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The 10 Principles of
Modern Go-to-Market

Designing, governing and sustaining revenue growth
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The persistent challenge

Two decades of investment

. WHEN PERFORMANCE FALLS SHORT, THE
in methodology, technology FAMILIAR RESPONSE

and talent. Predictable Replace the commercial leader
growth is still elusive.

Restructure sales and marketing

This is not simply a sales execution problem. It is an
enterprise growth challenge spanning market strategy,
organizational design, commercial capabilities, capital Introduce new technology
allocation and management accountability.

Increase pipeline targets

Expand sales training
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THE QUESTION THAT MATTERS

Is the company’s go-to-market operating
system designed around how its customers
actually make buying decisions?




Demand forms before it becomes visible

Most commercial organizations are built to respond to demand once it surfaces. By then, the buyer
may have already defined the problem, set priorities and formed preferences.

THE DECISION IS BEING SHAPED — THE WINDOW FOR INFLUENCE

WHERE MOST
GTM ENGAGES

01

Problem
defined

Executives recognize a
business problem and weigh
its implications.

02

Priorities
established

Priorities are set and the
economic case for action
begins to form.
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03

Preferences
formed

The buying organization
develops preferences for
potential partners.

Demand
visible

Formal requirements emerge
inside a decision framework
that already exists.



Ten principles at a glance

01

02

03

04

05

Growth begins before demand becomes visible

The market must determine the commercial
operating model

Market intelligence must precede commercial
action

Executive relevance is established while problems
are being defined

The buying organization is the unit of
commercial growth
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07

08

09

10

Commercial activity is not evidence of
buying progress

Revenue growth requires enterprise alignment

Technology cannot correct a flawed commercial
operating model

Revenue governance must connect market
intelligence to executive decisions

Revenue confidence must be earned
through evidence



SEEING DEMAND EARLY
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Growth begins before demand becomes
visible

Revenue growth doesn’t begin when an opportunity enters the CRM. It begins
when market conditions, business priorities, competitive pressures or
organizational circumstances create the need for a different outcome. Systems
built to capture visible demand leave the commercial organization downstream
of the decisions that shaped the opportunity.

Evaluate the organization’s ability to recognize emerging demand — not
simply its effectiveness at converting demand that is already visible.
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SEEING DEMAND EARLY
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The market must determine the
commercial operating model

GTM organizations are often designed around internal structures: product
portfolios, territories and reporting lines. Buyers organize around strategic
priorities, economic pressures, operational constraints and business risk. Market
selection, account strategy, roles and resource allocation should reflect how
buying decisions actually develop.

The CEO must determine whether the commercial organization

is designed around customer decision-making or internal
operating conventions.
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SEEING DEMAND EARLY
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Market intelligence must precede
commercial action

More activity doesn’t produce better growth. Strategic signals — leadership
changes, capital investment, strategy shifts, restructuring, market conditions —
reveal where priorities are evolving. They are not intent data, and not every
signal warrants outreach. The advantage lies in interpreting what changed, why
it matters, who is affected and whether there is a credible reason to engage.

Connect market sensing with strategic account prioritization, resource
allocation and commercial execution.
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SEEING DEMAND EARLY

LUCRUM
PARTNERS

Executive relevance is established while
problems are being defined

One of the most consequential moments comes before solutions are evaluated:
when executives recognize a problem, weigh its implications and decide whether
change is needed. Engage only after formal requirements emerge, and you
compete inside a decision framework built without you.

Commercial capabilities must include executive acumen, business
problem definition and the ability to influence strategic priorities.
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UNDERSTANDING THE
BUYER
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The buying organization is the unit of
commercial growth

Complex B2B decisions emerge from executives, functional leaders, finance and
operations, each with different priorities and influence. Contacts and
relationships matter but give an incomplete view. Understanding priorities,
relationships, decision authority and readiness for change must begin before a
formal buying group is visible.

Account strategy and commercial governance must reflect buying-
organization dynamics, not simply contact and opportunity management.
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UNDERSTANDING THE
BUYER
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Commercial activity is not evidence of
buying progress

Calls, meetings, pipeline and CRM updates are useful operating information.
They don’t prove a buyer is advancing. An opportunity can stay active while
sponsorship weakens, priorities compete or the economic case erodes. Progress
must be judged on evidence: buyer commitment, stakeholder alignment, decision
readiness and barriers resolved.

Revenue management must distinguish seller activity from verified
buying progress — and ensure performance measures reflect both.
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LEADING THE SYSTEM
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Revenue growth requires enterprise
alignment

Growth is often treated as sales’ job. Yet strategy decides where to compete,
marketing shapes market understanding, product defines value, finance governs
investment, customer success drives retention and expansion, and HR builds
capability. Alignment requires shared intelligence, common priorities, explicit
decision rights and accountability.

The CEO must establish revenue growth as an enterprise

management responsibility, supported by coordinated strategy and
performance governance.
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Technology cannot correct a flawed
commercial operating model

CRM, automation, intent data, revenue intelligence and Al have increased the
speed and scale of execution. They don’t decide whether you pursue the

right markets, engage at the right stage or influence the decisions that
matter. Automating a reactive system improves efficiency without changing
competitive position.

LEADING THE SYSTEM Evaluate technology investments by their contribution to

buying progress, commercial decision quality and sustainable
revenue performance.
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LEADING THE SYSTEM
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Revenue governance must connect
market intelligence to executive
decisions

Market intelligence has limited value unless it changes decisions. Leadership
needs disciplines to interpret developments, prioritize, allocate resources,
activate coordinated responses and learn from outcomes. Without governance,
intelligence stays fragmented across functions and account teams.

Govern the full commercial decision process — from market sensing and
prioritization through execution, evaluation and adaptation.
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LEADING THE SYSTEM
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Revenue confidence must be earned
through evidence

Forecasts are among the most consequential commitments made to the CEO and
board, yet they often rest on seller judgment, historical conversion rates and
pipeline coverage. Disconnected from real buying progress, these create
misleading certainty. A forecast is not a substitute for a growth system.

The CEO and board must assess revenue confidence through market

evidence, buying progress, execution and the capacity to adapt before
performance deteriorates.
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From principles to an operating system

Signal-Led GTM™ puts the principles into practice through five connected disciplines — a management

architecture, not a sales methodology or a technology platform.

01 02 03

DETECT INTERPRET PRIORITIZE
Capture market, Determine what Concentrate resources
account, buying-group, changes mean, which on the signals, accounts
competitive and executive priorities and buying

customer changes they affect, and organizations most
before formal demand whether they signal relevant and most likely
is visible. opportunity or risk. to act.

Principles 1-3 Principles 3-4-5 Principles2-7
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04

ACTIVATE

Equip the right leaders
to engage the right
stakeholders with
timing, context and a
coordinated pursuit
strategy.

Principles4-5-7

LEARN

Measure outcomes,
refine signal patterns
and response plays, and
separate meaningful

signals from noise.

Principles 6 - 10

16



Two principles hold the system together
( DETECT > ( INTERPRET > ( PRIORITIZE > ( ACTIVATE > ( LEARN >

APPLIED ACROSS ALL FIVE DISCIPLINES

Revenue governance

Supplies the shared definitions, decision rights and

Technology

Supports each discipline — but cannot substitute

for any of them. management cadences that hold the five together.
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The leadership imperative

The question for CEOs and boards is not whether they have invested enough in sales, marketing, technology
or enablement. It is whether those investments operate within a commercial system designed for today’s
buying environment.

AN ORGANIZATION CAN..

Increase activity Improve reporting Replace
WITHOUT WITHOUT commercial leaders
increasing influence improving revenue confidence WITHOUT

addressing the operating
conditions behind
disappointing performance
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The responsibility of executive leadership is not simply

to improve the performance of the existing GTM system.

It is to determine whether that system remains fit for
how markets evolve and customers buy.

A companion to Signal-Led GTM™: A CEO and Board Guide to Fixing a Broken Growth System

Brian Shea - brian@lucrumpartners.co - www.LucrumPartners.co
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