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About This Publication

Five titles were considered for this guide before one was chosen:

The 2027 CEO Commercial Readiness Assessment

The CEO's 2027 Commercial Planning Guide

The Executive Revenue Readiness Workbook

The Commercial Operating System Assessment — selected
The CEO Back-to-School Guide for Revenue Leaders

"The Commercial Operating System Assessment" was selected because it names the argument, not the
activity. The other titles describe what a reader does (assess readiness, plan, review). This title
describes what a reader is actually evaluating: not a team, a quarter, or a forecast, but the system of
metrics, incentives, planning cycles, reporting structures, and decision rights that produces
commercial behavior. That framing — that systems produce behavior, and that markets eventually
expose systems that no longer fit them — is the through-line of everything that follows.

This is not a white paper, a brochure, or a technology guide. It is a workbook: an assessment, a
discussion guide, and a planning agenda, built to be worked through by an executive team together —
in a single sitting, over a leadership offsite, or across a quarter of board preparation.
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A note on scope: this publication carries the complete Lucrum Commercial Architecture™ — the Five
Executive Beliefs, the Signal Hierarchy ™, the Commercial Operating System™, Revenue
Governance™, Commercial Governance™, the full 100-question Commercial Readiness
Assessment™., the Commercial Readiness Maturity Curve™, and the complete executive exhibit
library — everything an executive team needs to run this diagnostic and bring it to the board now.
Function-specific diagnostics for individual roles (CEO, Board, CRO, CMO, CFO, COO, RevOps, Sales,
Marketing, Customer Success, and HR) are delivered as part of a Lucrum Partners engagement and
are intentionally not included here.
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Framework Navigation Guide

This guide introduces ten named frameworks. Individually, each is simple. Together, on a first read,
they can feel like a lot of new vocabulary at once. This page is the map: what each framework does,
in one line, and exactly where to find it. Refer back here any time a term reappears and you want the
short version before the full one.

‘ What It Does

Tier ‘ Framework ‘ Where
FOUNDATION Commercial Architecture™ | The master map — how every framework below Section 3
connects, start to finish.
OBSERVATION MODEL Signal Hierarchy™ Ranks every signal by timing, context, and influence Section 5
— from market shifts to MQLs.
Signal Quality™ The four-part test for whether one specific signal is Section 5
worth acting on.
Signal Maturity Curve™ Shows how far upstream of a sale most organizations | Section5
actually engage.
OPERATING MODEL Commercial Operating The metrics, incentives, and structures that turn Section 6
System™ signals into governed revenue.
Revenue Governance™ The discipline of governing revenue before it's visible | Section 6
— lives inside the Operating System.
Commercial Governance™ | Board- and CEO-level oversight of the Operating Section 6
System itself.
DIAGNOSTIC & MATURITY | Commercial Readiness The 100-question diagnostic that scores where you Section 7
Assessment™ stand today.
Commercial Readiness The seven-stage model showing how organizations Section 9

Maturity Curve™

mature over time.

BOARD APPLICATION

Board Commercial
Readiness Dashboard™

The board-ready version — eight questions to ask
management, live.

Exhibit 7, Section
11

Read top to bottom and the map also tells the story: an organization observes signals, governs and
operates on them deliberately, diagnoses and matures its own capability over time, and reports the
result to its board. That sequence is the Lucrum Commercial Architecture™ — covered in full, as a

single visual, in Section 3.
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SECTION 1

A Letter to CEOs

Every August, without being told to, parents run the same ritual. New shoes. New notebooks. A
conversation about what changed since June — a new teacher, a new building, a new set of
expectations the child hasn't met yet. Nobody schedules this. It happens because everyone involved
understands a simple fact: the environment changed, and showing up with last year's supplies is a
disadvantage nobody has to accept.

Executive teams do not run this ritual for their commercial organizations.

Most annual planning cycles begin with the same five documents: the pipeline report, the forecast, last
year's revenue against target, the budget, and the headcount plan. These are necessary documents.
None of them ask the one question that actually determines whether next year's plan will work:

Is our commercial operating system still aligned to how our buyers actually buy?

This guide exists because that question is almost never asked at the level where it matters — not
because executive teams are complacent, but because the standard planning cycle was not built to ask
it. Pipeline reviews audit what is visible. Forecasts extrapolate from what already exists. Budget cycles
allocate against last year's structure. None of these processes was designed to examine whether the
structure itself still fits the market the company is now selling into.

The evidence in this guide — drawn from Forrester, Gartner, Bain, 6sense, and SBI Growth, among
others — points to the same conclusion from different directions: the buying environment has moved
further and faster than most commercial operating systems have moved with it. Buying groups have
grown. Consensus now forms before a seller is ever in the room. And the tools most leadership teams
use to govern revenue — pipeline coverage, win rate, forecast accuracy — were built to manage a
buying environment that increasingly no longer exists.

None of this is a call to distrust your team. The data throughout this guide is unambiguous on that
point: commercial leadership — sales, marketing, and customer success alike — is working harder,
with more tools, against more sophisticated buyers, than at any point in the last decade. The gap this
guide identifies is not a talent gap. It is a design gap — between the operating system leadership built
for yesterday's buyer and the one today's buyer now requires.

This guide will not ask you to buy anything. It will ask you to spend several hours — alone, then with
your executive team, then with your board — working through roughly one hundred questions
organized around how revenue is actually governed inside your company. Some of the answers will be
reassuring. Some will not be. Both outcomes are the point.
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Executive teams that do this work before January 1 enter planning season with a shared, evidence-
based view of where their commercial system is strong, where it is exposed, and what to fix first.
Executive teams that skip it will still find out — from the market, later, at a cost measured in deals they
never knew they were losing.

We would rather you find out here.

Lucrum Partners

Executive Research
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Executive Summary

Three findings anchor this guide.

1. Buying decisions are substantially settled before most commerecial systems can
see them.

Research from Bain and 6sense on B2B "Day One List" dynamics indicates that most deals leadership
teams believe were lost in competition were never genuinely contestable — the vendor simply was not
on the buyer's initial shortlist. In a large 2025 buyer survey, 6sense found the large majority of buying
groups had already identified a preferred vendor before making first contact with any vendor at all,
and that the pre-contact favorite goes on to win the deal in most cases. Forrester's 2026 buying
research puts the average B2B purchase decision at more than twenty combined internal stakeholders
and external influencers — a buying group too large and too internally distributed for a system built to
detect a single buyer's intent to reliably see.

2. The commercial operating system, not commercial talent, is the more useful place
to look.

Gartner research finds a large majority of sales leaders lack confidence in their ability to adapt
execution as market conditions shift, and a comparable share report difficulty adapting plans in real
time — even as organizations continue to invest heavily in leadership development, coaching, and
talent strategy. That combination — rising investment in people, flat or declining confidence in
execution — is the signature of a design problem, not a capability problem. Every organization operates
through a system of metrics, incentives, planning cycles, reporting structures, and decision rights. That
system shapes behavior more reliably than any individual leader's judgment does, which means a
leadership team that wants different behavior has to be willing to examine the system producing the
current one.

3. The fix is governance, not more activity.

Research from SBI Growth, conducted in partnership with Polaris I/0 and tracking more than 58,000
business evolution signals across 46 enterprise accounts over twelve months, found that opportunities
engaged within thirty days of a triggering business event converted at roughly three-and-a-half times
the rate of opportunities surfaced through traditional account management, closed over four months
faster, and were, on average, more than seven times larger. The differentiator was not effort. Every
account in the study had a dedicated team already working it. The differentiator was how early the
operating system allowed the team to see and act on what was forming — a governance question, not a
staffing question.

The remainder of this guide is built to help an executive team answer, with evidence rather than
instinct, where their own commercial operating system stands against these three findings — and what
to do about it before the next planning cycle locks in another year of the current design.



LUCRUM PARTNERS | THE COMMERCIAL OPERATING SYSTEM ASSESSMENT

SECTION 2

The Five Executive Beliefs Behind This
Assessment
Every framework, exhibit, and question in this guide is downstream of five beliefs. If your executive

team doesn't yet hold all five, that disagreement is worth a leadership conversation before going
further — because the assessment that follows will not make sense without them.
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BELIEF 1
Markets evolve faster than commercial operating systems.

Buying groups have grown, Al has entered vendor discovery, and consensus increasingly forms before
a seller is ever in the room. Most commercial operating systems — the metrics, incentives, and
reporting structures leadership actually runs the business on — were designed for a market that moved
slower than this one now does.

BELIEF 2
Systems produce behavior.

The metrics an organization measures, the incentives it pays, and the meetings it holds are not neutral.
They shape how people prioritize, escalate, and decide — more reliably than any individual leader's
judgment does. A leadership team that wants different behavior has to be willing to examine the
system producing the current one, not just the people inside it.

BELIEF 3
Revenue is governed before it appears.

By the time an opportunity is visible in a CRM, the buyer has often already formed a preferred vendor,
set requirements, and started procurement. The outcome was substantially decided in a window most
commercial operating systems aren't built to see, let alone govern.

BELIEF 4
Not all signals are equal.

An executive strategy shift is not the same signal as a website visit, though both technically qualify as
“signals.” The Signal Hierarchy™ in this guide ranks signals by timing, context, and executive
influence — because treating every signal as equally valuable is functionally the same as treating none
of them as valuable.

BELIEF 5
Competitive advantage is created before demand becomes visible.

The companies that win tomorrow's revenue are not the ones with the best response to an RFP. They
are the ones already in the room while the buyer is still asking what to prioritize — before the RFP,
before the shortlist, before the criteria were written by someone else.

Everything that follows in this guide — the Signal Hierarchy™, the Commercial
Operating System™, the Commercial Readiness Assessment™, the maturity
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model, and the 9o-day agenda — exists to operationalize these five beliefs inside
your organization.

Lucrum Partners

10
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SECTION 3

The Lucrum Commercial Architecture™

The entire methodology, on one page.

Every framework in this guide — the Signal Hierarchy™, the Revenue Governance Model™, the
Commercial Operating System™, the Commercial Readiness Assessment™, the maturity curve, and
the 9o-day agenda — is a close-up of one layer of this architecture. Read this section first. Refer back to
it as you move through the rest of the guide; every subsequent section will tell you which layer it
addresses.

MARKET EVOLUTION
N
MARKET SIGNALS
N
BUSINESS EVOLUTION SIGNALS
N
SIGNAL HIERARCHY™
N
REVENUE GOVERNANCE™
N
COMMERCIAL OPERATING SYSTEM™
N
COMMERCIAL CAPABILITIES
N
COMMERCIAL PLANNING
N
COMMERCIAL EXECUTION
N
REVENUE OUTCOMES

N
CONTINUOUS ADAPTATION

The bottom layer feeds the top: continuous adaptation is what keeps the architecture aligned as market
evolution keeps moving — which is why this is drawn as a cycle an organization returns to every
planning period, not a waterfall it completes once.

11
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Why Each Framework Exists

Every framework in this guide has a specific job. None of them is optional, and none of them
substitutes for another.

Framework Job It Does Where It

Lives

FOUNDATION Commercial Architecture™ Shows the whole system on one page and Section 3
how every other framework fits inside it.

OBSERVATION Signal Hierarchy™ Ranks the raw inputs — signals — by timing, Section 5
MODEL context, and executive influence.
OPERATING MODEL | Commercial Operating System™ Defines the metrics, incentives, structures, Section 6

and decision rights that turn signals into
governed revenue.

EXECUTIVE Revenue Governance™ The specific discipline, inside the operating Section 6
DISCIPLINE system, of governing revenue before demand

is visible.
DIAGNOSTIC Commercial Readiness Assessment™ | Scores where your organization stands today Section 7

across all eight operating-system dimensions.

MATURITY MODEL Commercial Readiness Maturity Shows the stages an organization moves Section 9
Curve™ through as it matures from reactive to
revenue-governed.

ACTION 90-Day Executive Planning Agenda Converts the diagnosis into a sequenced set Section 10
of governance decisions before the next
planning cycle.

12
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SECTION 4

Executive Reality: How Buying Changed

Competitive advantage is now created before demand becomes visible.

For most of the last thirty years, a commercial operating system built to "wait, detect, and respond”
was a rational design. Buyers researched quietly, then signaled intent — an inbound inquiry, an RFP, a
trade-show conversation — and a well-run commercial organization competed from there. Pipeline was
a reasonably faithful record of the opportunity in the market.

That design assumption no longer holds, for three converging reasons.

The buying group has grown past what a single-threaded system can track.

Forrester's State of Business Buying research puts the average B2B purchase decision at roughly two
dozen combined internal stakeholders and external influencers, and finds that number roughly
doubles again for purchases involving Al capability. A go-to-market system built to detect one buyer's
intent is structurally unable to see two dozen people quietly forming consensus before that intent ever
registers in a CRM.

Vendor preference now forms before first contact.

6sense's 2025 Buyer Experience research, surveying nearly 4,000 B2B buyers, found the large majority
of buying groups had already ranked a preferred vendor before making first contact with any vendor —
and that pre-contact favorite wins the deal in a strong majority of cases. Gartner's 2025 research puts
the share of buyers who begin a purchase with no preferred vendor at only a few percent. Separately,
Forrester's 2025 research identifies Al-assisted research as a primary driver of how vendors get
discovered and shortlisted in the first place — meaning the shortlist itself is increasingly built
somewhere the seller cannot see it being built.

Influence does not erode gradually. It collapses in windows.

Research from SBI Growth and Polaris I/O, drawn from a twelve-month study tracking more than
58,000 business evolution signals across 46 enterprise accounts, found that a vendor's buyer-assigned
role shifts on a predictable clock after a triggering business event — a leadership change, a
restructuring, a strategic transformation. In the first thirty days, the buyer is still asking what to
prioritize, and the vendor present for that conversation helps shape the budget, the criteria, and the
shortlist itself. Between thirty and ninety days, requirements exist and the vendor is one of two or
three under active comparison. Past ninety days, requirements are locked, the RFP is out, and the only
remaining question is price.

13
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71% vs 20% 7.4x 128 days

conversion: engaged in the 0-30 day larger average deal size when engaged faster average time to close
window vs. traditional discovery early
Source: SBI Growth & Polaris I/O, "Pipeline in Plain Sight: Predictable Account Expansion in
Unpredictable Times."

The coverage gap compounds the timing gap.

Timing is not the only variable this research isolates. Across the same 46-account study, signal-driven
expansion reached an average of eight buying centers per account, versus three for traditional account
management. Account teams operate at the account level largely because that is the practical limit of
what a person can track by relationship alone — which means, in most organizations, the pipeline a
team cannot see is larger than the pipeline it can. Two adjacent bodies of research point at the same
gap from different angles. SBI Growth's related work on what it calls Headway Selling finds that teams
who use early access to help a buyer think through the implications of a business change — rather than
opening with a product pitch — convert that access into a materially higher win rate. And Polaris I/O's
research on account planning distinguishes between a traditional, product-centric "whitespace" view of
an account (what has been sold versus what remains unsold) and a needs-centric, outside-in view
organized around the buyer's problems and buying centers, which it terms "Bluespace." Different
vendors, different vocabulary, same underlying finding: the exposure most commercial operating
systems carry is a coverage gap as much as a timing gap.

None of this shows up on the dashboards most leadership teams already trust. Win rate, pipeline
coverage, and forecast accuracy can all look acceptable while a company is structurally excluded from
its largest, most defensible opportunities — because a deal a team never had a real chance at does not
register as a loss. It simply never registers. That is what makes this an executive-governance problem
rather than a sales-execution problem: the metrics used to run the business cannot see the gap, by
design.

A pipeline built entirely from late-stage, already-visible opportunities cannot
account for the deals that never became visible at all.

Lucrum Partners, "Why Most Pipeline Starts Too Late"

The same pattern shows up beyond revenue.

This is not only a sales and marketing phenomenon. Lucrum Partners' parallel work with executive
and talent functions points to the identical structural pattern, drawn from the same underlying
research base: organizations investing more than ever in leadership development, coaching, and talent
strategy, while measures of executive alignment and adaptability continue to lag. Gartner research
finds a large majority of sales leaders report low confidence in their ability to adapt execution to
changing conditions — not because they lack capability, but because the metrics, incentives, planning
cycles, reporting structures, and decision rights they operate inside were built for a market that moved
slower than the one they are now in. Systems produce behavior. When markets evolve faster than the

14
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systems leaders operate within, the behavior those systems produce stops fitting the moment — no
matter how good the people inside the system are.

EXECUTIVE REFLECTION

1. Of the deals your team closed or lost last quarter, how many did your team find because they
saw a need forming — and how many arrived as an inbound request or an RFP already in
motion?

2. If most arrived already in motion, what does that imply about the moment your commercial
system is actually built to engage?

BOARD DISCUSSION

1. When the board reviews pipeline and forecast, is it reviewing a leading indicator of demand,
or a lagging record of decisions already substantially made?

2. What would the board need to see to distinguish a talent problem from a systems problem in
the commercial organization?
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SECTION 5

What Is A Signal?

OBSERVATION MODEL — this section addresses the Signal Hierarchy™ layer of the Lucrum
Commercial Architecture™ (Section 3).

Not all signals create equal competitive advantage.

A signal is any observable event that provides evidence of current or future commercial change. Signals
differ across four dimensions — timing, context, decision proximity, and actionability. The earlier a
signal appears, and the richer its business context, the greater a leadership team's ability to shape the
buying decision that follows rather than simply react to it. This section defines the terms this guide
uses throughout and gives an executive team a shared vocabulary for a conversation most commercial
organizations have never formally had.

The Lucrum Partners Signal Hierarchy™

Signal Category What It Reveals Typical Competitive @ Executive
Timing Value Influence
Market Signals Markets changing 12-24 Very High Strategic
months
Business Evolution Signals Company priorities 6-18 Very High Executive
changing months
Pre-Intent Signals Buying motion 3-9 High High
forming months
Intent Signals Active research 1-6 Moderate Moderate
underway months
Engagement Signals Vendor interaction Weeks | Low Limited
begins
Pipeline Signals Opportunity becomes | Days Very Low Reactive
visible
Revenue Signals Deal closes Past None Historical
Every one of these is a signal. The
difference isn't whether they're signals.
The difference is whether they help you
shape the outcome or simply report it.
Lucrum Partners

16
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The Four Dimensions of Signal Quality™

1. Timing — When does the signal appear relative to the buying motion? Earlier signals create more
opportunities. Later signals create more competition.

2. Context — Does the signal explain why something is happening? A company researching cloud
migration tells you little. A new CIO hired specifically to modernize infrastructure tells you why.
Context transforms information into executive insight.

3. Decision Proximity — How close is the signal to executive decision making? An executive strategy
shift matters more than a website visit. A restructuring matters more than a white paper download.
Signals closest to business decisions create the greatest commercial advantage.

4. Actionability — Can the organization immediately determine who should engage, why now, what
business problem exists, and which executives matter? Without actionability, signals become noise.

The Signal Maturity Curve™

Most commercial signals sit on a single continuum, from a market shift to closed revenue. Plotted in
order, the curve makes an uncomfortable pattern visible: most commercial organizations don't begin
engaging until eight or nine earlier signals have already occurred.

MARKET SHIFT
N
Business Evolution
N
Executive Priority Shift
N
Buying Organization Forms
N
Buying Motion Begins
N
Intent Research
N
Content Consumption
N
Demo Request
N
MQL — most organizations begin engaging here
N
saL
N
Opportunity
N2

17
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Pipeline
N

Forecast

v

Revenue

The MQL Reality

Yes — MQLs are signals. They are simply late-stage behavioral signals. An MQL indicates that someone
has already recognized a problem, already decided the topic deserves research, already begun
evaluating possible solutions, and already invested time. Frequently, multiple stakeholders have
already aligned around the need. An MQL does not indicate the buying journey is beginning. It
indicates the buying journey is already underway.

The Commercial Value of Different Signals

Context Influence Competitive Value

CEO Change Very Early High High Very High
PE Acquisition Very Early High High Very High
Strategic Initiative Very Early High High Very High
Organizational Restructuring Early High High High
New Business Unit Early Medium High High
Hiring Pattern Early Medium Medium Medium
Intent Data Mid Medium Medium Moderate
Website Activity Mid Low Low Low
Webinar Attendance Late Low Low Low
White Paper Download Late Low Low Low
Demo Request Very Late Low Very Low Very Low
Marketing Qualified Lead (MQL) | Very Late Very Low Very Low Minimal
Opportunity Created Reactive None None Historical

Why Timing Changes Everything

Imagine two companies. Company A detects a CEO replacement, a new Board strategy, new funding, a
restructuring, executive hiring, and geographic expansion. It begins executive conversations before
buying requirements exist. Company B detects a demo request, website activity, an intent score, an
MQL, then pipeline and forecast.

18
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Both companies are using “signals.” Only one is shaping the buying journey.

Lucrum Partners

The Official Lucrum Partners Definition of Signal-Led GTM™

Signal-Led GTM™ is the commercial operating model that enables organizations
to detect, interpret, prioritize, govern, and act upon business change before
demand becomes visible.

Lucrum Partners

That definition is deliberate about what Signal-Led GTM™ is not. It is not a technology category, an
intent-data product, an Al capability, a marketing program, or a sales methodology — vendors in each
of those categories can be useful components, but none of them is the model itself. Technology enables
Signal-Led GTM™ the way a forecasting tool enables financial planning: necessary, sometimes, but
never sufficient, and never the discipline itself. An organization can own every signal and AI vendor on
the market and still not be running Signal-Led GTM™, if detection never connects to governed,
prioritized executive action. Signal-Led GTM™ is the operating model; everything else on the market
is, at most, a component of it.

The Executive Principle

A signal has no inherent value. Its value is determined by four variables: how early
it appears, how much business context it provides, how much influence remains in
the buying journey, and how effectively your organization acts on it. That is why
an MQL is still a signal — but rarely a strategic advantage.

Lucrum Partners

EXECUTIVE REFLECTION ‘

1. Of the seven categories in the Signal Hierarchy, which ones does your organization currently
monitor — and which ones does it only see after a competitor already has?

2. Where does your team typically first learn an opportunity exists: in the top three rows of the
hierarchy, or the bottom three?

19
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SECTION 6

The Commercial Operating System™

OPERATING MODEL — this section addresses the Commercial Operating System™ layer of the
Lucrum Commercial Architecture™ (Section 3).

Every commercial organization runs on a system whether or not anyone has designed it deliberately: a
set of metrics that define success, incentives that reward specific behaviors, planning cycles that set the
rhythm of decisions, reporting structures that determine who sees what and when, and decision rights
that determine who is actually authorized to act on what they see. Lucrum Partners calls this,
collectively, the Commercial Operating System™ — and the central argument of this guide is that it is a
more productive place for a leadership team to look than the org chart, the talent bench, or the tech
stack.

This guide assesses the Commercial Operating System™ across eight dimensions, introduced briefly
here and expanded into the full diagnostic in Section 7:

e Revenue governance — who is accountable for revenue timing, not just revenue results, and
when in the buying journey that accountability begins.

e Planning — whether the annual planning cycle examines the operating system itself, or only
allocates budget and headcount against last year's structure.

e TForecasting — whether the forecast is built from opportunities the system can see, or designed
to also account for what it structurally cannot see yet.

e Decision making — how quickly and at what level the organization can act on an early signal,
versus how many approvals stand between signal and action.

e Signal visibility — the organization's ability to detect a business-evolution event inside a target
account before it becomes a stated requirement (see the Signal Hierarchy in Section 5).

e Buying visibility — the organization's ability to see the buying group itself: who is in it, what
they influence, and when they formed.

e Revenue creation — whether growth is manufactured by shaping buyer direction early, or
captured by competing well once direction is already set.

e Commercial adaptability — how quickly the operating system itself can be changed when the
market it was built for moves.

Revenue Governance™: A Definition

Revenue Governance™ is the executive discipline that governs revenue before
demand becomes visible.

Lucrum Partners

20
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Revenue Governance™ is not a rebrand of a function you already run. It is a specific, narrower
discipline than the three things leadership teams most often mistake it for:

e Revenue Governance™ # Sales Management. Sales management runs the team working known
opportunities. Revenue Governance™ governs what happens before an opportunity is known.

e Revenue Governance™ # Forecast Management. Forecast management predicts outcomes
from visible pipeline. Revenue Governance™ governs the window before pipeline exists to
forecast at all.

e Revenue Governance™ # Pipeline Management. Pipeline management optimizes conversion of
what's already in the CRM. Revenue Governance™ governs the buyer's earliest strategic
decision and the formation of the buying group — the stages that determine what eventually
reaches the CRM, and on what terms.

Positioned this way, Revenue Governance™ is not a standalone methodology competing with the
Commercial Operating System™ — it is the specific executive discipline that lives inside it, responsible
for the earliest phase of the buying journey the rest of the operating system depends on.

The Revenue Governance Model — one of Lucrum Partners' foundational exhibits — makes the case
visually: in a traditional go-to-market system, leadership governs only the back half of the buying
journey, after requirements, procurement, and pipeline are already visible. In a signal-led operating
system, governance extends into the front half — the executive strategic decision, the formation of the
buying group, and the beginning of the buying motion — which is precisely the window Section 4's
research shows determines the outcome. The companies that govern the early stages do not simply sell
better. They compete on value and preference instead of price and access, because they were in the
room while the criteria were still being written rather than arriving to respond to criteria someone else
already set.

Research cited by Polaris 1/0 and attributed to McKinsey & Company finds that
top-performing B2B companies now prioritize signal detection and automation
over traditional CRM data management — associated with substantially higher
revenue per employee. Separate research from Corporate Visions, spanning some
120,000 win-loss reports, identifies “need-to-solution fit” as the single most
correlated factor in win-loss outcomes.

As cited in Polaris 1/0, "Working Backwards from Customers" (2025)

Introducing Commercial Governance™

Boards govern finance. Boards govern risk. Boards govern cybersecurity. Boards govern talent,
through compensation and succession committees built for exactly that purpose. Very few boards
govern the commercial system — the operating model that actually produces the revenue every other
governance committee is ultimately reporting on.

This guide introduces Commercial Governance™ as that missing executive responsibility: board- and
CEO-level oversight of the Commercial Operating System™ itself — its metrics, incentives, planning

21
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cycles, reporting structures, and decision rights — with the same rigor and standing cadence already
applied to financial controls, cyber risk, and executive talent. Revenue Governance™ is the discipline
that governs early-stage buying activity. Commercial Governance™ is the broader oversight layer
above it: the board- and CEO-level practice of periodically examining whether the entire operating
system, not just its outputs, still fits the market.

A board that reviews quarterly revenue without ever reviewing the system that produced it is doing
financial oversight, not commercial oversight. The Board Commercial Readiness Dashboard™ in
Section 11 and the board discussion questions throughout this guide are built to make Commercial
Governance™ practical enough to add to a standing board agenda — not a new department, a new
committee charter with defined questions asked on a defined cadence.

Section 7 turns this framework into a working diagnostic your executive team can score directly.

22
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SECTION 7

The Commercial Readiness Assessment™

DIAGNOSTIC — this section addresses the Commercial Readiness Assessment™ layer of the Lucrum
Commercial Architecture™ (Section 3).

How to use this assessment

This assessment is built to be worked through individually first, then compared as a leadership team.
Score each question from 0 to 4, using the scale below. Individual scores will differ — that
disagreement is itself diagnostic. A leadership team that scores its own commercial operating system
consistently is describing a shared, accurate picture. A leadership team that scores it inconsistently is
describing an organization where different executives are, in effect, running different mental models of
the same company.

Score ‘ Definition

0 Not present. No process, owner, or evidence exists.

1 Ad hoc. Happens inconsistently, dependent on individuals.

2 Defined but not governed. A process exists but isn't reviewed or enforced.

3 Operating. Consistently executed and reviewed at the leadership level.

4 Governed. Executed, reviewed, and actively used to shape decisions before outcomes are visible.

The assessment is organized into the eight categories introduced in Section 6 — one hundred questions
in total. These are not operational checklist items. Each is written to be answered by a CEO, a board
member, or an executive team together, and several are designed to produce disagreement, not
consensus — that disagreement is the most useful data this assessment collects. Score every question
honestly before comparing notes.
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Category 1 — Revenue Governance

Score (0-4)

# Diagnostic Question

1 Can you name the specific executive accountable for revenue timing — not
revenue results — in your top account?

2 If a deal is lost before your team ever knew it existed, does anyone in the
organization know that happened?

3 Does any executive review revenue decisions before pipeline exists, or does
governance begin only after an opportunity is already visible?

4 Is there a defined owner for the transition between “no opportunity” and
“opportunity forming” — or does that moment belong to no one?

5 When a competitor wins a deal your team never saw coming, whose job is it to
explain why?
6 Does your leadership team review governance of the early buying journey with

the same rigor it reviews late-stage pipeline — or does early-stage governance not
exist as a category at all?

7 If your best account team member left tomorrow, would your revenue governance
survive, or does it live in one person's relationships?

8 Who is accountable when the forecast is accurate but the company still loses its
most strategic accounts?

9 Does the board ask about revenue governance, or only about revenue results?

10 Is “we didn't see it coming” ever an acceptable answer in your organization — and
if not, who is responsible for making sure it doesn't happen again?

11 When a deal is lost, does your team know whether it was ever genuinely
winnable, or does everyone simply assume it was?

12 Is revenue governance treated as a sales function, a RevOps function, or a CEO-
level responsibility?

13 If a private equity buyer diligenced your revenue engine tomorrow, would they
find a governed system or a collection of good individual habits?
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Category 2 — Strategic Planning

# Diagnostic Question Score (0-4)

1 Did last year's annual plan examine the commercial operating system itself, or
only fund last year's system for another year?

2 Would your team recognize, from this year's plan alone, what specifically changed
about the buying environment since last year's plan?

3 Does your planning process ever conclude that the operating model — not the
target — is the problem?

4 Is planning built around a fixed calendar, or does it flex when a market signal
changes materially mid-year?

5 When was the last time your executive team changed how it plans, rather than
just what it plans for?

6 Does the annual plan get built by extrapolating last year's pipeline, or by first
asking whether last year's pipeline was ever a complete picture?

7 If your top three competitors changed their go-to-market model tomorrow, would
your planning cycle notice before the next fiscal year?

8 Does the executive team planning process distinguish between a talent problem
and a systems problem before proposing a fix — or does every planning cycle
default to a people fix?

9 Is your budget allocated against where revenue is visible, or against where
revenue is forming?

10 Who owns the question “is our operating model still right for this market” — and
when was it last formally asked?

11 Does the board see a plan that defends the current model, or one that stress-tests
it?
12 If this year's plan fails the same way last year's did, will anyone be surprised?
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Category 3 — Forecasting

# Diagnostic Question Score (0-4)

1 Is your forecast built only from opportunities already visible in the CRM —
meaning it is structurally incapable of seeing what it's missing?

2 Can your RevOps or finance function explain, in specific terms, why forecast
confidence has changed quarter over quarter — or is the explanation always “the
market”?

3 Does your forecasting process account for the deals that never became visible
under the current operating model, or does it treat their absence as if they never
existed?

4 Is forecast accuracy reviewed as a measure of sales execution, of market
conditions, or of the operating system's visibility into the market — and does your
team actually agree on which one it is?

5 Does capital allocation follow the forecast the system can see, or does it also
account for what the system is structurally likely to be missing?

6 When the forecast is wrong, does the postmortem examine the pipeline, or the
system that built the pipeline?

7 If your forecast has been directionally reliable for two straight years, has anyone
asked whether that's because the market is stable — or because the forecast
quietly stopped trying to see anything new?

8 Would your CFO describe your revenue forecast as a prediction of the future, or a
report on the present?

9 Does anyone on your executive team fully believe the forecast, or has an
unspoken adjustment for sandbagging become how everyone actually reads it?

10 Is forecast confidence declining for reasons your own data can diagnose — or only
for reasons everyone else's data explains?

11 If a board member asked what percentage of next quarter's revenue currently has
no corresponding pipeline record, could anyone answer?

12 Does your forecast model assume the buying environment of two years ago, or
the one your buyers are actually in today?
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Category 4 — Decision Making

# Diagnostic Question Score (0-4)

1 How many approvals stand between an early signal and a commercial action —
and has anyone ever actually counted?

2 Is the executive team able to authorize a non-standard commercial response
inside thirty days of a major signal, or does that decision wait for the next
quarterly business review?

3 Are decision rights for early-stage engagement clearly assigned, or does everyone
assume someone else owns it — and has that assumption ever been tested?

4 Does your organization have a defined process for escalating a signal that doesn't
fit existing categories, or does it get dropped because no one owns the exception?

5 When market conditions shift, how long does it typically take leadership to
change commercial priorities in response — and is that answer measured in days,
weeks, or quarters?

6 If your best account team spotted a critical signal today, would they know exactly
who to call — or would they hesitate because they weren't sure it was their place
to act?

7 Does your organization reward fast, well-reasoned action on incomplete

information, or does it quietly punish anyone who acted before certainty arrived?

8 How many people need to say yes before your organization can pursue an
opportunity that wasn't already in the plan?

9 Is speed of decision-making a metric anyone on your executive team actually
tracks?

10 If a competitor could act on a signal three times faster than your organization,
would you know it — or would you only find out after they'd already won the
account?

11 Does your governance model optimize for avoiding a wrong decision, or for
avoiding a slow one — and can your team tell the difference?

12 When was the last time your executive team made a meaningful commercial
decision outside the standard planning cadence?
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Category 5 — Signal Visibility

# Diagnostic Question Score (0-4)
1 Can your team detect a leadership change, restructuring, or strategic
transformation inside a target account before it becomes a stated requirement —
or only after a competitor already has?

2 Does your organization have a defined thesis for which categories of signal
actually predict revenue in your specific market, or is signal monitoring just noise
your team has learned to ignore?

3 Is signal monitoring filtered and routed to the right owner, or does it flood the
team with alerts nobody has time to act on?

4 Do account teams have a documented process for what to do in the first thirty
days after a signal is detected, or does the response depend entirely on who
happens to notice first?

5 Is signal detection treated as a marketing function, a sales function, or a shared
executive priority — and does everyone on the leadership team give the same
answer?

6 If a strategic account's CEO were replaced tomorrow, how would your
organization find out — and how many days would pass before anyone acted on
it?

7 Does your team monitor signals at the account level, the buying-center level, or
not systematically at all?

8 When your team wins a deal, can they explain when they actually detected the
opportunity — or only when it showed up as a stated requirement?

9 Is your signal investment thesis based on your own closed-deal history, or
borrowed from generic industry best practice?

10 How many of this year's expansion deals arrived as an inbound request versus a
signal your team acted on before the buyer asked?

11 If eighty percent of your closed revenue traces back to three predictable trigger
events, does your organization know what those three events are?

12 Does your team distinguish between a signal and a request — or does “the buyer
reached out” count as the whole detection strategy?

13 If your competitors are already building this capability, how would you know —
from a market report, or from a lost deal?
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Category 6 — Buying Visibility

# Diagnostic Question Score (0-4)

1 Can your team name the buying group — not just the buyer — in your top ten
strategic accounts?

2 Does your organization know, on average, how many stakeholders are typically
involved in a purchase decision in your market — or is that number simply
unknown?

3 Is your view of the buying committee built before requirements are set, or

reconstructed after the RFP arrives?

4 Does marketing's definition of a qualified lead account for buying-group
members who never take an identifiable individual action?

5 Can your team distinguish a genuinely undecided buyer from one that has already
privately ranked a preferred vendor?

6 In your largest accounts, does your team know three people or thirty — and has
anyone ever measured the gap between those numbers?

7 If a buying committee formed inside your top account six months ago, would
your team know when it happened, or only when the RFP landed?

8 Does account coverage in your strategic accounts extend across every relevant
buying center, or concentrate on the two or three relationships your team has
always had?

9 When a deal is lost, does your team know who inside the buying committee
actually made the decision — or only who they were talking to?

10 Is your account team's knowledge of a buying group current, or is it a snapshot
from the last renewal cycle?

11 If the buyer you know best left the company tomorrow, would your visibility into
that account collapse with them?

12 Does your organization treat “buying group” as a concept it actively maps, or as a
phrase it uses in slide decks without a process behind it?

29



LUCRUM PARTNERS | THE COMMERCIAL OPERATING SYSTEM ASSESSMENT

Category 7 — Revenue Creation

# Diagnostic Question Score (0-4)

1 In your largest deals this year, did your team help shape the buyer's criteria, or
respond to criteria someone else wrote?

2 What share of this year's new pipeline was created versus captured from demand
that already existed — and is that number trending the direction your plan
assumes?

3 Does your go-to-market motion compete primarily on price and access, or on

value and preference formed early?

4 Is there a defined process for engaging a buyer before they have a fixed
requirement, or does your team wait for the requirement to exist before engaging
at all?

5 Would your best account team be able to explain, deal by deal, when they entered
the buying journey relative to when it began?

6 If your win rate on RFP-stage deals is strong, has anyone asked how many of
those RFPs were already written around a competitor's capabilities before your
team ever saw them?

7 Does your organization measure how many deals it wins as the incumbent
thinking partner versus how many it wins as the lowest-risk vendor in a crowded
field?

8 When your team loses a deal it entered late, does anyone ask why it entered late

— or is the loss simply logged and forgotten?

9 Is your largest competitive advantage something buyers can find on a comparison
chart, or something they only discover by working with your team early?

10 If your entire pipeline arrived through inbound requests and RFPs, would your
organization recognize that as a warning sign — or as evidence of strong demand?

11 Does your sales motion get more expensive to run as competition increases, or
more defensible because you were in the room first?

12 What percentage of your strategic accounts would call your organization a trusted
advisor before they call you a vendor?

13 If your best competitor built a system to engage six months earlier than you do,
how much of your current pipeline would still exist?
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Category 8 — Commercial Adaptability

# Diagnostic Question ‘ Score (0-4)

1 How long would it take your organization to materially change its commercial
operating model in response to a market shift — months, or years?

2 Has your operating system changed in the last two years, or has only the
technology stack changed around an unchanged system?

3 Does your executive team have a standing mechanism for questioning its own
metrics, incentives, and reporting structures — or do those structures get treated
as fixed?

4 When a new market signal contradicts the current plan, does the organization
revise the plan, or wait for the plan cycle to end and hope the contradiction
resolves itself?

5 Is adaptability itself measured anywhere on an executive dashboard, or does your
organization only measure the outputs the current system was built to produce?

6 If your best people are working harder than ever and results still aren't
improving, has your team seriously considered that the system — not the people
— is the constraint?

7 How many of your last five attempts to fix commercial performance were talent
moves, and how many were structural changes to the operating system itself?

8 Does your organization's incentive structure reward the behavior your strategy
requires, or the behavior your legacy metrics happen to measure?

9 If your market changed faster than your operating system could adapt, would
your executive team notice in real time — or only in next year's results?

10 Is your organization's commercial capability improving because the system is
getting better, or because individuals are compensating for a system that isn't?

11 When was the last time your leadership team killed a metric, a process, or a
reporting structure because it no longer served the strategy?

12 Does your board ask how adaptable your commercial system is, or only how the
last quarter performed?

13 If you are still using the same operating model in three years, will that be because
it still works — or because no one was willing to be the executive who challenged
it?

Scoring and interpretation

Sum scores within each category and across all eight for a total readiness score (maximum 400).
Category maximums vary slightly with question count: Revenue Governance, Signal Visibility, Revenue
Creation, and Commercial Adaptability each carry 13 questions (52 points); Strategic Planning,
Forecasting, Decision Making, and Buying Visibility each carry 12 (48 points). Categories scoring
below 40% of maximum indicate a structural blind spot rather than an execution gap — the distinction
that determines whether the right fix is a hiring decision or a governance decision. The full maturity

interpretation is in Section 9.
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EXECUTIVE TEAM WORKSHOP QUESTIONS

1. Which category produced the widest spread of individual scores on your leadership team, and
what does that spread reveal about shared visibility versus assumed alignment?

2. Which single category, if improved by one full point on average, would most change your win
rate on strategic accounts?

3. What would have to be true for your team to trust this assessment's lowest-scoring category
enough to act on it before January 1?
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SECTION 8

The Executive Back-to-School Checklist

One page. Printable. Built to be shared past your own inbox.

Before your next planning cycle begins, work through these ten questions as a leadership team. Each
maps to a category in Section 7.

[0 Can we name who is accountable for revenue timing, not just revenue results?

O Did this year's plan examine our operating system, or only fund last year's?

O Does our forecast account for demand we structurally can't yet see?

[0 How many approvals stand between a signal and a decision?

[0 Can we detect a buying signal before it becomes a stated requirement?

O Can we name the buying group in our top ten accounts?

[0 Are we shaping buyer criteria, or responding to someone else's?

[0 How long would it take us to change our commercial model if the market shifted tomorrow?
[0 Is executive alignment a leadership issue, or a systems issue we haven't examined?

[0 Have we asked, as a team, whether our commercial operating system was built for the buyer we
have — or the one we used to have?

Parents prepare children for school every August. Executive teams rarely prepare
their commercial organizations with the same discipline. This checklist is the start
of that discipline.

Lucrum Partners
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The Commercial Readiness Maturity Curve™

MATURITY MODEL — this section addresses the Commercial Readiness Maturity Curve™ layer of
the Lucrum Commercial Architecture™ (Section 3).

Total assessment scores map to seven maturity stages. Each stage describes not a level of effort, but a
level of system design — how early, and how deliberately, revenue is governed relative to when the

buying journey actually begins.

Stage

Reactive

‘ Description

Engages only after a buyer initiates contact.
No visibility before the RFP.

Recommended First Move

Establish ownership for revenue governance
before building any new capability.

Pipeline Driven

Manages what's visible in the CRM well, but
the CRM only reflects late-stage demand.

Introduce a defined signal investment thesis
— which triggers predict revenue here.

Forecast Driven

Forecasting is disciplined, but built entirely
from opportunities the system can already
see.

Separate 'forecast accuracy' from "'market
visibility' as distinct executive metrics.

Signal Aware Signals are detected but not filtered, routed, | Build the signal interpretation and routing
or acted on consistently. layer before adding more detection tools.
Signal Enabled Account teams can act on signals, but action | Add signal governance to the standing

isn't yet reviewed at the leadership level.

leadership cadence, not as an extra meeting.

Signal Governed

Leadership reviews forward-looking signal
activity as rigorously as backward-looking
pipeline.

Extend governance from top accounts to the
full addressable account base.

Revenue
Governed

Revenue is actively shaped before demand
becomes visible; the operating system
adapts as fast as the market does.

Institutionalize adaptability itself as a
measured executive capability.

Most organizations Lucrum Partners has assessed cluster between Pipeline Driven and Signal Aware —

disciplined about what they can already see, under-built for what's forming. Movement up the curve is

not primarily a technology purchase. It is a sequence of governance decisions: naming an owner,

adding a review, changing what gets measured. The 90-day agenda in Section 10 sequences that work.
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SECTION 10

The 90-Day Executive Planning Agenda

ACTION — this section addresses the 9o-Day Executive Planning Agenda layer of the Lucrum
Commercial Architecture™ (Section 3).

What an executive team should complete before January 1, sequenced in three thirty-day phases.

Days 1—30 — Diagnose

e Complete the Commercial Readiness Assessment™ (Section 77) individually, then as a
leadership team; compare scores and discuss the spread, not just the average.

e Identify the two categories with the lowest scores and confirm, for each, whether the gap is
structural (no owner, no process) or a matter of degree.

e Select three strategic accounts and reconstruct, deal by deal, when your team actually entered
the buying journey relative to when it began.

Days 31—60 — Decide

e Assign explicit ownership for revenue governance in the pre-pipeline stage of the buying
journey — a named executive, not a department.

e Define your organization's signal investment thesis: which categories of business-evolution
event most reliably predict revenue in your specific market, based on your own account history.

e Redesign one standing leadership meeting to include a forward-looking review of what's
forming, alongside the existing backward-looking pipeline review.

Days 61—90 — Commit

e Build the 30-day engagement playbook: what your team does, and who acts, in the first thirty
days after a signal is detected.

e Set one adaptability metric onto the executive dashboard — a measure of how quickly the
organization can act on a new signal, not just how much pipeline exists.

e Bring the completed assessment, the readiness score, and the governance changes to the board
before the annual plan is finalized.

BOARD DISCUSSION

1. What would the board need to see, ninety days from now, to be confident the commercial
operating system — not just the commercial team — is ready for the buyer we now have?
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SECTION 11

The Executive Exhibit Library

Every exhibit below is a close-up of one layer of the Lucrum Commercial Architecture™ introduced in
Section 3 — nothing here exists as a standalone graphic. The ten exhibits translate the argument in this
guide into boardroom-ready tools. Several are built as working templates in this edition — score them,
plot them, fill them in with your own leadership team. Where the finished graphic exceeds what a
Word document can render (a true radial capability wheel, a layered architecture rendering), this
edition provides the complete content specification — purpose, executive message, data, and layout
direction — for a design team to produce as a polished exhibit. Each is numbered for consistent
reference across future keynotes, board sessions, and client engagements.
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The CEO Commercial Readiness Index™
Is your commercial operating system prepared for the 2027 buying environment?

Purpose: give a CEO, in a single page, the same kind of structured self-assessment that Gartner's Magic
Quadrant gives a category or McKinsey's Organizational Health Index gives a culture — a defensible,
repeatable score across the dimensions that determine commercial readiness, not just commercial

performance.

How to use it: score each of the ten dimensions below from 1 (absent) to 5 (governed), based on your
organization today — not your aspiration for it. Plot the ten scores on the radar template. The dashed
ring marks the midpoint (3) for reference. Sum all ten scores for an overall Readiness Score out of 50.

Revenue
Governance
Performance Signal
Measurement Intelligence
Operating Buying
Model Visibility
Decision Executive
Velocity Alignment
Commercial Commercial
Planning Adaptability
Customer
Expansion

‘ Why It Matters

Dimension \ What “High” Looks Like What “Low” Looks Like
Revenue Determines whether revenue timing is Named owner for pre-pipeline Governance begins only
Governance actively managed or only reported governance; board reviews once pipeline already
after the fact. leading indicators. exists.
Signal Intelligence Determines how early the organization | Systematically monitors Relies on inbound
can see change forming. business-evolution and pre- requests and MQLs to
intent signals. learn demand exists.
Buying Visibility Determines whether the org sees the Maps buying centers before Knows one or two
whole buying committee or one requirements form. named contacts per
contact. strategic account.
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Dimension Why It Matters What “High” Looks Like What “Low” Looks Like
Executive Determines whether leadership shares | Consistent scores and shared Each executive privately
Alignment one picture of commercial reality. vocabulary across the leadership runs a different mental
team. model.
Commercial Determines how fast the system Metrics, incentives, and process Same operating model
Adaptability changes when the market does. get revised inside a quarter. for years regardless of
market shift.
Customer Determines whether account growth is | Expansion pipeline is built from Expansion depends
Expansion engineered or discovered. signals detected inside the almost entirely on the
account. renewal conversation.
Commercial Determines whether annual planning Planning cycle interrogates the Planning extrapolates
Planning examines the system or just funds it. operating model itself. last year's numbers onto
next year's targets.
Decision Velocity Determines how fast a signal becomes Executive authorization for non- Action waits for the next
an action. standard action inside days. standing meeting,
whenever that is.
Operating Model Determines whether metrics and Leadership can explain why each Legacy metrics persist
incentives were designed on purpose. metric exists and revises it because no one owns
deliberately. changing them.
Performance Determines whether success is Dashboard includes market Measures only what the
Measurement measured by outcomes that matter or visibility and adaptability, not CRM already reports.
outputs that are easy. just pipeline and quota.

Interpretation Guide

‘ Stage ‘ What It Means

Score (of 50)

10—-16 Reactive Commercial performance depends on individual effort inside a system built to
see only what is already visible.

17—23 Developing Early governance exists in pockets; not yet consistent across the leadership
team.

24-30 Adaptive The organization can change its plan; it cannot yet change its operating
system quickly.

31—37 Signal Aware Signals are detected and discussed, but action still depends on individual
initiative.

38—44 Signal Enabled Signal-to-action is a defined, repeatable capability inside the standing
operating cadence.

45—50 Revenue Governed Revenue is actively shaped before demand becomes visible, and the operating
system itself is treated as a governed asset.
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EXHIBIT 2

The Commercial Operating System Stack™

Revenue is not created by Sales. It is produced by the system that governs how the organization
detects, prioritizes, and responds to market change.

Purpose: give executives a single architectural view of everything that sits between a changing market
and a closed deal — so that a revenue shortfall can be diagnosed layer by layer, instead of defaulting to
“the team needs to try harder.”

MARKET DYNAMICS
N
SIGNALS
N
EXECUTIVE INTELLIGENCE
N
REVENUE GOVERNANCE
N
COMMERCIAL OPERATING MODEL
N
ORGANIZATION DESIGN
N
PROCESSES
N
PLAYS
N
EXECUTION

N
REVENUE OUTCOMES

Purpose Leadership = Failure Business
Owner Symptom Impact
Market Dynamics Track how CEO/ Strategy Wrong
the Board built on a market, right
addressable market that execution
market is no longer
shifting exists
Signals Detect cMO/ Detection Opportunities
business RevOps depends on never enter
evolution individual pipeline
before it's relationships
stated
demand
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Purpose Leadership = Failure Business
Owner Symptom Impact
Executive Intelligence Translate CEO/CRO | Signals Insight
signals into reach the without
strategic wrong action
significance person, or
no one
Revenue Governance Assign CEO/CRO | Noowner Governance
accountability for the pre- begins too
for revenue pipeline late to matter
timing, not stage
just results
Commercial Operating Model Define how CRO/COO | Model Execution
the org inherited, outruns
engages the never strategy
market, by redesigned
design
Organization Design Structure Coo/ Coverage Buying-group
teams around | CHRO model blind spots
buying reflects our
centers, not structure,
org charts not theirs
Processes Make RevOps Process Inconsistent
governance exists on execution
repeatable, paper, notin | across teams
not heroic practice
Plays Translate Sales / CS Reps Wasted early
signal leadership improvise access
categories every
into specific account
engagement individually
plans
Execution Act inside the | Frontline Signals sit Evolution
window that managers unactioned Partner
determines for weeks status lost to
buyer role a faster
competitor
Revenue Outcomes The lagging CFO/ Outcomes Same result,
proof of Board reviewed next year, for
whether the without the same
system examining undiagnosed
worked the system reason

Systems Produce Behavior.

Lucrum Partners
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The Revenue Governance Maturity Curve™

How organizations evolve from managing pipeline to governing revenue before demand
becomes visible.

This is a narrower, more specific companion to the Commercial Readiness Maturity Curve™ in Section
9. That curve scores overall organizational readiness across all eight operating-system dimensions.
This one isolates a single dimension — how the discipline of revenue governance itself matures, stage

by stage, independent of where the rest of the organization stands.

1. Pipeline Managed

N

2. Forecast Managed

v

3. Opportunity Managed

v

4. Signal Aware

v

5. Signal Enabled

N

6. Revenue Governed

Executive Mindset

Leadership Behavior

Primary Metric

Decision Cadence

Business Outcome

1. Pipeline
Managed

“If it's not in the
CRM, it doesn't
exist.”

Reviews pipeline
weekly; manages by
exception

Pipeline coverage
ratio

Weekly pipeline
review

Predictable
reporting,
unpredictable
growth

2, Forecast

“Accuracy is the

Tightens forecast

Forecast accuracy

Monthly forecast

Better guidance,

opportunity.”

plays

Managed goal.” methodology and % call same blind spots
stage definitions

3. “Win the deals we Coaches deal strategy | Win rate Deal review cadence | Marginal win-rate

Opportunity | have.” on open gains, no new

Managed opportunities pipeline

4. Signal “We should Monitors business- Signals detected Ad hoc signal Awareness without

Aware probably be evolution signals discussion action; signals go
watching for this.” informally stale

5. Signal “Signals are how Routes signals to Signal-to-pipeline Forward-looking Faster engagement,

Enabled we find owners with defined activation rate signal review measurable pipeline

lift

6. Revenue
Governed

“We govern
revenue before it's
visible.”

Leadership actively
shapes buyer criteria
pre-RFP

Share of revenue
engaged inside 30
days

Revenue
governance is the
standing cadence

Revenue as a
designed outcome,
not a discovered one
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EXHIBIT 4

The Executive Blind Spot Matrix™

The greatest drivers of future revenue are often the least visible.

Purpose: show a CEQ, in one image, that the organization's attention is not automatically allocated to
what matters most — it's allocated to what's easiest to measure. Plot your own top metrics onto this
matrix; if most of your executive dashboard sits in the bottom-right quadrant, your organization is
optimizing visibility, not impact.

Low Visibility High Visibility
High Impact Strategic Advantage Zone Transitional Zone
« Executive Strategy « Pipeline
« Business Evolution « Forecast
» Market Signals « Intent Data

« Executive Hiring

« Customer Expansion Signals
 CEO Priorities

 Buying Motion

 Buying Committees

Low Impact Noise Zone Reactive Zone
 Low-signal internal chatter « CRM Activity
« Unvalidated assumptions « Email Opens
» Website Visits
» Quota
The
greatest
drivers of

future

revenue are
often the
least
visible.

Lucrum Partners
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The 2027 Strategic Planning Heat Map™

Where should this leadership team focus its planning conversation first?

Score each row High (H), Medium (M), or Low (L) as a leadership team, in the four columns, before
your next planning cycle. Rows where Business Impact and Urgency are both High, and Current
Readiness is Low, are where the planning conversation should start — regardless of how the current

agenda is ordered.

Category

Business
Impact

Urgency

Current
Readiness

Strategic
Risk

Recommended Focus

Revenue Governance

Assign a named owner for pre-pipeline
accountability before the next planning cycle.

Buying Intelligence

Build a buying-committee map for your top
ten accounts before Q1.

Executive Alignment

Run this assessment as a leadership team,
not just individually, before the annual plan
is finalized.

Customer Expansion

Adopt a signal investment thesis for your top
twenty accounts.

Commercial Planning

Add a standing agenda item that questions
the operating model, not just the target.

Operating Model . . . . Audit which metrics and incentives were
designed on purpose versus inherited.

Forecasting . o o . Separate “forecast accuracy” from “market
visibility” as distinct executive metrics.

Marketing o o o o Redefine lead qualification to account for
buying-group members who never fill out a
form.

Sales Build the 30-day engagement playbook for

your top three signal categories.

Customer Success

Equip CS to be the earliest signal source, not
just the renewal owner.

RevOps . . . . Own the signal-to-pipeline activation rate as
a standing KPI.
Talent Evaluate whether current incentive design

rewards the behavior the strategy requires.
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EXHIBIT 6

The Commercial Adaptability Index™

Markets evolve continuously. Commercial operating systems must evolve continuously.

Purpose: assess not what your commercial system produces today, but how quickly it can change when
the market requires it to. Score each dimension 1—5 using the anchors below, then plot on the radar
template.

Dimension

Level 1 (Reactive)

‘ Level 3 (Developing)

Detection
Continuous i
Improvement Interpretation
Measurement Prioritization
i Decision
Execution Speed
Cross-
Governance Functional
Alignment
Learning

Level 5 (Governed)

ignored

signals matter

Detection Learns of change from the Monitors some signal Systematically detects business
buyer categories informally evolution before it's stated
Interpretation Signals treated as raw alerts Some context attached Signals routed with full business
manually context automatically
Prioritization All signals treated equally, or Informal sense of which Investment thesis defines which

signals actually predict revenue

Decision Speed

Waits for the next standing
meeting

Can act within the quarter

Can authorize action within days

Cross-Functional

Sales, CS, and marketing

Occasional coordination on

Coordinated engagement across

stage

consistently reviewed

Alignment operate independently top accounts every buying center

Learning No feedback loop from wins Win/loss reviewed for Win/loss data used to refine the
and losses to system design coaching only signal thesis itself

Governance No owner for the pre-pipeline | Governance exists but isn't Revenue governed as rigorously

as revenue is reported
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Level 3 (Developing)

Level 5 (Governed)

Execution Plays improvised per account Some standard plays exist Defined plays for every priority
signal category
Measurement Measures pipeline and quota Tracks some leading Measures market visibility and

only

indicators informally

adaptability as core KPIs

Continuous Improvement

Same operating model for
years

Periodic reviews,
infrequent changes

Operating system revised as a
standing discipline

Markets evolve
continuously.
Commercial
operating
systems must
evolve
continuously.

Lucrum Partners
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EXHIBIT 7

The Board Commercial Readiness Dashboard™
Is management governing future revenue, or reviewing historical performance?

Color legend: Green — governed and reviewed on a standing cadence. Yellow — exists, but not
consistently reviewed. Red — no defined answer exists yet. Boards should ask each question live,
without slides prepared in advance.

‘ Key Board Question

Category Status Risk Level

Market Visibility How would we know if our addressable market o0oo 000
shifted before it showed up in our numbers?

Revenue Who is accountable for revenue timing, not just ooo 000

Governance revenue results?

Customer How much of our expansion pipeline was created ooo ooo

Expansion versus captured?

Buying Motion Can management name the buying group in our top 0oo 000
ten accounts?

Executive Would every executive on this call score our ooo o000

Alignment commercial readiness the same way?

Forecast What percentage of next quarter's revenue has no ooo 000

Confidence corresponding pipeline record today?

Commercial Risk | What is our largest revenue risk that would never 000 ooo
appear in a pipeline review?

Commercial How long would it take us to change our commercial 000 ooo

Adaptability model if the market shifted tomorrow?
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The Commercial Capability Wheel™

The ten organizational capabilities Signal-Led GTM ™ requires.

Suggested layout for design production: ten capabilities arranged as spokes around a central hub
labeled “Signal-Led GTM™,” each spoke sized or shaded by an organization's self-assessed maturity —
the same visual grammar as a capability wheel from a McKinsey or BCG operating-model diagnostic.
The table below is the complete content specification a designer would build that wheel from.

Capability

Definition

Why It Matters

Leadership
Owner

signal thesis itself.

playbooks.

Signal Detection Identifying business-evolution and pre- | Earliest visibility creates the largest RevOps /
intent signals before they're stated. competitive window. Marketing

Signal Interpretation Translating a raw signal into business Context is what turns information into RevOps
context. executive insight.

Signal Prioritization Focusing monitoring on the categories Prevents monitoring everything and CRO / RevOps
that actually predict revenue. acting on nothing.

Revenue Governance Assigning accountability for revenue Closes the gap between forecast CEO /CRO
timing, not just results. confidence and forecast accuracy.

Executive Planning Building the annual plan around the Prevents funding last year's model for CEO/CFO
operating system, not just the target. another year.

Buying Committee Mapping the full buying group, not just | Coverage gaps are often larger than Sales / CS

Intelligence the known contact. timing gaps.

Customer Expansion Engineering account growth from Expansion revenue is the least CS / Sales
signals detected inside the account. defended, most valuable growth lever.

Commercial Execution | Converting early access into Evolution Access without the right conversation Sales
Partner status. still loses to a faster follower.

Measurement Tracking market visibility and Legacy metrics can look healthy while RevOps / CFO
adaptability, not just pipeline and the company is structurally exposed.
quota.

Continuous Learning Feeding win/loss data back into the Markets change faster than static RevOps / CRO
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The Revenue Risk Matrix™

The highest revenue risks rarely appear in pipeline reviews.

Lower Likelihood

Higher Likelihood

« Expansion Blindness
« Talent Misalignment

« Forecast Error
« Pipeline Gaps

« Organizational Silos

High Impact| Monitor Closely Act Now
« Executive Blindness « Late Buying Visibility
» Market Shift Blindness » Buying Committee Blindness
» Commercial Inertia » MQL Dependency
» Late-Stage Competition
« Reactive Planning
Low Impact| Watch Manage as Routine

‘ Business Impact

Leading Indicator

Executive Mitigation

Late Buying Visibility

Enter deals after criteria are
locked; compete on price only.

Most pipeline arrives as RFPs
or inbound requests.

Build a 30-day signal-to-
engagement playbook.

Executive Blindness

Miss the strategic decision that
creates the opportunity.

No process tracks executive
changes in target accounts.

Assign signal ownership for
the executive-change
category specifically.

Buying Committee
Blindness

Lose to a vendor who reached
stakeholders you never knew
existed.

Account team can name
fewer than half the buying

group.

Require a buying-center map
before deal registration.

Market Shift Blindness

Strategy targets a market that
has already moved.

Planning cycle doesn't
reference what changed
since last year.

Add a market-shift review to
the annual planning agenda.

Expansion Blindness

Existing accounts churn or
plateau without warning.

Expansion pipeline depends
entirely on the renewal
conversation.

Monitor signals inside the
account, not just at renewal.

Forecast Error

Capital misallocated against a
forecast that can't see its own

gaps.

Forecast confidence
declining without a
diagnosable cause.

Separate market-visibility
metrics from forecast-
accuracy metrics.

Pipeline Gaps

Growth targets missed despite
full effort from the team.

Pipeline coverage looks
healthy; still short of plan.

Audit how much of “healthy”
pipeline was ever genuinely
winnable.

Talent Misalignment

Hiring and coaching solve the
wrong problem.

Multiple leadership changes
without commercial
performance improving.

Diagnose system versus talent
before the next hiring
decision.

48




Business Impact

LUCRUM PARTNERS | THE COMMERCIAL OPERATING SYSTEM ASSESSMENT

Leading Indicator

Executive Mitigation

Commercial Inertia

Competitors with faster
operating systems win
structurally.

Operating model unchanged
for two-plus years.

Put adaptability itself on the
executive dashboard.

Organizational Silos

Buying-group coverage fractures
across disconnected teams.

Sales, CS, and marketing
maintain separate account
views.

Build one composite account
view shared across functions.

MQL Dependency

Engagement begins after the
buying journey is already
underway.

Sales engagement triggers
almost entirely on MQLs.

Add pre-intent and business-
evolution triggers upstream
of MQL.

Late-Stage Competition

Compete as a commodity bidder
on criteria a competitor wrote.

Most deals enter through a
formal RFP.

Prioritize accounts already
showing pre-RFP signal
activity.

Reactive Planning

The plan defends the current
model instead of testing it.

Planning cycle unchanged in
structure for several years.

Add a standing “what would
break this plan” review.

The highest
revenue risks
rarely appear in
pipeline reviews.

Lucrum Partners
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EXHIBIT 10

The Commercial Readiness Canvas™
The master blueprint. Every other exhibit in this guide is a close-up of one panel on this canvas.

Purpose: give a CEO a single page from which the entire Lucrum Partners philosophy can be
understood — how market change becomes revenue growth, and where an organization's operating
system currently breaks that chain.

MARKET DYNAMICS
N
BUSINESS EVOLUTION SIGNALS
N
SIGNAL HIERARCHY™
N
BUYING MOTION
N
REVENUE GOVERNANCE MODEL™
N
COMMERCIAL OPERATING SYSTEM

N

ORGANIZATION DESIGN
N

COMMERCIAL CAPABILITIES

N

LEADERSHIP DECISIONS
N

EXECUTION

N

CUSTOMER OUTCOMES

N
REVENUE GROWTH

Executive Purpose Key Leadership Question Related Framework

Market Dynamics The macro environment What changed in our buyer's Executive Reality (Sec. 4)
the buyer operates in. world since last quarter?

Business Evolution Signals The trigger events that Would we detect this before Signal Hierarchy™ (Sec. 5)
create new need. our buyer researches it?

Signal Hierarchy™ Sorting signals by timing, | Are we chasing MQLs while Signal Hierarchy™ (Sec. 5)
context, and influence. missing executive-level signals?
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Key Leadership Question

Related Framework

Buying Motion

How the buying group
actually moves from
question to decision.

Do we know the buying group,
or just the buyer?

Revenue Governance Model™

Revenue Governance
Model™

Where governance
belongs across the
buying journey.

Are we governing the first half
of the journey, or only reacting
to the second?

Revenue Governance Model™

Commercial Operating
System™

The metrics, incentives,
and structures that
produce behavior.

Was this system designed on
purpose, or inherited?

Commercial Operating
System™ (Sec. 6)

Organization Design

Team structure aligned
to buying centers, not
org charts.

Does our coverage model
match how our buyer is
organized?

Commercial Operating System
Stack™

Commercial Capabilities

The specific skills the
operating system
requires.

Do we have the capability, or
just the intention?

Commercial Capability Wheel™

Leadership Decisions

How fast a signal
becomes authorized
action.

How many approvals stand
between a signal and a
decision?

Decision Making (Sec. 7
category)

Execution

The frontline
conversation that earns

Evolution Partner status.

Does our first conversation
advance the buyer's thinking,
or pitch our product?

“Why Most Pipeline Starts Too
Late”

Customer Outcomes

What the buyer actually
experiences as a result.

Would our buyer call us a
trusted advisor or a vendor?

Revenue Creation (Sec. 7
category)

Revenue Growth

The lagging proof the
system worked.

Are we examining the system
behind the number, or just the
number?

“Systems Produce Behavior”

Every framework
in this guide is a
close-up of one
panel on this
canvas. This is the
picture they all
belong to.

Lucrum Partners

51




LUCRUM PARTNERS | THE COMMERCIAL OPERATING SYSTEM ASSESSMENT

SECTION 12

The Executive Conclusion

Markets no longer reward companies with the best sales teams. Markets reward companies with the
best commercial operating systems.

That is the single conclusion this entire guide has been building toward, from the Letter to CEOs
through the last exhibit in Section 11. Every finding, framework, and diagnostic question in between
exists to make that sentence actionable rather than aspirational — to turn it into something an
executive team can score, govern, and act on before the next planning cycle, rather than something that
sounds true in a keynote and changes nothing on Monday morning.

The systems that win are not more talented. They are structurally different, in four specific ways this
guide has documented with evidence, not opinion:

e They detect change earlier — through a governed Signal Hierarchy™, not a dependence on
inbound requests and MQLs.

e They govern decisions earlier — through Revenue Governance™, extending executive
accountability into the window before pipeline exists.

e They shape buying journeys earlier — competing on value and preference formed before an
RFP, instead of price and access after one.

e They adapt faster — treating the Commercial Operating System™ itself as something to be
redesigned as the market moves, not defended as it ages.

Together, those four capabilities produce a fifth outcome no leadership team can purchase directly:
more predictable growth. Not predictable because the market became more forgiving — predictable
because the operating system stopped being surprised by things it could have seen months earlier.

Commercial Operating Systems are not a project. They are a permanent executive
discipline — for 2027, and for as long as markets keep moving faster than the
systems built to read them.

Lucrum Partners

Every other governance discipline on your board's agenda — financial controls, cyber risk, executive
talent — exists because leadership eventually concluded that discipline was too consequential to leave
ungoverned. This guide has made the same case for the commercial system: the discipline that
determines, more than any other, whether next year's plan is a forecast or a hope.

The Five Executive Beliefs in Section 2 opened this guide. They close it too, because nothing above
changes what they ask of your leadership team: examine the system, not just the people inside it;
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govern revenue before it's visible, not after; and treat Commercial Governance™ as a standing board
responsibility, the same way finance, risk, and talent already are.

That is the only conclusion this guide has ever been arguing for.

BOARD DISCUSSION

1. If this guide is right, and markets now reward commercial operating systems rather than sales
teams, what would our board need to change about how it governs the commercial function —
starting with the next board meeting?
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Appendix: Sources and What's Next

Primary research cited

e SBI Growth, in partnership with Polaris I/O, "Pipeline in Plain Sight: Predictable Account
Expansion in Unpredictable Times," including the SBI Q4 2025 CEO Survey (N=118) and a 12-
month study of 58,825 business evolution signals across 46 enterprise accounts. This research
was conducted by SBI Growth and Polaris I/O; Lucrum Partners was not a participant in the
study and cites its published findings.

e SBI Growth, research and commentary on "Headway Selling" and buyer-assigned vendor roles
(Evolution Partner / Preferred Contender / Commodity Bidder).

e Polaris I/0, "Working Backwards from Customers: Accelerating Key Account Growth with
Bluespace" (Dave Irwin, August 2025), including research cited therein from McKinsey &
Company and Corporate Visions.

e Bain & Company, research on B2B "Day One List" dynamics and likelihood-to-buy (2026).
e Osense, "2025 Buyer Experience Report."

e TForrester, "The State of Business Buying, 2026," and 2025 research on Al-assisted vendor
discovery.

e Gartner, research on sales leader confidence and execution adaptability, cited in Lucrum
Partners' executive materials (2025).

e Lucrum Partners, "Why Most Pipeline Starts Too Late" and "Systems Produce Behavior."
e Brian Shea, TEDx talk on Signal-Led Go-To-Market: https://youtu.be/VssiOmZZiwk

Figures cited from third-party research are illustrative of documented industry patterns as reported by
the original source; individual results will vary. Where a statistic originates with a source Lucrum
Partners has not independently verified — including figures Polaris I/O attributes to McKinsey &
Company or Corporate Visions — this guide identifies the full citation chain rather than presenting the
number as Lucrum Partners' own finding.

What's next in this workbook series

This edition establishes the complete Lucrum Commercial Architecture™ — the Five Executive Beliefs,
the Signal Hierarchy™, the Commercial Operating System™, Revenue Governance™, Commercial
Governance™, the full 100-question Commercial Readiness Assessment™, the Commercial Readiness
Maturity Curve™, the planning agenda, and the complete executive exhibit library. The companion
volume, in development, will complete:

e A printable scoring worksheet and leadership-team comparison template for the 100-question
assessment.

e Production-quality graphic design of the ten exhibits in Section 11, built to a single consistent
visual system (typography, palette, iconography, and exhibit numbering) suitable for keynote
and board presentation.
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e A facilitator's guide for running this assessment as a half-day executive workshop or board
session.

e Printable worksheets formatted for distribution ahead of a leadership offsite.

The eleven function-specific assessments — individual diagnostics for the CEO, Board, CRO, CMO,
CFO, COO, RevOps, Sales, Marketing, Customer Success, and HR — are intentionally not included in
this publication. They go a level deeper than a self-administered guide is built for, and are delivered as
part of a facilitated Lucrum Partners engagement, alongside the Signal Blindness Index™ diagnostic
introduced in "Why Most Pipeline Starts Too Late." To bring either to your executive team, contact
brian@lucrumpartners.co.

© Lucrum Partners. Signal-Led GTM ™ and the Revenue Governance Model™ are trademarks of
Lucrum Partners. This guide builds on Lucrum Partners' published research, including "Why Most
Pipeline Starts Too Late" and "Systems Produce Behavior."
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