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When Kalil Diaz first stepped foot into Contact Centers Dominicana (CCD) headquarters in
Santiago, Dominican Republic, he was immediately overwhelmed by a sense of not wanting to
mess things up. “I gave a speech about wanting the business to thrive and create more jobs. An
older gentleman came up to me afterward and told me to be careful, that not all change was good
change, and that he needed this job to provide for his family.”

The interaction was Diaz’s first indication of the conflicts and contradictions that would arise in
his new role as CEO. Over the next seven years, he successfully navigated CCD through an array
of troubles and transformations that increased revenues sixfold before he sold the company in
2024, increasing shareholder value by ten times their original investment. Diaz attributes much
of his success to a series of learning experiences that we have decided to profile in this case because
they touch on subjects that are likely to affect many entrepreneurs running small businesses.

We want to be clear about what differentiates this case from our previous writings on the role of
leadership in small businesses, Exploring the CEO’s Leadership Role in a Search Fund-Acquired
Small Business and The Evolution of a Search Fund CEO and Company. While those notes offer
useful frameworks and guiding principles, they greatly distill the ambiguity that pervades a
CEO’s day-to-day decision making. This case uses vignettes to immerse the reader in the fog of
decision-making processes and the difficulty of applying abstract principles to real-world
situations.

A search fund primer

Diaz became the CEO of CCD through an investment vehicle called a search fund. As the name
suggests, a search fund allows a person - often a relatively young recent graduate from a top
MBA program - to raise capital to search for an existing company to acquire and operate as the
CEO. Many search funds target service industry companies with less than USD$3 million
EBITDA,’ contractually recurring revenue, few physical assets, and high growth potential.

The capital required for the two-year search phase usually comes from 10 to 15 investors who,
in return for funding the search, retain the right, but not the obligation, to purchase additional
equity in the company that the searcher finds. After acquiring a company with a fresh round of
the investors’ equity, the searcher steps in as the new CEO and, in an ideal scenario, grows the
company’s profit significantly over five or more years before selling it at a hefty markup on the

" Earnings before interest, taxes, depreciation, and amortization.
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purchase price. Of course, there is always the chance that no business is found within two years or that the
acquired business’s profits decline after the acquisition, and in those scenarios, neither the searcher nor the
investors profit.

The benefits of this model for newly minted MBAs are obvious. First, relatively young individuals can
ascend into the CEO role immediately after graduation without toiling away for years in middle
management at a large firm or starting a company from scratch. Second, the arrangement has a tremendous
tinancial upside, with searchers controlling up to 30 percent of the equity in their businesses without
contributing any capital. Third, since the aspiring entrepreneur is purchasing a business with revenue and
profits, there is no need for a disintermediating, market-disrupting idea.

From first base to database: Diaz’s entrepreneurial journey

Diaz was born and raised in the Dominican Republic (Exhibit 1), and he harbored early dreams of baseball
stardom. At 17, he played for a Los Angeles Dodgers farm team affiliate. The experience was eye-opening,.
“There was a level of talent and passion there that I couldn’t match,” Diaz says. He sensed that the relentless
commitment of his teammates to practicing at all hours, day and night, was born partly of desperation. “It’s
difficult for underprivileged people in the Dominican Republic to get to a different social standing. You
don’t have many avenues available to you, and baseball is one of them.”

Diaz was fortunate to have other options open to him. He was gifted academically, and his family had the
tinancial resources to help pay for college. His university search led him to Montreal, Canada, because his
grandparents had taken him on ski trips there, and to Concordia University because of its world-renowned
business case competition team.

Diaz received his Bachelor of Commerce in Supply Chain Management from Concordia University in 2009.
While in school, he founded a nonprofit focused on providing healthcare and education to underprivileged
youth in the Dominican Republic. Leading the nonprofit required Diaz to find creative ways to motivate a
team of 35 unpaid staff to complete tasks as diverse as fundraising and grant vetting. The experience
encouraged Diaz to continue to pursue leadership roles in business. He founded a number of small startups,
including a cigar export business and an IT password recovery business.

After college, Diaz worked at GE Capital for three years in growth and acquisition financing for franchises
and debt restructurings for public companies. He decided to get an MBA to help him realize his dream of
building a business in the Dominican Republic. He chose Yale because of its focus on social impact and its
strong international brand.

Acquiring Contact Centers Dominicana (CCD)

CCD was founded in 2011 in Santiago, Dominican Republic, as one of the first call centers with experience
in medical imaging appointment services for clients in the United States (Exhibit 2). Over the next five
years, CCD grew to 200 seats and opened a second location in Santo Domingo.

By 2017, when Diaz acquired CCD, the company had a number of positive attributes, including large and
sticky customer revenue streams and low capital expenditures. Somewhat concerningly, however, CCD’s

top two customers accounted for more than 50 percent of its revenue.

Diaz felt he could mitigate that headwind by capturing part of the quickly growing outsourced call center
market. At the time, the worldwide call center industry spent an estimated $85 billion on outsourced
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services, and experts expected those expenditures to increase by 5.7 percent per year for the next five years.
The Dominican Republic was uniquely positioned to capitalize on this growth given that the domestic call
center industry had grown by over 34 percent annually there since 2006 and was projected to keep growing
10 percent or more annually for the next five years.

Diaz’s investment thesis and canny leadership produced lucrative results. We profiled his early success in
our case Kalil Diaz: A DR-based Search Firm Considers its First Acquisition, and the results only got better
over time. Diaz grew CCD’s revenue from $4 million to $25 million, a 30 percent compound annual
growth rate, and he grew EBITDA from $700,000 to $7 million over the same period, a 38 percent
compound annual growth rate (Exhibit 3). What started as an investment of $6.3 million of equity stood
at $60 million when he sold the business in 2024. Additionally, CCD created more than a thousand jobs
during Diaz’s stewardship.

For Diaz, the real measure of his success is reflected in the impact CCD has had on the lives of its employees.
“These jobs are a gateway to a middle-class life,” he says. “Seventy percent of our call center agents earn
more than their parents. It makes me so proud to help my community.”

If you build it, they will come (and go)

Diaz thought he was buying a stable business in CCD, but his first few months as CEO in 2017 felt
anything but that. First, there was the simple fact that Diaz knew next to nothing about running a call
center. He had written an investment memo before purchasing the business, but that research felt rose-
colored and academic next to the realities of the job. He felt like an imposter when his subordinates came
to him to ask him questions about call center dialer platforms, labor lawsuits, inconsistencies with average
handle times, first call resolution, average speed of answer, and sales contract negotiations. Diaz was
embarrassed when he overheard the then Vice President of Sales tell a colleague, “Kalil is too green,” after
Diaz had asked him a series of very basic questions.

In the midst of these learning experiences, Diaz also had to focus on increasing headcount because CCD’s
largest customer, a growing network of imaging centers in the United States called Radiology Link, had
essentially demanded that CCD match its new call volume requirements or it would find a vendor who
could. Diaz knew about the growth requirement when he purchased the business, and he was not initially
concerned about it. How hard could it be to hire 40 new qualified employees?

The Vice President of Human Resources (HR), a gentleman named Rodolfo Martinez, had missed his
hiring goals in February and March. Taking into account attrition, the headcount had grown by only two
specialists (call center agents). Each month, Martinez seemed to have both an excuse and a plan to do better.
The explanations and schemes seemed plausible: a bad storm had postponed key job fairs, the website was
down and may have contributed to a drop in applications, and Martinez had a promising lead with the new
president of a local technical college. To complicate matters, Martinez was related to CCD’s former owner,
who retained an equity stake in the business as well as a full-time business development role. Late in the
evening on the last day of April, an email from Martinez arrived in Diaz’s inbox:

Querido Kalil,
12 career fairs this month. 40 interviews. We ended up with 10 of them. I'm happy about this.
We had churn. It’s always been that way this time of year. For as long as I've been in this business.

That and the uptick in hiring across the whole country over the past couple of months. More
competition. We lost 19.
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I have plans to tell you about soon. Don’t worry about this.
Saludos,
Rodolfo

Diaz had a call scheduled the next day with Radiology Link’s head of customer service. He wondered what
he should tell her. More than that, he wondered what he should do with Martinez.

Everything he had read and everyone he had talked to about search fund businesses said not to change the
business significantly in the first year. CEOs do not know enough about what is going on; the thinking
went - irreparably damaging the firm was a real risk.

Besides, Martinez had been with the company since its founding. He had previously worked as an HR
director at a much larger call center and had been enticed to CCD by the elevation in job title. As the
company had grown, his compensation had increased. He provided for a wife and three children. Were
Diaz to fire him, Diaz worried about Martinez’s job prospects. What would happen to his family if he could
not find a job at the same level of seniority or pay?

Diaz told Radiology Link that he felt comfortable with CCD’s plans to still meet the agreed-upon hiring
quota by the end of the year. He waited another month for Martinez’s results. The time evaporated in a
series of mini-crises, including troubleshooting network connectivity issues, dealing with a disgruntled
payroll manager who had apparently been promised a raise by the former owner that never materialized,
and overhauling the company’s poorly kept accounts in QuickBooks to generate accurate financial
statements. Then, the hiring numbers for May arrived in Diaz’s email.

Hiring had increased slightly to 11 new specialists. Five existing specialists had quit to pursue other
opportunities. Martinez said that two employees should have been fired for failing multiple performance
evaluations, but he had decided to keep them on as part of his new plan to meet the hiring quota. All told,
CCD still employed fewer specialists than it had done two months prior.

Diaz decided to act. He brought Martinez into his office. Diaz had never fired anyone in his life, and it
showed. He rambled through a series of truisms and apologies. Halfway through a ten-minute monologue,
he wished he had prepared some notes. Martinez nodded along, and that was encouraging for a while. Diaz
thought he must be holding up the right mirror so that Martinez could see the hopelessness of continuing
on as he had. Then Martinez asked, “You said two weeks?” Diaz had. Somewhere, he had mentioned the
idea of a two-week offramp. It would give him time to start a search for a replacement. “I know what I have
to do then,” Martinez said. Diaz was glad that Martinez seemed already to be formulating a plan for his
next chapter.

A week later, Diaz was in the car with his wife, heading to dinner, when his phone rang. It was Martinez,
who never called him in the evening. Diaz answered and put Martinez on speaker. “Exciting hiring update,”
Martinez began. “The president of the technical college said he’s got a lead on nine specialists for us. That’s
good, right?” Diaz did not respond right away. “I'm turning this around for you,” Martinez said.

Diaz’s wife, who had been subjected to complaints about Martinez for months, looked over at Diaz and
motioned for him to mute the call. He did. “Does this guy know that you fired him?” she asked.

Diaz wrapped up the call as quickly as he could, choosing not to attempt to re-fire Martinez over the phone.

The next day, he asked a board member for advice, and the board member offered to come in to do it
himself. Diaz agreed, and afterward, Martinez decided to leave the company immediately.
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Looking back, Diaz realizes that he should have had Martinez on a shorter leash from the beginning. “I was
too permissive early on. I let him and other people in the company get away with murder. He was murdering
my company.” Diaz switched tactics from being “overly sympathetic” to being “assertive but empathetic,”
coaching employees through their first and second misses but dismissing employees more quickly if they
kept failing expectations beyond that.

As for his worry about Martinez’s job prospects, Diaz now has a different perspective. “I eventually realized
that if I have the right people, the company will grow and create many more jobs than the ones we weed
out. Firing one underperforming individual eventually leads to hiring two, three, or four high-performing
individuals who have the right skills to be here.”

With Martinez gone, Diaz wasted no time looking for a replacement. He knew that posting the job on hiring
boards would be useless. He would be inundated by candidates of varying quality with no time or resources
to vet them. Instead, he became his own headhunter. He made calls to individuals in his network and asked
for “the best HR person in the country.” He needed a superstar who could meet the headcount goal by the
end of the year, and he needed to hire this person as quickly as possible.

He heard the same name in several of those conversations: Larisa Paulino, a woman who used to work at a
large multinational manufacturing company but left after becoming exhausted with her mandate to shutter
five plants in Europe and fire the employees who worked there. She now ran her own HR consulting
business.

Paulino was not impressed by Diaz’s first pitch to her. Over the phone, Diaz explained the new energy
behind the business, the infusion of U.S. capital, and his Yale degree. In his mind, he was putting a shine
on a company that he thought people would otherwise find unappealing. She let him finish, and then she
said, “I'm sorry, but I don’t see where I fit in. Thank you for your call.”

Diaz knew he had missed something crucial. He liked Paulino’s candor, a quality he wanted in a head of
HR after his experiences with Martinez. A few days later, he called to see if she was willing to talk again.
She was. This time, Diaz started by repeating a list of accolades he had gathered from his conversations
with their mutual acquaintances. He segued into how these wins would help a company like CCD grow the
number of middle-class families in the Dominican Republic. “What would it take to get you here?” he
asked.

The subsequent conversation led them to recount their personal and professional histories, which contained
serendipitous overlaps of people and places but had plenty of differences, including Paulino’s growing up
in a working-class household and paying her own way through college. Paulino had a rare mix of humor
and toughness that impressed Diaz. “I need you to know,” she said, “I consider myself an entrepreneur,
which is why I could never join your business.” They ended the call on a cordial note, and Diaz, now
convinced that Paulino was the right fit for CCD, began considering his counteroffer.

Diaz knew that Paulino would be visiting Santiago for a client meeting the following week, so he invited
her to meet him in person at the CCD call center there. At the meeting, Diaz presented his counteroffer:
She could keep her consulting business as long as she met the HR goals they would outline for CCD. Would
that be enough to get her on board? “Something I haven’t told many people yet,” she said in a tone that
seemed to indicate she was putting a stop to this nonsense once and for all, “is that I'm three months
pregnant.”

Diaz knew that his following words would have a significant impact on the future of his company. Should

he move on to interviewing the handful of other candidates suggested by his network? There was a man in
his 30s with an MBA who worked as an HR manager for a small but rapidly growing printing business.
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There was a woman who was just four years out of college but ran HR for her family’s medium-sized waste
management business. Initial screenings of these candidates had seemed promising. They all had proven
track records of hiring dozens of people fairly quickly, but none of them had the gravitas and spark to match
his first meeting with Paulino.

How flexible could he be with the hiring arrangement and not endanger CCD’s end-of-year headcount
requirements and future growth needs?

There’s no crying in business operations

When Diaz first purchased CCD, he looked forward to many aspects of being CEO. He had a cautious grasp
on the economics of the business and understood the challenges that lay ahead in decreasing the company’s
revenue concentration, upgrading its infrastructure, and professionalizing its management ranks. He was
much less excited about a job requirement for which he had no prior training: guiding CCD through
Atlantic hurricane season.

Hurricanes are tropical cyclones originating in the North Atlantic Ocean. Between June and November
every year — a period of time known as “hurricane season” - there are usually six to seven North Atlantic
hurricanes. These rotating severe thunderstorms produce winds in excess of 74 miles per hour (the
strongest storms, called Category 5 hurricanes, produce winds greater than 158 miles per hour) and
anywhere from half an inch to several inches of rain per day. When hurricanes make landfall, they often
cause severe flooding, damage to buildings and infrastructure, and loss of life. The Congressional Budget
Office estimates that hurricanes cause $54 billion of economic losses every year, with commercial
businesses accounting for $9 billion of those losses.?

In 1979, Hurricane David made a direct impact on the Dominican Republic as a Category 5 hurricane. The
winds and flooding in Santo Domingo and throughout the country killed 2,000 people, flattened tens of
thousands of homes, and destroyed 70 percent of the country’s crops, resulting in economic losses of $1
billion.* No hurricane of this magnitude had made landfall in the Dominican Republic since, but Diaz
worried that another “big one” could happen at any time.

Mercifully, 2017 was a relatively quiet year for the Dominican Republic, with only localized damage caused
by glancing blows from nearby storms. Diaz thinks of this year as his training wheels. “I was terrified,
honestly,” he says, “not just about the impact on the business but also the responsibility for the employees.”

Unlike most other businesses in the country, CCD could not simply close for a few days during severe
storms. Its customers in the United States needed a reliable partner to manage constant streams of incoming
calls. Even short downtimes in call center operations caused customer hold times to balloon for days and
weeks afterward.

Service interruptions were especially problematic for CCD’s largest customers. Patients referred to
Radiology Link imaging centers, for example, could often choose to have their imaging done by another
provider. Additionally, healthcare providers in the United States were reluctant to outsource patient services
because of perceived reputational risk. “If something goes wrong,” explains Diaz, “the executives don’t want
headlines about job outsourcing. CCD had to operate as well as or better than similar U.S. call centers to
maintain our contracts.”

To maintain operations during severe storms, Diaz implemented a disciplined approach to planning and

logistics. He developed relationships with local transportation companies so he could hire them if public
transit, which most CCD employees used, shut down. He also started catering the company’s events using
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local restaurants that were known to stay open during storms so he could turn to them for help when other
local food options closed. At the earliest indication of a storm, Diaz transformed his office at CCD’s
headquarters into a command center where he and other executives took turns keeping round-the-clock
watch on weather developments. The process worked well for the storms that affected the Dominican
Republic in Diaz’s first year as CEO.

Nothing prepared Diaz for the onslaught that started on Thursday, July 10, 2018, when the outer bands
of Hurricane Beryl struck the southern coast near Santo Domingo. That morning, Diaz’s wife looked
outside at the torrent of rain and the trees bending sideways in the wind and told him he should not go into
the office. Diaz knew he had no choice. “We thought we had at least a few hours until the worst of the storm
hit in the early afternoon. What would it look like if the CEO didn’t show up?”

The morning went according to plan. Diaz reminded CCD’s customers of a communication he had sent
two days prior to expect slightly reduced capacity in the morning hours (absenteeism peaked during
storms) and a potential downtime for several hours in the afternoon and evening. Most customers
responded with well wishes.

Because the Santiago and Santo Domingo city governments had preemptively shut down public
transportation, CCD had arranged private transportation. CCD messaged its employees via email and cell
phone to follow the company’s private transportation plan and included a timetable for bus arrivals at
various popular bus stops around the city and suburbs.

By 8 a.m., 85 percent of CCD’s first-shift employees were in their seats taking calls, and Diaz and another
executive monitored Beryl’s progress in his office. It did not take long for them to become gravely
concerned.

In the eastern part of the country, meteorologists were already reporting flooding in residential
neighborhoods even though the storm was still dozens of miles out to sea. A video played on a loop of an
entire village being swept down the Yuma River. Then came news that the eye of the storm was moving
toward the country faster than anticipated and could possibly deal a direct hit to Santo Domingo.

Two hours later, 45-mile-per-hour winds and torrential rains blasted the call center in Santo Domingo.
Diaz could barely hear himself think above the sound the storm made outside his office windows.

Diaz received a call from the owner of one of the transportation contractors. She wanted to know when Diaz
was going to send his employees home. “I haven’t decided,” Diaz said. The owner made up Diaz’s mind for
him: she was not going to keep her drivers past noon. After that point, she said, the predicted wind speeds
could topple her buses, and besides, the roads could be underwater. Diaz promised to call her back as quickly
as he could.

Instead, he got sidelined by a deluge of conversations over the following hour. Clients, team managers,
owners of the other transportation companies, and even the normally indefatigable restaurant owners all
tried to negotiate with him. Couldn’t they see how much more business would come his way if he could
only manage to stay open a few more hours? Couldn’t he see how many people were in danger if he did not
send them home? Did he know how many of his employee’s families were already hunkered down in
emergency shelters? Would he accept the food he had ordered four hours earlier than planned?

It was the loneliest Diaz had ever felt. “Everyone has an opinion when things are going well,” he says. “But

no one wants their fingerprints on this kind of decision. No one from the board was calling me to offer
advice. It was all up to me.”
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Diaz ended up negotiating with his transportation vendors to bus employees back home in stages, starting
at 1 p.m. with the last transport leaving at 3 p.m. He paid them more money to agree to this arrangement.
By 3 p.m., some areas were experiencing 60-mile-per-hour winds and significant flooding.

Diaz grew frantic when he heard news reports of a power line falling on a bus and causing a fire that killed
several people. He called the transportation vendors in charge of nearby routes and was relieved to confirm
that none of CCD’s buses had been involved in the accident.

Every employee arrived safely at their destinations before the eye of the storm passed through the country
that evening. CCD used private transportation networks for the next several days as the country recovered
from the storm’s damage.

Over the next several years, other hurricanes and severe storms struck the Dominican Republic including
Hurricane Isaias in 2020. Diaz ran the same playbook, splitting the risks as best he could between his
obligations to customers and his obligations to employees. CCD’s largest customers, while not exactly
elated by the downtimes caused by the storms, were at least grateful for CCD’s efforts to stay open through
parts of the U.S. business day.

“There is no doubt in my mind that we would have lost our biggest customers had we not been able to stay
open during those storms,” says Diaz. Over the next five years, CCD’s largest client tripled in size and made
CCD its preferred call center vendor, accounting for much of CCD’s own meteoric growth over the same
period.

Diaz never got comfortable with hurricane logistics, but he did begin to appreciate the role he played in
them. “Part of my job as CEO was to make decisions when there were no good options. I grew comfortable
choosing the least bad option, explaining it clearly to everybody, and then living with the consequences.”

The board does not swing at every pitch

When it rains, it pours. Only a few weeks after the hurricanes, Diaz received an urgent call from his VP of
IT, Eddy Cabrera, in the middle of a busy weekday afternoon. Cabrera said that one of CCD’s critical servers
had gone offline because traffic from new customers had overloaded it.

Thankfully, Cabrera had managed to reroute traffic temporarily to another server so it would not affect core
business operations, but the fix was unsustainable. Cabrera strongly suggested that the board follow
through on the recommendations that Diaz and Cabrera had already presented them. Diaz thanked Cabrera
and hung up the phone.

Almost a year ago, Diaz had worked closely with Cabrera on a presentation to the CCD board about
upgrading the company’s IT infrastructure, including all of its servers, switches, firewalls, and security
software. Diaz had not conducted much diligence on CCD’s IT infrastructure before purchasing the
company, which turned out to be a significant oversight. Only after dealing with a dozen service
interruptions over a relatively short period of time had Diaz asked Cabrera for an honest assessment of the
situation. “He said he’d done the best he could with what he had up to now, which was shoelaces and
bubblegum,” Diaz says. “I realized at that moment I was toast.”

An audit of CCD’s IT infrastructure found that not only was it insufficient for the company’s current size
but it had also been incorrectly configured from the beginning. Among the most alarming findings were
that almost every piece of hardware was end of life because it had been purchased secondhand, and there
were no firewalls.
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None of this fit with Diaz’s plans to position the company to acquire larger U.S. healthcare clients. Every
request for proposal that his marketing team created for a potential U.S. client demanded pages and pages
of information about CCD’s IT infrastructure. The questions were designed primarily to understand which
call center companies could guarantee the fewest service interruptions and the shortest call wait times.
Secondarily, the questions helped assess security risks since U.S. laws required specific protections for
patient health information. Diaz watched powerlessly as the largest potential clients with the most
reputational and litigation risk rejected CCD’s proposals.

Diaz knew that the infrastructure project would be a tough sell to the board. CCD had missed its growth
targets in 2017 and 2018, and the board had asked Diaz to scrutinize major expenses in an effort to rein in
costs. Furthermore, several board members were unfamiliar with IT infrastructure and would need to be
educated on the subject. Even with these obstacles in mind, Diaz was surprised by the intensity of the
board’s adverse reaction to his presentation.

Every board member balked at the project’s $500,000 price tag, which was by far the biggest capital request
in CCD’s history. “The previous owners said they updated this stuff just before they sold you the company
in 2017,” one of them explained. “Why do we need this so soon?” Several board members seemed content
to continue signing up small clients that put less value on service interruptions, wait times, and security.

Another board member asked why no modeling had been done to show the return on invested capital
(ROIC). “You want to use the entirety of free cash flows for several quarters to pay for this, and yet you
show no evidence of the positive financial effects this is supposed to have.” Diaz had, in fact, started to
model ROIC but had given up when he realized its futility. There were a large number of assumptions he
had to make, and he did not feel like the exercise really captured what he was trying to do with the project:
Diaz wanted the company to go from the minor leagues to the major leagues.

After an hour of negative feedback and circular conversation, a usually supportive board member gave her
advice. “Kalil, I don’t think we’re saying not to do this at all. We obviously can’t send you into a fight with
a flyswatter, but at the same time, how do we know you’re not unnecessarily buying a nuclear bomb? Take
it back and work on it.”

Diaz shelved the idea for several months and worked on smaller client deals that, with their camulative call
volume, would eventually max out the capabilities of CCD’s systems and require additional capital
investment.

The server outage catalyzed the opportunity Diaz had been waiting for to revisit the subject. The next board
meeting was in two weeks, and Diaz wondered how he should approach the conversation. What should his
core message be? Should he model ROIC to preempt disagreement on the size of the investment? And how
should he describe the size of investment required? He had quotes that ranged from $200,000 to
$1 million. He did not want to have to come back to the board in a year for more money, but he also did
not have the type of clients yet that would require the greatest investment.

You've got to be very careful if you don’t know where you’re going because you might not
get there

By the end of 2019, CCD employed nearly 500 call center specialists, mainly in radiology appointment

scheduling. The company was almost twice the size it had been when Diaz purchased it, but it lagged behind
his original growth projections, partly because it had taken longer than Diaz planned to stabilize the
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company’s internal operations and systems. With many of those battles settled, Diaz wanted to refocus the
company’s resources to sign larger clients and hire more specialists.

Growth was paramount because, at the most pragmatic level, time was running out to achieve it. Many
search fund businesses are built for five-year hold periods, during which the CEO attempts to grow the
company as much as possible so investors can sell their shares and earn respectable returns. Diaz was already
three years into the hold period.

From a strategic standpoint, growth was important because the healthcare clients that CCD had and hoped
to court were large businesses themselves that preferred to contract with single call center vendors for the
sake of simplicity and consistent patient experience. Additionally, the call center industry continued to
experience heavy consolidation, and Diaz did not want CCD to become an acquisition target too soon.

Diaz could have let fear and anxiety drive his decision making, but he chose to frame the problem in a more
positive light. “I didn’t want to leave chips on the table,” he says, pointing to the realistic path he saw for
achieving the growth he desired. Radiology Link was rapidly expanding its footprint of imaging clinics in
the U.S., and CCD had recently won a contract to support another large imaging services company.

At his weekly all-leaders meeting, which included executive officers, division heads, and team managers,
Diaz explained that he wanted to galvanize the company around a seemingly audacious but, in his mind,
attainable growth goal. This could not be a goal that they had already achieved together. Who would get
excited about that? They had already added over 200 specialists since 2017. What else were they capable
of? Diaz paused to let his challenge hit home. “Within the next two years, CCD will employ twice as many
people as it does today.”

The choice of a headcount goal had not been immediately apparent to Diaz when he decided to accelerate
CCD’s growth. Employment, after all, was simply a reflection of growth in other areas of the business, and
Diaz had started by analyzing revenue and cost targets that would maximize his recent investments in talent
and infrastructure. He knew by heart the benchmark internal rates of return (IRRs) and returns on invested
capital (ROICs) in the call center industry, and he was determined to beat them. He was a few days into
his spreadsheet modeling exercise when he got up from his desk to grab lunch in the cafeteria.

While Diaz was waiting in line to check out, a well-known veteran employee introduced Diaz to his nephew,
a recent hire whom he had encouraged to apply to CCD. “This is the tenth family member we got to work
here,” the veteran employee said proudly. “You better watch it. I'm making CCD mine!” He was riffing on
a company value statement, “Make CCD Yours,” that Diaz had introduced in his first year at the company
to shift the culture to one of continuous improvement and shared ownership.

The encounter made Diaz feel that he had spent too little time thinking about how he was going to sell his
vision to the company. It was one thing to present a slide deck of financial projections to the company board
and quite another to galvanize every team member to achieve it. To that end, Diaz wanted to focus
employees on signs of growth that were most visible to them: more colleagues, more desks, a busier
cafeteria.

Using his models, Diaz backed out the headcount that would result if CCD met its sales, productivity, and
infrastructure usage goals. The number was just shy of 1,000, and Diaz decided to round it up because the
number seemed to naturally encapsulate a leap in maturation for the company.

Diaz was prepared for some members of his leadership team to balk at the headcount goal he presented to

them. Instead, the arising discussion focused mainly on the tactics and next steps to support the goal. For
Diaz, the moment felt like the culmination of three years of hard work, rewiring himself and CCD to
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embrace change. He remembered struggling against his accommodating instincts to fire the lackluster head
of HR. He remembered a time when he had personally placed food orders and negotiated transportation
contracts. Now, some intermediaries took care of daily operations, and Diaz was spending more of his time
on CCD’s future. The job felt entirely different, and it was harder than anything Diaz had ever done before.
Thankfully, CCD’s leaders offered to share the burden with him.

The head of marketing came up with the idea to sponsor a series of competitions to create slogans and
graphics for the endeavor. Out of those competitions came the winning entry for the campaign’s name,
“Vision 1,000,” and other winning taglines, such as “One hundred percent bigger, one thousand times
closer.” Diaz approved a large budget to create and distribute hats, shirts, stickers, and other paraphernalia
emblazoned with these slogans. Before long, the merchandise became the predominant office workwear.
When the number of job applications rose, Diaz wondered if it was not partly due to the free advertising
created by employees wearing their CCD gear when they were out and about in their local communities.

As exciting as the branding exercise was, slogans alone would not hire, train, and deploy 500 new specialists
in two years. For that, Diaz asked every business unit leader to work with him on input goals that would
result in the necessary headcount increase. For sales, the goal was a revenue target that they would achieve
by upselling existing contracts and landing new clients. For call center operations and HR, the goals became
how to quickly onboard new specialists and retain existing ones.

The first year of Vision 1,000 was an unmitigated success. The company grew to about 800 specialists
from a combination of new contracts with existing clients, new hiring, and reduced attrition (Exhibit 4).
By reconfiguring desk layouts, CCD was able to fit everyone within its existing real estate footprint until
late 2018, when it became necessary to lease one new floor in its building in Santiago. New employees were
purposely assigned seats that were interspersed with veteran staff who became their mentors for CCD’s
processes and culture.

Diaz had always held occasional breakfasts with specialists to get to know more about them and the ideas
they had for improving the company. He was convinced that these breakfasts — and the culture they helped
create — were the primary reason that CCD employees had not unionized. A non-union call center was a
rarity in the Dominican Republic, but Diaz saw no need for a union intermediary, especially because of the
country’s history of corruption. He decided to start holding twice-monthly breakfasts with all employees to
emphasize that CCD was still a place where the CEO welcomed their input.

In early 2022, Diaz heard warnings from his operations team that Vision 1,000 might not be going
according to plan. One team lead told him that new staff were figuring out ways to abuse the call center
software so they could take more breaks. Another one said to him that he felt the latest hires lagged behind
previous cohorts in calls per hour. “The problem was we couldn’t prove any of it,” Diaz says, “because we
didn’t have good data.”

Diaz had considered hiring data scientists in the past, but they were expensive, and he had not been sure
that they would help a company as small as CCD. Now that CCD was larger, Diaz revisited the possibility.
Should he build out a business intelligence team to take a serious look at job performance and client
satisfaction? In the meantime, should he keep hiring employees who may be underperforming? What effect
would that have on morale? Was it possible to succeed with Vision 1,000 and simultaneously destroy his
company?
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And that’s the ballgame

Diaz and his investors did not immediately sell CCD after the five-year hold period. A number of factors
led to this decision, including the aftereffects of the global pandemic in 2020, which complicated operations
and clouded the math around a potential sale, as well as optimism that CCD could continue to expand. Over
the next two years, CCD added 200 more specialists and $4 million more dollars in EBITDA.

Finally, in April 2024, Diaz and his investors agreed to sell CCD to a healthcare revenue cycle management
company called GeBBS Healthcare Solutions, itself a portfolio company of a private equity group named
ChrysCapital. The story followed a familiar plot for search fund companies: CCD’s tremendous growth,
from a 200-person company with $4 million in revenue to a 1,200-person company with $25 million in
revenue, attracted the attention of a larger company on its own growth mission. At the time of the
acquisition, GeBBS had 14,000 employees and wanted a call center partner and access to CCD’s clients.

After the sale, Diaz stayed on as CEO of CCD Health, now a division of GeBBS Healthcare. The
arrangement was part of the deal that included a two-year earnout for original investors, but it also gave
Diaz a well-defined timeline to wind down an intense chapter of his life and consider what would come
next.

In his seven years at the helm of CCD, Diaz is most proud of having never wavered in his commitment to
creating jobs in his home country. “This company has transformed families and communities,” he says.
“I've been lucky enough to live out Yale’s mission of doing good for business and society.”

Diaz continues to give back to the communities that have given to him. In honor of his 10°year reunion at

Yale, Diaz established the Kalil and Elsie Hache Yale SOM Alumni Fund Scholarship to support a new
generation of Yale MBA students.
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Exhibit 1: Dominican Republic maps
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Source: Dominican Republic Maps & Facts - World Atlas
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Exhibit 2: CCD service offerings
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Source: CCD confidential information memorandum.
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Exhibit 3: CCD historical and projected financial results

2021A - 2028P Financials
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Source: CCD confidential information memorandum.
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Exhibit 4: CCD specialist strategy

CCD’s modern offices in Santiago and Santo
Domingo are centrally and conveniently located in
commercial centers

CCD provides employees with the option to work in-
office, remote, or hybrid model

CCD offers a variety of front-end incentives including
a hiring bonus and training transportation and meals

- Employees receive private health insurance after
90 days with the Company

Vision 1,000 Campaign entailed improving staffing
coordination and retention rates, increasing hiring
output, and increasing approved FTE count to
increase patient care specialists from 750 specialists
in 2021 to 1,000+ today

CCD is able to hire ~200 new patient care specialists
a month through its robust recruitment engine

Excellent company culture that promotes open
communication, collaboration, and a sense of
belonging among employees

Strong referral program with ~38% of hires coming
through employee referrals

)

CCD’s commitment to the growth and development
of its employees is evident in its workshops, training
sessions, and mentorship programs provided

Patient care specialists receive ~30 days of

classroom and on-the-job training from assigned

program leaders

- Training is client-specific with timing dependent
on the client’s operational complexity

- Client pilot program will include a “train the
trainer” plan for call workflows across the
scheduling modalities

Innovation with self-paced Learning Management
System (“LMS”) training to decrease training time
and increase first 90-day retention

The Company provides unigue care programs such
as CCD University, an internal academic program that
helps employees discover and cultivate their unique
skillsets and accelerate professional growth

- Provides 13,000+ training hours to employees
at no cost')

Source: CCD confidential information memorandum.
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3 / Retain

CCD tracks agent performance such as total calls
handled and occupancy to ensure agents do not
exceed capacity measures

The Company’s high post-90-day retention rate of
94% is evidenced by its “culture-first” winning
strategies

CCD employees experience several benefits,
including:

- Virtual medical care and therapy sessions

- Nutritional counseling sessions

- Transportation benefits

- Food and technology subsidies

As a “union-free” workplace, employees are viewed
on an individual basis and benefit from hitting
specific performance measures

—  CCD provides monthly and quarterly incentives
of up to 15% of base salary for hitting target
performance measures

CCD Voices provides a channel for members to
provide feedback and suggestions
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This case has been developed for pedagogical purposes. The case is not intended to furnish primary data, serve as an endorsement
of the organization in question, or illustrate either effective or ineffective management techniques or strategies.
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