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Part 1: Foundation
What Is a Statement of Work?
A Statement of Work (SOW) is a formal document that defines the scope, deliverables, timeline, and responsibilities for a project. For platform implementations, it serves three critical functions:

1. Legal protection — documents what was agreed to, protecting both vendor and client when scope disputes arise
1. Delivery roadmap — gives the implementation team a clear, agreed-upon plan before a single line of configuration begins
1. Expectation management — ensures the client, sales team, and delivery team are aligned on what “done” actually means

Most implementation problems are SOW problems in disguise. Vague scope, unrealistic timelines, undocumented assumptions — these don’t become visible until they’re already expensive.

Why Platform Success Managers Lead SOW Creation
In a well-structured Platform Success motion, the PSM owns the SOW because they own the relationship end-to-end. This means:

1. They bridge sales and delivery — translating what was promised into what can actually be built
1. They understand the client’s business context, not just the technical requirements
1. They can spot risks early — before they become escalations
1. They maintain accountability through the entire lifecycle, so they have skin in the game on what gets committed


Part 2: The Five-Step SOW Process

STEP 01  Gather Context from Sales
Before touching a blank document, get the full picture from the sales team. What was promised? What’s the client expecting? Where are the landmines buried?
Sales handoff checklist   ·   Red flag identification   ·   Commitment review
Key questions to ask Sales:
1. What specific outcomes did you promise, and in what timeframe?
1. Were there any concessions made on scope, price, or timeline?
1. What does the client believe is included that may not be standard?
1. Who is the executive sponsor, and what does success look like to them?
1. Are there any known technical constraints or integration dependencies?

Red flags to watch for:
1. Vague commitments like “we’ll figure that out during implementation”
1. Timeline promises made without delivery team input
1. Scope items that were “implied” but never written down
1. Client expectations that exceed what the platform can actually do

STEP 02  Discovery Session with Client
Confirm business objectives, understand current infrastructure, map stakeholders, and surface constraints the sales team didn’t know about.
Business objectives   ·   Stakeholder mapping   ·   Constraint identification
What to cover in discovery:
1. Confirm the business problem they’re solving — in their words, not the sales deck’s words
1. Map who’s involved: executive sponsor, day-to-day champion, IT contacts, end users
1. Understand current state: what systems are they running, what integrations exist, what data needs to move
1. Identify constraints: budget, internal IT capacity, regulatory requirements, go-live deadlines
1. Ask what “done” looks like at 30 days, 90 days, and renewal

STEP 03  Technical Scoping with Delivery Team
Validate feasibility, identify dependencies, and close the gap between what sales sold and what delivery can actually build in the timeline given.
Feasibility validation   ·   Dependency mapping   ·   Sales-to-delivery bridge
What to cover with the delivery team:
1. Walk through the sales commitments line by line — are they buildable as described?
1. Identify all technical dependencies, especially third-party integrations
1. Surface any client-side requirements (data formats, API access, IT involvement)
1. Get a realistic timeline estimate, not a best-case one
1. Document anything that needs to change from what was sold, before it gets committed in the SOW

STEP 04  Draft the SOW
Write the document using the eight required sections. Be specific. Use measurable acceptance criteria. Define what’s out of scope as clearly as what’s in scope.
8-section structure   ·   Plain language   ·   Measurable criteria
See Part 3 for the complete 8-section SOW template.

STEP 05  Review & Iteration
Internal review first. Then client walkthrough — not email delivery, an actual walkthrough where you go through it together. Final sign-off with the right stakeholders in the room.
Internal review   ·   Client walkthrough   ·   Exec sign-off
1. Internal review: share with delivery lead and legal/contracts before sending to client
1. Client walkthrough: schedule a call; walk through scope, timeline, and responsibilities section by section
1. Address questions in real time — don’t leave open items to be resolved via email
1. Get written sign-off from the executive sponsor, not just the day-to-day contact


Part 3: Common Pitfalls & Best Practices
Common SOW Pitfalls

1. Vague scope — language like “full implementation” or “comprehensive integration” without specifics creates room for costly disagreements later
1. Unrealistic timelines — built on best-case assumptions without delivery team input
1. Missing dependencies — especially third-party integrations and client-side IT involvement that can blow up a go-live date
1. Assuming technical capabilities — clients often don’t know what data they have or what format it’s in until someone asks
1. No change management process — when scope inevitably shifts, there’s no agreed mechanism for handling it
1. Sign-off from the wrong person — getting a champion to sign instead of the exec sponsor who has budget authority

SOW Best Practices

1. Be specific — ambiguous language is a liability, not flexibility. If it can be interpreted two ways, it will be.
1. Use measurable acceptance criteria — “done” should mean the same thing to everyone in the room
1. Document assumptions explicitly — they’re your protection when reality diverges from what was scoped
1. Build in buffer time — every implementation has surprises; the question is whether you’ve planned for them
1. Define out-of-scope as clearly as in-scope — what you’re not doing is as important as what you are
1. Get stakeholder buy-in before final sign-off, not after — surprises at signature are red flags
1. Use plain language — the SOW should be readable by a business stakeholder, not just a technical one


Part 4: 12-Point Final Checklist
Before sending the SOW for final sign-off, confirm every item below:

	☐  Scope clearly defined — no ambiguous language
	☐  Out-of-scope items explicitly listed

	☐  All deliverables have target dates and owners
	☐  Timeline includes buffer; not best-case only

	☐  Technical dependencies documented
	☐  Third-party integrations scoped and confirmed

	☐  Client-side responsibilities clearly assigned
	☐  Assumptions documented and shared with client

	☐  Change management process defined
	☐  Acceptance criteria are measurable, not subjective

	☐  Stakeholder sign-off from the right people
	☐  Delivery team has reviewed and confirmed feasibility




Part 5: Complete SOW Template
Use this template as your starting point. Customize for your client, product, and implementation context. Every section is required.

Section 1: Project Overview

Project Name


Client Organization


Vendor / Implementation Partner


Platform / Product


Project Manager (Vendor)


Project Manager (Client)


Contract Start Date


Go-Live Target Date


SOW Version
v1.0

Project Summary
[2-3 sentences describing the project, the business problem being solved, and the expected outcome. Write this in plain language that an executive can understand.]

Section 2: Scope of Work
In Scope
[List every deliverable, configuration item, integration, training, and service included in this engagement. Be specific — feature names, data volumes, number of integrations, user counts.]

1. [Deliverable or service 1]
1. [Deliverable or service 2]
1. [Deliverable or service 3]
1. [Add rows as needed]

Out of Scope
[Explicitly list what is NOT included. This is as important as the in-scope list. When in doubt, add it here.]

1. [Item explicitly excluded 1]
1. [Item explicitly excluded 2]
1. [Add rows as needed]

Section 3: Deliverables

	Deliverable
	Owner
	Target Date
	Status

	  
	  
	  
	  

	  
	  
	  
	  

	  
	  
	  
	  

	  
	  
	  
	  



Section 4: Implementation Timeline & Milestones
This implementation is structured in four phases:

1. Phase 1: Discovery & Configuration Planning (Weeks [X–X])
[Key activities and milestones for this phase]

1. Phase 2: Build & Configuration (Weeks [X–X])
[Key activities and milestones for this phase]

1. Phase 3: Testing & Validation (Weeks [X–X])
[Key activities and milestones for this phase]

1. Phase 4: Go-Live & Hypercare (Weeks [X–X])
[Key activities and milestones for this phase]

Section 5: Roles & Responsibilities

	Responsibility
	Vendor
	Client

	  
	  
	  

	  
	  
	  

	  
	  
	  

	  
	  
	  

	  
	  
	  



Section 6: Assumptions & Dependencies
Assumptions
This SOW is based on the following assumptions. If any assumption proves incorrect, timeline and scope may require adjustment via the change management process.

1. [Assumption 1 — e.g., Client will provide data in CSV format by [date]]
1. [Assumption 2 — e.g., Client IT will provide API credentials within 5 business days of SOW signature]
1. [Assumption 3 — e.g., Client will designate a named project manager with authority to make decisions]
1. [Add as needed]

Dependencies
1. [Dependency 1 — e.g., Third-party integration requires API access from [vendor]]
1. [Dependency 2 — e.g., Go-live requires completion of client data migration]
1. [Add as needed]

Section 7: Change Management Process
Any change to scope, timeline, or deliverables requires a formal change order. The process is:

1. Either party identifies a proposed change and submits it in writing
1. PSM / Project Manager assesses impact on timeline, resources, and cost within [X] business days
1. Both parties review and discuss the change order
1. Both parties sign the change order before any work begins on the change
1. SOW is updated to reflect the approved change

Verbal agreements do not constitute scope changes. All changes require written sign-off.

Section 8: Acceptance Criteria
The project will be considered complete when the following criteria are met:

1. [Acceptance criterion 1 — specific, measurable, testable]
1. [Acceptance criterion 2 — specific, measurable, testable]
1. [Acceptance criterion 3 — specific, measurable, testable]
1. [Add as needed]

Client has [X] business days following delivery of each milestone to provide written acceptance or rejection with specific, documented reasons. Silence after [X] business days constitutes acceptance.

Sign-Off

	Vendor Authorized Signature
	Client Authorized Signature

	  
	  

	Name / Title
	Name / Title

	  
	  

	Date
	Date
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