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Introduction

This Standard Discovery report provides a comprehensive analysis of

the key operational constraints limiting ConnectFolio’s ability to scale
efficiently following their recent Series A funding. Rather than examining a
single constraint area, this analysis identifies the most critical bottlenecks
across multiple departments and provides prioritized solutions designed
to create maximum leverage for the organization.

The Standard Discovery methodology applies constraint theory to
identify where strategic interventions will create the greatest operational
impact across your revenue cycle. By addressing the system’s primary
constraints in a coordinated manner, ConnectFolio can achieve significant
performance improvements while optimizing resource allocation.

This report is organized to provide a clear understanding

of the constraints identified, their impact on business
performance, and specific solutions with projected ROI.
The recommendations are designed to be actionable and
implementable within a 90-day timeframe with appropriate
prioritization.
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Executive Summary

@ DISCOVERY PURPOSE & APPROACH

This Standard Discovery was conducted to identify the primary operational constraints
limiting ConnectFolio’s ability to scale efficiently following their recent $8M Series
A funding. The assessment focused on examining four key operational areas: Sales
Operations, Customer Onboarding, Customer Success, and Product Development.

The discovery process included:

* Analysis of operational metrics across the full customer lifecycle
+ Interviews with 10 key stakeholders across departments

*  Process mapping of critical workflows

+  Cross-functional dependency analysis

*  Review of customer feedback and product usage data

+  Competitive benchmarking against industry standards

KEY FINDINGS
\

Our assessment revealed four interconnected constraints that are critically
limiting ConnectFolio’s ability to scale::

1. Customer Onboarding Process (Primary Constraint)
* Implementation times increased from 6 days to 19 days
e Manual, non-standardized processes heavily dependent on CSM
expertise
+ Creating downstream effects on retention, adoption, and team
capacity

2. Sales-to-Implementation Handoff
* Incomplete requirements gathering during sales process
+ Misalignment between sold expectations and delivery capabilities
« Sales incentives disconnected from implementation complexity
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3. Customer Success Capacity
+ CSMs overwhelmed by implementation work, limiting strategic
account management
* Reactive rather than proactive customer engagement
» Lack of clear success metrics and health monitoring

4. Product Feature Prioritization
+ CSMs overwhelmed by implementation work, limiting strategic
account management
* Reactive rather than proactive customer engagement
* Lack of clear success metrics and health monitoring

These constraints are creating a vicious cycle: sales misalignment leads to complex
implementations, which overwhelm the CS team, reducing their capacity for strategic
engagement, while product development continues without sufficient customer success input,
resulting in features that don’t address critical pain points.

BUSINESS IMPACT

The combined effect of these constraints is severely impacting ConnectFolio’s growth

trajectory:
Revenue Impact: e®® Team Efficiency:

Q. p & v
$1.4M 40-60%

. o
in annual revenue leakage below industry benchmarks
across departments
& Customer Experience: », Capital Efficiency:

& . oy ~°F .

NPS declined ® Series A runway consumption
o
from +42to -5 35%
in six months faster than projected
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STRATEGIC RECOMMENDATIONS

We recommend a coordinated approach addressing these interconnected
constraints:

1. Intelligent Onboarding Automation System
« Templatized implementation workflows
+ Customer-facing implementation portal
« CSM orchestration dashboard
* Knowledge distribution system

2. Sales-Success Alignment Program
+  Structured discovery and scoping process
* Implementation complexity scoring
+ Connected sales and implementation metrics
* Realistic expectation setting materials

3. Proactive Success Operations
+  Customer health monitoring
+ Automated engagement workflows
* Success playbooks by segment
« Capacity optimization tools

4. Cross-Functional Feedback System
+ Unified customer feedback collection
+ Connected product-success metrics
* Implementation impact assessment for feature prioritization
+ Adoption-focused development approach

These recommendations will create a virtuous cycle that corrects the current
negative feedback loop while establishing scalable operations capable of
supporting ConnectFolio’s growth targets.

6 Standard Discovery: Operational Constraint Analysis



IMPLEMENTATION & ROl SUMMARY
o=

This coordinated approach will deliver significant performance improvements:

IMPLEMENTATION TIME CSM CAPACITY SALES CYCLE
o (o) (o)
v 63% A N1N2% v 25%
(19 days > 7 days) (18 > 38 accounts per CSM) (31 days > 23 days)
EARLY-STAGE CHURN NPS
(o)
v 68% +45
(19% > 6%) point improvement (-5 > +40)

Financial Impact (Annualized):

Revenue Acceleration: ‘ Churn Reduction: ‘ Team Efficiency Gains:

$215,000 $510,000 $380,000

Expansion Revenue Increase ‘ TOTAL ANNUAL BENEFIT

$320,000 $1.425M

Implementation Investment: Projected ROI:
One-time:
o
$310,000-$375,000 280%
Monthly: (first year)
$25,800-%$31,300/month for both options

Payback Period:
Less than 5 months (one-time) / Realized monthly (subscription)
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Discovery Process Methodology

DATA COLLECTION APPROACH

The Standard Discovery process employed a multi-faceted data collection approach to ensure
comprehensive understanding of ConnectFolio’'s operations:

Quantitative Analysis:

¢ Operational Metrics Review: Analyzed 24 months of operational data across the
customer lifecycle

e System Usage Analysis: Examined platform usage patterns, feature adoption, and user
behaviors

e Performance Benchmarking: Compared key metrics against industry standards and
competitors

¢ Financial Impact Modeling: Calculated revenue leakage and efficiency costs of
operational constraints

Qualitative Research:

e Stakeholder Interviews: Conducted in-depth interviews with 10 key team members:

CEO and COO

VP of Sales and Sales Manager

Head of Customer Success and Senior CSMs
Product Manager and Lead Engineer
Implementation Specialist

Customer Support Lead
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e Process Observation: Shadowed critical workflows including sales calls, implementation
sessions, and success check-ins

e Document Review: Analyzed current process documentation, training materials, and
internal communications

e Customer Feedback: Reviewed NPS responses, support tickets, and direct customer
feedback

CONSTRAINT THEORY APPLICATION

The discovery methodology applies Theory of Constraints principles to identify and analyze
operational bottlenecks:

1. System Mapping: Documenting the entire revenue cycle as an interconnected system

2. Constraint Identification: Using data and observation to locate the system’s current
constraints

3. Impact Quantification: Measuring the effect of each constraint on overall system
performance

4. Dependency Analysis: Understanding how constraints interact and reinforce each other
5. Improvement Prioritization: Sequencing interventions based on constraint theory’s Five

6. Focusing Steps:
* ldentify the constraint
+  Exploit the constraint
« Subordinate other processes
+ Elevate the constraint
*  Repeat with the next constraint

ANALYSIS TECHNIQUES

The discovery process employed multiple analytical frameworks to ensure comprehensive
understanding:

e Operational Metrics Review: Analyzed 24 months of operational data across the
customer lifecycle

* Process Flow Mapping: Visualizing current workflows to identify bottlenecks and friction
points

* Root Cause Analysis: Applying “5 Whys” methodology to surface underlying issues

e Capacity Utilization Assessment: Analyzing team workload and capacity constraints

» System Thinking Diagrams: Mapping reinforcing and balancing feedback loops

e Financial Impact Modeling: Quantifying the business impact of operational inefficiencies

e Comparative Benchmarking: Evaluating performance against industry standards and
best practices
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RECOMMENDATION DEVELOPMENT FRAMEWORK

Solution recommendations were developed using a structured framework:

¢ Impact Assessment: Evaluating potential improvement on key performance indicators

* Implementation Complexity: Assessing resource requirements and organizational
change

¢ Interdependency Analysis: Understanding how solutions affect multiple constraint areas

¢ ROI Calculation: Projecting financial returns against implementation costs

e Sequencing Logic: Determining optimal implementation order based on dependencies

¢ Risk Evaluation: Identifying potential implementation challenges and mitigation strategies
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Current State 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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GROWTH TRAJECTORY AND FUNDING STAGE

ConnectFolio completed their Series A funding ($8M) four months ago with the following growth
targets:

ARR TEAM SIZE CUSTOMER BASE: ENTERPRISE SEGMENT:
$2.4M > $7M 45 - 85 135 > 350 15% > 25%
within 12 months employees by customers of customer base
(192% growth) year-end (159% growth)

The funding allocation plan included:

10%

Operations &
infrastructure

20%

Operations &

40%

Product development

30%

Sales & marketing

infrastructure expansion
Four months post-funding, ConnectFolio has:
+105% Increased headcount from +26% Grown ARR from $1.9M to $2.4M
22 to 45 employees (below target trajectory)
Added 22 new customers (below target Burned through approximately 35%
trajectory) of funding (above target burn rate)

12
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ORGANIZATIONAL STRUCTURE

ConnectFolio’s current organizational structure:

» Leadership (5)
« CEO, COQO, CTO, VP Sales, VP Customer Success

¢ Product & Engineering (15)
+  Product Manager (1)
«  Engineering Manager (1)
+  Senior Developers (5)
«  Junior Developers (6)
* QA Engineers (2)

« Sales (10)
+  Sales Manager (1)
+  Account Executives (6)
+  Sales Development Representatives (3)

e Customer Success (12)
« CS Manager (1)
+  Senior CSMs (3)
+  CSMs(5)
+ Implementation Specialists (3)

e Support(3)
+  Support Manager (1)
+  Support Specialists (2)

TECHNOLOGY ECOSYSTEM

ConnectFolio’s current technology stack and system architecture:

* Core Platform * Integration Capabilities
+ React frontend e REST API
*  Node.,s backend +  Webhooks
* MongoDB database * Native integrations with 6 popular tools
*  AWS infrastructure + Custom integration services for

Enterprise tier
* Internal Systems P

* CRM: Salesforce

*  Support: Zendesk

* Project Management: Jira

¢ Internal Communication: Slack
*  Documentation: Notion

Standard Discovery: Operational Constraint Analysis 13



KEY OPERATIONAL METRICS

An analysis of ConnectFolio’s operational metrics reveals significant degradation across the
customer lifecycle:

Operational Kev Metrics Pre-Funding Current Industry
Area Y Baseline Performance Benchmark

Marketing & MQLs per month

Sales
Sales cycle (days) 24 31 30
Win rate 18% 16% 17%
Sales to implementation 72 4.8 70
handoff score (1-10)

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 Feature adoption rate 68% 42% 60%
Weekly active users 78% 63% 75%
(WAU)
Feature usage breadth (% 45% 31% 40%
of features used)

Support First response time 4 9 6
(hours)
Resolution time (hours) 12 28 14
Tickets per customer per 1.8 3.2 20
month
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Focused Revenue Cycle Analysis

A. SALES OPERATIONS
Current Process Assessment

ConnectFolio’s sales process consists of a six-stage pipeline:
1. Lead qualification
2. Discovery call
3. Demo presentation
4. Technical validation
5. Proposal and negotiation

6. Contract signing

4 )
Key metrics across this pipeline:
Average sales cycle: Lead-to-demo conversion: Demo-to-close ratio:
31days 38% 22%
(increased from 24 days) (decreased from 45%) (decreased from 29%)
Average deal size: Expansion discussions:
$420 MRR 35%
(stable) of opportunities (decreased from 55%)
- J
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Identified Constraints

1. Inadequate Discovery Process
« Discovery calls focus on features rather than use cases
*  Minimal documentation of customer requirements
* No standardized qualification criteria for implementation complexity
« Technical validation stage often skipped for smaller deals
2. Disconnected Expectation Setting
* No clear differentiation of implementation process by tier
+  Overpromising on implementation timeline and simplicity
» Inadequate communication of customer responsibilities
+  Demo environments pre-configured, masking actual setup work
3. Misaligned Incentive Structure
« Compensation tied to contract value only
« No consideration of implementation complexity
* No shared metrics with customer success
*  Quarter-end push leading to rushed deals

Impact on Business Performance

+ Extended implementation times due to insufficient requirements

*  Customer disappointment from mismatched expectations

+ Strained relationship between sales and customer success

* Resources diverted to “rescue” problematic implementations

«  Estimated annual impact: $340,000 in lost efficiency and opportunity cost
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B. CUSTOMER ONBOARDING
Current Process Assessment

ConnectFolio’s current customer onboarding process consists of 12 distinct steps spanning three
phases:

@ 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

Identified Constraints

—
.

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:
v Financial Impact
Senee s (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

C. CUSTOMER SUCCESS OPERATIONS
Current Process Assessment

ConnectFolio’s customer success workflow consists of:

Account Management Structure:

» Tiered model with account allocation by revenue

+ 18 accounts per CSM (down from 35)

+  Weekly check-in cadence for higher-tier customers
*  Quarterly business reviews for Enterprise customers

Expansion Process:

* Reliance on CSM to identify opportunities

* No systematic approach to feature adoption
+ Limited visibility into product usage patterns
*  Manual quote and amendment process
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Identified Constraints

1. Reactive Customer Management

No systematic health monitoring
Intervention only after problems arise
Limited visibility into usage patterns
Manual tracking of customer engagement

2. Insufficient Success Playbooks

Inconsistent customer experiences

Reliance on individual CSM knowledge

No clear path to value for different segments
Limited resource library for customer enablement

3. Implementation-Heavy Workload
+  55% of CSM time spent on implementations
+ Limited capacity for strategic engagement
+ Minimal proactive expansion activities
¢ Burnout and turnover increasing

Impact on Business Performance

+ Early-stage churn increased from 5% to 19%

+ NPS declined from +42 to -5

+ Expansion revenue decreased by 35%

* Average feature adoption dropped from 68% to 42%

«  Estimated annual impact: $520,000 in lost revenue and retention

D. PRODUCT DEVELOPMENT
Current Process Assessment

ConnectFolio's product development process includes:

Planning Cycle:

*  Quarterly roadmap planning

+  Two-week sprint cycles

+ Feature-driven development priorities
*  Monthly release schedule
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Feedback Mechanisms:

» Feature requests tracked in Jira

+  Quarterly customer interviews (limited)
»  Support ticket analysis

« Sales team feature requests

Prioritization Framework:

+  Weighted scoring model across multiple factors

» Heavy emphasis on new customer acquisition

+ Limited consideration of implementation impact
*  Minimal input from CS and implementation teams

Identified Constraints

1. Disconnected Feedback Loops
« Limited systematic input from Customer Success
« Minimal visibility into implementation challenges
* No unified view of customer needs across teams
+ Feedback heavily weighted toward sales requirements
2. Feature-Centric vs. Outcome-Centric
» Success measured by feature completion rather than adoption
+ Limited instrumentation of feature usage
*  Minimal post-release adoption analysis
+ Development continues without adoption validation
3. Scalability Oversight
* New features developed without implementation considerations
« Limited focus on self-service and automation capabilities
»  Complex features without corresponding simplification
+ Technical debt accumulating in admin and implementation tools

Impact on Business Performance

+ Decreased feature adoption (42% vs. 68% previously)

+ Development resources spent on underutilized features

* Increasing implementation complexity with each release

« Growing technical debt in operational areas

«  Estimated annual impact: $390,000 in development inefficiency and missed
opportunity
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Key Interdepartamental
Dependencies

CRITICAL SYSTEM INTERACTIONS

ConnectFolio’s operational challenges stem not just from departmental constraints but from
the interactions between them. Our analysis identified four critical interdependencies creating
reinforcing negative feedback loops:

o Sales-to-Implementation Cycle o Sales-to-Implementation Cycle

Sales process lacks S Implementation receives Sales process lacks S Implementation receives
proper discovery incomplete requirements proper discovery incomplete requirements
Implementation Sales sets unrealistic Implementation Sales sets unrealistic
struggles extend - expectations to close struggles extend -  expectations to close
timelines deals timelines deals
Sales compensation Deals closed without Sales compensation Deals closed without
ignores implementation implementation ignores implementation > implementation
complexity readiness complexity readiness
Success-to-Product Connection @ Product-to-Sales Alignment
CS chk channels ’Fo Product !orlorltlzes Eroduct roadmap Sales creates unrealistic
provide systematic -  Dbased on incomplete disconnected from -> .
- . : expectations
feedback information sales narrative
Features built without | Feature development Sal .
implementation -> nereases without implementation - ©@/€S OVErpromises on

implementation burden ease of use

consideration simplification
CS team further
constrained by

implementation work

Implementation
9

Sales requirements AN Customer retention
complexity grows

dominate roadmap needs underemphasized
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INFORMATION FLOW ANALYSIS

Our analysis of how information flows across departments revealed critical gaps:

Information Current Flow Kev Gaps
Type Pattern y ap

Customer Sales > CS (verbal Incomplete Implementation
Requirements handoff) documentation, No misalignment, Extended
standardized format timelines
Implementation Ad-hoc CS No systematic feedback  Feature development
Challenges - Product channel, Limited visibility  disconnected from
communication into patterns implementation reality
Customer Manual tracking by No centralized visibility, Missed intervention
Health individual CSMs Reactive only opportunities,
Preventable churn
Feature Usage  Limited product Delayed insights, Ineffective customer
Data analytics > CS Insufficient granularity engagement, Missed
expansion opportunities
Product Product - Sales Limited CS input, No Customer retention
Roadmap (quarterly updates) implementation impact needs underrepresented
assessment

DECISION PROCESS ANALYSIS

Key organizational decisions are hampered by disconnected information and misaligned
incentives:

1. Feature Prioritization Decisions
«  Current Process: Weighted scoring model with limited CS input
+  Key Gap: Implementation impact not systematically considered
* Result: Features that increase implementation complexity continue to be prioritized
2. Resource Allocation Decisions
«  Current Process: Departmental budgeting with limited cross-functional planning
+  Key Gap: No holistic view of constraint impacts
*  Result: Resources not allocated to critical constraint areas
3. Customer Segmentation Decisions
»  Current Process: Revenue-based segmentation only
+ Key Gap: No consideration of implementation complexity or success potential
¢ Result: High-maintenance customers consuming disproportionate resources
4. Success Metric Alignment
»  Current Process: Department-specific metrics with limited shared goals
+  Key Gap: No end-to-end customer lifecycle metrics
* Result: Local optimization at the expense of system performance
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Prioritized Solutions: ROI and
Implementation

PHASE 1: PRIMARY CONSTRAINT - INTELLIGENT
ONBOARDING AUTOMATION SYSTEM (0-45 DAYS)

Solution Description

The Intelligent Onboarding Automation System addresses ConnectFolio’s primary
constraint by systematizing and automating the customer implementation process.

Key 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
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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

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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Implementation Plan

Phase Timeline

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7

Discovery &
Design

Development

Testing &
Validation

Training &
Rollout

+ Detail current workflows + Detailed solution design
Discovery & Design + Define templates + Template specifications

* Map automation points * Implementation roadmap

* Build customer portal + Working prototype
Development » Develop CSM dashboard » Automation rules

+ Create automation workflows * Integration points

* Internal testing * Quality verification
Testing & Validation » Beta with select customers » Performance metrics

» Process validation » Feedback incorporation

+ CS team training + Training completion
Training & Rollout + New customer implementation + First live implementations

+ Documentation finalization + Knowledge base

Investment Options:

Implementation L Monthly Subscription
Approach (12-month term)

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

PHASE 2: SALES-SUCCESS ALIGNMENT PROGRAM
(30-75 DAYS)

Solution Description

The Sales-Success Alignment Program addresses the critical handoff between sales and
implementation by creating structured processes, shared metrics, and aligned incentives.

Key Components:

1. Structured Discovery and Scoping Process
« Standardized discovery questionnaire with implementation-critical questions
+ Customer readiness assessment framework
+ Configuration complexity calculator
+ Clear documentation templates for requirements
2. Implementation Complexity Scoring
*  Quantitative scoring model for implementation complexity
* Integrated into CRM for visibility during sales process
» Automated flags for high-complexity deals
* Resource planning based on complexity scores
3. Connected Sales and Implementation Metrics
»  Shared sales-to-implementation handoff quality score
* Implementation outcomes incorporated into sales compensation
+ Joint performance dashboards
+ Team-based incentives for smooth handoffs
4. Expectation Setting Materials
+ Tier-specific implementation guides for prospects
+ Clear customer prerequisites documentation
* Implementation timeline visualizations
«  Customer responsibility matrices
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Value Projection

Sales Cycle Length 31 days 23 days 26% reduction
Implementation Time Variance 45% 15% 67% reduction
Sales-to-CS Handoff Score 4.8/10 8.5/10 77% improvement
Deal Quality Score 6.2/10 8.7/10 40% improvement
Sales Team Productivity 2.8 deals/mo 3.6 deals/mo 29% increase

Financial Impact (Annualized):

Benefit Category Annual Value

Sales Velocity Increase $140,000
Implementation Efficiency $120,000
Improved Retention $95,000
Reduced Discounting $65,000
Total Annual Benefit $420,000
Total Annual Benefit $890,000

Implementation Plan

Phase Timeline
Week1 Week2 Week3 Week4 Week5 Week6 Week7 Week8

Process
Design

System
Configuration

Pilot
Implementation

Full Rollout
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Investment Options:

Implementation e Monthly Subscription
Approach (12-month term)

Full Implementation $85,000-$15,000 $7,100-%$9,600/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

PHASE 3: PROACTIVE SUCCESS OPERATIONS (45-90 days)

Solution Description

The Proactive Success Operations solution transforms ConnectFolio’s customer success
function from reactive to proactive by implementing structured health monitoring,
automated engagement, and strategic playbooks.

Key Components:

1. Customer Health Monitoring System
* Automated health scoring based on usage, engagement, and support metrics
*  Early warning system for at-risk accounts
* Milestone tracking against success plans
*  Weekly health trends and intervention recommendations
2. Automated Engagement Workflows
+ Segment-specific engagement sequences
» Triggered interventions based on usage patterns
*  Automated check-in and follow-up communications

* Milestone celebration and reinforcement messages
3. Success Playbooks by Segment

* Documented pathways to value by customer segment
»  Critical adoption milestones by use case

» Standardized QBR templates and frameworks

«  Growth opportunity identification playbooks
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Key Components:

1. Customer Health Monitoring System
+ Automated health scoring based on usage, engagement, and support metrics
+  Early warning system for at-risk accounts
+ Milestone tracking against success plans
*  Weekly health trends and intervention recommendations
2. Automated Engagement Workflows
+  Segment-specific engagement sequences
+ Triggered interventions based on usage patterns
* Automated check-in and follow-up communications
+ Milestone celebration and reinforcement messages
3. Success Playbooks by Segment
+ Documented pathways to value by customer segment
+  Critical adoption milestones by use case
« Standardized QBR templates and frameworks
+  Growth opportunity identification playbooks
4. Capacity Optimization Tools
»  Task prioritization framework
+ Time allocation guidelines by account health
* Automated routine customer communications
+ Team capacity planning dashboard

Value Projection

CSM Accounts Managed 94% increase
Strategic Time Allocation 22% 65% 195% increase
Early Intervention Rate 15% 85% 467% increase
Feature Adoption Rate 42% 65% 55% increase
Quarterly Expansion Rate 4% 12% 200% increase
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Financial Impact (Annualized):

Benefit Category Annual Value

Improved Retention $230,000
Expansion Revenue $180,000
CS Team Efficiency $140,000
Reduced Support Costs $70,000

Total Annual Benefit $620,000
Total Annual Benefit $890,000

Implementation Plan

Phase

Timeline

Week 1

Health Model
Design

Playbook
Development

System
Configuration

Rollout &
Training

Health Model Design

Playbook
Development

System Configuration

Rollout & Training

Week 2 Week3 Week4 Week5 Week6 Week7 Week 8

Define health metrics
Create scoring model
Map intervention triggers

Document success paths
Create segment playbooks
Define engagement frameworks

Configure health monitoring
Build automation workflows
Create dashboards

Team training
Pilot with subset of accounts
Full implementation

Health score model
Metric definitions
Intervention matrix

Segment playbooks
QBR templates
Training materials

Working health dashboard
Automated workflows
CS console

Training completion
Initial health scores
Engagement calendar

30

Standard Discovery: Operational Constraint Analysis



o

Investment Options:

Implementation e Monthly Subscription
Approach (12-month term)

Full Implementation $110,000-$140,000 $9,200-$1,700/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

PHASE 4: CROSS-FUNCTIONAL FEEDBACK SYSTEM
(60-90 days)

Solution Description

The Cross-Functional Feedback System creates structured information flows between
departments, ensuring product development is informed by implementation realities and
customer success insights.

Key Components:

1. Unified Customer Feedback Collection
« Centralized repository for all customer feedback
« Standardized categorization and prioritization framework
+ Automated tagging and routing to relevant teams
+ Closed-loop tracking of feedback implementation
2. Connected Product-Success Metrics
» Feature adoption tracking by segment
* Implementation impact assessment for new features
* Post-release measurement framework
»  Success-oriented product metrics
3. Cross-Functional Planning Process
+ Joint roadmap planning sessions
* Implementation and CS representation in prioritization
+  Weighted scoring model incorporating operational impact
* Regular cross-team retrospectives
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4. Adoption-Focused Development Methodology
+ Feature instrumentation requirements
*  Pre-release implementation testing
» Adoption success criteria for feature completion
* Post-release adoption reviews

Value Projection

Feature Adoption Rate 42% 68% 62% increase
Implementation Impact Score 3.2/10 8.1/10 153% improvement
Development Efficiency 65% 85% 31% increase
Features Requiring Rework 35% 12% 66% reduction

Customer-Requested Features

25% 65% 160% increase
Implemented

Financial Impact (Annualized):

Benefit Category Annual Value

Improved Development ROI $180,000
Increased Feature Adoption $120,000
Reduced‘lmplementatlon $85,000
Complexity

Enhgr\ced Competitive $90,000
Position

Total Annual Benefit $475,000

Implementation Plan
Phase Timeline

Week1 Week2 Week3 Week4 Week5 Week6 Week7 Week8

Process
Design

Tool
Configuration

Pilot
Implementation

Full
Implementation
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Process Design

Tool Configuration

Pilot Implementation

Full Implementation

Map feedback flows
Design planning framework
Create prioritization model

Configure feedback system
Build adoption dashboards
Create product metrics

Run first cross-functional
planning

+ Test on upcoming release

Document process

Complete team training
Finalize process integration
Launch measurement system

Feedback process
Meeting cadences
Prioritization criteria

Feedback repository
Adoption tracking
Product dashboards

Initial roadmap
Process documentation
Feature success criteria

Training completion
Integrated planning
Measurement framework

Investment Options:

Implementation

One-Time Investment

Monthly Subscription

Approach

Full Implementation

$95,000-$125,000

(12-month term)

$7,900-$10,400/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
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Implementation Summary

INTEGRATED IMPLEMENTATION TIMELINE

The four recommended solutions should be implemented in a coordinated sequence to maximize
impact while managing change effectively:

Intelligent Proactive Cross-

Sales-Success

Onboarding
System

Success Functional

AR Operations Feedback

Discovery & Design

Month 1 Development
(Start)
Development Process Design
(Complete)
System
ML Testing & Validation  Configuration
Training & Rollout (Start)
System
Configuration Health Model
(Complete) Design
Optimization Pilot Playbook
Implementation Development
tart
Full Rollout (e
Refinement Playbook Process Design
Development Tool
Month 4 (Complete) Configuration
ont System (Start)
Configuration
(Start)
Tool Configuration
System (Compi:ete)
Configuration
(Complete) Pilot
_ Implementation
Rollout & Training (Start)
Pilot
o Implementation
Optimization (Complete)

Full Implementation
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This phased approach addresses constraints in sequence, with each solution building on the
foundation of the previous implementations.

CUMULATIVE ROI PROJECTION

The combined impact of all four solutions creates significant financial returns:

$1,600,000 $1,425,000

$1,400,000 /

$1,200,000 $1,068,000 280%
_ e
$1,000,000 - -
_ e
$800,000 EZet 185%

$600,000 . -~
/ @ -7 $375,000 $375,000
re

$400,000 e .

223,000 - |
. Sl $350,000 $375,000
$200,000 5235000 $263,000

$175,000
7
g

Month 3 Month 6 Month 9 Month 12
Monthl
° RO); 278% 307% 306% 280%
One-Time Investment ——————— Cumulative Benefits
Monthly Investment ~ @ ——==—=—=—=—-— One-Time ROI

PROJECTED ANNUAL IMPACT STARTING YEAR 2:

$1.9M+

(further improvements as systems mature)
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UNDERSTANDING YOUR INVESTMENT OPTIONS

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

One-Time Project
Investment

The traditional project-based
approach provides:
+ Complete implementation
delivered as a defined project
*  One-time capital investment
*  Project completion
within defined timeframe
(approximately 45 days)
+ Standard post-
implementation support

Monthly Subscription
(12-month commitment)

Our “layaway-style” approach provides:

+ Same comprehensive solution spread
across the subscription term

* Predictable monthly operating expense

«  Ongoing optimization and adaptation
throughout the term

+ Dedicated implementation resources and
priority support

» Potential tax advantages through operating
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.

IMPLEMENTATION RESOURCE REQUIREMENTS

Implementing these solutions will require the following resources:

Engineering Resources (FTE)
Product Resources (FTE)

CS Resources (FTE)

Sales Resources (FTE)

External Expertise (Days)

0.5

10

0.0

25

0.5 0.5 15
1.0 0.5 25
0.5 0.25 0.75
20 15 60

Resources can be allocated efficiently by staggering implementations and leveraging completed
components across multiple solutions.
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CRITICAL SUCCESS FACTORS

For maximum impact, focus on these critical success factors:

1. Executive Sponsorship
* Active leadership involvement in cross-functional initiatives
*  Clear communication of priorities and expected outcomes
* Visible recognition of collaborative behaviors
2. Change Management
+  Structured communications plan for all affected teams
«  Training programs for new processes and tools
* Incremental implementation to build momentum
» Early wins celebration and reinforcement
3. Metrics and Accountability
» Clear success metrics for each implementation phase
*  Regular review cadence for implementation progress
» Shared accountability across departments
+ Transparency in reporting successes and challenges
4. Continuous Improvement
* Regular retrospectives during implementation
+ Feedback mechanisms for all impacted teams
*  Willingness to adjust approach based on early results
« Documentation of lessons learned for future initiatives

ENGAGEMENT OPTIONS WITH AUTONOMI

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

Comprehensive Implementation Package

We recommend implementing all four solutions in the phased approach outlined above. This can
be structured as:

One-Time Project Monthly Subscription
Investment (12-month commitment)
$310,000-$375,000 $25,800-%$31,300/month
(credited with (12-month term,
Standard Discovery fee) Discovery fee credited)
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Component Implementation Options

If you prefer to implement specific solutions individually:

c Intelligent Onboarding Automation System

e One-time project: $180,000-$235,000
e Monthly subscription: $15,000-$19,600/month (12-month term)

Sales-Success Alignment Program

e One-time project: $85,000-$115,000
*  Monthly subscription: $7,100-$9,600/month (12-month term)

Proactive Success Operations

¢ One-time project: $110,000-$140,000
¢ Monthly subscription: $9,200-$11,700/month (12-month term)

Cross-Functional Feedback System

« One-time project: $95000-%$125,000
¢ Monthly subscription: $7,900-$10,400/month (12-month term)

All options include implementation planning, progress monitoring, and success verification. The
Standard Discovery fee of $10,000 is credited toward any implementation option you select.

Monthly Subscription Benefit:

* 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
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RISK MITIGATION STRATEGIES

Potential implementation risks and mitigation approaches::

Resource Phased implementation, clear
constraints prioritization, external support
Resistance to Early stakeholder involvement, focus on
change pain point relief, success stories
Technical Technical discovery upfront, incremental
challenges approach, fallback options
Competing Executive alignment, clear ROl demon-
priorities stration, integrated planning
Performance Parallel systems during transition, clear
: . Low
disruption rollback plan, phased release
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Appendices

A. DETAILED PROCESS MAPS

Current state process flows with detailed annotations for:

« Sales process

* Implementation workflow

+ Customer success engagement
*  Product development cycle

B. STAKEHOLDER INTERVIEW SUMMARY

Key insights from stakeholder interviews:

Stakeholder

CEO

VP Sales

Head of CS

Senior CSM

Product
Manager

40

Primary Concerns

"We're burning cash
faster than expected"

"CS can't keep up with
our sales volume"

“Team is underwater
with implementations”

"Every implementation
feels like we're starting
from scratch”

"Features built for scale
aren't being utilized"

Suggested
Improvements

Better operational
metrics, focus on
retention

More realistic
expectations, better
handoffs

Templated workspaces,
better handoffs

Document common
patterns, training
materials

Better internal
training, product-led
onboarding

Standard Discovery: Operational Constraint Analysis

Resistance Points

Concerns about slow-
ing growth

Wants to maintain
sales momentum

Concerns about
maintaining quality
with automation

Values high-touch
approach, worries
about standardization

Engineering resources
already stretched thin



C. BENCHMARK COMPARISON

Operational metrics compared to industry standards:

Operational Area ConnectFolio Industry Average Top Quartile
Performers

Sales cycle 31days 30 days 24 days
Implementation time 19 days 7 days 5 days

CSM capacity 18 accounts 30 accounts 40 accounts
Early churn 19% 7% 3%

Feature adoption 42% 60% 75%

D. FINANCIAL IMPACT METHODOLOGY

Detailed explanation of how financial impact was calculated for each constraint, including:

* Revenue acceleration calculations
*  Churn impact models

+ Team efficiency formulas

« Expansion revenue projections

E. IMPLEMENTATION RESOURCES

» Detailed project plans for each solution
+ Technology requirements specifications
* RACI matrices for implementation team
* Success metrics and measurement methodology
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E. COMPETITOR BENCHMARK

Onboarding Process Comparison with Key Competitors

ConnectFolio Competitor A Competitor B Indus.try Best
Practice

St Minimal Moderate Extensive Mt bY
setup complexity
Implementation None Basic Advanced Segmgnt—
templates specific
C.u:c.tf).mer Email updates Basic portal Interactive portal Interactlye il
visibility automation
Time to first
value 15 days 8 days 3 days <5 days
Training . . . Self-service with  Personalized

Live sessions Hybrid .
approach support 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.
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