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From delivery risk to recurring revenue
Building and scaling a Managed Services business through acquisition and integration

Kaz Sahota  ·  VP, Managed Services and Customer Enablement

O U T C O M E

Started building a new recurring-revenue business before we were acquired, then scaled it across the 
combined organisation. In its first full year, the business grew to 14 customers globally on multi-year 
contracts, generating multi-million-euro total contract value and exceeding its margin target. 
Subsequent renewals and extensions demonstrated continued demand.

T H E  C H A L L E N G E

An enterprise SaaS business had introduced ongoing 
consulting services alongside its traditional project-
based and time-and-materials engagements. 
However, the operating model hadn't evolved to 
support this new way of working. Despite regular 
customer engagement, delivery wasn't consistently 
meeting expectations, putting important customer 
relationships at risk.

M Y  C O N T R I B U T I O N

I diagnosed the underlying problems, identified a 
wider commercial opportunity through direct 
customer engagement and secured executive 
backing to develop a differentiated Managed 
Services proposition. I established the end-to-end 
commercial and operating models and built a team 
capable of delivering the service independently.

Recognising the opportunity

I became involved when delivery problems began affecting customer satisfaction. I introduced immediate 
measures to stabilise delivery, then used root-cause analysis and lessons learned to identify the issues. I 
uncovered gaps between customer expectations and the service being delivered, establishing the case for 
systemic change.

Conversations across the customer base revealed a broader opportunity. Some were already relying on third 
parties or contractors to administer and configure their systems. But beyond technical expertise, customers 
needed a partner who understood their business, could advise on best practice and help align their use of the 
platform with their wider business objectives.

These conversations showed customers were open to a more comprehensive, ongoing service 
combining practical support with strategic guidance. The opportunity was there, but delivering it would  
require a different way of working.

Designing something customers would buy

I shaped the proposition around three areas. The first two, system administration (Keep it Running) and 
configuration (Continuous Improvement), are common Managed Services offerings. The third, strategic 
advisory (Strategic Alliance), was the differentiator.

Kaz Sahota   ·   kaz@ksahota.com   ·   www.ksahota.com   ·   linkedin.com/in/kazksahota

Specific commercial metrics and further details are available on request, subject to confidentiality.

mailto:kaz@ksahota.com
https://www.linkedin.com/in/kazksahota
https://www.ksahota.com/


There was some internal scepticism about whether strategic advisory belonged in Managed Services. Having 
already seen its value while leading Customer Success, I believed it could work, provided we defined the scope 
carefully enough to make it commercially and operationally sustainable.

Drawing on years of working with prospects and sales teams, I designed it to sell, not just to deliver. The three 
areas gave Sales and Marketing a clear way to position the offering and made it easy for customers to see 
where the service could make a difference. Crucially, customers had the flexibility to draw on different areas of 
the service as their needs evolved.

I established clear commercial boundaries between Managed Services and Professional Services, keeping 
implementations, complex integrations and rollouts as separate projects. Pricing reflected the type of work, 
organisational scale and delivery complexity, with longer-term contracts supporting the recurring-revenue 
strategy.

I piloted the proposition with three paying customers, using early experience to validate and refine the 
commercial and delivery model while developing the marketing and sales enablement needed for wider 
rollout.

Building the delivery capability

I began very simply, establishing visibility of customer commitments, structured delivery planning and clear 
accountability. As demand grew, I developed these foundations into an operating model covering onboarding, 
delivery governance, capacity planning, service levels, escalation paths and commercial oversight.

The timing was challenging. Contracts were being secured before all the dedicated capacity was in place, and 
the acquisition brought additional organisational uncertainty. I remained hands-on with delivery where 
necessary, drew on adjacent teams, recruited junior colleagues with some platform knowledge and an 
eagerness to learn, and coached both new and existing colleagues as they took on new responsibilities.

With the backing of the acquiring company's leadership, I extended the service across the combined 
organisation. I defined the go-to-market approach and established a repeatable sales process, from 
opportunity identification and qualification through scoping and onboarding. The service also became a lever 
for closing new business: it took the risk out of deployment, removed the need for prospects to hire 
specialists, and gave their PMO an experienced partner to guide them.

I created the sales enablement materials, ran training sessions and joined customer conversations to build the 
team's confidence in selling the service. In parallel, I brought delivery teams together and established common 
ways of working to enable wider rollout.

Delivering on the promise

The commercial results, including renewals from pilot customers and previously recovered customers, 
validated demand for the service and the longer-term relationship model.

Published customer case studies demonstrate that the service delivered on its original promise: 
dependable ongoing support, trusted advisors working as an extension of customers' teams, and 
strategic guidance translating into tangible improvements and greater value from their software 
investments.

Published customer case studies (Planview): Scymaris | Schroders
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