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T H E  S I T U A T I O N

A mid-market, PE-backed cybersecurity services firm was

hemorrhaging cash on delivery. Projects consistently exceeded scope

without corresponding revenue, SOWs were treated as suggestions

rather than contracts, and customer satisfaction was eroding. The

organization had the talent to win deals but lacked the operational

discipline to deliver them profitably.

T H E  A P P R O A C H

KeyDelta worked with the PE sponsor and executive team to install

VOOCS-based delivery discipline, replacing heroic project

management with systematic rigor.

1
Foundation: Define Delivery Standards

Mapped all active projects and created a single standardized delivery

methodology. Every new engagement got a formal SOW with defined

scope, timeline, and resource plan. This required confronting legacy

practices and retraining teams that had operated autonomously.

2
Visibility: Stand Up the PMO

Implemented weekly project health reviews (RAG status, budget vs.

actual, scope change tracking) and monthly delivery scorecards.

Problems became visible before they became crises. Every project

got a dedicated PM with decision authority and accountability.

3
Accountability: Change Order Discipline

Installed a formal change order process tied to revenue recognition and

margin impact. Scope expansion requests were no longer absorbed —

they were resourced with additional fee, descoped, or timeline-

extended. Commercial posture shifted from accommodation to

clarity.

4
Scale: Playbooks and Governance

Documented the delivery methodology in playbooks, templates, and

checklists. Created a governance model so delivery discipline

persisted independent of any single PM or leader. Quarterly business

reviews with clients replaced ad-hoc status calls.

T H E  R E S U L T S  —  6  M O N T H S

W H Y  I T  W O R K E D  —  T H E  K E Y D E L T A  V O O C S  L E N S

V
V I S I O N

One delivery standard,

consistently executed. A single

methodology every project

followed from scoping

through closeout — replacing

the model where PMs invented

their own processes.

O
O U TC O M E S

Every process change tied to a

metric from day one. On-time

completion became the north

star. Margin recovery was

measured weekly by project.

Scope adherence moved from

aspirational to tracked and

reported.

O
O W N E RS H I P

Every project got a single PM

with clear P&L accountability.

No committees. Change order

authority was explicit — PM and

sales leader reviewed,

decided, owned the outcome.

C
C A D E N C E

Weekly project health reviews

surfaced issues before they

became crises. Monthly

delivery scorecards gave

leadership visibility into trends.

Quarterly business reviews with

clients replaced ad-hoc

firefighting and shifted the

conversation from problems

to partnership.

S
S C A LE

Playbooks, templates, and

checklists replaced tribal

knowledge. The delivery

methodology worked — and

kept working — without

depending on any single

exceptional PM or leader.

Onboarding new projects

took days, not weeks.

H O W  A  K E Y D E L T A

E N G A G E M E N T  R U N S

Week 1-2

Diagnose & baseline →

Da y 30

First outcome, ownership

installed
→

Da y 60

Cadence operating →

Da y 90

System running →

Month 6+

Scale & compound

Ready to install this operating system at your company? russ@keydelta.com  •  Book a 20-min Operating Diagnostic →

Fixed-scope engagements with milestone gates. Pause or extend at any checkpoint.

Operat o r-led, no t  P o w erP o int -led.  Embedded alo ngside yo ur team.

Outco mes o ver retainers.
PROPRIETARY & CONF IDENTIAL  •  KEYDELTA

ADVISORY

keydelta.com  •  Define it. Measure it. Own it. Close

it. Scale it.

P R O F E S S I O N A L  S E R V I C E S  T R A N S F O R M A T I O N

55% of Our Projects Ran Over Budget — and Our Delivery
Margin Had Fallen to 24%
KeyDelta stood up a PMO and rebuilt the delivery methodology at a PE-backed cybersecurity firm, restoring project predictability and

profitability within six months.

91%
C L I E N T  R E T E N T I ON

+27 pts
ON - T I M E  C OM PL E T I ON

+8 pts
D E L I V E R Y  M A R G I N

−45%
S C OPE  OV E R R U N S

+8 pts
U T I L I Z A T I ON  R A T E

Project scope creep was endemic — over 55% of projects ran over

budget with no change order process

Utilization was low (68%) due to lack of predictability and over-

staffing of problematic projects

Delivery margins had compressed to 24%, well below the 32-35%

industry expectation

Client retention was declining toward 82% as dissatisfaction

mounted from missed timelines and scope confusion

P RO J E C T O N - TI M E

C O M P LE TI O N

45% → 72%
Predictable delivery

restored confidence

with customers and

allowed better resource

planning

C LI E N T RE TE N TI O N

82% → 91%
Improved delivery

performance and

transparent

communication

stemmed attrition and

built renewal

confidence

D E LI V E RY  M A R GI N

24% → 32%
Scope discipline and

change order rigor

recovered margins

without pricing

increases

B I LLA B LE

U TI LI Z A TI O N

68% → 76%
Better project

predictability allowed

smarter staffing and

reduced bench time

from over-provisioning

S C O P E  C RE E P

I N C I D E N TS

55% of
projects →

10% of
projects

Change order discipline

meant scope expansion

was rare, visible, and

revenue-neutral

“We didn't fix this by hiring better project managers. We built a delivery system that works regardless of who's

in the chair. That's what scales.”

—  O P E R A T O R - A D V I S O R  R E F L E C T I O N  ·  K E Y D E LT A  A D V I S O R Y

“

C Y B E R S E C U R I T Y  S E R V I C E S M I D - M A R K E T P M O  O V E R H A U L D E L I V E R Y  M A R G I N  R E C O V E R Y
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