POSITION BLUEPRINT
	Company
	(B2B SaaS)
	Position
	Founder/CEO
	Date
	Dec 29, 2025



	COMPANY GOAL
	CORE VALUES
	SHARED TEAM GOALS

	Double from ~$5M to ~$10M ARR in 36 months — while strengthening retention, building a repeatable growth engine, and reducing founder dependency.
	• Build what matters
• Be clear, not clever
• Act like owners
• Keep promises
• Learn fast, share often
	Top 3 priorities are clear across the company, and execution is not bottlenecked on the CEO.

	THIS QUARTER’S TOP 3 OUTCOMES (PICK 3)

	1. Add $300–$400K in net new ARR in Q1, supported by 3–4× qualified pipeline coverage by March 31.
2. Have a repeatable sales motion running by March 31, with clear stages, weekly cadence, and deals progressing beyond the founder.
3. Improve activation from 32% to 36–38% and reduce churn from 2.2% to ≤1.9% by end of Q1, driven by focused onboarding and retention fixes.



	ROLE MANDATE

	Protect focus and culture while building a company that scales beyond the founder.
 Stay close to customers, develop leaders who own outcomes, and remove bottlenecks.
 Prioritize only what drives predictable growth toward $10M ARR.


	Obsess over: A revenue engine that scales beyond the founder


	NO
	ROLE BUCKET
	OUTCOMES & ACCOUNTABILITY

	1
	Direction & Focus
	☐ Share the 12–18 month direction and this quarter’s top 3 priorities by Jan 10
☐ Run a weekly leadership meeting with (a) scorecard, (b) clear owners, (c) next actions
☐ Keep the team focused: stop or pause work that doesn’t support the quarter’s priorities

	2
	Customer, Product & ICP Proof
	☐ Do 6+ customer conversations per month; publish a 1-page “what we learned + what we’re changing” monthly 
☐ Validate the next 2–3 roadmap bets with 10 target users before building 
☐ Improve activation from 32% → 36–38% through onboarding + faster time-to-value by end of Q1
☐ Land 1–2 lighthouse customers this quarter that confirm ICP fit and become reference stories

	3
	Team & Execution 
	☐ Hire VP Sales by Mar 31; by week 4 they run the weekly pipeline + forecast meeting (CEO joins for review only).
☐ Speed up leadership decisions: from stuck to decided within 48 hours for anything under an agreed threshold (track with a simple decision log).
☐ Delegation: Transfer 5 recurring founder responsibilities to owners by end of Q1 (list them, assign owner, define success).

	4
	Culture & Clarity
	☐ Run a monthly all-hands with clear priorities; 
☐ Keep regretted attrition low and address retention risks within 2 weeks. 
☐ Deal with performance issues quickly: clear expectations + plan within 30 days.
☐ Keep the hiring bar high: every hire ties to role outcomes + values (no “nice but wrong” hires)

	5
	Operating Rhythm & Financial Discipline
	☐ Stay on growth pace toward $10M ARR (define acceptable variance and review monthly)
 ☐ Send a monthly investor/advisor update with consistent metrics and no surprises
 ☐ Maintain 18+ months runway with a rolling 13-week cash forecast updated weekly
 ☐ Stay “raise-ready”: clean numbers, clear KPIs, and key docs organized (even if you don’t raise) 

	CADENCE & SCORING

	Monthly (30 min): traffic-light each bucket, unblock top risks, and decide what stops.
Quarter end (45 min): score each outcome (Hit/Partial/Miss) + write 3 lessons.
Rule: If it's a task, rewrite it as the measurable effect.
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