PRESALES, DELIVERY & OPERATING MODEL TRANSFORMATION

Scaling Enterprise UI/UX Delivery
Across 150+ Concurrent Clients

A Presales, Delivery & Operating Model Case Study — Portfolio Edition

Kunal Dewalwar | Ul/UX Delivery & Presales Lead

This is a condensed, public-facing summary. Certain client, account and process specifics have been generalized to protect confidentiality — reach out for the

full walkthrough.



An Operation That Had Outgrown Its Way of Working

Supporting enterprise customers across insurance, healthcare, manufacturing and FMCG, the studio managed 30-40 active projects at any time across a ~40-person design
team. But the way of working hadn't scaled with the business — from what was committed in presales to how it was ultimately delivered.

Fragmented resource planning Reactive presales Delivery coordination friction Limited customer visibility

No single view of who was working on
what, or when new work could realistically
start

Customers lacked a clear view of progress,
dependencies or what was needed from
them

Engaged only after a customer already had Feasibility gaps surfaced in front of
a stated need — not proactively customers, not before

Resource allocation alone could consume almost a full day — multiple stakeholders coordinating manually just to determine who was available.




One Connected Operating Model, Not Five Separate Fixes

Rather than solving each issue individually, the entire delivery lifecycle was redesigned as one connected system — built around visibility, accountability and proactive

communication.

Opportunity ID Discovery Show & Tell / Presales Proposal & Risk ID Resource Planning

Kickoff

Delivery & Closure Customer Governance Design Execution Feasibility Review

This created a predictable connection between sales commitments, available capacity and actual delivery.



Five Connected Levers of Change

Single Source of Truth Proactive Presales Standardized Proposals

Client-Facing Upstream Feasibility
Governance Reviews

A centralized resource tracker — Shifted from waiting for leads to Proposals captured expectations,
discipline, seniority, current project, actively identifying whitespace approach, risks and delivery
release date, availability — replacing accounts and pitching improvements assumptions — not just scope and
scattered conversations unprompted price

Live, daily-updated status trackers
VL Design—dev alignment moved before

customer presentations, backed by a
RACI framework for ownership

gave customers visibility into
progress, dependencies and pending
inputs

This created a stronger connection between what was sold in presales and what could actually be delivered.



From a Capability Deck to a Working Redesign

BEFORE: “Here is what our design team can do.” — a generic capability pitch, disconnected from the customer's actual product.

AFTER: the “Show & Tell” method — a concrete, working demonstration

Review Identify Redesign

Present

Adapt

Show the improvement directly to the
customer

Fit the concept to the customer's
brand and context

Study the customer's existing portal Spot potential interaction and visual Rework a key screen — e.g. a
or product experience design improvements homepage or dashboard

The result: $1.73M in revenue generated in 7 months, at a 69% presales conversion rate — with two additional team members trained to scale the model.



THE IMPACT

A More Predictable, Scalable, Commercially Proactive Model

$1.73M revenue generated in 7 months via proactive presales 69% presales conversion rate on Show & Tell pitches

150+ concurrent enterprise clients ~50% reduction in resourcing effort 20% faster project turnaround

<1% escalation rate 30-45-person design team APAC & EMEA coverage

“I transformed a fragmented Ul/UX delivery operation into a more predictable, scalable and commercially proactive model by connecting
presales, resource planning, project governance, customer communication and cross-functional accountability.”

Recognized with two ValuelLabs Star of the Month awards.
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THANK YOU

Let's Talk About the Full Story

This case study has been shared at a high level to protect client and account confidentiality. The full version — including resource
trackers, proposal templates, governance cadences and account-level breakdowns — is available on request.

Kunal
Operations Manager, Brand Studio (GCC), Atlas Copco
dewalwarkunal@gmail.com | | +91 738 748 6925
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https://www.linkedin.com/in/dewalwarkunal/
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