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WELCOME!
At Axeda we have embraced cloud-based services, and over the last decade we have received many accolades 
for trail-blazing transformations within our industry. We have engaged in hundreds of technical and business 
conversations with customers in the field, online in our developer’s community, at industry events, and at the 
Axeda Connexion Conference. This is what we’ve learned from virtually all of our successful customers: The data 
from more and more assets fuels more and more use. This intelligence drives business innovation. (It’s quite 
simple, really.)

If asked, you might think customers would cite product technology as the catalyst for business innovation. They 
do, and they don’t. Equally important catalysts are people and process, and the time spent with internal and 
external constituents setting the stage for change and driving innovation. They over-communicate compelling 
customer-centric benefits. They do everything they can to map their connected product initiative to measurable and 
sustainable business results — an outcome all companies will have in mind.

At the same time, we find that some customers face underlying challenges to ignite action and implement change 
around IoT. In other words, they are stuck. What better topic for Axeda’s second eBook in a series on best practices 
for IoT solutions — 10 steps, based on customer experience, for broader adoption of connected products. At first 
blush, the challenges of a connected product initiative are best overcome through training and communication. But 
we will also take a closer look at the value drivers for the business, and factors to leverage across multiple layers 
of organizational involvement. We will leverage the powerful combination of engaging employees and customers in 
a two-way conversation — because this is the competitive advantage that carries us down the road to our shared 
vision.
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Step 1 Create a Vision
First, let’s take a step back and look at the big picture. Cloud capabilities fundamentally shift the competitive 
business landscape by providing new opportunities to create and deliver value. The “Internet of Things” will soon 
connect more than one trillion devices. Web-enabled products provide dramatic insights into customer behaviors 
well beyond traditional service paradigms. Axeda’s vision is that the intelligence acquired from connected products 
will drive unprecedented business innovation. Ultimately, customers will decide if a connected product program is 
adopted and becomes successful. So while the widespread ability to connect to devices is here, hurdles remain 
— primarily, customers need to connect to more and more assets to fuel business innovation. For this reason, not 
only do customers need to be part of this innovation, they need to be at the center of a shared vision.

Here is the truth as we see it. The visions that take hold are the ones that are shared with customers, and the best 
way to share a vision is to connect in the present. This connection is created by listening to customers and allowing 
them to walk with you, and talk with you, as you build a roadmap to get there together. You need to understand 
what your customer is looking for in a connected product initiative — in other words, what does their success look 
like? Equally important is what you bring to the table in your role(s) as industry expert and strategic advisor. As an 
industry expert, you understand their needs and value drivers and create a solution today. As a strategic advisor, 
you look to the future and create a vision of what the customer’s organization will look like at the completion of a 
connected products initiative.

 › Create a vision of what the 
customer organization will look 
like at the completion of the 
project.

 › Build a roadmap that you and 
your customer can follow, with 
milestones.

 › Build justification for new projects 
by delivering value in phases.
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Vision
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– Paul Mercina, Diebold, Inc. Director, 
Software and Service Product 
Management

Experience shows that the most successful connected product initiatives are those that create a customer-centric 
vision — with a roadmap to achieve that vision — along with stated value drivers (Step 2) and key measurements 
(Step 10). The roadmap should contain a logical progression of steps that guide you and your customer to a shared 
vision. 

INTERNAL CONSIDERATIONS:

• Be well versed on the most relevant best practices and innovations that apply to your customer’s position and 
industry.

• Prepare for strategic conversations and create a recommendation of what the customer organization will look like 
at the completion of the project.

• Put your people and processes in order. Secure and train the resources required from the onset of the project to 
its finish. 

EXTERNAL CONSIDERATIONS:
• Build a roadmap that you and your customer can follow, with agreed-upon milestones. Consider delivering value 

in phases to create justification for new projects.

• Execute the roadmap using the fundamentals of good project management — within your organization, and 
within your customer’s organization.

• Leverage a combination of strategic and tactical conversations to refine the roadmap process. Map customer 
goals and initiatives back to the connected product program.

• Stay clear and committed — a shared vision requires constant communication to sustain the effort.

“When we engaged in 
conversations with our 
customers and created 
a shared vision for the 
project, I noticed attitudes 
changing…we went 
from “your project, your 
success” to “our project, 
our success”. It’s a subtlety 
that speaks volumes.”

Step 1
Vision
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 › Begin conversation by asking about 
goals, which by nature are long term.

 › Once goals are identified, turn the 
conversation to supporting business 
initiatives.

 › Present a connected product 
program “solution” that maps to a 
customer’s goals and initiatives.
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Step 2  Identify Value
Reduce costs. Improve customer experience. Increase revenue. Year after year, management creates goals and 
benchmarks around these “Big 3” value dimensions. Some customers with connected product initiatives focus 
solely on one of the “Big 3”.  We recommend that you speak to all three.

IoT technology collects more data than ever before, yet questions about the impact on value persist. What value 
does this bring? How does this help me compete? Actionable data from your connected product initiative will 
improve business decisions and drive innovation. It will be a factor in your customer’s “Big 3”.  To reach this point, 
value must be identified from the point of view of the customer, and it must cut across the organization. 

As described in Step 1, begin by stepping outside of a typical features and benefits conversation, and ask about 
the big picture. Focus on goals, which by nature are long term. Defining value propositions must be a core element 
of your sales and marketing strategy. In so doing, you move from a tactical sales conversation, to a solution sales 
conversation. Consider asking: “How do you plan to improve your customer experience over the next 12 months” 
versus “Have you experienced a system downtime in the past 12 months.” (“What are your customer experience 
goals” is easily replaced with “what are your goals to reduce costs and increase efficiency” or “what are your 
revenue goals”. Remember, the program should map to all three.) Just ask, and listen. Customer priorities quickly 
become apparent. Once goals are identified, turn the conversation to your customer’s supporting business 
initiatives, and demonstrate how you can help. In other words, present a solution that maps to their goals, rather 
than a fix to a temporary problem. You have had a mutually beneficially conversation about their goals, and the 
areas in which you can provide value.

Consider This:

Step 2
Value
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In advance, leverage your sales and marketing teams to create a balance of answers — this is the key to optimizing 
value. “Lowering costs”, “improving customer experience”, and “increasing revenue”, are not independent of each 
other. The can be compatible and incompatible. The ultimate challenge is to find the balance among the three.

FINDING THE CUSTOMER VALUE: INTERNAL VS. EXTERNAL:

The key to successful solution selling lies in identifying your customer’s goals and business needs and building 
appropriate solutions to drive value. By positioning yourself in a consultative fashion you are more likely to build a 
trusted, long-term relationship. Ask your Executive Sponsor to arrange for a meeting with your sales and marketing 
teams to construct field-inspired examples that highlight cost reduction, improved customer experience and 
opportunities to increase revenue. You are looking for the customer to adopt a new way of doing business with you 
— one that is based a shared vision and value. If you are successful, you will transform your offering from product 
and services to a broader solution portfolio. Selling a solution requires the sales team to focus on developing and 
communicating the value of a solution rather than the features of a product.

Consider This:

Salespeople with the 
highest closing rates 

position themselves as 
problem solvers. They sell 
solutions, not features and 

benefits 

 Source: Huthwaite, Inc.

Step 2
Value

http://www.axeda.com


10 Steps to Drive a Connected Product Program  / /   axeda.com  / /   t +1.508.337.9200  7 

– Dan DuBeau, Program Manager 
Product Support Engineering
Varian Medical Systems

“I’ve seen salespeople 
(and customers) get hung 
up on feature by feature 
conversations. If they do 
that, they won’t see the 
forest through the trees. 
Instead, we tell a story 
about our solution, and 
how it drives value for the 
customer. Sell the value 
and the vision, not the 
features.”

Remember, your customer has customers too. Consider this example of value drivers taken from a customer 
example in the healthcare setting:

Step 2
Value
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Step 3  Build A Team
Experience shows that building a team around business value increases project viability and attracts expert 
members. Recruit your internal team by using the same value principles you use with an external audience. Across 
the board, every member of the team should share a vision of how the project will increase efficiency, improve 
customer experience and drive revenue for the business, with a thorough understanding of the impact on his or her 
area of responsibility.

Your championship team “build” begins with two essential members — the Executive Sponsor and the Project 
Manager. The degree to which the Executive Sponsor is actively engaged is a leading indicator of the visibility of 
the project. The Executive Sponsor’s role is to define initial project goals, attend important internal meetings and 
kick-off events, champion the project across the organization and communicate directly with employees. 

The degree to which the Project Manager is actively engaged is a leading indicator of the success of the project. 
The lion’s share of the work will fall to the Project Manager, an all-encompassing role that requires a broad 
range of skills. If someone you know has the interpersonal skills to work across organizational levels, and has 
leadership traits that unite, inspire, organize, resolve, delegate, mentor and coach…with exemplary technical and 
communication skills to match…then hire that Project Manager!

To ensure that the effort will be given priority and focus within the organization, recruit a strong core team 
with members from sales and marketing, research and development, product management, technical support, 
customer service and finance. They will help refine project objectives and scope, design internal roadmap and key 
performance indicators, and help drive training programs and launch. Consider that most organizations use Change 
Management Programs for project management — check with your Executive Sponsor to determine how this can 
serve as a springboard for a connected product program.

 › Recruit a team from R&D, product 
marketing, sales, corporate 
marketing, support and finance.

 › Ask team to develop KPIs from their 
organizational perspective. This will 
help you measure the program in 
Step 10.

 › Build two essential members into 
the team — Executive Sponsor 
(visibility) & Project Manager 
(momentum). Without exception, 
teams that made training a priority 
were able to fast-track adoption.

Consider This:

Step 3
Team
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INTERNAL CONSIDERATIONS:
• When recruiting an internal team, identify your own organization’s unique value perspectives. R&D will appreciate 

reduced design cycles as a result of first-hand information from customers. Sales will gain a competitive 
advantage by staying ahead of latest trends. Marketing will bridge the traditional gap with sales by developing a 
highly vetted program mapped to distinct buying personas and value drivers. Finance will appreciate cost savings 
from decreased field visits…and so on.

• A key objective for the team is the development of a detailed training and launch plan, with each member actively 
participating in its execution. The relation between employee training and program success could not be clearer.

• Ask your team for key performance indicators from their organizational perspective. This will help you measure 
the program in Step 10. 

EXTERNAL CONSIDERATIONS:
• Without exception, teams that made training a priority were able to fast-track adoption. The launch of the program 

should coincide with the readiness of the service, sales and marketing channels.

• Both employees and customers will need multiple layers of communication and marketing support. Customer 
expectations should coincide with the services offered.

• Maintain a value focus to ensure the project stays on track and leadership and customers remain engaged. 
Training and marketing are addressed in Steps 8 and 9.

Consider This:

Many organizations have 
Change Management 

Programs (such as Lean Six 
Sigma) that can help advance 

your project through the 
organization. Check with your 

Executive Sponsor to see if 
you qualify.

Step 3
Team
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Step 4  Gather Feedback
In business, it all starts with the customer, and listening to them separates good from great companies. The 
reality is that most executives focus on customer activities that are external to the company. (We’re not arguing 
against that tenet.) And while external customers are the ultimate end-users, they don’t drive the first phase of a 
connected product program. Your co-workers do. (So we’re presenting our argument to listen to them.)

Consider treating your internal and external stakeholders in the same manner — as highly regarded, valued 
customers. The idea of viewing your colleagues through this lens may seem different, but it’s a very effective 
way of shepherding your project through its launch, and making it sustainable. Programs developed with early 
“customer” involvement, win. Programs handed off to sales and service in which they have only been peripherally 
involved, lose. 

Adopting sound internal communication practices will help your program gain traction, thanks to more committed 
colleagues. You will build the foundation you need to succeed. Don’t jump in tentatively — create blanket 
expectations for communication, training, and feedback loops. Implement an “always-on” listening strategy that 
provides the opportunity for your colleagues to share their knowledge and concerns. 

Beware! Once you gather and analyze your internal feedback, it’s important to use that information to improve your 
connected product initiative. Be prepared to share what you’ve learned, and how that information will be used — 
it’s the action you take that makes the feedback truly powerful.

 10 

 › While end-users are the ultimate 
customers, they don’t drive 
the first phase of a connected 
product program — your internal 
stakeholders do.

 › Adopt sound internal communication 
practices. Partner with marketing to 
ensure communications are ongoing 
and frequent with built-in feedback 
loops.

 › Empower internal teams to capture 
information from external sources. 
Use the front-line; they are closer 
to the end-user than any market 
research ever could be.

Consider This:

Step 4
Feedback
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INTERNAL CONSIDERATIONS:
• Recruit your Executive Sponsor to lead the communication and training charge.

• Connect with colleagues using feedback tools (such as surveys, face-to-face and online meetings, social media, 
etc.). New information will continuously emerge from the field — “always-on” feedback creates a stronger 
dialogue.

• Partner with marketing to ensure communications are ongoing, frequent, and consistent. Budget for a balance of 
internal and external communications, with built-in feedback loops.

• Close the loop. Conduct face-to-face meetings and present at departmental meetings (for example, the annual 
sales-kick off meeting). Highlight suggestions that have been incorporated into the connected product initiative. 
Develop and use KPIs as “carrots” (see Step 10). 

EXTERNAL CONSIDERATIONS:
• Walk the talk. Encourage external teams and users to demonstrate the value and benefits of your connected 

products.

• Keep your ear to the ground. Empower teams to respond quickly and effectively to end-user feedback. Make this 
interaction a sustainable competitive advantage.

• Extend feedback tools to capture information from external sources. (Use the frontline — they are closer to the 
end-user than any market research firm could ever be.)

• View external customers as a source of innovation. Treat each conversation as an opportunity to capture 
competitive or measurable data, and use it to your advantage.

– Mark Hessinger, Executive 
Director, Worldwide Customer 
Service Gerber

“We are very transparent 
with our key performance 
indicators — employees 
understand exactly what 
we are measuring, and 
exactly where we stand. 
Without a doubt, this makes 
our program stronger, 
more authentic, and 
competitive.”

Step 4
Feedback
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Step 5  Handling Security Objections
Place yourself in an end-user’s shoes. You are the Deposit Operations Director for a midsized bank in the Pacific 
Northwest. You manage operations, service, and fulfillment. You are responsible for vendor management when 
internal development of systems is not an alternative. You have advanced knowledge of bank operations, core 
systems operations, and deposit operations. Your bank currently manages $85 billion in assets. Thousands of 
successful ATM transactions are carried out every day; in fact, more than 90 percent of your customers now use 
ATMs. When your vendor approaches you with a proposal for a connected product initiative designed to increase 
end-user convenience and satisfaction — are you going to ask about security? Of course. And you should ask about 
compliance, too.

Every company, in every industry, has sensitive business information. Whether this information resides in the cloud 
or within the enterprise, customers need to protect corporate resources from unauthorized access and malicious 
threats. Connecting a computer to the Internet raises security concerns, and connecting an intelligent device is no 
different. Customers need assurance that security controls are in place, and it’s easy to understand the reasons 
for their concern. According to a 2010 study by Ponemon Institute, the median cost of cyber crime to companies is 
$5.9 million, with a range of $1.5 million to $36.5 million each year per company. 

Customers need assurance that the connected product solution supports their security model, allows granular 
control over user access, and offers easy-to-use audit and tracking capabilities. Plan to engage in a two-way 
conversation that uses the language of the customers’ business, as well as the business of securing emerging 
technologies. Appreciate the impact of adding intelligent devices to a network, and anticipate your customers’ 
security concerns around suitability and acceptability.
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 › Time after time, customers have 
security conversations with 
end-users. Add credibility to the 
conversation by being well-read and 
well-versed on Axeda’s Firewall-
Friendly™ technology.

 › Remote access is always associated 
with a firewall server. With Firewall-
Friendly™ technology, customers 
maintain their current security model 
and do not have to make changes to 
firewall settings or proxy servers.

 › Customers can limit access, 
views, and even actions based on 
the user’s role, which addresses 
security and leads into a compliance 
conversation.

Consider This:

Step 5
Security
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HAVE THE FOLLOWING INFORMATION AT THE READY:
• Axeda’s (or insert your own brand name here) connected products require no changes to the end-user’s current 

security model and infrastructure.

• In keeping with an end-user’s security model and policies, they can remain in complete control of user access 
controls.

• Axeda’s Firewall- Friendly™ technology is based on Web Services standards, including HTTP, SOAP, and XML. The 
Axeda® Agent initiates all communication, so devices do not require public IP addresses and are not visible from 
outside the firewall.

• SSL encryption supports key length up to 168 bits and mutual authentication using bidirectional digital certificates.

• Secret key AES 256-bit message encryption can be used with SSL to encrypt data behind the DMZ.

• Access to the system is centrally controlled and authenticated against an enterprise LDAP system.

• Strong passwords are enforced — a minimum of six characters with a combination of letters, numbers, and 
symbols.

• All remote access activity is tracked and recorded.

Axeda M2M technology undergoes 3rd party security certification and is deployed in highly secure environments 
around the world by manufacturers in a range of industries, including homeland security, healthcare, life sciences, 
information technology, telecommunications, print and imaging, kiosks, semiconductor, industrial, and building 
automation. This would not happen if Axeda did not carefully incorporate security principles and standards in the 
design and operation of infrastructure and services.

Step 5
Security
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Step 6  Achieving Compliance
The following statement may come as a surprise. In a 2011 survey of healthcare organizations, the Ponemon Insti-
tute asked, “Who is most responsible for preventing and detecting data breach incidents within your organization?” 
The answer: “The compliance department.1” (In other words, the same compliance officer who ensures that all 
devices in the hospital lab are compliant with FDA standards for product safety and performance is also assumed to 
be responsible for security technologies that defend an organization’s private data.) Let’s agree that this is a daunt-
ing job. 

Most of your customers, if not all, will fall under one or more of the following compliance umbrellas: The FDA, Good 
Manufacturing Practices, Sarbanes-Oxley, PCI-DSS, GLBA, FISMA, the Joint Commission, HITECH, HIPAA, the 
Data Protection Act, and the Freedom of Information Act. In most cases, organizations use compliance frameworks 
and standards (such as COBIT, ISO, ISA, IEC and NIST) to serve as over-arching guidelines to inform them on how 
to comply.

While there is no silver bullet to satisfy all of these rules and regulations, you can help your customers simplify the 
compliance process by offering automated, regulation-specific compliance reports around user authentication, ac-
cess control, and product performance. Automating the compliance process provides numerous benefits to com-
pliance officers, including the centralization of audit information, the ability to manage third-party risks more effec-
tively, and an increased confidence in the company’s security compliance posture around the connected products 
initiative. An automated compliance approach also gives compliance officers more timely compliance status infor-
mation, thus simplifying the work load for the never-ending cycle of external audits.

 › Often the same person who is most 
concerned about IT security is also 
responsible for compliance.

 › Simplify the compliance process 
by offering automated, regulation-
specific compliance reports around 
user authentication, access control, 
and product performance.

 › Most organizations overspend 
on audits, offering automated 
compliance reports helps reduce the 
cost and complexity.

Consider This:

Step 6
Compliance
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INTERNAL CONSIDERATIONS:
• Expect a security conversation. Appreciate the impact of adding intelligent devices to a network, and anticipate 

your customers’ security concerns around suitability and acceptability. Add credibility by demonstrating your 
knowledge in this area.

• Enterprise and network security policies often require management to take a long hard look at vendors. Strict 
vendor guidelines should be anticipated by you, and by counsel.

• There are obvious differences between compliance and security. But they are very similar in more than one way. 
One of which is that they are designed to assure a higher standard of business performance. If your organization 
has standards to which it complies, now is the time to share this information. 

EXTERNAL CONSIDERATIONS:
• Many organizations overspend on audits; offering automated compliance reports helps reduce the cost and 

complexity of your customer’s compliance programs.

• Understand your customer’s compliance umbrella. The lab manager concerned with FDA medical device approval 
is a distinctly different persona than the retailer concerned with PCI DSS. Be prepared with some sample 
automated compliance reports.

• Take proactive measures to help take the cost and complexity out of compliance and security.

– The Seven Elements of
an Effective Compliance &
Ethics Program, Compliance
360

“Automating scheduled 
compliance assessments 
on a quarterly or monthly 
basis should enable an 
organization to closely 
monitor high risk areas 
and assign necessary 
remediation tasks and 
deadlines.”

1 Security technologies are essential to defend an organization’s private data, yet according to December 2011 Ponemon Institute Research Study: Providers’ 
perceptions about their organizations’ privacy and security environment. Security technologies are considered essential or very important to defending 
their organizations’ patient data, according to 72 percent of respondents. The function considered by respondents to be most responsible for preventing and 
detecting data breach incidents is the compliance department (36 percent) followed by no one person or department (25 percent). The IT and IT security 
functions are at a lowly 14 percent and 12 percent, respectively. This is virtually unchanged from last year.

Step 6
Compliance
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Step 7  Know Your Customers
As described in Step 2, identifying value propositions is the core element of a connected product program and cen-
tral to your sales and marketing strategy. At this point, you and yourteam should have a clear understanding of the 
tangible customer results from connected products, services, and solutions. The value propositions created around 
cost reduction, improved customer satisfaction, and increased revenue are the ultimate source for marketing con-
tent. And for the nuance that will take your program from good to great: Have your value propositions been tailored 
to existing customers or new customers? Or both? The answer should be both — keeping in mind an “upsell” 
value proposition can be different than a “net-new” value proposition.

Buying personas refer to the different roles encountered in a sale, such as an initial researcher, day-to-day user, key 
influencer, or executive decision maker. Each of these personas has biases and needs that must be anticipated and 
addressed by sales and marketing. And in the case of selling connected products to both existing customers and 
new customers — you have buying personas times two. Because, while the buying personas involved in upsell and 
net-new opportunities may be the same, they may now have different values and motivators. The goal is to create 
crisp, relevant messaging for buying personas (existing and new customers), at different phases of a sales cycle.

Veteran sales teams are familiar with buyer persona tools and campaigns, and new hires will benefit from a greater 
understanding of the nature of multiple decision-makers and complexities in the buying process. Persona research 
can reveal distinctive buying behaviors within industries and organizational roles. A typical profile includes demo-
graphic information, preferred information sources, work style, work responsibilities, buying behavior, and involve-
ment in the purchase process. Adding a layer of information covering goals and strategic initiatives will enable you 
to construct solutions that allow them to do a better job.

 › Personas are best developed with 
product and sales teams that have 
experience in the field meeting 
faceto-face with users, influencers, 
and decision makers.

 › Develop a persona for each member 
in the decision process, and then 
rank the personas in order of 
importance.

 › The goal is to create meaningful 
collateral and campaigns for 
each persona, to use during the 
different phases of the sales cycle 
— awareness, consideration, and 
purchase.

Consider This:

Step 7
Customers
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Personas are best developed in concert with product and sales teams that have experience in the field meeting 
face-to-face with users, influencers. and decision makers. You and your team will need to develop a persona for 
each member in the decision process, resulting in several personas. Some sample personas include: Initiator, User, 
Influencer, Gatekeeper, Decision Maker, and Buyer. From there, your marketing team needs to develop value-driven 
marketing collateral for use during the different phases of the sales cycle: Awareness, Consideration, and Purchase.

INTERNAL CONSIDERATIONS:
• A buying persona’s profile should describe a persona’s goals and strategic initiatives, their place in the buying 

process, and the frustrations they encounter during their workday. It’s your job to develop value-driven solutions 
that allow them to do their job better.

• Don’t create too many buying personas. If even a list of five to seven seems too daunting, then speak with your 
sales team and ask them to rank the personas in order of importance. The point of using buyer personas is to 
enable you to get your hands around a discrete number of target customers that matter. The ultimate goal is to 
create meaningful collateral and campaigns.

• Each persona will have their own set of information sources that influence them during the difference phases of a 
sales cycle.

EXTERNAL CONSIDERATIONS:
• Developing buying personas helps to refine your value-driven marketing strategy. You can’t create compelling 

marketing content until you really understand the value a connected product program creates for your customers.

• The value drivers involved in upsell and net-new opportunities may not be the same. The goal is to create crisp, 
relevant messaging for buying personas at different phases of a sales cycle.

• Choose the right content, at the right time. Marketing collateral generally falls into three phases of the buying 
cycle: awareness, consideration, and purchase. Deploy a “less-smore” approach, and focus on creating a handful 
of well-targeted pieces for each stage of the buying cycle.

– Mark Hessinger, Executive Director
Worldwide Customer Service Gerber

“Can your sales, service 
and marketing teams have 
value based conversations,
with the right person, at the 
right time? If the answer is 
yes, then your teams are in 
sync and your program is 
ready to go.”

Step 7
Customers
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Step 8  Training
Here, the end game is to empower your teams with training, tools, and collateral to engage in value-based conver-
sations that link a connected product program to an end-user’s strategic initiatives. By executing a training program 
that simultaneously focuses on sales, marketing, and service, you are able to align your departments around value-
based perspectives — a strategic initiative that mobilizes functional areas to work together to optimize a connected 
product program. Your sales team cannot, and should not, do it alone. Take into account that your service team is 
a key point of contact for existing customers, and potential upsell opportunities. Your marketing team will create 
messaging to persuade buyers to move from one stage in the buying cycle to the next. Training should create an 
environment that facilitates sales success — across the organization — and presents a unified front to support the 
needs of new and existing customers. By integrating sales, marketing, and service, you have a greater chance at 
winning the game.

Training is an effective vehicle to accomplish this goal. It is also your opportunity to establish the mindset of the par-
ticipants. The focus of training should be on transferring in-depth knowledge on selling value-based solutions, and 
linking sales, marketing, and service into a three-way partnership committed to that strategy. Unless your teams 
really understand this concept, they will not be able to sell it. Individually, sales must be fully versed in valuebased 
solutions, and understand the buyer’s profile and their point in the buying cycle. Marketing must craft messaging 
that speaks to various buyers at different points in the buying cycle through thought leadership, social media, case 
studies, webinars, etc. Finally, don’t overlook service. The call center can often provide your best view into a cus-
tomer’s existing environment. Train your service department to present forward-thinking initiatives around connect 
product programs.

 › Give sales something to sell” and 
“train different departments on what 
sales is selling” most often cited 
advice from customer interviews.

 › Reinforce alignment by training 
sales, marketing & service together. 
Focus on transferring knowledge 
on selling the value of a connected 
product program.

 › Expand your sales team by allowing 
service to present forward-thinking 
initiatives around connected product 
programs.

Consider This:

Step 8
Training
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To maximize effectiveness, conduct training in a hands-on manner, with all three departments present. This is 
also time to leverage your project team, and bring in product managers and R&D to participate in knowledge 
transfer. Role-play across departments — when was the last time marketing went out on a sales call, or answered 
security and compliance questions in a live environment? Have sales upsell a service call by sharing options with 
the customer that they may not have previously considered. Allow service to engage in a value-based dialogue 
that offers a new customer experience. With proper training, your teams will create greater program demand, and 
appreciate the relevant behavior each department brings to the success of a connected product program.

INTERNAL CONSIDERATIONS:
• Before rolling out a training program, obtain feedback from a representative group from sales, marketing, and 

service. Once the curriculum is fine-tuned, don’t train over a “lunch and learn” and expect results. Create a bang 
for your program (see Step 9)!

• Reinforce alignment by training sales, marketing, and service together so that they receive a value-driven 
perspective of the connected product program and appreciate the significance each department plays in program 
success.

• Use buyer profiles and examples of solution-based selling throughout the buying cycle. Cover basic terms around 
security and compliance that your customers will use, and rehearse value-based messages with indicators that 
track success.

EXTERNAL CONSIDERATIONS:
• Developing buying personas helps to refine your value-driven marketing strategy. You can’t create compelling 

marketing content until you really understand the value a connected product program creates for your customers.

• The value drivers involved in upsell and net-new opportunities may not be the same. The goal is to create crisp, 
relevant messaging for buying personas at different phases of a sales cycle.

• Choose the right content, at the right time. Marketing collateral generally falls into three phases of the buying 
cycle: awareness, consideration, and purchase. Deploy a “less-smore” approach, and focus on creating a handful 
of well-targeted pieces for each stage of the buying cycle.

–  Paul Mercina, Director Software and 
Service Product Management, Diebold, 
Inc.

“The first phase of 
our connected product 
program was rolled out to 
current service contract 
customers.
The second phase, to 
further expand the base, is 
to give our teams a value-
add service to sell, while 
training and aligning our 
service and sales teams to 
identify opportunities.”

Step 8
Training
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Step 9  Executing a Successful Launch
Your project objectives will determine if your connected product program targets new vs. existing customers, 
or whether a high-impact launch is preferable to a soft roll-out. Regardless of your approach, the launch of your 
program is a pivotal and visible activity for your company. Performed properly, a launch is a matter of meticulous 
synchronization, flawless execution, and measurable results. “Failure to launch” is often the result of bad planning 
— poor messaging, inadequate collateral, and mediocre presence at industry events.

A not-so-surprising reality is that behind every carefully crafted message and program is a lot of groundwork. Bring 
marketing to the forefront and let them play a strategic role in the launch. They should not be relegated to tactical 
duties, instead let them present a plan based on the powerful combination of industry expertise, tiered messaging, 
content development and promotion through multiple channels. Now, if you will, is the time to let your colleagues 
in marketing shine.

Tightly aligning marketing activities to specific program goals and objectives is central to the launch process. 
Marketing will need to create compelling content for each stage in the buying cycle — awareness, research, 
consideration, and purchase. Creating highly relevant content and refining messaging to resonate with buyer 
personas at different phases in the buying cycle makes it much easier for your team to engage in value-based 
considerations. In each of these stages, buyers engage in different behaviors, seek different information, and use a 
wide variety of information sources. 

For example, consider the awareness stage. Being at the forefront of innovation and demonstrating thought 
leadership creates a new perception about your organization and is a unique differentiator. To stake a thought 
leadership position, marketers will use a broad array of sources, including social media, webinars, and whitepapers. 
Conversely, in the consideration phase, buyers may turn to your Web site to peruse case studies and data sheets. 
Producing this content and identifying the necessary channels in which to promote these activities is marketing’s 
job. Driving this initiative and serving as the source for core messaging remains the job of the collective team. 
Viewed through a marketing lens, your collateral and activity build should look something like the diagram. 
(Wouldn’t we all love this budget?)

Step 9
Launch
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 › Give sales something to sell” and 
“train different departments on what 
sales is selling” most often cited 
advice from customer interviews.

 › Reinforce alignment by training 
sales, marketing & service together. 
Focus on transferring knowledge 
on selling the value of a connected 
product program.

 › Expand your sales team by allowing 
service to present forward-thinking 
initiatives around connected product 
programs.

The timing of your launch event should follow sales and service training (preferably at an annual or semi-annual 
training venue) and may center on a key industry event. Let marketing help you stand out from your competition, 
and, remember, for every piece of collateral or activity (no matter how cool) ask for key measurements.

Consider This:

Step 9
Launch
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Step 10  Measure
Before you measure success, you must first define it. Key performance indicators (KPIs) can help. A starting point 
for establishing KPIs is the vision statement that you created in Step One. KPIs will help you reach your stated goal 
by providing snapshots of measurable, objective, and actionable information linking your connected product pro-
gram to value drivers and strategic initiatives. KPIs will differ for each organization. Although they can be tweaked 
along the way, it is essential to reach consensus on which KPIs to use early on in the project. The number of them 
should be kept relatively low, so that the team can maintain its focus. Experience shows that they are best used 
when wielded as a carrot, and not as a stick.

Businesses have implemented measurement programs for decades, with the most basic centering on completing 
the project on time and within budget. Suffice it to say a connected product program allows organizations to lever-
age more sophisticated indicators of performance. When it comes to realizing important milestones, some of the 
best companies use KPIs as carrots. KPIs level-set the organization on what is important, and on what needs to oc-
cur. The relationship between rewarding staff for positive KPIs — either through financial incentive or organizational 
recognition — and improved business results is highly predictable. Share and communicate KPIs widely. If the KPIs 
for the connected product program mirror key stakeholder, departmental, and organizational KPIs — all the better. 

And while this may be obvious, it’s still important — your organization should have its own internal KPIs for a con-
nected product program. When establishing KPIs with your customer, they should be considered and presented 
only in the context of the vision and goals for the project from the customer’s perspective. And there you will find 
the answer to “what’s in it for me?”

 › Internal KPIs should be agreed-upon 
early on in the project. Measuring 
increases to sales is significant, but 
how is that helpful to R&D? Define 
different KPIs for key departments. 
The value of KPIs is the change 
they lead to. Remember the adage: 
measure, analyze, improve, and 
repeat.

 › Prepare for external KPIs by 
researching industryspecific 
benchmarks. Customers will want 
to compare themselves against 
businesses within the same industry.

 › Both internal and external KPIs 
should roll up to the core values of 
the connected product program — 
reduced costs, improved customer 
experience, and increased revenue.

Step 10
Measure
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INTERNAL CONSIDERATIONS:
• Your core team should construct your internal KPIs, and agree upon them early in the project.Measuring 

increases to existing customer sales breadth (cross-selling) and sales volume (up-selling) is significant, but how is 
that helpful to R&D? Define different KPIs for key departments, and map them to organizational KPIs, if possible.

• More is not necessarily better. Limit your KPIs to help focus the team. KPI targets should be concrete and 
“owned” by different departments and individuals on the team.

• KPIs are an opportunity for frequent feedback on progress and can be used as strategic incentives — consider 
either financial or organizational rewards. 

EXTERNAL CONSIDERATIONS:
• Begin at the beginning. Look at the project vision, baseline, and roadmap through your customer’s eyes. Co-

develop KPIs and use them as a snapshot of measurable, objective, and actionable information linking your 
connected product program to value and your customer’s strategic initiatives.

• Prepare by researching industry-specific benchmarks and KPIs. Understand your customer, their go-to- market 
strategy, and their competition. They will want to compare themselves against businesses within the same 
industry, using business drivers for their sector. Their product offering and relative market position will affect the 
KPIs you construct.

• Throughout this process, emphasize the core values of the connected product program — reduced costs, 
improved customer experience, and increased revenue. During sales training, conduct an exercise on how to roll 
up connected product program KPIs into departmental and organizational goals and strategic initiatives.

Consider This:

When researching industry-
specific benchmarks,  

business drivers, and KPIs, 
trade and analyst  

associations are a good 
starting point. Collect  

sector-wide statics and 
reports prior to engaging in 

a KPI conversation.

Step 10
Measure
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About Axeda
Axeda provides the most advanced cloud-based service and software for managing connected products and 
machines and implementing innovative machine-to-machine (M2M) and Internet of Things (IoT) applications. Our 
customers use the Axeda® Machine Cloud® to turn machine data into valuable information, to build and run 
innovative M2M and IoT applications, and to optimize business processes by integrating machine data.

By relying on the Axeda® Platform to power their connected products, companies are transforming their 
businesses by improving customer satisfaction, reducing costs, and generating new sources of revenue. The IoT 
solutions behind these connected products range from remote service, fleet management, usage-based insurance, 
asset tracking, health, and more.
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Resources

ADDITIONAL RESOURCES:
• Videos
• White Papers
• Data Sheets 

 

• Case Studies
• Webinars
• Microsites
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