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EVERY LEAD MATTERS…UNTIL THE RIGHT ONE GETS AWAY. 

Real Operating Decisions. Real Capability Failures. Real Business Outcomes. 

An Executive Case Study in The O'Brien Method Series 

COMPANY PROFILE 

Industry: Healthcare: clinical equipment supplier to hospital systems 

Approximate revenue: $10–14 million 

Business model: B2B medical device sales to hospital procurement and clinical stakeholders; recently added 

inbound demand generation 

Growth stage: Founder plus a small inside sales team; first year running paid and organic inbound programs 

EXECUTIVE SUMMARY 

The company's stated ideal customer was the multi-facility hospital system capable of a seven-figure annual 

contract. Its actual operating practice treated every inbound inquiry identically, worked in the order it arrived. 

When a lead from a large regional hospital system, a plausible six-figure-plus opportunity, arrived behind a 

handful of smaller single-clinic inquiries, it sat in queue for four business days before a rep engaged. By then, 

the system's evaluation committee had already scheduled demonstrations with two competitors and treated the 

company's late outreach as a signal of how it would perform post-sale. The deal was lost before the company's 

best offer was ever heard. A diagnostic found that the company's ICP existed as a slide in a strategy deck and 

nowhere in its actual lead routing. 

THE SITUATION 

Inbound volume had grown steadily since the demand-generation program launched, and the small sales team 

adopted the simplest fairness rule: first come, first served. It felt equitable and required no judgment calls that 

might appear to favor team members competing for the same commission pool. 

The rule had an unexamined cost. A small, single-clinic inquiry and a large, multi-facility system inquiry were 

treated as interchangeable units in a queue, differentiated only by arrival time. The team's average speed-to-lead 

numbers, measured in aggregate, looked reasonable. What the aggregate number concealed was that the 

company's most valuable leads were being worked no faster, and on several occasions slower, than its least 

valuable ones, because nothing in the process signaled which lead deserved to jump the queue. 

THE INVESTIGATION 

The diagnostic segmented 90 days of inbound leads by fit against the documented ICP criteria, facility count, 

bed count, and budget authority, and cross-referenced fit with actual response time. There was no meaningful 

correlation. High-fit and low-fit leads were reached in almost identical time, which meant the company's routing 

system, in practice, had no opinion about which leads mattered more, despite leadership having a strong opinion 

about it in every strategy conversation. 

The specific lost opportunity that prompted the engagement was reconstructed from CRM timestamps: the lead 

arrived on a Tuesday afternoon, was preceded in the queue by three smaller inquiries, and was not called until 

the following Monday. The buyer later disclosed, during a win-loss debrief with the company's competitor, that 
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two other vendors had already completed discovery calls before this company's first outreach reached the 

buyer. 

ROOT CAUSE 

The root cause was an ICP that had never been operationalized. Leadership could describe the ideal customer 

accurately in conversation, but nothing translated that description into a scoring or routing mechanism that 

changed how a lead was handled the moment it arrived. Speed-to-lead was being measured and managed as an 

average, which is exactly the measurement that hides this failure. A fast response to a low-value lead and a slow 

response to a high-value one can produce an acceptable-looking mean while guaranteeing the company loses the 

deals it can least afford to lose. 

THE INTERVENTION 

A lead-scoring model was built directly from the documented ICP criteria and applied automatically at intake, 

tiering every inbound lead before any human interaction. Top-tier leads were routed to a dedicated senior closer 

with a compressed SLA for first touch within 15 minutes during business hours, while lower-tier leads continued 

through the standard queue under a longer, still-defined SLA. 

A weekly ICP-fit audit was added to leadership's existing pipeline review, specifically checking whether top-

tier leads were receiving top-tier speed and attention, rather than trusting the aggregate average to reveal a 

problem it was structurally incapable of showing. 

BUSINESS RESULTS 

Within two quarters, the median response time to top-tier leads fell to under 20 minutes, while the aggregate 

average across all leads barely changed. That gap confirmed the previous number had been masking the exact 

failure the company most needed to see. Win rate on top-tier opportunities rose meaningfully, and average deal 

size increased as the company began deliberately, rather than accidentally, prioritizing the accounts its own ICP 

said mattered most. 

THE O'BRIEN METHOD INSIGHT 

A documented ICP that does not change how leads are routed or prioritized is not a working capability. It is a 

description. Treating every inbound lead as equally urgent feels fair and measures well in aggregate, but it 

guarantees that the leads worth the most will receive no more urgency than those worth the least. A company 

will lose exactly the opportunities it can least afford to lose without ever seeing the failure in its own average 

response-time metric. 

KEY TAKEAWAYS FOR CEOS 

● An ICP written in a strategy deck is not an ICP until it changes how leads are scored, routed, and 

prioritized at the moment they arrive. 

● Aggregate speed-to-lead averages can hide the exact failure that matters most. Segment response time 

by lead fit, not just by team or by month. 

● "First come, first served" is a routing decision, not a neutral default. Check what it's actually 

optimizing for before adopting it out of a sense of fairness. 
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● Your best-fit leads deserve a faster SLA and a more experienced closer, deliberately, not by accident 

of queue position. 

● Audit ICP-fit handling on a recurring cadence. A system that treats every lead as equally important 

will quietly stop treating any of them as important. 
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