AKeyDeIta PROSPECT PACKET - 4 CASES

HeroesDon't Scale. Systems Do.

Fourengagements where the company had product-market fit, the founderwas working 14-hourdays, and
growthwas still slowing. Each case: remove the founderfrom the critical path, install the operating system, keep
the culture.

WHY THESE CASES, IN THIS ORDER

Founder-led companies hit awall around $20M-$80M where the same instincts that built it start blocking it. These four
cases showhowto keep the founder's judgment in the company while taking them out of every decision. The pattern:
authority grants, forcing mechanisms, cadence, playbooks.

INSIDE THIS PACKET

Founder Scaling
First deal closed without founder by week 6

“14-hour days, still the bottleneck”

Founder Transition
Decision time -40% - escalations -55%

“Founders inevery decision, growth slowing”

Consensus to Closure
Shipped in 6 weeks - authority grants by day 5

“Flagship 14 months late, no one calling it”

Execution Velocity
Decision cycle 5 months - 72 hours

“19 of 23 pilots never scaled”

Define it. Measure it. Ownit. Close it. Scale it.

Which of these looks most like your situation?
Fixed-scope engagements with milestone gates. Pause orextend at any checkpoint.
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| Worked 14-Hour Days and Still Couldn't Finish the Gartner

FOUNDER-CEO

100+

SAAS SCALING OPERATOR LEVERAGE

3x

DECISION VELOCITY

THE SITUATION

A founder-CEO had built an enterprise rights and royalty management
platform (SaaS, $15M ARR) from scratch — serving Fortune 500
entertainment companies including major studios and music labels. The
product was winning. The company was growing. But every decision still
ran through one person.

o CEOworking12-14 hour days, still unable to complete strategic work —
spent an entire Saturday in email without touching a critical Gartner
deliverable

e Team hadbeentold'you're empowered' but the system rewarded
checking with the boss — decisions stalled waiting for founder input

e No framework for which decisions could be made independently vs. which
required escalation

o New hires created more decisionintersections, making the bottleneck
worse as the company grew

e Institutional knowledge lived in the founder's head — no playbooks, no
documentedjudgment, no repeatable processes

THE RESULTS — 18 MONTHS

RIGHTSLINE ERA

84% —» 98%

F500 CLIENT RETENTION

THE

22-78

TEAMINDEPENDENCE
SCORE

Slow - 3x

SALES CYCLE SPEED

APPROACH

The founderinitially believed the problem was delegation — he just
needed to let go. The Five Whys revealed the realissue: he wasn't a
micromanager — he was a missing operating system. The fix wasn't
delegation; it was building the infrastructure forindependent decision-
making:

Diagnose the Bottleneck

Mapped every decision flowing through the CEO. Identified that the root
cause wasn'tteam confidence — itwas a system that rewarded escalation
and punished independentjudgment.

Document the Judgment

Built sales plays capturing the thinking behind decisions — when to lead
with ROl vs. compliance, discount frameworks, objection handling. Turned
founder intuition into repeatable playbooks.

Define Decision Rights

Established clear boundaries: what decisions teams could make
independently, what required escalation, and what constituted 'good
enough' without the founder's approval.

Install the Operating System

Deployed playbooks, defined authority, established accountability
cadence. Sales team went first as the pilot — then extended the model
across the organization.

DECISION SPEED SALES CYCLE CLIENTBASE
Days - Hours Slow - 3x Strong -
Faster F500

TEAM CEO FOCUS F500 CLIENT
INDEPENDENCE T t' I RENEWAL RATE
. actical - .
Zero - High Strategic At-Risk -
98%

THE VOOCS LENS — REPLACING THE HERO WITH THE SYSTEM

Vv

VISION
Becometheplatformof
record fordigitalrights
licensing—andbuilda
company thatrunswithoutthe
founderinevery meeting.

0]

OUTCOMES

Every playbooktiedtoa
measurableoutcome:deal
velocity, winrate, escalation
reduction.No processchange
withoutametric attached.

o

Embedded alongsideyourteam.
Outcomesoverretainers.

OWNERSHIP
Decisionrightsexplicitly
defined.Eachteamknew what
they could decide,whatthey
could spend,andwhento
escalate—nomoreguessing.

C S

CADENCE SCALE

Weekly pipelinereviews Salesplaysand documented

replaced ad-hoc CEOcheck- judgmentreplacedtribal

ins.Problemssurfacedin knowledge.Thesystem

rhythm meetings,notin worked whetherthefounder

Saturday emailmarathons. wasintheroomornot—and
keptworking after the exit

« Defineit.Measureit
it.Scaleit

“Ilwasn'tamicromanager. lwas a missing operating system. The moment|stopped being the answerto every
questionand started building frameworks that worked without me — the company took off.”
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Our Founders Were in Every Decision
Starting to Slow

FOUNDER-LED TECH LEADERSHIP SCALING

40%

FASTER DECISIONS

GROWTH TRANSITION

-55%

ESCALATIONS

THE SITUATION

A high-growth events marketplace ($50M+ revenue, 300+ employees)
growing 40% year-over-yearhad a hidden bottleneck: both founders
were in every critical decision. Sprint planning, feature prioritization,
customer escalations above $10K — everything flowed through two
people working 70-hourweeks. Growth was masking a system that
couldn't scale.

Both founders working 70-hour weeks — still couldn't keep up with
decision volume as the company scaled

Sprint planning required founder input, feature prioritization required
founder approval, customer escalations above $10K went to founders

Teams had learned to wait for founder signals — "What do the founders
think?" was the real decision criterion, not metrics

Decisionvelocity was slowing even as the market was accelerating —
competitors gaining ground

No path to develop next-generationleaders — the founders' constant
involvement prevented anyone else from building judgment

THE RESULTS 6 MONTHS

+8%

CONVERSIONLIFT

RVICES VERTICAL SOFTWARE e DIGITAL MEDIA e« ENTERPRISE

— and Growth Was

DECISION RIGHTS

2VPs

LEADERS DEVELOPED

15 hrs/wk

FOUNDERS FREED

THE APPROACH

The Five Whys revealed the founders weren't holding on — the system
had never given anyone else authority to act. The operator-advisor
implemented VOOCS across three product teams as a pilot — then used
theresults to transform how the founders led:
n Define Team Outcomes

Each product team got a clear outcome metric they owned: conversion
rate for Team A, retention for Team B, NPS for Team C. No ambiguity
aboutwhat 'success' meant.

Assign Real Authority

Single owners assigned with genuine decision rights — features,
timelines, resource allocation within scope. Not 'recommend to the
founders' — actual authority to decide and ship.

Install Weekly Close

Four questions every Friday: What closed? What's stuck? Who decides by
when? What's the cost of waiting? Founders could observe but not
override

Founder Transition

Hardest phase: told both founders to stop attending daily decisions. No
sprintreviews. No feature debates. No casual drop-ins. Available for
escalations only — coaching, not approving.

CONVERSION

Baseline -
+8%

DECISION SPEED

12d-7d

ESCALATIONS

23/Wk -
10/wk

THE VOOCS LENS HOW AUTHORITY DEVELOPED LEADERS

Vv

VISION

Build acompany thatexecutes
atthespeed ofthemarket—
notthespeedoftwo founders'
calendars.Develop thenext
generationofleaders

o

OUTCOMES

Eachteamowned ametric.
Conversion,retention, NPS —
not'keep thefoundershappy.'
Teamsmadedecisionsbased
ondata,notfoundersignals

o

OWNERSHIP

call
HOW A KEYDELTA Week1-2 Day 30
ENGAGEMENT RUNS Diagnose & baseline - F\rstouu‘:l%r:waa‘eléodvvnersh\p -

Authority grantswithrealteeth
Whenafounderwantedtokilla
feature,theanswerwas'Does
theownerthinkitimproves
theirmetric?' Yes? Ship it. Their

DECISION QUALITY FOUNDER TIME LEADERSHIP
Good - 70hrs - 55 0-2VPs
Better hrs

Cc

CADENCE

Weekly Closereplaced ad-
hocfoundercheck-ins.
Foundersreviewed decisions
tounderstandreasoning —
teaching,notoverriding.'Walk
methroughhowyoudecided.

S

SCALE

Judgmentdeveloped through
reps,nottraining.Each
decisionwaspractice.Two
teamleadsearned VP
promotions— peoplewho'd
neverhadthechanceto
exercisejudgmentbeforethe
system gavethem authority.

Day 60
Cadence operating

Day 90
Systemrunning

Month 6+

- - Scale & compound

“We thought ourjudgment was irreplaceable. Turns out judgment develops throughreps — youjust have to

Embedded alongsideyourteam.
Outcomesoverretainers.

e Defineit.Me
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Our Flagship Was 14 Months Late and Nobody Would Make
the Call

VERTICAL SAAS $40M ARR EXECUTION CULTURE DECISION VELOCITY

14-6 wk 3x 0-3 40% Days
SHIP TIME RELEASE VELOCITY RELEASES IN 6 WEEKS FASTER DECISIONS DECISIONCYCLE TIME
THE SITUATION THE APPROACH
A $40M vertical SaaS company in supply chain management, built on a The original hypothesis was culture — the team lacked urgency. The Five
culture of collaboration and consensus had stalled. Their flagship Whys revealed the realissue: consensus wasn't collaboration — it was
product, Version 2.0, was 14 months behind schedule. Competitors avoidance. The fix required making ownership unavoidable:
were shipping quarterly. Customers were churning. The culture the
founderwas most proud of was kiling the company. Diagnose the Avoidance
Satin leadership meetings for a week. Watched smart people talk past
e Flagship product 14 months behind schedule — 'Project Horizon' debated each other for 45 minutes without closing a single decision. Mapped how
weeKkly, never shipped. Competitors releasing features quarterly while they ‘alignment’ was being used to avoid accountability.
debated scope a Authority Grants
e Consensus culture meant every decisionrequired everyone's agreement — Assigned single owners with real decision authority for every critical
meetings ended with 'let's align more' instead of decisions initiative. The CPO got product decisions. The CRO got territory
restructuring. No more consensus — one person decides, everyone

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

executes

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

e Churncreeping up and sales declining as customers lost patience waiting
for promised features

e Founder confused harmony with effectiveness — believed keeping expensive than deciding.
everyone comfortable was the same as keeping the company alive n 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
anew kind of leadership — making the mission clear instead of keeping
everyone comfortable.

THE RESULTS — 6 MONTHS

HORIZON SHIP RELEASE CADENCE DECISION SPEED CHURN SALES LEADERSHIP
14 molate- Oin2yrs-3 Months - Rising - Declining - Avoidance -
Shipped updates Days Dropping Growing Ownership

THE VOOCS LENS — WHY OWNERSHIP BROKE THE LOGJAM

Vv @) 0] C S

VISION OUTCOMES OWNERSHIP CADENCE SCALE

Ship Horizonand proveto Every initiativehad a ship date, Authority grantsreplaced Weekly Closesurfaced what Theauthority grantmodel

customers,employees,and ametric,and asingleowner.No consensus.The CPOmadethe wasstuckand whowas becametheoperatingnorm.

themarketthatthiscompany more'let'salign’'— eitherit analyticscall — ship withoutit, deferring.Thecostofwaiting New initiativeslaunched with

canexecute — notjustdiscuss. shippedoritdidn't,and the prioritize speed.Decision becamevisible. Thursday owners,notcommittees.The
numbertold thestory. madeinhours,notmonths became'pre-closeprep'— company shipped three

Oneperson,realauthority. peopleresolved blockers updatesinthemonthsafter
beforethemeeting. Horizon —morethanthe

previoustwo years.

HOW A KEYDELTA Week 1-2 ) Day 30 } Day 60 i Day90_ Month 6+
ENGAGEMENT RUNS Diagnose & baseline - F\rstout?lssr{vaiéoi;/vnershlp - Cadence operating - Systemrunning - Scale & compound

PYR

Embedded alongsideyourteam.
Outcomesoverretainers.

« Defineit.Measureit
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19 of 23 Successful Pilots Never Scaled — The Pilots
Weren't the Problem

hin

ENTERPRISE TECH PILOT-TO-SCALE EXECUTION SYSTEM PE-RELEVANT

83%—-0% 5-1mo $180K 3x 0-100%

PILOT FAILURE RATE DECISIONCYCLE ANALYSIS WASTE CUT PILOT-TO-SCALE SPEED PILOT-TO-SCALE RATE

THE SITUATION

A PE-backed managed IT services and cloud infrastructure company
($65Mrevenue) had two compounding problems: strategic decisions
took five months of analysis paralysis to close, and 19 of 23 successful
pilots — an 83% failure rate on initiatives that worked — never scaled to
production. $180K spent on research that neverled to action.

e Five-monthdecision cycle onamid-market expansion — four rounds of
analysis, each round spawning new questions, never reaching closure

o 19 successful pilots sitting in an organizational graveyard — provenvalue, no
pathtoscale

o Customersuccess automation reduced tickets 35%, saving $180K/year —
but neverrolled out because 'budget approval' stalled indefinitely

e 'Data-driven’ culture had become 'data as procrastination' — analysis
replacedjudgment instead of informing it

o Champions leaving or rotating before scale decisions were made —
institutional momentum evaporating with each org change

THE RESULTS — 6 MONTHS

THE APPROACH

The Five Whys exposed the real gap: no mechanism connecting pilot
success to scale commitment. The operator-CEOQ installed two
interlocking systems: a decision-forcing framework that made inaction
visible, and a pre-commitment model that eliminated the approval gap
between pilot success and scale:

Expose the Cost of Waiting

Made decision delay visible. Every deferred decision gota documented
cost: lostrevenue, missed market windows, resource waste. 'What's the
cost of waiting another week?' became the forcing question.

a Install Decision Closure
Established decision deadlines and single owners. Banned ‘let's get
more data' as a default — required the specific data point that would
change the answer. If nobody could name it, the decision closed.

a Pre-Commitment Framework
No pilot starts without a signed Pre-Commitment Agreement: executive
sponsor, success criteria, scale budget pre-allocated, rollout plan
documented. If leadership won't commit to scaling before the pilot, the
pilotdoesn't run.

n Operationalize the System
Weekly Close cadence installed. Pre-commitment agreements became
standard. Pilot teams built for scale from day one — involving the rollout
teams during the pilot, not after.

DECISION CYCLE PILOT SCALE RATE PILOT WASTE

5mo-1mo 17% -100% 19dead-0

SCALE SPEED CUSTOMER CHAMPION
DELIVERY VELOCITY RETENTION
Never - 90 Sliopi THROUGH PILOT
ipping -» .
days ppIng Rotating Out
On-Time

- Stayed to

Scale

THE VOOCS LENS — WHY PRE-COMMITMENT UNLOCKED VELOCITY

\' ®) 0]

C S

VISION OUTCOMES OWNERSHIP CADENCE SCALE

Becomeacompany thatacts Every pilothad pre-defined Singledecisionowners Weekly Closeforced decisions Pre-commitmentagreements
onitsownintelligence — where successcriteriawithnumbers replaced committee toadeadline.'Whatclosed? becamethestandard
provenideasscaleinquarters, and deadlines.Every decision consensus. Executive sponsors What'sstuck?What'sthecost operating procedure.Pilot
notyears,and datainforms hadadocumented costof signed pre-commitment ofwaiting anotherweek? — teamsbuiltforproduction
decisionsinstead ofreplacing delay.Noinitiative survived agreements— owning the deferralsbecamemore fromday one.Thesystem
them. withoutametricattached scaledecisionpersonally.not expensive thandecisions. ensured every approved

Embedded alongsideyourteam.

Outcomesoverretainers.

« Defineit.Measureit. Ownit.Close

HOW A KEYDELTA ~ Week1-2 ‘ Day 30 ‘
ENGAGEMENT RUNS Diagnose & baseline - F‘rStOUt?rf)sTaTIéodwnerSh‘p

Day 60 Day 90 Month 6+
- Cadence operating - System running - Scale & compound

“We had an 83% failure rate on successful pilots. Not because the pilots failed — because no one had
committed to scaling them before they started. Pre-commitment changed everything.”
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