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Introduction


The beginning of 1996 signals a new opportunity for Microsoft Solution ProvidersÑExchange Server. The launch of Microsoft Exchange Server will simplify many of the traditional challenges associated with electronic mail such as:


¥	Directory synchronization


¥	Configuration


¥	Integration with mainframe e-mail


¥	Plus tools for information overload such as sorting, processing and filtering


In other words, Microsoft Exchange Server is e-mail done right. The benefits to the customer are clear:


¥	Fewer servers


¥	Lower administration costs


¥	Easier integration


On the surface, the opportunity for the Microsoft Solution Provider would appear to be revenue from installing, tuning, and migrating new users onto Exchange Server. Early experiences strongly suggest service revenue will be very significant. The services required to capitalize on the full range of Exchange ServerÕs capabilities go well beyond the world of traditional e-mail! 


In fact, IDC believes that Exchange Server has the potential to support a professional services market seven times the size of its software sales. For the purpose of providing a conservative forecast IDC used a ratio of less than 2:1 in 1996 and less than 3.5:1 by 2000. Even using this very conservative approach, the service revenue opportunity for Solution Providers will exceed $134 million in 1996. By the year 2000, professional service revenues will have grown to more than $1.7 billion. 


As one Microsoft Solution Provider explained, ÒExchange Server at its simplest level is great client/server e-mail, but the customer is usually not content to stay there for very long. Customers quickly want to build electronic forms, integrate Exchange Server with mainframe e-mail, and even build Microsoft Visual Basic forms that query databases sitting all over the company. In fact, some of our customers are already talking about mail-enabling existing applications. In other words, the customer wants to exploit the full business process automation potential of Exchange Server, and Solution Providers had better be ready to respond.Ó


Naturally the questions that most Solution Providers have at this point are:


¥	What is the potential of the overall e-mail and groupware market, and what is the relative opportunity for Exchange Server?


¥	What kinds of services are needed?


¥	How will the demand for services change over time?


¥	What is the best way to bundle services?


¥	What kind of training investment is needed on the part of the Solution Provider?


¥	What kind of new market opportunities will develop?


¥	What lessons have been learned from Exchange Server Solution Providers?


¥	What lessons have been learned from Exchange Server customers?


¥	And finally, how are three Solution Providers and their respective customers using Exchange Server?


What is the Potential of the Overall Market?


In 1996 the worldwide market for electronic mail will be nearly $1.6 billion in software terms. IDC believes that by 2000 total software revenues will be more than $2.6 billion, which represents a compound annual growth rate of 19%. The groupware market is expected to grow from $408 million in 1996 to more than $1.1 billion in 2000, a compound annual growth rate of 32%. 


IDC estimates that Exchange Server will have software sales of $89 million in 1996 and by the year 2000 sales will reach $501 million. This represents an average compound growth rate of 54%, more than double the overall e-mail market growth and better than one and a half times the groupware market!


What Services Are Required?


The key issue of the day is what kind of services will Exchange Server customers require and how large is the market opportunity?


IDC believes that Microsoft Solution Providers will need to provide a broad selection of services including:


¥	Training


¥	Installation, tuning, and migration


¥	Electronic Forms Design


¥	Custom forms using Microsoft Visual Basic


¥	Integration


¥	Consulting


¥	Help desk


Training


In particular, system administration and the management of public folders are probably the most obvious areas where the IS staff of most companies will require supplementary training. Many companies will require classes on Microsoft Windows, NT Server, TCP/IP and many of the BackOffice products, particularly SMS.


Installation, Tuning, and Migration


Certainly, for 1996 this would appear to be the most commonly required service. However, customers experiences with Exchange Server to date suggest they will not be content to use the product simply as a communications infrastructure for very long. As a result, while this is a cornerstone service which has to include stabilizing all aspects of a companyÕs mail environment, it should be seen as a prelude to other services as opposed to an end in itself.





Figure 1


Worldwide Electronic Mail and Groupware Software Market Forecast
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Source: IDC, 1995





Microsoft Exchange Forms Designer


This feature has the potential to be the great awakening for Exchange Server users. It will allow line-of-business managers to automate their simple business procedures without the aid of IS. It will also serve as a tool to stir the imagination of these same people as to what can be accomplished with Exchange Forms Designer in more skilled hands. Therefore, IDC believes that Exchange Forms Designer will provide an excellent source of revenue for Solution Providers, as well as the ideal entrŽe for alternative development tools, such as Microsoft Visual Basic to accomplish more complex form design.


Custom Forms


Exchange Forms Designer will not be suitable for designing forms that have multiple drop-downs hitting several different databases. In this case, customers will elect to use Microsoft Visual Basic and other popular client/server development tools to engage in this type of automation effort. In particular, we see the need for custom front-ends to Microsoft Office applications as well.


�
Integration


Irrespective of the merits of Microsoft Exchange Server there are a significant number of large customers that are currently wed to their mainframe e-mail. As a result, simply doing away with this investment is not feasible in the short term. Therefore, a significant number of Microsoft Exchange Server customers initially will require extensive integration with mainframe e-mail and in some cases as many as nine different electronic mail environments. A key service requirement in this area is to stabilize the existing e-mail environment prior to starting any integration initiative.


Consulting


The services under consulting will vary from an initial audit and implementation planning, to business process automation advice. IDC sees a very significant service opportunity based on the public folder aspect of Exchange Server. Whether or not you focus your business on the discrete opportunities for consulting, you will derive consulting revenue almost as a by-product of the evolutionary nature of the product. Exchange Server is not a product that is simply installed, tuned, and you walk away. There is a whole annuity-level of opportunity available from almost every customer, and consulting services will be the glue that holds the customer relationship together.





Figure 2


Worldwide Microsoft Exchange Server Software Market Forecast
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Source: IDC, 1995


Help Desk


The Help Desk function and support for system administration activities has been described by many Solution Providers as the key service for many prospective customers. Sites that are moving from a heterogeneous messaging environment to a standard based on Exchange Server. The will result in a high level of support for different user populations each with its distinct problem set. The importance of having outstanding Help Desk services is particularly true at customers whose IS staff is not well-versed in the issues associated with maintaining and supporting client/server applications.





Figure 3


Worldwide Professional Services Market for Microsoft Exchange Server 
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Source: IDC, 1995


How Will the Demand for Services Change Over Time?


Early experience with Microsoft Exchange Server customers suggests that most companies will first install Exchange Server simply for e-mail. Then as they gain experience, they will automate simple business processes with Electronic Forms Designer. Subsequently, it would make sense if they continued to evolve their use of Exchange Server through the four different phases of Exchange Server evolution as identified by IDC:


1. 	Installation, migration, and tuning


2. 	Integration


3. 	Electronic Forms Designer, custom forms


4. 	Visual Basic, custom forms


To date, early Exchange Server experience suggests that users rapidly want to exploit the full potential of Exchange Server as opposed to easing in to it. Therefore, IDC may have been overly conservative in our service revenue forecast, since many Exchange Server customers may elect to move through stages 1Ð4 in very short order. 


TrainingÑIDC expects that training will be approximately 13% of total professional service revenues and this will remain relatively constant until 1999.


Installation, Tuning, and MigrationÑMany of the early customers for Exchange Server will be very large customers that have maxed out on Microsoft Mail. Therefore, integration, installation, and tuning revenues will start at 22% of total expenditures and continue to grow as newer and smaller companies continue to adopt Exchange Server over time.


Exchange Forms DesignerÑThese revenues will start at 13% of the total and gradually decline in percentage terms over the course of the decade. However in real terms this revenue category will continue to grow.


Figure 4


Worldwide Training Market for Microsoft Exchange Server 
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Source: IDC, 1995


Custom FormsÑThis may be the only category that we have under-represented. A lot of the early adopters of Exchange Server want to move rapidly in this direction. However, early customers in general tend to be ahead of the market.


IntegrationÑThis is perhaps where IDC believes most Solution Providers may under-estimate at least initially the market demand for services. Integration will be key.


ConsultingÑThis revenue stream will trend from 22% of revenues to 16% over time but the overall revenue number will continue to grow.


Help DeskÑThis revenue category will hover around 15% of services.


As Dave Eaton, President from Rainier, explained, ÒTo install Exchange Server, tune it, migrate users, and do some simple form work the professional service fee is approximately 75% of Exchange Server software costs. However, if the user requires to integrate Exchange Server with a mainframe e-mail system then the services revenues rapidly exceed the software costs. Once you start doing Microsoft Visual Basic front-ends hitting against multiple databases then the professional revenue is starting to exceed the software dollar by a factor of three or better.Ó


As you move up the development curve towards Microsoft Visual Basic and custom forms the ratio of service revenue to software rapidly approaches 2:1. From there, you can quickly exceed a 3:1 service/software ratio. A good example of this service-intensive use of Exchange Server would be a customer who, while doing a budget request, pulls up a form with several drop-downs that hit several different databases throughout the company. In fact, as James McGovern from Command Systems explained, ÒWe do not expect software revenues for Exchange to be greater than 5% of our overall solution sale to our customers.Ó


Figure 5


Worldwide Installation, Tuning, and Migration Market 


for Microsoft Exchange Server 
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Source: IDC, 1995


What Is the Best Way To Bundle Services?


The challenge for most Solution Providers is to:


¥	Have the right people skills


¥	Ensure that there is sufficient interchangeability between people in the organization


¥	And finally, have the breadth of services to offer the customer as they move through the different adoption phases of BackOffice and Exchange Server


This is the face you will have to present to the customerÑthe idea of full service because many customers will adopt Exchange Server with the idea of going beyond e-mail. However, each customer needs a slightly different basket of customer services. Therefore each customer has a different starting point and obviously each one has a different endpoint. Some may have as many as nine different e-mail systems while others may have so many mainframe applications tied to their mainframe e-mail that integration is absolutely key. For other companies Exchange Server will be their first experience with e-mail.





Figure 6


Worldwide Exchange Forms Design Market for Microsoft Exchange Server 
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Source IDC, 1995


As a result, the message is to be flexible and not limit yourself to simply an endless menu of professional services or a very limited number of bundling alternatives. Rainier is a Solution Provider that has been very successful bundling the concept of pilots while at the same time selling consulting services to provide a detailed plan of adoption which the customer can then use to complete the work themselves, use an alternative Solution Provider or proceed with Rainier. As David Eaton explained, ÒThere are a lot of people that go to a trade show and see a product. Then they want more but they donÕt know where to go from there. We go in and install SMS, for example in one day on a single server. We show them the kind of data they can get and just how much more effectively they can manage their PCs for $995. It works: once you get them hooked on just a portion of BackOffice they just continue to want more. Exchange Server is going to be the very same with an even better annuity stream to look forward to.Ó


In summation, IDC would recommend that Solution Providers design their professional services in very much the same way that BackOffice and Exchange Server as products have been throughoutÑallowing each customer to have their own unique method of getting to an endpoint but at each stage adding the most value-add possible.


�



Figure 7


Worldwide Custom Forms Market for Microsoft Exchange Server 
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Source IDC, 1995


What Level of Training Investment Is Needed?


Most Solution Providers with extensive BackOffice and Microsoft Mail experience have an excellent foundation for successfully deploying Exchange Server. At a minimum, IDC highly recommends that all Solution Providers join MicrosoftÕs Exchange Specialist program for Solution Providers which offers three-day installation and administrative training at Authorized Training and Education Centers for $695 in the US. The program also provides sales training, solution guides, and tools. However, it is important to recognize that Exchange Server is a true client/server application, therefore, the training commitment in general must be similar to that of SMS or SQL Server as opposed to MS Mail or Office.


For gaining product knowledge and an understanding of product directions Tech Ed should not be missed. To stretch the training dollars further IDC suggests Solution Providers invite vendors such as Arcadia to provide in-house presentations on the back-up issues associated with NT. This an excellent way to receive a continuous source of knowledge injections at little or no cost. 


For Exchange Server IDC strongly suggests that that individual(s) have a previous background in electronic mail. In fact, IDC would argue that you would benefit tremendously if the Exchange Server expert you invest in has an extensive knowledge of messaging. As one Solution Provider explained, ÒHaving a really good understanding of the directory synchronization issues associated with Microsoft Mail is really very helpful in being more efficient with Exchange Server. In particular this knowledge really kicks in when you are integrating Exchange Server with other e-mail environments. Some Solution Providers may think that Exchange Server is so rich that customers will migrate from the mainframe but many of them have so much tied up in the link between their mainframe apps and their mainframe e-mail that migration in the short term is simply not possible. Therefore it is key that most Solution Providers very quickly come to grips with what it takes to integrate with mainframe e-mail.Ó





Figure 8


Worldwide Integration Market for Microsoft Exchange Server 
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Source IDC, 1995





Certainly, installation, tuning and migration will be a key skill-set in 1996, but Solution Providers will be quickly required to provide other services. Therefore, IDC suggests that you may need to focus your training needs on:


¥	Microsoft Windows NT Server


¥	Basic messaging concepts and standards including X.400 and SMTP


¥	TCP/IP


¥	Security between servers


¥	Net SQL


¥	Exchange Forms Designer


¥	Microsoft Visual Basic, C++, PowerBuilder, and the other common client/server development tools


¥	MCP Certification


¥	Expertise in all of the components of BackOffice


After all this investment in training you may wonder what you will get back. In most cases a 25% profit margin, a revenue potential of $400,000Ð$600,000 per employee, and a customer annuity extreme which will in most cases exceed your expectations.





Figure 9


Worldwide Consulting Market for Microsoft Exchange Server 
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Source IDC, 1995





New Market Opportunities


Microsoft Solution Providers will undoubtedly see Exchange Server as a technically seamless extension to BackOffice. However, from a business development perspective it is important to recognize that Exchange Server has the potential to open up all kinds of new market opportunities for your business.


Several of the Solution Providers IDC spoke with did little business with companies having fewer than 500 PCs. Part of the reason they explained was that smaller companies simply do not have the volume of data to justify using something such as SQL Server and it was unlikely they would require terminal emulation facilitates or even SMS to manage their PCs. However, Exchange Server Solution Providers have an opportunity to provide something to those smaller companies that they need: state of the art communications infrastructure, since more and more of these smaller companies will be electronically connected to their customers and/or their suppliers as time goes on. Certainly, smaller companies will require more help with installation and migration but they are also ideal candidates for Electronic Forms Designer services.
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Figure 10


Worldwide Help Desk Market for Microsoft Exchange Server 
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Source: IDC, 1995





Larger companies are the ones that are likely to have extensive IS resources in-house but typically there is very little business process automation expertise. As a result Solution Providers will get a disproportionate amount of service revenue from large companies that previously would have completed this work themselves. IDC believes that consulting, particularly in business process automation, will be a very lucrative market for Exchange Server service providers. Solution Providers should also be aware that there is a tremendous latent demand for Exchange Server on the part of many large organizations. As one Solution Provider put it, ÒMany of my customers are large Microsoft Mail environments and right now they are burning the wire. They canÕt wait to get Exchange Server but one would think they would take some time to get their e-mail house in order then move on. Our discussions with them have suggested that they wanted to immediately get their line of business people doing Forms and have us do custom Microsoft Visual Basic stuff. This is all under contract discussion even before there is one Exchange Server user in place.Ó
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Table 1


Stages of Evolution for the Microsoft Exchange Server Customer





		Services/software	Solution 		�Phase	Services required	ratio	Provider services


1	Installation, and	0.75/1	E-mail, directories


	tuning, migration 


2	Integration	1.25/1	E-mail, directories


3	Electronic Forms


	Designer, custom forms	2/1	Visual Basic, SQL�			Server


4	Visual Basic, custom	3+/1	Work flow,�	forms		Process�			Automation, 	�			Microsoft Visual 	�			Basic, SQL Server, 			�			Client/server


Source: IDC, 1995





Table 2


Worldwide Service Mix Over Time for Microsoft Exchange Server (1996Ð2000)





	1996	1997	1998	1999	2000


Training	13%	13%	13%	11%	9%


Installation Tuning & Migration	22%	24%	25%	22%	18%


Exchange Forms Designer	13%	11%	10%	8%	7%


Custom Forms	9%	8%	8%	12%	18%


Integration	7%	7%	9%	14%	19%


Consulting	21%	22%	20%	18%	16%


Help Desk	15%	16%	15%	14%	13%


Total	100%	100%	100%	100%	100%


Source: IDC, 1995


According to Mark Scott, Vice President of Marketing for SQLSoft, ÒExchange Server also represents an opportunity to enter a new segment of the market. Due to its superior mail capabilities, many Novell NetWare shops are looking at Exchange Server, and they need NT to run it. WeÕre already seeing Novell customers who are migrating their MS Mail post offices to NT so that they will have an easier upgrade to Exchange Server. This could potentially be a huge market for Exchange Server.Ó Since most NetWare shops do not have expertise with Exchange Server, NT, or BackOffice, they will also require training and consulting services.


Exchange Server will not only provide an additional revenue stream from existing customers for many Solution Providers Exchange will be the basis with which to launch an entirely new business initiative.


What Lessons Have Been Learned from Exchange Server Solution Providers?


The most obvious lessons learned from Microsoft Solution Providers include:


¥	Exchange Server is a low-cost software product that has all the appearances of being essentially an e-mail level purchase but it actually opens up a plethora of service opportunities.


¥	Exchange Server has a tremendous amount of built-in functionality such as the public folders but as one Solution Provider put it, ÒThis is not a product where you type A:Install. You really have to understand networking and applications.Ó


¥	The good news is that Exchange Server allows Solution Providers the ability to leverage all aspects of their expertise as it pertains to BackOffice, and to charge for it. The bad news is that if you donÕt have BackOffice skills as well as good experience in SMTP, X.400, X.500, and Microsoft Visual Basic, you will not be able to take full advantage of Exchange Server.


¥	Your Exchange Server expert should ideally have previous mail experience and preferably an extensive Microsoft Mail background.


Other issues which were raised by the Solution Providers included comments such as:


¥	The role of the Solution Provider should include gradually introducing the customer to the more advanced features in Exchange Server so that the customer can continually build on Exchange Server. This means that Exchange Server is the first e-mail product which allows a reasoned path of evolution.


¥	Several Solution Providers explained that Exchange Server would allow them to offer their services to smaller customers for the first time, thereby opening up new market opportunities.


¥	Exchange Server is an excellent beachhead into NetWare accounts that previously may have been willing to wait for the next release of NovellÕs networking environment as opposed to immediately deploying Windows NT Server.


¥	There is a powerful set of market drivers for Exchange Server in place: latent customer scalability requirements, sample applications in Exchange Server, universal in-box in Windows 95, and finally, the need for customers to reduce their e-mail administrative costs.


�
What Lessons Have Been Learned from Exchange Server Customers?


The most obvious lessons learned include:


¥	A large number of companies are committing to Exchange Server as a corporate standard and using it as a means to consolidate their messaging environments.


¥	It is very easy to get started with Exchange Server. Conversely it is a client/server environment requiring commensurate hardware and staff experience to take full advantage of the features and functions.


¥	It really helps to have NT servers and experience with SMTP as a way to appreciate and see the full potential of Exchange Server.


Other issues that customers raised which IDC found surprising were:


¥	CustomersÕ willingness to bet their business on Exchange Server.


¥	The aggressive rate at which companies intend to deploy Exchange Server on an enterprise basis.


¥	The recognition, even by customers with large IS staff, that they require outside expertise from organizations such as Microsoft Solution Providers.


¥	CustomersÕ excitement over the basket functionality of Exchange Server and BackOffice.


¥	How many companies have extensive plans to build on Exchange Server with technologies such as work flow, imaging, document management pager gateways, and Internet.


¥	Messaging problems are the same all over. It is only the size of the company and the number of users which indicates the degree of severity to their current e-mail pain.


¥	Exchange Server addresses a ready-made business model because companies are painfully aware of the inordinate amount of resources dedicated to maintaining their existing environments.


¥	Exchange Server is not perceived as an ÒorphanÓ product. Customers are well-aware of the built-in relationships and product synergies between Exchange Server and other BackOffice capabilities


A Look at Three Solution Providers and Two Customers


IDC completed on-site interviews with three Microsoft Solution Providers and customers. Each Solution Provider and customer case study details how Exchange Server services can be successfully marketed as well as describing many aspects of what makes a successful Solution Provider customer relationship. The things that surprised us during these conversations were:


¥	The ambitious nature of the customerÕs future plans


¥	The recognition that Exchange Server is a very mature piece of software


¥	The latent demand for increased scalability on the part of large e-mail users


¥	The recognition, even by large IS shops, that they need a significant knowledge injection from the Solution Providers


¥	The degree of expertise that can be leveraged on the part of the Solution Provider from their BackOffice business


¥	The need for flexibility on the part of the Solution Provider to bundle and unbundle services


¥	Exchange Server is an application that affects every desktop in the organization, therefore, it is very visible 


¥	Exchange Server is envisioned as the perfect unifying environment for companies that have multiple e-mail systems


¥	The rate at which customers intend to move up the experience curve from electronic mail to sophisticated client/server applications


The three Microsoft Solution Providers and their respective customers that agreed to participate in this study included:


¥	Command SystemsÑCONVEX/Northeast Utilities


¥	SQLSoftÑMetro


¥	Rainier
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Command Systems


Pond View Corporate Center


76 Batterson Park Road


Farmington, CT 1-800-292-1755





Command Systems differentiates itself by offering complete automation solutions. In order to beat global competitors for its local Fortune 1000 accounts, it is imperative that Command build synergies between the vast array of technologies its customers may require. Command has recently made a strong investment in MicrosoftÕs Exchange server to leverage many areas of its client server expertise.





Background


Command Systems is a mid-sized systems integrator headquartered in Farmington, CT. The company was started in 1985 as a mainframe consulting firm, but quickly widened its spectrum of services to include client/server consulting, object-oriented programming, training, outsourcing, and more. Command Systems is now able to differentiate itself on the basis of offering turn-key solutions with all necessary application development, project management, training, and documentation. As a result of this expansion, Command Systems has been growing at an estimated 60% per year during the 1990s and now employs over 150 people.


In order to support its differentiation strategy based on full-service solutions, Command Systems must continually keep on top of technology cycles. This means being able to evaluate new developments in the industry and assimilate a complimentary set of products more rapidly and efficiently than its competition. This is a challenging task as Command competes with some of the worldÕs largest integrators and consulting agencies for some of its accounts. Additionally, many of the products Command sells are highly sophisticated, mandating that the company continually reinvest in staff skills.


The costs of its market leadership strategy are substantial. One of the key factors affecting the companyÕs cost structure is the amount of synergy that it can create between products. For instance, a customer automating an accounts payable department may require new hardware, a client/server applications environment, networking services, a front-end forms capability, a back-end relational database, shared file systems, electronic mail, workflow, and document imaging. In order to fulfill this wide-ranging requirement, Command must integrate a basket of technologies from a variety of vendors who have built products independently. The better Command is able to leverage its skills in application development with the database, messaging platform and shared file system, for instance, the more attractive its offering is to the customer. Command views Exchange server as fulfilling this role for many of its services.


Opportunity


The first wave of customers that Command expects to see for Exchange Server are organizations seeking to upgrade existing e-mail installations. As Jim McGovernÐSystems Architect, observed this is only the beginning, ÒInitially, Exchange Server will strictly be an upgrade to MS Mail, but once we get customers through the e-mail solution, we will be able to drive them into some of the cooler things that Exchange Server can do.Ó


Many MS Mail sites recognize that their messaging technology is no longer adequate. They are looking for increased scalability as well as features such as bulletin boards, public folders, and collaborative applications. In addition to upgrading, these customers typically are interested in standardizing on Exchange for corporate-wide messaging. Aggressive sites are already moving their MS Mail post offices over to NT servers in anticipation of making their Exchange implementations much easier. As a result, Command believes that there is a great deal of latent demand for Exchange. 


The primary motivation for standardizing on Exchange is the fact that many large customers come from a mainframe heritage and have only experimented with client/server technology at the departmental level. As a result, Command has encountered environments in which there are as many as nine different mail systems within a single company. This type of situation generates an inordinate amount of administrative overhead Ñ directories and distribution lists are difficult to manage, a proliferation of gateways is required, and a staff of specialists must be maintained to support the corporate messaging backbone. Command expects that this Òmixed messagingÓ epidemic will drive the need for planning, integration, installation, and help desk services.


While the heterogeneous nature of many mail systems certainly complicates Exchange deployment, it also presents a ready-made business case for the product. Once Exchange is fully installed, it allows for a consolidation of messaging resources. In addition, Exchange provides a foundation for a great deal of post-installation sales. Services such as Internet connections, forms design, and database integration are natural extensions of the Exchange infrastructure. In fact, Command expects that Exchange will augment demand for many of the other technologies it sells such as document management, front-end applications, MAPI, document imaging, and workflow. Third-party applications including integrated voice messaging, pager gateways, and news feeds to the desktop also represent significant post-installation opportunities.


Since Exchange integrates relatively smoothly with these other opportunities from both a technical and business process perspective, it will enable Command to capitalize on a growing market niche of solution sales to medium-sized companies. As Nicholas Thermenos, Manager Strategic Relationships, explained, ÒWe see a lot of interest in emerging technologies from organizations in the 200 to 2,000 PC range. We have to be able to provide the whole process automation system for them at a lower price. They canÕt afford to hire a project team to implement a complex system, but they can afford to hire one person to maintain it once it has been fully deployed. Exchange Server offers a cost-effective platform for us to address their needs.Ó


As a result of the many market opportunities surrounding Exchange, Command estimates that it will be able to generate approximately $2 million of annual revenue with a team of three to five certified Exchange consultants. Product revenues are expected to represent less than 5% of that total, with services driving the business model.


Investment


Exchange is a complex product, and it requires a combination of skills that may not be present at all SPs. For instance, Jim McGovern recommends, ÒTo really capitalize on Exchange Server you not only have to be a networking person, but you must also know how to program.Ó Knowledge in a variety of related technology areas is useful since most Exchange deployments will probably evolve through encounters with x.400, TCP/IP, SMTP, domain issues, RPCs, forms, VB applications, and SQL Server integration. 


Therefore, staff training is the paramount issue for Solution Providers. To be really successful with Exchange, it will be necessary to have or acquire the following staff resources:


¥	A person who knows networking, NT, DNSs, and the Internet. 


¥	An application developer who is fluent in Visual Basic, C++, or PowerBuilder, and has experience with SQL Server running full-scale relational databases. 


¥	SMS is a key facilitator for customers doing large scale rollouts, therefore, SPs should have a couple of NT pilots under their belt with SMS. 


Although the training required for building an Exchange team can be expensive, Command Systems uses its certification portfolio to differentiate itself against some of its largest competitors.


Lessons Learned


In light of their experience with the beta product both in-house and at customer sites, Command is convinced that the R1 release of Exchange will be met with a high degree of market acceptance. As Jim McGovern observed, ÒThe wide-scale testing and many large customers involved in the beta program have benefited Exchange Server technically and in terms of market confidence. There are zero reasons for customers to wait for the first revision. Additionally, the universal in-box delivered with Windows 95 and the sample applications included in Exchange Server will drive grassroots demand and make the sales cycle easier.Ó Therefore, Command believes their early investment in the product will prove to be expeditious.


�
CONVEX/Northeast Utilities


Newington, CT	





Peering into the control room at the Connecticut Valley Electric ExchangeÕs (CONVEX) Control Center is like being a fly on the wall in a NASA launch control room. Across four wall-sized screens, the schematic for the transmission bulk power system serving 1.2 million people is under constant supervision. The dispatch center thrives on high-reliability communications systems for its around-the-clock operations. Today, the center is utilizing Microsoft Exchange Server to bring disparate messaging and operational applications, together with project and task tracking on a single communications platform.





Company Background 


There is a major restructuring occurring in the utility industry that has dramatic implications for every aspect of the business. Throughout most of their history, utilities have operated as regional monopolies. Each supplier had a captive local market that restricted competition. Today, the industry is being deregulated in much the same way as the telephone industry in the early 1980s. As a result, an electric company in Pennsylvania or Canada will be able to advertise rates to customers throughout the northeast United States. Customers will now have a choice of who they pay for their electrical power, even though delivery will take place across the existing local power companyÕs infrastructure. Essentially, owning the distribution grid no longer translates into owning the customer.


This was a wrenching shift in the telephone industry when the Federal government broke up Bell Systems into regional companies. The transition is expected to be even more challenging in the utility industry where there are many small, regional companies that must now compete with very large, aggressive competitors. As a result of this change, companies such as Northeast Utilities are being forced to downsize, consolidate, and reengineer processes that have been in place for up to 40 years. 


Business Challenge


The challenge for Northeast Utilities (NU) is that it is a very large organization, employing a workforce of over 9,000 to supply electrical power to its 2 million customers. The scale of operations means that the company cannot afford to implement cost-cutting measures on a wholesale basis throughout the enterprise. As a result, it must have a proving ground to develop the necessary expertise, identify the appropriate technologies required for success, and demonstrate the benefits of any proposed initiative. The company has turned to a department called the Connecticut Valley Electric Exchange Server as the incubator for programs that will benefit the company at large.


CONVEX is the dispatch center that manages the power grid for all of Connecticut, western Massachusetts and southern New Hampshire. Although NU owns the lionÕs share of CONVEX, it is not the only utility served by CONVEX. Each of nine other local utilities throughout western Massachusetts and southern New Hampshire also rely on CONVEX to control the flow of power to its customers, and each owns a small equity stake in CONVEX. As a result, CONVEX is a largely independent entity that can move very quickly because it is small and separate from corporate directives.


�
Before Exchange Server


There are 40 employees across three departments within CONVEX. The majority of these are employed in the Operations department which monitors the grid around the clock. The System Practices and Training department comprises two individuals who are responsible for maintaining all operating policies and conducting training for each procedure performed by operations. The Operations and Engineering department employs ten people for information systems support, networking and computer training.


CONVEX has a legacy environment of DEC VAX clusters and workstations that it uses to run its Energy Management System in the Operations area. As a result, there was a natural affinity for DECÕs All-in-1 message package. However, All-in-1 doesnÕt interface well with other applications. As a result it has proven to be expensive to maintain, and it is very resource-intensive to build the necessary graphical views of data. According to Paul Simons, Associate Programmer and Exchange Server Project Manager, ÒWe are moving to Exchange Server in order to open up our messaging and applications environments. We want to break out of the limitation of character-based mail, and take advantage of products like Access and SQL Server. The Microsoft products will enable us to present data in a more user-oriented way.Ó


After Exchange Server


In May 1995, CONVEX moved from an old facility to its current location. At the same time, NU corporate initiated a corporate-wide desktop deployment. CONVEX took advantage of this transitional period to move all desktops to NT and to install NT servers for its internal network. It now has standardized on Dell Pentium 90 workstations with MS Office, Exchange Server, BackOffice, and Hummingbird for NT as the PCX server. Exchange Server has been up and running for the 15 users since June on one Proliant P66 server with 160 MB of RAM and 8 GB of disk space. The server will run NT, Exchange Server, and SQL Server.


The long term goal is to migrate all All in 1 applications to the Exchange environment. CONVEX also wants to take advantage of database integration with Exchange Server in order to make operational data more useful at the desktop. By presenting data in a format in which it can be quickly analyzed, users become much more productive, and the department can be run more efficiently. This will require migrating off the DEC workstations currently used in operations and will probably take some time. 


However, support groups have already capitalized on some of Exchange ServerÕs team computing capabilities. Since there is a fairly small group of support personnel, there are overlapping teams and simultaneous projects under way. As a result, project and task tracking and staff scheduling are significant issues. Prior to Exchange Server, managing the coordination of projects and staff resources was a matter of passing memos and getting updated at the water cooler.


Today, CONVEX has taken advantage of Exchange ServerÕs built-in integration with the MS Office suite and has linked Exchange Server with Schedule + and Project 95. Now when a project manager wants to schedule a meeting, the system automatically scans the schedule of each team member and returns with the available times. This has greatly eased the project planning by reducing conflicts. Managers now have higher confidence in meeting project milestones.


As a utility, CONVEX also plans to address many of its business processes with applications that leverage Exchange Server. Possibilities run from the mundane to the elaborate. For instance, an automated timesheets application could be deployed to everyone. NU corporate employs a large field service force that requires constant communications with managers. As a result, CONVEX is in the process of writing their own pager gateway to send alpha-numeric messages to the field. As a utility NU is required to have all operational instructions documented and readily accessible to operators and field engineers. Therefore, CONVEX also foresees the need to add document management and imaging. Paul Simons summed up CONVEXÕs strategy, ÒWe would much rather extend the capabilities of Exchange than have to go out and buy another application.Ó


In addition, the NT-based Exchange Server deployment satisfies the need to interact with a variety of communications protocols including DECNet, IPX/SPX and TCP/IP. These are vital because CONVEX must support field personnel who use Windows 95 on notebooks from remote locations, as well as communicate with NU corporate users whose messaging systems include MS Mail, IBM Profs, DEC All-in-one, Lotus Notes, and NovellÕs Groupwise. 


NU corporate is closely watching the success of the Exchange Server deployment because they are striving to establish a single corporate standard for messaging. Currently, its heterogeneous environment generates enormous staff and resource overhead. It has tried just about every other messaging product out there and has not been convinced that any of them can fulfill all of its requirements.


Command Systems recommended Exchange Server based on CONVEXÕs NT environment. Command did the installation and got SMTP working. Command is also providing consulting on BackOffice, but CONVEX filled out the directories and addressees and has enough programming expertise in-house to fulfill most of its applications requirements on its own. The future role of Command will be for planning, to provide exposure to product capabilities, and to help though the evolutionary process of adding new technologies. 


Lessons Learned


Exchange Server works well right out of the box, but it helps to have your NT servers, Internet gateways, and SMS in place before you move to Exchange Server. Since CONVEX had a SMTP server in place, installation was a breeze. Command spent one day on site installing Exchange Server, and after another two days of user questions and tuning, that was it. This first experience with the product really impressed CONVEX. As Paul Simons commented, ÒThat type of fast, clean implementation is amazing for a beta product.Ó


Paul Simons explained how Exchange Server provides impact right out of the box. ÒExchange Server is a full SMTP-based client/server e-mail system. Because of its ease of use and built-in interfaces with the Internet, Office and BackOffice, you get performance gains simply by not having to maintain it. I would spend approximately two hours per week maintaining our old SMTP gateway, but now I only spend two hours per month. ThatÕs a 75% reduction and opens up my time for more important activities.Ó


�
SQLSoft


1750-112th Ave. N.E.


Suite B101


Bellevue, WA 98004


1-800-453-1753





SQLSoft has developed a niche expertise in consulting and training for IS personnel on Microsoft BackOffice products. The business is limited by its ability to attract staff with in-depth understanding over the full range of BackOffice products and proven experience with large network implementations. Strong demand for training had shifted the companyÕs focus away from consulting toward training in the last two years, but SQLSoft is looking to re-emphasize its consulting practice. For the near term, Exchange Server is the product that SQLSoft believes will provide the strongest link between clientsÕ training experience and the demand for strategic consulting relationships.





Background


SQLSoft was founded in 1988 to provide client/server development services to corporate customers. The company made an early commitment to MicrosoftÕs SQL Server and Visual Basic, and designed their networking, document management, system integration, and consulting services to feed into this expertise. To further leverage their knowledge, SQLSoft developed a series of accelerated training programs for SQL Server and LANManager aimed at experienced IS personnel. In addition, SQLSoft resold Saros Mezzanine for document management and Lotus Notes for groupware applications to meet the rising need for ad hoc and administrative process automation.


Nearly a year and a half prior to MicrosoftÕs launch of NT, SQLSoft devoted a large percentage of their resources to NT in terms of its consulting expertise and training programs. Its aggressive early investment paid off when it won a contracts with Microsoft to do training classes for prospective NT trainers and Microsoft divisions outside the US. It has subsequently been used by Microsoft on similar training initiatives for all BackOffice products including SQL Server and Windows 95. As SQLSoft added more products to its training curriculum, it experienced greater demand from their other clients as well. As a result, training grew from about 30% of revenues in the late 1980s, to approximately 70% today.


According to Mark Scott, VP of Marketing, ÒWeÕve been extremely successful with our efforts in training, but in the long run that aspect of our business is limited by resource and facility constraints. We're at the point now where we want to start building up the consulting side of the business again.Ó


�
Business Challenge


Now that training is the primary source of both revenue and customer contact, it is essential for SQLSoft to establish stronger links between a customerÕs training experience and future consulting projects. Currently, there is some crossover between the two sides of the business, but it generally is limited to short-term projects or high-level architectural issues. The goal is to offer a full range of planning, installation, application development, and support services that will lead to more strategic, long-term relationships with customers.


This model will also resolve another problem that is symptomatic of all small, high-growth companies, namely, allocating human resources. All 12 of the companyÕs certified consultants must teach classes on a variety of technologies. As a result it is difficult to find people who are qualified to do both consulting and teaching equally well and, some employees have required up to $12,000 worth of training classes over six months before they have booked their first billable hour. In addition, since classes are scheduled months in advance, there is only enough time in the schedule for quick consulting assignments. Ultimately, SQLSoft needs to develop the consulting side of the business to the point where employees do not have to do double duty, but can rotate between the training and consulting arenas on a three to six month basis. This way, it can hire people based on a well-defined set of requirements, making it easier to find the best candidates and assimilate them more rapidly into their jobs. 


Opportunity


SQLSoft views Exchange Server as the linchpin in its near term consulting strategy. The product not only represents the next generation of messaging, it is also NT-based, highly integrated with SQL Server and BackOffice, and lays the foundation for customized application development. As a result, Exchange Server dovetails perfectly with its existing skills. SQLSoft expects that Exchange Server will keep customers coming back for training as their needs evolve from simple e-mail to more sophisticated database integration. However, as customers move along that curve, SQLSoft also expects to see a rising demand for value-added services.


Steven Schwartz, Systems Engineer at SQLSoft, explained the impact he expects Exchange Server will have on the business. ÒExchange Server offers both e-mail and an applications development environment which are normally under the domain of different groups within a customerÕs IS organization. Since no single individual has expertise in both areas, we can offer the same level of e-mail consulting services we do now, as well as all sorts of application development and integration services. For example, the typical VB developer is probably not prepared to handle all the components of the admin program, the back-end database, and issues such as server loads, remote users, x.400, the Internet, and general messaging. As a result, there is always some area where outside consulting services will be needed.Ó


There is no question that Exchange Server will generate a great deal of business from customers who are upgrading from Microsoft Mail, especially those who are also using Windows for Workgroups. The advantages of Exchange Server over MS Mail that SQLSoftÕs customers find most compelling are:


¥	Administrative tools 


¥	Built-in networking integration (MAPI, Internet, x.400)


¥	Scalability


¥	Public folders 


¥	Security


Although Exchange Server is positioned as a product that can scale up to support enterprise-wide rollouts, Steven Schwartz explained that is also can make sense for smaller organizations as well. ÒIn a small environment, if you want to do messaging, you have to buy a server. If you also want to provide access to the Internet and remote users, first you have to buy a separate product to support SMTP, then you have to do all your own integration. ItÕs more economical to buy a single product that provides e-mail, remote access, Internet, and an application development environment right out of the box.Ó 


In addition, developers can leverage some of the built-in information handling capabilities of Exchange Server and do their programming more efficiently. Exchange Server can do most of the viewing, organizing, and transferring of data, so developers can simply create modules of code to create links to other applications. This means that the costs and time required to perform many application development and integration services are substantially reduced. 


According to Mark Scott, ÒExchange Server also represents an opportunity to enter a new segment of the market. Due to its superior mail capabilities, many Novell NetWare shops are looking at Exchange Server, and they need NT to run it. WeÕre already seeing Novell customers who are migrating their MS Mail post offices to NT so that they will have an easier upgrade to Exchange Server. This could potentially be a huge market for Exchange Server.Ó Since most NetWare shops do not have expertise with Exchange Server, NT or BackOffice, they will also require training and consulting services.


Exchange Server Investment


Exchange Server has many capabilities built on its robust mail server technology, and much of the investment required on the part of Solution Partners starts with mail. The beauty of the product is that SPs can start their consulting and implementation practices in fairly short order, and then move up the learning curve as customer demands evolve. The biggest investment required of the product is simply the time it takes to become fully versed in its many features and the way Exchange Server integrates with other products. 


For example, success with Exchange Server implicitly requires an understanding of NT. Expertise with BackOffice, the Internet, TCP/IP networks, SQL Server, and even x.400 messaging protocols will prove highly valuable in getting the most out of the product. Therefore, Exchange Server represents an avenue by which experienced SPs and their customers can move into application development for ad hoc and administrative process automation. 


SQLSoft is unique both in terms of its Exchange Server investment and in terms of its perspective on the product at this early stage. Its employees must not only understand Exchange Server with respect to design, installation, and support, but must also be able to conduct training classes for customers as well. As a result, SQLSoft is not content to simply stay one step ahead of its customers, which might be satisfactory for most SPs. Instead, it invests heavily in terms of their organizational commitment in order to train SPs and Microsoft divisions outside the US, in addition to their own clients.


To attain this level of understanding with the product, SQLSoft sent seven of its engineers through the three-day Exchange Server training at Microsoft. This three-day course is essentially an introduction to the product, but is by no means a comprehensive certification program. To augment its experience with Exchange Server, SQLSoft installed the product in its own offices and went right into production with the mail backbone. To run Exchange Server, SQLSoft bought a new server with 64 MB of RAM and spent about a week to fully install the server, attach it to the Internet, and configure the x.400 gateway. SQLSoft also helped revise the Microsoft Exchange Server courseware, and did the international SP training for the First Look program in conjunction with another company. 


�
Lessons Learned 


¥	Deploying Exchange Server in co-existence mode with MS Mail requires control of the addressing protocols between the two address systems. Since users will have the same address in both directories, you must be aware of which server users are hitting first so that messages arenÕt missed or duplicated.


¥	The public folder capability to display files according to the properties of the document is a prime selling factor. According to Steven Schwartz, ÒWhen we do demos for clients, this is one of the things that really drops the jaw. This is something that you canÕt do with any other mail package, and itÕs easyÓ


¥	Exchange Server has more in common with programs such as SMS or SQL Server both in terms of the level of complexity and in terms of the opportunity for building upon the basic product capabilities.


Exchange Server has a very strong synergy with other products and communications platforms that open additional sales opportunities. For instance, for a large-scale rollout, customers should move to NT servers and install SMS in order to facilitate Exchange Server installation across thousands of users. Additionally, most customers will integrate Exchange Server with the Internet, and look to leverage it with other applications such as workflow and imaging to complete their ad hoc and administrative automation needs.





�
Metro/King County


Seattle, WA





Metro is a municipal government organization responsible for a variety of public services in the metropolitan Seattle area. Recently, it was merged with a larger King County agency with many more departments. The merger has created a heterogeneous communications infrastructure for over 8,000 employees. The combined organizations are now implementing a standard for electronic mail based on Microsoft Exchange in order to provide a quantum leap for messaging and the potential for departmental business applications.


Company Background


Metro was originally started in the mid-1960s for water cleanup projects and to wholesale sewage treatment throughout the greater Seattle area. Several years later, bus service for the area was also placed under MetroÕs domain. Additionally, Metro manages many of large multi-year public works projects, for instance building $500 million sewage treatment plants. Prior to the merger, therefore, Metro had 2,500 employees and a clearly defined structure.


King County, however, has over 40 different departments and nearly 6,000 employees who perform a wide variety of functions. The following list is just a sample of the public services offered by King County:


¥	District and county courts


¥	Sheriff department and corrections


¥	Roads and highways


¥	Water and sewer


¥	Land permitting


¥	Parks and recreation areas


¥	Community services


¥	Animal control


¥	Health and Social services 


The merger represents a dramatic change for Metro employees, and a challenge for integration and coexistence between two dissimilar public entities.


Business Challenge


Metro employees tend to be technically-oriented due to the engineering-intensive nature of managing water treatment plants and the complexities of scheduling and routing the cityÕs bus service. Metro IS, therefore, approaches technology evaluations from a strategic point of view, not simply as short-term solutions to immediate problems. For example, everyone who works at a desk for Metro has a phone, voice mail, and a PC. Metro is currently a Class B networking site, and uses the .gov server on the Web for their accessÐsomething they were only allowed to do because they were so far ahead of other government agencies utilizing the Internet. From a strategic perspective, Metro understands that technology must evolve to suit future needs, and therefore expects to reinvest year after year. 


In conjunction with the merger, a policy decision has been made to deploy computers and network applications such as a geographic information system and messaging across the entire combined organization. Due to their greater experience in these areas, the Metro IS staff was subsequently chosen to lead the project. 


One of the key challenges of implementing a standard e-mail infrastructure across such a large and diverse workforce is the question of ownership. Ironically, the response from those who already have e-mail systems has been less enthusiastic than the response from the departments who have never even used PCs before. This is due to the fact that mail-enabled departments already have LAN managers with platform preferences and installed users to service. The messaging standardization will, by definition, cause most of these individuals to change, and their support is critical for a successful rollout.


Before Exchange Server


Metro had implemented a messaging system, Higgins, from a company called Enable Software. This system was installed in the mid-1980s to support several hundred users because it appeared to meet most of the technical requirements put forth at the time. However, in the following years the organization grew to 2,500 users, beyond the design capabilities of Higgins, and the e-mail system quickly became overwhelmed. Performance was so severely degraded that it was taking several days for messages to be delivered. As a result, there was a significant amount of frustration on both the user and administrative sides of the system. 


It wasnÕt until the early 1990s, however, that the messaging infrastructure was overhauled. This time, Metro was looking for a leading provider with a solid product evolution strategy. Microsoft was chosen on the basis of leadership, and because Exchange Server was being built as the next generation of e-mail after MS Mail. Exchange Server satisfied more of the technical specification for the system than any other product Metro evaluated. Key differentiators about the product included:


¥	Robust messaging


¥	Good administration capabilities


¥	Scaling to the enterprise


¥	Distribution lists, public folders with assigned ownership


¥	Forms with fixed destinations and routing


¥	Simultaneous server and workstation message storage


¥	Secure send and RSA authentication


¥	ÒSend asÓ and Òrespond forÓ functions


According to Philip Attneave, Systems Engineer at Metro, Exchange Server also fulfilled another important requirement. ÒContaining support costs for our organization is a significant issue, even a small added cost per user becomes a budgeting problem for the whole project. Therefore, one of our other design goals with Exchange Server is to support 1,500 users per full time administrator.Ó


As a result, Metro deployed MS Mail with the intention of upgrading to Exchange Server when it was released. Making this level of commitment require redesigning the network services infrastructure, which was mostly Novell NetWare. Metro decided to leave their NetWare system in place, but to restrict its use to file and print services. Messaging and other value-added applications such as a geographic information system, automated timesheets, would be run on NT. 


This decision provided a twofold benefit. First, it eased the politics of ownership by making messaging an infrastructure issue. Local LAN managers will no longer have to support messaging on their Novell servers, thereby allowing them to concentrate on uptime and user support. Second, the move to NT set the stage for the Exchange Server rolloutÑno additional hardware or networking would be needed for the upgrade. In fact, Metro went as far as budgeting for Exchange Server in their project plan, which is based on a cost of $320 per user initially and $120 per user per year for support thereafter. These figures include all server hardware, client and server software, and installation to the server level, ongoing staff support and Internet access.


After Exchange Server


The actual availability of Exchange Server in beta happened to coincide with the merger and ensuing decision to standardize messaging at King County as well. As a result, Metro IS will be deploying Exchange Server to a variety of LAN-based mail environments including MS Mail, VAX- based mail, cc:Mail, Lotus Notes, and some departments that have no e-mail at all.


Initially, Exchange Server will be used to manage distribution lists and to send/receive Internet mail. Users will be migrated from MS Mail clients to the Exchange Server client. Then Exchange Servers will be deployed instead of MS Mail, finally all existing MS Mail servers will be migrated to Exchange Server.


When the Exchange Server rollout is complete, Metro plans to have four full-time mail administrators in central IS who are solely responsible for the system. As a result, the 40 to 50 local LAN administrators will no longer have to deal with mail issues.


According to Maria Balsamo, Senior Messaging Consultant ÒWe have been able to consolidate from an environment where there were 20Ð24 Novell servers with mail post offices, to our NT environment where we have four dedicated servers with two post offices each, for the same number of users.Ó


Lessons Learned


In large organizations, distribution list management is normally a big administrative headache. Exchange Server will consolidate the various directories for internal, x.400, and Internet lists. 


Security is a key issue for government implementation. With the old mail infrastructure, everything on the network had to be considered public. E-mail usage therefore was restricted for areas such as the police and health departments. Exchange Server has provided the necessary private and public folders and C2-level security for confidential information to be sent electronically.


Consolidation has allowed Metro to identify the costs of desktop applications for the whole enterprise for the first time. While this may be a double-edged sword, it offers for the first time, the potential for truly evaluating the cost-benefit equation of the system when the project is complete.


The key factor for a successful rollout of this scale is the project team. At Metro the team consists of six people with varied expertise in project management, networking, messaging protocols, the Internet, x.400, and NT. Other essential ingredients include a viable help desk, inter-departmental coordination, user training, and a third party that can supply technical expertise and integration services when required. 


According to Phil Attneave, ÒThe fact that Microsoft is a single vendor that can supply all the functionality we require is definitely an influence on our product planning.Ó





�
Rainier


5353 Gamble Drive, Suite 300
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Rainier is 12 months old with 20 employees and scheduled to have more than 50 by the end of 1996. With a pre-tax profit goal of better than 25% Rainier is able to finance their 100% + growth rate purely by supplying the professional services required by their customers to fully exploit Microsoft BackOffice and Exchange Server.





Background


Rainier was founded by Dave Eaton, who spent more than 10 years managing and installing distributed networks while at the same time gaining substantial exposure to NovellÕs NetWare. As Mr. Eaton, President put it, ÒThe more contact I had with a variety of companies, the more I realized that many of our customers could benefit from a bundled product approach when it came to an operating system, network software, database technology etc. The bundling concept gives companies a tremendous opportunity to standardize on a single platform.Ó


Rainier recognized that the bundling options of BackOffice offered it a unique business opportunity. At the same time, Rainier realized that the customer did not have to buy in to all of BackOffice for Rainier to be able to sell its services. In fact, initially most customers only purchase a portion of BackOffice such as SMS to manage their PCs more effectively or perhaps replace NetWare with NT. At a future date a customer may elect to deploy SNA or SQL Server and continue to enhance their overall investment in BackOffice over time. The result for Rainier is that the customer can adopt BackOffice at a comfortable rate. Based on this notion of bite-sized adoption of new technology Rainier has designed its business model for professional services. 


Business Challenge


In order to exploit the professional services opportunity associated with BackOffice and Exchange Server, Rainier has developed offerings that compliment both the bundled as well as the a la carte aspects of MicrosoftÕs products. As David Eaton explained, ÒFor a customer, a very large part of the attraction that BackOffice and Exchange Server has is that it can be deployed gradually and customers can ease their way onto the platform over time. Therefore, it makes a lot of sense if we can offer services which range from turnkey to very discrete. This means we add the most value every time no matter what combination of Microsoft products the customer elects to install.Ó


The need to provide a complete range of services translates into some very significant organization issues. Rainier believes that it is key to have specialists in each aspect of Microsoft BackOffice. This means having SMS specialists, Exchange Server specialists, and individuals well versed in SNA and SQL Server. At the same time each specialist has to have enough knowledge about a second aspect of Back Office so that there is overlap. One important caveat for Exchange Server is that the ideal person is someone that already has extensive knowledge of electronic mail and, ideally, Microsoft Mail. As Damon Zaylskie, Project Manager put it, ÒVery often customers installing Exchange Server will have an investment in their mainframe e-mail which they cannot afford to give up. Integrating Exchange Server with mainframe e-mail is a great deal easier if you have a good background in the directory issues associated with Microsoft Mail.Ó


Rainier has developed a number of successful strategies for pricing and bundling its professional services:


	One of the bundling strategies that Rainier has found to be particularly successful is that of pilot services. For example, it offers an SMS one-day pilot for $995 where it will go in to the customers site and install SMS on a single server. Rainier then connects that server to the customerÕs network and proves it can connect to SMS, collect software/hardware inventory, and show all the SMS functions on the network. It also bundles SMS design services where it goes in and designs an SMS system based on the customerÕs existing network. The customer gets an SMS implementation plan which details exactly what its SMS architecture would look like as well as step-by-step instructions of the phases and tasks that have to be completed to get to a full production SMS implementation. Sometimes the IS department will take this plan and go off and implement it independently. More likely the customer will retain Rainier to implement the plan. As David Eaton explained, ÒMost customers are unlikely to undertake an SMS implementation unless they have a very experienced staff. There are a lot of decisions as to how to architect your primary site servers, your secondary site servers, and what do you do with data running across the WAN, etc.Ó As a result, pilot programs have been very well received by the market at large. In particular, as Damon Zaylskie explained, ÒOur largest competitor is ÔHOÕÑmeaning that for those customers not electing to proceed holding off (HO) to go from NetWare 3 to NetWare 4 is the most common situation. Providing these customers with a better motivation to make a decision is key.Ó


Another key strategy for Rainier has been training. It budgets almost $250,000 per year for training its 20 employees. In fact, it budgets $100,000 for the entire company to spend one week at Tech Ed. David Eaton describes Tech Ed ÒAs a Mecca for providing the latest technical and product direction information on Microsoft products. This is an event that one simply cannot afford to miss. All the resources are present so that no matter what your level of technical expertise you will still be bowled over by all the information which is available to you in very short order.Ó In addition, as each employee is formally trained on a product such as Exchange Server he or she transfers this knowledge to other employees. Furthermore, system engineers get together once a month for lectures by outside parties such as Arcada, on subjects such as back-up for NT.


For most small companies experiencing rapid growth cash flow is a very significant issue. RainierÕs solution has been to obtain retainers from many of its major clients. This has the benefit of improving its cash-flow as well allowing it to provide a more timely response to new automation initiatives which previously had to wait for a purchase order. As David Eaton explained, ÒWhen you are growing as quickly as we are cash flow is a very significant issue. One of our employees noticed that much of our work was deemed time critical by our customers so getting a retainer was in both our best interests. This way the client did not have to wait for the accountants to give them an official go, while we have less pressure to always get our bills out on time.Ó


Exchange Server Investment


According to Rainier, Exchange Server is exciting because Rainier can add so much value to it. When Rainier adds SNA Gateway to a customerÕs site it installs and tunes it and thatÕs it. In contrast, Exchange Server allows Rainier to provide several levels of different services:


¥	Installation and integration


¥	Electronic Forms Designer


¥	Visual Basic 4.0


¥	Message enabling


Installing Microsoft Exchange Server and tuning the system is relatively simple. However, many customers require integration with existing electronic mail systems. In addition, Exchange Server is a true client/server application therefore, Rainier expects the role of the Solution Provider to be much greater with Exchange Server than is typical with Microsoft Mail.


Creating forms with Exchange Forms Designer is the second level of services that most Microsoft Solution Providers will be able to offer. The forms designer which comes with Exchange Server allows you to rapidly automate simple business procedures such as travel requests, expenses, and capital expenditure requests.. The Forms Designer is also an excellent educational process for customers to begin to understand the business and technical issues associated with work flow.


Visual Basic 4.0 will be the preferred tool of choice to automate more complex business processes. Using Visual Basic 4.0 as the forms designer tool allows you to complete a more complex form. In particular where there are drop-downs that are going against SQL Server it makes a lot of sense to use Visual Basic as opposed to the Exchange Forms Designer.


Message enabling is another level of service where Rainier sees prospective customers willing to purchase services. Since Exchange Server can mail-enable any MAPI-compliant application and subsequently kick-off both simple and relatively complex work flows, this is another way to extend the business process automation potential of Exchange Server. 


Rainier is currently completing nine Exchange Server pilots to get an idea of just what kind of service revenue and work is involved for Exchange Server. RainierÕs experience to date suggests that a 1,000-user Exchange Server site would take four person-months to install and this would generate at least $100,000 in service revenue for e-mail alone. This would include activities such as:


¥	Site install


¥	Test


¥	Migrate users


¥	Basic form design


¥	Integrate with existing e-mail


RainierÕs costs for this four-month stint including all salaries, employee benefits, and associated corporate overhead would be less than $75,000, thereby providing a pre-tax margin exceeding 25%.


As a business partner, a new software product requires investment in terms of training, human resources, very often new hires. Why should you take these risks unless Exchange Server has significant technological advantages vis a vis Microsoft Mail and the competition? According to Damon Zaylskie, ÒMicrosoft Exchange Server, even in its beta version, has some very significant features and functions which more than justify our investment to date. For example, one can administer several Exchange Servers from a central site, and create a distribution list that can have users from more than one post office.Ó This means that customers more inexpensively can manage groups of workers in different areas of the enterprise.


From a performance comparison basis, one of RainierÕs customers when sending mail through a softswitch took 1.5 hours, but with Exchange Server mail arrives in 15 minutes. The increased performance is due to the fact that Exchange Server uses several different formats at the same time, the gateways are in the engine and Exchange Server has a faster engine with less hops and less translation involved.


In the short term Rainier believes that the market opportunity with Exchange Server will be installation, tuning, and integration with existing e-mail. Business partners should be prepared to also complete auditing and clean-up of the existing system. As Damon Zaylskie explained, ÒMail stabilization has to be a priority. Users need to get all their ducks in a row first. In the medium term the key services will be to enable a new business process through Exchange Server as well as manage upgrades to a new version. Longer term of course there is Cairo.Ó


Lessons Learned


Based on the nine Exchange Server projects that Rainier currently has underway Rainier has learned a number of significant lessons including:


¥	Prospective Exchange Server customers tend to underestimate the functionality of Exchange Server. As a result, customers tend to minimize the hardware requirements. Rainier recommends that all of their Exchange Server customers start with a dual processor.


¥	Early indications suggest that Exchange Server will scale very well. In fact one Exchange Server site has more than 6,000 users on a single server (8 processor AT&T GIS)


¥	No matter what you plan, the customer will always come up with the unexpected


¥	Make sure the customer writes down its needs before the project starts


¥	When customers realize that the line of business people can develop their own e-mail forms and automate their own simple business process without going to IS or an outside party they get extremely excited


¥	Make the investment in an Exchange Server specialist and try to ensure this individual already has an extensive e-mail background


¥	Prior to Exchange Server, Rainier did not market its services to companies with fewer than 500 PCs. The theory behind this decision was two-fold. Small companies do not have the volume of data to typically require SQL Server and IS commonly does not have the skill-set to develop or maintain client/server applications. Exchange Server will change all this because Electronics Form Designer will allow even the most resource-constrained IS shop to automate simple business processes easily and quickly.


Exchange Server can provide competitive advantage if customers take the time to develop a strategic vision for the product. Exchange Server will be very visible, it will affect every desktop in the organization. Therefore, planning is critical. As a result, Command recommends that its customers use a consultant who understands how product capabilities can fulfill business process requirements early on in the planning stage.


Customers should be willing to make a realistic evaluation of their skill set before trying to implement Exchange on their own. Even though the set-up Wizards make it easy to install, you really do not want to learn architectural issues on the fly. Therefore, it is wise to anticipate utilizing outside providers to ensure a smooth deployment.


The degree of change involved in moving users from a variety of mail desktops to a single standard requires excellent help-desk and support capabilities.
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