
Case Study
Robotics Manufacturer 

Moves from On-Prem CRM 
to Dynamics 365 + Power 

Platform

Industry

Industrial Robotics

Company Size

Mid-market (sales & service across North America)

Engagement Length

16 weeks (phase 1)

Solution Stack: Dynamics 365 Sales, Dataverse, 
Power Automate, Power BI, Customer Insights 3 

Journeys (Marketing), Azure Maps, Azure AD

A fast-growing robotics company outgrew its legacy 
on-premises CRM and lacked real-time pipeline 

visibility, mobile access for a distributed sales team, 
and consistent lead follow-up. BlueSky modernized 
their platform with Dynamics 365 and the Power 
Platform4delivering mobile-first selling, automated 
lead capture and routing, geospatial insight, and 

executive dashboards that quantify pipeline health, 
forecast accuracy, and seller performance.



The Challenge Landscape
Our client faced a perfect storm of operational inefficiencies that were actively hindering their growth 

trajectory. Their legacy infrastructure created bottlenecks at every critical touchpoint in the sales 
process.

Legacy Infrastructure Crisis
On-premises CRM system limited office-

only access with high maintenance costs 
and completely siloed reporting capabilities.

Lead Management Breakdown
Website leads required manual entry with 

inconsistent follow-up protocols varying 
dramatically by individual sales 
representative.

Visibility Blackout

No unified source of truth for pipeline 
health, product mix analysis, or distributor 
activity tracking across territories.

Geographic Blind Spots

Sales leadership couldn't visualize coverage 
gaps, identify whitespace opportunities, or 
manage distributor territory conflicts.

The ripple effects extended beyond sales operations. 
Duplicate data plagued multiple systems, creating 

conflicting records across spreadsheets and databases. 
Without a unified analytics layer, critical business decisions 
relied on static exports rather than real-time KPIs.

Perhaps most damaging was the complete disconnect 
between sales and marketing teams, resulting in 

inconsistent customer journeys and failed handoffs that 
cost the company qualified opportunities.



Strategic Objectives
Our transformation strategy focused on six core objectives designed to modernize operations while 

driving measurable business growth. Each objective addressed specific pain points while building 
toward a cohesive, scalable platform.

Cloud Migration & Mobile Access
Migrate to a secure, scalable cloud CRM platform with comprehensive mobile access 

capabilities for distributed sales teams.

Automated Lead Management
Centralize lead intake from public website and automate intelligent assignment to sales 

teams and distributor partners.

Business Intelligence Platform

Provide actionable dashboards and comprehensive reporting through Dynamics 365 and 
Power BI integration.

Geospatial Visualization

Enable advanced mapping and geocoding to visualize clients, distributors, and leads 
across territories with whitespace analysis.

Opportunity Standardization

Standardize opportunity management processes including products, revenue splits, and 
forecasting accuracy improvements.

Marketing Automation

Implement marketing journeys, surveys, and event tracking to support accelerated 
growth initiatives.



Comprehensive Solution Delivery
Our implementation delivered a complete digital transformation across eight critical business areas. 

Each component was architected to work seamlessly together while addressing specific operational 
challenges.

Account & Distributor 
Management

Customer 360-degree 
view with standardized 
hierarchy

Tier 1 client tracking and 
strategic account 

management

Comprehensive distributor 
performance scorecards

Marketing & Customer 
Experience

Customer Voice surveys 
with automated alert 
systems

Targeted email nurture 
journeys and 

segmentation

Event registration and 
post-event follow-up 
automation

Advanced Features

Competitor intelligence 

tracking and win/loss 
analysis

Multi-seller split credit and 
territory-based forecasting

Product-level opportunity 
management with margin 
tracking

Cloud Foundation
Complete migration to 

Dataverse with security 
models, mobile access, and 

governance frameworks

Analytics & BI
Executive scorecards and 

sales cockpits with real-time 
pipeline visibility and 
forecasting

Mapping & Geography
Azure Maps integration with 

geocoding, territory overlays, 
and whitespace identification

Lead Automation

Real-time website integration, 
auto-deduplication, and 

intelligent routing with SLA 

management



Operational Workflow Excellence
The new system orchestrates complex business processes through intelligent automation, ensuring 
consistent execution while reducing manual effort. Here's how the key workflows operate in practice.

Intelligent Lead 
Capture

Website form submission 
triggers Power Automate 
validation and 
deduplication, creating 

enriched lead records with 
automatic assignment to 
optimal seller and 
distributor based on 

territory and capacity.

SLA Management & 
Escalation

System monitors contact 
attempts against defined 
SLAs (24-hour standard), 
automatically creating 

follow-up tasks and 
notifications, with manager 
escalation for breached 
thresholds.

Geospatial 
Intelligence

Nightly geocoding 
processes update address 
coordinates, enabling 
interactive map 

visualization of leads, 
clients, and distributors 
with territory overlay 
analysis for whitespace 

identification.

Opportunity 
Progression

Sellers manage multi-
product opportunities with 
revenue splits and stage 

progression, utilizing 
required field validation to 
ensure forecast-quality 
data integrity.

Real-time Analytics
Dataflows continuously 

feed Power BI dashboards, 
providing executives with 
live pipeline visibility, 
forecast confidence 

scoring, and distributor 
contribution analysis.



Transformational Results
The implementation delivered immediate operational improvements while establishing a foundation 

for sustained growth. Our client experienced fundamental changes across all critical business metrics.

Mobile-First Selling
Sales teams now respond to leads same-day 
with consistent task management and mobile 

access to complete customer information 
anywhere.

Unified Pipeline Visibility
Leadership gains comprehensive oversight 
across direct sales and distributor channels 

with real-time pipeline health monitoring.

Strategic Territory Planning

Interactive maps and geocoded data reveal 
whitespace opportunities and coverage gaps, 
enabling data-driven territory optimization.

Enhanced Forecast Confidence

Standardized opportunity stages with 
product-level detail and split-credit reporting 
significantly improve forecast accuracy and 
reliability.

Closed-Loop Marketing Impact

The integration of surveys and automated journeys created 
measurable improvements in customer satisfaction tracking and 
training engagement. Post-order satisfaction surveys now trigger 

immediate alerts for low scores, enabling proactive customer success 
interventions.

Marketing nurture sequences automatically hand qualified leads to 
sales teams with complete context and engagement history, 
eliminating the previous disconnect between marketing and sales 
efforts.

Quantitative Impact: Year-1 ROI: 164%, Payback: 
4.5 months. Client-reported metrics 
demonstrate significant improvements in lead 



Technical Architecture Excellence
Our solution leverages enterprise-grade Microsoft technologies with robust security, scalability, and 

integration capabilities. The architecture supports current operations while enabling future growth and 
expansion.

Data Migration & Integration
Azure Data Factory orchestrates staging and 

schema mapping to Dataverse with 
comprehensive data quality rules and 
historical activity preservation. Seamless 
website integration through Power Automate 

ensures real-time lead capture.

Geospatial Services
Azure Maps Search API provides accurate 

geocoding with intelligent fallback logic and 
coordinate caching for optimal performance. 
Territory visualization includes coverage 
analysis and route planning capabilities.

Security & Governance
Azure Active Directory groups enable least-

privilege role assignments with 
comprehensive audit trails on key entities. 
Power BI row-level security aligns with 
territory structures for appropriate data 

access.

Application Lifecycle Management
Solution-based deployment pipelines with 

environment variables and connection 
references ensure consistent, reliable 
deployments across development, testing, 
and production environments.

Integration Layer Core Platform Analytics & Reporting

Power Automate flows

Azure Data Factory
Teams notifications

Dynamics 365 Sales

Dataverse
Azure Active Directory

Power BI dashboards

Customer Insights
Azure Maps integration



Adoption & Change Management
Successful technology transformation requires comprehensive change management. Our structured 

approach ensures user adoption while establishing sustainable operational practices for long-term 
success.

Role-Based Training 
Program

Customized training 
modules for sellers, 
managers, and distributor 

managers with hands-on 
practice sessions and 
competency validation 
checkpoints.

Operational 
Playbooks

Comprehensive 
documentation including 
lead handling SLA 

procedures, distributor 
review checklists, and 
opportunity close plan 
templates for consistent 
execution.

Success 
Measurement 
Framework
Defined KPIs tracking lead 
response time, SLA 

attainment, stage velocity, 
forecast accuracy, and 
customer satisfaction 
scores with regular review 

cycles.

Training Deliverables

Interactive user guides and video tutorials

Role-specific workflow documentation

Mobile app usage best practices

Dashboard interpretation and action plans

Success Metrics Dashboard

Lead response time trending

SLA compliance by territory

Opportunity stage velocity analysis

User adoption and engagement rates

"The combination of intuitive design and comprehensive training made the transition smoother 
than expected. Our sales team was productive from day one."

4 Sales Director, Robotics Manufacturing Client



Solution Artifacts & Deliverables
Our comprehensive solution includes custom-built interfaces, automated workflows, and analytical 

tools designed specifically for industrial sales operations. Each artifact represents a purpose-built 
solution addressing specific business requirements.

Sales Cockpit 
Dashboard

Model-driven app 
interface providing 
real-time visibility into 
personal leads, pipeline 

status, upcoming tasks, 
and at-risk deal alerts 
with mobile 
optimization.

Power BI 
Executive 
Scorecard
Comprehensive 
analytics featuring 

pipeline analysis by 
stage, win ratio by 
region, top-performing 
products, and forecast 

accuracy with drill-
down capabilities.

Lead SLA Flow 
Diagram

Visual representation 
of automated lead 
routing, SLA 
monitoring, and 

escalation processes 
with decision points 
and notification 
triggers clearly 

defined.

Distributor Review 
Card

Single-pane view 
consolidating recent 
orders, open 
opportunities, win/loss 

ratios, training 
completion status, and 
customer satisfaction 
scores for quarterly 

business reviews.

Interactive Territory Mapping

Our geospatial solution provides dynamic visualization of 
customer locations, distributor territories, and sales 
coverage areas. The interactive maps enable territory 

managers to identify whitespace opportunities, analyze 
coverage gaps, and optimize route planning for field sales 
activities.

Advanced filtering capabilities allow users to segment 
views by customer tier, product lines, sales stages, and time 

periods, providing actionable insights for strategic territory 
development and resource allocation decisions.



Partner with BlueSky for Your 
Transformation

We turn Dynamics 365 into a growth engine4connecting leads, distributors, 
marketing, and finance signals in one secure platform.

Industry Expertise

Deep manufacturing and 
industrial experience with 
proven templates for 
complex distributor 
networks and multi-product 

sales processes.

Accelerated 
Implementation

Pre-built solutions for lead 
routing, territory mapping, 
and product-based 

forecasting reduce time-to-
value significantly.

Scalable Architecture

Enterprise-grade platform 
designed to grow with your 
business while maintaining 
security, performance, and 
integration capabilities.

Ready to Transform Your Sales 
Operations?

We can tailor this proven blueprint to your 

specific territories, product catalog, and 
distributor program structure. Our discovery 
sprint methodology ensures rapid assessment 
and customized implementation planning.

Next Steps: Schedule a discovery 
session to explore how this solution 
framework can be adapted to your 

unique business requirements and 
growth objectives.

Interested in a similar outcome? Contact us today to begin your digital transformation journey with a 

proven methodology and experienced implementation team.


