieve its core objective—awareness—but it 

“Push” versus “pull” 
marketing; a trade off 
between wide reach  
and quality leads.

Lead Generation
If you’re in the business of selling cloud 
services, one of the most important 
questions you must answer is this:  
How do you attract customers to your 
store and get them to buy?
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can also generate leads for competitors 
almost as effectively as for the company 
that’s footing the bill for the cost of 
advertising. That’s no way to build a 
sustainable advantage. 

Given this, it’s not surprising that many 
companies have begun to try alternative 
approaches, including “pull” marketing. 
Today’s buyers are avid online 
researchers; they search the web, read 
reviews, and ask friends and colleagues, 
both online and off, for suggestions. Pull 
marketing gives you the opportunity to 
“pull” these buyers to your website or 
social presence by offering content—
such as eBooks, white papers, blog 
posts, and other content—about the topic 
they want to know more about.

The Advantages  
of Pull Marketing

There are pros and cons to each 
approach, but generally speaking pull 
marketing is more impactful and cost 
effective when it comes to attracting 
prospects in the early buying stage. 
It can also deliver a higher level of 
engagement because the prospect 
shows an interest and takes action 
without prompting from you.

As part of an early push marketing 
campaign, Deutsche Telekom advertised 
its Business Marketplace on billboards 
in airports across Germany. At the other 
end of the spectrum, Spark Digital tried 
a pull campaign offering humorous 
videos on YouTube that educated 
business customers about desktop 
security and backup.

Here’s a real life example of how pull marketing  
is more effective and can deliver better results.

The results of these two radically 
different approaches? Deutsche 
Telekom’s campaign drove a significant 
amount of traffic to its marketplace, but 
much of it ended up being unqualified. 
Spark, on the other hand, drove less 
traffic but the prospects who did visit 
its site were highly qualified and very 
interested in buying. 

  Deutsche Telekom Vs. Spark    
     Customer Strategy
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In contrast, the pull marketing approach 
does a much better job helping you 
deliver meaningful information to your 
target prospects. This leads to far lower 
drop-off rates and real opportunities to 
establish trusted relationships. Acting as 
an educator and advisor, instead of just 
a salesperson, can help you get in touch 
with prospects at the right time: when 
the customer is ready to buy. 

  Strategy Tip
For these reasons, it’s usually better 
to stay away from push marketing 
if you want your cloud service 
marketplace to generate sales. As the 
Deutsche Telekom, example shows, 
push campaigns will mostly drive 
unqualified traffic to your marketplace, 
which will result in big drop-off rates 
and poor sales, since your visitors 
won’t be targeted with relevant content 
and solutions. Basically, with a push 
campaign, you’re trying to jump directly 
to the “sell” stage while skipping the 
crucial education and validation  
steps along the way.
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For a better understanding of pull marketing, let’s 
take a look at how it works across every stage of the 
buying process, from awareness, to consideration, to 
validation, and finally to purchase. Each stage has a 
different objective and should deliver content with a 
different focus—blog posts and videos for awareness, 
white papers and webinars for consideration, for 
example—to your prospects with the goal of moving 
them to the next stage.

The chart above shows how it all comes together. 
Putting up a billboard may seem a lot easier than 
creating content for each stage of the buying process, 
but taking the time to target specific prospects with  
the right messages will end up delivering better  
results in the end.

Pull Marketing Across the Buying Process

Objective: Earn the interest of 
businesses with targeted digital content

Focus:
• Explore industry trends and explain 

new challenges 

Objective: Convince businesses that you 
can help solve their problem(s)

Focus: 
• Match specific business needs or 

pain points to relevant solutions that 
you offer

• Promote customer stories to 
establish trust

• Provide access to gated content or 
expert consultation 

Objective: Give businesses all the 
necessary elements to make a purchase 
decision

Focus:
• Articulate compelling value 

proposition
• Present clear terms of service, 

plans, and pricing
• Share customer reviews and ratings
• Address key concerns and  

potential objections
• Offer options to try or buy

Objective: Create a frictionless  
buying experience

Focus:
• Allow for quick, painless checkout
• Capture customer details and 

consent
• Provide adequate payment options
• Reassure the buyer by including 

messaging that communicates 
“you’ve made the right choice!”

• Set expectations on next  
steps, such as activation  
and onboarding

Awareness Considersation Valididation Purchase
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1. Bundling with core: 
Looking across AppDirect’s channel partners, the  
most popular bundling approach is what we call 
“bundling with core.” 

Also known as a “hard bundle,” this is when a provider 
bundles a core service—high-speed internet, for 
example—with an adjacent cloud application, such 
as Microsoft Office 365, Symantec, or Mozy. It’s a 
very quick and affordable way for providers to sell a 
significant volume of SaaS subscriptions, because 
every time they sell an eligible core service, they attach 
a cloud application to it. 

This approach can be even more effective because 
the sales targets and compensation plans are already 
built around the core service, so providers don’t 
need to create specific incentives to drive sales of 
cloud applications. Moreover, hard bundles can often 
piggyback on existing marketing campaigns for core 
products and drive awareness around adjacent cloud 
solutions. These campaigns can also be a good way 
for providers to differentiate their offerings from the 
independent software vendor (ISV). 

Three bundling strategies: 
1. Bundling with core

2. Bundling multiple  
cloud applications

3. Bundling applications with 
adjacent services

Bundles

Bundles give buyers the impression that they’re getting 
good value for their money, and buying related products 
together can also be more convenient for customers. 
When it comes to SaaS, there are three popular ways 
to bundle cloud apps, and each strategy comes with 
benefits and drawbacks. 

Everyone loves a good deal,  
which is precisely why offering  
a bundle is a smart idea. 
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When providers are able to combine 
a packaged offer with streamlined 
activation and customer onboarding, the 
bundle becomes an on-ramp to upsell 
and cross-sell their customers more 
licenses or related cloud applications. 
As mentioned earlier, this “land and 
expand” strategy can be one of the most 
effective ways to drive SaaS revenue.

On the other side of the coin, one of the 
downsides of the hard bundle approach 
is that sales agents may not necessarily 
sell the SaaS component of the package. 
Many of them may stick to what they 
know—selling core services—and won’t 
stretch to pitch the benefits of the 
attached SaaS offer. If this happens, any 
future attempt to communicate with the 
customer about the cloud application 
won’t resonate because it will seem 
to come out of the blue. Subsequently, 
providers may see poor self-serve 
activation and usage rates, as low as 
three percent in the case of bundling 
Microsoft OneDrive with a phone or  
a mobile plan.

This can present a huge problem for 
providers, since they will never realize 
the full benefits of selling SaaS—
including increased usage, stickiness, 
and annual revenue per user (ARPU)—
as well as reduced customer churn. 
Furthermore, if providers automate 
license activations, an even bigger risk 
is that a huge number of licenses will be 
active but customers won’t actually be 
using them. This means providers will 
end up paying royalties on 100 percent 
of bundled licenses when only a fraction 
of them are really being used by  
their customers.

The bottom line: Bundling with core is 
only viable if you have the capability 
to develop a streamlined customer 
onboarding process with the main 
objective to drive activation and usage 
for the attached cloud application. If 
not, the return on investment is just not 
worth it, since hard bundles will create 
a large number of inactive customers 
who will never maximize the value of the 
applications they buy, and will eventually 
end up churning.
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2. Bundling multiple 
cloud applications
Another bundling strategy is to combine 
multiple cloud applications together. 

For example, if you’re an AppDirect 
partner, you can bundle cloud 
applications on your marketplace with 
just a few clicks. This can help you drive 
higher ARPU and better stickiness with 
customers, since using more services 
will help them see more value from 
their investment. It can also be a great 
way to differentiate from competitors 
who might not have the technology to 
easily combine multiple solutions into a 
single package with a single recurring 
subscription fee. 

However, the more cloud applications 
you add to your bundle, the more 
complicated it can be to articulate the 
full value proposition to the customer. 
There are simply too many use 
cases to explain, and sales may not 
be comfortable pitching the bundle. 
Customers might also ask to unbundle 

  Strategy Tip
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the package, since they may need to 
solve for one specific use case (e.g., 
mobile productivity) and might already 
be equipped to deal with other use 
cases (e.g., security or backup).

Bundling cloud apps works best 
when your sales team has been 
selling standalone cloud solutions for 
many years, and is looking to drive 
increased value to an existing base of 
knowledgeable customers. Otherwise, 
bundling multiple cloud applications will 
only increase the complexity and cost 
of sale while decreasing the likelihood 
of closing the deal. Given this, bundling 
cloud apps probably isn’t the best 
strategy to try first.

There is no one 
size fits all strategy; 
experimentation is key.

3. Bundling 
applications with 
adjacent services
The last bundling option is to  
combine cloud applications with  
adjacent services. 

For example, packaging Microsoft 
Office 365 or Google’s G Suite with 
services such as customer onboarding 
and 24/7 premium technical support. 
This bundling strategy is a great way to 
augment your offerings because it can 
give customers an easy, risk-free way 
to change software products, such as 
moving from an older version of Office to 
Office 365.
 
Additional services can also help you 
increase software adoption while 
driving higher margins (services often 
come with better margins than the 
apps themselves). Moreover, offering 
services can help you meet certain ISV 
support standards, including Microsoft’s 
CSP requirements, and they can be an 
attractive draw for channel partners 
or resellers that don’t currently have 
customer onboarding or premium 
support capabilities.
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Bundling adjacent services can present 
challenges, however, such as increased 
complexity during implementation. 
When you need to combine apps 
from the marketplace with services 
from your own catalog, it may require 
additional development to provide a 
seamless customer experience. Also, 
this approach might not be well-suited to 
price-sensitive customers.

Despite these potential issues, bundling 
adjacent services is a no-brainer for 
feature-rich cloud applications like Office 
365 or G Suite, which often require 
some live assistance in the deployment 
phase. For Mozy, Zeendo, CakeMail, and 
other SaaS apps that feature relatively 
straightforward set up and do not 
require heavy lifting for data migrations 
or integration with legacy systems, 
offering adjacent services may not make 
the most sense.

Ultimately, choosing the most relevant 
bundling approach for your business 
means having a detailed understanding 
of your own objectives and capabilities. 
There is no one size fits all strategy, and 
experimentation is often key.

  Strategy Tip



24



25

In fact, in a recent AppDirect survey, 73 percent of 
SMBs said that there are so many cloud services on the 
market that they need help understanding all of their 
cloud technology options. Helping SMBs 
understand their choices and make the 
right decisions for their companies often 
takes multiple steps, including human 
interactions, across multiple channels, 
both online and off. While we believe this 
will change—as we’ll see later, more and 
more businesses will feel comfortable 
with self-serve options in the future—the 
assisted sales model is still dominant today.

Given this reality, what do providers need to do to help 
ensure that both their assisted sales and self-service 
efforts are a success? 

Selling Cloud Requires  
a Different Mindset
Selling cloud successfully means more than just a 
one-on-one phone conversation. It requires a different 
mindset, one that goes beyond just selling gadgets,
for example, where you can concentrate on selling 
speeds and feeds without really focusing on the 
customer or caring about their problems.  To effectively 
sell cloud-based business applications, sales teams 
must become trusted advisors and pay attention to 
the customer. The salesperson must ask questions 
to understand what the business is about and what 
challenges a company may be facing, not with the 
prime objective of closing the sale, but with the aim of 
solving business problems.

In our experience, telecom companies provide a good 
example of the contrast between these types of selling 
approaches. At many telcos, leadership and sales team 
members may talk about becoming solution providers, 
but in reality the nature of the telco sale is still very 
transactional: Basically, you show me your bill, and I’ll 
tell you what I can do for you. 

73% of SMBs say there 
are so many cloud 
services that they need 
help understanding all of 
their options.

Assisted Sales

When it comes to the cloud,  
many SMBs feel overwhelmed.

A
SS

IS
TE

D
 S

A
LE

S

05



26

Rarely do sales team members at 
telecom companies have conversations 
with customers around business issues 
and challenges. This is understandable, 
since sales team members may face 
time constraints and may not be 
compensated for these types of sales. To 
truly make the shift to a solution selling 
approach, sales team members and 
leadership need to:

 » Acknowledge and enforce of a 
customer-centric culture from the 
top down

 » Build a solution selling training 
and certification program as part 
of an ongoing training curriculum

 » Review compensation plans and 
structures to include sales of 
cloud-based business apps

 » Change monthly targets: IT 
solutions rarely abide by a four-
week sales cycle

To be even more successful, the sales 
pitch also has to change. Sales team 
members can’t just talk about features 
and function; they need to bring the 
solution to life for each customer. This 
may sound difficult and time-consuming, 
but it can be easily accomplished with 
a little planning and forethought. Sales 
team members can sell solutions 
packaged by vertical, for example, or 
you can train sales team members to 
talk about everyday use cases. (And, 
it’s important to note that this becomes 
easier if your team uses the services 
that they are selling on a daily basis.)

Sales Training 
and Compensation 
Challenges 
Training can play a critical part in 
helping sales teams learn to reorient 
their approach to customer-centric 
solution sales. Trying to accomplish a 
complete transformation of your entire 
sales team, however, is complex and 
usually ends up being cost-prohibitive. 
From what we’ve observed in the field, 
only about 10 percent of a sales team 
will stretch to try a new solution sales 
approach. The rest of the team will 
quickly default back to their comfort 
zone, selling core products.

Change can be hard: 
Only around 10% of 
sales teams will stretch 
to try new solution 
sales approaches.
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Given this, we recommend creating 
two layers in your sales organization. 
The first layer—your frontline sales 
team—should act as a lead generation 
engine for the second layer, which is 
the solution specialist team. This tiered 
approach simplifies what can potentially 
be a complex sales conversation. The 
frontline team can articulate a 30 
second pitch around a small set of cloud 
solutions that you know will resonate 
with your customers. Then, the front-
line team can hand over customers 
to the solution specialist team, whose 
objective will be to close the sale.

When it comes to implementing this type 
of overlay sales approach, you have two 
options: The first is to hire a solution 
sales coach who will spend three to six 
months with your sales team. The coach 
can identify the 10 percent of your team 
who can stretch, and from this group 
form a small tactical unit that will be 

ramped up gradually to learn the ins-
and-outs of selling your specific  
cloud offerings.

The second option is to hire an overlay 
team, which is faster but may also incur 
greater upfront and long-term costs. 
In addition, this approach can pose 
challenges when it comes to integrating 
the outside team into your company’s 
sales culture, not to mention bridging 
any seniority gaps between teams.

No matter which approach you choose, 
you will also need to consider how to 
incentivize your sales team. Incentives 
do help to drive sales activity; after 
all, they drive sales people to do what 
they do best—sell. However, it’s also 
important to keep in mind that, while 
incentives will drive sales, there are 
some pitfalls that are unique to SaaS. 
Your team shouldn’t sell seats just to 
drive big numbers. If customers don’t 

activate their seats, they will feel as 
if they have been misled and are not 
getting the value they were promised. 
This also means they will most likely 
churn, and your team will miss an 
opportunity to make upsells or cross 
sells down the line.

Your incentives should also be attractive, 
but rather than based on pure sales 
numbers, they should be based on 
activation and usage. Reframing your 
incentives in this way challenges your 
sales teams to do two things. First, it will 
motivate them to position the services 
correctly, which includes articulating the 
business value and identifying the need 
that it addresses. Second, it will push 
sales teams to follow up with customers 
to make sure that they have engaged 
with the onboarding team, since they 
won’t get paid unless the customer  
is active.
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At the same time, however, it makes sense to keep 
improving on your online self-service purchase 
experience to make it simpler and better. Why is 
enabling customers to buy for themselves important? 
There are a few key reasons: 

 » Self-service online marketplaces allow you to 
target volume businesses—like small office / 
home office (SOHO) and micro businesses—
without breaking the bank, since the cost of 
online acquisition remains very low compared to 
other sales channels

 » Self-service online sales enable you to start 
building momentum and help you beat the drum 
internally to get executive sponsors and  
channel buy-in

 » Online self-service sales will help establish a 
solid foundation for future organic cross sell 
and upsell opportunities through the platform. 
Across the AppDirect ecosystem, we already 
see about 15 percent (and growing) of our 

first time subscribers upselling and cross 
selling organically through online marketplaces, 
completely on their own, which ultimately  
will help offset your initial investment in  
assisted sales.

Improving Your Self-
Service Approach
To help customers find, buy, and manage cloud-based 
business apps on their own, it is critical to nail down 
your end-to-end customer experience. AppDirect 
has developed a comprehensive customer journey 
mapping framework that helps capture, consolidate, and 
structure end-user pain points—such as bugs, typos, 
usability issues, gaps versus expectations, and more—at 
each stage of the journey, from search, to discovery 
and consideration, to purchase, onboarding, and usage.

Self-Service Sales
Assisted sales are a must have  
to make the initial sale and build  
trust with customers.
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Multiple AppDirect customers have 
used this framework to benchmark 
and audit their marketplace 
experience against ecosystem  
best practices. The objective is  
to identify and prioritize gaps, 
with the end goal of building an 
improvement plan.
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  Strategy Tip
Customer Journey Mapping

 » Identify platform frictions and bugs

 » Identify customer pain-points: navigation, finding relevant information, access to support, etc.

 » Identify content gaps: messaging, positioning (translation, typos, inconsistencies), etc.

Prevents journey 
completion, feature not 
usable, exit likely

Workaround exists  
but difficult to find, 
support call likely

Creates a convoluted 
experience, frustration 
and errors likely

OPTIMIZATION

I NEED HELP!

DROP OFF

Severity

Marketplace 
not visible 
in natural 
search 
results

Paid-search 
results link 
to corporate 
site home

No clear 
cross-
linkage from 
core website 
to app 
market

Findings

Core content 
around cloud 
is irrelevant 
to me

Two search 
bars, 
confusing!

Findings

O365 set-
up: I don’t 
understand 
what is 
expected 
from me?

There are 
many typos, 
I don’t trust 
this website

Findings

I didn’t 
receive my 
activation 
email

Findings

I Search I Buy I UseI Discover I Onboard I Expand
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While it can be time-consuming, 
organizing a customer experience 
workshop with key stakeholders from 
across the organization is the best way 
to raise awareness on mission-critical 
aspects of the journey. 

These can include diverse areas, such 
as content marketing, customer support, 
payment options, customer lifecycle 
communications, and more, which 
makes aligning teams on gaps and 
priorities even more important.

AppDirect has learned a lot from this 
framework. Here are the most important 
takeaways:

 » Don’t assume something is 
working: Test it repeatedly, and 
then test it again

 » There is no silver bullet that will 
solve the customer experience: 
Every single piece of interaction 
is important and any miss at any 
point in the journey can derail 
your customer from buying. For 
example, sending a confirmation 
email including end-user 
credentials to a “secondary” 
email address that your customer 
doesn’t use.

 » Consistency is key: Make 
sure design and language are 
consistent across the entire 
journey, including landing pages, 
the marketplace, top navigation 
across web properties, email 
communications, etc. 

  Strategy Tip
 » Content is king, be ready:  

In today’s market, customers 
expect to have access to 
information at their fingertips. 
Be sure you’re ready with clear 
value propositions, case studies, 
videos, customer testimonials, 
app profiles, plans and pricing, 
reviews and ratings, FAQs,  
and more.

 » Customers expect your support: 
Be ready to help your customers 
at any stage. Never hide behind 
a generic email address, and 
be sure to build a marketplace-
specific support section and offer 
access to chat and/or phone 
options on every page.
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That’s because SaaS products are 
unique; customers won’t get the full 
value from their software purchase 
unless they activate and actually use all 
of the features and functionalities that 
the product offers. If customers buy 
a cloud service and don’t realize the 
full value almost immediately, they will 
churn—and fast, sometimes in as little as 
48 hours. 
 
When selling SaaS to business 
customers, a clear, straightforward 
onboarding program is your first, best 
chance to retain those customers. But 
before we get into the details, let’s 
level set on what customer onboarding 

Onboarding 
can generate 
80%+ adoption 
of SaaS 
applications, 
and up to 50% 
more upsells 
and/or  
cross sells.

means. Here are all of the elements that 
go into an effective onboarding program:

 » Initial application setup

 » Application deployment across 
multiple employees 

 » Data migration from legacy 
systems (for example, migrating 
existing email accounts to  
Office 365)

 » User and/or administrator training

If you don’t have these elements in 
place, the results will be hard to ignore: 
Poor or no onboarding leads to very 

low application usage. To put things into 
perspective, without a 
streamlined onboarding 
process, more than 90% 
of your customers won’t 
use the value-added 
services you offer, which 
means your company 
won’t get the long-term 
benefits—including 
increased customer 
retention and lifetime 
customer value—that 
cloud services can drive. 
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In most sales cycles, actually making 
the sale marks the pinnacle, and natural 
endpoint, of the entire process. In the 
world of selling cloud services, however, 
it’s what comes next—onboarding—
that can be just as critical to boosting a 
provider’s bottom line.

Onboarding Email
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Poor or no onboarding can also create 
frustration and friction with customer 
support, which can result in dismal 
customer satisfaction. In our experience, 
we have seen poor onboarding 
generate a huge number of inbound 
support calls, which ratchets up the 
pressure on support organizations. Poor 
customer support combined with poor 
understanding of product value is a the 
perfect recipe for high churn.
 
Fortunately, good onboarding can 
generate the polar opposite of these 
gloomy numbers and outcomes. In 
fact, with good onboarding, we see 
greater than 80 percent adoption of 
SaaS applications, and up to 50 percent 
more upsells and/or cross sells (more 
services, more devices, etc.).

Looking beyond adoption and sales 
percentages, solid onboarding provides 
a range of other benefits. For example, 
onboarding is a great way to become a 
technology advisor to your customers. 
If you answer their questions before 
they even ask, it will go a long way 
toward building a trusted customer 
relationship. It also reduces pressure on 

customer support; across the AppDirect 
ecosystem, cloud service providers have 
been able to decrease incoming support 
calls by up to 50 percent as a result 
of implementing a dedicated customer 
onboarding process. Finally, it’s a great 
opportunity to get early feedback, which 
can help you tweak and improve your 
onboarding processes along the way. 
 
So what does the ideal onboarding 
journey look like? Every SaaS application 
is different and may require a few 
tweaks, but most will usually require 
three onboarding options:

1. Onboarding email
2. Online onboarding center
3. Expert onboarding support  
 (the human element)

Our experience tells us that combining 
those three options will increase 
adoption rates while maximizing your 
investment. In fact, you can’t rely on 
all of your customers to self-serve and 
find the resources they need on their 
own (options 1 and 2). On the other 
hand, providing only live expert support 
(option 3) would be too expensive and 

unecessary for tech-savvy customers. 
With this in mind, giving your customers 
the choice to jump from one onboarding 
option to another at any point of time 
in their journey will help you meet their 
expectations while balancing  
your investment.

Now let’s dig deeper into each of the 
onboarding options, starting with the 
onboarding email. Welcome emails enjoy 
high open and click rates. According to 
Experian’s “The Welcome Email Report,” 
the average open rate for an email is 
15 percent, but that number jumps to 
58 percent for welcome emails. The 
click rates for welcome emails are also 
higher, 14 percent, versus the three 
percent average for other types of email.
 
From these numbers, it’s clear that the 
welcome email is a great opportunity 
to make a good “first impression” with 
customers. But, you have to get it right. 
Below are some examples of what 
makes for a poor welcome email and, at 
the opposite end of the spectrum, what 
goes into a good welcome email.
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Here’s what it does wrong:

 » It comes from a noreply@ email 
address. This sends a clear 
signal that you don’t want to hear 
from your customers and don’t 
want their feedback. Remember: 
Welcome emails are not only a 
chance to give your customers 
important information, but also to 
hear back from them.

 » There are messages from 
multiple brands (Microsoft, 
Telstra) with no consistency and 
conflicting instructions. Your 
communications should clearly 
come from your brand as the 
provider.

 » There are multiple calls to action 
(CTAs). “Get started,” “click here 
to get help,” “click here for help 
with your billing,”—all of these are 
confusing to customers. Which 
should they do first? You should 
provide one message. 

 » The email doesn’t explain what to 
do next. 

 » The support link goes to a 
generic site with too much 
information that isn’t specific to 
the application that’s the subject 
of the email.

 » The only contact number for help 
is for billing issues. This is a free 
trial, so the customer shouldn’t 
have any billing issues… unless 
you plan to charge for a free trial, 
which would be confusing.

First we’ll start with what not  
to do in your welcome email.  
This example comes from Telstra.

The average open rate for an email is 
15%, but that number jumps to 58% 
for welcome emails. 
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  Telstra Customer Strategy
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 » It comes from a “real” person at an email 
address that the customer can reply to and 
engage with. 

 » It has a responsive design, which means it can 
be opened and easily ready on a mobile device.

 » It has an engaging subject line. How can you tell 
which subject lines are most appealing to your 
customers? The only way to tell is to A/B test 
many different options and narrow them down to 
what generates the best responses. 

 » The email has brand consistency, that is, it’s 
clear which company is sending it.

 » The email is personalized and includes the 
customer’s name. 

 » The email includes step-by-step instructions on 
what the customer should do next.

 » It features a single, clear CTA. 

 » The email includes actionable support options, 
including self-serve, phone, and chat

In addition to these elements, you should also set clear 
communication expectations with your customers. 
Let them know that more emails will be coming 
and when they can expect them. You also need to 
give your customers the ability to opt out of future 
communications from you if they feel comfortable 
enough to go it alone.

Here’s an example of a good 
welcome email, from Deutsche 
Telekom, that hits all of the  
right notes.

  Deutche Telekom Customer Strategy
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Online Onboarding Center
An online onboarding center gives 
customers the opportunity to learn 
more about the cloud services they’ve 
purchased, as well as another way for 
them to self-serve and answer their own 
questions before escalating to human-
assisted support. 
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  Strategy Tip

Your onboarding center doesn’t need to be 
sophisticated, but it does need to offer a few key items, 
including at least one web page dedicated to each 
application that you offer (Office 365, Dropbox, Canvas, 
etc.). At the least, each application page should contain: 

 » A step-by-step setup guide

 » A user deployment and management guide (that 
is, a guide that details how to deploy and manage 
software across employee accounts)

 » A frequently asked questions (FAQ) section that 
covers common questions about the application

 » App-specific content, which can include short 
(one- to two-minute) video tutorials, step-
by-step instructions on popular features, 
screenshots, etc.

The onboarding website as a whole should also have 
internal navigation links so customers don’t get lost 
and can easily find the information they’re looking for. 
Finally, the center should have a permanent, persistent 
section that offers options for customer support, 
including chat and phone-based support at a minimum.
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There are numerous examples 
of successful online onboarding 
centers. Let’s take a look at 
Canvas, a SaaS app that replaces 
paper forms with an application 
that can be filled out on 
smartphones and tablets.

  Canvas  
     Customer Strategy

Canvas provides a mobile-friendly landing page with 
clear step-by-step instructions to get started including:

 » An app set-up guide 

 » A user deployment and management guide 

 » Some app-specific content (e.g., Edit or Publish 
an App)

 » An FAQ section

 » A permanent contact section with chat and 
phone options

Moreover, each “learn more” section includes:

 » A short video tutorial on top (one to two  
minutes maximum)

 » Step-by-step instructions (with screenshots 
whenever required)

 »  Links to the <previous> and <next> steps for 
easy navigation

 » A permanent link to the “Contact us” section

As a provider, the vast majority of your ISV partners 
should have this type of user content ready for you to 
use. If not, taking the time to work with developers to 
create it is a smart use of time and resources.
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Live Onboarding Support
The steady increase in SaaS adoption 
underscores the fact that today’s 
businesses are eager to try new software 
solutions, and users across the company—
not just the IT department—are often 
technology savvy. However, even the most 
knowledgeable users can need help to get 
up and running with a new application.
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That’s why providing live, human-assisted support 
during the onboarding process is so critical to success. 
Let’s dive deeper into why this is the case. 

For companies that are looking to provide expert live 
onboarding, there are essentially two approaches: do-
it-yourself in house, or outsource to a third party. Each 
has its benefits and drawbacks, and finding the right 
fit for your business and goals should be a top priority 
before you start offering cloud services. 

Let’s start with the DIY approach of building a support 
team in house. To do this, a company can either train 
and ramp up existing teams to support cloud-based 
applications, or it can create a new team that focused 

only on cloud services onboarding and support. 

The biggest benefit of building an in-house team is that 
you own it; you own operations end to end, as well as 
the relationship with the customer. Moreover, you can 
closely monitor compliance and performance while 
building your internal team’s experience and expertise. 

On the other hand, a DIY approach is time and resource 
intensive. You have to train your team not only on 
the existing cloud services you sell, but also on each 
additional application that you add to your catalog. In 
addition, you have to create processes around SLAs, 
escalation, and resolution, as well as find or build the 
technology and tools to support them.
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For many companies, the second option, outsourcing 
support to a third-party provider, is more time and 
cost effective. In this approach, a company works with 
a support provider to deliver onboarding assistance 
and ongoing tech support across the entire customer 
lifecycle (more on that in a minute). 

Partnering with a third-party support provider offers 
several advantages, including being able to scale 
quickly to meet customer demand. Moreover, a support 
provider will ensure that its teams are always up to 
date on the latest cloud applications. Many will also 
have tested, proven processes for support as well as 
the technology to power it all. 

Of course, not all third-party support providers are 
the same. Before working with one, be sure that the 
company has the technology, expertise, and processes 
that you need to support your business objectives, such 
as remote access capabilities, data migration tools, 
automated SOPs (standard operating procedures), and 
the ability to push new scripts.

As you can see, there are pros and cons to each 
approach. However, when you look at the numbers 
associated with each strategy, there are clear 
advantages to working 
with a third-party support 
provider. Building an 
in-house support team 
can cost 4.6 times more 
than working with a third 
party, and it can take 
more than two years to 

Building an in-house 
support team can cost 
4.6 times more  
than working with  
a third party.

build an in-house team. Moreover, deploying a support 
technology platform in house can take up to five times 
longer than outsourcing. Some third-party providers 
can also cover multiple geographies in multiple 
languages, which makes them an even more  
attractive option. 

  Strategy Tip

Expert Cloud Support Options

OPTION 1:  Do it yourself: Ramp-up existing support teams

OPTION 2: Hire a qualified partner to deliver 
Cloud Apps onboarding and support 

COST

SPECIALIZED 
INFRASTRUCTURE

DEPLOY

CERTIFIED 
TECHNICAL STAFF

EXPERIENCE

OPERATIONAL BEST 
PREACTICES

PLATFORM 
IMPLENTATION

FASTER TIME 
TO MARKET

4.6x more 
expensive

2+ years 
longer

-10 years less 5x longer
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Ongoing Expert Support
Some companies think they can put up 
a knowledge center or provide an email 
address and check support off of their 
requirements list, but make no mistake—
support is a mission-critical function.

Live assistance, the human element, is necessary 
across the entire cloud services lifecycle, from the sale, 
to onboarding, to ongoing management, and beyond.

Research confirms this: A survey from  
eConsultancy.com found that 83 percent of shoppers 
need support to complete their online software 
purchases. Then, once small businesses start using 
their cloud-based applications, 45 percent pay 
for ongoing tech support, and they often spend a 
significant amount ($3,000 or more in this case).

If you set the expectation that customers can turn to 
you for help—and you are successful in meeting this 
need—it will drive long-term customer retention. With 
that in mind, let’s explore the three pillars of what 
makes up a successful expert support organization: 
people, experience, and technology.
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$3,200

$1,600

$0
2-4

# OF EMPLOYEES

Non-Employee Firm 5-10 11-100

Total One-time Fees

Total Subscription 
Expenditure

SMB spend on IT tech support
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The First Pillar: 
People
Of course, many of the people who 
contact customer support are not tech 
savvy. This means that your team needs 
to not only have expertise, but also 
patience and empathy. These skills can 
be taught, but support representatives 
must get continuous training to develop 
the expertise they need to keep up 
with evolving business and customer 
needs. Moreover, they will need ongoing 
training on how to serve the small 
business segment with information 
related to complex third-party  
SaaS products.

The Second Pillar: 
Technology 
Research has found that 61 percent of 
customers prefer to get support over 
the phone, while a slightly smaller 
number, 60 percent, prefer email 
support. Any support technology you 
choose—or, if working with a third 
party, the technology that your provider 
uses—must support phone and email, as 
well as chat, web, and all of the various 
channels that customers use to  
seek assistance.

For better or worse, customers 
judge companies on their ability to 
deliver support when they need it. 
If your technology can’t meet those 
expectations, your customers will find a 
company that can. 

The Third Pillar: 
Experience
No matter how knowledgeable your 
support agents are, it is critical to 
resolve their problems the first time, 
every time. In fact, 80 percent of 
customers say they would have stayed 
with a company if their issue had been 
solved during their first contact with 
customer support.

This is where experience becomes 
invaluable. With time, customer support 
agents will begin to see similar issues 
come up across certain customer 
segments or particular products. 
This means they will be able to solve 
customer issues faster and at the 
point of first contact. First-contact 
resolution is the top frustration factor 
for customers, but less than half of 
them, 45 percent, are satisfied. Clearly, 
more companies need to make agent 
experience—and the first-contact 
resolution that comes from it— 
a top priority. 
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80% of customers 
say they would 
have stayed with 
a company if their 
issue had been solved 
during their first 
contact with  
customer support.
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In addition to considering whether to 
build a team in house or outsource, 
companies must also decide how and 
when to deliver tech support. There are 
three main ways to deliver ongoing  
live support: 

1. Point of need, where support is 
provided per incident, with a one-
time fee for an advisory session

2. Point of sale, where support is 
provided as an upsell subscription 
when a cloud service is sold 

3. Bundled, where support is 
embedded as a core component of 
an application offering

All of these methods require remote 
takeover capabilities, as well as 
chat, email, and telephone support 
functionalities. However, each also has 
its own particular requirements—and 
benefits—that should be considered.

Point of need
Point of need delivery is a direct way 
to respond to customer pain points and 
offers them a cost-effective way to get 
access to the help they need, when they 
need it. Companies can also use point of 
need contacts as an opportunity to cross 
sell additional services to prevent issues 
from reoccurring. By giving customers 
this option, it can prevent them from 
turning to unreliable local technology 
shops, which may not be able to resolve 
their issue and leave them  
feeling frustrated. 

For providers, the benefits of point of 
need include:

 » The ability to solve “out of scope” 
tech problems for customers (for 
example, malware removal)

 » The opportunity to earn the 
customer relationship and right 
to sell 

Point of need requires:
 » SaaS onboarding, migration, and 

technical support capabilities

 » Expert white-glove  
support services
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  Strategy Tip

POINT OF NEED

POINT OF SALE

BUNDLED

Incident / One-time fee  
or Advisory Session

Upsell highly targeted support 
subscription at POS

Embedded support as 
a core high ARPU service
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Point of sale
In point of sale delivery, providers sell subscriptions to 
ongoing support services at the same time a customer 
purchases a product, such as a cloud-based application 
or core product (for example, an Office 365 data 
migration could be sold when a customer purchases an 
Office 365 license, followed by an Office 365 ongoing 
support subscription). 

For providers, the benefits of point of sale include:
 » The chance to immediately upsell support 

subscriptions for new products and services. 
Most of AppDirect partners that have adopted 
this approach are enjoying very high upsell rates, 
typically above 40 percent.

 » Improved sales conversions and “stickier” 
customers (that is, customers who have 
returned for additional products and services, or 
will return in the future)

Point of sale requires:
 » Sales teams with expertise in upselling support 

subscriptions, as well as continuous learning and 
development programs 

 » Billing, provisioning, and CRM technology 
capabilities, as well as well-defined SLAs

Bundled
In bundled delivery, support is automatically bundled 
with cloud services. This approach helps to ensure 
that customers are satisfied with their services and 
devices across the entire product lifecycle. Bundled 
support allows customers to get support when they 
need it without needing to think about where or how 
to access it. Bundled support delivery is also very 
effective for onboarding; it drives activation numbers 
around 90 percent.

For providers, the benefits of bundled  
delivery include:

 » The ability to differentiate their brands

 » Higher customer retention and  
increased loyalty

 » Improved CSAT and NPS results

 » Increased ARPU and more potential for 
targeted upsell and cross sell opportunities

Bundled delivery requires:
 » Billing and CRM infrastructure

 » Well-defined SLAs

No matter which paths you choose 
for customer support, there’s one 
takeaway that you should remember: 
Invest in customer support—it’s 
worth it. Small businesses need help, 
and most are ready to pay for live expert assistance. 
Trust is everything, and engaging your customers 
whenever they need it is key to becoming  
a trusted provider.

Bundled support delivery 
drives activation numbers 
around 90%.
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Customer Lifecycle 
Management
Cloud services are raising the bar for 
providers. The sales cycles are often 
longer, provisioning and management are 
more complex, and support requires more 
experience and expertise.
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The customer lifecycle can vary by 
product and industry, but here’s a rough, 
high-level breakdown of the various 
stages:

 » Purchase - The customer buys a 
product

 » Onboarding - The customer 
begins to use the product 

 » Advanced Use - The customer 
has mastered the basics and is 
ready to use additional features 
and functionality

These are higher hurdles to clear, but 
for the companies that do it well, the 
rewards can be even greater.

First among these is the opportunity 
to build long-lasting relationships 
with customers that drive long-term 
value. For providers that focus on the 
long game, cloud services sales and 
onboarding are just the beginning. 
As you will see, managing the entire 
customer lifecycle is essential to 
success.

 » Expanded Use - The customer 
is ready to be up/cross sold on 
additional products to meet their 
changing needs

To guide this cycle most effectively, 
providers need to create multiple 
touch points to help customers in one 
stage reach the next. For this reason, 
customer communications are critical 
to lifecycle management, and having 
a clear idea of how and when you will 
communicate with your customers is an 
important first step.
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The easiest way to move customers through the 
lifecycle is to send is time-based communications, that 
is, communications that are set at predetermined times 
to encourage certain actions. Here’s an example: After 
the sale, the customer receives an order confirmation 
with billing details. Then, immediately after, the 
provider sends a “Welcome to Your New Service” 
communication, which could give a high-level overview 
of the service’s features and suggest what to do next 
(create new user profiles, etc.). 
 
After a week, the provider sends the first in a “How 
To” or “Did You Know?” series that explains how to 
do certain tasks. Then, a few weeks later, the provider 
sends a satisfaction survey to gather feedback. Finally, 
the provider sends an offer for a product (a cross sell) 
that complements the customer’s original purchase. 

Time-based plans may be easiest, but they may not be 
the most effective; after all, not every customer will 
reach the benchmarks that you set on your schedule. A 
better approach may be behavior-based. For example: 
The provider sends out a “Welcome to Your New 
Service” communication. The customers that open 
it will then receive the “How To” series, while the 
customers that do not open it will get a “Need Help 
Getting Started?” communication that will walk them 
through how to start using the service, and so on. 
 
These types of communications programs are easy to 
create and implement with email automation software. 
Email communications are also easy to scale as new 
customers buy your cloud service offerings.

  Strategy Tip

  Strategy Tip
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11OneDrive. Customers who were moderate users of 
OneDrive received communications with tips and tricks 
to help them get more value from the application. 
Finally, heavy OneDrive users received an email 
encouraging them to upgrade to Microsoft Office 365, a 
complementary product.
 
With these communications in place, both Telmex 
and its customers were able to benefit. Telmex saw 
a dramatic reduction in customer churn and a higher 
cross/upsell rate, while its customers were able to 
derive more value from their technology. In this case, 
customer lifecycle management created a win/win 
situation for company and customers.

Telmex is a telecommunications provider based in 
Mexico City. The company was struggling to drive 
adoption and customer retention for an important 
product in its portfolio, Microsoft OneDrive. The 
company bundled the product with mobile devices, but 
few of its customers were actually using the storage 
solution and adoption was poor.
 
To address the problem, Telmex examined its OneDrive 
data to find usage patterns and implemented a lifecycle 
communication program based on customer behavior.
 
For new users, Telmex sent an awareness 
communication that urged customers to start using 

  Telmex Customer Strategy

3 Steps to get started How to edit and  
save documents

Collaboration, archiving, 
and Office Online

1. 2. 3.
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Upsell / Cross Sell 
Strategy
One of the last stages in the customer 
lifecycle is the upsell/cross sell. It is also 
the final building block for SaaS go-to-
market success, and for a very important 
reason: You cannot successfully up/cross 
sell without going through each of the 
previous building blocks. U
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Why is this? Taken as a whole, all of the building blocks 
work to help you create value and deliver it to your 
cloud services customers. Value delivery is the key that 
unlocks the right to up/cross sell, and if you haven’t 
earned the right, it makes little sense to try to upsell or 
cross sell earlier in the go-to-market journey. 

However, companies that do follow and implement 
the SaaS go-to-market framework are in an excellent 
position to increase sales and revenue through 
upselling and cross selling. They have taken the time 
to build a trusted relationship with customers, one that 
will drive higher customer lifetime value.
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To be most effective, let’s return to our “land, engage, 
expand” approach to selling cloud services, including 
up/cross sales:
 

Land
Establish your company and products with one or  
two anchor applications (Microsoft Office 365,  
Google G Suite, GoDaddy, etc.).

Engage
Provide onboarding, support, and customer lifecycle 
management to establish trust and start  
delivering value.

Expand
Identify adjacent use cases of specialized services to 
increase customer stickiness (DocuSign, Trend Micro, 
Box, etc.). These use cases can be  horizontal (offering 
Trend Micro security with Office 365, for example) 
or vertical (creating software bundles to cater to the 
restaurant industry, for example).

First, the company “lands” with a 
domain name and website, products 
are strongly associated with GoDaddy 
and which serve as an “onramp” to 
the rest of their services. Then, the 
company “engages” and builds trust with 
GoDaddy Care, which is its customer 
support organization. GoDaddy Care 
representatives are measured solely on 
customer satisfaction scores (NPS)—not 
time spent per customer or call—which 
means the team is empowered to 
provide the highest quality care.
 
GoDaddy’s focus on the customer 
enables them to become trusted 
advisors. They earn the right to sell 
additional services, and “expand” by 
adding email accounts, email marketing, 

As we explored earlier, GoDaddy 
has created one of the best paths 
for upselling and cross selling 
customers over time. 

  GoDaddy  
     Customer Strategy

online stores, and similar products. 
This strategy is extremely effective; at 
the start of the process, the average 
customer is worth around $70 per year; 
by the end, that number rises to almost 
$600. 
 
As we’ve seen, earning—and owning—
the right to expand can have a powerful 
impact on your businesses. However, 
you can’t cut corners to get there. 
Implementing all twelve building blocks 
of the SaaS go-to-market framework 
requires you to invest the time and 
resource to make it work, but it is the 
surest way to create a successful cloud 
service commerce business that will 
deliver results for years to come.

  Strategy Tip
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Across the AppDirect ecosystem, we see that the 
number of building blocks that providers implement 
has a direct impact on revenue growth. For example, 
providers that just do marketing campaigns with no 
best practice building blocks see about a three percent 
growth rate. Adding just one more best practices 
boosts that number to 12 percent, while implementing 
four additional building blocks can drive revenue 
growth rates of over 30 percent compounded monthly. 

The eBook presents a clear blueprint to help you 
maximize your cloud commerce success. If you’re 
interested in learning more about how you can get 
started, contact us for a consultation with our cloud 
commerce experts. Email sales@appdirect.com or  
visit www.appdirect.com.

As you can see, the 12 building blocks 
of cloud commerce go-to-market 
success are not quick fixes. Each 
requires planning, investment of time and 
resources, and solid execution. However, 
the payoff for providers that get it right 
can be substantial.

Conclusion
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About AppDirect
 
AppDirect is the leading platform for selling, 
distributing, and managing cloud-based products and 
services. Its flexible, modular technology enables 
organizations of all sizes to get to market quickly 
and cost effectively with an offering that meets 
their individual business needs. AppDirect-powered 
marketplaces, billing, distribution, reselling, and 
premium technical support services help providers—
including Comcast, ADP, Zendesk, Deutsche Telekom 
and others—connect more than 30 million businesses 
to solutions from Microsoft, Google, GoDaddy, and 
more. AppDirect is headquartered in San Francisco 
with 13 global offices.
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