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The Human Capacity Problem
Humans are exceptional at outbound. A good rep researches an account, finds the right angle, picks 
up the phone, and has a real conversation that builds trust and opens a deal. No automation can 
replicate that level of quality on the activities that matter most.

The problem is that human capacity doesn't scale. Every team has a finite number of reps, each with a 
finite number of hours, working a finite number of accounts. Most GTM leaders feel this constraint 
every quarter but rarely put a number on it.

You can, and you should. This is the Human Capacity Equation.

Take a team of eight outbound reps, each working 500 accounts per month. That covers 4,000 
accounts. If your total addressable market is 10,000 accounts, 6,000 of them never get touched. 

Human Coverage = Reps × Accounts per Rep

Accounts in TAM - Human Coverage = The Human Capacity Gap

The majority of your market is sitting idle while your team works flat out on the accounts they 
can reach.

The instinct is to push reps harder. Give them more accounts, more sequences, more daily activity 
targets. But volume and quality move in opposite directions. A rep working 500 accounts will convert 
at a higher rate than the same rep spreading that effort across 1,000. At a certain point, if your volume 
expectations are too high, conversion pays the price. The outcome doesn't move even though activity 
goes up.

This is the human capacity gap.
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Your best reps are doing great work on a small slice of your market, and the rest of your TAM gets 
nothing. You're either leaving revenue untouched or diluting the quality of every touchpoint to cover 
more ground.

Closing this gap by hiring more reps is expensive and slow. And it still doesn't scale to full market 
coverage. The answer is a system that pairs human effort with automation so that every account in 
your TAM gets the right type of engagement, whether a rep touches it directly or not.

Finding the Sweet Spot Between 
Personalization and Scale
Every outbound team faces the same tension. On one end, you have reps doing highly researched, 
one-to-one outreach that converts well but only reaches a fraction of your market. On the other, you 
have automation that touches thousands of accounts per week but lacks the nuance a good rep 
brings to the table.

Leaning too far in either direction hurts overall productivity.

Human effort The sweet spot Automation

Coverage Coverage Coverage

Small slice of TAM gets 
worked

Full TAM engaged 
at the right level

Full TAM gets touched

Personalization Personalization Personalization

High-touch, deeply 
researched outreach

Human touch where it 
matters, automation 
everywhere else

Generic, at scale 
personalization 

Impact Impact Impact

Strong conversion but 
capped pipeline

Higher pipeline volume 
without sacrificing quality

High volume but lower 
conversion and brand risk
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Reps focus on live calls, relationship-based follow-ups, and nuanced conversations. Automation 
covers prospecting, data enrichment, and always-on sequences to unassigned accounts.

Getting this right is what turns outbound from a set of disconnected campaigns into a system that 
covers your full market without burning out your team.

The Outbound Quarterback
Balancing human effort and automation doesn't happen on its own. Someone needs to own the 
system, and that person is the outbound quarterback (OBQB).

The OBQB is the operator who designs how outbound runs end-to-end. They define your ICP, build 
the plays, set the routing logic that determines which accounts go to reps and which go to automation, 
and continuously refine performance based on what's working. 

The Outbound Quarterback sits at the intersection of sales, marketing, 
and RevOps.

The OBQB thinks in systems and works backwards from pipeline goals, collaborates daily with reps 
on messaging and signal quality, and treats outbound as an always-on engine rather than a series of 
isolated campaigns.

Outbound Quarterback

Owns
End-to-end outbound system, including plays, routing, and 
automation logic

Where it lives
Growth / Marketing (most common), RevOps / Go-to-
Market Engineer, or Sales 

Key traits
Systems thinker, comfortable with data and tooling, deep 
understanding of the GTM motion, operator mindset

Core focus
Pipeline creation, not activity volume

Marketing Outbound 
Quarterback

SDR Leader

SDR / AEs

Rev Ops

The Outbound Sweet Spot 03



unifygtm.com

The OBQB works hand-in-hand with reps to understand what's landing in conversations, what pain 
points are resonating, and where automated outreach needs to be more targeted. That feedback loop 
is what keeps the program sharp.

Defining the Human vs. Automation Split
Once you have an OBQB in place, the next step is deciding which parts of the outbound workflow 
should be handled by humans and which should be automated. The principle is straightforward: if 
automation can replicate an activity at the same level of quality as a human, automate it. If the activity 
converts better with a human behind it, keep it human-led.

Automate Keep human-led

Prospecting for contacts at target accounts Phone calls and live conversations

Data enrichment and qualification Closed-lost circle-back outreach

Always-on sequences to unassigned accounts Personalized first-touch emails to T1 accounts

Signal monitoring and alert routing Objection handling and nuanced replies

Follow-up bump emails after a human first touch Relationship-based outreach to named accounts

A good test for the gray areas is to consider how the recipient would experience the touch. A closed-
lost circle-back triggered from a stranger reads as a system-generated message. The same signal 
routed to the rep who originally worked the deal, who then picks up the phone with context and 
rapport from the earlier relationship, converts at a much higher rate.

The split will look different for every team.

The important thing is to make deliberate decisions about what goes where rather than automating by 
default or keeping everything manual out of habit.
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Account Tiering and Rules of Engagement
With the human vs. automation split defined, the next step is applying it to your actual accounts. The 
most practical way to do this is tiering your TAM based on account value and routing each tier to the 
right engagement model.

Account tiering pyramid

Fewer accounts

More human effort

T1
Human-led

Highest value, highest fit.

Reps own outright.

T2
Human-assisted

Strong fit, not fully rep-owned.

Blending automated + human plays.

More accounts

More automation

T3
Fully automated

Long tail of your TAM.

Signal-triggered automation.

How you tier accounts depends on your business. Common criteria include projected revenue, 
company size, tech stack fit, sales team segment, and how closely the account matches your closed-
won profile.
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Tier 1
Human-led

Tier 2
Human-assisted

Tier 3
Fully automated

Your highest-value, highest-fit accounts 
where reps own outreach outright and 
every signal routes directly to the owning 
rep as a real-time alert.

Strong-fit accounts where plays blend 
automated and human touchpoints, with 
reps pulled in when a high-intent signal 
fires.

The long tail of your TAM, covered by 
signal-triggered automated sequences 
with no rep involvement unless the 
account engages back or escalates to a 
higher tier.

Rules of engagement

Every tier needs a clear owner and a defined purpose so your team knows exactly who acts on each 
type of signal at each level. Here's how that breaks down:

Category

Owner AE + BDR Outbound QB + BDR Outbound Quarterback

Accounts 
covered

Tier 1  
Named accounts

Tier 2 
Top unowned accounts

Tier 3 
Broader ICP coverage

Purpose
Strategic account penetration through 
human-led outreach

Blended plays that combine 
automation with human touchpoints 
for high-intent moments

Expand TAM coverage beyond human 
bandwidth

Key rules
Automation blocked on assigned 
accounts without rep involvement

Reps pulled in for high-intent signals, 
automation handles the rest

Automation runs scaled prospecting 
and outbound, positive replies 
escalate to T2 or T1

Note that accounts should move up or down between tiers as behavior changes. A T3 account that 
starts generating strong intent signals should escalate into T2 or T1, and a T1 account that goes quiet 
may be better served by automated coverage until activity picks back up. A quarterly rotation on rep-
owned accounts provides a new approach for accounts that have gone stale.

Pro Tip:

Write down who owns what for every type of signal event and account tier. If these answers 
aren't documented, they're ambiguous.

Tier 1
Human-led

Tier 2
Human-assisted

Tier 3
Fully automated
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Signal-Driven Plays in Practice
Tiering tells you who gets what type of engagement. Plays tell you when and how that engagement 
fires. A play connects a specific signal to a specific action, so that when something happens on an 
account, the system responds automatically based on the rules you've already set.

Trigger

Signal detected

Account check

Owned or unassigned?

Owned Unassigned

Route to rep

Real-time alert with context

Automated sequence

Prospect, enrich, and engage
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Here's what this looks like in three common scenarios:

Play 1
Website intent

Play 2
Product signup (PLG)

Play 3
Custom Signal

Trigger Trigger Trigger

A target account visits your pricing 
page.

Automation steps

Someone at a target account signs up 
for a free trial.

Automation steps

A business-specific signal tailored to 
your ICP that indicates buying intent 
(ex earnings report, hiring, etc). 

The system qualifies the company 
against your ICP criteria, checks 
account ownership, and prospects for 
the right contacts at the account. 

If unassigned, contacts are enrolled in 
an automated sequence.

Human entry point

If a rep owns the account, they get a 
real-time Slack alert with full context 
and take over outreach manually.

An agent qualifies the account against 
your ICP criteria and checks whether 
the company is already in a rep's book.

If unassigned, it sequences the signup 
contact.

After a delay window, the system 
prospects for additional stakeholders 
at the same company.

Human entry point

If the account is owned, the rep gets 
notified and enrolled in manual 
sequence to follow-up with signup and 
other stakeholders.

Automation steps

An agent detects the signal, qualifies 
the account against your ICP, and 
prospects for the right persona.

Contacts are enrolled in an automated 
sequence with messaging tied to the 
specific signal. 

Human entry point

A rep gets pulled in when the 
sequence generates a reply.

The common thread across all three is that signals initiate the action, routing logic decides the path, 
and humans enter where they add the most value.

How to Get Started
You don't need to build the full system on day one. Start with the foundation and expand from there.

Step 1 Step 2

Assign an outbound quarterback Define your TAM and ICP
Identify the person who will own the system end-to-end. 
This role typically lives in Growth, Marketing, RevOps, or 
a lead in Business Development.

Get clear on what makes a good account for your 
business. Look at your closed-won data to understand 
the firmographic and behavioral traits that show up in 
your best customers.

Step 3 Step 4

Tier your accounts Set your rules of engagement
Segment your TAM into tiers based on account value 
and likelihood to convert. Assign each tier an 
engagement model: human-led, human-assisted, or fully 
automated.

Document who owns what across every account tier 
and signal type. Make sure reps know how signals route 
to them and what's expected when they receive one.
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Step 5 Step 6

Map your key signals Build your first play
Identify 3-5 high-confidence signals that indicate intent 
or opportunity. Website visits, job postings, product 
signups, social signals, and closed lost re-engagement 
are good starting points.

Pick one signal, one audience, and one sequence. 
Connect them in a single play and let it run. A website 
intent play on unassigned T3 accounts is a low-risk 
place to start.

Step 7

Iterate based on performance
Review results weekly with your reps. What messaging is landing? Which signals are converting? Where should you add a 
human touchpoint or pull one back? Use that feedback loop to refine plays and expand coverage over time.

Pro Tip:

Don't try to monitor every signal at once. Start with a small set of high-confidence triggers, build 
plays around those, and add more as you learn what converts.

The Outcome
When the system is running, outbound stops being a collection of disconnected campaigns and starts 
operating as a continuous engine. Your reps focus their time on the accounts and activities where they 
have the most impact and automation covers the rest of your TAM with signal-triggered outreach that 
runs in the background.

The results compound over time

You get full market coverage without stretching your team thin

Signals convert faster because the system acts on them the moment they fire

Pipeline quality improves because every touch, whether human or automated, is tied to a real 
reason to reach out

The feedback loop between reps and the OBQB improves week over week

O utbound becomes a predictable, scalable source of pipeline rather than something that depends 
on individual rep effort alone
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Find your outbound 
sweet spot with Unify

If you're looking to balance human effort and automation across 
your outbound motion, or want to see how teams are using signal-
driven plays to cover their full TAM, we'd love to walk you through 
how Unify fits into your workflow.

Talk to Our Team

https://www.unifygtm.com/get-started

