CASE STUDY
Post-Merger Growth Story: Unifying Four Companies Into

One Market-Ready Brand

How strategic brand alignment across four acquired companies and 1,200 employees drove
measurable pipeline growth in the first year after launch.

4 1,200 3X

Companies Merged Employees at Launch Pipeline Growth, Year 1

Treat the internal launch with the same rigor as the external one and the market responds. So
does your pipeline.

The Situation

A private equity-backed healthcare services company had developed a differentiated approach to helping employers
manage healthcare costs more effectively. The company served self-funded employers who offered health benefits to
their employees.

Employers were receptive, but the solution was just one piece of a larger health plan puzzle. To create a more complete
offering, the company acquired the missing capabilities: administration, provider network access, and employee
navigation. The business was no longer selling a single cost-containment solution — it became an integrated health
plan alternative.

The rebrand had to make that shift clear to the market, the sales team, clients, brokers, partners, and employees.

The Challenge

This was not a simple name change or visual identity project. Four companies, each with different services, cultures,
leadership styles, client relationships, and operational realities, had to come together under one brand and one market
story. The employee base grew from roughly 150 to 1,200, and the leadership team included multiple CEOs plus
functional leaders across finance, HR, IT, legal, sales, and operations.

The stakes were high. Employees had to understand the new company before they could represent it with confidence.
Sales needed a clearer story for brokers and employers. And the market needed to understand that the company had
become a more complete, integrated solution.

The Approach

Marketing led the full project from brand strategy through internal adoption, external launch, communications, PR, sales
messaging, and go-to-market execution.

The merger brought together four companies with different histories, market presence, and leadership teams with
strong opinions about brand direction. To keep the process neutral, an external brand partner was brought in to aid
decision-making with independent market intelligence. Research covered all four companies — brand awareness,

Sparkline Growth sparklinegrowth.com | khebling@sparklinegrowth.com | c: 215-285-0626



market perception, competitive conditions, and audience feedback — guiding decisions on positioning, messaging,
and how to introduce the new integrated offering.

The rollout moved through two phases: internal launch and external launch.

Internal Launch

The internal launch began several months before the external launch. Employees would become the face of the new
brand before the market ever saw a campaign. Client-facing teams, operations, and member support needed to
understand the shared mission and the positive impact on clients. The rollout began with leadership and cascaded
throughout the company, touching every employee.

* Executive alignment: Established consistent top-down messaging on brand direction, mission, market position,
voice, tone, and launch priorities.

» Sales input: Involved sales early to pressure-test messaging against real broker conversations, buyer objections,
and field conditions.

* Leader & manager readiness: Used leadership, director, and manager workshops to build understanding, clarify
ownership, and prepare teams for rollout.

* Employee education: Created multiple formats — all-hands meetings, written updates, manager meetings,
department discussions, and a dedicated Slack channel for questions and feedback.

* Feedback & issue management: Hand-selected brand ambassadors plus recurring manager-level status
meetings helped to quickly surface concerns, answer questions, track issues, and keep the rollout moving.

External Launch

The external launch gave brokers, clients, partners, members, and the broader market a clear story about what the
combined organization now made possible. Marketing and sales worked together before, during, and after launch to
understand how the message was landing and what content or positioning needed to be sharpened.

* Broker education: Explained the new integrated health plan offering and how to position it with employers.

* Sales enablement: Developed materials to support field conversations, buyer objections, and common market
questions.

* Stakeholder communications: Created direct communications for brokers, clients, partners, and members.

* Market launch execution: Activated PR, events, tradeshows, website, email, digital, and social media.

The Result

The brand launched nationally with strong internal support and positive broker feedback. Employees had the context
to represent the new company with confidence, and sales had a clearer story for the market. The built-in feedback
loops allowed the team to quickly address issues as they arose.

Marketing-contributed pipeline improved in both volume and quality:

MQL Growth YOY +35%
SQL Growth YOY +75%
MQL — SQL Conversion +33%
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What Drove the Results

- Sales alignment from the start: Messaging reflected real market conditions before it ever went live.

* Planning for the human side of change: Employees had the time and context they needed to get
there.

* Internal communications ahead of market rollout: Reduced resistance and built confidence across
the organization.

* Feedback loops built into every phase: Allowed the team to identify and address issues in real time.

* Cross-functional project management led by marketing: Active task ownership from every
department kept execution on track.

The pipeline growth reflects what happens when a brand is built from the inside out.

The outcome was more than a new brand. It was a clearer market position, a more
unified organization, and a stronger foundation for scalable growth

Are you considering a rebrand? Let’s Talk.
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