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Why Grow Your 
MSP Business 
in the First Place?
Like most small business, there are going to be points during your growth 
as an MSP where taking the next step feels outside your comfort zone. For 
example, if you are like many MSPs, you started out by yourself or with 
one partner. When you added your first employee it may have been 
daunting. It likely required a variety of adjustments — some expected, 
some not — before you found your footing. MSPs setting out to actively 
grow their business have to navigate difficult transitions like that all the 
time. The path is rocky, and, in truth, it isn’t for everyone.

For those not so easily discouraged, let’s kick off this guide to growing your 
MSP business by explaining why conditions are ripe for you to rise to the 
challenge.

We all have a tendency to stay in our comfort zones based on areas of 
expertise. But there are a few factors that make the case the timing is right 
to expand your horizons.
 

We’re living in a time when organizations are going through a 
digital transformation. Even the smallest of businesses are 
realizing they need to shift some or all of their business 
operations to the cloud. They need expertise, assistance, and 
guidance to make that happen.

The market is prime
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In short, as long as the will is there, the opportunities for growing your 
MSP business far outweigh the excuses. The question is, what’s the 
easiest way to get started?
 
This guide will provide high-level recommendations on how you can 
plan for growth more strategically. Over the next five chapters, we’ll 
cover some of the most common challenges to successful, sustainable 
growth and offer practical guidance on how to overcome them. In the 
first chapter, we’ll discuss building a 50K-foot growth plan. Then we’ll 
focus on four specific challenges you’ll likely face as you work to execute 
that plan.

20 years ago, if you wanted to provide offsite backup and 
recovery, you had to purchase all the hardware and host it 
yourself. Today, the cloud offers compute, storage, 
networking, applications, and more at (quite literally) the click 
of a button.

With a ton of MSP-centric solutions available, you have all the 
tools necessary to easily augment your services and scale your 
business.

The cloud is your friend

MSPs have never been more enabled



Building a 50K-Foot 
Growth Plan
Some of you might think “I’ve grown the business this far without a plan, 
so why do I need one?” It’s a reasonable question. But the kind of growth 
that you’ve achieved without a plan is incremental. If you want to see 
material growth, you need to plan that out. Developing a plan allows you 
to see where challenges will arise and measure how far you’ve come.
 
The growth plan will be based on two basic means by which to increase 
revenue, services, headcount, and profitability:

More customers equates with more 
revenue. Sure, there will be additional 
delivery costs (more on that in Chapter 5), 
but if you have service bandwidth today 
and can take on additional customers, 
you’re currently wasting an opportunity.

By either increasing the scope of current 
services (e.g., taking on the backup of 
endpoints in addition to servers already 
being backed up) or enhancing your 
services offered (e.g. adding on security 
services to your endpoint RMM service), 
you can increase revenues with both 
existing and new customers.

1 2Grow your base
of customer

Expand your 
services
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It’s important to be considering both options. Initially, choosing one is 
probably necessary. But long-term you should be actively pursuing both 
avenues as part of your strategy to growing and scaling a healthy MSP 
business. Achieving that won’t come without challenges.
 
The saying goes, “if owning your own business were easy, everyone would 
be doing it.” The same can be said for growing your business. The trick is 
to not think of growth as something that is going to happen magically; it’s 
the result of defining a goal, attacking the work necessary to hit that goal, 
and overcoming the challenges along the way.

4 Primary Challenges to 
Sustainable Growth
 
There will be some common hurdles you’ll face as you work to get there. 
Some may be more prominent than others depending on your particular 
situation and circumstances. That said, it’s safe to assume you will run up 
against each of the following at one point or another:

Challenges to acquiring new customers
I’ve never met an MSP that didn’t want more revenue. This 
usually involves finding and securing a new customer base. The 
challenge here is that customer acquisition involves Marketing 
and Sales efforts (which can be especially difficult for smaller 
MSPs whose expertise lies in IT), as well as dedicated time and 
budget to these efforts.

Challenges retaining existing customers
Growing, by definition, means adding to the customers you 
already have. It’s easy for an MSP to fall in to the trap of focusing 
on new customer acquisition, making old customers feel they are 
not a priority. This can result in losing existing customers, which 
puts you back at square one.



Challenges expanding your services footprint 
Augmenting your scope of services or adding of new services to 
your roster is often easier said than actually done. It can require 
developing new pricing, a new pitch, and convincing both new 
and old customers that upgrading or buying more is worth 
doing. 

Challenges scaling the business
Looking beyond customer acquisition and retention, growing 
puts pressure on you to scale all aspects of your business 
operations. That can include increases in techs, software, 
back-office staffing, support, infrastructure, and more. 
Understanding how growth will specifically impact your 
operations and place higher demands on your current resources 
will be key.

 Exercise - Defining Your Growth

To get you started down the path of growing your MSP business, let’s 
begin by putting some definitions and goals in place. This will help you 
gain a clearer picture of the work ahead of you, as well as the specific 
challenges you need to address. To do so, perform the following two 
steps:
 
Define what “growth” means for you: It can be as simple as more revenue, 
more customers, larger-sized customer organizations, moving into a new 
services segment, or a combination of those things. Having a clearly 
defined goal will help provide context around what steps will be needed to 
accomplish hit. Make it specific, realistic, tangible and time-driven. For 
example, your goal may be to “increase customer count by 10% within two 
quarters.” Without a specific goal and a specific deadline, you’ll never hit it.
 Identify your challenges: Thinking about what you want to achieve, 
consider how the four challenges mentioned above may present hurdles. 



Determine where you believe your specific weaknesses are (e.g., 
marketing), so as you begin making a growth plan, you can highlight 
specific aspects of growth that will be a challenge and will require more 
help. The following table is a template you can use to define your growth. 
We’ve added an example of an MSP that focuses on credit unions wanting 
to add on DR revenue. You can also find a full worksheet you can print out 
at the end of the guide. 

Over the remainder of this guide, we’ll dive deeper into the four primary 
challenges to growth and provide you with perspective and guidance on 
how to overcome each one.

Goal
Should be specific, realistic, 
tangible and time-driven.

Add $100K in Disaster 
Recovery Services next 
year

Requires an estimated 15 
new customers.

Begin to identify credit 
unions within a 25-mile 
radius that are not current 
customers

Anticipated challenges, 
dependencies, requirements

Next Steps



Growing Your 
Customer Base
In the quest to grow your MSP business, increasing your customer base is 
a solid foundation to increase revenue. Many smaller MSPs are great at 
the technology side of providing services, but not so much in the Sales and 
Marketing. With those efforts often limited to a reliance on word of mouth 
or attending the same business mixers, most MSPs are hampered by a 
limited reach and diminishing returns.
 
So, what’s the most effective way to increase your exposure to new 
prospects and grow your customer base?
 
Let’s review five high-level steps you can follow to define, market, sell, and 
close new customers. With these steps, you can start pulling together an 
execution strategy that puts you in front of the right prospective 
customers with the right message and offering.
 
While the five steps below only provide a small degree of guidance, they 
are designed to be strategic in nature, pointing you in the right direction to 
determine your specific implementation plan. Let’s begin by developing a 
sharper understanding of who your target customer is.

Start Small 
if Needed

5

Make the 
Pitch 
About Them

4

Determine a 
Marketing 
Strategy

3

Find the Right 
Focus for an 
Initial Service 
Offering

2

Define your
customer
demographic

1
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Step 1. Define Your Customer 
Demographic
 
Nearly every MSP has their customer sweet spot. It may be based on 
customer size, industry vertical, applications used, compliance mandates, 
or a variety of other factors. Whatever yours is, define it. Understand
exactly what that customer generally looks like (size, # of locations, 
staffing, etc.), what their pains are (e.g., productivity, security, compliance, 
data protection, etc.), and how/where you can “find” them (e.g., are there 
industry affiliations, groups, events, etc. they participate in?). This will 
serve as the basis for the remainder of the steps.

 Use the questions below to assist you in defining your  
 target customer
 
     Do you have a “sweet spot” in terms of ideal customer size?
     Do you want to manage multiple locations per customer?
     Should your customer have an in-house IT generalist to assist?
     Are there any common industries across your current customer   
     base?
     What services that you provide best fit the above customer’s   
     needs?
     Are there any additional services you have particular expertise   
     offering? If so, are there specific industries that need that service   
     more than others? 

Step 2. Find the Right Focus for 
an Initial Service Offering
 
It’s likely the majority of the customers you’re targeting may have zero 
idea who you are. Before you dive right into explaining every service you 



offer you’ll likely be better suited laying some initial groundwork and 
establishing credibility first. Selling them too aggressively will only put 
them off. They’re looking for a partner they can trust. Rattling off a laundry 
list of services makes you sound like a used car salesman with every type 
of car on the lot. Instead, craft a focused set of services common to your 
existing customer base that you consider to be your core offering. When 
the opportunity arises, and a prospective customer asks, “What about 
service X – do you offer that?” that’s the time to pull out additional 
services.

Step 3. Determine a Marketing 
Strategy
Once you have your target customer defined and a good services fit nailed 
down you can begin to figure out how to best market to them. There are a 
large number of prospective channels to explore, including paid search on 
the web, mailers, exhibiting at/sponsoring local business events, cold 
calling, email marketing, and referrals. You’ll need to test which methods 
work best for your customer demographic and that fit your budget. Your 
marketing message should focus on the services you offer as well as the 
outcomes you deliver.

Step 4. Make the Pitch About 
Them
Once you’ve created an opportunity to sit down and discuss your services 
with a prospective customer, you should focus on them. Ask about their 
business. What challenges are they having? What’s important to the 
success of the business from a technology perspective? Take notes. Then 
discuss your services in the context of the customer’s talking points. 
 
For example, you might discuss your backup and recovery services by 
stating, “You mentioned if your systems go down for more than a day, 



you’re losing substantial revenue. Our backup and recovery service 
ensures you’re up and running within four hours.” Instead of pitching 
services to the customer, explain to them how the outcomes you can 
deliver can solve their problems.
 

 The grid below gives you some example questions to ask  
 and how you might leverage answers to promote specific  
 services.

Questions to Ask

Tell me about how your business 
leverages technology. How many 
employees use computers? What 
happens when there’s a problem 
with one of those machines? 
Who handles it?

What parts of your network are 
mission critical? How would an 
outage impact your business?

Does your business process or 
maintain any PII, PHI, credit card 
data, company secrets, or 
intellectual property?

Is email a critical component to 
your business?

Remote Monitoring and 
Management, Help Desk

Backup/Recovery, 
Disaster Recovery

Compliance, Security, 
Threat Detection

Email Protection, 
Backups, Archiving

Potential services to 
promote based on answers



Step 5. Start Small if Needed
When it’s time to close the deal, don’t feel like you have to push every new 
customer to sign up for everything you offer. Smaller deals can still 
provide you the opportunity to land and expand, so focus on the 
long-term value of the relationship, not just the immediate revenue. 
Building trust over time with even the smallest of services provided (as 
long as it’s profitable for you) and increasing the scope of services over 
time can snowball into considerable growth.

At its essence, sustainable growth is the product of your offering being 
strongly aligned with your target customers’ needs. The steps outlined 
above can help you define and establish that alignment, giving you the 
greatest chance of success.
 
In the next chapter, we’ll tackle how to maintain your existing customer 
base while still focusing on growth.



As an MSP, you never want to lose a good customer. As you set out to 
grow your business, however, it’s likely that you may lose focus on your 
existing customer base, potentially driving some of them away. If one of 
your growth goals is to increase the number of customers, avoiding that 
churn is extremely important. You don’t want to be in a “gain one/lose 
one” situation.
 
So, how do you make sure current customers are happy and remain a 
customer?
 
In this chapter we’ll explore ways to keep your focus on customer 
retention even while you’re putting new energy into new customer 
acquisition.

New customers can take a material amount of your attention. Phone calls, 
sales meetings, network assessments, statements of work, negotiations, 
onboarding — it all eats into the time you would otherwise be able to 
devote to existing customers. That’s why it’s important to have a process 
in place for checking in and evaluating where things stand. You shouldn’t 
assume existing customers are satisfied — you need to quantify and 
qualify that they are and proactively look for ways to make them feel 
well-tended.

Retaining Existing 
Customers

CHAPTER 3



There are two basic tasks you should use in conjunction with one another 
to make certain you retain your existing customers

In essence, make an invest in the relationship. The first task is about 
making certain you’re keeping up your half. The second is about hearing 
things from their point of view and making sure you’re both on the same 
page. Arguably, it’s that second step that is the most crucial. Not only 
should you be actively seeking honest feedback, you should be striving to 
understand new or lingering challenges so you can turn those into addi-
tional service opportunities for you.
 
In the next chapter, we’ll shift our focus to getting more revenue from 
current customers by looking at how you can expand your service foot-
print.

The fundamental step here is to make sure 
the service levels you’ve been providing 
your customers don’t drop. Since this is 
rather subjective, it may be necessary to 
use some metrics. Think about this in terms 
of tech hours, response time, meeting SLAs, 
and any other metrics that are used to 
measure service. While you’re looking 
ahead to make growth happen, keep an 
eye on your current investment.

Metrics are one way of determining if 
you’re still providing the same service, but 
like any relationship, it’s possible for your 
customer to not “feel the love” coming their 
way. For that reason, it’s important while 
growing to put additional emphasis on 
speaking with customers. If you’re not 
already doing quarterly customer meetings 
to cover what’s transpired over the last 
three months and to hear about their 
concerns, now’s a good time to start.

1 2Ensure
Service

Enhance 
Communication



One of the underlying goals of growth is to increase revenue. New 
customer acquisition certainly accomplishes that, but does keeping 
current customers happy contribute to the bottom line? If you’re 
approaching things purely from a retention standpoint, then no, it doesn’t. 
Retention helps you avoid losing revenue, so it’s obviously important. But 
to increase revenue by focusing on your current customer base you need 
to expand the scope of your services.
 
In this chapter, you’ll learn how to identify opportunities to extend your 
reach within existing customers, solidifying your relationship with them 
and increasing revenue in the process.
 
New revenue opportunities aren’t confined to new customers. You should 
be looking for ways to generate more revenue from existing customers, as 
well. There are three basic ways to accomplish this:

Expanding Your 
Service Footprint

Increase Your Services Reach1
Take a service you have in place today at a given customer and expand the scope of your 
management.  Let’s say you have a customer with more than one location. Are you 
managing each one? If not, there’s an opportunity to expand.  Or maybe you’re currently 
backing up servers only for a particular customer. What about adding critical client 
endpoints to the service?
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You don’t necessarily need to do all three of these things to grow effectively, 
but it’s important to realize all three are possible under the right conditions. 
It really depends on a few factors:

Staffing
Depending on the service, any one of the expansion options may 
require additional hands. Think about your ability to add on 
headcount and/or your current tech utilization rates to 
determine which of the three are viable options.

Expertise
This is particularly pertinent when adding new services. You need 
to determine your comfort level with being able to actually 
troubleshoot and deliver. You may need to consider adding on a 
tech with specific knowledge and skillsets. 

Need
It’s all fine and good for you to take on any of the expansion 
options, but if no customers actually want what your offering, it’s 
moot.  Before you make any decisions, have a few discussions 
with some of your best customers and solicit feedback on the 
proposed service changes.

Augment an existing offering2
Let’s say you’re offering simple endpoint AV as a security service. By introducing a 
second-tier service package that includes email, web, and DNS filtering you could bring in 
additional revenue.

Add on a new service3
Perhaps you’re simply focused on RMM services. Consider what additional services (backup, 
DR, security, archiving, etc.) might be easy for you to offer by leveraging MSP-centric 
software solutions designed to simplify delivery and management.



This particular path to growth is one that you can take steps down today. It 
takes far less work than, say, finding new customers. So as you think about 
ways to grow the business, this one should stand out as your path of least 
resistance.
 
In the final chapter we’ll cover the challenge of growing the business itself — 
from scaling back office and billing operations to refining your processes 
and profitability.



At first thought, the idea of growing your business seems pretty simple: 
add on a few new customers, maybe offer a new service or two, and you’re 
there, right? In reality, growth involves coordinating many moving pieces 
and adjusting dials on all parts of your business operations. Adding on a 
new service can hinge on a host of requirements, from purchasing 
software to integrating the new service with your billing to training your 
techs to marketing the new service to customers. Not to mention 
eventually delivering it. All that takes significant effort. But, because you 
want to grow, it’s also necessary effort.
 
So, how can you scale the business easily to meet requirements as you 
grow? This final chapter will provide some high-level guidance on how to 
establish and execute a growth plan that includes scaling the business, 
itself.
 
Scaling business operations means understanding how growing one part 
of the business (e.g., headcount, customers, services, etc.) impacts the rest 
of the operation – and planning for those repercussions. Here are seven 
steps that will help you view your growth plans through the right lens:

Scaling the 
Business

CHAPTER 5

1. Start with the growth definition
This goes back to the exercise from Chapter 1. This definition 
provides context around how your business will need to change 
over time. Looking to just add new customers? You can figure 
out at what point you’ll need an extra tech, and how that new 
headcount impacts the business. Looking to grow via adding a 
new service offering? You can calculate the cost of software, 
infrastructure, training, etc. needed.



2. Focus on predictability
As you plan scaling, remember predictability breeds profitability. 
So, any changes you make to the business need to ensure a 
predictable outcome. For example, if you want your techs to be 
80% utilized to ensure specific profitability, you need to time the 
adding of customers in conjunction with adding new techs to 
achieve this. 

3. Think about what’s needed for service delivery
More customers or services will impact service delivery. Be 
thinking about your billable labor (read: techs), software and 
cloud licensing, as well as hardware infrastructure needed to 
provide the same level of service delivered today.

4. Consider the back office
No tech is an Island. For the mid-sized and larger MSPs, you likely 
have folks on the backend handling accounting, administration, 
payroll, etc. Plan out how growing will impact these parts of the 
business.

5. Plan for hidden costs
There will, no doubt, be growing pains. Tech utilization will likely 
have some high and low points, which can cause turnover in 
staffing. New customers may want out-of-scope service 
provided, which impacts predictability. You may find your 
new/old customer focus out of balance, which may force you to 
provide additional service at no cost to make them happy.

6. Do a review of your plan in practical application
There’s an aspect of this planning that seems very hypothetical. 
In addition to figuring this out with pen and paper, you should 
also walk through your plan with members of your team as if it 
were in production, talking through how each part of the plan 
impacts the business. You’ll likely uncover a few issues you 
hadn’t thought of.



Achieving Happy and Successful 
Growth
The road to becoming a larger MSP is one paved with many potential obsta-
cles. The continual theme throughout this ebook is to first stop and reflect 
on your business – understand how it runs, and then, as you introduce and 
execute a plan to grow, you have a very good sense of where you may 
stumble. 
 
But with sound planning, a focus on the goal, and an understanding of 
everything your plan impacts, it’s possible to avoid most of the growth 
pitfalls, and build a larger business that is predictable and profitable.

7. Execute
At some point, you need to stop the planning and just do it. 
Growth of any business is a risk. The trick is to make incremental 
progress. Don’t wait until it’s perfect; if possible, try out your plan 
in a limited scope, measuring and obtaining feedback along the 
way to improve your strategy.



Goal
Should be specific, realistic, 
tangible and time-driven.

Add $100K in Disaster 
Recovery Services next 
year

Requires an estimated 15 
new customers.

Begin to identify credit 
unions within a 25-mile 
radius that are not current 
customers

Anticipated challenges, 
dependencies, requirements

Next Steps

High-Level Growth Planning Worksheet
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