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oduction

Demand teams often run multiple campaigns at the same time.
Planning, delivery, and reviews overlap, and decisions are made while
work is already in motion.

As demand activity increases, small differences in how work is
delivered start to add up. Campaigns that look similar on paper end up
being run slightly differently. Over time, this makes outcomes harder
to predict and harder to improve.

This playbook is about keeping demand execution consistent as
activity scales. It shows where execution holds, where it resets, and
what needs to stay the same as work increases.

It is written for those responsible for planning, delivering, and
coordinating demand work across overlapping campaigns who may
recognize the following patterns:

* Fixing the same delivery issues again in each new cycle

e Similar demand work producing different results with no clear
reason

e Reviews that feel thorough but do not change what happens next

e Spending more time coordinating work without execution
becoming more consistent

These patterns are common as demand activity increases and delivery
pressure builds.
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are execution

Seconsistency starts to
break down

Execution usually starts to break down during delivery. Teams make
decisions to keep work moving while campaigns are already live.

As demand activity increases, more of these decisions are made under
pressure. They solve immediate problems but quietly change how work
is delivered from one cycle to the next.

Here’s how this tends to show up in practice:

 Delivery decisions are lost

During delivery, teams adjust sequencing, reviews, handoffs, and scope
to keep work moving. These decisions are often made quickly to deal
with timing or capacity issues.

Once the work moves on, those decisions are rarely carried into the next
cycle. Even when something works, it is freated as a one-off rather than
a change to how delivery runs.

As a result, teams fix the same delivery issues again in the next
campaign.
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« Similar work is run differently

When campaigns run at the same time, or close together, delivery
starts to vary based on timing, constraints, or who is involved.

Even when the audience, channel, and goal are the same, the work
follows a different path. Over time, tfeams lose a clear sense of what
“normal” execution looks like.

This makes it harder to compare work or build confidence in what
should be repeated.

e Results do not shape what happens next

Results show what happened, but not what to repeat. Teams can see
outcomes, but they cannot clearly link them back to how the work was
delivered.

Reviews focus on reporting rather than deciding how the next cycle
should run. Without a consistent way of working, results do not carry
forward.

Over time, execution starts to feel inconsistent, even though the work
itself looks familiar. To prevent this drift, some parts of how demand is
run need to stay consistent from one cycle to the next.
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Ot stays consistent

cdemand scales

As demand activity increases, not everything can change from one
cycle to the next. If how work runs keeps resetting, feams never build a
steady way of delivering demand.

Some variation at the campaign level is expected. How delivery works
IS not.

What needs to stay the same

Across similar demand work, certain parts of delivery need to remain
stable:

e The order in which work moves from planning into delivery
e The checks that happen before work moves forward

e How work is handed from one team to another

e Who is responsible for each part of delivery

e When and how results are reviewed

These are the basics of how demand runs day to day. Once delivery
starts, they should not be re-decided.
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What can change deliberately

Within a stable way of working, teams still make adjustments:

e What a campaign is focused on
e Who it is aimed at and how it is framed

e When activity ramps up or slows down
e Changes based on what buyers are doing

These decisions affect what is run and where effort goes. They do not
change how work moves from start to finish.

How consistency is carried forward

When the way work is run stays the same, delivery does not reset each
cycle. Decisions made during one round of work show up in the next.

Over time, demand starts to feel less like a series of separate campaigns
and more like ongoing work that builds on itself.
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DNTInuous progrcam

When execution does not reset, demand stops feeling like a set of
separate campaigns. Multiple campaigns can still be active at the
same time, but the way work runs stays the same.

Instead of restarting delivery with each new launch, work continues
within an established way of working.

What this looks like In practice:

Across similar demand work, certain parts of delivery need to
remain stable:

e Campaigns start without re-deciding sequencing, checks, or
handoffs

e New work begins with a clear view of how similar work was run
previously

e Results are used to adjust how the next similar campaign is
delivered

e Multiple campaigns run at the same time without changing how
delivery works
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Campaigns still start and end, and adjustments are made within
them. The difference is that the underlying way of working stays
consistent.

Demand Execution
(Constant)

CAMPAIGN A

Guided by buyer behavior

CAMPAIGN B

e Focus Changes
‘ e Pacing Adjusts

CAMPAIGN C
T New channels tested
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dlning execution

sistency cacross the

Running demand across the funnel puts execution under pressure.
Early, mid, and late demand all run at the same time, often with
different teams involved. The work changes by stage, but how delivery
runs still needs to hold together.

Each stage infroduces its own urgency and dependencies, making it
easier for execution to drift.

c Early-stage demand

Early-stage demand runs at scale and over longer time horizons.
Decisions about how work runs are often made before results are
visible.

When execution loosens here, variation is introduced early. Those
differences carry forward into later stages, shaping downstream
delivery before results are visible.

é Mid-stage demand

Mid-stage demand brings work closer together. Timelines tighten,
work overlaps more, and tfeams have to coordinate more frequently.

Without consistent execution, feams make local decisions to keep work
moving. Similar efforts begin to run differently across parallel
campaigns, even when the goals are the same.
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G Late-stage demand

Late-stage demand operates under tighter timelines and clearer
dependencies. Decisions made here have an immediate impact.
Under pressure, urgency can override established ways of working.

Changes made late in the funnel disconnect delivery from earlier
work, and outcomes reflect last-minute adjustments rather than how

demand was run overall.

When execution holds under these conditions, demand moves as a
single flow across the funnel, even as the details differ.
As a result, outcomes become easier to compare and learn from.
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O results to support

Results only support learning when demand is run in a consistent way.
If how work is delivered keeps changing from one cycle to the next, it

becomes unclear what actually made a difference.

When results are useful

When results lose value

Demand follows a similar way of working

Sequencing and handoffs stay the same

How work runs changes each cycle

Delivery decisions are visible and reviewed as
part of regular work

Steps are added, removed, or reordered

Review focuses only on final results

Results can be compared across cycles

Each cycle is treated as a fresh start

What learning looks like when executionis

consistent

When demand is run in a consistent way, reviews focus on results

produced under similar conditions. Teams can look back and see which

delivery choices were in place and how those choices shaped the

results.

This makes it easier to decide what to repeat, what to adjust, and what

to avoid in the next cycle. Learning carries forward because how the

work runs stays familiar.
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Ot consistent

ecution makes possible

When execution becomes consistent, running demand day to day takes
less effort. Teams spend less time fixing gaps, working around issues,
or making last-minute corrections. More time is spent on decisions that
actually shape results.

As work stops resetting from one cycle to the next, delivery starts to

feel steadier. Handoffs are clearer, changes are made deliberately,
and results from one cycle feed directly into the next.

What learning looks like when execution is
consistent

Multiple demand activities running in parallel without loss of control
New cycles starting without re-deciding how work should run
Learning carried forward instead of being rediscovered

Fewer delivery fixes, exceptions, and urgent decisions

Scale handled through a steady way of working instead of constant

coordination

With these patterns in mind, it becomes easier to reflect on how
demand is actually running in day-to-day work.
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ution consistency

This section is intended to help surface patterns in how demand
execution holds together as activity increases.

Execution is holding together Execution is breaking down
The same way of working carries from one The same way of working carries from one
cycle to the next cycle to the next
Campaigns start without re-deciding Campaigns start without re-deciding
sequencing, checks, or handoffs sequencing, checks, or handoffs
Planning decisions stay clear once delivery is Planning decisions stay clear once delivery is
underway underway
Changes made during delivery are carried Changes made during delivery are carried
forward forward
Similar demand activity is delivered in Similar demand activity is delivered in
comparable ways comparable ways
Early, mid, and late demand run as one Early, mid, and late demand run as one
connected flow connected flow
Results can be compared across cycles without Results can be compared across cycles without
reinterpretation reinterpretation
Reviews lead to changes in decisions made Reviews lead to changes in decisions made
within the next cycle within the next cycle

If several patterns on the right feel familiar, demand execution is not
yet operating at a level that supports scale. In those cases, stabilizing
how demand is run will matter more than adding more activity.
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we cahn help

pharoslQ helps tfeams stabilize demand execution as activity
Increqgses.

We run demand end to end so execution does not reset from one cycle
to the next. Delivery decisions carry forward, similar work runs in
comparable ways, and results can be used to shape what happens
next.

Our campaigns are guided by real buyer behavior from our owned
audience, allowing teams to be deliberate about timing and focus.

If the execution breakdown patterns in this playbook feel familiar, we

can help you stabilize how demand is run before adding more activity.

Speak with us about putting consistent
demand execution in plcce.

SPEAK W
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	Demand teams often run multiple campaigns at the same time. Planning, delivery, and reviews overlap, and decisions are made while work is already in motion.
	As demand activity increases, small differences in how work is delivered start to add up. Campaigns that look similar on paper end up being run slightly differently. Over time, this makes outcomes harder to predict and harder to improve.
	This playbook is about keeping demand execution consistent as activity scales. It shows where execution holds, where it resets, and what needs to stay the same as work increases.
	It is written for those responsible for planning, delivering, and coordinating demand work across overlapping campaigns who may recognize the following patterns:
	Fixing the same delivery issues again in each new cycle
	Similar demand work producing different results with no clear reason
	Reviews that feel thorough but do not change what happens next
	Spending more time coordinating work without execution becoming more consistent
	These patterns are common as demand activity increases and delivery pressure builds.

	Where execution consistency starts to break down
	Execution usually starts to break down during delivery. Teams make decisions to keep work moving while campaigns are already live.
	As demand activity increases, more of these decisions are made under pressure. They solve immediate problems but quietly change how work is delivered from one cycle to the next.  Here’s how this tends to show up in practice:
	Delivery decisions are lost
	During delivery, teams adjust sequencing, reviews, handoffs, and scope to keep work moving. These decisions are often made quickly to deal with timing or capacity issues.
	Once the work moves on, those decisions are rarely carried into the next cycle. Even when something works, it is treated as a one-off rather than a change to how delivery runs.
	As a result, teams fix the same delivery issues again in the next campaign.


	Similar work is run differently
	When campaigns run at the same time, or close together, delivery starts to vary based on timing, constraints, or who is involved.   Even when the audience, channel, and goal are the same, the work follows a different path. Over time, teams lose a clear sense of what “normal” execution looks like.
	This makes it harder to compare work or build confidence in what should be repeated.

	Results do not shape what happens next
	Results show what happened, but not what to repeat. Teams can see outcomes, but they cannot clearly link them back to how the work was delivered.
	Reviews focus on reporting rather than deciding how the next cycle should run. Without a consistent way of working, results do not carry forward.
	Over time, execution starts to feel inconsistent, even though the work itself looks familiar. To prevent this drift, some parts of how demand is run need to stay consistent from one cycle to the next.

	What stays consistent as demand scales
	As demand activity increases, not everything can change from one cycle to the next. If how work runs keeps resetting, teams never build a steady way of delivering demand.
	Some variation at the campaign level is expected. How delivery works is not.
	What needs to stay the same
	Across similar demand work, certain parts of delivery need to remain stable:
	The order in which work moves from planning into delivery
	The checks that happen before work moves forward
	How work is handed from one team to another
	Who is responsible for each part of delivery
	When and how results are reviewed
	These are the basics of how demand runs day to day. Once delivery starts, they should not be re-decided.


	What can change deliberately
	Within a stable way of working, teams still make adjustments:
	What a campaign is focused on
	Who it is aimed at and how it is framed
	When activity ramps up or slows down
	Changes based on what buyers are doing
	These decisions affect what is run and where effort goes. They do not change how work moves from start to finish.

	How consistency is carried forward
	When the way work is run stays the same, delivery does not reset each cycle. Decisions made during one round of work show up in the next.
	Over time, demand starts to feel less like a series of separate campaigns and more like ongoing work that builds on itself.

	Running demand as a continuous program
	When execution does not reset, demand stops feeling like a set of separate campaigns. Multiple campaigns can still be active at the same time, but the way work runs stays the same.
	Instead of restarting delivery with each new launch, work continues within an established way of working.
	What this looks like in practice:
	Across similar demand work, certain parts of delivery need to remain stable:
	Campaigns start without re-deciding sequencing, checks, or handoffs
	New work begins with a clear view of how similar work was run previously
	Results are used to adjust how the next similar campaign is delivered
	Multiple campaigns run at the same time without changing how delivery works
	Campaigns still start and end, and adjustments are made within them. The difference is that the underlying way of working stays consistent.

	CAMPAIGN A
	Guided by buyer behavior

	CAMPAIGN B
	Focus Changes
	Pacing Adjusts

	CAMPAIGN C
	New channels tested


	Maintaining execution consistency across the funnel
	Running demand across the funnel puts execution under pressure. Early, mid, and late demand all run at the same time, often with different teams involved. The work changes by stage, but how delivery runs still needs to hold together.
	Each stage introduces its own urgency and dependencies, making it easier for execution to drift.
	Early-stage demand
	Early-stage demand runs at scale and over longer time horizons. Decisions about how work runs are often made before results are visible.
	When execution loosens here, variation is introduced early. Those differences carry forward into later stages, shaping downstream delivery before results are visible.

	Mid-stage demand
	Mid-stage demand brings work closer together. Timelines tighten, work overlaps more, and teams have to coordinate more frequently.
	Without consistent execution, teams make local decisions to keep work moving. Similar efforts begin to run differently across parallel campaigns, even when the goals are the same.


	Late-stage demand
	Late-stage demand operates under tighter timelines and clearer dependencies. Decisions made here have an immediate impact.   Under pressure, urgency can override established ways of working.
	Changes made late in the funnel disconnect delivery from earlier work, and outcomes reflect last-minute adjustments rather than how demand was run overall.
	When execution holds under these conditions, demand moves as a single flow across the funnel, even as the details differ.  As a result, outcomes become easier to compare and learn from.

	Using results to support learning
	Results only support learning when demand is run in a consistent way. If how work is delivered keeps changing from one cycle to the next, it becomes unclear what actually made a difference.
	When results are useful
	When results lose value

	What learning looks like when execution is consistent
	When demand is run in a consistent way, reviews focus on results produced under similar conditions. Teams can look back and see which delivery choices were in place and how those choices shaped the results.
	This makes it easier to decide what to repeat, what to adjust, and what to avoid in the next cycle. Learning carries forward because how the work runs stays familiar.
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	What consistent execution makes possible
	When execution becomes consistent, running demand day to day takes less effort. Teams spend less time fixing gaps, working around issues, or making last-minute corrections. More time is spent on decisions that actually shape results.
	As work stops resetting from one cycle to the next, delivery starts to feel steadier. Handoffs are clearer, changes are made deliberately, and results from one cycle feed directly into the next.
	What learning looks like when execution is consistent
	Multiple demand activities running in parallel without loss of control
	New cycles starting without re-deciding how work should run
	Learning carried forward instead of being rediscovered
	Fewer delivery fixes, exceptions, and urgent decisions
	Scale handled through a steady way of working instead of constant coordination
	With these patterns in mind, it becomes easier to reflect on how demand is actually running in day-to-day work.


	Execution consistency check
	This section is intended to help surface patterns in how demand execution holds together as activity increases.
	Execution is holding together
	Execution is breaking down

	If several patterns on the right feel familiar, demand execution is not yet operating at a level that supports scale. In those cases, stabilizing how demand is run will matter more than adding more activity.
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	How we can help
	pharosIQ helps teams stabilize demand execution as activity increases.
	We run demand end to end so execution does not reset from one cycle to the next. Delivery decisions carry forward, similar work runs in comparable ways, and results can be used to shape what happens next.
	Our campaigns are guided by real buyer behavior from our owned audience, allowing teams to be deliberate about timing and focus.
	If the execution breakdown patterns in this playbook feel familiar, we can help you stabilize how demand is run before adding more activity.

	Speak with us about putting consistent demand execution in place.
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