DOMAGALA

REC
IMP
FOR

SSIONAL PRODUCT

) 5



Recommendations

i

Change the website

Sell the paid content
Buy a tracking activity software

Re-brand to an estimates focused team

OOOO®

Provide External Sales Training
@ Carry out case study benchmarking
@ Build network of partners

Hire business oriented consultant

Build an effective Feedback system

OO

Give lectures on events

source: graduation report

triangulation - research,interviews, expert's advice (chapter 5)
+ Team Asana (2022)



Change the website

1.Objectives X

What Clearcode wants to achieve?
 building awareness of the exact
services "custom building from scratch”
What results do they expect?
« not being mistaken with a ready
solution during the intro calls
(improving "contact stage”

3. Risk Analysis X

What are the common risks?

negative impact on search engine rankings
negative user experience

performance degradation

functionality troubles

relocation of tasks in Marketing
department

Source: Matthew Edgar (2021)

\_ J

5. Responsibilities/tasks

Changing website ~ Set status

Overview List Board Timeline Calendar

+ Add task Filter t4 Sort

» Tasks

Conduct in-depth research

Review the current content (Marketing)

Make a draft of the potential content changes (Marketing)
Consult the changes with Sales (Sales & Marketing)
Change the agreed content on the website

Add task

Dashboard Messages

-
|
2. Research X
v After analysis of findings
FUNNEL
good traffic, brand recognition
but many people don't see us as
custom tech developer building
from scratch by mistaking us with
white-label - 14 % of interviewees
_ '_t_h_irjlffh_g__re is a problem with this stagg
= different expectations of clients,
_ ‘4. need for a clear, broad and compelling
‘ value proposition that clearly
articulates the benefits of the offering,
not a fit - 71% of interviewees
.‘ I t_hi_n_k there is a problem with this stage
- unresponsive clients, standing out
among competitors, the approach to
Sprint 0 adjusted, Safe estimates,
Offer/Ballpark providing maximum
value - 71% of interviewees
SOURCE: think there is a problem with this stage
INTERVIEWS
\_
[
4. Resources X
' - -
What's the priority level?
. high (primary priority)
Who will work on that project?
« Marketing + Sales
What budget is needed?
« no/low additional investment
Timing?
e« 2/3 months
Additional resources?
. —
\_
Em ;. 49ed Customize
Fil
ep:
Em Emilia In progr... Sales
mike-sween... 19 J In progr...
mike-sween... 14 - 31 Ju Medium To do
: Radek Kost... Medium To do Sales
mike-sween... 14 - 31 Aug Medium To do Sales

Source: Interviews and own
observations (chapter: 3.2,42 & 5)



1.Objectives X

\_

What Clearcode wants to achieve?
« selling AdTech book/other content and
using the already existing opportunities

What results do they expect?
« Creating additional revenue stream by
people showing interest, buying the
book & covering delivery

expected ROI per copy: 1247

3. Risk Analysis X

What are the common risks?
« financial risk

- low demand
« managing print distribution

Source: MasterClass (2021)

5. Responsibilities/tasks

Sell paid content Set status
Overview List Board Timeline Calendar Dashboard Mess
+ Add task Filter t+ Sort
= Tasks

Review the AdTech book for grammar mistakes
Approve everything with Finance department

Set the pricing straight

Research publishing on Amazon (delivery, fees, rules)
Print the agreed copies (first set)

Publish the book

Observe the reviews

Add task..

ages

pi

pi

Sell the paid content

2. Research

vy« After analysis of findings

good traffic, brand recognition
but many people don't see us as
custom tech developer building
from scratch by mistaking us with

white-label - 14 % of interviewees
think there is a problem with this stage

different expectations of clients,
need for a clear, broad and compelling
value proposition that clearly
articulates the benefits of the offering,

not a fit - 71% of interviewees
think there is a problem with this stage

unresponsive clients, standing out
among competitors, the approach to
Sprint 0 adjusted, Safe estimates,
Offer/Ballpark providing maximum

value - 71% of interviewees
SOURCE: think there is a problem with this stage

INTERVIEWS

4. Resources X

What's the priority level?

. high (primary priority)
Who will work on that project?

« Marketing + Management
What budget is needed?

« 2419 € (hard cover) - per each of 60

copies (Amazon fees + print)

Timing?

« 6/7 months

Source: Amazon (2023)

\_
Em ;[ Jed pi) BEEG Customize

mike-sween... In progr...
mike-sween... 19 Sep - 11 Oct Medium To do Finance
piotr-banas... 14 - 19 Sep In progr... Manage...
mike-sween... 11 - 22 Oct Medium In progr...
mike-sween... 110ct-14 N Medium To do
piotr-banas... 15-191 Low To do Manage...
mike-sween... Low To do

Source: Own observations &
expert's opinion (chapter: 3.2 & 5 )



uy a tracking activity

software

3. Risk Analysis X

<
1.Objectives X
What Clearcode wants to achieve?
« tracking Ballparks and Proposals
estimates
What results do they expect?
« defining clients hesitation & activity in
those documents in order to improve
the “offer” stage
\_ _/
<

What are the common risks?

the software not working how Clearcode
expected

privacy regulations

hard to implement in the company
unneccesary cost

Source: Brainstorming

5. Responsibilities/tasks

Buy a tracking activity software (Offery) ~

Overview List Board Timeline Calendar Dashboard

4+ Add task Filter t+ Sort D Hide

+ Tasks

Contact Offery in order to get an offer
Approve the pricing

Do the workshop on using Offery software
Start tracking Proposals

Follow conversion of the Proposals & Ballparks
Write the feedback on the 1st month

Add task..

Messages

ba

ba

ar

ba

2. Research X

v After analysis of findings

good traffic, brand recognition
but many people don't see us as
custom tech developer building
from scratch by mistaking us with

white-label - 14 % of interviewees
think there is a problem with this stage

different expectations of clients,
- ‘4. need for a clear, broad and compelling
‘ value proposition that clearly
articulates the benefits of the offering,

not a fit - 71% of interviewees
think there is a problem with this stagg

unresponsive clients, standing out
among competitors, the approach to
Sprint 0 adjusted, Safe estimates,
Offer/Ballpark providing maximum

value - 71% of interviewees
SOURCE: think there is a problem with this stage

INTERVIEWS

4. Resources X

What's the priority level?
. high (primary priority)
Who will work on that project?
« Lead Processing + Sales
What budget is needed?
« 350 € training on usage x one time, 50
€ one account/month, 20 € each new
user/month = 420€ (1st) 70€ (2nd)

Files

Timing?
« 2/3 months
\_ J
Em ed Customize
J Radek Kost... 5.1 In progr... Sales
Radek Kost... 6- 30 Ju To do Finance
bartek-moec... 1-7 2 Medium To do Lead Pr...
bartek-moc... Medium To do Lead Pr...
grzegorz-lu... 15 Aug - 15 Sep Low To do Lead Pr...
bartek-moc... 30 Sep Low To do Lead Pr...

Source: Interviews and own
observations (chapter: 3.3,43 & 5)



<
1.Objectives X
What Clearcode wants to achieve?
« re-brand some developers to take care
of accurate estimates
What results do they expect?
« having more accurate estimates that
are correct according the amount of
work and aren't causing "lost deals"
\_ _/
. . )
3. Risk Analysis X
What are the common risks?
 loss of identity and connection
e negative reaction of employees
« internal disruption
Source: Milestone25 (2021)
\_

5.Responsibilities/tasks

Re-brand estimates focused team ~ < Set status
Overview List Board Timeline Calendar Dashboard Messages
+ Add task ~ Filter T+ Sor T Hide
v Tasks

Plan the department & its abilities
Create the job offers

Annouce re-branding in the company
"Hire" for the department

workshop "accuarte estimates"”
Gather feedback from the department

Add task

5a

5a

Sa

ar

5a

e-brand estimates

focused team

2. Research
___II-
3
i
.
closely connected to:
« no feedback, no recession/year quarters
valid data + different expectations
. unawareness of the service
cost/type
R
/\
closely connected te: c‘\ c|use|'_.r annectedlin
+  different expectations \ e O
« not kncn-\rlrlg the service's extreme A + lack o u gef
value and the high costs « timeline
«  mistaking with the ready solution « no need for custom
provider « different expectations
closely connected te: dsdl-cannectodlia:
« fear, uncertainty, doubt Y : .
+ long sales eyclefinternal « unawareness of the service
approving process & timelines/costs
« cultutal differences (training) « size/traffic/budget/maturity
« not being sure of the « no business-oriented support
revenue/results + choesing the in-house team
EC el e eredlie: closely connected to:
« no business-oriented » different expectations
support/proposal « unawareness of the
SOURCE: INTERVIEWS & e P
OBSERVATIONS YP

4. Resources

\_

What's the priority level?

. high (primary priority)
Who will work on that project?

« HR + Lead Processing + Management
What budget is needed?

« N0 change, since the developer gets
+10 k (PLN), salary of the estimate
architect is similar

Timing?
« 2 months

Radek Kost...

sabina-lipie.. 1-15J

sabina-lipie... 16 - 1f

sabina-lipie... 19

grzegorz-lu... 1-12 A

sahina-lipie...

A

Em ed Customize
In progr... Manage...
In progr... HR
In progr... HR
Medium To do HR
Low To do Lead Pr...
Low To do HR

Source: Interviews and own
observations (chapter: 3.1,41&5)




Implementation Plan

Provide External Sales
Training

~

1.Objectives X

What Clearcode wants to achieve?
« train their employees in soft skills & cultural
skills (sales skills rather than tech)

What results do they expect?
« successfully improved clients retention &
every employee having his own revenue
stream

3. Risk Analysis X

What are the common risks?

 ineffective sales training
« high/unnecessary cost

Source: Brainstorming

5. Responsibilities/tasks

Provide external sales training ~ & O Setstatus

Overview List Board Timeline Calendar Dashboard

Messages

+ Add task = Filter 14 Sort & Hide

« Tasks

~) Find the training of interest
(¥) Discuss it with the team

(~) Approve the budget

(~) Get the training

~) Feedback & Sum up session

Add task..

Source: Interviews and own
observations (chapter: 3.3,43 & 5)

~
[
2. Research X
8 >
Implement more
business-oriented
Sales Tramlng preparation
Partners Network %\ _
to get Re-structuring
recommended Sprint 0
3> ﬂ(
consistent Ballparks 6‘6\ (tracking Proposals")
= Consistent sales
strong points of
Events (CED competitors
kﬁg\éj CLIARCOCH C’i_"z_-:)
" peopie " ?ﬁ [EEREEER
Source: Interviews
\_
(
4. Resources X
What's the priority level?
« medium
Who will work on that project?
Sales
What budget is needed?
« between $400- $6,000.
Source: Iannarino, 2023
Timing?
3/4 months
\_
Em :':h;led , 8 18 chare 15 Customize
Files
Ase Du | Priority Status department
Em Emilia 2 - 8 Auc In progr... Sales
\: Radek Kost... = e To do Sales
\J Radek Kost... 12 — 26 Aug Medium To do Finance
Em  Emilia 1- 30 Sep Medium To do Sales
Ern Ernilia 1 et Low To do Sales



https://www.thesalesblog.com/blog/sales-training-cost

Carry out

~

1.Objectives X

What Clearcode wants to achieve®?
o identify success stories & victory
themes so every employee knows them

What results do they expect?
« winning a client with this approach &
being able to communicate better value

proposition
/
- . )
3. Risk Analysis X
What are the common risks?
« lack of time for implementation
« not effective compared to the efforts
Source: Brainstorming
/
5.Responsibilities/tasks
Carry out case study benchmarking ~ Set status
Qverview List Board Timeline Calendar Dashboard Messages
+ Add task ~ Filter t+ Sort = Hide
+ Tasks
Revise the case studies
Define the most successful ones ba
Benchmark them ba
Create an internal training focusing on strenghts ba

Check if others remmeber the key points

Add task..

case study

benchmarking

Files

-
2. Research X
v After analysis of findings
FUNNEL
good traffic, brand recognition
but many people don't see us as
custom tech developer building
from scratch by mistaking us with
white-label - 14 % of interviewees
thlnktherels a problem with this stage
' ) = different expectations of clients,
. 4. need for a clear, broad and compelling
‘ value proposition that clearly
— articulates the benefits of the offering,
not a fit - 71% of interviewees
“ 1 think there is a problem with this stagg
unresponsive clients, standing out
among competitors, the approach to
Sprint 0 adjusted, Safe estimates,
Offer/Ballpark providing maximum
value - 71% of interviewees )
SOURCE: think there is a problem with this stage
INTERVIEWS
\_
[
4. Resources X
. - -
What's the priority level?
« medium
Who will work on that project?
« Sales + Lead Processing
What budget is needed?
« NO additional investment, just time
Timing?
« 1/2 months
\_
Em ed Customize
Radek Kost... Medium To do Sales
bartek-moc... Medium To do Lead Pr...
bartek-moc... Low To do Lead Pr...
bartek-moc... Low To do Lead Pr...
§ Radek Kost... Low To do Sales

Source: Interviews and own
observations (chapter: 3.2,42 & 5)



Implementation Plan

Build
network of partners

1.Objectives

What Clearcode wants to achieve?

could refer Clearcode when there is a
specific project

What results do they expect?
e gaining a project out of such
partnership

« having the big network of partners who

2. Research

Stronger Value
Proposition

Sales Tra1n1ng

Relationshi
with customer

8 >
Implement more

business-oriented
preparation

Re-structuring
Sprint 0

3. Risk Analysis

What are the common risks?

« wrong understanding of Clearcode's
services by the partners
« high sales commission for the partner

Source: Brainstorming

« partners unsuitable for AdTech industry

5. Responsibilities/tasks

Build network of partners ~ v O Setstatus

Overview List Board Timeline Calendar Dashboard

+ Add task = Filter 11 Sort & Hide

Task name

+ Tasks

) Research the potential partners
=) Consult them with the team

) Contact them

(] Send them overview deck

) Repeat

Add task..

Messages

Partners Network
to get
recommended
3 >

f
-
-~

—
—
-

Preparation of
consistent Ballparks
= Consistent sales
appracch

Learning from
strong points of
competitors

Asking Feedback
66\ g (tracking Proposals")

Ciz_“j)

Profit generation
by all employees

Onboarding new
people

Source: Interviews

4. Resources X

What's the priority level?
« medium
Who will work on that project?
« Sales
What budget is needed?
« no/low additional investment
Timing?
« 5/6 months

\_
Em._’::\:led _? j & o Customize

Files

Assignee Due date Priarity Status department

Em Emilia 9 -235Sep Medium To do Sales

G Radek Kost.. 23 - 30 Sep Medium To do Sales

Em Emilia 1-14 Qct Medium To do Sales

Em Emilia 14 - 17 Oct Low To do Sales

Em Emilia 1 Jul - 30 Dec Low To do Sales

Source: Interviews and own
observations (chapter: 3.3,43 & 5)



Implementation Plan

Hire business oriented

consultant

~N (
1.0bjectives X 2. Research X
ifiet]iiatci{:os:lsohr:‘er
What Clearcode wants to achieve? W T
business-oriented
« create business-oriented approach for oo oo El
the clients who require that = - %\ 2@ '- /Qﬂ "
e <—\(O)y o
What results do they expect? e N4 Leamning tron
. . competitors
« employees can address business issues efg‘éjm}:m o p—
challenges and define business benefits TR T NI — b o1l uployace.
of Clearcode's services
\_ ) \_
- - )
3. Risk Analysis X 4. Resources X
\What are th mmon risks? : -
ataretheco ON riSKs What's the priority level?
High ( _ ces) « low
 high costs (premium prices ) ]
J P P Who will work on that project?
e NO guarantee of the expected results
, o - . Sales
« lack of consultant's flexibility in the specific _
. What budget is needed?
AdTech industry £ 845 1o 5150 "
: e OT: to er hour
« lack of consultant's knowledge of AdTech o P
Timing?
Source: Burger (2022) & Brainstorming » 3-4months
\_ J/
5. Responsibilities/tasks
Hire business oriented consultant ~ O Set status :
Em ,_:_'_;IEd 8 % share so Customize
Overview List Board Timeline Calendar Dashboard Messages Files
+ Add task = Filter t Sort i Hide
Task name Assignes Du ] Priority Status department
v Tasks
~) Research the potential consultants Erm) Ermnilia 1—14 Oct Low In progr... Sales
) Consult them with the team & chose one : \ Radek Kost... 13 - 21 Oet Low To do Sales
) Approve the pricing : L) Radek Kost.. 1 30 Oct Low To do Sales
] Contact the consultant G : Radek Kost... 0 Oct Low To do Sales
) Duplicate the steps \:/ Radek Kost.. 1.Jul - 30 Dec Low To do Sales

Add task..

Source: Interviews and own
observations (chapter: 3.3,43 & 5)




+

Build an effective

Feedback system

1.Objectives

~

What Clearcode wants to achieve?
« to replace “unresponsive” in the
statistics & knowing the real reasons
why the deal is "lost"

What results do they expect?
« anyone considered "unresponsive”
revealing the reason for resignation

3. Risk Analysis

What are the common risks”?

client's eyes
e NO response
« considered as spam

Source: Brainstorming

« negative perception of the company in the

\_ /
5. Responsibilities/tasks
Build effective feedback system - - Set status
Overview  List Board Timeline Calendar Dashboard Messages
+ Add task Filter i Sort
v Tasks + ---

Write the simple survey
Consult it with the team & correct
Send it out to unresponsive clients

Gather feedback

Add task

(. )
2. Research X
The reasons of lost deals
Source: data from CRM system (Hubspot)
\_ /
4
4. Resources X
What's the priority level?
. high (primary priority)
Who will work on that project?
« Sales
What budget is needed?
« no/low additional investment
Timing?
« 3/4 months
\_
Em iyed uy 8 Customize
Files
Em/ Emilia Today Dane Sales
Em Emilia In progr... Sales
Radek Kost... 12 Jul = 4 Aug Low To do Sales
Em Emilia Low To do Sales

Source: Interviews, own observations and
expert's opinion (chapter: 21,31, 41 &5)

+




Implementation Plan
Give lectures on

events

1.Objectives

What Clearcode wants to achieve?
« speaking on events to improve service
awareness

What results do they expect?
« bringing clients from the event &
improving the awareness of the
services

3. Risk Analysis

What are the common risks?

« too high cost

« ineffective masterclass

« wrong conference choice regarding the
industry

Source: Brainstorming

5. Responsibilities/tasks

) Set status

Give lectures on events ~ v

QOverview List Board Timeline

Calendar Dashboard Messages

+ Add task ~ = Filter t! Sort & Hide

Task name

+ Tasks

<) Research the costs (ex.OMR)

) Approve with Finance department
~~) Prepare the presentation & transportation
(~) Give a lecture

Add task..

4. Resources

e
2. Research
1
Strongex Value ‘ﬁet]hatci{:osntsohr:.er “E““““E
Proposition S
Implement more
business-oriented
Sales Training preparation
Partners Network
to get Re -structuring
recommended Sprint 0
Preparation of Asking Feedback
consistent Ballparks (tracking Proposals")
= Consistenthsales
appraoc
Learning from
strong points of
competitors
Dnhaa:gnilg new \ Profit generat:l_cn
pecp - by all employees
Source: Interviews
\_
(

What's the priority level?
« medium/low

« Management
What budget is needed?

Timing?
e 4/5 months
Additional resources”?

Who will work on that project?

« Nno/low additional investment

Source: Interviews and own
observations (chapter: 3.3,43 & 5)

. —
\_
R .'.;'Ed ! : Bl (2 Share 2o Customize
Files
Due date Priority Status department
Em Emilia Today Medium Done Sales
(D) radek Kost...  7-15 Oct Medium To do sales
pl | piotr-banas... 22 Oct — 9 Nov Low To do Manage...
pi | piotr-banas... 12-18HN Low To do Manage...
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