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Introduction

This Express Discovery report provides a focused analysis of the primary
operational constraint limiting ConnectFolio’s ability to scale efficiently
following their recent Series A funding. Rather than attempting to address
all operational challenges simultaneously, this report identifies the most
critical bottleneck and provides a targeted solution designed to create
immediate leverage.

The Express Discovery methodology applies constraint theory to rapidly
identify where strategic intervention will create the greatest operational
impact. By focusing resources on the system’s primary constraint,
ConnectFolio can achieve significant performance improvements without
the need for comprehensive restructuring.

This report is organized to provide a clear understanding
of the constraint identified, its impact on business
performance, and a specific solution with projected ROI.
The recommendations are designed to be actionable and
implementable within a 30-60 day timeframe.
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Executive Summary

@ DISCOVERY PURPOSE & APPROACH

This Express Discovery was conducted to identify the primary operational constraint
limiting ConnectFolio’s ability to scale efficiently following their recent $8M Series A
funding. The assessment focused on examining the customer onboarding process,
which was identified as the most pressing operational bottleneck based on initial
stakeholder interviews.

The discovery process included:

+ Analysis of onboarding metrics across 47 recent customer implementations

+ Interviews with 4 key stakeholders (Head of Customer Success, Senior CSM
(Customer Service Manager), Implementation Specialist, Product Manager)

*  Process mapping of the current onboarding workflow

* Review of customer feedback from the past 90 days

/N
KEY FINDINGS

&

N
Our assessment revealed that ConnectFolio’s customer onboarding process has
become a critical constraint to growth, with implementation times increasing
from an average of 6 days to 19 days over the past six months. This constraint is
creating multiple downstream effects:

1. Revenue Impact: Extended implementation times are delaying revenue
recognition and increasing early-stage churn by 14%

2. Team Capacity: CSMs are handling 40% fewer accounts than industry
benchmarks due to implementation overhead

3. Resource Allocation: 68% of Customer Success time is spent on low-
value, repetitive tasks rather than strategic customer guidance

4. Scalability: The current process cannot support projected growth
without proportional team expansion
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PRIMARY CONSTRAINT IDENTIFIED

The core constraint is a highly manual, non-standardized implementation process
that:

* Relies heavily on CSM expertise with minimal process documentation
* Requires excessive back-and-forth communication for standard setup tasks

» Lacks visibility into implementation progress for both customers and internal
teams

« Creates bottlenecks when specific team members are unavailable

CORE RECOMMENDATION

We recommend implementing an Intelligent Onboarding Automation System that
combines:

*  Templated implementation workflows customized to customer segments
» Customer-facing progress tracking with automated guidance

* CSM dashboards for monitoring implementation health

* Automated follow-up sequences for common tasks

v 65% ~120% 380%

IMPLEMENTATION CSM CAPACITY ESTIMATED ROI
TIME IN 6 MONTHS

This solution would reduce implementation time by 65%, increase CSM capacity by
120%, and deliver an estimated 380% ROI within 6 months of implementation. We
offer this solution with flexible investment options:

*  One-time project implementation
*  Monthly subscription with ongoing optimization (12-month commitment)
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Operational Assessment

COMPANY OVERVIEW

ConnectFolio is a B2B SaaS platform that streamlines client onboarding and relationship
management through a centralized portal where teams can create custom client spaces, share
documents, track project progress, and manage communications. The company has experienced
significant growth, securing $8M in Series A funding four months ago and doubling their team
from 22 to 45 employees.

4 I
Key business metrics include:
Annual Recurring Revenue (ARR) Active Customers Average Contract Value:
$2.4M (140% YoY growth) 135 businesses $420/month

Service Tiers: Basic ($99/mo): Self-service, limited features
Professional ($349/mo): Full features, standard support
Enterprise ($999+/mo): Custom integrations, dedicated success manager

Customer Distribution: 55% Professional tier /| 30% Basic tier /| 15% Enterprise tier

Target Customer: Mid-market professional services firms (50-500 employees)
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CURRENT OPERATIONAL METRICS

Our analysis examined key operational metrics across the customer lifecycle to identify primary
performance constraints:

Operational Kev Metrics Pre-Funding Current Industry
Area Y Baseline Performance Benchmark
Lead MQLs per month 120 280 N/A
Generation
Sales Process  Sales cycle (days) 24 31 30

Win rate 18% 16% 17%
Customer Implementation time 6 19 7

Onboarding (days)

Time to first value (days) 4 15 5
Implementation tickets 3.2 8.7 4.0
per customer

Customer NPS (first 60 days) +42 -5 +35

Success
Early churn (first 90 days) 5% 19% 7%
CSM capacity (accounts 35 18 30
per CSM)

Product Usage Feature adoption rate 68% 42% 60%
Weekly active users 78% 63% 75%
(WAU)

Support First response time 4 9 6
(hours)
Resolution time (hours) 12 28 14

This data reveals significant degradation across multiple performance indicators, with the most
severe metrics clustering around customer onboarding and early-stage customer experience.
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PRIMARY PERFORMANCE CONSTRAINT

Based on the operational assessment and stakeholder interviews, the customer onboarding
process emerges as the primary constraint in ConnectFolio’s current operations. This constraint
is creating a bottleneck that affects both upstream and downstream processes:

Upstream Effects:

+ Sales team hesitancy to close new deals due to implementation backlog
* Increasing pressure to discount to compensate for extended time-to-value
+  Growing tension between sales and customer success teams

Downstream Effects:

+  Poor initial customer experience leading to reduced product adoption

+ Higher support ticket volume from confused new users

» Declining NPS and increasing early-stage churn

* Reduced expansion revenue as customers fail to realize full platform value

The severity of metrics degradation in this area, coupled with its significant impact across the

entire customer lifecycle, clearly identifies customer onboarding as the highest-leverage area for
operational improvement.
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Focused Process Analysis

CURRENT ONBOARDING PROCESS

ConnectFolio’s current customer onboarding process consists of 12 distinct steps spanning three
phases. We've mapped this process based on observation and stakeholder interviews:

PHASE 1 HANDOFF & SETUP (Current Average: 5 Days)

+ Sales to CS handoff meeting

+ CSM assigned and initial customer welcome call scheduled
*  Welcome call conducted and initial requirements gathered
* Internal workspace configured manually by CSM

* Account provisioning and user setup

CONFIGURATION & INTEGRATION (Current Average: 10 Days)

+ Custom workspace configuration based on customer needs
*  Document templates created and uploaded

+ Integration with customer systems (if applicable)

*  Workflow customization and automation setup 1

« Data migration from previous systems (if applicable)

@ TRAINING & ADOPTION (Current Average: 4 Days)

+  User training sessions (typically 1-3 sessions)
+ Go-live and transition to ongoing success management
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KEY FRICTION POINTS

Our analysis identified the following critical friction points that significantly extend
implementation time and reduce effectiveness:

1. Inconsistent Handoff Process (Steps 1-2)

+ Sales-CS handoff lacks standardized information transfer

+  Critical requirements often missing, requiring follow-up

+ CSM assignment based on availability rather than expertise match
2. Manual Configuration Bottleneck (Steps 4-7)

« Each workspace built manually from scratch

*  No templated starting points for similar customer types

+  Configuration knowledge concentrated with senior CSMs
3. Integration and Migration Complexity (Steps 8-10)

* No clear scoping guidelines for integration complexity

» Ad-hoc approach to data migration

» Technical issues require engineering support with unpredictable wait times
4. Training Inefficiency (Step 11)

+ Customized training for each customer regardless of similarities

* Live training sessions limited by CSM calendar availability

* No self-service training resources for basic onboarding needs

ROOT CAUSE ANALYSIS

The surface-level symptoms of extended implementation times and reduced customer
satisfaction stem from three underlying root causes:

1. Process Over-Customization
+ Every implementation treated as unique despite 70% of setup tasks being identical
across customers
» Lack of standardized packages for different customer segments
+ Excessive focus on custom configuration before core value delivery
2. Knowledge Centralization
+  Critical implementation knowledge concentrated among senior CSMs
» Limited documentation of best practices and configuration protocols
¢ New CSMs require 3+ months to become fully effective
3. Manual Execution of Repeatable Tasks
* Reliance on manual execution for routine configuration tasks
» Absence of automation for follow-up communications and status updates
* No customer-facing visibility into implementation progress
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IMPACT QUANTIFICATION

The constraint’s impact on business performance extends beyond the immediate implementation

timeline:
Impact Area Quantified Effect GELIE T
P (Est. Annual)
Revenue Delay Implementation backlog delaying revenue  $125,000
recognition by average of 19 days
Early-Stage Churn 14% increase in customers churning within ~ $340,000
first 90 days
Team Efficiency CSMs operating at 60% below capacity $180,000 (additional
benchmark headcount costs)
Expansion Revenue 35% decrease in first-year expansion rate ~ $210,000
Sales Velocity 23% slowdown in sales cycle $95,000
Total Financial Impact $950,000
e N

SUMMARY OF FINDINGS

ConnectFolio’s onboarding process has not scaled with the company’s growth.
What worked effectively at 50 customers has become a critical constraint at 135+
customers. The current process:

1. Relies heavily on manual effort for repeatable tasks

2. Lacks standardization despite significant similarity across implementations
3. Creates bottlenecks around key personnel

4. Delays time-to-value for new customers

5. Generates almost $IM in annual negative financial impact

This constraint must be addressed before ConnectFolio can effectively deploy their
Series A funding toward continued growth. Any attempt to accelerate customer
acquisition without resolving this operational bottleneck will likely exacerbate current
challenges and further degrade performance metrics.
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Solution Recommendation

Primary Constraint Solution:
Intelligent Onboarding Automation System

Based on our analysis of ConnectFolio’s onboarding constraints, we recommend implementing
an Intelligent Onboarding Automation System that systematizes and automates the customer
implementation process.

SOLUTION COMPONENTS

1. Templatized Customer Onboarding Workflows
+  Segment-specific implementation templates for different customer types
»  Pre-built workspace configurations based on industry and use case
+ Standardized document sets and workflow patterns
2. Customer-Facing Implementation Portal
+ Self-service configuration options for basic setup tasks
» Progress tracking and next steps visibility
* Resource library with guided implementation assistance
* Automated notifications for action items and milestones
3. CSM Orchestration Dashboard
+ Implementation health monitoring across all accounts
« Automation of routine follow-up communications
»  Exception alerting for at-risk implementations
* Resource allocation optimization across portfolio
4. Knowledge Distribution System
+ Centralized implementation playbooks
«  Common configuration patterns and best practices
+ Video guides for frequently asked questions
+ Contextual guidance for customer-specific scenarios

12 Express Discovery: Operational Constraint Analysis



IMPLEMENTATION APPROACH

The solution leverages ConnectFolio’s existing systems with targeted enhancement:

e Timeline: 45-day implementation with phased rollout
e Resources Required:
* 0.5 FTE Product Manager
* 10 FTE Engineering Resource
e 0.5 FTE Customer Success Lead
e Technology Stack: Extends current system with additional automation layer
¢ Change Management: Minimal disruption with parallel implementation

VALUE PROJECTION

Average Implementation Time 19 days 7 days 63% reduction
CSM Capacity (accounts per CSM) 18 40 122% increase
Early-Stage Churn 19% 7% 63% reduction
NPS (first 60 days) -5 +40 45 point increase
Implementation Tickets 8.7 3.1 64% reduction

Financial Impact (Annualized):

Benefit Category Annual Value

Revenue Acceleration $125,000
Churn Reduction $310,000
Avoided CS Headcount $180,000
Increased Expansion Revenue $190,000
Sales Velocity Improvement $85,000
Total Annual Benefit $890,000
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_ One-Time Project Monthly Subscription

Total Investment
Projected ROI
Payback Period
Cash Flow Impact

Accounting Treatment

$180,000-$235,000
380% (first year)

Less than 4 months
High initial investment

Capital Expense

$180,000-$235,000 (over 12 months)
380% (first year)

Realized monthly from implementation
Distributed investment

Operating Expense

IMPLEMENTATION PLAN

Phase

Timeline

Week 1

Discovery &
Design

Development

Testing &
Validation

Training &
Rollout

Discovery & Design

Development

Testing & Validation

Training & Rollout

Week 2 Week 3

Detail current workflows
Define templates
Map automation points

Build customer portal
Develop CSM dashboard
Create automation workflows

Internal testing
Beta with select customers
Process validation

CS team training
New customer implementation
Documentation finalization

Week 4

Week 5 Week 6 Week 7

Detailed solution design
Template specifications
Implementation roadmap

Working prototype
Automation rules
Integration points

Quality verification
Performance metrics
Feedback incorporation

Training completion
First live implementations
Knowledge base
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Investment Options:

Implementation

e Monthly Subscription
Approach One-Time Investment (12-month term)

Full Implementation $180,000-$235,000 $15,000-$19,600/month

The one-time option provides a complete project-based implementation, while the monthly
subscription includes:

« Implementation spread across the contract term
+  Ongoing optimization and adaptation

* Regular review and refinement cycles

+  Priority access to implementation resources

Risk Mitigation Strategies:

+ Phased implementation to validate approach before full deployment
« Parallel running of existing process during transition

+ Specific success metrics for each implementation phase

» Regular stakeholder reviews to ensure alignment
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Next Steps

IMPLEMENTATION DECISION FRAMEWORK

Based on our analysis, ConnectFolio has three potential paths forward, each available as either a
one-time project or a monthly subscription:

a Full Implementation
Proceed with the complete Intelligent Onboarding Automation System as
outlined

e Phased Implementation
Address critical components first (templates and CSM dashboard), followed by
customer-facing portal

e Alternative Approaches
Pursue different solutions to the constraint (e.g., expanded CSM team,

simplified offering)
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To determine the optimal path and investment model, consider these decision factors:

. Phased Alternative
Full Implementation .
Implementation Approaches

Time to Initial Value 45 days 30 days 15-90 days
Resogrce High injtial Moderate, staged Varies by approach
Requirements commitment investment

Disruption Level Moderate Low Low to High
Long-term Scalability Excellent Good Limited

4 months (one-time) / 5-6 months (one-time)

ROI Timeframe Ongoing (monthly) / Ongoing (monthly)

6+ months

High upfront / Budget- Moderate upfront /

friendly monthly Budget-friendly monthly WEIES

Cash Flow Impact

Given ConnectFolio’s growth trajectory and Series A funding status, we recommend the Full
Implementation approach with our monthly subscription option to create a scalable
foundation while preserving capital for other growth initiatives.

UNDERSTANDING YOUR INVESTMENT OPTIONS

To provide maximum flexibility, we offer two distinct ways to invest in the recommended solution:

One-Time Project Monthly Subscription

Investment (12-month commitment)

The traditional project-based Our “layaway-style” approach provides:

approach provides: + Same comprehensive solution spread

» Complete implementation across the subscription term
delivered as a defined project + Predictable monthly operating expense

*  One-time capital investment + Ongoing optimization and adaptation

*  Project completion throughout the term
within defined timeframe + Dedicated implementation resources and
(approximately 45 days) priority support

« Standard post- » Potential tax advantages through operating
implementation support vs. capital expense classification

Both options deliver the same core solution and benefits, with the primary differences being cash
flow impact and ongoing service level. Your finance team may prefer one approach based on your
current capital allocation strategy and accounting preferences.
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IMMEDIATE ACTION ITEMS

Regardless of which implementation path you choose, these immediate actions will build
momentum and prevent further degradation:

1. Create Basic Workspace Templates (1-2 weeks)
* Develop 3 standard workspace templates based on your most common customer
types
+ Document configuration patterns for quick reference
» Begin using templates for new implementations immediately
2. Streamline Sales-to-CS Handoff (1 week)
* Implement standardized handoff documentation
+ Create clear scoping guidelines for sales team
» Establish formal handoff meeting protocol
3. Develop Basic Customer Pre-onboarding Materials (2 weeks)
+ Create preparation checklist for customers
+ Develop self-service guides for basic account setup
+ Establish clear expectations about implementation process and timeline

ADDITIONAL OPPORTUNITY AREAS

While this discovery focused on the customer onboarding constraint, we identified other
opportunities that merit future attention:

1. Product-Led Growth Enhancements
*  Opportunity: Self-service functionality for Basic tier customers
+ Potential Impact: Reduced implementation costs, expanded market reach
+  Complexity: Medium
2. Proactive Success Monitoring
*  Opportunity: Early warning system for customer health issues
«  Potential Impact: Further reduced churn, increased expansion revenue
+  Complexity: Low to Medium
3. Revenue Operations Integration
*  Opportunity: Streamlined quote-to-cash process
+ Potential Impact: Accelerated cash flow, improved forecasting
+  Complexity: Medium
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ENGAGEMENT OPTIONS WITH AUTONOMI

To support your implementation of the recommended solution, we offer three engagement
models with flexible payment options:

Guided Partial Full-Service
Implementation Implementation Implementation

*  We provide detailed +  We implement critical ¢ Our team handles the
specifications and components while entire implementation
periodic guidance while training your team on from design to
your team handles remaining elements deployment
execution + Best for balanced + Best for fastest time-

* Best for teams approach to resource to-value with minimal
with strong internal allocation internal resource
technical resources demands

Investment options: Investment options: Investment options:

One-time project: ) 4 One-time project: ) 4 One-time project: )
$50,000-$75,000 $110,000-$140,000 $180,000-$235,000
(credited with Express (credited with Express (credited with Express
Discovery fee) Discovery fee) Discovery fee)
J . J \. J
4 Monthly subscription: A 4 Monthly subscription: A 4 Monthly subscription: A
$5,000-$7,500/ $10,000-$12,500/ $15,000-$19,600/
month (12-month term, month (12-month term, month (12-month term,
Discovery fee credited) Discovery fee credited) Discovery fee credited)
J \o J \
All options include implementation planning, progress monitoring, and success verification. The
Express Discovery fee of $5,000 is credited toward any implementation option you select.
Monthly Subscription Benefits:
* Preserves capital for other growth initiatives
+ Converts capital expense to operating expense
* Includes ongoing optimization throughout the contract term
*  Provides dedicated access to implementation resources
«  Scales with your evolving business needs
Express Discovery: Operational Constraint Analysis 19
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Appendix

A. METHODOLOGY DETAILS

The Express Discovery was conducted using Autonomi’s Constraint-First Analysis methodology:

1. Data Collection
«  Stakeholder interviews (4)
» System and process documentation review
*  Operational metrics analysis
+  Customer feedback assessment
2. Process Mapping Approach
»  Current state process documentation
« Time and resource allocation analysis
«  Friction point identification
«  Constraint impact quantificationl
3. Solution Development Framework
« Constraint elimination potential
* Implementation complexity assessment
« ROl projection methodology
» Resource requirement estimation
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B. KEY METRICS ANALYSIS

Detailed Onboarding Metrics Breakdown

Avg. Implementation Time (days) N +171%
Implementation Completion Rate 98% 95% 91% 88% v -10%
First Value Achieved (days) 5 7 12 15 ™ +200%
Implementation Tickets 815 5.2 74 8.7 M +149%
Support Tickets (first 30 days) 4] 6.3 8.8 10.2 N +149%
NPS (first 60 days) +38 +22 +4 -5 \V -43 points

Detailed Onboarding Metrics Breakdown

. Pre-funding Time Current Time

Initial Implementation 30% 55% +83%
Ongoing Success Management 40% 22% -45%
Expansion Support 15% 8% -47%
Strategic Planning 10% 3% -70%
Administrative Tasks 5% 12% +140%

21
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C. CUSTOMER SEGMENTATION ANALYSIS

Implementation Complexity by Customer Segment

We analyzed implementation complexity across customer segments to identify patterns and

optimization opportunities:

Avg.

% of . . . Template

Segment Customers Irr\plementatlon Complexity Drivers Potential
Time

Professional o Document volumes, High (80%
Services (Small) e [ ekrE basic workflows standardizable)
Professional o Complex workflows, Medium (60%
Services (Mid) 205 22 days integrations standardizable)
Financial o Compliance Medium (55%
Services 15% 25 days requirements, security standardizable)
Technology o APl integrations, High (75%
Companies 115 15 ees custom fields standardizable)
Healthcare & 19% 21 days Regulatory Medium (50%

Education

requirements, training

standardizable)

D. STAKEHOLDER FEEDBACK SUMMARY

Key Insights from Stakeholder Interviews

Stakeholder

Primary Concerns

Head of "Team is underwater
Customer with implementations”
Success

Senior CSM "Every implementation

feels like we're starting
from scratch’

Implementation "Too much back-and-

Specialist forth for basic setup”
Product "Features built for scale
Manager aren't being utilized"

Suggested
Improvements

Templated workspaces,
better handoffs

Document common
patterns, training
materials

Customer self-
service options, better
documentation

Better internal training,
product-led onboarding

Resistance Points

Concerns about
maintaining quality
with automation

Values high-touch
approach, worries
about standardization

Limited authority to
make process changes

Engineering resources
already stretched thin

22
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E. COMPETITOR BENCHMARK

Onboarding Process Comparison with Key Competitors

Self-service
setup

Implementation
templates

Customer
visibility
Time to first
value

Training
approach

Minimal

None

Email updates

15 days

Live sessions

Competitor A

Moderate

Basic

Basic portal

8 days

Hybrid

Competitor B

Extensive

Advanced

Interactive portal

3 days

Self-service with
support

Industry Best
Practice

Tiered by
complexity

Segment-
specific

Interactive with
automation

<5 days

Personalized
automation

This analysis reveals significant opportunities for ConnectFolio to gain competitive advantage
through onboarding optimization, particularly in the areas of templated implementation, customer

self-service, and progress visibility.

Express Discovery: Operational Constraint Analysis

23



