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An SFG℠ Analysts Take
A. Introduction
All vertical industry segments continue to undergo significant change, and along with this change comes
evolving needs and requirements for field service and customer support. In addition, the competitive
landscape of the global services community is in a phase of constant acquisition, merger, partnership,
consolidation and realignment, and no two experts can agree on where it will end, and what it will
ultimately look like.
Still, Field Service Management (FSM) solution users expect, and demand, consistently high levels of
service and support so that they can deal more effectively with their own growing economic costs, shifting
customer demographics, advancements in new technologies and changing patterns of growth. There are,
however, some easy guidelines for getting started on the path to being better prepared to support these
highly demanding and, oftentimes, heavily regulated industry segments.

“The best place to start is to first gain a strong working knowledge
of the unique needs for each of the individual
vertical industry segments you are targeting.”
The best place to start is to first gain a strong working knowledge of the unique needs for each of the
individual vertical industry segments you are targeting, typically comprised of manufacturers/OEMs, thirdparty maintainers and independent service organizations, professional services organizations, in-house
services organizations, consumers and others; who in turn, support their respective systems, equipment
and devices – either on-premise, in the Cloud – or both!
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B. Understanding the Unique Needs & Requirements of Individual Industry Segments
Knowing the specific services business of your customers and all of their general terminology, "buzz words”,
Key Performance Indicators (KPIs) and acronyms is not only an admirable goal, but a "given" just to
participate in a segment-specific sector (i.e., terms like Manufacturer/OEM, TPM/ISO, MTTR, FTFR, etc.).
However, each individual market segment also has its own unique set of terms and acronyms, as well as its
own structure and organization, patterns of purchasing and decision-making, and means for evaluating the
needs and requirements of service
This is the level of understanding that is ultimately required in order to succeed in building a solution that
meets the needs of any individual specific industry segment – keeping firmly in mind that the same acronyms
(e.g., ATM) may mean something entirely different in different industry segments (e.g., the communications
and banking segments, etc.). Also, you will need to keep in mind that some segments (e.g., medical devices,
aerospace, government, etc.) may be much more demanding than others.
While there are many guidelines that can be used to facilitate an understanding of the specific needs and
requirements of individual segments, there are essentially six (6) which provide a sound foundation. They are:
1. "If you don't speak their language, they won't think you understand their business"
All of the FSM solution provider’s sales, services and marketing personnel that have any contact, either direct
or indirect, with customers and prospects must be familiar with the terminology, technology and "buzz
words" of the targeted segment. They will be required to communicate articulately with company
management and personnel at each prospect organization, typically coming from a variety of related fields,
sometimes with vendors supporting their segment, and are now serving in the roles of department heads or
purchasing managers, equipment operators and/or technicians, etc. They already speak the language, and, as
a result, the entire FSM solution provider sales team will need to be trained to understand and speak to key
customer issues in their own words, names and examples.
Every industry segment has its own vocabulary and terminology – and, as an example, the medical device
segment is no exception! In fact, with as diverse a composition of medical systems, equipment, instrumentation and devices that populate this segment, as well as the many departments or groups that get involved
in the solution acquisition decision-making process, simply learning the acronyms themselves can be almost
overbearing. Medical systems, equipment and instrumentation that can be found in a medical center’s
imaging department can include x-ray, ultrasound, MRI, CT scanner (i.e., don’t call them cat-scanners!),
nuclear medicine, PETT, and many others. There are also blood gas chemistry analyzers, patient monitoring
systems, surgical suite systems and a full range of accompanying consumables and reagents, in addition to
parts.
Further, although their Hospital Information System (HIS) may look similar to you as many other types of data
centers or repositories – they will also have their own set of “buzz words”, acronyms and terminology, as
well. Although most segment-specific medical services organizations may already understand these names,
acronyms and terminologies, the more general IT services organizations will need to ramp up to learn them in
order to be perceived as credible for supporting a medical systems and equipment installed base.
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2.

"If you know who to sell to, you can shorten the overall sales cycle"

Knowing who to sell to within the prospect (and customer) organization is critical to the success of the
overall sales effort. The fewer referrals you get within the organization before you reach the right decisionmaker, the less likely you will be in getting "brushed off" along the way.
However, in order to be in a position where you can effectively differentiate between the decisioninfluencers and the decision-makers, you will first need to understand the segment's (and each prospect’s)
organizational structure, hierarchy and roles. This will require an enlightened understanding of the various
titles, responsibilities and roles of key segment decision-makers in general, as well as the specific names
relating to each within the prospect organization.
Who are these decision makers? What are their pain points? What gets them “excited” about service?
What is a typical structure at companies in their industry segment?

“Every services organization has its own characteristic structure,
organizational hierarchy and roles. That is why it is so critical
that the FSM solution sales team understands exactly
how each of its targeted prospects is structured and organized.”
Every services organization has its own characteristic structure, organizational hierarchy and roles. That is
why it is so critical that the FSM solution sales team understands exactly how each of its targeted prospects
is structured and organized – especially with regard to who the principal FSM solution acquisition decisionmakers (and decision-makers) are.
For example, at some organizations, all IT and software solution acquisitions are screened, managed,
negotiated and overseen by a senior IT program team and/or committee. It is often the case where this
would represent the starting point of entry for the solution vendor sales team; however, in other cases, it
might commence at the CFO’s, or CIO’s, office, Finance and/or Purchasing Department. Again, it all
depends on each organization’s unique structure and hierarchy of decision-makers.
The mode of acquisition will also likely have an impact on who within the prospect organization will
constitute the ultimate decision-making entity. For example, under a perpetual license scenario (i.e.,
typically involving a large, up-front, capital expenditure), the decision-making team is likely to include
Finance and Purchasing, Department Heads, as well as Service Operations.
However, under a subscription pricing model (i.e., where there is no large, up-front, capital outlay
required), regular monthly (or quarterly) usage-related payments are typically substantially lower and,
accordingly, the ultimate acquisition decision may not need to involve all of these departments. Since
Cloud-based FSM solutions are typically sold via subscription model, the purchase decision-making process
will likely be less involved.
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3.

"If you know who is involved in making the decision, you can ensure that they have everything they
need from you"

The decision-making process, and ultimately the entire solution sales cycle, can be both expedited and
facilitated if the solution sales and marketing team has a prior understanding of who is involved in the
decision-making process, how many individuals get involved, who “calls the shots”, how long the process
takes, what they need to know, and when they need it. Any incomplete information provided will simply
extend the overall length of the process, and any extraneous information will create "noise". In some cases,
information given to the "wrong" individual may be worse than not providing it at all.
This is an area where a more complete understanding of the specific individual(s) you will be selling to will
be helpful to ensure that you fully understand all of the needs, requirements, constraints (i.e., both IT and
budgetary), preferences and “pain points” that will come into play. It will generally be this individual (or
group of individuals) who will convey to you the business’ main acquisition and usage considerations that
may include anything from implementation timeframe and training; to initial cost vs. Total Cost of
Ownership (TCO), Return-on-Investment (ROI), and other financial aspects, etc.
4.

"If you understand their cost constraints, you can package your solution more attractively"

All prospects are likely to inform you of their various cost constraints right from the outset. However, all
solution sales personnel should be trained to distinguish "real" from "perceived" costs as a result of the
initial prospect meeting and needs assessment. They should be able to establish prospect thresholds for
cost vs. value and build into the equation the best timing for spreading out the total program costs.

“solution sales personnel should be trained to distinguish ‘real’
from ‘perceived’ costs [and] should be able to establish
prospect thresholds for cost vs. value.”
Sometimes total cost is the principal determinant; sometimes regularly scheduled cash expenditures are
more important. In either case, the most appropriately "packaged" and priced solution must be developed
for each prospect and customer, and your solution sales personnel must be equipped to do this.
Some potential examples of cost constraints may include departmental limits imposed on monthly
expenditures (e.g., where the Department or Services Manager may only be able to approve up to a certain
amount of expenses per month, etc.). Under a subscription pricing model, this constraint may disappear
entirely; however, in a perpetual licensing scenario, the approval for the solution acquisition may need to
be escalated to the attention of the CIO and CFO, etc. Of course, sales of Cloud-based FSM solutions will
likely avoid this level of complexity.

Page 5 of 10.

Research Powered by

An SFG℠ Analysts Take
5.

"If you know how your customers support their users, you can better understand their solution
needs"

This requires a full understanding of how the users’ systems and equipment are being supported, in
addition to what specific types, and how many units, of equipment comprise the overall base (again, either
on-premise, Cloud-based, or both). For example, a laptop, tablet or mobile device used in a hospital
setting, or on the factory floor, etc. may have substantially different service requirements than one used in
a retail or hospitality environment.
Equipment used in three-shift cycles in life-critical medical applications requires very different service than
the same equipment used in a nine-to-five office shift. The impact of downtime, both scheduled and
unscheduled, on process throughput (and revenue stream) is also an important consideration, and should
be evaluated primarily on the basis of each type of equipment's application. These are important
considerations that you will need to learn from each prospect.

“A full understanding of the ways in which the prospect organization,
in turn, supports its customers will also place you
at an advantage with respect to showing them
that you ‘get’ their business model.”
A full understanding of the ways in which the prospect organization, in turn, supports its customers will
also place you at an advantage with respect to showing them that you “get” their business model – and
can build a solution that directly meets their – and their customers’ – needs, requirements, preferences
and expectations for service.
6.

"If you understand how your customers are growing, your solution should grow along with them in
meeting their evolving needs"

If you are aware of your customer's plans for growth (i.e., organic, via merger and/or acquisition, etc.), you
will be better able to "tailor" your solution specifically to that customer's needs. By understanding your
customers' plans for growth, along with their anticipated timetables for change, you will be better
prepared to gauge the expected impact of those changes on their services model, and suggest an
appropriately scalable solution that takes the anticipated growth (or downsizing) into consideration. If you
can anticipate these changing needs (and convey your understanding to your prospect), you will find
yourself in a much better position to propose a solution that meets their expectations.
As many individual industry services segment are typically characterized by high levels of market growth;
technology adoption; and prospects for merger, acquisition and consolidation, you must let your prospects
know that you understand their evolving needs for functionality, features and scale, and are able to convey
that the solution will scale along with their evolving needs.
As a result, a strong part of the overall sales message should always focus on the scalability aspects of the
solution that is, that it can keep up with the expanding needs of the organization – and its customers –
over time.
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C. Organizing to Meet Your Customers’ Needs, Requirements, Preferences & Expectations
Once your services organization fully understands the needs and requirements, expectations, and
preferences of the vertical customer segments that it supports, it is only “halfway” to the point where it
can effectively deal with decision-makers, and purchasers, within each segment. As such, each provider’s
organizational requirements become of great importance in terms of their ultimate ability to deliver the
required levels of service to their customers in each segment.
There are, however, another six rules for also ensuring that a services organization is sufficiently prepared
to support its customers in each of its key vertical industry segments, as follows:
1. "Design your service portfolio to reflect a full and focused commitment to each key segment, rather
than one which is perceived as being too general in scope"
While your services organization may have the talent, infrastructure, and resources required to successfully
support systems in all major vertical markets, the user's perception of these capabilities may be
significantly lower if they have not been properly “packaged” or promoted. Key organizational
characteristics that can promote your commitment to each segment's specific services needs and
requirements are:
1. An organizational structure that is designed to support individual product lines, or groups, of industryspecific applications (e.g., ATMs, POS, MRI, CAD/CAM, et cetera);
2. A dedicated service force targeted specifically to each major vertical market (e.g., bank/financial,
healthcare, retail/distribution, et cetera); and
3. Promotional literature that is targeted specifically to each key segment. A portfolio that is positioned
and promoted solely in global or generic terms (e.g., "we service PCs" or "we service networks") will
not convey a perception that your organization has a full understanding of the specific needs,
requirements or applications of a particular vertical segment.
2. "Provide a full array of desired services to your customers, and you will become much more
important to them"
Past studies have shown the importance of being able to provide customers with a full range of integrated
services for the various systems, equipment and applications used at the customer site. Services providers
that are perceived to have only narrowly focused services capabilities (e.g., CT scanners, only; ATMs, only)
still play an important role, but tend to be positioned as merely “one of many” necessary vendors. The
ability to support a broad range of both general and segment-specific systems and equipment (e.g., CPUs
and peripherals, telephony, office automation and LANs; as well as specific banking systems such as ATMs,
POS, cash settlement systems, et cetera) will serve to make your organization even more important to its
customers. Most customers do not care whether all of these areas of service are provided directly by the
vendor, or through the use of strategic alliance partners, qualified subcontractors or other authorized
vendors.
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3. “Organize to reflect the fact that you have a full understanding of your customers' applications, and
that you can be fully responsive to their needs"
It is not only good enough to understand your customers' specific needs and requirements; you must also
understand the principal reasons behind them (e.g., response/repair time for certain types of
systems/equipment that may be especially critical due to the “life and death” nature of a medical
application, or the high monetary stakes associated with a banking transaction, et cetera). In these cases,
the customer will want to be assured that your organization fully appreciates the severity of its services
needs in terms of its own perceived speed and time requirements, as well as with the foresight and
availability of contingency plans should a crisis evolve. Overall, your customers will be more prepared to
believe that you are able to deliver their required levels of responsiveness, under both foreseen and
unforeseen circumstances, if you are organized to reflect that you understand the reasons for why they are
important.

“Overall, your customers will be more prepared to believe that you are able
to deliver their required levels of responsiveness … if you are
organized to reflect that you understand the reasons
for why they are important.”
4. "Build up your capabilities to service additional types of related systems and equipment today, to
ensure that you will grow along with the segment’s needs for tomorrow"
Services providers that already have the capabilities to service additional types of related systems and
equipment at the customer site today will be more able to support their customers as they grow, or
acquire new types or brands of equipment, over time. The best way to ensure a long-term relationship
with your customers is to show them that you can also grow along with their needs as their installed bases
of equipment continue to expand and grow more complex. It is also important to be able to continue
meeting their needs as they add new sites and facilities through merger and acquisition, or through other
forms of partnerships and affiliations.
5. "Provide multiple levels of service today so your customers won’t have to look elsewhere for a total
services provider in the future"
Increasingly, customers are looking for services providers that can provide a full range of related systems,
software and applications support in addition to traditional hardware maintenance and repair. Many now
also require a full measure of professional services as part of a total support solution. The most successful
services providers will be those that can provide their customers with "enhanced" levels of services
including systems design and engineering; installation and implementation; systems and network
integration; software maintenance and support; education and training; and a wide array of other related
services and support. Not all users require a full range of support today; but, over time, many of these
additional services options may become more attractive to them. The fact that your organization already
has them included in its portfolio will give some of your customers an extra measure of "comfort" in
knowing that you will also be prepared to meet their expanding needs in the future.
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6. "Make sure your services contract offers everything your customers want today, so that it will be
easier to hold onto them tomorrow"
Customers in the most highly demanding vertical segments are constantly looking for credible providers
that can act as a single point of services contact, either as a direct provider, or as a prime contractor. Most
are looking for a single organization that could serve as the catalyst that provides them with the full level of
service and support they require. The ability of your organization to offer an integrated services contract
that assures your customers that "everything they need is both available, and under control, at all times"
represents the ultimate "value-in-use" services and support package.
Services users in today’s market are generally well aware that they represent attractive business prospects
to services providers. Further, they know that there are many vendors from which they may choose. It is
essentially a "buyers' market" for services. However, the most successful services providers will be those
that can position themselves as the primary source of services in each of their targeted vertical markets,
whether they perform all of the required services and support directly, or manage other providers as part
of a total services solution package.
The successful vendors will also provide a full array of professional services, typically including software,
training and applications support, as well as basic hardware maintenance and repair support, wherever
possible. Overall, they must provide a full service capability, both today and in the future, with a
commitment to the total understanding of, and responsiveness to, the unique services needs and
requirements of their customers in each major vertical segment.

C. Summary and Conclusions
In summary, the most successful solution providers in 2017 and beyond will be those that:
• Understand the unique language, terminology and “buzz words” that characterize the segment;
• Understand both the current and evolving needs of the segment, in general; and for each of their
individual customers and prospects, in particular;
• Are organized and structured to address the unique needs of the segment (i.e., through a segmentspecific sales approach, supported by segment-specific sales, marketing and promotional collateral;
• Are prepared to grow along with, or ahead of, the overall growth of the prospect;
• Are prepared to "partner" with their customers in order to ensure that all of their services goals and
objectives are being met.
The most successful FSM solution providers will be those that can work as partners with their customers –
and that partnership must be developed from the initial dealings with the prospect, and carried out
through all successive interactions during the course of the entire sales cycle.
The main key to success, however, will be the ability to show your prospects that you truly understand
their needs and requirements (i.e., you “get” it), and that you can offer an FSM solution that supports all of
their goals, objectives, customer satisfaction and retention, and financial targets.
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