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Pod Operating Rhythm

How this team decides, commits, unblocks, and learns. The rhythm is async by
default and synchronous on purpose: monthly we allocate resources, weekly we
commit and inspect, daily we keep ClickUp accurate, and during launches we
spike into short synchronous bursts. This is policy. The appendix lists background
reading that informed it, which is reference material, not policy.

75 min 3 days +50 min

Standing weekly sync per Tuesday through Thursday are Standing sync added during a
person, excluding 1:1s, launch meeting-free by default. launch week: five 10-minute
weeks, and exception huddles. Standing sync lives on the standups until cart close. The
1:1 time varies by role and Monday and Friday edges. post-launch AAR is a separate
number of direct reports. 45-60 minutes.

o= The principle

Meetings exist to do exactly five jobs: allocate resources, make commitments, remove
blockers, capture learning, and develop people while removing individual friction. Status
transfer is not on the list. Status lives in ClickUp; if a meeting is needed to know what is
happening, ClickUp accuracy is failing and the fix is accuracy, not another meeting.

The operating logic: coordination should happen in concentrated bursts separated by long
stretches of focused quiet, not as a constant drip of check-ins. Cadence follows real
coordination needs, not ideology. Research on daily standups is genuinely mixed, which is
the point: a team whose work is accurately tracked in one system does not need a daily
meeting to know what is happening, and a team whose work is not tracked will not be saved
by one.

Every meeting output is one of five things: a decision, a commitment, a blocker escalation,
a documented learning, or individual development. Anything else is conversation, and
conversation does not need a calendar slot.



P Portfolio constraint. The biggest issue limiting the overall publishing business. Named and
reviewed monthly by leadership.

c Company constraint. The biggest issue limiting Roan, Ariel, or Justin individually. Named
monthly, executed against weekly.

L Launch constraint. The biggest issue threatening a specific campaign. Named weekly and
during launch, closed out at the AAR.

Leadership allocates resources against portfolio and company constraints. The weekly
team executes against company and launch constraints. Whenever "the constraint” is
named in this document, it means one of these three levels, stated explicitly. Without that,
people argue past each other about which biggest constraint they mean.

The hierarchy in practice: monthly leadership names the portfolio constraint and each
company constraint. Monday selects the company or launch constraint being attacked this
week. One primary constraint per company per week. Secondary constraints go to the
backlog unless they threaten delivery. Five "biggest" constraints means nothing is
prioritized.

So the default is asynchronous, and the calendar spikes when reality requires
synchronization (launch weeks, incidents). The system should become quieter as ClickUp
accuracy improves. If ClickUp is accurate and the weekly cadence is working, another
meeting is just expensive theater; if the team needs daily meetings forever to know what is
happening, the operating system is failing. One or two systems implemented completely
beats ten implemented halfway. [S100M Playbook Marketing Machine, p.10]

o2 The rhythm at a glance

RITUAL WHEN LENGTH WHO JOB
Monthly 1st week, monthly 90 min Leadership Allocate people, money,
Growth (cap 7) attention, launch capacity

Review



RITUAL

Quarterly
strategy
block

Weekly
Game Plan

Ship & Learn

Hygiene
audit

Daily
ClickUp
updates

Exception
huddle

Launch-
week
standup

Launch AAR

Creator
cadence

WHEN

Every 3rd Growth Review

Mon AM

Fri PM

Weekly / biweekly

Weekly, async

Daily

Triggered only

Daily, launch week

Within 5 days of cart close

Weekly async + monthly call

0z The week

LENGTH

+30-45 min

45 min

30 min

20-25 min

async

10 min

10 min

45-60 min

30 min call

WHO

Leadership

Function reps
+ pod leads

Function reps
+ pod leads

Manager +
each report

System
owner

Everyone

Only those
needed

Launch team

Everyone on
the launch

Growth Lead

+ creator

JOB

Portfolio, pricing, hiring
triggers, pod capacity

Convert priorities into
owned commitments

Inspect execution, decide
on ads/tests, file learnings

Development, friction,
retention. Never status.

ClickUp truth check: stale
statuses, empty fields,
overdue without comment

Statuses, comments,
blockers current in ClickUp.
Slack only when
coordination demands.

Resolve what async could
not

What changed, what is
blocked, what ships today

Planned vs. actual, why,
what changes, SOP updates

Wins, numbers, needs-from-
you with deadlines

Sync time is pinned to the edges of the week. Tuesday through Thursday are meeting-free

by default; that is where deep work lives and it is defended on purpose, not by accident.



MON

async
ClickUp updates

AM - 45m

TUE

async
ClickUp updates

WED

async
ClickUp updates

THU

async
ClickUp updates

FRI

async
ClickUp updates

Weekly Game Maker time
Plan Meeting-free Meeting-free Meeting-free
maker time maker time maker time
PM - 20m ea PM - 30m
1:1s (batched) Ship & Learn

() Synchronous, standing Async, written Protected focus

Launch weeks add a 10-minute standup for the launch team, and the launch owner posts one daily [UPDATE] in
the launch channel. Exception huddles can land any day; they need a trigger, not a slot.



o« Meeting specs

Monthly Growth Review MONTHLY - 90 MIN - LEADERSHIP, CAP 7

Allocate people, money, attention, and launch capacity across creators. This is the only
meeting where the portfolio question gets decided.
PRE-READ (FROZEN 24H BEFORE, READ BEFORE ARRIVAL)

e Scoreboard: revenue, gross profit, cash collected, and customer volume by creator
and by offer/entry path

¢ Input metrics with 6-12 week trends: lead volume and quality, booking rate, show rate,
close rate, CAC, ad batches shipped

¢ Fulfillment capacity, active launches, major constraints, concluded experiments

AGENDA

1. Scoreboard exceptions, 10 min. Only the lines that moved. Nobody reads numbers
aloud that everyone already read.

2. Company review, 20 min. Roan - Ariel - Justin. Health: On Track / At Risk / Blocked.

3. Constraint review, 20 min. Name the portfolio constraint and each company
constraint (Roan, Ariel, Justin): what is limiting growth or delivery, the evidence, the
economic cost.

4. Resource allocation, 25 min. Who gets more people, budget, creative capacity. What
stops. Priority order.

5. Next-month commitments, 15 min. Launch dates, owners, targets, top constraint-
removal actions.

OUTPUT

e A written decision per creator and per major initiative: Continue - Increase - Fix - Pause
- Stop, each with a named owner. No meeting ends without resource decisions.

Why it works this way: the frozen pre-read exists so the 90 minutes are spent on "why" and
"what now" rather than data archaeology. The attendance cap exists because decision quality
degrades as the room grows: past roughly seven people, coordination cost outruns the value of
another voice.




Quarterly extension: every third Growth Review adds a 30-45 minute strategy block: creator
portfolio (add/drop), pricing and offer economics, hiring triggers, pod capacity. This is the
quarterly layer EOS and OKR practice call for, without inventing a new standing meeting.

Weekly Game Plan wvon AM - 45 MIN - FUNCTION REPS + POD LEADS
Convert priorities into commitments. Runs directly from the 7 This Week view in ClickUp; the

meeting operates the system, it does not replace it.

ATTENDANCE

¢ One representative per active function plus the relevant pod leads. Required
attendees are people who own commitments, remove blockers, or make decisions for
that week; everyone else receives the notes. No specialist is forced into every
meeting.

AGENDA

1. Walk This Week; clear overdue

2. Launches inside 21 days: milestone check

3. Each company's active campaign Health confirmed
4. Ad batch and design priorities confirmed

5. Select the one primary constraint per company being attacked this week (from the
monthly company constraint set, or a launch constraint in play): what evidence, what
action, who owns it, when is the decision deadline, what would change direction.
Secondary constraints go to the backlog unless they threaten delivery

6. Select the highest-priority test or corrective action

OUTPUT

e Every priority has one owner, one due date, a definition of done, a ClickUp task, and a
success metric. The required question stands: which company or launch constraint is
this week's work designed to remove?

Why it works this way: this is the weekly tactical meeting that every mature operating system
converges on. The shared design rule: review data as exceptions, and spend most of the time
identifying and solving issues rather than reporting. Optional quality loop: rate the meeting 1-10
at close; chronic 6s mean the format needs surgery, not more time.




Ship & Learn FrRI PM - 30 MIN - FUNCTION REPS + POD LEADS

Inspect execution and compound learning while the week is still fresh.

AGENDA

1.

What shipped / what slipped and why

. Ads in Analyzing: scale, iterate, conclude, or kill
. Concluded experiments: decision + learning filed to the library

. Design queue review

Name the next company or launch constraint (feeds Monday; portfolio-level shifts

escalate to the Growth Review)

OUTPUT

e Updated scorecards, closed or rescheduled tasks, documented decisions, a new test

or corrective action, SOPs updated where process changed.

Why two short meetings instead of one long block: the Monday/Friday split matches the work's

natural rhythm, commit at the open and judge at the close, and keeps each session short enough
to stay sharp. If calendar pressure ever forces consolidation, merging into one Monday session is
the fallback, not adding length.



1:1S WEEKLY (CORE) / BIWEEKLY (CONTRACTORS) : 20-25 MIN - MANAGER + REPORT

The meeting with the strongest evidence behind it. Not a status meeting; status is in ClickUp,
and the manager checks it before the meeting.

FORMAT

The team member owns the agenda; the manager's job is questions and obstacles

Standing prompts: what is harder than it should be - where do you need a decision
from me - what are you learning - how is the workload actually feeling

Recognition is part of the format, not an afterthought: name one specific thing they
did well and why it mattered

Weekly 1:1s are the default for core employees; biweekly 1:1s are acceptable for stable

contractors. Cancel only by mutual agreement, and reschedule within the same or
following week

1:1s are not used to review task status. The manager checks ClickUp before the
meeting

Why: the research on 1:1s is unusually consistent for a management practice: a short weekly
rhythm outperforms longer, less frequent sessions, and the benefit fades as the gap stretches
past two weeks. Feedback paired with recognition outperforms feedback alone. For a pod built
on an audition-to-hire contractor pipeline, this is also the quality-and-retention loop that task
comments cannot provide.



Daily operating rhythm paILy - Async - EVERYONE

No standing daily meeting, and no mandatory daily Slack post either. ClickUp is already the
daily written status system; a second ritual on top of it would become status theater with
extra steps.

NORMAL WEEKS

e Team members keep active ClickUp work current by updating status, next action, due
date, or blocker when reality changes. Every active task must accurately reflect reality
by the end of the workday. No daily update is required when nothing changed.

e Work runs from My Tasks; blockers are logged as comments with the person who can
unblock tagged

e Slack posts happen only when there is a blocker, a decision, or coordination that
ClickUp cannot carry

¢ Urgent blockers use [BLOCKER] in the relevant channel; 60-minute response SLA inside
coverage hours

LAUNCH WEEKS

¢ The 10-minute launch standup replaces normal updates for the launch team

¢ The launch owner posts one daily [UPDATE] in the launch channel

The rule: daily written status is required in ClickUp, and accuracy is the standard rather than

activity. Daily Slack check-ins are required only during launches or when coordination demands
them.

Why the system of record is the check-in: async-first companies that run at scale converge on
one written source of truth rather than parallel rituals, with the system of record winning any
conflict with chat. Status-theater drift applies to any performed daily ritual, Slack posts
included. The signal to watch is ClickUp accuracy via the weekly audit, not ritual compliance.




Exception huddle TRIGGERED ONLY - 10 MIN - ONLY THOSE NEEDED

Synchronous time is spent when reality requires synchronization, and only then.

TRIGGERS

¢ A live launch is active and an issue cannot wait until the next scheduled launch

touchpoint - a customer-facing issue is broken - multiple functions are blocked - a
launch milestone is at risk - async failed to resolve it

The launch existing is not the trigger. The unresolved issue is.

Escalation path: launch owner = Growth Lead — Director

Why: this is the burst pattern in practice. Concentrated synchronous exchange when an issue
genuinely needs it, quiet in between, beats constant low-grade communication. If there is no
blocker and no decision, the huddle is cancelled. Cancelled meetings are a feature.

Launch-week standup LAUNCH WEEK ONLY - DAILY 10 MIN - 9:30 CT - LAUNCH TEAM

During a live launch the cost of a missed handoff outweighs the cost of a huddle, so the

rhythm flips to daily on purpose, then flips back.

FOUR QUESTIONS, NO STORYTELLING

1.

2.

What changed?
What is blocked?

. What must ship today?

. Who owns each action?

One voice per function in the room (creative, ads, funnel/tech, ops); everyone else
reads the notes. This is how real war rooms stay fast.

Replaces normal daily updates for the launch team; the launch owner posts one daily
[UPDATE] in the launch channel. Ends at cart close.

Why: launches are precisely when bursty synchronization pays for itself, which is why war rooms
exist. Even famously anti-meeting operators flip to short daily cadence during pushes for

momentum and urgency, then remove it when the push ends.



Launch After-Action Review
WITHIN 5 DAYS OF CART CLOSE - 45-60 MIN - EVERYONE ON THE LAUNCH
Launches are the pod's core revenue events. Each one ends with a structured debrief before

the launch channel archives.

STRUCTURE (BLAME-FREE, FORWARD-LOOKING)

1. What was the plan? (targets, timeline, stack)

2. What actually happened? (numbers on the table)
3. Why the gaps, good and bad?

4. What do we keep, change, or stop next launch?

5. Which SOPs and templates get updated, and who owns each update?

REQUIRED OUTPUT (EVERY AAR, NO EXCEPTIONS)

¢ 3 things to keep - 3 things to change - 3 things to stop

e Every "change" and "stop" item becomes a ClickUp task with an owner and a due
date before the AAR closes. Not after, not "when someone gets to it"

¢ SOP and template updates identified and assigned

e The next launch constraint, named

e Learnings filed to the library; launch runbook updated; launch channel archived

"Great discussion" is not an output. Nine observations and zero owned tasks is how lessons
disappear. The next launch starts from the updated runbook, not from memory.

Why this is non-negotiable: the structured debrief is one of the largest and best-replicated
effects in the team-performance literature, and it is cheap. Forty-five minutes per launch, spent
converting a launch we already paid for into a better runbook, is the highest-return hour on this
calendar. The effect comes from the structure and the assigned follow-through, not from the

conversation.




Creator cadence WEEKLY ASYNC + MONTHLY 30-MIN CALL PER CREATOR

The creator is the client. The internal rhythm above runs the work; this layer keeps the partner
informed, responsive, and confident, and it attacks the biggest external bottleneck: creator
approvals.

FORMAT

¢ Weekly async report in the creator's comms channel: wins, the numbers that matter,
and a "needs from you" list where every item has a deadline

¢ Monthly 30-minute call: performance walk-through, next month's plan, strategic asks.
During launch months, this call may be replaced only if launch touchpoints cover
performance, next-month planning, and strategic asks. Otherwise the call remains

e |tems in WAITING withWaiting on = Creator for 48+ hours are surfaced in the weekly
creator report

Why: agency practice converges on tiered partner communication: short weekly updates,
monthly performance reviews, quarterly strategy. New relationships run at weekly cadence for
the first 60-90 days regardless. Onboarding and ongoing communication should drive the
partner toward the actions required to create value, not merely keep them informed [S100M
Playbook Retention, p.17, p.20]. A predictable "needs from you" list with deadlines is the highest-
leverage fix for approval latency, which is the pod's most expensive external bottleneck.

os Operating rules

R1  Agenda or cancel. No agenda 24 hours out, no meeting. If the pre-read is not complete 24
hours before the meeting, the owner either completes it or cancels the meeting. The
meeting assumes the pre-read was read.

R2 Norequired output, no meeting. If no decision, commitment, blocker escalation, learning,
or individual development is required, cancel it.

R3 Decisions land in ClickUp before the meeting ends. Owner, due date, definition of done. A
decision that is not a task did not happen. Slack gets the [DECISION] pointer.



R4  Attendance follows the work. Required attendees are people who own commitments,
remove blockers, or make decisions for that week; others receive the notes. Decision
meetings cap at seven people (the Rule of 7).

R5 Tue-Thu are meeting-free by default. Standing meetings live on Monday and Friday edges.
Exception huddles are the exception, by definition.

R6  Every new recurring meeting needs a decision it produces and a sunset date. Reviewed at
the Monthly Growth Review. The system should make meetings smaller over time, not
accumulate them.

R7  No status readouts, ever. If a meeting is being used to find out what is happening, the fix is
ClickUp hygiene, not more meeting.

R8  Every important topic gets a disposition. Decide now, assign a next action, defer to a
specific date, or remove it. Every disposition has an owner. Deferring is a legitimate
decision; "we'll think about it" is not, because it has no owner and no date.

o Failure modes and guards

Status theater migrates into the weeklies. The meeting slowly becomes people reading their
week aloud.

Guard: data is pre-read or on screen from views; meeting minutes are spent only on
exceptions, decisions, and constraints. If a segment produced no decision two weeks running,
cut it.

ClickUp hygiene decays silently. Statuses go stale, blockers live in DMs, and the pressure for
a daily meeting returns. The daily meeting is the symptom, not the fix.

Guard: the weekly hygiene audit (stale statuses, overdue tasks without comments, WAITING
tasks with an empty Waiting on field). Findings route to the individual as a direct
conversation, not to the team as a new ritual.




Meeting creep. Every new project proposes its own sync, and the calendar quietly doubles.

Guard: R5. New recurring meetings need a produced decision and a sunset date, and the
monthly review kills the ones that stopped earning their slot.

Launch mode never turns off. The daily standup survives past cart close because it feels
productive.

Guard: the standup's end date is set when it is created: cart close + AAR. After that it requires
a new trigger.

seeennzx Reference material, not operating policy

Background reading that informed the design. None of it is policy, and none of it should be
cited to win an argument about this system. The policy stands on operational logic and on
measured results from our own pilot. Where the literature is mixed, that is noted, and mixed
evidence is itself the argument for setting cadence by coordination need rather than by
doctrine.

rReT Riedl & Woolley (2018), Academy of Management Discoveries. 52 remote teams, 260 workers: high
performers communicate in rapid bursts separated by focused quiet; +1 SD of burstiness =~ +24% team
performance, and constant communication predicted worse output. HBR summary

FIELD sTuDY Stray, Sjeberg & Dyb4a, grounded-theory study of daily standups across teams in five
countries. Findings are mixed by design: standups help when they enable information sharing and
problem-solving among peers, and hurt when they become manager-facing status reporting or run too
long. Read as support for "cadence follows coordination need," not for any fixed ritual. J. Systems &
Software - follow-up

76-coMPANY sTuDY Laker, Pereira, Budhwar & Malik (2022), MIT Sloan Management Review. Meeting-free
days: one per week cut stress 26%; benefits kept rising through two to three days. Companies that
eliminated meetings entirely saw collaboration suffer, so the target is fewer and better, not zero. Every
company kept the policy. MIT SMR

META-ANALYSIS Tannenbaum & Cerasoli (2013), Human Factors: structured debriefs/AARs improve
performance ~20-25% (d = 0.67, 46 samples). Keiser & Arthur (2021): d = 0.79-0.92 across 83 studies.
meta-analysis - update


https://hbr.org/2020/10/successful-remote-teams-communicate-in-bursts
https://www.sciencedirect.com/science/article/pii/S0164121216000066
https://www.sciencedirect.com/science/article/pii/S0164121216000066
https://arxiv.org/pdf/1808.07650
https://sloanreview.mit.edu/article/the-surprising-impact-of-meeting-free-days/
https://journals.sagepub.com/doi/abs/10.1177/0018720812448394
https://link.springer.com/article/10.1007/s10869-021-09784-x

SURVEY RESEARCH Rogelberg, Glad We Met (2024), ~4,000 knowledge workers: weekly 20-25 min 1:1s
yield the largest gains, decaying below biweekly; ~half of 1:1s are run poorly. Gallup: regular manager 1:1s
~ 3x engagement. HBR

ATTENTION RESEARCH Mark, Gudith & Klocke (UC Irvine): ~23 minutes to fully recover focus after an
interruption. Leroy (2009): attention residue from task switching degrades subsequent performance.

Graham (2009): one mid-day meeting can void a maker's half-day. Maker's Schedule

DECISION RESEARCH Blenko, Mankins & Rogers (Bain), Decide & Deliver: each decision-maker beyond

seven reduces decision effectiveness ~10%. Bain

PRACTICE Bryar & Carr, Working Backwards: Amazon's WBR/MBR mechanism — frozen deck, controllable

input metrics, trend charts, exception-based review. operating cadence - Commoncog deep dive

pracTICE EOS Level 10 (Wickman, Traction): weekly tactical with majority of time on issue-solving,
scored at close. Scaling Up (Harnish) argues for daily huddles; this standard rejects the standing daily for
a small async-capable pod and keeps it as launch-mode only. L10

prRACTICE Async-first operators: GitLab (handbook-first), Automattic (P2, meetings last resort), Doist
(80-90% async), Basecamp. Shopify's 2023 purge deleted 76,500 recurring meetings (~322k hours/yr)
with no performance loss. GitLab handbook - Atlassian meeting data

Publishing Pod - Operating Standard v1.3 - Frozen

Adopted alongside Pod 0S (ClickUp) and the Slack Blueprint - August 2026


https://hbr.org/podcast/2024/01/supercharge-your-one-on-one-meetings
https://www.paulgraham.com/makersschedule.html
https://www.bain.com/insights/effective-decision-making-and-the-rule-of-7/
https://workingbackwards.com/concepts/amazon-operating-cadence/
https://commoncog.com/the-amazon-weekly-business-review/
https://www.eosworldwide.com/blog/the-level-10-meeting
https://handbook.gitlab.com/handbook/company/culture/all-remote/remote-work-glossary
https://www.atlassian.com/blog/workplace-woes-meetings

