THE EMERI
FOUR
PILLARS OF
STRATEGIC
SCALING

A New Lens for
Modern Board

Governance

At board level, decisions are rarely simple.
They require balancing ambition with
accountability, growth with sustainability,
and opportunity with risk. Yet maost board
frameworks were designed for a different
era—one focused primarily on compliance
and fiduciary oversight.

The EMERI Four Pillars framework
emerged from a critical observation:
traditional governance models are
necessary but insufficient for scaling
companies in volatile markets. Boards
today must govern and grow, protect and

accelerate, oversee and enable.

This framework provides directors with a structured approach to
strategic oversight that addresses the full commercial reality of
maodern enterprises.

Why Existing Frameworks Fall Short
Traditional board frameworks emphasise:

» Fiduciary duty and compliance

 Risk mitigation

 Financial oversight

 Strategic approval
Whats missing? The operational mechanisms that
actually drive value creation. Most boards can identify
when growth stalls but struggle to diagnose why or where in the
commercial engine the breakdown occurred
Congider this scenario; A SaaS company misses quarterly
targets by 18%. The board discussion typically focuses on:

 Salesteam performance

» Marketconditions

o Competitive pressure
Rarely does itexamine:

o Whether GTM assumptions remain valid

« Ifrevenue operations can support the sales model

» Whether governance structures enable or constrain growth

decisions

This is the blind spot the Four Pillars address.
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The Four Pillars Framework
Pillar One: Governance — The
Anchor of Accountability

Traditional view: Govemance is
compliance, audit committees, and
risk registers.

Reality: Governance determines
decision velocity, capital allocation
efficiency, and organisational trust
Poor governance doesnt just create
legal risk—it creates drag on every
other pillar.

» DO our governance structures
enable fast decisions on critical
commercial matters?

e Are we govemning the right
things at the right altitude?

e Does our risk framework
distinguish  between risks to
avoid and risks to take?

What strong governance looks
like:
e Clear delegation frameworks that
empower management
e Risk appetite explicitly tied to
growth objectives
e Board papers that surface
decisions, not just information
e Governance that scales with the
business, not against it

The evidence: Companies with
mature  governance  practices
experience 25% fewer material risk
events and 30% faster decision
cycles on strategic matters (PwC
Global Governance Survey, 2023).

Pillar Two: Growth — Ambition
with Sustainability

The growth paradox: Boards must
simultaneously push for growth
and ensure it's sustainable. Most
boards do one or the other well;
few do both.

The failure pattern:

e Early stage: Boards push too
hard for growth, ignoring unit
economics

e Scale stage: Boards over-index
on efficiency, killing
momentum

e Mature stage: Boards accept
anaemic growth as inevitable

Board-level questions:

e What is our actual growth
capacity given current
infrastructure?

e Are we funding growth initiatives

What

or starving them?

Do we understand which growth
investments compound and which
don't?

Can we articulate why we're
growing at X% vs. Y%"?

sophisticated growth

oversight looks like:

The evidence:

Clear growth hypotheses with
testable assumptions

Capital allocation frameworks that
fund experiments, not just plans
Understanding  the  difference
between growth rates, growth
capacity, and growth efficiency
Comfort with non-linear investment
patterns

Companies  with

boards that actively shape (not just
approve) growth strategy outperform
peers by 17% over five years, but only
when paired with strong operational
discip)ﬂine (BCG Strategy@Speed study,
2022).

A

The EMERI Four
Pillars framework gives
boards a structured
lens for strategic
sca]ing. [earn how
Governance, Growth,
GTM, and RevOps

work to%ether to drive

per ormance ’
Pillar Three: GTM xhere

Strategy Meets Market Reality
The overlooked pillar: GTM is
often seen as a management
concern, not a board matter. This is a
critical error.

Why GTM belongs at board

level:

Your GTM model determines:

e Capital requirements (sales-led
requires  different  investment
than product-led)

o Competitive  positioning  (you
can't out-execute a broken GTM
strategy)

o Organisational  design  (your
GTM model shapes your entire
company structure)

 Risk profile (GTM concentration
risk is often a company's largest
unmanaged risk)

Board-level questions:

e DO we have one clear GTM
motion or are we trying to do
everything?

* What assumptions underpin our
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e GTM model and when did we
last test them?

* Are we structured to execute our
stated GTM strategy?

e What would cause us to
fundamentally change our GTM
approach?

Common GTM failures boards
miss:

e Product-market fit confusion:
Solving the wrong problem for
the right customer

e Channel conflict: Multiple GTM
motions  cannibalising  each
other

e [CP drift Selling to whoever will
buy rather than who you're built
to serve

¢ Scaling a broken model: Pouring
capital into a GTM motion with
POOr unit economics

tl_\ll(hat good GTM oversight looks
ike:

e Regular GTM assumption testing
(customer  acquisition  cost,
lifetime value, conversion rates,
sales cycle length)
Understanding the competitive

implications  of your GTM
choices

e Monitoring  GTM  efficiency
metrics, Not just revenue

e Willingness to pivot  GTM
strategy when evidence
demands it

The evidence: Boards with GTM-
experienced directors are 40% more
likely to identify revenue model risks
early and adjust strategy before
significant capital is wasted (McKinsey
B2B Growth Survey, 2023).

Pillar Four: RevOps
Commercial Engine
The most misunderstood pillar: RevOps
is not just CRM administration. It's the
operational manifestation of your entire
commercial strategy.

What RevOps actually
systems,  processes, and  data
infrastructure  that enable  revenue
teams 1o execute efficiently and
leadership to make informed decisions.

The

is: The

Why it matters at board level:
e Revenue predictability requires
operational excellence
e Scaling revenue requires scalable
operations
 Strategic pivots require operational
flexibility

Board-level questions:

e Can management  accurately
forecast revenue three quarters
out?
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e Do we have leading indicators of
performance or only lagging?

e Are revenue operations enabling growth or
constraining it?

e What would break in our revenue operations if we
doubled growth rate?

What boards get wrong about RevOps:

e Treating it as a technology problem (it's a business
architecture problem)

e Assuming RevOps is management's problem until
forecasts miss

e Not connecting RevOps capability
allocation decisions

» Overlooking RevOps maturity as a constraint on
growth

revenue

to capital

What sophisticated RevOps oversight looks like:
» Regular reviews of forecast accuracy and the
methodology behind forecasts
e Understanding the operational leverage points in
your revenue model
» Connecting RevOps investment to growth capacity
e Asking about data quality and systems integration,
not just revenue numbers
The evidence: Companies with mature RevOps
functions achieve revenue growth 19% faster with 16%
better forecast accuracy, enabling boards to make more
confident capital allocation decisions (Forrester RevOps
Impact Study, 2023).

How The Four Pillars Work Together

The power of this framework isn't in the individual pillars
—it'sin theirinterdependence:

Governance sets the rules of the game

Growth defines the ambition

GTM determines the path to market

RevOps provides the engine

Failure patterns emerge when pillars misalign:

Scenario What Happens Board Response
Question data quality
Strong and operational

Slow, careful decisions

overnance +
g based on poor data

weak RevOps

capability before
approving growth
investment
Establish clearer

Strong GTM + Fast market execution

weak with unclear decision rights and
governance accountability risk parameters
Strohg growth Capital poured into Pressure.—test GTM
ambition + fl d et h assumptions before
weak GTM awed market approac funding growth
Strong

RevOps + Excellent data, slow Reform governance to
weak decisions enable velocity
governance

Applying The Framework: A Board Scenario
Situation: CEO requests £5M for international expansion.
Revenue growth has slowed to 15% YoY from 40%
previous year.

Typical board response: Focus on the business case
for expansion. Approve or decline based on market
opportunity and financial projections.
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Four Pillars approach:
Governance lens:
* Do we have the right decision-making structure for
international operations?
* What governance will we need in new markets?
e« How will international expansion affect board
oversight capacity?
Growth lens:
e Is international expansion addressing our growth
slowdown or avoiding it?
e What's causing the domestic slowdown—market
saturation or execution issues”?
» Do we have capacity for 40% growth in current
markets before expanding?
GTM lens:
* Willour current GTM model work in new markets?
* Do we understand the competitive landscape and
customer acquisition dynamics?
e Are we expanding because weve exhausted
domestic GTM or because we haven't optimised it?
RevOps lens:
e Can our current systems support international
operations?
* Do we have the operational infrastructure for multi-
currency, multi-jurisdiction revenue operations?
e Can we forecast international performance with
confidence?
Result: Instead of yes/no on £56M, the board surfaces
the real question: Is international expansion a growth
solution or a distraction from fixing domestic execution?

For Board Members: Using This Framework

In board papers: Request information structured
around the four pillars for strategic decisions.
In board discussions: When reviewing performance,
systematically work through each pillar to identify root
causes.
In strategy sessions: Test strategic options against all
four pillars to identify disconnects early.
In director questions: Frame questions to surface
assumptions in each area:
+ Governance: "What needs to be true about our
decision-making for this to work?"
« Growth: "What constrains our growth capacity right
now?"
e« GTM: "What would cause us to completely rethink
our market approach?"

* RevOps: 'How confident are we in the data
informing this decision?"

Conclusion

The Four Pillars framework doesn't replace traditional

governance—it  extends it  Boards that can

simultaneously hold accountability  (Governance),

ambition  (Growth), market relevance (GTM), and

operational excellence (RevOps) in their strategic lens
make better decisions faster.

This isn't about doing more. It's about seeing more
clearly—identifying where strategic intent disconnects
from operational reality before it becomes a
performance problem.

The framework's ultimate value: It turns board
oversight from a rearview mirror into a strategic
instrument.
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