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GUIDE PURPOSE

From transition plan to operating practice
The 30-60-90 Day Plan explains how to enter and stabilize a leadership role. This field guide explains 
how to run, diagnose, coach, and improve the system once it exists.

Use this guide at the point of decision: before a pipeline review, during a forecast challenge, after a 
difficult call, when a rep needs support, or when a process begins to drift. It is intentionally evergreen. 
Cadences and definitions may evolve, but the operating questions should remain stable.

COMPANION PRIMARY QUESTION BEST USE

30-60-90 Day Plan
How do I establish credibility and install the initial 
system?

Promotion, new team, reset, transition

Management Operating 
System

How do I operate, diagnose, coach, and improve 
the team over time?

Weekly leadership, forecasting, 
coaching, problem-solving

Eight connected systems
Performance architecture - definitions, ownership, evidence, and stage discipline.
Forecast and dashboard discipline - a decision view, not a scoreboard.
Management cadence - daily attention, weekly decisions, monthly learning, quarterly renewal.
Coaching and development - specific practice built around observed behavior.
Team impact - meetings, recognition, energy, distributed work, and psychological safety.
Cross-functional continuity - handoffs, service levels, and shared customer truth.
Automation and ethics - remove friction while preserving judgment and trust.
Troubleshooting and learning - respond to patterns, verify recovery, and improve the system.

OPERATING QUESTION

What decision, behavior, handoff, or customer outcome becomes better because this management practice exists?
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OPERATING CHARTER

Lead with clarity, coach with evidence
The manager creates a shared language and a reliable learning rhythm without flattening regional 
judgment, individual strengths, or customer context.

PRINCIPLE MANAGERIAL APPLICATION

Clarity before control
Define the few terms and behaviors that make work legible before adding activity 
requirements.

One opportunity, one owner
Contributors are welcome; accountability for the record, next action, and handoff remains 
singular.

Evidence over assumption Separate verified capability, customer-stated pain, observed behavior, and working hypothesis.

Coaching before escalation
Observe, ask, practice, and follow up before treating a performance gap as a motivation 
problem.

Public metrics, private coaching Use shared measures for alignment and one-to-ones for context, correction, and development.

Automation preserves judgment
Automate reminders, routing, and capture; keep empathy, qualification, and negotiation 
human.

Trust before short-term pressure A credible no-fit, corrected claim, or well-timed nurture can be a management success.
Cadence creates learning Every meeting and report should end in a decision, owner, date, or reusable insight.

OBSERVE

What is happening?

DIAGNOSE

Why is it happening?

DECIDE

What matters now?

ENABLE

What support changes 
it?

VERIFY

Did the pattern 
improve?

DESIGN CONSTRAINT

The operating system must be lighter than the problem it solves. If a field, meeting, or report does not improve a 
decision, coaching moment, handoff, or customer outcome, remove it.
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PERFORMANCE ARCHITECTURE

One operating language for every active 
opportunity
A manager should be able to inspect any opportunity without reconstructing the story from scattered 
notes, memory, or private messages.

LOCKED OPERATING STANDARD

OWNER -> STAGE -> EVIDENCE -> DATED NEXT ACTION -> FORECAST BUCKET

ELEMENT REQUIRED ANSWER FAILURE SIGNAL

Owner
Who is accountable for the record and next customer 
movement?

Several contributors, no accountable lead

Stage What is the most advanced completed customer behavior? Stage reflects hope or internal effort

Evidence
What verified fact supports the stage and opportunity 
case?

Research or assumption presented as customer 
truth

Dated next action What will happen, who owns it, and by when? Follow up soon, waiting, or an overdue task

Forecast bucket
How should the opportunity be represented in the current 
horizon?

Confidence label has no supporting evidence

The exception queue

Management attention should move toward exceptions, not toward manually reviewing every record 
with equal intensity. Prioritize in this order:

1. Strong evidence but incomplete qualification - protect real momentum and clarify the case.

2. Overdue or missing next actions - restore movement or make a deliberate nurture/retire decision.

3. Unclear ownership, stage, or evidence - repair the operating record before forecasting it.

ACTIVE MEANS LEGIBLE

An opportunity is not fully active until all five elements are present. Missing information is not a reason to invent 
certainty; mark it unknown and create the action that will resolve it.
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PIPELINE DISCIPLINE

Advance on customer evidence, not seller effort
Stages should describe completed buyer behavior. Calls, emails, research, and internal enthusiasm may 
improve the odds, but they do not independently advance an opportunity.

STAGE ENTRY EVIDENCE EXIT EVIDENCE OWNER

Targeted Account fits agreed profile Contact route and first action prepared Assigned rep
Contacted / routed A touch or routing attempt is recorded Relevant person responds or confirms route Assigned rep

Qualified Need or workflow issue is credible
Authority route, fit, timing, and next step 
documented

Opportunity owner

Demo candidate
A relevant use case and stakeholder 
exist

Attendee, objective, time, and preparation 
confirmed

Rep + manager

Demo complete Demonstration occurred
Customer agrees to a defined technical, trial, or 
commercial step

Opportunity owner

Advance / trial Mutual evaluation work is active Success criteria and decision path are met Opportunity owner

Commit / close
Decision process, timing, and 
commercial path are confirmed

Signed, subscribed, or explicitly declined Opportunity owner

Nurture / retired
No current evidence of near-term 
movement

New trigger appears or record is closed Named nurture owner

Stage hygiene
Define stage-aging expectations by segment and buying motion; avoid one universal clock.
Require one exit criterion to be completed before advancing; do not average partial criteria.
Move backward when evidence changes. Accurate regression is healthier than optimistic stagnation.
Retire work without movement so attention returns to accounts where a decision is possible.

MANAGER TEST

Ask: What did the customer do that makes this stage true? If the answer describes only seller activity, the stage is not 
yet earned.
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QUALIFICATION

Build a credible case without turning discovery 
into an interrogation
Qualification is a living evidence set. It protects customer time, team capacity, and forecast truth while 
revealing what must be learned next.

DIMENSION QUESTION ACCEPTABLE EVIDENCE

Need / impact What workflow, risk, or outcome matters?
Customer-stated pain, observed gap, quantified or clearly 
described impact

Current environment
What systems and processes shape the 
problem?

Verified stack, handoff, integration, or operating constraint

Authority route Who owns or influences the decision?
Named role, referral path, evaluation group, or confirmed 
routing

Fit
Can the offer credibly improve the 
workflow?

Verified capability aligned to the use case; limitations are 
visible

Timing / trigger Why now, later, or not at all?
Event, initiative, renewal, backlog, risk, budget cycle, or 
explicit absence of urgency

Next commitment What will the customer and seller do next? Specific mutual step with owner and date

Evidence hierarchy

1. Customer-stated or customer-completed evidence.

2. Directly observed workflow or verified organizational fact.

3. Credible third-party information that still requires confirmation.

4. Working hypothesis - useful for preparation, never represented as truth.

BANT can remain a prompt, but it should not become a rigid script. In complex operational software 
sales, a meaningful system owner, workflow case, technical fit, and mutual next action often reveal 
more than a premature budget question.

QUALIFICATION PRINCIPLE

Disqualification is not failure when it protects trust and returns capacity. Record why the account is not ready, 
identify a future trigger, and nurture only when a credible reason exists.
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CRM AND DATA INTEGRITY

If the work is not legible, it cannot be coached
The CRM is the shared memory of the revenue system. Its purpose is reliable prioritization, continuity, 
forecasting, and learning - not administrative proof of busyness.

MINIMUM FIELD STANDARD

Account and contact Verified company, domain, person, role, email/phone when available
Owner and contributors One accountable owner; regional or functional contributors named separately
Stage and forecast Evidence-based stage plus current forecast bucket
Commercial frame Opportunity value and close date when known; unknown is acceptable
Opportunity case Decision-maker route, primary need, current system, fit evidence, timing
Movement Last meaningful touch, dated next action, follow-up owner, risk/blocker

Operating routine
During the day: update immediately after meaningful conversations; use mobile capture, shared notes, tasks, 

notifications, offline entry, and sync where available.
Daily close: review overdue/stalled opportunities, incomplete records, duplicate signals, and tomorrow's priority 

queue.
Weekly review: inspect stage movement, next-action freshness, owner completeness, aging, and forecast changes.
Before import: cross-check account name, domain, email, phone, and contact against the master ledger, prior files, 

coworker files, and the proposed set itself.

DATA DISCIPLINE

Unknown is valid; invisible is not. Never turn missing information into a confident number. A visible data gap should 
generate a question, owner, and next action.
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FORECASTING

Promise only what the evidence can support
A forecast is a decision model, not a confidence contest. Categories should describe the strength of the 
customer commitment, the decision path, and the timing evidence.

BUCKET MINIMUM EVIDENCE MANAGER POSTURE

Commit
Confirmed need, decision path, mutual next step, credible timing, 
and no unresolved blocker that invalidates the date

Protect execution; surface risk early; do not 
add last-minute noise

Best Case
Meaningful engagement and fit with an agreed step, but 
authority, timing, or a critical dependency remains incomplete

Resolve the missing evidence; never relabel to 
satisfy a target

Pipeline
Credible opportunity case exists, but mutual commitment or 
timing is still developing

Coach qualification and movement; keep it out 
of near-term promises

Nurture / Omitted No current evidence of a forecastable decision
Name the trigger and next review, or retire the 
record

Five confidence checks
Need - the customer recognizes a meaningful workflow or business issue.
Authority - the decision owner or a credible route to that owner is known.
Engagement - recent interaction is two-way and substantive.
Commitment - a specific customer action is agreed, not only a seller follow-up.
Timing - the expected decision window is customer-supported and risks are explicit.

Score confidence as High only when all five are strong, Medium when one or two are incomplete but 
actively resolvable, and Low when the case depends mainly on seller belief. Track forecast accuracy by 
bucket, timing error, and reason for movement - not only by the final close result.

FORECAST QUESTION

What would have to be true for this bucket to be wrong? The answer reveals hidden dependencies faster than asking 
whether the rep still feels good about the deal.
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DASHBOARD AND KPIS

A decision tool, not merely a scoreboard
One underlying data set should answer different questions for executives, managers, and reps without 
producing incompatible versions of the truth.

SIGNAL LAYER CORE MEASURES DECISION SUPPORTED

Activity Calls, emails, LinkedIn touches, follow-ups Is the work occurring and through which route?

Quality
Meaningful conversations, qualification completeness, 
response quality

Is activity creating credible buyer evidence?

Pipeline
Qualified value/coverage, stage movement, aging, 
stalled/overdue work

Where should attention, coaching, or retirement 
occur?

Conversion
Activity-to-meeting, meeting-to-opportunity, demo-to-next-
step, win rate

Which motion converts and where does it break?

Outcome
Revenue/quota, demos, proposals, deal size, sales-cycle 
length

Did the system produce the intended result?

Management
Forecast accuracy, CRM integrity, coaching completion, 
handoff quality

Is leadership improving system reliability and 
capability?

Recommended visual hierarchy
Summary cards: revenue/quota, qualified pipeline, demos, forecast accuracy, overdue actions.
Funnel: stage volume and conversion; trend line: movement over time; bar chart: segment, route, or rep 

comparison.
Exception table: stalled deals, incomplete qualification, missing owners, duplicate pursuits, and overdue follow-ups.
Always display definition, data source, owner, last-updated time, cadence, and action threshold.

KPI PRINCIPLE

A rep should be able to explain how a measure helps decide what to do next. If it cannot improve prioritization, 
coaching, routing, or customer value, move it to a diagnostic view - or remove it.
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MANAGEMENT CADENCE

Make the week legible without filling it with 
meetings
Cadence should reduce avoidable decisions, surface exceptions early, and preserve selling time. Every 
forum needs a distinct decision and output.

CADENCE FORUM TIME REQUIRED OUTPUT

Daily Priority and exception scan 10-15 min
Top three actions; overdue/stalled work assigned; 
blockers routed

Weekly Pipeline and forecast review 35-45 min
Bucket changes, next actions, retirements, support 
decisions

Weekly / biweekly One-to-one coaching 25-30 min
One development focus, practice, support, follow-up 
date

Weekly Call/email/demo review 20-30 min
Observed behavior, one experiment, reusable 
example

Monthly Performance and process review 60 min Trend diagnosis, resource choices, process changes

Quarterly Strategy and capability review 90 min
Keep/change/remove/invest decisions; capability 
priorities

A 35-minute weekly team operating agenda

MINUTE PURPOSE EXPECTED BEHAVIOR

00-05 What moved? Share one outcome, not a list of activity
05-12 Where is the system blocked? Name cause, owner, and support needed
12-22 Pipeline and forecast exceptions Change bucket, define evidence, advance, nurture, or retire
22-29 Skill or message practice Review one example and test one improvement
29-33 Cross-region / cross-functional check Resolve overlap and handoffs
33-35 Close Read back decisions, owners, dates, and learning

MEETING HEALTH CHECK

If the same issue appears for three consecutive weeks without an owner or decision, it is no longer a discussion topic. 
It is a system problem that needs an explicit escalation path.



AEON MUNDI | SALES MANAGEMENT OPERATING SYSTEM RESEARCH IN DEVELOPMENT

AEON MUNDI RESEARCH EDITION | AUGUST 2026 PAGE 10

BORS LEARNING LOOP

Convert daily execution into institutional 
intelligence
The Business Operations Reporting System should connect execution to decisions across time horizons, 
not become an additional reporting burden.

DAILY

Truthful closeout

WEEKLY

Pattern and priority

MONTHLY

Strategy and resource

QUARTERLY

Process and maturity

ARCHIVE

Reusable learning

MODULE CAPTURE CONVERT INTO

1A - Daily Performance Recap
Actions, conversations, custom outreach, CRM updates, 
reviews, demos, follow-ups, data gaps, lessons

Truthful closeout and prioritized next day

1B - Complete Call Plan
Time blocks, account order, contact reason, expected 
outcome, opener, research, callback timing

Prepared workday with fewer live decisions

2A - Weekly Executive 
Review

Movement, conversion, priority accounts, coaching signals, 
risks, wins

Focus, routing, coaching, and support 
choices

2B - Monthly Intelligence
Lead quality, ICP, messaging, product questions, capacity, 
market response

Strategic adjustments and resource requests

2C - Quarterly Process 
Review

What to keep, change, remove, or invest in
A stronger operating model for the next 
quarter

Promote only reusable learning

A learning record should contain: observation, evidence, implication, recommended test, owner, review 
date, and the segment/system/workflow tags that make it searchable. Preserve verified openers, 
objection patterns, product-truth corrections, market signals, loss reasons, and experiment results.

BORS DESIGN RULE

The question is not Did we complete the report? It is What did the report help us decide, and what will be different 
tomorrow because we know it?
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ONE-TO-ONE ARCHITECTURE

Create a private room for truth and growth
A one-to-one is not a miniature pipeline meeting. It is the recurring place to understand context, coach 
one behavior, remove friction, and develop capability.

MINUTE FOCUS USEFUL PROMPT

00-05 Human and energy check What is taking more energy than it should?
05-12 Outcomes and patterns What felt effective? Where did the process create friction?
12-20 One coaching focus What evidence do we see? What would better look or sound like?
20-25 Practice and support What will we rehearse now, and what support removes the blocker?
25-30 Commitments What will you try, by when, and how will we verify it?

One-to-one operating rules
Rep owns the opening agenda; manager brings one observed pattern and relevant evidence.
Aim for more listening than speaking. Ask before advising and distinguish context from excuse.
Track one active development goal rather than stacking several unpracticed intentions.
Keep sensitive feedback private. Share only agreed commitments or system-level learnings.
Close with a behavior, support action, owner, evidence of progress, and follow-up date.

Questions worth returning to
What customer interaction are you most proud of, and why?
Where are you relying on effort because the process or tool is unclear?
What skill would make the next two weeks easier or more effective?
What should I start, stop, or continue as your manager?

BOUNDARY

Public metrics support alignment; private conversations support coaching. Do not use a shared dashboard to deliver 
individualized correction by implication.
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COACHING SYSTEM

Turn observation into deliberate practice
Strong coaching narrows the gap between current and desired behavior through inquiry, rehearsal, 
application, and follow-up.

OBSERVE

Name behavior

ASK

Hear context

DIAGNOSE

Find cause

AGREE

Choose focus

PRACTICE

Rehearse

FOLLOW

Verify

STEP MANAGER ACTION OUTPUT

Observe
Use a call, email, CRM pattern, result, or meeting behavior - not a 
personality label

Specific behavior and evidence

Ask Invite the rep's interpretation before offering a solution Context, intent, and self-assessment

Diagnose Test skill, process, resource, role, and motivation causes
Most credible cause and what remains 
unknown

Agree Select one behavior with the highest leverage Shared goal and success signal
Practice Role-play, rewrite, model, or run a controlled live attempt A repeatable next behavior

Follow up Inspect the promised evidence at the agreed time
Learning, reinforcement, or next 
adjustment

Example: discovery ends without a next step

Observation: three calls ended with the rep promising to send information. Diagnosis: the rep can 
explain the product but does not test urgency or ask for mutual commitment. Practice: rehearse two 
closes - a 20-minute demonstration and a referral to the workflow owner. Follow-up: review the next 
five qualified calls for a customer-owned action and date.

COACHING PRINCIPLE

Coach the smallest behavior that can change the result. Advice is not yet coaching until the rep has practiced, applied, 
and reviewed it.
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PERFORMANCE DIAGNOSIS

Treat causes before treating motivation
The same outcome can come from very different causes. More pressure is rarely a useful first diagnosis.

LENS SIGNALS DIAGNOSTIC QUESTION FIRST INTERVENTION

Skill
Weak discovery, objection handling, 
product explanation, or close

Can the rep demonstrate the behavior in a low-
risk setting?

Model, role-play, observe, repeat

Process
Inconsistent stages, follow-up, 
routing, or preparation

Is the workflow clear, usable, and lighter than 
the problem?

Clarify the standard; remove friction; 
inspect use

Resource
Poor data, missing access, bad 
leads, workload, or tool limitations

Does the rep have the inputs and capacity 
required?

Repair data/access; rebalance work; 
escalate dependency

Role / clarity
Conflicting priorities, unclear 
ownership, duplicated work

Does the rep know what success and 
accountability mean?

Reset priorities, owner, decision 
rights, and handoffs

Motivation
Capability and resources exist, but 
agreed behavior is repeatedly 
avoided

What value, fairness, consequence, or 
commitment is missing?

Candid conversation, autonomy 
where possible, explicit expectation

Evidence set
Activity and timing data - what work occurred and when.
Quality samples - calls, emails, demos, notes, and customer responses.
Conversion pattern - where movement stops by segment, route, and stage.
System evidence - CRM completeness, lead quality, access, workflow, and handoff conditions.
Rep context - workload, understanding, confidence, goals, and observed energy.

DIAGNOSTIC RULE

Do not label a person unmotivated until skill, process, resource, and role clarity have been tested with evidence. Even 
then, discuss behavior and commitment - not character.
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ADAPTIVE LEADERSHIP

Keep the standard consistent and flex the support
A diverse team does not need identical communication. It needs shared outcomes, fair standards, and 
support matched to the person and situation.

TEAM NEED MANAGER RESPONSE EVIDENCE OF PROGRESS

Early-career confidence
Use definitions, examples, practice, a mentor, and recognition 
for learning behavior

Rep can run the flow independently and 
ask for a specific next step

Experienced-rep skepticism
Acknowledge tenure, ask for one improvement, pilot the change, 
report what stayed and changed

Rep contributes expertise and sees 
feedback shape the system

Top-performer leverage
Document tacit methods, invite mentoring, protect focus time, 
prevent meeting dominance

Team capability rises without 
overburdening one person

Quiet or disengaged 
participation

Use written pre-work, round-robin, smaller groups, and private 
follow-up

Participation and commitment 
ownership become more balanced

Regional difference
Define the outcome and shared fields; allow local judgment in 
route, message, and timing

Fewer duplicate pursuits and fewer last-
minute escalations

New process adoption
Explain purpose, co-design where useful, practice in the real 
workflow, inspect outcomes

Usage persists because the process 
helps the work

What should not change
Customer truth, ethical boundaries, CRM ownership, stage evidence, and dated next actions.
The expectation that commitments are explicit and follow-up is completed or renegotiated.
The right to respectful coaching, clear priorities, fair access to information, and timely manager support.

MANAGER BEHAVIOR

The goal is not to make every rep sound the same. It is to make every rep capable of creating a credible customer 
next step while contributing to a shared system.
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FEEDBACK AND DEVELOPMENT

Make improvement specific, behavioral, and near-
term
Feedback should help a rep understand what happened, why it matters, what to practice, and when the 
change will be reviewed.

EVIDENCE

What occurred?

IMPACT

Why it matters

INQUIRY

How do you see it?

PRACTICE

What changes?

REVIEW

When verified?

A useful development goal

SMART EXAMPLE

By August 31, complete ten discovery conversations with the current system, customer-stated need, authority route, 
and dated next action recorded within the same business day. Review two calls each week with the manager and 
reach at least 80% qualification completeness before the month-end review.

GOAL ELEMENT MANAGER CHECK

Specific Names the observable behavior, record, or conversation
Measurable Defines a count, quality threshold, or completion standard
Achievable Fits current capacity and includes required support
Relevant Connects to a known conversion, quality, or capability need
Time-bound Includes practice cadence, follow-up date, and review horizon

Recognition signals
A high-quality disqualification that protected customer and team time.
A clean cross-region or cross-functional handoff.
A product-truth correction that prevented an unsupported claim.
Consistent CRM and next-action discipline that improved continuity.
A reusable insight, example, or coaching contribution that raised team capability.

FEEDBACK BOUNDARY

Correct privately, recognize specifically, and never use vague praise or public comparison as a substitute for 
development.
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TEAM MEETING DESIGN

Create participation without wasting attention
Hybrid and distributed meetings should make the work legible, distribute voice, and end with clear 
commitments. Attendance alone is not collaboration.

DESIGN CHOICE PRACTICE PURPOSE

Written pre-work
Share the question, data, and desired decision before the 
meeting

Equalizes preparation and reduces live 
information loading

Leader speaks later
Invite evidence and dissent before stating the preferred 
answer

Reduces agreement pressure and surfaces 
risk

Round-robin / written 
first

Collect one view from each participant before open debate
Prevents a fast or senior voice from defining 
the room

Timeboxes Assign a clear purpose and close condition to each segment
Protects attention and prevents circular 
discussion

Decision log
Record decision, rationale, owner, date, and unresolved 
question

Creates continuity across time zones and 
absences

Async closeout Publish the readback in the shared system of record
Lets every contributor verify the 
commitment

When one person dominates

Use structure rather than shame: acknowledge the contribution, pause for written thinking, invite those 
closest to the work, and return to the stated decision. Follow up privately if the pattern continues. 
Preserve the person's expertise while protecting collective intelligence.

Hybrid fairness checks
Rotate burdensome time zones where possible and document what happened for those absent.
Repeat important chat contributions aloud and capture them in the decision record.
Avoid making camera use a proxy for commitment; evaluate preparation, contribution, and follow-through.

MEETING OUTPUT

Every recurring meeting should close with one of four things: a decision, an owner and date, a question assigned for 
resolution, or a reusable learning. Otherwise, reconsider the meeting.
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MOTIVATION, ENERGY, AND RETENTION

Sustainable performance is operating capacity
A team cannot learn, coordinate, or sell credibly when attention is chronically fragmented. Energy is a 
system signal as well as an individual experience.

HUMAN NEED MANAGER PRACTICE EVIDENCE

Autonomy
Clarify the outcome and boundaries, then allow judgment in route 
and execution

Rep owns decisions within the standard

Competence Provide deliberate practice, examples, feedback, and visible progress
Confidence and independent execution 
increase

Meaning
Connect work to customer continuity and the real problem being 
solved

Conversation quality and persistence 
become more purposeful

Fairness Make definitions, workloads, access, and recognition criteria visible
Less hidden resentment and fewer 
surprise escalations

Connection Create mentoring, peer learning, and cross-region collaboration
Help moves laterally, not only through 
the manager

Progress Recognize quality and learning before revenue arrives
Healthy leading behaviors persist through 
long cycles

Early burnout signals
Rising data errors, missed follow-ups, cynicism, withdrawal, slower response, or an unusual drop in quality.
High activity paired with declining conversion, no recovery time, and repeated priority switching.
Meetings that create more obligations without removing or sequencing existing work.

Respond with an energy check-in, fewer priorities, protected focus blocks, a clear shutdown ritual, and a 
team-led retrospective such as Start / Stop / Continue. Convert the findings into living workflow 
documentation with purpose, stages, ownership, fields, templates, handoffs, service levels, escalation 
paths, and a process owner.

LEADERSHIP STANCE

Do not romanticize exhaustion as commitment. Protecting recovery, focus, and truthful capacity makes performance 
more reliable - and makes problems easier to diagnose.



AEON MUNDI | SALES MANAGEMENT OPERATING SYSTEM RESEARCH IN DEVELOPMENT

AEON MUNDI RESEARCH EDITION | AUGUST 2026 PAGE 18

CROSS-FUNCTIONAL LEADERSHIP

Make handoffs visible before the customer feels 
the gap
Sales performance depends on marketing, operations, product, implementation, support, and finance. 
Shared protocols protect continuity when ownership changes.

HANDOFF FIELD REQUIRED CONTENT

Context Account, stakeholders, current environment, workflow, and why the conversation exists
Customer truth Customer-stated need, evidence, decision route, timing, and known constraints
Promise boundary What was committed, what was framed as possible, and what remains unverified
Decision / request What the receiving function must decide, provide, validate, or own
Ownership Sending owner, receiving owner, contributors, due date, and customer-facing lead
Risk and escalation What could break continuity and when escalation is required

A shared service-level agreement should define
Trigger - the event that starts the handoff.
Required information - the minimum complete packet.
Response window - the expected acknowledgement and completion time.
Acceptance / return criteria - when work is accepted or sent back for missing information.
Escalation path - who resolves delay, conflict, or customer risk.
Shared outcome - the customer and business result the SLA is designed to protect.

CONTINUITY METRIC

Measure handoff completeness, response time, rework, customer repetition, and unresolved ownership. The 
customer should not have to reconstruct the company for the company.
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DISTRIBUTED AND GLOBAL ACCOUNTS

One account, one lead, many informed 
contributors
Local knowledge should improve the pursuit without creating duplicate outreach, competing narratives, 
or invisible regional commitments.

STEP COORDINATION RULE

1. Search Check the account map, CRM, prior imports, regional records, and active conversations before outreach
2. Assign Name one global or account lead; record regional and functional contributors separately
3. Align Agree on the customer hypothesis, product-truth boundary, route, message, and next action
4. Act Coordinate channel and timing; avoid parallel contact unless the account plan explicitly calls for it
5. Record Capture every meaningful touch, referral, promise, and customer response in the shared record
6. Resolve Pause conflicting outreach, convene the owners, and choose one customer-facing narrative
7. Handoff Transfer context, evidence, promise boundary, next action, and ownership explicitly

Channel roles
CRM - system of record for ownership, stage, evidence, touch history, and next action.
Team chat - rapid coordination and routing; decisions are promoted to the system of record.
Email / customer channel - formal external continuity and confirmation.
BORS - patterns, conversion lessons, market signals, and process improvement.

GLOBAL-ACCOUNT PRINCIPLE

Cross-region participation is welcome; duplicate ownership is not. When conflict appears, optimize for one coherent 
customer experience rather than internal credit.
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AUTOMATION AND TOOL ADOPTION

Automate friction and preserve human judgment
The best automation gives representatives more attention for discovery, empathy, relationship-building, 
and decision work. It should not manufacture activity or distance the team from the customer.

AUTOMATE / ASSIST KEEP HUMAN GUARDRAIL

Contact verification and duplicate flags Account selection and relevance judgment
Audit confidence and exceptions; never assume 
enrichment is correct

Task creation, reminders, and follow-up 
queues

Timing judgment and sensitive outreach
Allow defer, renegotiate, and customer-context 
overrides

Routing, field prompts, and missing-data 
alerts

Qualification and ownership decisions
Require evidence; do not let defaults become 
truth

Call notes, summaries, and draft messages
Empathy, product claims, negotiation, and final 
external language

Human review before customer-facing use

Dashboard refresh and recurring summaries Diagnosis, coaching, and resource choices
Expose source, definition, last update, and 
missing data

Adoption is a performance-improvement process

1. Define the expected behavior: build/filter target lists, verify contacts, personalize outreach, schedule follow-up, 
record outcomes, and review performance data.

2. Place the tool inside the real workflow and explain which decision it improves.

3. Practice on live-like work, inspect usage and outcomes, and remove redundant steps.

4. Name a process owner or champion, document the standard, and review adoption through behavior and result - 
not login counts alone.

AUTOMATION BOUNDARY

If automation reduces message quality, hides uncertainty, or creates more records than the team can responsibly 
follow, the system is producing noise rather than leverage.
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ETHICAL SELLING AND PRODUCT TRUTH

Customer trust outranks short-term pressure
Ethics is an operating standard: how the team qualifies, describes capability, handles objections, uses 
data, forecasts outcomes, and responds when the offer is not a fit.

TRUTH CATEGORY HOW TO COMMUNICATE

Verified capability State what has been confirmed and the conditions under which it works
Customer-stated fact Attribute it to the customer and confirm shared understanding
Working hypothesis Label it as a possibility to test, not a diagnosis or promise
Unknown / unverified Say what must be validated, by whom, and before what decision

Ethical operating rules
Never claim an integration, AI behavior, implementation result, ROI, or delivery date without appropriate evidence 

and ownership.
Do not manufacture urgency, hide limitations, or push a demonstration when the customer's next useful step is 

clarification or referral.
Use customer and prospect information only for the legitimate workflow and access granted; protect sensitive 

details in notes and tools.
Handle objections by listening, clarifying, verifying, responding, and agreeing on the next step - not by overcoming 

the person.
For mature WMS/OMS environments, test coexistence, orchestration, exception visibility, reporting, and workflow 

support before assuming replacement.
Record no-fit and not-now reasons honestly so future outreach respects context.

TRUST TEST

Would the customer consider the statement accurate, contextual, and fair if they saw the internal notes behind it? If 
not, revise the claim or do not make it.
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TROUBLESHOOTING PLAYBOOKS

Commercial motion: find the broken link before 
adding volume
Use the signal to form a hypothesis, inspect evidence, make one controlled change, and define how 
recovery will be measured.

SIGNAL LIKELY CAUSES IMMEDIATE ACTION RECOVERY MEASURE

High activity, low meetings
Poor targeting, wrong route, generic 
message, weak close

Sample by segment/channel; verify contacts; test 
one opener and one direct next-step ask

Meaningful response and 
activity-to-meeting improve

Opportunities stall
No mutual action, unclear authority, 
weak urgency, hidden blocker

Re-qualify; ask for customer-owned step; set a 
decision date; nurture or retire

Next-action freshness and 
stage movement improve

Forecast misses
Hope-based buckets, timing assumed, 
risk hidden, stage inflation

Re-score five confidence checks; log change reason; 
inspect timing error by bucket

Bucket accuracy and earlier 
risk visibility improve

Demos produce no next 
step

Poor discovery, generic demo, wrong 
attendee, weak close

Require objective, workflow, attendee role, proof 
points, and two close options

Demo-to-next-step rate and 
next-step quality improve

CRM records remain 
incomplete

Workflow friction, unclear standard, 
delayed capture, poor mobile access

Reduce required fields to decision-critical set; 
update after live work; review exceptions daily

Completeness and same-
day update rate improve

Duplicate account pursuit
No search habit, ownership unclear, 
regional work hidden

Pause outreach; appoint lead; merge context; 
record contributors and protocol

Zero unresolved conflicts 
and fewer customer 
repeats

Recovery discipline

1. Name the signal precisely and define the sample window.

2. Inspect at least one quality example, not only aggregate counts.

3. Choose one change that can be tested without rewriting the whole system.

4. Assign owner, start date, review date, and success/stop condition.

5. Promote reusable learning to BORS; remove the experiment if it does not help.

MANAGER STANCE

Do not respond to a conversion problem by simply asking for more volume. First determine whether the constraint is 
targeting, route, message, skill, timing, offer, or data quality.
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TROUBLESHOOTING PLAYBOOKS

People and process: correct the system without 
diminishing the person
Team patterns require clear standards and contextual support. Address observable behavior, protect 
dignity, and verify that the operating environment can support the requested change.

SIGNAL LIKELY CAUSES MANAGER RESPONSE RECOVERY MEASURE

Experienced rep resists 
process

Past initiatives added burden; expertise 
ignored

Acknowledge history; ask for one concern; pilot; 
report what changed; keep the shared standard 
small

Constructive input and 
sustained use

Top performer dominates Status, speed, habit, unclear facilitation
Use pre-work and round-robin; invite expertise at 
the right moment; coach privately

Balanced participation and 
stronger shared decisions

Early-career reps need 
constant help

Definitions, practice, examples, or 
decision rights missing

Create decision guides, role-play, shadow, then 
taper support with checkpoints

More independent 
execution without quality 
loss

Energy and morale decline
Overload, priority switching, low control, 
invisible progress

Check capacity; reduce priorities; protect focus; run 
retrospective; repair workflow

Fewer errors, steadier 
follow-through, improved 
quality

Handoffs confuse customer
Promise boundary and receiving owner 
unclear

Reconstruct one customer narrative; use complete 
handoff packet and SLA; appoint external lead

Less repetition, rework, and 
escalation

Automation harms 
interaction quality

Over-templating, weak review, activity 
incentives

Pause risky automation; sample outputs; require 
human review; revise measure and workflow

Higher response quality 
with manageable load

Escalation threshold

Escalate when the same agreed behavior is repeatedly missed after the expectation, support, practice, 
evidence, and consequence have been made clear - or when customer trust, team safety, 
legal/compliance requirements, or material revenue risk require immediate leadership involvement.

BEHAVIORAL FAIRNESS

Hold the standard without narrating motives. Describe the commitment, the observed pattern, the impact, the 
support provided, the next expectation, and how follow-through will be reviewed.
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MANAGER QUICK REFERENCE

When pressure rises, return to the operating 
sequence
Use this page before changing targets, escalating a person, moving a forecast bucket, or adding another 
process.

TRUTH

What evidence exists?

FOCUS

What matters now?

CAUSE

What explains it?

ACTION

Who does what by 
when?

LEARNING

How will we verify?

SITUATION FIRST THREE QUESTIONS

Pipeline review Who owns it? What customer evidence supports the stage? What is the dated next action?

Forecast challenge
Which confidence check is missing? What could make the bucket wrong? What customer 
commitment resolves it?

Coaching moment
What behavior did I observe? What does the rep see? Is the cause skill, process, resource, role, or 
motivation?

Team meeting What decision is required? Whose evidence is missing? What will be owned and dated at the close?

Handoff
What does the receiver need to preserve customer continuity? Who is accountable? What is the 
response window?

Process change Which decision improves? What burden is removed? How will we test and stop the change if it fails?

The weekly manager scan
Commercial: qualified movement, forecast changes, stalled work, next-action freshness, demo outcomes.
People: one-to-ones completed, coaching evidence, energy signals, recognition, development commitments.
System: CRM integrity, duplicate risk, handoff quality, lead quality, tool friction, unresolved dependencies.
Learning: one pattern to preserve, one to test, one to remove, and one support decision for leadership.

RETURN TO CENTER

Clarity before control. One opportunity, one owner. Evidence over assumption. Coaching before escalation. Cadence 
that creates learning. Customer trust before short-term pressure.
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MANAGER TOOLKIT

Copy-ready structures for recurring leadership 
work
Keep the tools simple, searchable, and connected to the same operating language. Add fields only when 
they improve a decision or preserve continuity.

TEMPLATE MINIMUM CONTENT

Weekly pipeline review
Account; owner; stage; customer evidence; forecast bucket; next action/date; risk; decision/support 
needed

One-to-one note
Energy/context; wins; friction; observed behavior; diagnosis; practice; support; commitment; follow-up 
date

Coaching observation
Situation/sample; behavior; customer/team impact; rep interpretation; target behavior; rehearsal; 
evidence of progress

Forecast confidence Need; authority; engagement; mutual commitment; timing; blocker; bucket; change reason; review date

CRM hygiene check
Owner; stage evidence; required fields; last meaningful touch; future-dated action; forecast; duplicate 
status; last updated

Cross-functional handoff
Context; customer truth; promise boundary; request/decision; sending/receiving owner; SLA; risk; 
escalation path

Process experiment Signal; hypothesis; behavior change; sample; owner; start/review date; measure; stop condition; learning

Monthly operating review
Outcomes; conversion; pipeline health; people/capability; process/data; market learning; decisions; 
resource requests

Versioning rule

Treat this field guide as a living management manual. Revise a definition when evidence shows it causes 
confusion; revise a cadence when it stops producing decisions; revise a tool when the burden exceeds 
the value. Preserve the reason for each material change so the system remembers what it learned.

Development basis
Sales Team Management specialization: Foundations of Sales Team Leadership; Core Sales Operations and Performance; 

Advancing Sales Team Impact.
Companion document: Aeon Mundi 30-60-90 Day Sales Management Strategy Report.
Applied research context: CRM discipline, account investigation, multi-channel outreach, demonstration preparation, 

hybrid-team coordination, and organizational learning.

CLOSING POSITION

A management operating system succeeds when it makes the team more capable, the pipeline more truthful, the 
customer experience more coherent, and the manager less dependent on memory, pressure, or heroics.
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