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Customer Success:
Partner Engagement Models

The Evolution of Driving Customer Value
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Customer 
Success

SalesProduct
Development

“Customer Success” Defined

CUSTOMER SUCCESS

“A proactive, holistic and organization-level approach that
leverages technology and real-time visibility into customer activities 

to ensure your customers... continually and increasingly…receive value from 
your products/ services over the course of their lifetime as a customer.”
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Product
Management

Define
the Promise

Builds
the Promise

Sells
the Promise

Ensures Delivery of
the Promise
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“Customer Success” Defined
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It was originally focused on SaaS only – and mostly about driving Adoption 

Now it’s about optimizing value along the entire customer lifecycle continuum –
for any recurring revenue service or subscription-based offering!

Managed Print 
Services
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Services
drives

Renewals

Sales & Services
drives

Subscription 
Licensing Everybody

drives

Customer 
Experience 
Broader Ecosystem 

Marketing & Sales
drives

Customer Success 
Internal

The Road to Managing
Total Customer Experience
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What Has to Change  
for both vendors and 
solution providers …?

People Process

Tools Data

Culture
Business Outcomes

Continuous Evolution

Partnering Approach
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Two Approaches to Partner C.S. Engagement...
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AND/OR

Runs the whole lifecycle, 
supported by process, tools and 

data from the supplier(s)

Manages customer interface & sells, 
but vendor drives the lifecycle 

with systems and data

VARs, Agents, VAR/MSP Hybrids Mature MSPs, Service Providers

Partner as 
Sales Agent

Partner as 
Customer Success Manager
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Who Does What?

LAND
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PARTNER ROLE(s)

PARTNER AS 
SALES AGENT

PARTNER AS 
CS MANAGER

• Education & cloud/subscription  
value prop 

• Define customer need(s) – start 
Customer Success planning 

• Assessment & Health Checks

• Initiates trial 

• Establishes contract

• Resells or influences service

All of that, plus...

• Set up as partner-of record for ongoing 
asset management

• Cloud migration and consulting work

VENDOR ROLE

• Overall subscription/cloud value prop. 
content (verticalized)

• Specialized sales & technical staffing 

• Sales tools (e.g. competitive 
positioning, prospecting guides) 

• Offer trial license

• Sales tools

• License mgmt. / automation platform

• Customer segmentation and ROE

• Partner incentives 

All of that, plus…

• System tracking for partner-of-record

• Pre-sales assessment services 
methodologies & sharing of IP 

KPI’s
✓ Net-new customers under contract
✓ Multi-year agreements
✓ Devices or users under contract 

(service footprint)
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Digital Partner of Record:  Gain Credit & Competencies

Microsoft offers four ways for partners to 
be recognized and rewarded for driving 
cloud consumption; all point toward 
increased attainment of Cloud Competency 
Qualification.

• Digital Partner of Record (DPOR) is the only one 
of the four partner roles or designations that 
receives financial incentives.

• DPOR associates servicing partners to a Microsoft 
cloud subscription, as designed by the customer 
on each new online subscription.

• Benefits to partner for being a DROR, beyond 
incentives, is accelerated qualification for Cloud 
Competencies plus reporting that provides a 
single view into the revenue, usage, and 
consumption they drive for their customers. 
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Who Does What?

ONBOARD

13

PARTNER ROLE(s)

PARTNER AS 
SALES AGENT

PARTNER AS 
CS MANAGER

Guide customer through 
vendor training & onboarding 
content

• Hire CSM role  

• Customer goal-setting & definition of KPIs 
(Success Plan)

• User training delivery

• Configuration and installation 

• Software Integration svs.

• Data migration svs.

VENDOR ROLE

• CSM role training & certification

• Playbooks (horizontal or vertical)

• Customer use cases

• Tutorials or interactive onboarding 
content 

• P2P collaboration with training partners or 
vendor training offerings

KPI’s
✓ Speed of onboarding & customer 

engagement (<30 days)
✓ Conversion speed from trial license
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Hiring and Developing the Partner’s CSM Role
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(weekly)

2 days x 3 
hrs./day

2 hours

Access to a Customer Success Engineer 
- delivered at no-charge for >100 licenses 
with/through the partner (configuration & installation)
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Who Does What?

ADOPT
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PARTNER ROLE(s)

PARTNER AS 
SALES AGENT

PARTNER AS 
CS MANAGER

N/A • CSM role

• Vertical expertise to apply adoption to 
customer-relevant industry use cases

• Managed services 

• Help Desk

VENDOR ROLE

N/A • CSM role training & certification

• Adoption data tracking

• Adoption use cases (verticalized)

• Adoption incentives to partners
KPI’s
✓ Numbers of adopted users
✓ Number of users adopting a certain 

feature
✓ Regularity of partner’s customer touch 

(in system)

The days of adoption being the only charter for customer success 
organizations is now long gone.  63% of customer success 
organizations now have direct revenue responsibility.
TSIA - State of Customer Success
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Adoption Incentives

17

Offers rebates to 
Customer Success 

Specialized partners 
(Gold & Platinum) that 

sustain customer  
adoption rates of 60% 

active usage for 3 
months in a row;
Pays % of TCV the 
following quarter*

* Requires success plan uploaded within 90 days and partner must have received Drive on the deal (value-added selling activities to close the deal)
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Who Does What?

EXPAND
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PARTNER ROLE(s)

PARTNER AS 
SALES AGENT

PARTNER AS 
CS MANAGER

Quoting and billing (maybe) • Customer forecasting of expansion 
opportunity (users, adjacent services)

• Quoting and billing

VENDOR ROLE

N/A

• Use cases and methodology for expansion 
sales opportunities

• Usage data across broad customer & 
partner sets (benchmarking)

• Incentives to partners for services 
expansion

• Cross-portfolio training & certification

KPI’s
✓ User/device expansion rates  
✓ Expansion to adjacent services/products
✓ Competitive service displacement
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Microsoft Automation:  License Management
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The CSP portal provides one place for CSPs to manage all 
their Microsoft subscriptions and ensure changes are 
automatically synced between Microsoft and their 
professional services automation (PSA) tool.

Today the CSP Portal supports ConnectWise and Autotask;
Plans to expand API support to include Netsuite, Business 
Central and ServiceNow. (in the MS Marketplace)
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The Data and Automation Gap

20

CRM 
System

ERP
System

Support
Entitlement 

System 
PRM 

System

Subscription
Configuration/Ordering/

License Mgmt. 

Partner

SFA 
System• Customer Exp. Mgmt.

• NPS/CSAT
• Subscription adoption
• License compliance
• Community Develop. 
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Who Does What?

RENEW
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PARTNER ROLE(s)

PARTNER AS 
SALES AGENT

PARTNER AS 
CS MANAGER

• Combine third party 
products/services into larger 
renewal opportunity

• Tracking of reason codes for non-
renewal

• Quoting and billing of renewal 
transaction

All of this, plus...

• Measure NPS or CSAT

• Ability to up-sell or extend 
contract at point of renewal

• Co-term management 

VENDOR ROLE

• Prompt to partner for renewal 
from automation system 
(60-90 days prior)

• Sales tools or messaging to 
support renewal value prop 
(added features, etc.)

• Incentives for renewal rates >80%

KPI’s
✓ Min. % of renewals across customers served
✓ Services expansion at point of renewal
✓ CSAT or NPS at point of renewal
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Salesforce.com & Measuring CSAT

“Partner Trailblazer” Score
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• Measured across 1000’s of partners, globally

• Measured at the project level, based on 
successful implementations
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Building the Customer Success Practice
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• Playbooks

• Customer Health scoring/dashboard 

• License & contract mgmt. automation

• eCommerce platform

• Contract & license mgmt.

• RMM/PSA linkage 

• Executive Sponsor

• Practice lead

• Customer Success Manager(s)

• Renewals Manager(s)

• Operations leader

• Deep customer profiling

• KPI’s (revenue + activity)

• Use cases

• Telemetry data

• Lifecycle advancement metrics

• At-risk data

• Customer journey maps

• Defining business outcomes & KPI’s

• Onboarding process

• Stages, actions & exit criteria 
defined

• Risk and expansion triggers

• Sales & CS team collaboration

• Customer Survey/NPS/CSAT

People Process

Tools Data

Culture
Business Outcomes

Continuous Evolution

Partnering Approach
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Goal:  Building a plan to become a consumption-based business

• Done with KPMG initially;  now done in-house, virtually

• Staffed by HPE Transformation Managers; including HP Financial Services staff
– CSM internal role that works with pilot set of partners 

• Participation from partner C-level executive and cross-functional team

• Leveraging tools in SalesPro, TechPro and Seismic platforms

Building the Practice:  HPE Transformation Workshops
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Challenges to be Addressed

Workshop Agenda:

• Alignment with corporate direction
• Crossing the chasm with revenue impact
• Install base focus vs. net-new logo expansion
• Staffing models (sales, technical, support)
• Sales compensation 
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People Process

Tools Data

Culture
Business Outcomes

Continuous Evolution

Partnering Approach

Process:  KPI’s Need to Shift
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Financial KPI’s 

Service Desk KPI’s 

Focus is:
✓ Efficiency
✓ Contract compliance
✓ Resource  utilization
✓ Support response

Customer Success – Health Score KPI’s
(“Churn Indicators”)

❶ Conversion from trial license

❷ Number of users

❸ Product feature utilization:

• frequency
• length of time

❹ Gross churn & net retention

❺ NPS or CSAT scores

Focus is:
✓ Engagement
✓ Utilization
✓ Expansion

Customer
Happiness!

SLA’s & 
Profitability! 
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Staffing:  Vendor Practice Requirements
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SAP Customer Success Enablement
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SAP requires all cloud partners to have at least one CSM 
(they call it Customer Engagement Executive – CEE);   
100% compliance at this time

Source:   SAP Customer Success team
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The Critical Role of Automation Tools and Data 
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HPE GreenLake Central – planning, provisioning and 
compliance management automation platform

ServiceNow
Service management 
dashboards

People Process

Tools Data

Culture
Business Outcomes

Continuous Evolution

Partnering Approach
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• Monthly reporting to alert partners to
the overall status and health of their 
cloud subscribed customers

• Evolving to be an automated, self-serve platform

SAP Partner Information Report (PIR)
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How Does Customer Success Show Up in Today’s Vendor Programs?
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1.  Its own Specialization or Competency 2. Part of MSP/Service Provider Enablement
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Supporting Vendor Tools & Process

CRITICAL

✓ Cultural commitment:

• to “share” the Customer Success with partner(s)

• to have the CSMs team collaborate with partners

✓ Customer Journey maps with defined stages

✓ A subscription/service automation system, with partner access
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IMPORTANT

✓ Digital Partner of Record to align sales effort to partner

✓ Enablement – help partners build C.S. practices

✓ Use cases on adoption and expansion benefits

✓ Incentives to encourage partner KPIs at each step

✓ Supporting land & expand sales tools
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IPED Customer Success Partner Readiness
Checklist
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Actionable Intelligence 
to Grow your Channel
✓Research on topics at the forefront of the channel

✓Actionable insights to fully leverage the data

✓Playbooks and tools for quicker execution

✓Advisory services tailored to your objectives

✓Executive communities to network and collaborate

ADVISORY
Research Readouts

Inquiry Appointments

Executive Briefings

RESEARCH
Market Intelligence

Trending Data

Vendor Imperatives

INSIGHTS
Expert Perspectives

Proven Practices

Operational Guidance

PARTNER DATABASES
SP500

MPS500

+More Lists & Awards

TOOL SETS
Frameworks & Guides

Playbooks & Templates

Channel Primers


