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Sitting in the conference room of IT company OnRamp in October 2017 in its Austin 
headquarters, Lucas Braun, and Ryan Robinson (both Stanford Graduate School of Business 
2007) started to sweat—and not just from the Texas heat. After spending more than two years 
looking for a business to buy and almost nine years running OnRamp, they now had to make 
their biggest decision yet. The time was right to sell their business, and they were excited to reap 
the benefits of all they had built up over the years (growing the business into a Q3 2017 $8.6 
million run-rate EBITA company). They knew that selling would be the final step in the growth 
arc of a search fund and their last chance to profit from all the hard work they had put in as co-
CEOs. But how should they go about it? 

As they stared at their ever-growing list of possible investment banks and lawyers who might 
help them through the process, they were aware of their anxiety level rising. The decision of 
whom to work with in selling their business could make or break the potential payoff. Who were 
the partners who could help them make the sale a success? What should they prioritize when 
looking at the different candidates? Robinson described the feeling in the room: 

The overwhelming emotion was just nervousness and fear for both of us. It felt as 
though after running the business for eight and a half years, our success was now 
going to boil down to how this single process went. We had worked hard to set 
ourselves up for success, but we didn’t know how it would turn out. We also knew 
that if it fell apart now, we were unlikely to be able to do this again for at least 
another couple of years. We didn’t want to continue owning and running the 
business for another two years; this was our one shot. With  so much in the 
balance, it felt really daunting.  

While Braun and Robinson contemplated investment banker issues, they also thought about 
employee communications. They were not yet sure who, if anyone at all, they should tell about a 
pending deal or when. The pair knew that controlling information was important and that 
rumors of a sale running through a company could have unintended consequences. The two 
entrepreneurs were not naturally taciturn, but recognized that the circumstances probably now 
demanded it.  

As they thought about the looming future, they inevitably looked back on the long and winding 
road that had brought them to this point. Having met as roommates at the Stanford Graduate 
School of Business (GSB), Braun and Robinson had developed an outstanding working 
partnership, each bringing a different skill set to the table. With a degree in government from 
Dartmouth, Braun had a management consulting background and excelled at sales. Robinson, 
who had a degree in entrepreneurial management from Wharton, had a finance background and 

enjoyed deep diving into financial models. Toward the end of their time at GSB, they had decided to 
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combine their complementary skills and turn their close friendship into a formal partnership to start a 
search fund, which they named Brown Robin as a play on their last names.  

Following a two-year search,* they had bought OnRamp, a data center services company in Austin, Texas. 
The search had been frustrating, with many promising leads and term sheets that ultimately did not pan 
out. Eventually, recognizing the industry’s potential and the promising high-growth location, Braun and 
Robinson proactively reached out to OnRamp’s owner. The deal was closed on September 30, 2009, at a 
$10.4 million purchase price, including transaction costs. The investor group backing Brown Robin put 
up $5.2 million in equity and $5.2 million in subordinated debt and agreed to set aside 35 percent of equity 
for current and future management.  
 
The Data Center Services Industry 
 
Data center services have become a key enabler of the rapidly growing digital economy. As companies have 
become increasingly reliant on data, information technology, and the internet, it is critically important to 
ensure that their computing backbones (the servers that run their applications, store their data, and manage 
their connections to the internet) are always running and connected.  However, doing this requires a very 
specific and expensive environment (including fault-tolerant and redundant sources of power and 
bandwidth, environmental control systems and HVAC, advanced fire detection and suppression systems, 
etc.).  For most companies, building and maintaining these systems in-house does not make financial sense.  
Instead, an increasing number of companies outsource their data operations to data centers and cloud-based 
solutions.  
 
Three main approaches to data center services exist: 

 Co-location: data centers provide physical space, power, and cooling systems for servers and 
connections to local communication networks. While companies pay for the cost of services 
required to keep the computing infrastructure online and available, like power, cooling, 
communication, fire suppression, physical security, and data center floor space with other 
tenants, each customer maintains their own equipment the same way they do when servers 
are installed in-house. 

 Cloud computing: on-demand computing services for specific application workloads (e.g., an 
ERP software system or a website) delivered either over the internet or via a private internal 
network to the required users, either within the company or amongst the company’s 
customer base.  

 Hybrid: cloud and physical data centers are integrated to accommodate specific 
customization required by the customer (e.g., a customers’ desire to operate & maintain 
certain equipment while still utilizing cloud computing for other application workloads). 

 
The industry was expanding quickly, with a projected 16% compound annual growth rate (CAGR) at the 
time. Concurrently, the industry was facing a rapidly evolving risky landscape. According to a 2016 IBM 
report, human error caused 27% of data breaches, with the cost of each data breach averaging $4 million.4  
The market was large and fragmented, with the top 10 public cloud providers accounting for less than 30% 
of the market in 2016 when Braun and Robinson first started the process of selling OnRamp.  

 
* See Brown Robin Capital Executing a Search Fund Acquisition (2013) for more details about Braun and Robinson’s 
search process. 

https://www.gsb.stanford.edu/faculty-research/case-studies/brown-robin-capital-executing-search-fund-acquisition
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Multiples for deals in the industry were attractive—in the range of 11–14x annualized trailing quarter 
earnings before interest taxes depreciation and amortization (EBITDA)†. Strategics (operators already in 
the business) were almost the exclusive acquirers, actively gobbling up smaller competitors.  

OnRamp’s Growth Trajectory 
 
OnRamp was founded in 1994 by the father-son team of Rick and Chad Kissinger as an internet operations 
company, providing internet dial-up, ISDN, and T1 service in Austin, Texas.  However, as the company’s 
data center, from which it provided internet services, began to fill with customers seeking a safe, reliable 
environment in which to house their servers and from which connect more directly to the internet, OnRamp 
underwent a business model evolution.  In 2003, the company made the strategic decision to focus on co-
location services and moved into a state-of-the-art facility that is still in operation. The company’s products 
and services provided its customers with redundant and uniform sources of power, always available 
bandwidth capable of handling peak needs, and a secure, protected environment from which to run their 
own IT equipment.   
 
Braun and Robinson acquired the company in 2009 for an enterprise valuation of $9.25 million, or 
approximately 6.2x on annualized pro forma run-rate EBITDA. The duo invested heavily in infrastructure, 
choosing to expand their physical data centers, starting in 2012. In addition to expanding their primary 
data center and opening a second in Austin, they acquired a data center in Raleigh in 2013. The team chose 
to concentrate on fast-growing markets instead of seeking geographic breadth. Austin was America’s 
fastest-growing city at the time, with Raleigh close behind as the ninth fastest-growing city. 

From 2014 to 2017, OnRamp experienced rapid growth, and revenue and operating EBITDA increased at 
CAGRs of 25% and 47%, respectively. In addition to investment in CapEx, Braun and Robinson focused 
on improving sales processes. They employed a “land and expand” sales strategy: their goal was to become 
embedded as a trusted advisor in customers’ strategic planning processes.  

Nearly 100% of revenue was recurring, with a mix of 56% managed private cloud and hosting and 44% 
co-location. Their clients tended to stay as OnRamp focused on hosting application workloads in high-
security verticals for clients that were less likely to migrate to hyper-scale clouds over industry-specific 
service and support. With a mix of clients, no single client comprised more than ~6% of monthly recurring 
revenue, and monthly churn averaged at 0.8% (below the industry average). 

Like many smaller companies, OnRamp had to find its niche to survive against the large competitors. Braun 
described OnRamp’s approach as follows: “We did a very good job of carving out a swim lane so that we 
could grow to be a nice sized company.”  

OnRamp’s competition ranged from large multi-national public players, to smaller local providers, to 
national or regional telecom providers, offering the service as a non-core component of their business 
model.  Given the regional nature of co-location, with local barriers created by the psychology of needing 
to be located within a day’s drive of one’s IT equipment and the strength of professional reference points 
and word-of-mouth as criteria in the purchase decision, OnRamp considered its primary competitors to 
be located within the Austin and Raleigh metropolitan areas. 

Austin, the Texas state capital, provided a great base for Braun and Robinson and had an ecosystem of 
technology and healthcare entrepreneurship and innovation, fueled by a major research university. 

 
† For example, if the last quarter had EBITDA of $2 million, the annualized EBITA would be $8 million. The 
enterprise value would be the product of $8 million and some multiple between 11-14x.  
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OnRamp had no material competition as it was the only truly hybrid player, offering both co-location and 
cloud storage in the Austin market. It primarily faced competition from pure-play co-location providers 
(i.e., Data Foundry, Cyrus One, and vXchnge) and pure-play cloud storage providers (i.e., RAX and 
Hostway). With a scaled presence in Austin, OnRamp was confident that greenfield entrants would face 
substantial barriers given the competitive dynamics.  

Raleigh, where OnRamp later acquired a business, is also a state capital and part of North Carolina’s well-
known Research Triangle, a high-tech, innovative area fostered by the nearby Duke University in Durham 
and the University of North Carolina at Chapel Hill. In Raleigh, OnRamp was one of three hybrid players, 
with competition from TierPoint and Flexential. 

In addition to focusing geographically, OnRamp developed an emphasis on hosting complex workloads for 
the healthcare, financial services, and educational services industries, all of which faced high regulatory 
burdens. 

As the company grew, Braun and Robinson continued to evaluate whether they still wanted to be in the 
business for the foreseeable future. Braun explained their thought process: 

We wanted to run a business for a long time and build a big business, provided that the 
industry could support that. And I think, as we balanced those two statements, as we took 
time periodically to reassess and think it through, we would ask ourselves the question, “Is 
this an industry we want to be in ten years from now?” Over time, that answer started to 
change for us. 

Preparing for a Sale 
 
As they thought about selling, Braun and Robinson developed a robust two-year plan to put the business 
in a great position to exit. They accelerated hiring for key roles, worked to maximize the EBITDA, which 
would be used to market the business, and set ambitious but achievable revenue growth goals. However, 
this was hardly the first time they had thought about an exit, as Robinson explained: 

 
Even before the two-year plan, we had been constantly thinking about how best to position 
ourselves for an exit, and that was part of our strategy all along because not all EBITDA is 
created equally. And so, we wanted to position ourselves well and we constantly reflected 
on our story in preparation for a sale and we aligned our strategy to achieve our desired 
value. The vast majority of the value we planned to create was going to be at exit. 

 
In addition to their two-year plan for the company, Braun and Robinson focused on building a multitude 
of relationships that would help them sell OnRamp. First, they focused on building relationships with the 
companies they considered to be the most likely buyers, including TierPoint, Flexential, Databank, and 
Zayo. Knowing they wanted to exit to a strategic buyer, and that only a small set of buyers had the potential 
to acquire OnRamp, Robinson and Braun knew they needed to be intentional in building relationships 
ahead of the sales process:  

A full 12 months before we hired a banker, we knew that it would make the most sense to 
do a strategic exit. There were seven or eight likely buyers of our size and in our industry, 
so it was a known universe. We could meet with them. We felt as though we had a great 
story to tell and we could tell it in such a way that we would not be divulging anything 
anti-competitive. We took our time and we had two meetings, individually, with all of the 
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potential strategic acquirers before we even started our process. After we connected with 
each potential acquirer, we stayed in touch by email throughout the year. 

Similarly, Braun and Robinson spent time cultivating relationships with investment bankers well before 
needing their assistance. They astutely tracked all industry deals and framed their approach around the 
data. As Robinson explained: 

When we looked at the deals being closed, a small handful of bankers were doing those 
deals. And so, every time we saw a new transaction publicized, we reached out and 
congratulated the bankers, and then they’d want to schedule a meeting to talk about it 
because they were trying to build a relationship. That was one way we stayed on top of 
which bankers we wanted to talk to. If our board asked who we should be talking to for 
bankers’ options, we could quickly rattle off the top five, and we had an idea of who those 
folks were. In some industries, there’s a big debate around, “Do you want the industry 
specialist, or do you want a great generalist?” We could see that there were not many 
generalists doing deals in our industry.  

They knew that connecting with bankers early when planning for an exit had been a helpful strategy for 
other entrepreneurs. Like in old-school investment banking, where an entrepreneur actually has a 
relationship with their bankers, who give advice through the stages of growth, Braun and Robinson knew 
that they could engage with a banker to help them prepare well before a sale. For example, they might pay 
a banker a nominal fee and invite them to attend board meetings to give them an inside track to getting the 
potential deal. In exchange, the banker might help them figure out the data they needed to collect and the 
statistics that might interest different buyers. 

For Braun and Robinson, the banker relationship was the most important one in the sales process. 
Robinson described their approach as follows: 

You’re going to be best friends with your banker because they’re going to be the person 
you’re going to spend the most time with over the next six to nine months, so make sure 
it’s somebody you want to spend time with, and make sure they’re going to want to call 
you—because if they’re not calling you, you’re not getting good value. And, if you’re not 
calling them, you’re not getting much value. And so, you want that to be a really strong 
relationship. 

Finally, they knew that they would need a good lawyer to help them through the sales transaction. One 
option was to rely on their current trusted legal counsel to see them through the sale process. The other 
option was to find a specialized transaction lawyer who focused on corporate acquisitions. Knowing the 
second option was on the table, they paid attention to the lawyers they saw doing deals in their industry 
and even lawyers on the other side of the negotiating table when negotiating with third parties. They 
considered all to be potentially valuable partners. 

In addition to tracking down the right partners, Braun and Robinson had to agree on what they thought 
OnRamp was worth. Here too, they considered all their options. They could use a free cash flow or net 
present value approach or look at industry comparables (what similar companies had previously sold at) to 
arrive at an estimate. They did not want to depend solely on investment banks to determine the worth of 
their company. 
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Working with Investment Banks 
 
In the investment banking world, different kinds of banks are suitable for different kinds of businesses. 
Braun and Robinson had many decisions to make. Did they want to be the bank’s biggest client or a smaller 
one among many? Did they want a generalist bank with broad relationships or a specialist bank? Did they 
want a full-service bank or a strictly sell-side one? Did they want to work with a weak banker at the best 
bank or a great banker at a less prestigious bank? 
 
They knew that an entrepreneur spends years (sometimes decades) building value, dollar by dollar, small 
decision by small decision, and then often ends up cutting corners on one of the most important decisions 
they will ever make—their financial advisor in a sale. The difference between a mediocre sale process and a 
wonderful one often translates into millions of dollars. Yet, this decision is often made on the basis of the 
gut feelings of people who have never selected an investment bank in their entire lives. While selecting the 
right investment bank may seem tedious and time-consuming, it can yield the best, fastest, and largest 
return on investment of any decision an entrepreneur can make. In other words, spending money on a good 
investment bank should be dollars that an entrepreneur cheerfully spends. 
 
Too often, pitches from investment banks turn into a “beauty contest” rather than a thoughtful evaluation 
of each bank’s capabilities. The nod typically goes to the bankers with the slickest presentation and the 
smoothest delivery. However, pitching is only a small part of a banker’s job and should not form the basis 
of an entrepreneur’s decision. Several other factors should be considered. 
 
Industry experience 
 
Industry specialization could be crucial or not important at all, depending on the industry. Investment 
banks tend to stress industry expertise when they have it and devalue it when do not. Both of these positions 
can be right, depending upon the circumstances. If the bank is very active in a specific industry and the 
potential deal represents a relatively small transaction, the bank may just try to get a quick flip done with 
the usual suspects – frequent and active buyers in the industry. Alternatively, the bank’s loyalty may be with 
the buyer (rather than the entrepreneur) if they have (and hope to have) continued business with the second 
party. 

However, industry expertise can come in handy under certain circumstances. Entrepreneurs should have 
their finger on the pulse of which banks are doing deals in their industry. As Braun expressed this:  

It depends on the kind of exit you’re hoping to do. Several industries may not have specific 
bankers. In that case, go find a very good generalist. Suppose you’re looking to do a sale to 
a strategic buyer in an industry. In that case, it is worth having a team of investment 
bankers who have relationships with those strategic buyers, who know what they like and 
don’t like and how you would fit or not fit into their strategic plan, who have executed 
transactions with them before, and know how they behave on certain points. 

Specialist banks can be particularly helpful in a number of circumstances: 

1. If access to buyers is difficult—if the buyer community is closed and introductions 
are necessary to get the information memorandum read, an insider bank can help. 
However, often, this is not the case: most strategic buyers will look at any interesting 
industry deal. 
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2. If the business is highly nuanced or technical—there are some businesses where 
the nuances are so technical or difficult to understand that industry knowledge is 
imperative to field questions, position the company, or even just to get the book written. 
Examples of such industries include biotechnology, pharmaceuticals, or companies with 
high intellectual property value. 

3. If a fast transaction is necessary—an insider can move faster and identify likely 
speedy buyers much quicker than someone who needs to be filled in on all the details. 

 
However, industry expertise does not remedy every situation. There are a number of things industry 
expertise will not be helpful with: 
 

1. Arm twisting—there is sometimes a belief or hope that if a banker plays golf with 
the CFO of a likely buyer, it will have value. First, no buyer is going to overpay because 
they are friends with an investment bank; in fact, if anything, it becomes a risk where the 
golfing buddy of the banker may get valuation guidance along the way. Second, a typical 
auction involves more than 100 prospects; to rely too heavily on one (or even a dozen) 
close relationships risks overlooking an auction’s statistical reality. 

2. Understanding the business—very few companies are so complex as to baffle any 
decent investment banker. The entrepreneur is the industry expert, not the banker. Just as 
an attorney brings a certain skill set, so does a banker. 

 
Bank pitch 
 
Braun and Robinson thought of the different bankers’ pitches as a “beauty contest” with slick presentations 
but limited substance. They were also aware of their natural tendency to gravitate toward the banker that 
presented the highest valuation in their pitch. Of course, selling a company well is more than just a 
valuation. Different banks, dealing with the imperfect information surrounding a pitch, often come to 
disparate conclusions that are reconcilable in the subsequent due diligence. The goal is to select the banker 
that has a feasible strategy to achieve an outcome above fair market value—what ultimately matters at this 
stage is the strategy for achieving an outlier (or a stretch to the high side of fair market value), not who has 
the largest number or who comes closest to an internal valuation—all of that will get worked out in the 
eventual diligence and discussions.  

The seller relies on the banker to guide them through a series of important decisions—the sum of which 
can make the difference between $50 million and $51 million. In their preparation for the pitch, the exiting 
company can pose some questions to potential bankers to think about and discuss. Some potential questions 
to think through are in Exhibit 1. 

Written communication  
 
The most important sales material is in writing. The banker must write a teaser to get buyers interested, a 
book that makes a compelling case for investment, and a slide presentation for management to deliver. Yet 
virtually none of these skills are highlighted by the banker in a typical pitch. 
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Selling through issues 
 
The bank must perform detailed diligence to identify all the company’s strengths and weaknesses and then 
position the company to sell through the issues. This is best evaluated by reviewing recent information 
memorandums written by the bank and asking the bankers in advance of the pitch to prepare how they 
would “sell through” specific issues identified. The entrepreneur should not focus on hitting them with a 
Q&A to stump them. Rather, bankers should have time to prepare in advance, since that is what will happen 
in real life. The quiet, thoughtful banker who can nail their response if provided with some time to think is 
far more valuable than the one who excels at snappy one-sentence answers.  

Buyer list and relationships 
 
Sometimes, entrepreneurs overvalue the buyer list presented in the pitch. However, rolodexes and buyer 
lists are outdated criteria. With good diligence, all the obvious potential names will be revealed. What 
matters is what the banker thinks about atypical and non-obvious buyers who might pay an extraordinary 
price. Instead of asking the prospective bank to regurgitate data on public databases, entrepreneurs can ask 
them to come up with two or three categories of non-traditional buyers and then ask how they would 
approach those buyers (the entry point, who would make the call, introductions, etc.). 
 
Negotiating the fee 
 
It may seem tempting to play hardball when negotiating fees with an investment bank. However, 
entrepreneurs should strive to keep bankers on their side in order to get the best exit price possible. 
Demotivating bankers by limiting their upside is not likely to result in the best sale price for the sellers. 
Things entrepreneurs should keep in mind when negotiating with bankers include the following:  

1. Avoid going too low: If the entrepreneur pushes the fee too low, they run the risk of losing some 
of the focus and priority they tried to achieve in the selection of the bank. On a $50 million sale, if 
the entrepreneur drives the fee down to $500,000 instead of $750,000, they may have reduced 
the work from being desirable and lucrative to being a relatively marginal piece of business. And 
so, instead of selling their company for $51 million, it may be sold for $50 million (ultimately 
costing them a million dollars less the incremental fees paid to the bank). Lesson: don’t be pound-
wise and penny-foolish—make the sale process a priority for the bank. 
 

2. Keep the hurdles reasonable:  There is often an unhealthy tension regarding breakpoints, or the 
different sale values at which the bank’s fees increase or decrease. On the front end (at the time of 
the pitch), the bank worries that the breakpoints signal value, and the clients want to hear big 
numbers (even though the bank has nothing to do with setting the market price). So, the bank feels 
pressure to set the hurdles high. Yet, at the same time, the higher the hurdle, the worse the 
economics for the bank. The entrepreneur wants high hurdles to push the bank harder and to keep 
the overall fee lower. Of course, the danger is that the hurdles may become meaningless: in a short-
sighted effort to save money, the hurdles can become so high that they cease to be of any value. On 
a $50 million sell-side assignment, if the fee moves from 1% to 2.5%, the marginal million dollars 
only cost the entrepreneur $150,000, but that is a lot of money to the investment bank. 
Entrepreneurs should want the bank to be “in the money” to get them chasing the higher fees. 
Then, the bank will be more willing to put in longer hours since the payoff is to be higher. Thus, 
entrepreneurs should set the hurdle rates slightly lower than the breakpoints of value to ensure that 
any marginal dollars coming to them are at the higher (not lower) fee rate. 
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3. Align incentives: if there is no significant compensation for an outlier valuation (or even just for a 
stretch into that next 1–2% of enterprise value), the bank has a strong economic incentive to simply 
get the deal done as efficiently, economically, and safely as possible—and then to move on to the 
next transaction. If, on the other hand, the bank has the potential to make an additional 30% of 
their fee for the extra effort, the entrepreneur runs a good chance of benefitting from the bankers’ 
extra effort, which could make a significant difference. 

Making the Selection 
 
Having met with five different bankers, Braun and Robinson were ready to make a decision. But what 
qualities should they prioritize? Should they go with the bank that would give them the most attention and 
dedicated senior resources? Or what about the bank with the most industry deals? Should they go with a 
full-service bank or a sell-side shop? Or should they simply pick the bankers they liked the most?  
 
OnRamp’s Potential Investment Banks 

Bank Description Illustrative Bank 

A A sell-side private investment banking partnership with 
expertise in internet infrastructure and telecommunication, 
Bank A had significant recent successful transaction experience 
with comparable deals. Braun and Robinson got along well 
with the team. 

Union Square Advisors 

B A full-service subsidiary of one of the world's largest banks, 
Bank B had some successful transaction experience with 
comparable deals.  The team was well respected in the data 
center industry, but had recently lost a team member.   

Credit Suisse 

C An independent full-service financial services bank located in a 
smaller U.S. city, Bank C had very limited transaction 
experience with comparable deals. The bank was committed to 
building a data center practice and putting their best resources 
toward the OnRamp transaction.   

Harris Williams 

D An independent advisory firm providing advisory services to 
clients in the technology, media, and telecom (TMT) sector, 
Bank D had limited transaction experience with comparable 
deals.  Braun and Robinson would be working with the 
founding partner, who is a long-time industry veteran.    

Ziegler 

 

Braun explained their thinking: 

You’ve got to work back from your assessment of the probability that they will be able to get you 
the outcome they say they’re going to get you. You say you have these relationships. When was 
the last time you had a conversation with this person? You say you’ve worked on these other 
transactions. Tell me about a moment when you thought that the process wasn’t going the way 
it was supposed to go and how did you correct it? There’s a series of different things: Do I like 
you? Are we going to go into the trenches together, and will this be a good, symbiotic working 

https://www.usadvisors.com/
https://www.credit-suisse.com/us/en.html
https://www.harriswilliams.com/
https://www.ziegler.com/
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relationship? Am I going to get you as my banker? How will you deliver this product you’re selling 
me? 

As Braun and Robinson looked through the list of options, they knew that they needed to take a more 
quantitative approach, as indeed they had for every other aspect of their business. They started ranking the 
different banks based on a matrix that they devised, as shown in Exhibit 2. Looking at the matrix, they felt 
overwhelmed by one of the most important decisions that they would make. If they were to get the most 
out of OnRamp’s sale, would be the best choice for them, and what should the expected value be?  
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Exhibit 1: Questions to ask a potential investment bank 

• Who will be on the deal team? 

• What other deals are you working on? 

• Are these deals buy-side, sell-side, or raising capital? 

• At what stage is each of these deals? 

• What is the typical fee for your firm? How does this deal stack up, fee-wise, against the other deals 
you are working on? 

• What is your internal process for writing a book? 

• How do you differentiate your books from those of other banks? 

• Can you bring to the pitch the most recent book you wrote (with the confidential 
information redacted)? 

• Review the written material presented in the pitch for organization, visual appeal, accuracy, 
etc. 

• Can you bring a proposed teaser for my company to the pitch? 

• If you were presented with a pre-emptive offer that was 10% higher than the expected value range, 
how would you think about that and what might you do? Would your response change if the value 
was 20% higher? 

• How would you position the purchase and sales (P&S) agreement in the process, and what 
role might you play? If one offer came back at $49 million with a well-marked-up P&S, 
and another came back at $51 million with general responses, what might you do? If the 
bidder at $51 million refused to spend money on an attorney unless they were selected, 
how would you handle that situation? 

• If you received one bid at $50 million from a fully-financed strategic buyer and another at 
$55M from a small private equity firm with little track record, what would you do? 

• If your company was in litigation for a frivolous claim of $75 million, and the buyer would 
not accept that risk (albeit small), and the seller’s ability to indemnify for $75 million 
exceeded their resources, how would you handle that situation? 
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Exhibit 2: Investment Bank Scorecard 

 

 

Source: OnRamp materials 

 

 



 

13 ONRAMP PREPARES FOR AN EXIT (A) 

Exhibit 3: OnRamp Timeline 

 

Source: 2018 Confidential Information Memorandum 
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Exhibit 4: OnRamp Organizational Chart 

 

Source: 2018 Confidential Information Memorandum 
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Exhibit 5: OnRamp Customer Demographics 

Source: 2018 Confidential Information Memorandum
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Exhibit 6: OnRamp Historical Financials 

 

Source: 2018 Confidential Information Memorandum 
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Exhibit 7: OnRamp Financial Projections 

 

Source: 2018 Confidential Information Memorandum 
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Exhibit 7a: OnRamp Financial Projections 
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Exhibit 8: OnRamp Two Year Pre-Sale Growth Plan (2016) 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: June 2016 OnRamp Board Meeting  
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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.  

Copyright 2021 © Yale University. All rights reserved. To order copies of this material or to receive permission to reprint part or 
all of this document, please contact the Yale SOM Case Study Research Team: email case.access@yale.edu. 
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