
abdallaelshahhat.com

THE OPERATOR'S GUIDE TO

The Enterprise Value Map
How commercial decisions drive enterprise value, and how to find where your

business is leaving it on the table.

Abdalla Elshahhat

"In commoditized markets, companies don’t win on product. They win on

distribution and commercial architecture."
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Introduction

Most operators run the business. Fewer
understand what drives the value of it.

To be honest, this is the first time I have run a business with a full P&L at this level of

complexity.

For most of my career I was in sales. Selling, sales management, teaching people how to sell,

asking the right questions, closing deals. I was probably in a silo, focused on bringing sales in. Not

on how the whole business actually worked.

That changed. I sat with finance for hours, went through every line item, back and forth, until I

started to understand how a business actually gets built. Not just how it gets sold.

The tool that made it click was a 2004 Deloitte wall chart called the Enterprise Value Map. It

connects shareholder value to the everyday work operators do. Most people have never seen it.

Still one of the best business documents ever made.

The EVM has four drivers that feed enterprise value:

•  Revenue Growth , the Volume lever: new customers, revenue per customer, repeat rate.

•  Operating Margin , how efficiently the commercial engine converts revenue into profit.

•  Asset Efficiency , cash conversion, receivables, the productive use of what you already own.

•  Expectations , how predictable and defensible the business looks to anyone evaluating it.

This guide walks through each one. For every driver, I show where commercial operators typically

leave value on the table, and what the fix looks like.
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Driver 01

Revenue Growth
Every revenue problem is one of three things. Most teams treat all three the same
way.

On the Deloitte EVM, Revenue Growth breaks into Volume and Price. Volume is almost always the

constraint. And Volume has exactly three levers.

Not enough customers. A coverage problem. The fix lives in market expansion, channel buildout,

account-based prospecting, tender pipeline. Hiring more salespeople into the same coverage will

not fix it.

Not enough revenue per customer. An order-size problem. The fix lives in product mix,

cross-sell, account expansion, multi-year contracts. More activity into the same accounts will not fix

it either.

Not frequent enough purchasing. A repeat-rate problem. The fix lives in service relationships,

renewals, install base management. Adding net-new customers will not address an

underperforming existing base.

These three look identical in a quarterly review. The number is short, the reflex is more activity. But

each has a completely different fix. The pipeline looks busy, the output stays flat.

Signs your Volume driver is the leak:

•  Pipeline is thin and the team blames the market

•  Your top three customers represent more than 40% of revenue

•  Churn is masked by new acquisition, so nobody notices the retention problem

Three things to do first

01  Separate your revenue gap into its three components.

How much is from too few customers, how much from existing customers buying less than

they could, how much from churn. The split determines the fix.

02  Build a different commercial motion for each.

Coverage needs market expansion and channel. Order size needs cross-sell cadence. Repeat

rate needs a retention process.

03  Stop running one sales team against all three at once.

It produces generic activity, distorted forecasts, and a team that is busy but rarely moving the

right lever.
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Driver 02

Operating Margin
Commercial efficiency is not just a finance problem. It starts with how the sales
org is designed.

Operating Margin on the EVM measures how well the business converts revenue into profit. For

commercial operators, the question is: are cost-to-acquire and cost-to-serve aligned with the value

being created?

Most commercial teams are not measured this way. They are measured on revenue. The comp

plan rewards bookings. Nobody is accountable for the margin those bookings generate or the cost

it took to close them.

Comp plans reward the wrong behavior. A rep who closes a large deal with extended terms and

below-target margin contributes to bookings and destroys margin at the same time. If the comp

plan only rewards the booking, the rep is rational. The business pays for it later.

Channel mix erodes margin quietly. Selling through a distributor at 30% margin versus direct at

50% is a different business. If the mix shifts and nobody tracks margin by channel, the P&L

deteriorates while the revenue line looks fine.

Cost-to-serve is never measured. The deals that need the most service and hand-holding after

the signature are rarely the most profitable. Until someone puts a cost-to-serve number next to

every account, the business optimizes for the wrong customers.

Three things to do first

01  Run margin by channel and by customer segment every quarter.

Not just total gross margin. Margin by the specific routes and relationships that generated it.

The number will surprise you.

02  Build a margin component into comp above a deal-size threshold.

Not punishing reps for margin. Building margin into the deal structure the same way you build

revenue.

03  Find your five highest-cost-to-serve accounts and run the real math.

Most businesses find at least one account they would reprice or exit if they could see the true

number.



Abdalla Elshahhat   ·   abdallaelshahhat.com 5

Driver 03

Asset Efficiency
Revenue is not cash. Most commercial teams never look at the box that explains
the difference.

Revenue is what you book when you deliver. Cash is what arrives when the customer pays. In B2B

with public-sector buyers, channel partners, or enterprise contracts, the gap between those two

moments is 60 to 120 days. Sometimes longer.

That gap has a name on the balance sheet. Accounts receivable. On the EVM, it sits inside Asset

Efficiency. A lot of commercial leaders never look at that box.

You can have a record quarter and an empty bank account at the same time. Bookings up,

collections down, no working capital to fund next quarter's pipeline. The board sees a great quarter.

The CFO sees a cash problem nobody planned for.

There is a second Asset Efficiency question for businesses with deployed equipment or products:

is the install base treated as an asset, or as a finished transaction? Three numbers tell you which:

•  Attach rate. What percentage of deployed products have an active service contract. Above

70% is disciplined. Below 40% leaves the recurring revenue stream uncaptured.

•  Contract length. A one-year contract is a transaction. A five-year contract is a relationship

with predictable cash flow.

•  Renewal rate. Above 90% means the customer experience works. Below 70% means churn

is masked by new sales, and nobody has noticed.

Three things to do first

01  Track Days Sales Outstanding by channel and segment.

Put it on the commercial leadership agenda, not just the finance report.

02  Tie part of commercial comp to collected revenue, not just booked.

This one change aligns sales and finance in a way most policy changes cannot.

03  If you have an install base, run attach rate, contract length, and renewal rate.

If your leadership team cannot recite those three numbers, the install base is not being

managed as an asset.
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Driver 04

Expectations
The fragile high-performance business is worth less than the resilient
lower-performance one.

Expectations on the EVM sits separately from Revenue Growth and Operating Margin because the

market values predictability and risk profile, not just absolute performance.

Two businesses doing identical revenue, same costs, same growth rate. One trades at 30 to 40%

higher valuation. The difference is revenue mix. Capital equipment sales are lumpy and

project-based. Service contract revenue is recurring and multi-year. On the same EBITDA,

recurring-revenue businesses regularly trade at 30 to 60% higher multiples.

The implication: the deals you close today are not just revenue. They are valuation engineering. A

five-year service contract attached to a capital sale locks in forecastable revenue and raises the

multiple the business is worth. Most sales orgs are measured on the equipment number, not the

attached contract. The comp plan rewards the wrong half of the value created.

The second Expectations question is downside planning. Private equity firms do not buy on the

upside case. They underwrite the downside and ask one question: can the business survive what

could go wrong? When the only path to equity value runs through the upside, you do not have a

strong business case. You have an expensive hope.

Three things to do first

01  Map your revenue by type.

What percentage is recurring and contracted, what percentage is project-based. If you cannot

answer this, you cannot manage Expectations as a value driver.

02  Run the scenario math on your service attach rate.

If you raised it by 10 points, what does that do to the predictable revenue base and the multiple

at exit?

03  Build a real downside model for every major initiative.

Not a risk register. What does the business look like if this delivers 50% of expected volume,

and can it survive that? If not, redesign before you commit.



Abdalla Elshahhat   ·   abdallaelshahhat.com 7

Synthesis

Connecting the map to the daily work
Here is what the EVM taught me that fifteen years of commercial instinct did not.

Every initiative I ran touched two or three boxes on the map. My team never made that connection

out loud. We ran the project, reported activity, and never went back up to ask what actually

changed in the value drivers.

The operators who can show how their daily work drives enterprise value are the ones in the room

when capital gets allocated.

A few diagnostic questions to find your dominant leak:

•  If your pipeline doubled overnight, would you close it, and at what margin? If yes to closing but

at poor margin, the leak is Operating Margin, not Volume.

•  If you replaced your bottom three distributors with the caliber of your top three, would the

number change? If yes, the leak is Volume via channel coverage.

•  If your forecast was accurate within 10% every quarter, would you operate differently? If yes,

the leak is Expectations.

•  If your cash balance tracked your revenue line closely, would you invest differently? If yes, the

leak is Asset Efficiency.

Fix one driver at a time. The businesses that try to fix everything at once usually fix nothing. Pick

the dominant leak, build the structure to address it, measure the result in EVM terms, then move to

the next driver.

For me, profit is everything. Revenue is the headline. What is left after the engine runs is

the real score.
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About

About Abdalla Elshahhat
I am a senior commercial operator with 15 years building revenue systems across healthcare and

B2B, at GE Healthcare, Omnicell, and Agfa HealthCare. I currently serve as Head of

Intercontinental at Agfa Radiology Solutions, with P&L responsibility across India, ASEAN, the

Middle East and Africa, and LATAM.

In my free time I work with a small number of B2B founders and operators on commercial

turnarounds and operating model design through Bastion Hale, my operating partnership.

I write about revenue systems on LinkedIn most weeks. Specific lessons from building the number,

running the P&L, and sitting with finance line by line.

The EVM is not academic theory for me. It is the framework I use to check my own work, to make

sure the initiatives I am running actually move the value drivers, not just the activity metrics.

If something in this guide matched a problem you are working through, send me a

message on LinkedIn.

linkedin.com/in/abdallaelshahhat


