
C A S E  S T U D Y

T H E  S I T U A T I O N

A $40M vertical SaaS company in supply chain management, built on a
culture of collaboration and consensus had stalled. Their flagship product,
Version 2.0, was 14 months behind schedule. Competitors were shipping
quarterly. Customers were churning. The culture the founder was most proud
of was killing the company.

T H E  A P P R O A C H

The original hypothesis was culture — the team lacked urgency. The Five
Whys revealed the real issue: consensus wasn't collaboration — it was
avoidance. The fix required making ownership unavoidable:

1 Diagnose the Avoidance
Sat in leadership meetings for a week. Watched smart people talk past each
other for 45 minutes without closing a single decision. Mapped how
'alignment' was being used to avoid accountability.

2 Authority Grants
Assigned single owners with real decision authority for every critical initiative.
The CPO got product decisions. The CRO got territory restructuring. No more
consensus — one person decides, everyone executes.

3
Install Forcing Mechanisms
Weekly Close with four questions: What closed? What's stuck? Who decides
by when? What's the cost of waiting? Made deferral more expensive than
deciding.

4
Let the System Filter
Some leaders couldn't handle the loss of ambiguity and self-selected out.
More people rose to the occasion than expected. The founder found a new
kind of leadership — making the mission clear instead of keeping everyone
comfortable.

T H E  R E S U L T S  —  6  M O N T H S

T H E  V O O C S  L E N S  —  W H Y  O W N E R S H I P  B R O K E  T H E  L O G J A M

V
VISION
Ship Horizon and prove to
customers, employees, and the
market that this company can
execute — not just discuss.

O
OUTCOMES
Every initiative had a ship date,
a metric, and a single owner. No
more 'let's align' — either it
shipped or it didn't, and the
number told the story.

O
OWNERSHIP
Authority grants replaced
consensus. The CPO made the
analytics call — ship without it,
prioritize speed. Decision made
in hours, not months. One
person, real authority.

C
CADENCE
Weekly Close surfaced what
was stuck and who was
deferring. The cost of waiting
became visible. Thursday
became 'pre-close prep' —
people resolved blockers before
the meeting.

S
SCALE
The authority grant model
became the operating norm.
New initiatives launched with
owners, not committees. The
company shipped three updates
in the months after Horizon —
more than the previous two
years.

C O N S E N S U S  T O  C L O S U R E  T R A N S F O R M A T I O N

From Consensus Culture to Shipping Culture at a $40M
SaaS Company
How an operator-advisor broke the consensus paralysis that had stalled a flagship product 14 months — installing ownership,
authority grants, and forcing mechanisms that got the product shipped in 6 weeks. First authority grants issued by day 5.

14→6 wk
S H I P T I M E

3x
R E L E A S E  V E L O C I T Y

↓ Churn
C U S TO M E R  R E T E N T I O N

40%
FA S T E R  D E C I S I O N S

System
A U T H O R I T Y G R A N T S

Flagship product 14 months behind schedule — 'Project Horizon' debated
weekly, never shipped. Competitors releasing features quarterly while they
debated scope

Consensus culture meant every decision required everyone's agreement —
meetings ended with 'let's align more' instead of decisions

Key leaders had built careers on strategic ambiguity — never being the one
who decided meant never being the one who was wrong

Churn creeping up and sales declining as customers lost patience waiting for
promised features

Founder confused harmony with effectiveness — believed keeping everyone
comfortable was the same as keeping the company alive

HORIZON SHIP

14 mo late →
Shipped

6 weeks after authority
grants

RELEASE CADENCE

0 in 2 yrs → 3
updates

More than prior 2 years
combined

DECISION SPEED

Months →
Days

Authority grants eliminated
loops

CHURN

Rising →
Dropping

Customers saw product
momentum

SALES

Declining →
Growing

Stabilized then grew

LEADERSHIP

Avoidance →
Ownership

2 self-selected out, rest
stepped up

“I thought our culture was our strength. Turns out it was our excuse. We called it collaboration — it was actually avoidance.
When ownership became unavoidable, the team didn't break. They performed.”

—  C E O ,  P E - B A C K E D  V E R T I C A L S A A S  P L AT F O R M
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