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I recently had the opportunity to sit down with
two well-recognized thought leaders that
specialize in using technology to transform
field service operations and profitability.
Matt Pfohl is co-owner and EVP of Sopris
Systems, widely regarded as a technology
leader in digitizing field services. Ben Volmer
is the Global Field Service Director for
Microsoft.
In this 14-page interview, they discuss a wide variety of issues ranging from
outcome-based service models, to servitization, trends and technologies. The
conversation is packed with examples and recommendations of how you should go
about optimizing your field service operations. The interview breaks down into three
logical sections:

Section 1: Field Service markets, trends and technologies
Section 2: Digital Transformation – Where to start and what to expect
Section 3: Sopris + Microsoft: Best-in-class solutions and approaches

About the Participants
Matt Pfohl
EVP, Sopris Systems
Matt Pfohl is EVP at Sopris Systems
(www.soprissystems.com), a recognized leader in
services sector automation. Matt is a serial
entrepreneur with more than 20 years experience
founding and managing companies ranging from
adventure travel to technology. Matt was instrumental
in introducing an industry-first approach to the
Microsoft partner channel.
He began his career in sales and marketing in Europe
and has held several top executive positions in major
companies in the US. services sector. Matthew earned a bachelor’s in political science at Rollins
College and continues to work as a strategic advisor for a variety of companies worldwide.

Ben Vollmer
Global Dynamics 365 Field Service Director,
Microsoft
Ben Vollmer is a 20-year veteran of Microsoft. Ben was
one of the first field resources dedicated to Dynamics
CRM and has been involved with Dynamics CRM since
the V1 Alpha.
Today, he is exclusively engaged with strategic
customers and partners to help them maximize the
value of integrated Field Service solutions. In addition
to engaging partners and customers, he is responsible
for the engagement and enablement of Microsoft
subsidiaries Worldwide. Some of the notable customers he has helped include WellCare,
Tyco, CSX and Raymond James. Ben is a no-nonsense Field Service Leader that helps
companies maximize all three areas of Field Service: People, Process and Technology.
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Field Service: Markets,
trends and technologies
Matt and Ben, thanks for taking time from
your busy travel schedules and joining the
conversation. Let’s start with a definition:

What does “digitized field
service” mean to you?
[Matt Pfohl, Sopris] It’s a good question.
What digital field services means depends
on who you ask. It varies from company to
company. For some it may mean
integrating and automating field operations
with the administrative back office side of
things. Or it may be more sophisticated, like
moving into a connected field service
model, whether that be monitoring or a
command and control type of situation on
assets a company is servicing either for
themselves or for their customers.
For many it means a customer self-serve
experience, so the ability, like with Uber, to
request work via an application and then
have visibility to where the technician is and
when he or she will arrive. Smart
companies today are focused on how to
improve and empower the customer
experience. That’s at the core of many field
service initiatives and there are lots of
opportunities to accomplish this goal.
[Ben Vollmer, Microsoft] Connected field
service is more than just field services plus
software – that’s too easy of a way of

looking at it and thinking about it. To me,
Field service is about moving to an
outcome-based model or moving to a
servitization model, which really is kind of
one of the same when we think about
connected field service.

What do you mean by outcomebased model?
[Ben] Field service organizations today
usually sit in one of three stages of
maturity; a cost center, a profit center or an
outcome-based center. Connected Field
Service (CFS) helps bring big data, AI and
IoT together as an overlay to traditional
business systems. When done right, you
can create a new business model that did
not exist six, 12, 18 months ago. It allows
you to expand your business in ways you
may not have thought possible.

What industries are you seeing
making investments to
enhance their field service
capabilities?
[Matt] We are seeing a few major buckets.
Let’s start with manufacturers. More and
more are looking to provide value-added
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services around the assets or the
equipment that they manufacture. Since
they’re the ones that designed and built the
equipment, their customers realize there is
no better company to provide service and
maintenance. And for the manufacturers,
this provides a new source of revenue
whether it be leasing equipment or
providing managed services for the
equipment they produce.
[Ben] There is not just one industry, but I
agree with Matt, the first one that comes to
mind is discrete manufacturing or the
manufacturing of parts. But, when you
think about servitization and outcomebased models, the opportunity to enhance
field services is applicable to almost any
industry.

What other industries are
transforming field services?

look to third parties to deliver that final
service delivery with technicians in the field.
This allows the telecoms to focus their
energy on the core elements of value in
their asset life cycle.
Lastly, we are seeing insurance companies,
facilities management organizations and
even EAC (engineering, architecture and
construction) firms turning into “operate
and maintain” businesses with higher
demands for technologies to deliver
greater value to their customers.
So, the industries really run the gambit?
[Ben] Yes, you can think of field service
being applicable at a business-model level
even more so than an industry level. It
really depends on where you’re starting
and where you want to go. Do you want to
enhance your customer experience? Do
you want to reduce costs? Do you want to
only roll a truck when a job is needed?

[Matt] When you look further down the
supply chain, distributors that curate and
distribute equipment come to mind. They
can now provide service agreements and
contracts around those pieces of
equipment.

[Matt] Any time you need a piece of
equipment or say you need a sensor to talk
to a computer and dispatch a technician,
then connected field service is a great fit
across any industry.

And then there are third-party service
providers, or pure service providers, that
help a manufacturer or distributor
augment their value chain in the market.
The telecommunications industry is a good
example of this, where there’s more
demand than supply and carriers often

What trends are you seeing in
the field service sector?
[Matt] Companies are moving from an
opportunistic mindset to proactively
creating strong value propositions by
determining what they can do to provide
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better service for their customers, while
improving their own profitability with
packaged or managed service offerings.
When you look at what our clients are
doing with technology, there are a couple
of key areas. One is resource optimization
whether that be employees, contractors,
materials or equipment. The ability to
provide multiple types of service like break
fix, preventive maintenance or true asset
management.
[Ben] We are seeing companies moving
towards servitization - transitioning
services from a cost center to a profit
center. Field service organizations have
traditionally been cost centers for many
companies. Today, smart manufacturers,
service providers, facilities management
companies and others have figured out
that being able to provide field service on
demand is a great differentiator that leads
to improved profitability.
The other one we're seeing is enabling the
workforce. It's no secret that there's an
aging workforce so attracting and retaining
field service talent is a priority. Some field
service employees have mechanical skills,
or computer skills, or electrical skills. What
they lack is the joining of these skill sets, to
troubleshoot on site, or look at older
equipment and understand what is going
on.

What have these market
changes meant to Sopris?
[Matt] We’re having much better
conversations, earning better projects and
delivering more value to our clients. Clients
want us to help them figure out how to
drive change and deliver incremental
business value, whether their goal is to
improve EBITDA, employee retention,
customer satisfaction, service metrics or
whatever.

How have these trends altered
the type of work you do?
[Matt] I would say the most substantial
change we've seen is that companies are
embracing technology to address more
fundamental business strategy, like what
they're doing, how they're doing it, and
where they're going with their business.
In the past, it was much more a case where
a company was on old technology and just
needed to modernize with better
intelligence, better integration or any one of
the other classic enterprise-application
reasons for replacement. Now, many are
in an M&A mode, they’ve got new lines of
businesses that they’re not used to
handling, or they’re moving from a
fulfillment maintenance business to more
of an engineering and construction
business.
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What are some of the new
requirements and exciting
developments you’re seeing?
[Matt] There is a constant need for moving
data from other systems into business
applications and back out in the context of
a smart enterprise data management
strategy. The latest release of Dynamics
365 does a phenomenal job as it relates to
how we move data in volume, how we can
encrypt code and ultimately how we are
not restricted by business applications. We
can do so much more with data today.
It’s exciting when you look at the mobile
experience and the application via HTML5
because it was designed from the ground

up for mobile device experiences. It allows
you to have a platform that you can easily
create unique UIs (user interfaces) to
optimize the user experience without
having to create customizations and costly
integrations.
[Ben] The wonderful thing about connected
field services is it's a very real. Every time
you increase your first-time fixed ratio and
reduce the second time call out, you
effectively add profit to your bottom line.
Every time you make your technicians more
efficient, more productive, and they can do
one more service call a week, you’ve
increase your bottom line with no
additional costs.
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Digital Transformation:
Where to start and what
to expect
Today we hear a lot about digital
transformation. That subject can be
intimidating.

What recommendations would
you give a CEO that’s ready to
get started?
[Ben] Digital transformation is probably my
least favorite buzzword of the past two or
three years. But, the most important aspect
of digital transformation is really
understanding that you're on a journey. It is
not a destination. You don’t digitally
transform and bam, you're done. This is a
journey and you can't likely get there from
where you are quickly, nor should you try.
You may have to start small, transforming
in small incremental pieces.
[Matt] Digital transformation starts with
strategy. A common mistake is companies
tend to bypass business fundamentals,
thinking there is a silver bullet; a system
that is going to drive their strategy. It's OK
to leverage technology as it relates to best
practice, but you still need a strategy
because the strategy is going to tell you
where you should be making your
investments.

How well do you know your business
today? Where do you make money, lose
money and what are you good at? What is
your value proposition? If you are going to
invest in people, equipment and
technology, where are you going to get the
best results? And is your company ready
for a digital transformation overhaul?

What are some the critical
considerations when deciding
to “go digital”?
[Matt] I often harp on maturity. Companies
should assess their organizational maturity
before embarking on digital transformation.
If you are going to pivot on a predictive
data model as one of your initiatives, but
your culture has not embraced data or
focused on KPIs, it can be a wasted
investment. You’ve got to start by
assessing your organization, both from a
business perspective, a culture perspective
and an IT perspective.
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Transforming takes time, where
might you start? What should a
client expect?
[Ben] What you want to do is find either a
business unit or a line of business or a
market that might be underperforming and
use that as a test case to make small
incremental changes. So maybe just go
from selling a product to selling a product
and spare. Then maybe static service
contracts and then dynamic service
contracts. But those steps don't just
happen. You can't and shouldn’t go from
buying and selling a product to servitization
in one fell swoop. It's not going to work. So,
if you're going to digitally transform, you've
got to figure out what your journey looks
like and break the journey down in pieces
to understand how you’re going to go on
the journey.
[Matt] Realistically it’s a multi-year process.
We see fashionistas that build a killer
application, say in data management, but
ultimately it fails because there is not a
smart strategy behind it. We prefer a more
conservative approach where after
understanding the business inside and out,
we identify a few key elements we can wrap
our heads and arms around where we can
directly and measurably improve the
business performance of a client.

How are new customer
expectations changing field
services?

[Matt] Digital transformation is at the tip of
the spear. It's all about understanding
customers better and creating better
customer experiences. Technicians today
are often the face of the company. They’re
not just out there fixing something, they’re
upselling and delivering new levels of value.
It is not a siloed delivery model where one
person is working on projects, another is
finding business, and another is dealing
with customer service. It's really becoming
merged and mashed up where each role
has an opportunity to improve the
customer experience and create a revenue
event.
[Ben] Completely agree that customer
expectations are changing. Gone are the
days where you can give somebody an
eight-hour arrival window. We've gone from
arrival SLAs - I will have a technician on
your site in four hours - to resolution-based
SLAs. It’s all based on the customer's
expectations. Customers are used to being
able to click on an app, order up anything,
like a car, a pizza, whatever, and it shows up
at your front door 30 minutes later. That's
a revolutionary thing, and it needs to be
taken back into the services industries as
well.

How has this changed
requirements for applications?
[Matt] Microsoft is way ahead of the curve
as it relates to the digital world. Our clients
need a 360-degree view of everything that's
going on with their customers.
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[Ben] If I need to fix my dishwasher, I don't
want to wait from 8:00 in the morning till
5:00 before they show up to fix it. I want
more real-time alerts. When it comes to
connected field service, this creates lots of
revenue generating opportunities. What's
my up-sell, cross-sell sales opportunity?
How do I create that sales opportunity? Is
there an opportunity to sell parts while I'm
there? Or can I sell a service contract?
[Matt] These are all things that we don't
necessarily think of from a historical field
service perspective. It’s putting field
services at the heart of your CX or
customer strategy. The opportunity is to
expand the effectiveness of your
technicians, the profitability of your
business, while improving your customer
experience.

Can you give us a typical
example of performance gains
you’ve delivered?
[Ben] One of our customers was scheduling
12 to 15 hours of overtime every week for
every technician. By deploying Dynamics
365, they were able to trim that overtime by
over half, which went directly to their
bottom line while improving their employee
satisfaction and retention. With hundreds

of technicians in the field you can see how
this adds up.
[Matt] The benefits customers are gaining
are based on where they are in the
maturity model. Where are they from a
sales or service center perspective? Where
are they from a cost center perspective?
Or a profit center perspective? The results
have been impressive across the board, but
specific performance gains are based by
and large on the maturity of each client.

Like to know more
about Matt’s
company?
If you’re interested in connecting with Matt Pfohl,
you can find him on LinkedIn or at
www.soprissystems.com.
Sopris is a leader in enterprise business solutions
for project and field service-based companies
and an award-winning Microsoft partner. They
specialize in helping their clients take advantage
of cloud ERP, CRM, Analytics and IoT for
connected field services.
They are known for having executive presence in
all their projects and walking away from
opportunities where they’re not 100% sure they
can exceed expectations.
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Sopris + Microsoft:
Best-in-class solutions and
approaches
I see the term “all in one”. What
does that mean in the context
of connected field service?
[Matt] Many of the companies we engage
with have myriad different systems different systems for time entry, expense
management, work order management and
inventory management. This places a
tremendous administrative burden on a
technician and the frustration adds to
churn of the work force.
Today, we can provide a single Microsoft
platform that reduces those frustrations
and empowers field people to focus on
what’s important. Fixing an asset or
completing a task on time is a lot better
than spending half their day on
administrative work or missing an SLA.
[Ben] The single platform breaks down data
silos. We’ve connected finance, sales,
service and operations in a cloud
application that is scalable, affordable and
easy to use. Today there are very few
products that have both a robust customer
service solution and a robust field service
solution. You’re seeing companies deploy
Dynamics 365 because it manages multiple

workloads – like customer service and field
services in one solution.
By the time you put customer service, field
service and project service together, you've
got a solution that nobody else out there
can do or has done. It’s nice because you
have one customer record. You're not
doing migrations and you’re dealing with far
fewer integrations.
And then you marry that with modern
technologies, like mixed reality and IoT. You
bring these two things together and it
makes for a much better customer
experience.

What type of companies do you
see deploying Dynamics 365 for
Field Service?
[Ben] Dynamics 365 customers are all over
the map, from very small customers to very
large organizations. The wonderful thing is
that the solution is so scalable you can put
ten users on the system, or 75,000 users
on the system. Regardless of size,
customers are seeing great benefits, from
first-time fix rates going up to reductions in
travel costs.
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Can you talk to me about the
respective commitment to field
services each of your
organizations have made?
[Matt] We've been doing field service for
very long time. Many years ago, we built a
mobile application for Dynamics AX. Later,
Microsoft bought the FieldOne product and
ultimately rolled that in as part of their
Dynamics offering. We decided to take our
IP and move it over to that platform
because there was tremendous value,
particularly around resource optimization,
when the entire solution was embedded
within ERP and CRM.
[Ben] First, Microsoft has made massive
investments over the past couple of years
in the overall Dynamics 365 platform. And
field service is one of our fastest growing
areas inside of Dynamics 365.
We made huge investments in what we call
“connected field service” or CFS. CFS
provides the ability to connect IoT data to
Dynamics 365, so alerts can be raised by
computers and technicians dispatched
automatically before talking to a customer.
This creates a resourcing automation
engine – the ability to be able to get a
technician out to a job site automatically.
These have proven to be huge productivity
generators for our clients.

How does Sopris typically
engage with a client?
[Matt] We always start with a business case,
and I’m not talking about documenting
business requirements. The business case
is about understanding the strategy and
how we intend to measure business
performance with KPIs and analytics. We
look at many areas of an organization from
business development, to quote to
contract, to planning and delivering
projects and ultimately servicing contracts.
Every client is different. On the financial
side, we try to pinpoint key challenges and
opportunities that affect revenue and
profitability. For many of our clients in the
services business, labor and talent are
hugely important.
I'm always fearful of a company that's not
willing to put the effort into properly
developing the business case. We see it as
one of the lynchpins to a successful
outcome. As an organization we’re pretty
discriminating in the projects we take on.
We want to make sure we can deliver
tremendous value in every engagement.

So, it’s really about the final
measurable outcome?
[Matt] In my mind, any business application
deployment, whether it be field service, BI,
ERP or otherwise isn’t worth investing in if
you can’t create proof that you’re making a
genuine difference.
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Where many organizations fall short is they
use the business case solely as a cost
justifier for investment. And the reality is
that it should become the foundation by
which you not only make decisions but how
you prioritize those decisions – it becomes
the fabric of the deployment cycle. It
becomes a filter for why you make
decisions and how it relates back to your
strategy. The business case also helps us
define success on the backend – did we
accomplish what we set out to do?

What other investments has
Sopris made to take a
leadership position in this
space?
[Matt] Three to four years ago, we started
looking more closely at the DNA of our
employees and what our customers
ultimately need to be successful. We
realized there are three critical elements,
technology, business and industry.
Historically we have focused on people that
understood technology and applications
and tried to teach them industry and
business. We learned that industry
expertise really is the quintessential thing
that's tough to teach. You can teach
anybody technology.
So, over the last couple of years, we've
really focused our talent development to
recruit from the markets that we serve.
We’re supplementing our existing teams
with industry experts that have been on the

customer side as opposed to the systems
side. This has proven to be very valuable in
helping our clients make better business
decisions.
[Ben] Similarly, Microsoft has made
significant investments in hiring and
developing from industry. Today, our field
teams and consulting teams are
specializing in specific industries – where
they know the space and the various
workloads. This helps us deliver value
more quickly to our clients.

I’ve heard you both say, there
has never been a more exciting
time to be in this space. Why is
that?
[Matt] If you go back 20 some years and
compare some of the hurdles we’ve had
with technology, like mobility, security,
horsepower, managing data and integrating
solutions in very closed architectures to
where we are today. The change is
profound. Look at Microsoft’s offering with
Azure as the foundational back end and the
openness of the architecture. The common
data model applies so well to our markets
like energy and utilities or third-party
services mentioned earlier.
[Ben] As an unabashed car guy, if you told
me five years ago that I would've sold my
car and was ride sharing everywhere I went,
I would've thought you were crazy. But the
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going to keep them competitive in today's
marketplace. With all the exciting
innovative technologies available, field
service no longer needs to be a costly
island. You can improve the customer
experience and profitability at the same
time.

truth of the matter is today, I don't own a
car. So, I digitally transformed my life.
There's a massive amount of change going
on right now. Organizations are
discovering that the way they have been
doing things for 30 or 40 or 50 years isn't
working and it’s not going to work. It’s not
###

Our helpful friends at Microsoft have created a fantastic eBook, titled “5 Ways to Know
You are Ready for Connected Field Service” and we’ve made it available here. If you’re
interested in better understanding how a connected field service strategy (and
solution) can help to evolve your organization, download and give it read. In addition
to the 5 ways, it does a fantastic job of explaining the components of a connected field
service solution and levels of implementation. http://www.soprissystems.com/ebookmicrosoft-connected-field-service/
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