AKeyDEIta PROSPECT PACKET - 4 CASES

Your Strategy Is Right.
Your Operating System Isn't.

Four engagements where the strategy was right but the operating mechanism wasn't. Each one: install
the decision, forecast, or knowledge system that let growth compound instead of block itself.

WHY THESE CASES, IN THIS ORDER

Scaling companies hit the same wall: more ideas than the system can close, more initiatives than anyone can
prioritize, and a C-suite spending more time in alignment meetings than in the market. These four show the
operating fixes that restore velocity without adding bureaucracy, usually inside 90-180 days.

INSIDE THIS PACKET

Execution Velocity

. Decision cycle 5 months - 72 hours
“19 of 23 pilots never scaled”

Consensus to Closure

) . Shipped in 6 weeks - 3 releases in 6 months
“Flagship 14 months late, no one calling it”

) Tickets —-68% - 84% first-ask - 4.4x ROI
“500 employees, tribal knowledge, no system”

GTM / RevOps Transformation

B . . Pipeline accuracy +19pts - velocity +31%
Three CRMs, everyone sandbagging the forecast

Al Knowledge Assistant ‘

Define it. Measure it. Own it. Close it. Scale it.

Which of these looks most like your situation? russ@keydelta.com - Book a 20-min Diagnostic

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

PROPRIETARY & CONFIDENTIAL : KEYDELTA ADVISORY keydelta.com
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CASE STUDY
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TECH

19 of 23 Successful Pilots Never Scaled — The Pilots
Weren't the Problem

hin

ENTERPRISE TECH PILOT-TO-SCALE EXECUTION SYSTEM PE-RELEVANT

83%—-0% 5-1mo $180K 3x 0-100%

PILOT FAILURE RATE DECISIONCYCLE ANALYSIS WASTE CUT PILOT-TO-SCALE SPEED PILOT-TO-SCALE RATE

THE SITUATION

A PE-backed managed IT services and cloud infrastructure company
($65Mrevenue) had two compounding problems: strategic decisions
took five months of analysis paralysis to close, and 19 of 23 successful
pilots — an 83% failure rate on initiatives that worked — never scaled to
production. $180K spent on research that neverled to action.

e Five-monthdecision cycle onamid-market expansion — four rounds of
analysis, each round spawning new questions, never reaching closure

o 19 successful pilots sitting in an organizational graveyard — provenvalue, no
pathtoscale

o Customersuccess automation reduced tickets 35%, saving $180K/year —
but neverrolled out because 'budget approval' stalled indefinitely

e 'Data-driven’ culture had become 'data as procrastination' — analysis
replacedjudgment instead of informing it

o Champions leaving or rotating before scale decisions were made —
institutional momentum evaporating with each org change

THE RESULTS — 6 MONTHS

THE APPROACH

The Five Whys exposed the real gap: no mechanism connecting pilot
success to scale commitment. The operator-CEOQ installed two
interlocking systems: a decision-forcing framework that made inaction
visible, and a pre-commitment model that eliminated the approval gap
between pilot success and scale:

Expose the Cost of Waiting

Made decision delay visible. Every deferred decision gota documented
cost: lostrevenue, missed market windows, resource waste. 'What's the
cost of waiting another week?' became the forcing question.

a Install Decision Closure
Established decision deadlines and single owners. Banned ‘let's get
more data' as a default — required the specific data point that would
change the answer. If nobody could name it, the decision closed.

a Pre-Commitment Framework
No pilot starts without a signed Pre-Commitment Agreement: executive
sponsor, success criteria, scale budget pre-allocated, rollout plan
documented. If leadership won't commit to scaling before the pilot, the
pilotdoesn't run.

n Operationalize the System
Weekly Close cadence installed. Pre-commitment agreements became
standard. Pilot teams built for scale from day one — involving the rollout
teams during the pilot, not after.

DECISION CYCLE PILOT SCALE RATE PILOT WASTE

5mo-1mo 17% -100% 19dead-0

SCALE SPEED CUSTOMER CHAMPION
DELIVERY VELOCITY RETENTION
Never - 90 Sliopi THROUGH PILOT
ipping -» .
days ppIng Rotating Out
On-Time

- Stayed to

Scale

THE VOOCS LENS — WHY PRE-COMMITMENT UNLOCKED VELOCITY
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VISION OUTCOMES OWNERSHIP CADENCE SCALE

Becomeacompany thatacts Every pilothad pre-defined Singledecisionowners Weekly Closeforced decisions Pre-commitmentagreements
onitsownintelligence — where successcriteriawithnumbers replaced committee toadeadline.'Whatclosed? becamethestandard
provenideasscaleinquarters, and deadlines.Every decision consensus. Executive sponsors What'sstuck?What'sthecost operating procedure.Pilot
notyears,and datainforms hadadocumented costof signed pre-commitment ofwaiting anotherweek? — teamsbuiltforproduction
decisionsinstead ofreplacing delay.Noinitiative survived agreements— owning the deferralsbecamemore fromday one.Thesystem
them. withoutametricattached scaledecisionpersonally.not expensive thandecisions. ensured every approved

Embedded alongsideyourteam.

Outcomesoverretainers.

« Defineit.Measureit. Ownit.Close

HOW A KEYDELTA ~ Week1-2 ‘ Day 30 ‘
ENGAGEMENT RUNS Diagnose & baseline - F‘rStOUt?rf)sTaTIéodwnerSh‘p

Day 60 Day 90 Month 6+
- Cadence operating - System running - Scale & compound

“We had an 83% failure rate on successful pilots. Not because the pilots failed — because no one had
committed to scaling them before they started. Pre-commitment changed everything.”
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Our Flagship Was 14 Months Late and Nobody Would Make
the Call

VERTICAL SAAS $40M ARR EXECUTION CULTURE DECISION VELOCITY

14-6 wk 3x 0-3 40% Days
SHIP TIME RELEASE VELOCITY RELEASES IN 6 WEEKS FASTER DECISIONS DECISIONCYCLE TIME
THE SITUATION THE APPROACH
A $40M vertical SaaS company in supply chain management, built on a The original hypothesis was culture — the team lacked urgency. The Five
culture of collaboration and consensus had stalled. Their flagship Whys revealed the realissue: consensus wasn't collaboration — it was
product, Version 2.0, was 14 months behind schedule. Competitors avoidance. The fix required making ownership unavoidable:
were shipping quarterly. Customers were churning. The culture the
founderwas most proud of was kiling the company. Diagnose the Avoidance
Satin leadership meetings for a week. Watched smart people talk past
e Flagship product 14 months behind schedule — 'Project Horizon' debated each other for 45 minutes without closing a single decision. Mapped how
weeKkly, never shipped. Competitors releasing features quarterly while they ‘alignment’ was being used to avoid accountability.
debated scope a Authority Grants
e Consensus culture meant every decisionrequired everyone's agreement — Assigned single owners with real decision authority for every critical
meetings ended with 'let's align more' instead of decisions initiative. The CPO got product decisions. The CRO got territory
restructuring. No more consensus — one person decides, everyone

o Keyleaders had built careers on strategic ambiguity — never being the one
who decided meant never being the one who was wrong

executes

Install Forcing Mechanisms
Weekly Close with four questions: What closed? What's stuck? Who
decides by when? What's the cost of waiting? Made deferral more

e Churncreeping up and sales declining as customers lost patience waiting
for promised features

e Founder confused harmony with effectiveness — believed keeping expensive than deciding.
everyone comfortable was the same as keeping the company alive n Let the System Filter
Some leaders couldn't handle the loss of ambiguity and self-selected

out. More people rose to the occasion than expected. The founder found
anew kind of leadership — making the mission clear instead of keeping
everyone comfortable.

THE RESULTS — 6 MONTHS

HORIZON SHIP RELEASE CADENCE DECISION SPEED CHURN SALES LEADERSHIP
14 molate- Oin2yrs-3 Months - Rising - Declining - Avoidance -
Shipped updates Days Dropping Growing Ownership

THE VOOCS LENS — WHY OWNERSHIP BROKE THE LOGJAM
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VISION OUTCOMES OWNERSHIP CADENCE SCALE

Ship Horizonand proveto Every initiativehad a ship date, Authority grantsreplaced Weekly Closesurfaced what Theauthority grantmodel

customers,employees,and ametric,and asingleowner.No consensus.The CPOmadethe wasstuckand whowas becametheoperatingnorm.

themarketthatthiscompany more'let'salign’'— eitherit analyticscall — ship withoutit, deferring.Thecostofwaiting New initiativeslaunched with

canexecute — notjustdiscuss. shippedoritdidn't,and the prioritize speed.Decision becamevisible. Thursday owners,notcommittees.The
numbertold thestory. madeinhours,notmonths became'pre-closeprep'— company shipped three

Oneperson,realauthority. peopleresolved blockers updatesinthemonthsafter
beforethemeeting. Horizon —morethanthe

previoustwo years.

HOW A KEYDELTA Week 1-2 ) Day 30 } Day 60 i Day90_ Month 6+
ENGAGEMENT RUNS Diagnose & baseline - F\rstout?lssr{vaiéoi;/vnershlp - Cadence operating - Systemrunning - Scale & compound

PYR

Embedded alongsideyourteam.
Outcomesoverretainers.

« Defineit.Measureit
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INTERNAL TICKETS

A KeyDelta

CASE STUDY

500 Employees Asking Each Other Questions That a

System Should Answer

Every department had its own documents, wikis, and tribal knowledge — and employees Slacked a colleague every time they needed an
answer. KeyDelta built an Al assistant that gave everyone instant access to HR policies, product specs, sales playbooks, and live business

intelligence

<8 sec

AVG ANSWER TIME

-68%

THE SITUATION

A mid-market cloud services provider with 500+ employees had a knowledge
problem disguised as a people problem. Every department — HR,
engineering, product, sales, marketing, finance — had its own documents,
wikis, and tribal knowledge. When employees needed answers, they Slacked
acolleague, filed aninternal ticket, orjust guessed. The result: constant
interruptions, inconsistent answers, and a growing internal support burden that
pulled senior people away from high-value work.

HR fielding 200+ repetitive policy questions per month — PTO, benefits,
expense policies, onboarding steps

Sales reps couldn't find current product specs or competitive positioning
without asking product managers

New hires took weeks to become self-sufficient — tribal knowledge lived in
people's heads, not systems

Marketing and sales using outdated collateral because the latestversions
were buried in shared drives

Finance and ops leaders navigating Power Bl dashboards to answer
questions that should take 10 seconds

THE RESULTS — 6 MONTHS

84% 6

FIRST-ASK RESOLUTION

4.4x

DEPARTMENTS SERVED ROI'IN 6 MONTHS

THE APPROACH

KeyDelta built a conversational Al assistant that connected to the company's
entire content ecosystem and gave every employee a single place to ask
anything:

Content Ingestion & Knowledge Graph

Indexed contentrepositoriesacrossHR, product, sales,marketing, engineering,
andfinance.Builtaunified knowledgeindexthatunderstoodrelationships
betweendocuments,policies,products,and processes.

a Copilot Studio + Power Bl Integration

Deployed onMicrosoft CopilotStudio fornaturallanguage chatwithdeep

Microsoft365integration. Connected Power Blforreal-timebusiness
intelligence queries — revenue, servicemetrics,and operational KPIsaccessible

throughplainEnglish questions

AWS Lambda Backend Intelligence

Complexqueriesrequiring Python-based ML inference and multi-source
synthesisrouted to AWSLambda — leveraging thecompany'sexisting AWS
infrastructureand ML librariesnotavailablein Azure Functions. Serverless
architecturemeantcostsscaled withusage,notheadcount

Department-Specific Tuning & Rollout

Tunedresponseaccuracy perdepartment.HRgotpolicy-specific citationand
complianceguardrails. Salesgotcompetitiveintel with freshnessdates. Finance
gotBlanswerswithdrill-downlinks.Eachdepartmentvalidated beforelaunch

INTERNAL TICKETS ANSWER TIME FIRST-ASK
850/mo - Hours/Days - pecumaey
270/mo <8sec N/A-84%

WHY IT WORKED — THE KEYDELTA VOOCS LENS
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VISION OUTCOMES OWNERSHIP

Any employee,any question, Internalticketvolume,answer

answeredinseconds—no accuracy,and departmenttime

more Slack-a-colleague savingsmeasured weekly. The

culture agenthadtoearnadoption
with quality,notmandates

Eachdepartmentowned their
knowledgesourceaccuracy.IT
ownedtheplatform.Nobody
owned 'everything' — clear
lanes, clearaccountability.

EMPLOYEE NPS CUSTOMER CSAT COSTAVOIDANCE

32-61 4.0-4.4/5 $0 - $420K/yr
C S
CADENCE SCALE

Weekly accuracy reviews+
monthly contentfreshness
audits. Staleanswersflagged
automatically —nomore
outdated policiesincirculation.

New departmentsand content
sourcesadded withoutre-
architecture.Theagentgrew
from 3departmentsatlaunchto
6infourmonths —same
platform,sameteam.

“We had 500 people constantly interrupting each other foranswers thatalready existed somewhere in our systems. The
Al assistantdidn'treplace anyone — it freed everyone. Employee NPS jumped 29 points. New hires onboarded in 8 days
instead of three weeks. We avoided $420K in headcount by redirecting people from answering repetitive questions to

actual high-value work. Our customers noticed too — response times dropped because our people had answers at their
fingertips.”
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CASE STUDY

PIPELINEACCURACY

TRUSTED BY OPERATOR-CEOS ACROSS PE-BACKED SAAS ¢ MANAGED SERVICES e VERTICAL SOFTWARE e DIGITAL MEDIA o« ENTERPRISE

Our Forecast Was Wrong Every Quarter — Three CRMs and
Everyone Sandbagging

How a revenue operations nerunified three CRM platfor

organization — eliminating sandbagging, improving pipeline

PE-BACKED SAAS GTM TRANSFORMATION

+19 pts -17pts

FORECAST VARIANCE

THE SITUATION

A PE-backed SaaS company with $40M ARR had acquired two smaller
competitors over 18 months. Revenue grew on paper, but the go-to-
market function fragmented: three different CRM systems, sales
teams operating with competing playbooks, no unified pipeline
governance, and AEs systematically sandbagging forecasts to avoid
accountability.

e Threesiloed CRM platforms with no integrated view of customer
journey

e Salesleadership flying blind: pipeline visibility was tribal knowledge,
notdata

e Forecastaccuracy: AEs buried deals in later stages to avoid miss
pressure, actual close rates bore no resemblance to stated
probabilities

e Dealvelocity dragging: no standardized processes meant every deal
path looked different, extending cycles from 50 to 65+ days

e Chumn ticking up from acquisitions: new customers weren't seeing a
unified GTM experience, retention declining to 12% annually

THE RESULTS — 9 MONTHS

FORECAST ACCURACY

+28%

SALES PRODUCTIVITY

SALES OPS

-3.5pts

ANNUAL CHURN

+10pts

WIN RATE

THE APPROACH

The CEO broughtin arevenue operations partner as the GTM specialist,
operating under KeyDelta's VOOCS execution framework to unify and
systematize the sales organization:

Audit & Standardize Data

Mapped all three CRM instances and source-of-truth data. Identified
gaps, duplicates, and manual workarounds. Built a unified data model
and migrated clean data to a single platform.

a Install Pipeline Governance
Defined consistent deal stages, probability calibrationrules, and
forecast methodology. Tied every stage to documented qualification
criteria and required artifacts (discovery call notes, pricing, technical
validation)

a Build Cadence & Accountability
Weekly pipeline reviews by segment, monthly forecast accuracy
metrics, and quarterly business reviews tied to attainment. Made
visibility and accountability non-negotiable

n Optimize & Scale
Deployed playbooks and templates for consistent deal execution
Built dashboards accessible to leadership and AEs. Trained teams on
new methodology and embedded processes into existing
compensation.

PIPELINE FORECAST SALES DEALVELOCITY ANNUAL CHURN AE RETENTION
ACCURACY VARIANCE PRODUCTIVITY 65d 45d 12 O(y D I' .
- U7 - eclining -»
68% -87% 28% -11% $450K - 4 ing
8.5% Stabilized
$577K/AE
WHY IT WORKED — THE KEYDELTA VOOCS LENS
\" 0] o C S
VISION OUTCOMES OWNERSHIP CADENCE SCALE
OneGTMengineacross Pipelineaccuracy andforecast Salesleaderownedforecast; Weekly pipelinereviews Playbooks,templates,and
acquired entities — consistent variancebecamethenorthstar RevOpspartnerowned data surfaced forecastrisksearly. dashboardssurvived the

playbooks,unified pipeline,
singlesourceoftruth.

metrics.Every processchange
tied toreducing varianceand
improving accuracy

integrity and governance; AEs
owned forecastdiscipline
withintheir territories.

Monthly accuracy scorecards
tiedindividual AEperformance
to probability calibration

revopspartner'stransition —
thesystemrunswithout
dependingonanysingle

person
HOW A KEYDELTA Week1-2 Day 30 Day60 Day 90 Month 6+
ENGAGEMENT RUNS Diagnose & baseline - F\rstout?rfsr:\aei,eodwnersh\p - Cadence operating - System running - Scale & compound

“Post-acquisitionchaos is normal. What's not normal is leaving it that way. Three CRMs was a data problem
withapeople consequence — teams couldn't trust the pipeline, so they hedged theirbets and sandbagged.
We didn't hire more salespeople. We installed an operating system that made the data trustworthy, and the
restfollowed.”

Embedded alongside yourteam.

Outcomesoverretainers.

« Defineit.Measureit. Ownit.Close
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