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THE OPERATOR'S JOURNEY

Operating
Cadence
Audit.
The four seams between ICP definition and Monday-morning triage. A
15-question self-assessment, a weekly cadence grid, and a 90-day rollout a
revenue leader can run without hiring a consultant.
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DIAGNOSIS

The translation gap between Phase 1 and Phase 2.
Every Phase 1 produces a sharper picture of who you serve. Cleaner ICP, better scoring, a sales-synthesis
deck that actually reflects the market. The hard part is Phase 2: making that picture fire in the CRM and on
reps' Monday mornings. You have the ICP. The playbook is on paper. The sequences are drafted. Then the
operational layer has to catch up.

The gap sits between four layers that are almost never built to talk to each other, because each one is
owned by a different team:

01 ICP Definition

Marketing and RevOps artifact. Lives in a doc.

Fit criteria, disqualifiers, segment boundaries, persona map.

02 Signal Layer

Product and RevOps. Lives in the data warehouse and CRM triggers.

What fires when: adoption drops, engagement decays, renewal approaches, NPS shifts, champion
departs.

03 Ownership Layer

Sales and CS leadership. Lives in tribal knowledge.

Who gets paged, which rep owns response, what the SLA is, when it escalates.

04 Cadence Layer

RevOps and managers. Lives in calendars.

Monday triage, Wednesday forecast, Thursday at-risk, Friday retro.

Marketing owns layer 1. Product owns layer 2. Sales owns layer 3. RevOps owns layer 4. Nobody owns the
seams between them. Phase 2 is the job of building those seams.
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FRAMEWORK

The four seams every Phase 2 has to build.
Pressure-test each seam independently. A playbook that looks clean on paper almost always breaks at one of
these four points.

SEAM 01

Signal � Owner
A signal fires but nobody knows who owns response. Every signal needs a single named owner
and an SLA, by signal family and severity. The routing matrix is a config, not a doc. When the
signal fires, the owner is paged automatically; if they don't acknowledge within SLA, escalation
fires too.

Concrete test: Filter your CRM to active risk signals. If under 80% have an explicit signal-owner field,
Seam 01 is not built.

SEAM 02

Owner � Task
The signal is acknowledged but no concrete task is created. Every acknowledged signal must
produce at least one task with an owner, a due date, and a mandatory outcome field. Task
templates live in a library, indexed by signal type. The outcome is structured (renewed, churned,
expanded, lost, reassigned, blocked).

Concrete test: Signal fires � rep acknowledges in one click � three task candidates surface, driven by
signal type + segment � rep picks one, due date auto-populates, outcome field is pre-bound. Time from
signal to scheduled action: under 90 seconds.

SEAM 03

Task � Play
Tasks get worked in isolation instead of as part of a sequenced play. A play is a named,
sequenced workflow with entry criteria, a task sequence with dependencies, exit criteria, and
assigned owners per step. Library should include at minimum: Renewal Save, Expansion Play,
Deal Rescue, Competitor Displacement.

Concrete test: Pick your best CSM's last save. Name the five moves they made in order. Can your
weakest CSM execute the same sequence? If the sequence lives in the top performer's head, Seam 03
is tribal knowledge, not operational architecture.

SEAM 04
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Play � Handoff
Work moves between teams but the data doesn't follow. Every handoff has mandatory fields
that must be filled before the transition completes. Audit trail is automatic. A handoff that
completes without required fields fires its own signal (handoff governance violation).

Concrete test: Pick a recent AE-to-CSM handoff. Without asking the AE, can the CSM tell you: the
economic buyer's pain, two biggest implementation risks, rollout timeline committed to, three features
they evaluated you on? If not, Seam 04 leaked.

The playbook on paper almost never matches the playbook in
the CRM. Phase 2 is the job of forcing the fit, seam by seam.
Not one big launch.
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RHYTHM

The weekly operating cadence.
Once the four seams exist, the weekly rhythm that uses them starts to matter. Most teams default to
"Monday pipeline review, everything else ad hoc." That is a cadence by accident. A governed cadence has
five named rituals, each with scored inputs, named owners, and tracked outputs.

MONDAY TUESDAY WEDNESDAY THURSDAY FRIDAY

Signal Triage Execution 1:1s Forecast Call At-Risk Review Retro +
Flywheel

Input: Signals
fired Fri-Sun +
anything
unresolved.

Input:
Rep-specific
commit deals +
at-risk renewals,
pre-scored.

Input: Commits
with evidence
scores.

Input: Top 5
at-risk accounts,
AE + CSM +
leader.

Input: What fired,
resolved, or
decayed this
week.

Output: Owner
assigned, SLA
confirmed, tasks
created.

Output: Blockers
surfaced, help
requested, next
move agreed.

Output: Which
deals have
evidence, which
are vibes, which
slip.

Output: Save play
triggered or
account
deprioritized.

Output: One
pattern
observation feeds
back into scoring
thresholds.

30 min · scored
agenda

45 min · coaching
happens here

45 min · revised
committed
number

30 min · decision
required

20 min ·
compounding

Two guardrails keep the cadence from decaying into a social ritual.

First: every meeting has a scored, pre-populated input deck so nobody assembles a dashboard the morning of.
Second: every action item has an outcome field with a due date, so "follow up next week" is not a valid closure.

Without both, the cadence drifts within a quarter and you end up back where you started.
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SELF-ASSESSMENT

15 questions to pressure-test the translation layer.
Score against your own org. Count the no's by seam. That's the Phase 2 punch list, ranked by operational debt.

SEAM 01 Every active signal in the CRM has an explicit named signal owner,
separate from the account owner.

SEAM 01 There is a documented SLA for signal response, by severity, visible
to the owner at the moment of assignment.

SEAM 01 Unacknowledged signals escalate automatically after SLA lapses.
Not when someone notices.

SEAM 02 Every acknowledged signal produces at least one task with owner,
due date, and an outcome field.

SEAM 02 Task templates exist per signal type so the owner doesn't improvise
the next move.

SEAM 02 Task outcome is structured: renewed, churned, expanded, blocked,
or reassigned. "Done" is not valid.

SEAM 03 Save, expansion, and deal-rescue plays exist as named sequences,
not as individual one-off actions.

SEAM 03 Each play has entry criteria, a task sequence with dependencies, and
exit criteria.

SEAM 03 Your weakest rep can execute the same save sequence your best
rep ran last quarter, using the library.

SEAM 04 Handoffs between teams require mandatory context fields to be filled
before the transition is allowed.

SEAM 04 An audit log exists for every handoff: sender, receiver, timestamp,
fields transferred.

CADENCE Monday triage has a scored, pre-populated agenda. No round-robin.
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CADENCE Action-item completion rate from each cadence ritual is a number
you can report.

MULTI-ICP Signal thresholds are product-specific even when the signal families
are shared.

FLYWHEEL Play outcomes feed back into scoring thresholds on a governed
cadence so the system gets smarter over time.

Scoring: Count no's by tag. SEAM 01 has three questions; 2-3 no's there means signal routing is tribal. SEAM 02
/ 03 / 04 follow the same logic. Over 8 no's total means Phase 2 is a greenfield build, not an incremental fix. 3-5
no's means you have a focused punch list.
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PHASE 2 PLAN

A 90-day rollout that actually ships.
Six two-week phases. Each phase produces a concrete artifact. Do not launch all four seams at once. That is a
transformation program, not a Phase 2.

WEEKS 1-2 Inventory Map current signals, owners, tasks, plays, handoffs. Expect to find
40-60% of signals with no defined owner.

WEEKS 3-4 Ownership
Matrix

Define signal family × severity � owner � SLA. Ship as a config, not a
doc.

WEEKS 5-6 Task Library Every signal type maps to a task template. Outcome fields become
mandatory. Top performer per motion reviews.

WEEKS 7-8 Play Library Save, Expansion, Deal Rescue, Competitor Displacement formalized
as sequences with entry & exit criteria. Ship three; rest come later.

WEEKS 9-10 Cadence Launch New Monday triage, Wednesday forecast, Thursday at-risk, Friday
retro. Scored agendas, tracked outputs. Measure completion rate
from week one.

WEEKS
11-12

Flywheel On Play outcomes feed back into scoring thresholds on a monthly
cadence. The system starts learning. Baseline metrics captured for
Phase 3.

Two anti-patterns that kill Phase 2 rollouts.

First: building the ownership matrix without shipping it to the CRM. It stays a doc and nothing changes.
Second: launching all five cadence rituals at once. The team revolts and you lose the political capital to iterate.
Ship Monday triage first. Make it stick. Add the others incrementally.

WHAT NEXT

Ready to take the Blueprint, or trade notes directly?
The Blueprint Assessment is free and takes 20 minutes. It scores your GTM operation across 5 pillars, 27
categories, and 142 questions, then maps your results to the relevant operator frameworks at
pillargtm.com/insights.
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Take the free Blueprint Assessment � pillargtm.com/blueprint

Trade notes with Eli � 15-minute conversation

WRITTEN BY

Eli Jameson, Founder, PILLAR. Operator-turned-founder with deep GTM
and product experience in EdTech. Built PILLAR because the
revenue-architecture gap between strategy and CRM-daily-motion was the
problem I watched kill growth plans at vertical-SaaS companies for years.

https://pillargtm.com/blueprint/
https://calendar.app.google/LuY4NbxkJjkQKbRy5

