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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E T H E  P E R F O R M A N C E  I N T E L L I G E N C E  F LY W H E E L

S E C T I O N  0 1  ·  W H Y  T H E  F L Y W H E E L

The top 15% of your team produces most of the
results. Nobody can tell you exactly why.
That blind spot is the most expensive thing in your operating model. This field guide lays out what

to do about it.

Across every sales and advisory organization we have worked inside, the same pattern shows up. A

small group of people produces the majority of the outcome. Leadership can name them. Leadership

cannot name the behaviors that make them the top group. And when those behaviors cannot be named,

they cannot be taught, cannot be coached against, and do not travel to the next cohort.

The consequence is a performance distribution that never closes. The top stays at the top. The middle

seventy percent stays roughly where it was last year. The bottom churns. New hires ramp at a rate set

by whichever manager they happened to be assigned to. Every leader we speak with knows this. Very

few have the operating system to change it.

The Performance Intelligence Flywheel is that operating system. Five moves, deliberately sequenced,

that compound on each other. It raises the floor and the ceiling at the same time. And it is the signature

framework we install inside every BlueEye engagement.

S T A R T  H E R E

If you could only measure one thing across your field organization this quarter, would you rather

see effort, activity, or readiness?

If your instinct was readiness, you are already thinking in flywheel terms. The next nine pages give you

the language, the structure, and the first three moves to install it.
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O U R  P E R S P E C T I V E

Most performance improvement programs pick one move. They train harder, or they add activity

pressure, or they buy a platform. The flywheel is the argument that the move is not the thing. The loop

between the moves is the thing.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E T H E  P E R F O R M A N C E  I N T E L L I G E N C E  F LY W H E E L

S E C T I O N  0 2  ·  T H E  F R A M E W O R K

Five moves that compound on each other
A higher floor and a higher ceiling across the whole organization. This is the signature BlueEye

framework we install and operate.

01 SURFACE the top 15% edge

What your best reps do that no one can

articulate. Capture it in a form the rest of the field

can learn from.

02 TEACH make it reps-ready

Turn that tacit instinct into scenarios anyone can

run. Practiced, scored, and repeated until the

standard is installed.

03 PUSH the middle 70% up

Drive B-players to adopt A-player behaviors.

Coaching runs off the data. The movable middle

lifts toward the top.

04 COMPOUND through new hires

Ramp time drops. Every cohort starts further

ahead than the last. The floor keeps rising

alongside the ceiling.

05 SIGNAL read the market

Field reality feeds back into scenarios and

scorecards. The wheel learns, turns again, and

the whole system keeps leveling up.

Read each move as a verb, not a noun. Surface is a weekly practice, not a one-time audit. Teach is a rhythm,

not a curriculum. Push is a coaching cadence, not a campaign. Compound is a new-hire architecture, not an

onboarding deck. Signal is an intelligence layer, not a report. The wheel is the system, not any one part.
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O U R  P E R S P E C T I V E

The next five sections each take one move and show you what most firms do, what the top 15% look

like, and the three-move unlock to install it. Read them in order if this is new. Jump to the one that is

your bottleneck if you already know.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E M O V E  0 1  ·  S U R FA C E  T H E  T O P  1 5 %  E D G E

M O V E  0 1  ·  S U R FA C E

Capture what your best reps do, in a form everyone
else can learn from
You cannot teach a behavior you cannot name. Most organizations never do the work to name it.

W H AT  M O S T  F I R M S  D O

Celebrate the top, never study them

President's Club. Stack rank. A spotlight on the

number. No one has ever sat down with the top

five performers and decomposed the behaviors

that separate them from the person ranked

twenty. The pattern stays locked in the person.

W H AT  T H E  T O P  1 5 %  L O O K S  L I K E

Their edge is visible, nameable, repeatable

A firm-specific, written articulation of the exact

behaviors A-players run in the moments that

matter. Not adjectives. Concrete openings,

reframes, objection turns, and next-step setups —

the kind a B-player could learn and rep against

tomorrow.

D I A G N O S T I C

Can you name, in one sentence, the three behaviors your top five producers run differently than

your bottom five? If not, that's Move 01.

01.  THE  THREE-MOVE  UNLOCK

A
Shadow the top, not the
average

Five structured conversations

with your top performers. Same

questions, same rigor, same

rubric. Pattern-match across

them, not average them.

B
Translate instinct into criteria

Every pattern becomes a

scorecard line. Not a vague

"builds rapport" — a specific,

observable behavior that a

manager can evaluate in a

recorded call or a rep.

C
Ship the written playbook

A firm-specific document that

names what good looks like for

your roles, your products, your

moments. Not a training deck.

The foundation every other

move in the flywheel is built on.
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O U R  P E R S P E C T I V E

Organizations spend millions training to a generic standard and wonder why the top tier doesn't travel.

The top tier was never written down. Write it down first. Everything downstream gets easier.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E M O V E  0 2  ·  T E A C H  —  M A K E  I T  R E P S - R E A D Y

M O V E  0 2  ·  T E A C H

Turn tacit instinct into scenarios your people can
practice, score, and repeat
A written standard is a document. A practiced standard is operating capacity.

W H AT  M O S T  F I R M S  D O

Send people to a class and hope

A two-day workshop. A library of on-demand

modules. Maybe a role-play where colleagues

perform for each other in front of a manager.

Reps try the new behavior once, get

embarrassed, and default back to what they were

doing before.

W H AT  T H E  T O P  1 5 %  L O O K S  L I K E

Practice against the real conversation

Custom scenarios that mirror the exact

conversations your field actually has — your

clients, your products, your objections, your

moments. Reps practice privately against AI, get

scored against your rubric, and repeat until the

behavior is installed.

D I A G N O S T I C

When your people learn a new motion this quarter, how many times will they actually run it out

loud — in something that looks like the real conversation — before they try it live with a client?

02.  THE  THREE-MOVE  UNLOCK

A
Author firm-specific
scenarios

Not a generic library. The

conversations that drive your

P&L: the discovery, the reframe,

the pricing pushback, the cross-

sell handoff. Your language, your

stakes.

B
Build a scoring rubric

The same Move 01 playbook,

expressed as observable

criteria. Every rep gets scored

against the same standard,

every time. No manager

subjectivity. No drift.

C
Make practice the default

Reps practice on their own time,

as often as they need to, with

privacy. Manager reads the

pattern. No cohort left behind

because their manager wasn't

available.
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O U R  P E R S P E C T I V E

The expensive mistake is treating training as a delivery problem. Training is a reps problem. Every

motion needs ten to twenty private, scored, low-stakes reps before the behavior is durable.

Organizations that install that cadence pull away from organizations that don't.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E M O V E  0 3  ·  P U S H  —  T H E  M I D D L E  7 0 %  U P

M O V E  0 3  ·  P U S H

Drive the middle 70% to adopt the behaviors that
define your top tier
The biggest P&L lever in your organization isn't the top. It's what the middle does next quarter.

W H AT  M O S T  F I R M S  D O

Push activity, not behavior

Daily call counts. Pipeline coverage ratios. Activity

dashboards. The middle hits the number on effort,

not on motion quality. A manager asks "how many

calls this week" instead of "how did the three that

mattered actually go."

W H AT  T H E  T O P  1 5 %  L O O K S  L I K E

Coach against the pattern, weekly

Managers walk into every one-on-one with a

readable pattern across their rep's last ten

conversations. They coach the specific gap

against the specific Move 01 criterion. One thing

per week. The movable middle moves.

D I A G N O S T I C

Your B-player has a one-on-one next Tuesday. What is the specific behavior their manager is

going to ask them to change that week? If the answer is "depends on the manager," that's Move

03.

03.  THE  THREE-MOVE  UNLOCK

A
Make the readiness signal
visible

A live dashboard, by rep, by

behavior, by scenario. Managers

see the gap before the QBR

shows it. The pattern gives the

coaching agenda a week ahead

of the lagging metric.

B
One behavior per rep, per
week

No more "three things to work

on." The data names the one

behavior that would move the

rep's readiness score most. The

coach coaches that, the rep

reps that, and the system

measures the delta.

C
Enable the manager

First-line managers are the

biggest leverage point in the

flywheel and the most under-

equipped. Give them the reads,

the scripts, the rhythm. Turn

them from activity police into

development leaders.
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O U R  P E R S P E C T I V E

The math says pushing the middle up four percentage points is worth more than retaining an extra A-

player. Every leader intuits this. Very few have the signal layer that lets a first-line manager actually do

it.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E M O V E  0 4  ·  C O M P O U N D  —  T H R O U G H  N E W  H I R E S

M O V E  0 4  ·  C O M P O U N D

Every new cohort starts further ahead than the last
Onboarding is the most reliable place to install a higher standard. Most firms squander it.

W H AT  M O S T  F I R M S  D O

Train, release, hope, rescue

Four to twelve weeks of training. A vague moment

where the new hire starts taking client

conversations. A ramp curve set by luck and by

which manager caught the handoff. Some reps

ramp fast, some never ramp, and leadership can't

reliably tell in advance which will be which.

W H AT  T H E  T O P  1 5 %  L O O K S  L I K E

Certification, not graduation

A defensible readiness gate between training and

the first client conversation. No new hire goes live

on their manager's gut. They pass a standard,

measured against the same Move 01 playbook the

tenured field is measured against. Every cohort

starts at a higher floor.

D I A G N O S T I C

On the day your newest hire takes their first real client call, what evidence do you have —

beyond manager judgment — that they are ready?

04.  THE  THREE-MOVE  UNLOCK

A
Install a certification gate

Before the first client-facing

conversation, the rep passes a

scored set of scenarios against

the same standard the tenured

field is calibrated on. The gate is

defensible. The standard is the

standard.

B
Connect ramp to readiness

The first ninety days are

instrumented. Managers coach

off the same data the new hire

trained on. Ramp stops being a

mystery and becomes a

measurable curve.

C
Raise the floor every cohort

Each intake starts at the

readiness bar the previous

cohort exited at. The floor rises.

Time-to-productivity drops. The

compounding effect shows up

on the P&L two to four quarters

later.
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O U R  P E R S P E C T I V E

A certification gate isn't gatekeeping. It's the first place the rest of the flywheel becomes real for the

organization. A rep who was certified against a written standard will be coachable against it,

measurable against it, and comparable against it for the rest of their tenure.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E M O V E  0 5  ·  S I G N A L  —  R E A D  T H E  M A R K E T

M O V E  0 5  ·  S I G N A L

The field is already telling you what the market
wants. Your system has to listen.
The loop closes when field conversations feed back into scorecards, scenarios, and strategy — in

weeks, not quarters.

W H AT  M O S T  F I R M S  D O

Annual VOC decks, quarterly win-loss

A formal voice-of-customer study once a year. A

win-loss interview rhythm that lags by a quarter.

Anecdotes get told in the leadership offsite. By

the time the insights are in a deck, the market has

moved and the learning is historical.

W H AT  T H E  T O P  1 5 %  L O O K S  L I K E

Field reality closes the loop weekly

Real conversations, scored against your rubric,

become a live readout on what is landing and

what is not. New objections surface in days.

Scorecards get updated. Scenarios get rewritten.

The wheel turns again, and the whole system

levels up. Every quarter.

D I A G N O S T I C

If a new objection started showing up in your top market this week, how long until it appeared in

your scorecards, your scenarios, and your manager enablement? Weeks? Quarters? Never?

05.  THE  THREE-MOVE  UNLOCK

A
Instrument the live
conversation

The real calls, the real reps, the

real objections, scored against

the same criteria the flywheel

runs on. Not survey sentiment.

The ground truth of what's

happening in the moments that

matter.

B
Update the system in weeks

A new competitor tactic, a new

compliance pressure, a new

product line — any of these

should show up in your

scorecards and scenarios within

two weeks of the field surfacing

it. Not the annual refresh cycle.

C
Feed strategy back with
evidence

The flywheel gives leadership a

live read on where the field is

landing and where it is breaking

— broken out by motion,

segment, and stage. Strategy

conversations stop being

opinion and start being

instrumented.
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O U R  P E R S P E C T I V E

The signal move is what makes the flywheel a wheel rather than a staircase. Without it, you have a

program. With it, you have a learning system that keeps compounding long after the initial install.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E H OW  W E  I N S TA L L  T H E  F LY W H E E L

S E C T I O N  0 8  ·  T H E  4 5 - D AY  A R C

Diagnose, install, measure. In weeks, not quarters.
Every BlueEye engagement follows the same operating cadence. Short enough to land an answer.

Long enough to land a system.

The flywheel is not a one-year transformation program. It is a set of installations that compound. The

first arc is forty-five days. By day forty-five you have a written standard, a scoring rubric, a live

readiness signal, and a trained set of first-line managers coaching off it. Everything after that is

compounding.

D AY S  1  —  1 5

Diagnose
Shadow the top 15%.

Interview the field. Pull

existing data. Author the firm-

specific playbook and rubric.

Define the three or four

moments that matter most for

your P&L. Leadership aligns

on what good looks like.

D AY S  1 6  —  3 0

Install
Build the scenarios. Launch

the scoring layer. Certify a

pilot cohort against the rubric.

Train first-line managers on

reading the signal and

coaching against it. Ship the

readiness dashboard to

leadership.

D AY S  3 1  —  4 5

Measure
Run the first full weekly

coaching cycle off live data.

Read the early pattern by

region, team, and behavior.

Identify which move (Surface

through Signal) is the next

highest-leverage install for

the next 45-day arc.

What you have at day 45: a written playbook, a scored cohort, a live readiness dashboard, a trained

manager layer, and a forty-five-day compounding cadence the rest of the organization can be rolled

into.
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O U R  P E R S P E C T I V E

Most transformation programs take eighteen months to show a defensible outcome. The flywheel

shows one in six weeks. That is possible only because each move builds on the last one, and because

the work is installed inside the field organization instead of sitting as a deliverable above it.
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B L U E E Y E  A D V I S O R Y  ·  F I E L D  G U I D E Y O U R  N E X T  M OV E

S E C T I O N  0 9  ·  W H AT  T O  D O  W I T H  T H I S

Three honest options, depending on where you are
Not every reader is ready to engage. Here is the one honest next step for each of the three places

this guide tends to land.

A.  IF  YOU  ARE  NOT  READY  TO  TALK  TO  ANYONE  YET

Pick the one move above that felt most like a live wound. Write one paragraph — for yourself or for your

boss — on what the current state actually looks like and what it costs you. That paragraph is the most

valuable asset this guide will produce for you. Come back to us when you are ready.

B.  IF  YOU  WANT  TO  GO  DEEPER  ON  A  SPECIFIC  MOVE

Each of the five moves has a dedicated segment page on blueeyeadvisory.com/flywheel, with expanded

playbooks, a short self-diagnostic, and examples of what the installed version looks like inside a live

organization. Start with the move that matched the paragraph above.

C.  IF  YOU  ARE  READY  FOR  A  15-MINUTE  WORKING  CONVERSATION

We run a focused, no-pressure 15-minute call. You describe where you are, we name the move that would

give you the most leverage first, and you leave with a clearer picture of the arc — whether or not we ever

work together. Book direct below.

B O O K  T H E  1 5 - M I N U T E  C A L L

A sharper read on where to start
No deck. No pitch. Fifteen minutes, a real conversation, and a clearer picture of the

one move that would move your organization most this quarter. That is the value,

whether we end up working together or not.

B O O K  D I R E C T

blueeyeadvisory.com/intake

D E E P E R  O N  T H E  F LY W H E E L

blueeyeadvisory.com/flywheel

E M A I L

mike@blueeyeadvisory.com

Mike Levine

Founder, BlueEye Advisory · Performance Intelligence for Strategy-to-Execution

mike@blueeyeadvisory.com  ·  (813) 753-5124  ·  blueeyeadvisory.com
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