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The Unified GTM Engine

A Founder's Roadmap to Venture-Scale

Position on value. Align the organization. Engineer acquisition. Design the first win. Scale the math. Five systems, one engine.


http://www.delogik.io

INTRODUCTION

The Broken Paradigm of Isolated Playbooks

Most founders do not have a growth problem. They have an

integration problem. WHERE GROWTH LEAKS
You are running a marketing playbook, a sales playbook, and a
delivery playbook. Each one is optimized in isolation. Each one is nlel Clelie] GETSRIES clenelne

measured against a different scoreboard. The growth leaks at leak

the seams between them, not inside any single function. _
Sales converts demand

A sales motion bolted onto a leaky post-sale is a machine for

buying customers you will lose. You pour acquisition spend into

the top and watch revenue drain out the back. The answer is not

a better playbook. It is one engine. leak

leak

Retention compounds
the value
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THE OPERATING MODEL

The Strategy Cycle

You cannot architect a system you have not diagnosed. The cycle runs in order, then repeats. Diagnosis is not
phase you finish. It is a discipline you keep.

Audit & Assess Architect & Align Accelerate & Adapt & Expand
Execute
Find the actual constraint, Design the system and Put motion into market, Compound through
not the assumed one. align the organization instrument it, and scale retention, expansion, and
Diagnose before you around a single number. only what proves out. referral. Then run it again.
prescribe.
D'LOGK
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PHASE ONE

Precision Positioning a

The bedrock. You cannot take to market what you have not defined. Quantify
the value first. Then claim the position only that value earns.




The Uncontested Position

It is not the best option in a crowded field. It is the only sensible option in a field you have defined. Three parts build it.

Value Context Point of View

Define what your work is worth in Name the exact buyer and situation Take a stance sharp enough that
the buyer's own economic terms, where you are the obvious choice, the wrong buyer removes

before you make any claim. not one option in a comparison. themselves from the conversation.

D‘m Phase 1- Precision Positioning



PHASE 1 PART ONE - VALUE

Part One: Define the Value in Their Economics

Positioning is a claim about value. Make the claim before you measure the value and it collapses on the first hard
question. Answer three questions, in order, before anything else.

What problem, priced
honestly?

Name the problem in the buyer's
economic terms, not your feature
terms. If you cannot price the
problem, you cannot price the
solution.

What does inaction cost?

Your real competitor is the buyer
doing nothing. Quantify the cost of
the status quo per month. That
number is your case.

Value created vs.
captured?

Map the full value you create, then
decide what share you can
defensibly capture. Underpricing is a
positioning failure, not a discount.

Phase 1- Precision Positioning



PHASE 1 PART TWO - CONTEXT

Part Two: Make the Comparison Irrelevant

The losing game is trying to win a bake-off. The winning move is to define a situation so specific that there is no
bake-off to win.

Stop answering "why are we better.” That question keeps you NARROW UNTIL YOU ARE THE ONLY FIT

inside a comparison you can lose.

Answer a different question: in what exact situation are we the only

choice that makes sense? Name the buyer, the trigger, and the
Narrow until the comparison set is one. Every buyer you add
widens it and drags you back into the bake-off.

The goal is not to be chosen over others. It is to be the only one in
the room.

Each constraint you add removes a competitor. Define
enough of them and the set is one.

D‘m Phase 1- Precision Positioning



Part Three: Take a Stance That Disqualifies
A position that offends no one persuades no one. Your point of view is a filter, not a flag.

State what you believe that your competitors will not say out WHAT A SHARP POINT OF VIEW DOES

loud.
ATTRACTS REPELS

A sharp point of view repels the wrong buyer as hard as it attracts
the right one. That is the feature, not the risk.

The right buyer The wrong buyer
Its job is to disqualify fast, so every conversation that remains is leans in, already walks, and you both
with a buyer already aligned to how you see the problem. aligned with how skip a cycle neither

you frame the of you would have
If no one ever bounces off your positioning, it is not a position. Itis problem. won.

wallpaper.
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PHASE 1 - TARGETING

Target Who Is Moving, Not Who Fits

A demographic profile is a guess about who might care. An active intent trigger is a signal that the pain is live right
now. Build the ICP around the triggers, then the firmographics, never the reverse.

Fresh funding Leadership hire or gap Missed targets
Capital is deployed and the board expects A new revenue leader needs a 90-day win, The pain is now, not theoretical. The story
acceleration. The clock is running. or an empty seat means no one owns the they tell the board just broke.

number.
Failed agency or vendor Market or geo expansion Competitive pressure
They have paid for nothing once already. New segment, new message, new motion. A new entrant forces the positioning and
They want an operator, not another The old playbook does not transfer. differentiation question into the open.
vendor.
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PHASE TWO

Organizational Alignment

—

The engine room. Pipeline does not decay in the middle of a function. It
decays at the handoffs between them. Fix the seams and the leak closes.




PHASE 2 - ALIGNMENT

Dismantle the Silos. Build a Revenue Council.

Three functions reporting to three different scoreboards will optimize three different things. That misalignment is the
leak. Put them under one number and one forum.

SILOED REVENUE COUNCIL

Marketing chases MQLs. Sales chases bookings. Delivery One forum, one number. Marketing, Sales, and Delivery
chases utilization. own the full cycle together.

Each handoff is a wall. Leads wait, context is lost, the Y Handoffs become shared commitments, not
customer feels the seams. throw-overs. The relay has no dropped batons.

When the number misses, the three functions point at The founder's job is to make the seams invisible to the
each other. customer.

D‘m( Phase 2 - Organizational Alignment



PHASE 2 - ALIGNMENT

Strict SLAs So Pipeline Never Decays

Every handoff is a decay point. The fix is not goodwill, it is a written, measured, enforced service-level agreement at
each seam.

Marketing » Sales Sales » Sales Sales » Delivery

Speed-to-lead Qualification standard Onboarding trigger

A qualified lead is contacted within One shared definition of a real A closed deal fires onboarding the
hours, not days. A lead that waits is opportunity. No padded pipeline, no same week. The first-win clock

a lead that dies. surprise stalls. starts at signature.

D‘LmI( Phase 2 - Organizational Alignment



PHASE THREE

Engineered Acquisition

Volume is no longer the lever. Trust is. The winning motion borrows trust
through ecosystems and reaches buyers already in motion.




PHASE 3 - ACQUISITION

Stop Manufacturing Interruptions. Engineer Introductions.

WHY COLD OUTBOUND IS DECAYING

« Inboxes are saturated. The buyer's default to an
unknown sender is distrust.

+ More sequences into the same cold void produce
diminishing returns and brand damage.

« Volume was the lever for a decade. The lever has
broken. Trust is the new bottleneck.

HOW TO BYPASS THE TRUST BARRIER

+ Ecosystem and network paths borrow trust you
have not yet earned. A warm path converts at a
multiple of a cold one.

+ Intent-based targeting reaches the buyers already
moving on the triggers from Phase 1.

+ Engineer the introduction through a trusted node.
Do not manufacture another interruption.

Phase 3 - Engineered Acquisition



PHASE FOUR

The Revenue Cycle &
Time-to-Value |M

The sale starts the value, it does not finish the work. Most of a relationship’s
worth is created after the signature, and it begins with the first win.




PHASE 4 - REVENUE CYCLE

The Sale Is the Starting Line

If acquisition is the only engine you build, you have built a
machine for buying customers you will lose.

Th e sa Ie Sta rts the The post-sale motion is not customer service. It is where

most of the relationship’s value is created. It deserves the
va I u e same architecture, the same SLAS, and the same
° instrumentation as the front of the funnel.

Retention, expansion, and referral are where Which is why the most important date in the engagement is

most of a relationship’s worth is created, and all not the close. It is the date of the first recognized win.
of it happens after the signature.

D'LOGK



THE DELOGIK STANDARD

Time-to-Value Is a Design Problem, Not a Measurement
Problem

In B2B services, you do not wait to see when value arrives. You design when it arrives, and you build the
engagement backward from that moment.

THE RULE: You must engineer a tangible, client-recognized win within the
first 14 to 30 days to kill buyer's remorse.

Buyer's remorse peaks immediately after signature, not at renewal. The first win is not a courtesy. It is the retention
strategy, executed early. Scope the first 30 days around a visible, client-recognized result, and protect that result
above all other early activity.

Advisory & Solutions Phase 4 - Time-to-Value



PHASE FIVE

The Growth Calculator

Intuition does not scale. Math does. Model the milestones from the inputs you
control, then track the unit economics that make growth compound.

W Advisory & Solutions




PHASE 5 - THE MATH

Model the Milestones From Inputs You Control

For a services firm the math is not seats and MRR. It is engagement value, close rate, and delivery capacity,
compounded by retention and expansion.

New revenue = qualified opportunities x close rate x average engagement value
(capped by delivery capacity)

WORKED EXAMPLE: A $300K TARGET

Qualified opps [ qtr Intent triggers + warm intros (Phase 3)
Close rate 30% 35% Positioning + first-win proof (Phase 1& 4)
Avg engagement value $28K $32K Value captured, not discounted (Phase 1)
Annualized new revenue $269K $300K+ Compounded by retention + expansion

D'LOGK



PHASE 5 - THE MATH

Track the Economics That Compound

Top-line growth flatters. Unit economics tell the
truth.

Track acquisition cost, payback period, retention, and
expansion rate. A model that compounds beats a
model that merely grows.

The compounding does not come from the top of the
funnel. It comes from the post-sale engine you built
in Phase 4.
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Phase 5 - The Growth Calculator



FIVE SYSTEMS. ONE ENGINE.

Your Revenue Engine, Accountable to the
Number.

O1 02 03 04 05

Position on value Align the org Engineer acquisition Design the first win Scale the math
Quantify it, then become the One council, one number, Borrow trust. Reach who is A recognized result in 14 to Model it. Compound it
only option. strict SLAs. moving. 30 days. post-sale.

Book a Revenue Dia nostic Find the constraint before you spend on fixing the wrong thing.

| OG{ Advisory & Solutions - delogik.io - info@delogik.io


https://meetings.hubspot.com/ricardo-vanegas/revenue-diagnostic-meeting

