
CASE STUDY: LEAD-TO-CASH (L2C)

Customer Profile: Managed Services Provider

The client represents two entities that were sold to a PE firm and merged in 2018. Three of the 
four founders remained in C-level positions following deal closure. Both entities are a Managed 
Services provider, remotely managing customer IT infrastructures  across North America.  Current 
revenue is ~$30M with with 5-year growth projected at $100M.

CHALLENGE SOLUTIONRESULTS
Disparate lead-to-cash (L2C) processes were 
utilized by each entity, making it incredibly 
difficult for investors to have a unified line-
of-sight into revenue forecasting and 
performance.

XPM2 created process maps representing 
the desired future state, including:

❖ Level 1 and Level 2 process maps for 7 
core Sales processes (Lead  
Management, Opportunity 
Management, CPQ, Business Technology 
Review, Onboarding, KPIs, and 
Organization).

❖ Level 1 and Level 2 process maps for 6 
core finance processes (Accounts 
Payable, Accounts Receivable, Payroll, 
General Ledger, Financial Reporting, and 
Budget Forecast & Prep).

❖ Standard Operating Procedures (SOPs) 
for all of the above.

At the time of this writing, XPM2 is actively 
engaged in developing the Marketing core 
process maps.

XPM2 conducted exploratory interviews 
with subject matter experts (SMEs) to 
understand current L2C workflows and to 
formulate best-in-class process structures.

Several workshops (virtual and onsite) were 
conducted. Tribal knowledge was 
documented. The desired future state was 
reviewed, and a gap assessment was 
completed. XPM2 also recommended 
industry best practices, evaluated best of 
breed from each company, and aligned 
future state processes to the new CRM 
system.

OBJECTIVE
❖ Unify disparate processes across the 

merged company.
❖ Capitalize on advanced features from the 

newly selected CRM system, utilizing out-
of-the-box functionality as much as 
possible.

❖Mature the company’s processes to 
prepare for a future liquidity event.
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CASE STUDY: LEAD-TO-CASH (L2C)

Customer Profile: Managed Services Provider

The client represents two entities that were sold to a PE firm and merged in 2018. Three of the 
four founders remained in C-level positions following deal closure. Both entities are a Managed 
Services provider, remotely managing customer IT infrastructures  across North America.  Current 
revenue is ~$30M with with 5-year growth projected at $100M.

CHALLENGE SOLUTIONRESULTS
Each of the two entities were using legacy 
CRMs that were insufficient for the newly 
merged entity. The merged company 
needed a more robust and singular CRM 
solution to meet its current and future 
needs. 

❖ XPM2 ran the Project Management 
Office (PMO) to maintain a cohesive 
view of the activities and deliverables of 
the project team and systems integrator. 

❖ Sales and Marketing process flows and 
Standard Operating Procedures (SOP) 
developed by XPM2 served as the 
business requirements for the CRM 
implementation. 

❖ XPM2 wrote test cases and led the 
shakeout of the newly implemented 
CRM. 

The client selected MS Dynamics 365 
Customer Engagement (CRM) application 
and engaged a third-party systems 
integrator to implement the product. 

The client engaged XPM2 to interface with 
the PMO team and the systems integrator to 
provide overall project management, 
visibility and oversight. 

OBJECTIVE
Implement a CRM solution that supported 
newly developed lead-to-cash process flows. 
Utilize off-the-shelf capability as much as 
possible to minimize customization and 
complex technical support for future 
upgrades. 
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CASE STUDY: LEAD-TO-CASH (L2C) 

Customer Profile: Aerospace 

The client represents a $145M division of a $8.6B Fortune 500 Aerospace Company.  This division 
was acquired for its military/commercial strategic communication capabilities.  Parent company 
needed support to secure two large hardware/software and Professional Services awards 
(~$550M) to ensure R&D capabilities and division viability.

CHALLENGE SOLUTIONRESULTS

The division had lost two previous 
competitive bids and had lost organizational  
confidence in its ability to win “the big 
ones.”  As an integrator, it faced supply chain 
and cost challenges to remain competitive 
against an Original Equipment Manufacturer 
(OEM).

❖ Won $225M, five-year hardware and 
software  communications equipment 
phased delivery  and a five-year $372M 
world-wide professional services 
contract with more than 350 personnel.

❖ Provided a repeatable, scalable business 
acquisition process to allow the division 
to repeat success.

❖ Created a bid/no-bid process to ensure 
resources were deployed on winnable 
pursuits.

Gretchen provided leadership on the 
project by applying industry best practices 
and implementing disciplined project 
management. She participated or led in the 
following solution delivery:

• Developed competitive analysis that 
focused target solution architecture.

• Developed a Price-to-Win Model that 
drove supply chain efficiencies and 
design-to-cost target.

• Developed customer affinity chart that 
focused customer contact plan.

• Developed cross functional action plan 
with clear deliverables and 
accountabilities to ensure capture plan 
was executed.

• Conducted regular executive stakeholder 
out briefs and updates to ensure 
appropriate change management.

OBJECTIVE

Develop detailed business acquisition plan 
that enabled and empowered each function 
to work as part of a team toward an agreed 
capture strategy. 

Secure executive sponsorship to ensure 
resources and objectives were agreed and 
supported.
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CASE STUDY: LEAD-TO-CASH (L2C) 

Customer Profile: Fortune 100 Software & Hardware Company

The client represents a ~$650M division of a ~$75B Fortune 100 technology company.  This 
division was acquired in 2003 to augment solutions supporting an integrated development 
environment.  The parent company needed assistance in developing a strategic revenue growth 
plan due to declining sales performance.

CHALLENGE SOLUTIONRESULTS
The sales pipeline metrics reflected 
insufficient validated leads to support 
revenue growth plans. Progression and 
conversion rates were low, and the sales 
cycle was elongated. 

❖ Doubled or tripled the size of validated 
pipeline numbers – quantity and value 
($) within one quarter of taking the 
instruction course.  

❖ Grew deal sizes and improved close 
rates by 10-20%.

Reference the video below for a role-play 
example (conducted with no rehearsal).  
Over 28,000 views to date.

https://www.youtube.com/watch?v=vk9cw
e1SCQw

Mike developed a 4.5 day on-site course 
that could also be done in a virtual 
classroom.  This included:

❖ Review and practice of fundamental 
sales skills; (prospect questioning, 
finding the compelling reason to act, 
whiteboarding, solution presentation).

❖ Key solution offerings – client problem, 
client value, references, and group case 
study exercises for each solution.

❖ 70 percent of the course contained 
practical exercises - often case study 
driven – where students practiced 
interviewing a coach, developing, and 
presenting the solution.

❖ Final exercise was a live client deal in the 
works - presentation of the problem, 
solution, compelling reason to act, why 
our solution was the best, win-plan 
steps.

OBJECTIVE

Up-skill the existing sales force to improve 
pipeline growth, deal sizes, and progression 
to close/win faster and in larger numbers.  
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SALES ENABLEMENT (Mike Lundblad)
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CASE STUDY: LEAD-TO-CASH (L2C)

Customer Profile: Fortune 100 Software & Hardware Company

The client represents a multimillion-dollar division of a ~$75B Fortune 100 technology company.  
This division provides application lifecycle management tools and services that support lean and 
agile software principles.

CHALLENGE SOLUTIONRESULTS
Analysts measured market share in separate 
categories for a disparate set of application 
lifecycle management (ALM) tools. The 
division needed validation that the toolset 
combination, integrated with other vendor 
tools, provided client value.

❖ Recognized as market leader for ALM 
tools (per most IT analysts).

❖ Grew annual sales revenue in this 
category by more than 20% year over 
year for at least 2 years.

Mike created an interlocking sales and 
marketing leadership team designed to 
integrate work effort for product launches, 
track pipeline metrics, and assist sales reps 
where needed.  

The team included reps from marketing, 
product management, sales, sales 
enablement, professional services, finance 
(pricing), business partner channels and 
product support.

Mike also authored white papers, which 
helped shape marketing strategy and 
tactics. Furthermore, he collaborated on 
marketing events to drive mindshare and 
new leads.

OBJECTIVE

Obtain recognition as the top market leader 
in ALM and grow revenue in double digits.
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MARKETING (Mike Lundblad)
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CASE STUDY: LEAD-TO-CASH 

Customer Profile: Fortune 100 Software & Hardware Company

The client represents a multimillion-dollar division of a ~$75B Fortune 100 technology 
company.  

CHALLENGE SOLUTIONRESULTS
Quickly prepared the sales force to launch 
new products or drive fresh leads in product 
areas that were suffering.

❖ Rapidly grew new leads within a quarter 
to increase pipeline by minimum of 20 
percent.

Mike created a library of sales plays with 
fresh strategies (e.g. product combinations 
that sell well together using short term 
pricing benefits and enabling the seller to 
see the compelling reason to act).

Sales plays included: call scripts/discussion 
guides, business challenges, offering details, 
competitive responses, client value 
proposition, and references/case studies.

OBJECTIVE

Created web-based sales plays to launch 
new products or drive fresh leads in 
suffering products.
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SALES PLAYBOOK DEVELOPMENT (Mike Lundblad)
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CASE STUDY: LEAD-TO-CASH (L2C)

Customer Profile: Small Software Company

The client represents a $150M software company that was competing in a commodity market. The 
company had rearchitected to a new software platform, and as a result, was investing minimal 
enhancements into its legacy solutions. The net result is that the company was experiencing a 
downturn in software renewals and an increase in customer defections.  

CHALLENGE SOLUTIONRESULTS
Annual renewal rates were decreasing at 
approximately 3–5% year-over-year. 
Customer escalations were on the rise. NPS 
scores had dipped year-over-year. There was 
no clear migration path for customers to 
move from the legacy platforms to the 
rearchitected and modernized ecosystem.

❖ Managed $90M recurring revenue 
stream, achieving 97% renewal rate on 
strategic premise solutions.

❖ Realized 99% renewal rate on all cloud 
products.

❖ Improved annual customer satisfaction 
from 96% to 97%.

❖ Resolved average of 20 escalations 
weekly, retaining multimillion-dollar, 
high profile global accounts.

Ann worked with key stakeholders to 
develop an overarching Customer for Life 
program.
• Enhanced customer renewal process by 

developing a tiered outreach process. 
Conducted monthly & quarterly reviews 
with top-tiered customers.

• Created company-wide review and 
remediation plan based on feedback to 
quarterly NPS scores & Support surveys.

• Developed a migration path for 
customers which included automated 
tools and incentives.

• Developed customer journey maps to 
understand the customers perspective 
versus the internal perspective.

• Minimized defections due to customer 
escalations.

OBJECTIVE

Create a Customer for Life program that was 
strategically focused to ensure customer 
satisfaction and ensure customer renewals 
and upsells. 
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CUSTOMER FOR LIFE (Ann Haehn)
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❑ Gretchen performed individual pipeline/customer reviews for a software 
company, with a view to increasing deal size. In Europe, this work increased 
the number of $1M+ deals from one per year to over 12 per year in just twelve 
months. 

❑ Gretchen ran a $275M contracts department in Americas for a software 
company.
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CASE STUDY: LEAD-TO-CASH (L2C) 
MISCELLANEOUS SCENARIOS (Gretchen Blackwell)
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❑ For six years, Mike directed the planning, content development, and delivery 
of all worldwide sales enablement for a significant brand within a Fortune 100 
company.  This included course development, annual sales kickoff enablement, 
sales play development, and interlock on product launches. 

❑Most recently, Mike assisted a small company in sales process designs and 
operating procedures, enabling the company to acquire and integrate new 
acquisitions by normalizing to standard processes. These included:

▪ Lead and Opportunity Management.

▪ Marketing (in progress) – including annual/quarterly planning, campaign 
execution, content development, industry leadership and product launch.

▪ Business Technology Review for existing clients.

▪ On-boarding sales rep playbook (30/60/90-day plan).

▪ Customer Price Quoting.

▪ Service Renewals.

9

CASE STUDY: LEAD-TO-CASH (L2C) 
MISCELLANEOUS SCENARIOS (Mike Lundblad)
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CASE STUDY: IMO INITIATION & TRANSITION (XPM2) 

Customer Profile: Managed Services Provider

The client represents two entities that were sold to a PE firm and merged in 2018. Three of the 
four founders remained in C-level positions following deal closure. Both entities are a Managed 
Services provider, remotely managing customer IT infrastructures across North America.  Current 
revenue is ~$30M with 5-year growth projected at $100M.

CHALLENGE SOLUTIONRESULTS
While synergies existed between the two 
entities, there were cultural, process, and 
system disconnects. Ability to scale while 
maintaining and growing revenue was a 
concern. Employees were already 
struggling to manage their day-to-day jobs 
and were constantly pulled by the 
”tyranny of the urgent.” They had “no 
time” or interest in integration activities.

❖ First 100-days successfully integrated, 
addressing Priority 1 activities.

❖ IMO infrastructure in place to onboard all 
new acquisitions.

❖ Knowledge transfer completed within 4 
months of project initiation.

❖ In-house resource trained to manage the 
IMO going forward.

❖ M&A integration now established as a 
core business process within the 
company.

XPM2 met with key stakeholders to 
understand current challenges and to foster 
a collaborative and trusting relationship 
(crucial to overcoming the “tyranny of the 
urgent” and helping employees recognize 
the value of integration as a business 
process). 

The XPM2 integration process was 
introduced to employees and leaders. 
Within four months, XPM2 kicked off the 
weekly Integration Management Office 
(IMO), formed & facilitated Steering 
Committee meetings, translated and 
adapted XPM2 pre-populated playbooks 
using SmartSheets, developed KPI and 
reporting mechanisms, applied agile project 
management, and trained an in-house 
resource to take over the IMO. This 
employee is successfully managing a new 
integration following XPM2 best practices. 

OBJECTIVE
Because the PE firm intended to grow the 
company both organically and 
inorganically, the investors desired to 
develop M&A integration capabilities as a 
core competency within the organization. 
Having this in mind, the PE firm engaged 
XPM2 Partners to help build the M&A 
core competencies.
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CASE STUDY: HR SALARY & JOB BANDS (XPM2)

Customer Profile: Managed Services Provider

The client represents two entities that were sold to a PE firm and merged in 2018. Three of the 
four founders remained in C-level positions following deal closure. Both entities are a Managed 
Services provider, remotely managing customer IT infrastructures across North America.  Current 
revenue is ~$30M with 5-year growth projected at $100M.

CHALLENGE SOLUTIONRESULTS
The home offices of the two entities were 
located on opposite coasts. Their salary 
bands and job descriptions needed to be 
unified and normalized. Job descriptions 
also needed to reflect current legal 
standards. 

❖ XPM2 researched and wrote 52 OSHA-
and FLSA-compliant internal job 
descriptions for Administration, Finance, 
Information Technology, Marketing, 
Professional Services, and Sales.

❖ Recommendations for regional salary 
bands were aligned to job grades.

❖ A launch plan for rolling out the new job 
descriptions across the corporation, as 
well as a style guide to be used for 
ongoing maintenance, were produced.

XPM2 reviewed what few job descriptions 
existed and interviewed key employees to 
gather information on current job duties. 

Employing industry best-practices and 
knowledge regarding job types, categories, 
salary bands, legal requirements, and job 
descriptions, XPM2 normalized all job 
titles and job types. Risk areas (exempt 
versus non-exempt) were also highlighted.

Regional market assessments were 
conducted on salary bands for each job 
type with recommendations on salary 
bands and job tiers presented. 

XPM2 finalized and delivered a new set of 
job descriptions and salary bands that 
supported the merged company’s 
geographically diverse employee base and 
its growth strategies.

OBJECTIVE
Assist the client in rationalizing job 
positions, titles, and salary bands across 
disparate geographical regions and 
departments.
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CASE STUDY: LEARNING MANAGEMENT (XPM2)

Customer Profile: Fire and Safety

The client represents a market consolidation of entities and is undergoing rapid inorganic growth.  
None of the founders from the acquired entities have remained with the combined company 
following deal closures.  The company provides fire and safety services to commercial sites. 
Current revenue is ~$25M with 5-year growth target of $150M.

CHALLENGE SOLUTIONRESULTS
Ongoing training and certification is 
required for technicians, yet no corporate 
training infrastructure existed to manage 
and track employee compliance. Internal 
training was spotty, disorganized, and non-
professional. 

❖ The client procured the Paycor Learning 
Management System (LMS) evaluated 
and recommended by XPM2. 

❖ Once installed by the vendor, XPM2 
configured the LMS, including loading 
and/or configuring 45 curriculums, 120 
courses, 230 course modules, and 60 
employee teams for a current base of 
190 employees. 

❖ Automated notifications are in place to 
alert management and employees when 
certifications are about to expire.

❖ Reports are configured to provide a 
holistic view of training status for each 
employee.

XPM2 assisted the client in developing a 
training program that incorporated internal 
and external training, certifications, 
licensing, and skill assessments. 

Business and technical requirements for 
acquisition of a Learning Management 
System (LMS) were developed by XPM2. 
Several systems were evaluated, with the 
Paycor LMS system recommended and 
ultimately selected by the client. 

OBJECTIVE
In order to normalize the skillsets of the 
employee base, attract highly skilled 
workers, and create competitive 
advantages, the client decided to develop a 
tiered training and certification program 
that would ensure that each employee 
acquired and maintained the complete set 
of requisite internal and external training, 
industry certifications, state and local 
licenses, and internal certifications of skills. 
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CASE STUDY: SERVICE (HELP) DESK ASSESSMENT (XPM2)

Customer Profile: Event Management Software

The client represents two U.S. entities and one international entity that were sold to a PE firm 
between 2017–2018.  None of the founders remained with the combined company following 
deal closures.  The company provides life-saving event management software solutions for law 
enforcement, casinos, and other verticals. Current revenue is ~$60M.

CHALLENGE SOLUTIONRESULTS
The application support service desk was 
experiencing an untenable volume of 
incoming calls, with 100s of incidents 
stacking up in the unassigned queue. Not 
only was customer satisfaction declining, so 
too was employee morale.

Within 2 months from project start:
❖ Improved first response time from 35 

minutes to 5 minutes.
❖ Reduced aging tickets over 90 days by 

50%.
❖ Reduced average resolution time from 

25 hours to 9 hours for key application.
❖ Reduced call abandonment rate from 

46% to 27%.

XPM2 conducted a two-day onsite 
workshop, meeting with key stakeholders 
to assess service desk practices. The 
assessment included sitting with analysts 
and observing their day-to-day work and 
interactions with customers.

A 13-page assessment report was 
delivered, identifying immediate areas 
for improvement based on industry best 
practices (ITIL and HDI). XPM2 then 
assisted in reorganizing the service desk 
into a tiered model, immediately 
improving customer response times and 
reducing the ticket backlog by 75%. 
Additionally, XPM2 developed a Business 
Intelligent reporting tool based on 
industry KPIs to start measuring 
empirical data against established 
benchmarks, with continuous 
improvement goals.

OBJECTIVE
Following complaints from enterprise 
customers, the CEO engaged XPM2 Partners 
to assess opportunities to optimize and 
improve internal processes, create a more 
effective and streamlined organizational 
structure, and develop KPIs that accurately 
reflected performance capability of the 
service desk. 
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CASE STUDY: PROFESSIONAL SERVICES (XPM2)

Customer Profile: Industrial Software Business

The client represents a large division of a $120B Fortune 500 Company. This division acquired a 
$500M asset performance management software company and a $915M cloud-based field service 
management company. These combined entities provide cloud-based solutions for the Industrial 
Internet, bringing in a multibillion-dollar revenue stream.

CHALLENGE SOLUTIONRESULTS
The division significantly enhanced its suite 
of services and solutions with the new 
acquisitions and was in need of assistance 
to redesign, optimize, and integrate critical 
customer-facing processes that touched 
global customers across North America, 
EMEA, and Asia Pac.

❖ 70 disparate customer-facing 
processes were collapsed into 18 
streamlined and best of breed 
processes.

❖ Consistent standard operating policies 
and procedures were rolled out.

❖ Every process was engineered with 
customer benefit goals and metrics, 
ensuring value delivery.

❖ Regional differences spanning North 
America, EMEA, and Asia Pac were 
well-documented and understood.

XPM2 provided leadership on the process 
re-engineering project by applying 
industry best practices and implementing 
disciplined project management. XPM2 
participated in the following solution 
delivery:
• Performed 60+ hours of interviews 

with 45 subject matter experts 
dispersed across North America, 
EMEA, and Asia Pac.

• Provided 159-page detailed 
assessment, identifying best-of-breed 
processes between the acquired 
entities and the parent division.

• Recommended industry best practices.
• Developed future state process 

diagrams and standard operating 
procedures.

• Developed implementation plan.

OBJECTIVE
The division engaged a consulting house 
with whom they had a long-standing 
relationship. The ultimate goal was to 
produce integrated process designs that 
would deliver clear customer value.

The consulting house engaged XPM2 as 
subcontractors to provide integration, 
process design and project management 
leadership.
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