
C A S E  S T U D Y

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

Five companies had merged into one global cloud infrastructure and hosting
provider ($400M+ revenue, mid-market and enterprise segments) — 1,400
employees across three continents. The technical integration was complete:
systems consolidated, networks unified, data flowing. The CEO raised a
glass: 'We are now one company.' On paper, they were. In practice, they
were still five.

T H E  A P P R O A C H

The board believed the integration was complete — systems were
consolidated. The Five Whys exposed a deeper layer: the integration wasn't a
technology problem — it was a definition problem. You can't run one
company if people mean different things by the same words:

1
Stop and Listen
Halted the joint planning session when it became clear each region was
presenting strategy using the same vocabulary with different definitions.
Mapped every term that varied: customer, enterprise, revenue, pipeline,
target.

2 Build the Shared Dictionary
Defined every key operating term with one company-wide meaning.
Enterprise = X. Revenue = calculated at Y. Target = measured by Z. No more
regional interpretation.

3
Reconcile the Numbers
Rebuilt the pipeline, forecasting, and reporting using unified definitions.
Finance could finally produce numbers that meant the same thing globally.

4
Install Operating Cadence
Weekly and monthly reviews using the shared language. Regional leaders
accountable to the same metrics, measured the same way, reviewed on the
same cadence.

T H E  R E S U L T S  —  9  M O N T H S

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

V
VISION
One company, one language,
one set of numbers that mean
the same thing whether you're in
Houston, Paris, or Singapore.
Integration isn't done when
systems connect — it's done
when people can collaborate.

O
OUTCOMES
Every region measured against
the same metrics with the same
definitions. No more 'we hit our
target' when targets meant
different things across
geographies.

O
OWNERSHIP
Each regional president owned
their number — but the number
was defined once, measured
one way. Ownership without
shared definitions is theater.

C
CADENCE
Monthly global reviews using
unified metrics. Quarterly
planning with one set of
definitions. The cadence made
divergence visible immediately
instead of at quarter-end.

S
SCALE
The shared operating dictionary
became the foundation for every
subsequent initiative — M&A
integration, new market entry,
product launches. Define once,
apply everywhere.

G L O B A L  I N T E G R A T I O N  &  O P E R A T I N G  S Y S T E M  B U I L D

Unifying Five Companies Across Three Continents Into
One Operating System
How an operator-CEO discovered that technical integration masked a deeper problem — five companies using the same words to
mean different things — and built the shared operating language that made a $180M pipeline real. Definition gaps surfaced in the
first joint planning session; shared dictionary operational within 30 days.

5→1
C O M PA N I E S  U N I F I E D

1,400
E M P L O Y E E S  A L I G N E D

3
C O N T I N E N T S

$180M
P I P E L I N E  R E C O N C I L E D

System
O P E R AT I N G  L A N G U A G E

Three regions defined 'enterprise' differently — Americas: 5,000+ employees,
EMEA: 1,000+, APAC: 500+. Same word, three meanings

Revenue calculated three different ways — at signing, at invoice, at payment
receipt. $180M pipeline was actually three incomparable numbers

Corporate target of 2,000 new logos interpreted as enterprise contracts, SMB
signups, and account activations by different regions

Finance spent weeks reconciling numbers that couldn't be summed — Q2
results were fiction wrapped in a spreadsheet

Technical integration was complete but operating language wasn't integrated
— teams couldn't collaborate because they weren't speaking the same
language

DEFINIT IONS

3 per term → 1
Shared operating

language

PIPELINE

$180M →
$112M

qualified
Close rates 2x within 6

months

FINANCE CLOSE

6 wks → 8 days
Quarterly close

accelerated 80%

REGIONS

5 strategies →
1

Unified GTM approach

PLANNING

Chaos →
Aligned

Targets mean the same
thing

CULTURE

5 cultures → 1
system

Integration debt resolved

“We thought we were one company. Then we tried to sum three regions' pipeline numbers and realized we had three definitions
of 'revenue.' You can't run a global business with a Tower of Babel for metrics.”

—  C F O ,  G L O B A L C L O U D  I N F R A S T R U C T U R E  P R O V I D E R
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