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Every VCP Has a Layer
Nobody Is Watching.

Most operating partners know their value creation plan rests on

conditions that can change. Very few have a systematic way to

track when those conditions stop holding.

Every value creation plan rests on a set of conditions. The ICP holds. The

sales motion scales to the target ACV. NRR stays above 100. The channel

carries the growth load. The market supports the exit multiple. These

conditions are not projections. They are the ground the VCP stands on.

When they shift, the plan built on them shifts with them.

Most operating partners know this, but very few have a systematic way to

track it.

Here is the pattern that repeats across PE-backed B2B companies: the

VCP is well-constructed at close. The work is done. The conditions are

reasonable, sometimes even conservative. The first 90 days go smoothly.

Then, somewhere between months six and eighteen, something quietly

shifts. The customer segment that anchored the growth plan begins

churning at a rate the model didn’t anticipate. The channel that was



supposed to scale reaches saturation. The competitive dynamic that was

acknowledged but discounted becomes material. None of these are

surprises in isolation. But no one is watching the layer beneath the VCP,

so no one catches the drift before it compounds.

By the time the number misses, the question isn’t what
happened. It’s why no one saw it coming.

The honest answer is structural. The systems most PE-backed

companies rely on are built to measure execution against plan. CRMs

track the pipeline. Revenue intelligence tools flag forecast risk. Board

reporting surfaces outcomes. All of it is downstream of the conditions the

VCP depends on, and all of it is controlled by the same management

team whose performance is measured against the plan. The CEO’s

weekly update is not designed to tell you that the ground beneath the

VCP has shifted. It is designed to tell you that management is handling it.

This is not a failure of intent but a failure of architecture.

The assumption layer sits beneath the VCP. It is not a single condition. It

is a system of interdependent beliefs, each capable of decaying

independently and dragging the others down with it. ICP conditions sit

beneath channel conditions. Channel conditions sit beneath pipeline

conditions. Pipeline conditions sit beneath NRR. When the ICP drifts, you

don’t see it in the revenue number first. You see it twelve to eighteen

months later, after the sales team has been targeting the wrong

segment, the product has been built for the wrong buyer, and the exit

story has become harder to tell.



Detection lag is the real cost, not drift itself. Drift is inevitable in any

dynamic market. The cost is the gap between when drift begins and

when anyone with decision authority knows about it. Every week of

undetected drift compounds misalignment: headcount hired against

conditions that no longer hold, capital allocated to a channel that is

losing effectiveness, and renewals at risk that no one has flagged.

Operating partners are in a structurally difficult position here. They are

close enough to the business to sense something is off, but they depend

on management to confirm it. They have the GP conversation to consider.

They have a hold period with limited room for error. And they are relying

on the same reporting infrastructure, pipeline reviews, board decks, and

quarterly updates, which were never designed to surface decay in the

assumption layer underneath the VCP.

The firms that will lead the next decade of value creation
are not the ones with the best VCP at close. They are the
ones with the best mechanism for recognizing when the
conditions underlying it have shifted, early enough to act.

That requires visibility into the assumption layer, not just the execution

layer.

What that looks like in practice is an independent audit of the conditions

underlying the VCP, tracked separately from management reporting,

mapped to the original plan, and updated as market signals accumulate.

Not a replacement for the CEO update. A check on it.



If this is a gap you are navigating, I’d welcome the conversation. We built a

methodology specifically for assumption-layer monitoring in PE-backed revenue

systems. Learn more at pe.jovi.ventures.
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