


What we're seeing in the market

Difficulty in securing
financing for large
transactions

Tech valuations are Assets are being
staying low held for longer

ONLY.ONE

PE-backed enterprise software
provider went public this year

414 93 29

IPOs IPOs IPOs
in 2021 in 2022 in 2023

Higher cost
of capital

This means that it's a ripe
environment for M&A....

17%

of all US PE deals in
2022 were made up of

ADD-ONS

Fewer & smaller
transactions



Common use cases for add-on acquisitions

Up/Down Market Geographical Expansion

Same product sold Same product
up- or down-market different geography

Expansion

New product
existing customer base
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Why this is so hard
How to get this right

Case study:
S20M PE-backed single-product company with multiple acquisitions

Final thoughts & Q&A



What typically goes wrong with add-ons

X X
Mismatched GTMs. The Brute-force without
acquiring company swallows structure. Frameworks
the new team and forces are not applied to govern
their current GTM on the new the acquisition
product
X X

Org design is only PART of Unique customer journeys.

the solution. Companies jump The acquirer assumes

into org design too quickly, that the acquired customer

before determining the journey is the same as

necessary jobs to be done their own

and processes



What typically goes wrong with expansion add-ons

X

New value prop. The existing team and existing
customer base are not familiar with the new pains,
impacts, and critical events of the new product.

The goal of this blueprint is to 9
provide insights how to perform a
diagnostic call. A very minor
improvement in the quality of a
diagnose, which is performed

dozens of times, can lead to
monumental results.

got it right.

-
c
£
o] Ask if you
o
@
=)
c
w

If customer starts
venting, ask to
prioritize.

questions in
their context

S ITUATI @

: SUMMARIZE
2 to 3 pointed R .

€) RITICAL (E) VENT

“When do you .
need this by?" What

Is this a situation
you've seen before?

EMPATHIZE

Listen and take
notes!

STORY

happens if
you miss that

date?"
1) MPACT

Ask if this resonates, and
how this Impact compares
to their business

Share a story about
another person
achieving Impact In Real
Life.

D ECISION EEieS .

Determine the
decision factors?

End on time.
Connect the
WAGONS.

: ACE the call, prepare an

agenda, introduce each
other.

Time




What typically goes wrong with expansion add-ons

X

New value prop. The existing team and existing
customer base are not familiar with the new pains,
impacts, and critical events of the new product.

X

New decision process. If the new product is a platform,
it then becomes a more complex sale (enterprise) with

multiple new buyers vs a smaller decision making team.

The goal of this blueprint is to provide a
framework of how decisions are made
within an organization. It is custom
designed for decisions for recurring
revenue services which are based on
priority (not just budget or Rol).

- you how to
The champion has a ] o overcome the road
quantifiable need Al blocker.
. [

A discover call
introduces us
to the
champion.

An initiator starts a
convo based on the
pain they experience.

RESEARCH (S

Research may help identify
which accounts are worth
the increase in resources
(time and people.)

The decider prioritizes

The decider cannot

A provocative statement
around impact and

this project based on
a function of impact
and critical.event.

overrule the
objections as it will
cause resentment
later on

critical event causes the
org to take action

; DECISION MAKER €B

Itis the role of the
influencer to teach

/
INITIATOR (P @ e 5

I\

CHAMPION (} 1

4 S N

/ Use of insights >

7/ willhelp
/ convince the
gatekeeper.

@ ~  Users can provoke the
a need with the decision

maker, and get the

[ ] =
Trial : project prioritized.

There may already be users that
are using the product, they often
have insights into what the
measurable impact is

~
~

A responsible decider
secures there is
budget available
based on the priority
of the project.

The gatekeeper often

. uses impact and the lack

of priority to prioritize an
alternative decision.

GATEE A small (3-5) group of
individuals that help

determine the priority.

EXEC BUYER (D

Using a Stakeholder
meeting a small group

- agrees to the commitment

based on the impact it
provides.




What typically goes wrong with expansion add-ons

X

X

New decision process. If the new product is a platform,
it then becomes a more complex sale (enterprise) with
multiple new buyers vs a smaller decision making team.

X

New value prop. The existing team and existing
customer base are not familiar with the new pains,
impacts, and critical events of the new product.

No clear handoffs. The new add-ons require a new
set of hand-offs and skill sets of the team.

c
Responsible for ensuring the
successful technical setup

Solution Engineer: Assist the AM
with technical/product expertise

and demo support for customer

expansion

Account Manager:
Commercially-focused. Ultimate
account owner. Accountable and
responsible for renewal, and
expansion within the customer
base. (no concept of relationship)

Success Managers: Responsible for
ensuring the successful setup and

* training of customers. Accountable

for customers achieving ‘go live' and
First Value. (onboarding only)

. Support: Accountable and

responsible for technical support




Where it typically goes wrong with Expansion Add-Ons

X

New value prop. The existing team and existing
customer base are not familiar with the new pains,
impacts, and critical events of the new product.

X

New decision process. If the new product is a platform,

it then becomes a more complex sale (enterprise) with
multiple new buyers vs a smaller decision making team. Enablement Materials Tech Activation

X

No clear handoffs. The new add-ons require a new

@ Live sessions

A 4 © Call reviews

% @ Roleplays

Poor implementation. The strategy is 10% of the work;

the implementation is a long-term transformation that Manager & IC Training Manager & IC Coaching
requires an owner, process, change management,

set of hand-offs and skill sets of the team.

tracking, testing and enforcement.



How to get this right

Mismatched GTMs. The Brute-force without
acquiring company swallows structure. Frameworks
the new team and forces are not applied to govern
their current GTM on the new the acquisition
product
‘Org design is only PART of ‘Unique customer journeys.
the solution. Companies jump The acquirer assumes
into org design too quickly, that the acquired customer
before determining the journey is the same as
necessary jobs to be done their own

and processes

Proprietary & Confidential - Do not distribute - Winning by Design™ %% I 1 O



Discovery.

Using a best practice process

*

Design

>

Activate

Train

Coach

Uncover gaps and
opportunities to optimize
recurring revenue growth

e |CP/Segmentation
e Growth Quadrants
e Growth Modeling

Prioritize focus based on
highest potential impact

Define the customer

journey and develop

organization, role, and
KPI designs

Develop playbooks to
show managers and
revenue teams exactly
how to communicate &
deliver impact

Deploy processes and
playbooks into workflow

Define and deploy
measurement and
reporting to give teams
insight into progress
against the stated
impact

Train on skills and

knowledge required

for new processes
and playbooks. Use active
role play & peer feedback

Help employees
onboard and reboard
for faster success

Develop coaching
skills and processes

Provide teams with
ongoing development to
make change stick and

reach impact goals



Dissecting a Case Study O

SITUATION
e Highly successful PE-backed single-product company
. . . , : , IMPACT TO BE ACHIEVED
e Acquired multiple companies all with unique, but complimentary, products
e Highly commercially-centric e |Integrate 5 products into a single platform
e Primary product is well-known to 80% of TAM e |dentify the right GTM for a multi-product
company

e AE eats what they kill (customer ownership retained by AE)
e Design Sales and Customer Success org

structures and comp plans that can
e Majority of executive leadership comes from Sales successfully manage and expand

customers in a multi-product environment

e No process for expansion process

PAINS e Cross-sell the additional products to the

e No defined customer journey, standardized processes, or concept of existing customer base
customer relationship management

e No understanding of impact from products

e Lack of process for customer expansion (it wasn't needed in the past)

e Little concept of Customer Success

e | ack of executive alignment on a path forward



Discovery '

Executive Interviews Abbreviated Diagnostic

KEY TO SUCCESS IN DISCOVERY

Determine the current commonalities and differences between the multiple GTMs

CURRENT STATE
Do the companies have the same...
e Product: Cost structure? Solving for the same pain points? XXX? YYY? These all pOint to the
e [CP: Target ICP companies? Target personas? Decision makers? > answers to the processes

e Customer Journey: Sales cycle? Stages of the customer journey?

Buying process? and org structure that need
FUTURE STATE to be defined

Start to identify possibilities for future state (e.g., one lead product
with others as cross-sell; bundles; etc.)

[ 13



5 Executive Alignment workshops

that blend Knowledge from Discovery, with Education to
drive alignment on an Action Plan and Timeline

Validate, Align, Prioritize

Customer Success

Design Sales

Lead Generation

Validation, Alignment, Action Plan



5 Executive Alignment workshops Q KEY TO SUCCESS

that blend Knowledge from Discovery, with

FIRST define the customer

journey & Key Moments that
Timeline Matter

Education to drive alignment on an Action Plan and

SECOND define the tasks

Validate, Align, Prioritize ]
that must be accomplished

THIRD create the org design
to match that

Customer Success
DEFINED OUTPUTS:
Sales ) .
e F[xecutive Alignment
e Customer Journey & tasks
Lead Generation e Org and comp design

e Process definition

e Personas and Messaging
for your ICP

e Playbooks for the new GTM

Validation, Alignment, Action Plan



¥ Design

Validate, Align,
Prioritize

In.this case, we learned...

There is a lack of strategic alignment among
the executive team

ARPU varied greatly between products

Single product would be ‘beachhead’ for
growth and expansion to other products

Majority of execs come from Sales

>

>

> This needs work before design can begin

> Impacts GTM strategy

Need to focus on building deep and wide customer
relationships using an updated CS org structure

Need to gain a deeper understanding of CS and map
out the updated roles that are needed to drive deeper
stakeholder relationships for expansion

| 16



% Design

“( )- KEYTO SUCCESS
Customer Success What was covered Q

Customer Journey, Tasks drive org structure, not
Tasks, and RACI e Introduce Customer Success as a methodology the other way around

& the concept of Impact to drive recurring

revenue

e |dentify the key stages of the Customer Journey
& associated tasks (the key “Moments that
Matter” and playbooks to drive action)

: New customer journey

Post-Sales Onboarding & Adoption & Expansion &
Handoff Implementation Impact Cross-sell

e Buildout of the org structure based on the tasks = «e “CsM “csM “CsM “AM *csM
CsSM 0s PDM AM CSM AM
and Moments that Matter EE s & o
enotes stage owner
H - Meeting that - Business KO | - Monitor adoption - Review of - White space Analysis : - Soft/Hard and
e Define the process required to successfully Tt el M il B T e vt ndree asks
. andrelevantkey | - User Training Plan -Renewal Mapping - Reference
stakeholder - Implementation - Impact-driven key activities - Research - Quotes
migrate from a core sales teamto a nformation Firet Vaiue <takeholder “AccountPlanning |- Testimonials
. ) I : conversations : - Pipeline Review - Case Studies
- ! (validate impact); | - Discovery: SPICED | - Co-author/present
relationship-building team , ; Wentiy newpain | Sl
H points/use cases | - Pricing & Contracting |
Pre-Sales - QBR/EBR i

--@® - [} () m 0 —
L e e e L
o ==~ e ®

: RACI Model

RE

Bl recommended

................................... i Consulted Informed
Those whodothework  Ultimately accountable  Those who opinions Those who are kept up — — ~ Maybe nvolved
to complete the task for delivery of the task are sought to date on the process




% Design

Customer Success

Customer Journey,
Tasks, and RACI

Traditional 2-layer Team

Owns Strategic and Tactical
partner relationship:

- Onboarding

- Adoption

- Retention
- Renewal ‘

Commercial:
- Renewal
- Expansion & Cross-sell

Product SME:

- Supports
Expansion &
Cross-sell

Tactical Support:
- Support Tickets

Non-traditional 2-layer Team

Owns Strategic and Tactical
partner relationship:

- Renewal

- Expansion & Cross-sell

Onboarding

Owns Tactical partner relationship:

- Onboarding

- Adoption

- Retention

- Renewal
Product SME:
- Supports
Expansion &
Cross-sell

Tactical Support:
- Support Tickets

Customer Success Organization Models (non-inclusive options)

Single-layer Team

Owns Strategic and Tactical
partner relationship:

- Non-commercial
- Commercial

Tactical Support:
- Support Tickets

Onboarding

Product SME:
- Supports Expansion
& Cross-sell

Marketing (ABM, Digital Touch)




¥ Design

Customer Success Success.Team.GTM.Transformation Example
Customer Journey, Pre-Acquisition (single-product focus)

Tasks, and RACI

Implementation Coordinator:
Responsible for ensuring the
successful technical setup

Solution Engineer: Assist the AM
with technical/product expertise
and demo support for customer
expansion

Account Manager:
Commercially-focused. Ultimate
account owner. Accountable and
responsible for renewal, and
expansion within the customer
base. (no concept of relationship)

Success Managers: Responsible for
ensuring the successful setup and
training of customers. Accountable
for customers achieving ‘go live’ and
First Value. (onboarding only)

Support: Accountable and
responsible for technical support

>roprietary & Confidenti 0 not distribute - W ng b

[ 19



¥ Design

Customer Success Success.Team.GTM.Transformation Example
Customer Journey, Post-Acquisition (multi-product focus)

Tasks, and RACI

stribut

Onboarding Specialist: Responsible
for ensuring the successful
Onboarding of new customers,
achieving 'go live” and First Value

Support: Accountable and
responsible for technical support

C g M

Customer-focused. Ultimate
account owner. Product agnostic.
Accountable and responsible for
onboarding, engagement, Impact
achievement; generates CSQLs

Account Managers: Responsible for
driving successful expansion of
existing customers in deep
collaboration with the CSM

Solution Engineer: Assists the AM
with technical/product expertise
and demo support for customer
expansion

| 20



¥ Design

Customer Success Core Skill -.Managing.Customer.Meetings
Customer Journey,

The ability to achieve results via meetings is vital to your success.
Tasks, and RACI

Ask “Based on our
discussion today are you
ready to move forward?"

Get the agenda on track to Ask "Have you Discuss the
close “In interest of time.." 5 done this before?" goal of the
and “.do you want to extend ~ --+---. g B . next .
the meeting?” : : s meeting
Appreciate @
Check : : o
time : : 2
End goal : 5 [ ]
i % .

MEETING 1

@ 6 ) STAKEHOLDERS

Discuss the that need to = “Who was involvedand
be covered to hit the : should we include them?
goal within the allotted

time.

Start the ACE/Agenda no Begin your close 5 to
later than 5 mins past the 10 mins before the
start time. end time.




¥ Design

Customer Success

Customer Journey,
Tasks, and RACI

Engagement

Core Skill - Diagnose Sequence

The goal of this blueprint is to 9
provide insights how to perform a
diagnostic call. A very minor
improvement in the quality of a
diagnose, which is performed

dozens of times, can lead to
monumental results.

Is this a situation
you've seen before?

Ask if you

got it right. EMPATHIZE

If customer starts
venting, ask to
prioritize.

: SUMMARIZE
2 to 3 pointed R .
questions in
their context. @
S ITUATION

_. Listen and take
notes!

€) RITICAL (E) VENT

“When do you .
need this by?" What
happens if
you miss that

date?"
1) MPACT

Ask if this resonates, and
ORY how this Impact compares
to their business

Share a story about
another person
achieving Impact In Real
Life.

A step-by-step guide on how to consistently diagnose a customer.

DJECISION [REeS :

Determine the
decision factors?

End on time.
Connect the
WAGONS.

ACE the call, prepare an
agenda, introduce each
other.

Time

N

N



¥ Design

Customer Success

Customer Journey,
Tasks, and RACI

The goal of this blueprint is to provide a 9
framework of how decisions are made

within an organization. It is custom

designed for decisions for recurring

revenue services which are based on

priority (not just budget or Rol).

The champion has a
quantifiable need,

A discover call
introduces us
tothe
champion.

An initiator starts a °

convo based on the
pain they experience.

INITIATOR (P

G-

()
Trial

RESEARCH (S

CHAMPION (}

Core Skill - Navigating.an.Organization

The decider prioritizes
this project based on
a function of impact

A provocative statement and critical event.

around impact and
critical event causes the
org to take action.

; DECISION MAKER €B

! Use of insights R ~
7/ will help ~
/ convince the
/ gatekeeper.

.

Users can provoke the
need with the decision
maker, and get the
project prioritized

GATEKEEPE!

A responsible decider
secures there is
budget available
based on the priority
of the project.

Help your customers to sell internally based on facts and figures.

The decider cannot
overrule the
objections as it will
cause resentment
later on

Itis the role of the
influencer to teach

GEEEod you how to

overcome the road
blocker.

The gatekeeper often
. uses impact and the lack
of priority to prioritize an
alternative decision

A small (3-5) group of
individuals that help
determine the priority.

EXEC BUYER (D

Using a Stakeholder
meeting a small group

- agrees to the commitment
based on the impact it
provides.

Research may help identify
which accounts are worth
the increase in resources
(time and people.)

There may already be users that
are using the product, they often
have insights into what the
measurable impact is




What was.covered.

e Reviewed the acquisition process

e Defined that we're leading with one product and
then expanding with additional products

e Defined ICP and personas that we're selling to

e Created a growth formula to determine the
resources needed to reach the goals

e Create org structure and RACI to sell multiple
products (SE's and Generalists)

e Redefined KPIs and comp plans to represent the
new strategy

") KevTosuccess

Evaluate your current
customer journey and adapt
to multi-product strategy

Process Overview

) auaity () oiscoery m A () rroce m
Conduct qualification  Gain a deeper Sainvalgatonrom  Presentul stucture an Complate oppeoprits
calltoverifyweare  understandingof the  stakeholde commercial entthat meets  har

ol

e i

Smocth tanshionts

uhgnmen( o pames
i post-sales.

prospects scheci ng

2
8

s challenges

pr
focusing on their
Situation, Pain and
Impact.

el rdevan, 8 o,

schedhid (1 roqured)

Modeling sales capacity, ramp, headcount, and revenue growth

Example delverables from different clint engagements

FY2021 headcount wmh

rvzcm revenve

ay W W2 W

o Fopid
[

Meetings

| 24



¥ Design

Sales

Structuring.a.new.logo sales POD

Moving to a cross-functional Pod structure will allow for scale based on
predictability across target customer lists (both new and existing)

APOD is a group of self-sustaining
resources that works together
towards a common objective.

Input | MaL

saL

SAL

WIN

Output | LIVE

POD role

Typical responsibilities

Performance metrics

Sales Development
Representative (SDR)

Prospects MQLs, arranges sales (SQL)
meetings to generate pipeline
opportunities

SQL meetings held
SALs generated

Converts pipeline opportunities
into closed/won deals

Net new ACV bookings
Net new logos acquired (WINs)

Pre-sales technical support,
customization, and integration

Net new ACV bookings
Net new logos acquired (WINs)

Drives initial deployment and enables
key moments at the start of the
customer journey




% Design

Lead Generation

What was.covered.

e Revise process of generating leads from
existing customers through Marketing and
Account Management

e Create processes around white space analysis,
account planning, and relationship mapping

") KevTosuccess

Leveraging the existing
customer base to achieve
growth

White spacing examples

[AMTD  [DSIG  [DSM_ [oEP  [DOA

Eais

§54§

b Il
FJ\
ii

5

28

8333845288
HELREL AL




¥ Design
Validation,
Alignment,
Action Plan

Validation & Alignment Action Plan

Achieved executive alignment on mindset
change from commercial- to
customer-centricity

Prioritization of key areas for improvement
Sales and Customer Success Org Structure

Starting points for Sales and Customer
Success comp plan structures

Revisions to lead generation process

Communicate the action plan to the
organization

Identify impact achieved from each product
Define the ideal customer journey
Create standardized processes

Identify key team players for newly defined
roles and begin to implement the new org
structure

Implement a skills training program targeted
to each functional role

Implement KPIs to measure results

Measure and continuously improve

Benefits: Enables CSMs to properly engage with key stakeholders to drive adoption, impact and retention
while enabling AMs time for proper expansion preparation and execution across multiple products (white
space analysis, Account Planning, Relationship Mapping, Expansion opportunity pipeline management



Playbooks for each customer-facing role, including:

SPICED

- —— ——

Activate
- Definition of your relevant sales stages
- The Key Moments that Matter
- Turn-by-turn’ directions at each stage of the process
- ldentification of clear entry and exit criteria at each stage
- Alignment of content and skills to each stage
- Best practice recommendations on how to implement the playbook
| 1
| 1 [ 1 1 1
: DEMAND GENERATION : : SALES : ______________ :_‘ :RI’\é?é(l\:ng(()N i
\ PLAYBOOK | i PLAYBOOK i ONBOARDING & 1 ' AvBOOK R e R e
| S L ' ADOPTION | e | GROWTH&
! ACCOUNTBASED [ T b : PLAYBOOK Lo |
| TRANSFORMATION | PROSPECTING . Lo i EXPANSION
The ! ! ! R i PLAYBOOK
l 1

1

1

i PLAYBOOK
1 1

1

1

Methodology p— R




Activate

Conversation Guides for more effective
customer discovery calls and
conversations,

with actionable messaging for each of
your key personas.

- Persona overview, typical titles found
on LinkedIn, and key challenges

- ldentification of key pain points

- Specific discovery questions to help
reps uncover paint points, determine
the desired impact, and effectively
guide the conversation

WHAT THEY DO

LINKEDIN TITLES

Key Personas

%

Fund/Portfolio Manager

PosSBLETITLES
Fund Manager, Portfolio Manager,
Chief Investment Officer (CIO),
Head of Investment,

Real Estate Investment Manager

|

<«
Internal Appraiser/Valuer

POSSIBLE TITLES:
Head of Valuation,

Head of Accounting and Valuations,
Internal Appraiser/Valuer

Asset Management

POSSIBLE TITLES
Head of Asset Management,
Director of Asset Management,
Asset Manager,

Real Estate Asset Manager,
Investment Manager

FPEA (Financial Planning & Analysis)

POSSIBLE TITLES:

Fund/Portfolio
Manager

o Lead fundraising efforts
« Build and maintain relationships with investors

« Lead the investment strategy and establish processes

Analyze market data to develop funds that are attractive to investors

Create annual real estate portfolio budgets

Organize regular reports and reviews, including quantitative and
qualitative portfolio studies

Attend investor meetings, review quarterly financial statements, and
remain up-to-date with any important valuation or policy changes

Fund Manager

Manager

Portfolio Manager Head of Investment

/ Fund/Portfolio Manager

@ EMOTIONAL IMPACT

Show investors (especially big ones) they can
trust you with their money

Lok better to investors with higher performing
fund

Outperform target/peers/the market

Have more confidence in reports, strategic
plans, and decisions about the fund/portfolio

Avoid costly errors that erode trust, or create
regulatory liabilities (insurance policy)

Improve working relationships with both internal
and external stakeholders

Avoid bad investments

KEY CHALLENGES —@—

Acquisitions

POSSIBLETITLES:

In-House Development Manager
POSSIBLE TITLES:

slopment Manager,

2ct Manager

Acquisitions
Acme Inc.

or dry powder
(un-deployed capital) Bally Corp.

Win new investors and

CAPABILITIES

INVESTMENT MANAGEMENT

exceed capital raise
targets
-
Fund/Portfolio Manager Situation Questions Summary
Don't miss.
opportunities to
improve performance 4
-
void bad investments or | Win new investors and Don't miss opportunities  : Outperform the Keep costs from
dry powder exceed capital raise targets | to improve performance i market/competition eating at retuns
Outperform the
‘market/competition your What inds of assets do you Whattools are you using for What back offce functions do
highievel currently? curtenty? On regular cycles? manage? (housing, industrial reporting and performance you maintin n-ho
' retail) \anagement? outsourcing?
ol How much of y i not a9
deployed currenty? woraise? Whats the focus of your Which sources/systems areyou | Whatsthe sze of your back
puling data offce team?

@ RATIONAL IMPACT

Keep costs from
eating at returns

How do your current allocations  : What kinds of investors do you

capital gains, long-term

What tools are you using to

Increase ability to forecast and make accurate
predictions of revenue and returns.

Attract more, better investors and money with
more visibility into performance, forecasts, and
modelling, and tighter processes

Lower risk of penalties from audits or regulatory
checks

Better visibility to uncover opportunities to
improve funds/portfolio performance

Deploy capital faster to avoid under-allocating
funds (win more deals)

More efficient underwriting and other processes
reduces overhead on the fund

rental/profit)

y L
high net-worth, family offce
. Whattools doyou use to
understand performance and
identify opportunites?

Raising/closing on a
ew fund

How What's the tumover/ attrtion rate
building/refreshing reports? of your back offce staff?

you compare asset How do you factor in back office
performance relative to @ costs 1o the overall cost of
benchmark? expanding the portfolio?

Where does the benchmark come
from?

CHALLENGE SLIDE ‘CHALLENGE SLIDE »

Bad quarter (regain
investor confidence)

Change in the
regulatory environment

Portfolio transaction
(public, merge, etc.)

Material market event
(COVID, large
bankruptcy, etc)




Technical/CRM Activation - Sample Documentation for meetings

This is a description of potential missing fields, automation suggestions, stage recommendations, etc.

Activate

HAND-OFF DEVELOPMENT QUALIFIED PRESENTATION DECISION NEGOTIATION CLOSED WON

ine ltems © MSSA, Order Form, and

« Situation

« Pain o Link SOW signed?

© MAP established? « SOW completed? . e L

« Persona S
« Timeline - Criical or « Discovery booked? o Close Steps “ThePathto o
Compelling Event? cash?  Won Reason - Use Case
« New Contact Types « Access to Execttive « MSSA, Order Form and
Sponsor? SOW submitted?

« Economic Buyer and
Executive Sponsor fully

w
2
-
%
@
2
4
&
g
8
g
&
o
2
a
8
&
S
2
g
&
@
El
o

Activate your designs e
throughout your tech stack to
ensure adoption
Pipeline Tip: Set rules to only allow for reps to move an Opportunity forward
one Stage at a time and not backward allows for accurate forecasting and
reporting. Also, if the Opportunity will not close, set it to Lost and you can
- always open a new ortunity in the future.
e Integrate into your call e nen Cppermy e s
analytics software :
(Gong, Chorus, etc.)
[ ENTERPRISE SALES TEAM &% Mark Stone Closing This month B Open opps, won, lost

e Implement frameworks
and playbooks into your 203:0 $260,000
Salesforce / CRM DEAL J— NEXTCALL AMOUNT Lose DuTE smage

| '
JUN 13,2020 TODAY

re you seeing these deals? Jpdated 5 hrs age

fame - @ - e -@- o @ Tomorrow  $23,000 Jun12,2020  Qualification @ Markstone
‘K"NPO‘ - @ o < - @GP @ - & nuoys  s000 Apr5,2020  Qualification @ Merkstone
Arcade Ri . oo o @ @ o @ . $15,000 Jul12,2019  Negotiation Q Markstone
A rontlines. - an ce - @ © o InBdays  $9,000 Mar 10,2020 Negotiation Q Markstone
t‘:rf“h ® ® - ® - @ ~—o - $9,000 Dec 28,2020  Demo @ Mork stone
goasntivs - - . - - B8 - ES In31days  $10,000 Nov9,2020  Qualification @ Merkstone

| 30



Train

Train your leaders and ICs on
the new skills needed, in order
to execute on the new
strategy and process that has
been defined

Individual Contributor Courses, By Role

1 For SDRs.

e Prospecting for Impact

e Prospecting into Enterprise Accounts
2 For Sales.

e Selling for Impact

e Selling into Enterprise Accounts
3 For Customer Success.

e Customer Success for Impact
e Account Management for
Expansion

Leadership Courses, By Role

4 For Managers.

e Managing for Impact
e Managing for Leadership

5 For Revenue Leaders.
e Revenue Architecture

CLASSROOM
\\ W 10%
NN
\ 1‘@
N\
COACHING
20%
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Coach

Create behavior change that sticks
by coaching your reps on an ongoing

basis.

Hands-on practice

Use real customer scenarios
and deals

Ongoing, on a weekly basis
Instill a “coaching culture”
across the team where team
members learn from their
peers

Use a coaching framework
such as REKS

Coaching Structure

Format: 6 live coaching sessions (60 minutes each) over 3 months

O

Live sessions

Each Skills Coaching
session takes place over the
course of one hour and
focuses on one to two key
skills covered in the
associated training.

The framework consists
of call reviews, real-life
examples, role-plays,
recaps, and best practices.

02
Call reviews

Prior to each session, we
will review two to three call
recordings or emails.

During the session, the
trainer and managers will
walk through the recording
and allow the team to listen
and coach against it.

03
Role-plays

Role-plays divide the group
into small teams for practice.

Using our frameworks,
teams will conduct role-plays
using key skills, ensuring
learners rotate between the
roles of customer, seller, and
coach.

(v}

REKS
Results
Efforts

Knowledge
Skills
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Coach

An Impact Office ensures that you
prioritize, measure, and achieve the
impact that you are looking to get out of
the add-on transaction.

e Quarterly Reporting with key insights
on performance

e Executive workshop covering results
and impact recommendations

e Alignment on 30-60-90 day
continuous improvement
recommendations to impact that will
have the greatest ROl for your GTM
team

o Sales Close Rate ................

Impact Office

Aligned Methodology

e Only 10% of reps completing
SPICED

Lead Volume - - e
e Lead volume is sufficient
e 50% of leads not in ICP

Prospecting Conversion------- . )

e Lead to conversion rate is
20% below SaaS benchmarks

e Lack of account planning

e 2 stakeholders on average in
deal conversations/Avg for
your ACV size is 7

Discounting -------wiviceuiinn o
e Discounting rate 15% over
industry average
e Discounting up 5% Q/Q
e Heaviest in East Coast

LeadGen

LeadDev
L ]

Acquisition
°

Q1

o Sales Close Rate 22%

e Discounting
e Expansion Rate

°
Onboard Adopt @ Expand
°

Q2

Q3

25

Prioritized Sprints

Qa4

AE Hand off

e Hand off process varies by
team and impacts time to
value

.

Average time 2 weeks

Onboarding

o Senior leaders not informed
or consulted in initial delivery

Inconsistent QBR

e QBRs only occurring 50% of
the time

e No Feedback loop from

CS to Exp opps
e Expansion Plays
e Trigger Plays




Some final thoughts
to keep.in. mind

e Most mergers and acquisitions fail. \Why? They're very easy on
paper, but difficult in real life

e Do not underestimate the amount of change management that is
required to get your new GTM team aligned, even for “small”
add-ons

e Use proven frameworks and implementation plans to improve
your chances of success, and significantly accelerate your time to
value
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Get more content like this

The best ways to continue to get the latest insights from WbD

01 . 02
Sign up for the WbD . Stay smart while scrolling
Research Newsletter . LinkedIn
www.winningbydesign.com/newsletter ﬂ Follow Winning by Design on
. W& Linkedin

Get the latest research and insights on how to
optimize your GTM and grow your revenue

PE & VC: For questions on how to engage with Winning by Design, contact:

-4 Lauren Goldstein
“#W lauren@winningbydesign.com

03

Check out WbD Events
& Workshops

https://winningbydesign.com/events-
workshops-webinars/

Additional open workshops available
every week
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