NOT FOR REPRINT ©@JAMESON PUBLISHING

II II managed print 1 business outomation

A Good Strategy
Is The Foundation For

Managed Print
Success

Managed print services (MPS) offers a new realm of opportunity in the printer market, but to
succeed, you’'ll need a plan for the back end components that automate your processes.

By GEMMIFER BIGGS

hile Liberty Business Systems has been offering some fonm of MPS for years, it wasn't until about rao

years ago that the sohutions provider fully invested in the back end aumomation tools and sales expertise

needed to suppornt a complete MPS offerdng to a mounting number of customers. That meant an invest-

ment ina customer refationship management (CEM) tool, as well as printer-specific software to help mon-

itor its customers’ fleets on a proactive basis. Then, Liberty discovered it needed b think a tad different-
by about how it sodd MPS. Sheldon Emdl, director of business development at Liberty, shares his tips for making the tran-
sition b managed peint without making many common mistakes.

Automate Back End Processes To Support MPS Sales
When Liberty decided o tackle MPS with renewed enthusiasm, it knew that automation was required for success. At the
timee, its staff was using a mishmash of spreadsheets. Goldmine, and handwriten notes o radk customers, sales sirate-
gies. and the nuymiad of other elements in a sales cycle. With MPS gaining
BRI Bl iess SrsieMs momenium, Liberty undersiood the level of data juggied by its staff would
explode as customess’ printer feetr information came Aowing in. So, afier
exploring a number of CRM packages, it chose Compass, which automates
2010 SALES GROWTH RATE: 2.2% cata necessary for sales — customer information, pricing, contracts, Bbor
rates, etc. — but alsa handles ponter fleet analysis. “We needed a simple way
to do the amalbysis we were doing by hand ar the time,” expliins Emil, who
handled that effort on spreadsheets. “We found Compass intriguing because
e e s B of its TCO [total cost of ownership] capabilities, which pulled data our of the
CEM ool and automated that process.” The tool could be used with indusiry
stancdlard-based default settings or could be customized with unigue informsa-
tion as the company needed. Once Liberty had setfed on that product, it
rolled the CRM side of the ol oot b @is staff, which now uses it for pricing,
ed by Compass, Emil says that process — from rollout to a reasomable level
of comfost with the program — took a couple of months.
In the meantime, Emil and an associate were working on configuring and
testing the TCO portion of the tool. “We nolled owt the TCO capabilities about
eight months after we started with Compass because we gave the sales rep-
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resentatives time to learn the system while we validated through testing that the TCO & -
tool worked comectly,” says Emil. To accomplish that, Emdl loaded existing anabysis data 198
inta the tool and ran the numbers, then compared them o the hand-caboulated version.
Cince that phase was complete, and the sabes team grew accustomed to using the CRM,
Liberty saw clear reductions in Eabor spent on data coflection and TCO calculations. “The
time to collect data, enter it into a spreadshees, find printer prices and yields, and compile
a proposal was reduced from weeks to a day or two, and professional proposals were
generated with a touch of a kev,” explzins Emil. “The tool also allows us o easily
build an asset strategy for replacement of existing equipment in a customer's fleet
and provides an easy transition for pricing both new equipment and manzging
existing fleets.” savs Emil. He cautions that autormation i a paradigm shift for many
sales teams used o owning thedr omm data at their desks. To offset that ancdety,
provide plenty of training and transaion time so that even the most resistant soaff
members can gain confidence on the ol

Amn additional reason that Liberty chose Comypass was its hosted delivery
model. The vendor prowvides tech support
along with training, and the off-site availabd-
ity for sales ream members s a time saver.
“All our presentations are loaded o —
thas hosted system, so with a dlick of a :
button, our team has access wher
ever they are,” says Ernil.

Invest In Data Capture
Tool Tailored For MPS
The next step for Liberty
was o select a robust data
capiure solution buidt 1o
monitor and manage data |
pulled fram custarer print- |
er fleets. (It had been using
basic technology — a USB.) The solu-
tions provider selected PrntFleet, a
pring management safiware integrat-
ed with many managed pent offer
ings in the market. Emdl explained
Liberty wanted a solution that was
easy to use, worked with Compass,
and had a proven track record. The
sofutions  provider  sourced muhiple
manufaciurers and eventually pam-
nered with PrinsFleet through  AKESS
(ANESS is a division of West Point Prod-
ucts, Liberty’s main supplier of tonerk
PrintFleer’s data collection agents are
deploved at the customer's site o monitor
primger and copier fleets (incliding net-
worked faxes) and feed data, such as pages
prinded, mwomer levels, staus of device, and
more, back 1o the services prowider. With theat
data, Libesty can not only mondtor the status, but also
proactively manage the equipment and, over time, create a strategy

ENidian  Meain 33



NOT FOR REPRINT ©@JAMESON PUBLISHING

II I I managed print 1111 business automation

plans. “PrantFleet gives us flextbility by simplifying the collec-
plies, which helps us more efficiendly service our customers
with the replenishment of supplies and faster response times
for service,” says Emil. He notes that PrintFleet integrates with
Liberty's CRM tool and easily imporns data into the systemn,
allowing for extremely fast TOD calculations. Supported by

these technodogy assets, Libemty’s MPS program has grown, so
rmuch so that the company has promoted an emplovee o
rmanage that Aow of customer information full time. The only
hiccup, says Emil, remains the nomnetworked printers. “In
terms of the network devices, the solution is incredibly robust
and pulls tons of metrics.” he says. “The anly challenge is with
local pringers. While PrintFleet has a local agent that can be
pushed out over the network 1o monitor local devices, vou
sometimes find those dewices do not mondior properdy.”
Omgoing integration between PrintFleet and print manufecue-
ers is remediating thase issues at a rapid pace.

Separate Device Sales From MPS Pitch

An element of Liberty's efforts to create a stable, automased
system 1o suppodt its managed print offerding was its strategic
choice 0 separate MPS from is core business, wiich is mul-
tifunction perpheral (MFF) sales. While the back end autama-
was one last hurdle on the MPS side: hifng the right sales rep
to handle MPS. Approaching that challenge was eased
through the guidance of a business training company, Strate-
gv Development, which Liberty found through its member-
ship in the Business Technology Association (www bia.org).
Both Emil and Libesty owner Ron Fuhrman completed Strate-
gy Development’s MPS training, which offered guidance
around business processes, consultative MPS sales mctics, cre-
ating and implementing account plans, and sirategic planning.
Staregy Development stresses avoiding a common MPS sales
mistake — right-sizing the cusomer's peint fleet ar the stam of
ware and then pushing immediately to replace some units
with new equipment.) “Rather, the goal is to create an MPS
relationship where we manage our customer's printer fleet as
is, which eliminates initial resistance,” explains Emil. “Thar
approach fulfills a business need for the customer, and then
we slowdy address the right-sizing process as the relationship
advances.” Taking that approach often means finding a new
sales rep rather than trying to trin an existing hardware sales
person o tackle MPS. “It is best o start fresh with someone
who understands consultative sales and who has a sales per-
sanality with analytical capabilities.” expliins Emil. Once Lib-
eny found its perfect fit, the next step was sefting up separate
comitracts and compensation packages for the new MPS rep
and the traditional hardware sales ream. “Making sure vou
compensate each person appropriately for handling their pam
of the sale is key to eliminating competition and getting the
divisions o work as a team,” advises Emil

Today, Liberty's process starts with a customer siie walle-
through that includes creating a replica foor plan of the loca-
tion of all output devices and completing an &nitial data cap-
ture from the existing ponter fleet. “Then we gather data for
30 days,” says Emil, who explains that dara helps Liberty eval-
and have an understanding of the si#e and its unique usage.
“We expon the data direcitly into Compass, which gives us the
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ability to guickly compdle TOO analysis. Lastly, the svstern gen-
erates a comprehensive propoesal for our potential customer.”
Libenty focuses on first managing the existing fieet of printers
in a customer’s site without making wholesale changes and
then developing, through quartedy strategy sessions with that
customer, strategic adjustments that increase productivity and
efficiency while ultimarely reducing TOD. Emil adds that
automating the process has saved Libemy unbelievable
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software that allows reps to use a bar code reader 1o pull pring-
er information and then transfer that digitally w2 notebook for
floor planning, providing thase reps with the ability to easily
show before-and-after recommeendations. Emdl also expects
MPS o continue fueling Libenty’s growih in terms of marker
share and revenwe. Last vear, MPS added 4% to the company’s
tocal revenue; in 2011, Emil progects 1004 of total revenue will
flow in due to MPS sales.

amounts of ime and allowed its sales
force to focus on selling.

MPS Future Of Printer, Copier Sales

Liberty based its MPS  infrastructure
investment on its belief thar MPS will
become a core competency for Lberty
in the next few years
hecause it resolves issues
faced by neady all cus-
tomers — TOO, prodc-
tvity, efficiency, and management. In
ihe meantime, Liberty has noticed an
interesting trend @s it rolis out MPS — it
has more traction with mew customers
than its existing base. In fact, 1008 of
Liberty's MPS customers are new. “Owr |
intial focus was o market o existing
customers who had our producs and
services in place, bur the interesting part
is that the contacts were different, and it
was like starting over with that account,”
explains Emil. Whereas Liberty reps had
dealt with business managers before, it
was now appreaching 1T decision mak-
ers. “We always presumed that our low

user hase would be our first win, but as
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Tools for Complete
Power Protection

we went out and made presentations,
we found mew business was most
receptive.” In particular, MPS seems to
resomate  with  insuraince  agencies,
school districts, and hospétals. One
major win for Libenty was a successful
MPS solution for a school districe with
about &5 devices. “That superintendent
was so pleased that he emailed other
supermendents and wrode us a testimao-
nizl, and that led to our first vertical mar-
ket with four more successtul imple-
mentations,” says Emil. After several
months prospecting new clients, Liberty
is now ready b readdress its existing
customer base, using its proofs from
those other clients w show wvalue
around the MPS offering.

Liberty expects to add an addstional

Would you stake your liveliheod on Hopefully™?

Backup generators prowide long term power should
a disaster occur, The issue, however, Fes in the transfer
fime to the generator - what happens if a customer loses
power for 30 seconds? Uninterrupiile Power Supplies
bridige the gap between utiity and generator, and provide
critical redundancy. Power should mever be reliant en
a single system.

The elminztion of any single poimt of failere is
imperative when consfructing an  enterprise-wi
communications system - a guality UPS like the PRO-AT
from Mimertemzn will ensure a smooth transition back to
normal operations.

- | Compare the PRO-RT 1o APC and see whe wins!|
wWwrnL_minutemangs comjproromparissa

800.238.7272
minutemanups.com

_ 972.446.7363
MPS rep this vear and another at the sizemyups.com

beginning of 2012, Plus, it s evaluating
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