Commercial Systems That Increase
Enterprise Value

Connecting Technical Capability to Durable Earnings

Holly Whitaker, Ph.D.

Technically strong organizations often struggle because commercial systems fail to
consistently translate technical excellence into customer confidence, organizational
adoption, and predictable growth.

My work has focused on designing commercial systems that reduce uncertainty, improve
adoption, and increase enterprise value across higher education, SaaS, medical
technology, and industrial robotics.
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How Healthy is Your Commercial System?

Healthy commercial systems increase institutional confidence by making growth more
understandable, repeatable, and predictable along these dimensions.

A Healthy Commercial System is

7~ N

Understandable

\/ As defined by:

Institutional Clarity

People easily
understand what we
do, who we serve, and
how we grow.

ICP Discipline

We know where our
efforts produce the
highest return.

Evidence Architecture
Our proofincreases

confidence for everyone

in the buying journey.

VR

Repeatable
N As defined by:

Adoption Logic
We can explain how
customers move from
awareness to value
and expansion.

Operational Translation

Customers consistently
make full use of the solution
without heroic effort.

Commercial Dependencies

Commercial success is
embedded in repeatable
systems.
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VRN
Predictable
v As defined by:

Commercial Instrumentation
Metrics explain
growth, not just
activity.

Forecast Reliability

Future revenue can be
explained from
commercial drivers
rather than intuition.
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Reduce Execution Risk Through Institutional Clarity

Imaginalis / Epica International

EXECUTIVE PROBLEM

THE DECISION

MY ROLE

DELIVERED THROUGH

BUSINESS IMPACT

LEADERSHIP INSIGHT

IMPACT ON
COMMERCIAL HEALTH
INDICATORS

As competitors reached technical parity, commercial messaging had
become inconsistent across sales, clinical, marketing, and
implementation teams. Customers received different explanations of
the same product, creating misalighed expectations and increasing
execution risk after the sale.

We shifted the commercial narrative from specifications to what
veterinarians could achieve personally and professionally with it.

Instead of leading with imaging specifications, we positioned the
company around diagnostic confidence, helping veterinarians
become the doctor with answers.

Designed the commercial positioning system that aligned product,
clinical, marketing, sales and leadership around a single customer
promise.

Global positioning framework
Messaging architecture
Evidence standards

Sales enablement

Marketing assets
Cross-functional alignment

Customer expectations aligned more closely with clinical reality,
reducing implementation friction and reliance on individual experts
to reinterpret value after the sale. The positioning became the
foundation of the global rebrand and supported a period of record
commercial backlog.

Commercial positioning is a cross-functional operating system, not a
marketing asset.

Organizations execute more consistently when every customer-
facing team shares the same definition of customer value.

M Institutional Clarity
1 Evidence Architecture
1 Operational Translation

~ Commercial Dependencies
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Reduce Implementation Risk by Speeding Realized Value

D2L

EXECUTIVE PROBLEM

THE DECISION

MY ROLE

DELIVERED THROUGH

BUSINESS IMPACT

LEADERSHIP INSIGHT

IMPACT ON
COMMERCIAL HEALTH
INDICATORS

Enterprise customers successfully implemented the platform, but
adoption remained uneven. Long-term customer value depended on
individual champions rather than repeatable institutional capability.

We stopped treating customer education as post-sale support and
started treating it as essential commercial infrastructure.

Implementation transferred technology.
Customer education transferred capability.

The objective was helping institutions confidently adopt new ways of
teaching and learning.

Designed the adoption system that connected implementation to
sustained customer value.

Learning experiences
Webinars

Communities of practice
Implementation resources
Communication strategies
Adoption pathways

Reduced implementation risk by making adoption repeatable across
institutions rather than dependent on local champions. Customers
realized value more quickly, strengthened long-term engagement,
and increased durability of enterprise relationships.

Customer education is commercial infrastructure.

Organizations only realize value after people develop the confidence
and capability to change how they work.

™ Adoption Logic
™ Operational Translation

~ Commercial Dependencies
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Scale Organizational Capability Through Shared Systems

Texas A&M Agril ife

EXECUTIVE PROBLEM

THE DECISION

MY ROLE

DELIVERED THROUGH

BUSINESS IMPACT

LEADERSHIP INSIGHT

IMPACT ON
COMMERCIAL HEALTH
INDICATORS

Eighteen business units developed online education independently,
requiring each department to build its own expertise, processes,
technology, and support. Growth depended on duplicating
specialized capability across the organization, making expansion
expensive, inconsistent, and difficult to sustain.

We stopped scaling expertise and started scaling capability.

Rather than asking each department to become experts in online
education, we built a shared operating model that allowed local
subject matter experts to leverage centralized production,
technology, and instructional design.

Designed shared operating model that transformed fragmented
expertise into institutional capability.

Standardized development processes
Production workflows

Technology infrastructure
Governance model

Portfolio management

Educational output increased approximately 7x while supporting
more than 650,000 annual course completions. The shared operating
model enabled scalable growth, reduced duplicated resources, and
created a sustainable pathway for expanding education programs
without proportional increases in staffing or technology investment.

Organizations scale by centralizing capabilities and distributing
access.

The highest-performing operating models preserve local expertise
while institutionalizing the capabilities that every team would
otherwise have to build independently.

~ Commercial Dependencies
M Learning & Feedback
1 Institutional Clarity

™ Forecast Reliability
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Patterns Across Industries

TECHNICAL SUPERIORITY RARELY OVERCOMES COMMERCIAL AMBIGUITY.

TRANSLATE TECHNICAL Imaginalis Rfapositigned ac.lvanced imgging arounFI

CAPABILITY INTO TANGIBLE diagnostic confidence, not image quality.

CUSTOMER VALUE. Roboticom Reframed automation around business
outcomes instead of robot capabilities.

Acadeum Positioned the marketplace around
institutional resilience instead of course
exchange.

CUSTOMERS ADOPT CONFIDENCE BEFORE THEY ADOPT PRODUCTS.

DESIGN CONFIDENCE INTO THE D2L !3uil.t ao!option pathways that accelerated
CUSTOMER JOURNEY. institutional adoption.
Imaginalis Unified commercial positioning that reduced
implementation friction.
Epica Repositioned warranty as risk reduction

rather than an optional add-on.

ENTERPRISE VALUE COMPOUNDS THROUGH REPEATABLE ADOPTION.

SYSTEMATIZE SUCCESSFUL D2L iysten;anzed adfoptulntn tl'r11at rec.luced
BEHAVIORS. ependence on faculty champions.
Acadeum Deployed expansion systems that increased

marketplace participation.

Texas A&M Standardized online course development
through a shared operating model.

REMOVE CONSTRAINTS BEFORE ADDING CAPACITY.

STRENGTHEN THE CAPABILITY Epica itar.ld.ardutid cor:r;g;mal(;nrgstment

LIMITING GROWTH. ecisions throug modeling.

Imaginalis Strengthened commercial positioning as
product differentiation narrowed.

Roboticom Narrowed market focus to improve
commercial traction.

ORGANIZATIONS SCALE BY INSTITUTIONALIZING JUDGMENT.

EMBED EXPERTISE INTO Texas A&M Institutionalized curriculum redesign through

SYSTEMS, NOT PEOPLE. a repeatable methodology.

D2L Institutionalized adoption through customer
education systems.

Commercial Institutionalized commercial judgment

Intelligence  through Al-assisted decision support.
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Next Evolution of Commercial Systems

For 20 years, I’'ve helped organizations improve individual parts of their commercial
systems. Increasingly, my work is focused on connecting those capabilities into a single
operating system that supports better strategy development and decision-making.

Commercial Operating System

Opportunity Intelligence

Commercial Commercial
Health Intelligence

Investment Intelligence

The commercial operating system institutionalizes how organizations discover
opportunities, evaluate them, allocate resources, and continuously improve the
commercial capabilities that dive enterprise value.

DISCOVER AND Systematizes prospect discovery, qualification, and prioritization by
QUALIFY transforming fragmented market signals into institutional
OPPORTUNITIES | opportunity intelligence.

EVALUATE AND Systematizes commercial evaluation by applying organizational
ADVANCE knowledge, customer context, commercial evidence, and buying
OPPORTUNITIES | dynamics to customize engagement messaging.

PRIORITIZE AND Systematizes commercial investment decisions by connecting

ALLOCATE historical performance, commercial evidence, and strategic
INVESTMENT priorities to identify the highest-return opportunities.
CONTINUOUSLY | Systematizes continuous improvement by monitoring commercial
IMPROVE health, identifying organizational constraints, and recommending
COMMERCIAL the next capability most likely to improve enterprise performance.
CAPABILITY
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Questions Worth Asking

Is our commercial system as mature as our product?

Where does commercial uncertainty still exist?

What should become repeatable instead of relying on exceptional people?
Which capability is currently limiting growth?

What would make commercialization more predictable?

If we started over today, what would we build differently?

| help technically capable organizations build commercial
systems that make growth more understandable,
repeatable, and predictable.
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