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[bookmark: _sacb774069pb]ICP flywheel campaign playbook
[bookmark: _eosrcd90sm0w]Turn every big win into a one-month campaign that marketing, BDRs, and sales all run with the same message.
Most teams build an ideal customer profile (ICP) matrix during annual planning, then pitch every account the same way. This playbook turns that matrix into a monthly campaign motion: start from a deal you've just won, find the companies with the same problem, and have every channel say the same thing for one month. Then reset and run the next one. 
Use it when your product serves several use cases and buyers, and a single generic pitch has stopped landing.

1. Map your ICP matrix
If your product does one obvious thing, your ICP is probably a single row. If it serves several use cases, each one fits different companies and has a different buyer. Map every combination first. This becomes the menu each month's campaign picks from.

	Use case
	Companies where it fits
	Buyer
	Proof we have

	e.g. Reference data management
	Hedge funds and asset managers
	Head of data platform
	Recent seven-figure win

	e.g. Real-time ad bidding
	Ad tech platforms and publishers
	VP engineering
	Two live customers

	e.g. User profile store
	Consumer apps with large user bases
	Platform engineering lead
	None yet

	
	
	
	


	
	
	
	






Rows in our matrix: e.g. Nine use case and industry combinations


Rows with proof we can campaign on now: e.g. Three, each backed by a closed deal




2. Choose the win that starts the flywheel
Each campaign starts from a deal you've just closed. A fresh win gives you a real problem, the language buyers use to describe it, and proof the use case sells. Pick one row from your matrix and capture what made the deal work.

Trigger win: e.g. Multiple seven-figure deals with a hedge fund

Use case: e.g. Reference data management

The problem we solved, in the buyer's words: e.g. Reference data takes too long to reach our trading systems.

Why lookalike companies share this problem: e.g. Every fund runs reference data management. It's their core system, like a CRM or ERP elsewhere.

Campaign owner in marketing: e.g. Demand generation manager



3. Build the target list and hand it to BDRs
Marketing sets the campaign idea, then the team works outward from the win: companies with the same problem, then the people at those companies who buy. Each step produces one output that feeds the next.

	Step
	Owner
	Output
	Example

	Set the campaign idea
	Marketing
	A one-line campaign theme
	e.g. Real-time reference data for funds

	Find lookalike accounts
	Marketing ops or RevOps
	Account list with the same problem
	e.g. 120 hedge funds and asset managers

	Find the contacts
	RevOps
	Enriched contacts by buyer role
	e.g. Heads of data platform and their direct reports

	Push to BDRs
	RevOps
	Accounts and contacts loaded and assigned
	e.g. Tagged to the campaign in the CRM, split across the BDR team



Our campaign theme: e.g. Real-time reference data for funds

Target accounts: e.g. 120 Contacts per account 		Contacts per account: e.g. Two to three

4. Write one message for every channel
The flywheel only works if every touchpoint says the same thing. Your ads, cold calls, emails, and LinkedIn outreach should all lead with the use case and problem from section 2, not your product's generic strengths.

Our one-line message this month: e.g., Get reference data to your trading systems in real time

	Channel
	Owner
	What it says this month

	Ads
	Marketing
	e.g. Targeted at the account list, headline names reference data management.

	BDR cold call
	BDRs
	e.g. Opens on the reference data delay problem, not database speed.

	Email
	BDRs
	e.g. Subject line names the use case, body cites an unnamed peer fund's result.

	LinkedIn connection
	BDRs
	e.g. Connection note mentions reference data, no product pitch.




5. Enable the team and run for one month
Before launch, run an enablement session on the messaging. In complex markets, the use case may be unfamiliar to reps, so don't assume they can talk about it. Then run the campaign for a full month without changing the target list or the message.

· Enablement session held on the campaign messaging
· Call script written and shared with every BDR
· Email and LinkedIn copy approved and loaded into sequences
· Ads live and pointing at the same message
· Start and end dates agreed for the one-month run

Campaign window: e.g. March 1 to March 31

Call script opener: e.g. Most funds we talk to are waiting too long on reference data updates.



6. Measure on facts, then reset
Judge each campaign on the two points you can trust: a meeting held with an ICP buyer (they booked, they showed up, and they genuinely buy what you sell) and closed revenue. Everything in between is useful data, but don't set goals on it. Lead counts are too easy to inflate to be useful.

Set the meeting target from your model.
Work backward from revenue so the campaign target ties to the plan your executives signed off on.

	Model step
	Our number

	New logo revenue target
	e.g. $1.2M this quarter

	Pipeline needed
	e.g. $4.8M at a 25% win rate

	Meetings needed
	e.g. 160 at $30K pipeline per meeting

	This campaign's share
	e.g. 40 meetings this month




Accountable owner for the model: e.g. CRO
Log results against the two facts

	Fact
	Target
	Actual
	Notes

	Meetings held with ICP buyers
	e.g. 40
	e.g. 33
	e.g. Cold calls converted best

	Closed revenue
	e.g. $1.2M
	e.g. Tracking
	e.g. Review again at the end of the sales cycle



Reset for the next campaign.
· Results logged against the meeting target
· Messaging that worked saved for the next campaign
· Next ICP row picked from the matrix in section 1
· Next trigger win identified for section 2

Next month's ICP: e.g., real-time ad bidding for ad tech platforms
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