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E X E C U T I V E  S U M M A R Y

The case in four sentences.

0 1

The operational gap between early-stage startups has widened.
Not because of capital, talent, or product quality, but because of execution velocity. A
new class of founder teams ships, sells, and onboards three to five times faster than
peers — and they are pulling away every quarter.

0 2

Every early-stage company builds the same seven operational
processes.
Sales pipeline, invoice loop, client onboarding, inbox triage, content distribution,
customer support, stakeholder reporting. Sector and business model are irrelevant —
the seven processes are driven by external events that reach every company alike.

0 3

These processes are not differentiation. They are hygiene.
Founders who treat them as proprietary R&D burn quarters that should fund
product-market fit. Importing tested process chains is faster, cheaper, and produces
better operational outcomes than building from scratch.

0 4

Make is not a no-code toy. It is an orchestration runtime.
With 1,500+ integrations, persistent state, sleep modes, and webhook handling, Make
is complementary to custom code — not competitive with it. This composition is
precisely what the seven universal processes require.
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01 T H E  G A P

The operational gap between
early-stage startups has
widened.

The cause is not capital, talent, or product quality. It is execution
velocity — and the equilibrium that used to make operational drag a
flat tax is gone.

Over the past 24 months, the operational gap between early-stage startups has widened

more than in any comparable window of the last decade. The cause is not capital, talent,

or product quality. It is execution velocity.

A new class of founder teams ships products, closes deals, and onboards customers

three to five times faster than their peers. Not because they work longer hours, but

because they have systematized the operational layer that everyone else still glues

together by hand. Cursor reached $100M ARR with a team of fewer than 25 people.

Lovable, Granola, and Bolt show comparable profiles: small teams, exponential growth,

dominant market positions established within months rather than years. What these

companies share is not exceptional product genius. It is the decision that operational

work is not a founder's job.

This shift is not optional. As long as every early-stage startup carried the same

operational load, that load was a flat tax — annoying, but competitively neutral. That

equilibrium is dead. Teams that have eliminated the load are pulling away with a

compounding advantage: more PMF iterations per quarter, more sales calls per week,

less founder burnout per six months.
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Everyone else pays an Operational Drag — the daily friction of moving data between

tools by hand, kicking off status updates manually, and assigning tasks that should run

on their own. In typical 10- to 25-person startups, this drag consumes between 60 and

100 team hours per week. That is the equivalent of one to two full-time employees who

produce nothing — they exist solely as glue between systems.

The teams that have eliminated operational drag are not saving
time. They are spending the saved time on PMF iterations their
competitors cannot afford to run. 

This paper makes two claims, distilled from two years of work with B2B AI, SaaS, and

vertical software companies:

First: every early-stage company builds the same seven operational processes within its

first 25 hires, regardless of industry. Once you see the pattern, you cannot un-see it.

Second: these seven processes do not need to be invented. They can be imported.

Companies that set them up early as orchestrated chains — rather than as a loose zoo of

point solutions — buy themselves the velocity advantage that today separates Series A

from shutdown.

Founders who fall 24 months behind on operational maturity do not catch up.
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02 T H E  P A T T E R N

Convergent Process Pattern:
seven processes, one shape.

Industry, business model, and geography are irrelevant. Early-stage
companies converge on the same seven processes because they are
driven by external events, not by the product itself.

Whatever the industry, whatever the business model, whatever the geography — early-

stage companies converge on the same seven operational processes. The reason is

structural. These processes are not driven by what a startup builds. They are driven by

external events that reach every company alike. A lead arrives. A contract closes. An

invoice goes out. A customer reports a bug. An investor requests an update. These

events occur whether the product is an AI platform, a SaaS CRM, or vertical software for

law firms.

This changes the strategic logic fundamentally. These processes are not differentiation.

They are hygiene. Time spent reinventing them is founder time burned on something

that produces zero competitive advantage.

The seven processes

01 Sales Pipeline Operations

Lead capture from multiple channels, enrichment, CRM sync, outreach sequences, meeting
booking, pipeline reporting. Universal because every company needs to acquire customers.
Standard failure mode: three tools that fail to sync, plus a founder who manually triages
what is actually hot.
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02 Invoice Loop (Inbound and Outbound)

Receiving invoices, categorizing, approving, paying — plus outgoing invoices, dunning, and
accounting sync. Universal because every company manages cash flow. Standard failure
mode: a founder runs the bank account by hand because the accounting tool's bank sync is
"on the Q3 roadmap."

03 Client Onboarding Handshake

Contract signed, project setup, kickoff, status reporting. Universal because every company
onboards customers. Standard failure mode: Asana templates duplicated by hand, Slack
channels created manually, status updates copy-pasted from three tools every week.

04 Inbox Triage and Meeting-to-Action

Classifying email, turning meeting notes into tasks, surfacing follow-ups. Universal because
every founder communicates. Standard failure mode: meeting notes live in Notion, tasks in
Asana, reminders in Slack — and 30 percent of commitments fall into the gaps between
them.

05 Cross-Channel Content Distribution

One content asset, four channels: LinkedIn, newsletter, website, social. Universal because
every company needs distribution. Standard failure mode: the same post copy-pasted four
times, with inconsistent tags and no UTM tracking.

06 Customer Support and Bug Routing

Form, triage, tracker, response, escalation. Universal because every product breaks.
Standard failure mode: bug reports arriving by email, no central tracker, duplicate tickets,
replies that go missing.

07 Stakeholder Reporting

KPIs from four to five sources turned into a structured update for investors, board, and
team. Universal because every company raises money or wants to. Standard failure mode:
once a month, the founder spends six hours copying numbers from HubSpot, Stripe, the
banking tool, and Slack analytics into a Google Slides deck.

Three of these processes have direct cash impact and belong in Stage 1: Sales Pipeline,

Invoice Loop, Client Onboarding. Three become operationally critical with the first

hiring jump: Inbox Triage, Customer Support, Content Distribution. Stakeholder

Reporting matters as soon as investors or a board are involved.
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What they share: not one of these processes is proprietary. Every successful startup

builds them. The only question is whether the team draws weeks out of its PMF sprint to

do so — or whether it imports them as orchestrated chains and runs from day one with

calculated velocity.
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03 W H A T  M A K E  I S

Make is not a no-code toy. It is
an orchestration runtime.

The category most people use to describe Make underestimates what it
actually is — which is why technical founders dismiss it as a toy and
no-code maximalists oversell it as a panacea. Both camps are wrong.

Make is most often sold in the market as "no-code automation." That category undersells

what Make actually is — and it is the reason technical founders dismiss it as a toy while

no-code maximalists oversell it as a cure-all. Both camps are wrong.

Make is an orchestration runtime with a large integration palette. That is a different

category. Concretely:

Make has a runtime that code alone does not have.

Workflows can wait in sleep mode for days. Webhooks can receive triggers outside of

polling intervals. Schedulers run reliably without cron configuration. Retry logic is built

in. State persists across workflow steps, including across multi-day pauses. Building this

with a Lambda or a custom worker quickly costs four weeks of infrastructure code

before any business logic runs.

Make ships 1,500+ pre-integrated connectors.

Each one is maintained production software — tested against API version changes, with

working OAuth, with correct error handling. Building a single connector from scratch

costs one to two engineering weeks per API. Make delivers them out of the box.
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The value of Make is not the no-code interface.

That is a bonus property, not the core. In the era of Claude Code, Cursor, and AI-assisted

development, the barrier to "writing code" has dropped dramatically. What has not

dropped: the barrier to building a production-grade integration between HubSpot,

Lexware, Slack, Asana, and your own database that stays robust when a token expires, an

API rate-limits, or a webhook is unreachable for ninety seconds. That barrier is exactly

what Make removes.

Make is complementary to code, not competitive with it.

The productive architecture of an early-stage startup looks like this: custom logic —

pricing, matching, ML inference, proprietary data models — is written in code, ideally

with AI-assisted development in Claude Code or Cursor. Make handles I/O

orchestration: connecting, distributing, and time-sequencing that logic across the five

to fifteen third-party systems every company inevitably uses. Code thinks; Make

orchestrates.

When not Make.

Pure compute and ML inference belong in dedicated infrastructure. High-frequency,

latency-critical paths belong in code. Workflows with only two tools and one trigger are

often faster to set up in Zapier. Make is not the right tool for every use case — but it is

the right tool for the class of problems that dominates the seven universal processes:

multi-step orchestration across many third-party systems, with temporal persistence

and retry robustness.

Code thinks. Make orchestrates. The productive architecture of
an early-stage startup uses both — and the gap between them is
exactly where Operational Drag accumulates. 

We chose to position ourselves as Make integration partners for this reason. Not

because Make is the only tool — but because it is the tool that closes the structural gap

between "founder writes code" and "founder connects APIs by hand" most cleanly. That

gap is precisely where Operational Drag accumulates.
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04 T H E  S T A G E S

Three stages, three priorities.

Operational maturity is not binary. It develops along three distinct
stages, each with its own critical processes — and getting the sequence
wrong is itself a tax.

Operational maturity in an early-stage company is not binary. It develops along three

clearly distinguishable stages, each with its own critical processes. Trying to automate

Stage 3 processes in Stage 1 burns time. Still running Stage 1 processes by hand in Stage

3 burns market share.

S T A G E  0 1

Survive
5–10 employees · pre-PMF · cash burning · weekly learning loops

The company is a founding trio plus a few first hires. PMF has not been found, cash
is burning, every week is a learning cycle. Founders spend half their time in sales
and half in product. Operational complexity is low, but every founder hour is
sacred.

C R I T I C A L Sales Pipeline, Invoice-Out, Inbox Triage.

D E F E R Stakeholder reporting (no board yet), cross-channel
content (marketing not scaled), structured
onboarding (few clients).

V E L O C I T Y  L O G I C Every founder day saved becomes one more customer-
discovery call. The ROI is not "save costs" — it is "raise PMF
iterations per quarter."
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S T A G E  0 2

Scale
10–15 employees · first hires after early PMF signals

The company has hired a few people, but operations are growing in an
unstructured way. Founders need to delegate, but processes are not yet
documented. The first scaling pains become visible: onboarding breaks because no
one knows who sends the kickoff invite; invoices slip because approval ownership
is unclear; customer support runs across three different inboxes.

C R I T I C A L Client Onboarding, Invoice-In, Customer Support.

D E F E R Stakeholder reporting still survives in spreadsheets;
content distribution matters but is not yet
existential.

V E L O C I T Y  L O G I C This stage decides whether the company arrives in Stage 3
with clear processes — or with organizational debt that
sabotages every further hiring jump.

S T A G E  0 3

Systematize
15–25 employees · board · Series A in sight

The company has a first management layer, a board, formal KPIs. Investors expect
regular reporting. New employees need to be onboarded. Marketing becomes a
structured function rather than founder posts on LinkedIn.

C R I T I C A L Stakeholder Reporting, Cross-Channel Content,
internal HR onboarding.

W A T C H Stage 1 and 2 processes that remain manual become
bottlenecks. A sales pipeline of 50 weekly leads
triaged by hand now costs a full-time sales-ops hire
the company can barely afford.

V E L O C I T Y  L O G I C Stage 3 rewards the companies that built cleanly in Stage 1 and
2. The rest rebuild now under time pressure — at higher
headcount cost and with more friction.
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Companies that introduce the seven processes in sequence keep
operational complexity under control as they grow. Companies
that don't accumulate organizational debt that gets paid back,
expensively, later. 
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05 T R A C K  R E C O R D

Companies we work with.

Two years of operating with early-stage teams across DACH and
beyond — at the intersection of strategy, brand, technology, and
operations.

Hyground Lytra DoNexus Matchino

The following companies have entrusted us with operational, strategic, and product

mandates over the past two years.

Hyground AI Site Reliability agent for engineering teams. Strategy and
pitch architecture.

Lytra [Tagline and mandate scope to be confirmed.]

DoNexus [Tagline and mandate scope to be confirmed.] First pilot of
the Execution Stack methodology — see Section 06.

Matchino Matching technology. Brand system, mascot design, product
and marketing roadmap.
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06 L I V E  C A S E

DoNexus: from drag to
velocity.

A retrospective analysis of operational status quo at a Stage 2 client,
paired with the modeled impact of an Execution Stack
implementation. The first pilot of this methodology.

The following pages present a retrospective analysis of the operational status quo at

DoNexus — a Milbo client in Stage 2 — alongside the modeled impact of an Execution

Stack implementation. DoNexus is the first pilot of this methodology. The pre-

implementation measurement is captured during the discovery phase; the post-

implementation measurement is taken 90 days after go-live. The full case study will be

published in a follow-up release.

Status quo: where Operational Drag accumulates

DoNexus is a [sector / size to be inserted] with currently [X] employees. The discovery

phase quantifies the drag distribution across the seven processes:
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P R O C E S S E S T I M A T E D  T E A M - H O U R S  /  W E E K

Sales Pipeline Operations [X]

Invoice Loop [X]

Client Onboarding [X]

Inbox Triage & Meeting Notes [X]

Customer Support [X]

Content Distribution [X]

Stakeholder Reporting [X]

Total [X]

This distribution is consistent with the pattern we see at comparable Stage 2 companies:

between 60 and 100 hours of weekly drag, with the largest single line items typically in

Sales Pipeline and Client Onboarding.

Workflow analysis: a typical operations day

A structured observation of the operations lead produces the following volume profile:

[X] inbound leads per day, each with an average of [Y] manual actions across [Z]

systems: capture in CRM, enrichment with LinkedIn data, routing to the right AE, Slack

notification, 48-hour reminder.

[X] incoming invoices per week, each requiring scan, categorization, approval routing,

and accounting sync.

[X] active client projects with status reporting to different stakeholders, manually

consolidated from three tools.

[X] bug reports per week, arriving by email, manually classified, and transferred into the

tracker.
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The profile shows the typical Stage 2 pattern: volume is high enough to make

automation pay off — but low enough that operations still "kind of work," which delays

prioritization. This threshold range is the most expensive one, because the company

pays the drag hours without feeling the pain acutely enough to force a priority shift.

Modeled impact after Execution Stack implementation

Based on comparable implementations, we project the following impact 90 days after

go-live:

Sales Pipeline. [X]% of manual lead triage automated; estimated savings of [Y] team-

hours per week.

Invoice Loop. Incoming invoices automatically classified and routed to the right

approver; estimated savings of [Y] hours per week, plus reduced days outstanding on

outgoing invoices.

Client Onboarding. Contract closure automatically triggers project setup, Slack channel,

and kickoff email. Onboarding effort drops from [X] hours to [Y] hours.

Stakeholder Reporting. Monthly founder effort drops from six hours to a 30-minute

review.

T O T A L  P R O J E C T I O N

[X] team-hours per week reclaimed, equivalent to [Y]% of a full-time role, with no
headcount addition. These hours are not "saved" — they are reallocated to PMF
discovery, sales, and product development. That reallocation is the foundation of the
velocity advantage.
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07 H O W  W E  W O R K

Engagement model.

A three-stage engagement that maps cleanly onto stage and need —
discovery first, implementation second, maintenance optional and
modular.

Milbo works with clients in a three-stage model that is calibrated precisely to

operational stage and concrete need. There is no mandatory long-term retainer, no

platform lock-in, and no recurring license fee paid to us.

S T A G E  0 1

Discovery
2–3 weeks · fixed-scope engagement

Structured interviews with founder and operations lead. Inventory of existing tools.
Quantification of Operational Drag per process. Prioritization of the process chains to be
implemented, by stage. The deliverable is a concrete implementation plan with impact
projection and effort estimate.

S T A G E  0 2

Implementation
4–12 weeks · scope-dependent

Build of the prioritized process chains in Make. Connection to the client's existing tools.
Test phase. Documentation. Handover. The client receives operational workflows that run
from day one, plus the Make license under their own account.
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S T A G E  0 3

Maintenance Extension
ongoing · optional · modular

Workflow maintenance, adaptation to new tools or requirements, regular performance
reviews. Modular by design — extendable or pausable as the client chooses.

W H A T  M I L B O  D O E S  N O T  D O

We do not build a SaaS platform that we rent to clients. The workflows belong to the
client, run under the client's Make account, and the knowledge is documented and
transferable. Our business model is consulting and implementation — not vendor lock-
in.
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0 8  ·  W H Y  N O W

The equilibrium is gone.
The compounding has
begun.

The equilibrium assumption of the past decade — that all early-stage
startups operate at roughly the same speed — is no longer valid. A growing
number of teams have understood that operational excellence does not
need to be invented. It can be imported. These teams pull further ahead
every quarter: more PMF iterations, more sales calls, more productive
founder hours.

The advantages of early operations automation compound. A quarter of
founder time saved earns interest, because it means additional customer-
discovery cycles, additional pivot opportunities, additional sales attempts.
Over twelve to eighteen months, that interest accumulates into the
difference between a company in a strong Series A negotiating position —
and one still searching for product-market fit.

For founder teams in 2026, the question is not whether to
automate the seven universal processes. It is how many
quarters they lose before they do.

A U T H O R E D  B Y
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