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0 1  /  I N T R O D U C T I O N The Most Complex Program Structure

Venture studios run the most operationally complex programs in the ecosystem.

Multiple ventures, different stages, different teams, different milestone structures, different investor relationships.

Most studios manage all of it across Notion, Airtable, a shared drive, and the memory of each operator.

This playbook is about running a studio with portfolio visibility: knowing where every venture stands without a

status meeting, configuring per-venture milestones, and keeping institutional knowledge when a company spins

out.

A studio's edge is not any single build. It is what it learns across all of them, and

whether that knowledge stays when a team leaves.

WHAT THIS COVERS

Opportunity intake, team formation, per-venture milestones, operator coordination, portfolio visibility, and spin-out

documentation.

H O W  TO  U S E  T H I S  G U I D E

Each section ends with a checklist drawn from how studios operate when the model works. Use them to

pressure-test your current operating system, whether that system is a platform or a stack of documents and

operator memory.
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0 2  /  O P P O R T U N I T Y  I N TA K E Opportunity Intake

The opportunity pipeline should be visible to the whole studio, not buried in one inbox.

Studio opportunities arrive from three directions: ideas generated internally, opportunities sourced by the team, and

submissions from outside. If those three live in three places, no one can see the real shape of the pipeline, and

good ideas stall because no one owns them.

OPPORTUNITY INTAKE CHECKLIST

Capture internal ideas, sourced opportunities, and external submissions in one structured queue

Score and triage with configurable criteria

Advance qualified opportunities to active venture status

Keep the pipeline visible to the full studio team

A pipeline in one operator's head is a single point of failure. A structured queue is

a shared asset.

W H Y  A  S H A R E D  Q U E U E  M AT T E R S

When the pipeline is visible to everyone, scoring becomes a conversation instead of one person's call, and no

opportunity quietly dies because the operator who sourced it moved on to a build.
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0 3  /  T E A M  F O R M AT I O N Team Formation

Team composition changes through the build and should be part of the permanent record.

A venture rarely keeps its day-one team. Founders join, roles shift, an operator who incubated the idea hands it to a

permanent CEO. Each of those changes is a fact the studio will need later, at the next raise, at spin-out, or when a

dispute turns on who built what.

TEAM FORMATION CHECKLIST

Track founding team members and roles per venture

Document team changes as they happen

Match operator talent to ventures

Keep the formation history in the venture profile

R E C O N S T R U C T I O N  I S  U N R E L I A B L E

At spin-out, reconstructing team history from memory is unreliable. Logged changes are permanent. The studio

that records each change as it happens never has to relitigate who joined when.

Equity conversations turn on who did what, and when. The record should already

hold the answer.
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0 4  /  M I L E S T O N E S Per-Venture Milestones

Each venture needs its own milestone structure, not a uniform template.

A validation-stage idea and a build-stage company are doing fundamentally different work. One is testing whether a

market exists; the other is shipping to it. A single milestone template applied to both flatters the laggard and

constrains the leader.

VALIDATION MILESTONES BUILD MILESTONES

Problem interviews complete First production release shipped

Demand signal confirmed First paying customers

Founding team identified Repeatable acquisition channel

Go / no-go decision Seed round readiness

PER-VENTURE MILESTONE CHECKLIST

Configure milestones per venture based on stage and objectives

Distinguish validation milestones from build milestones

Track progress per venture independently

Surface overdue or stalled milestones in the portfolio view

O N E  T E M P L AT E  H I D E S  T H E  T R U T H

Forcing every venture onto one milestone template hides the reality that a validation-stage idea and a build-stage

company are doing different work. Per-venture structures keep the portfolio view honest.
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0 5  /  O P E R AT O R S Operator Coordination

Operator sessions are the core unit of studio work and should be logged.

The hours an operator spends inside a venture are where studio value is actually created. If those sessions leave no

trace, the studio cannot see where its best people are spending time, and the next operator inherits nothing.

OPERATOR COORDINATION CHECKLIST

Log every operator session against the venture with structured notes

Track which operators are working with which ventures

Attach session history to the venture profile

Onboard new operators from the existing record, not a briefing

A new operator should read the venture into their head, not be briefed into it

across three meetings.

T H E  R E C O R D  R E P L A C E S  T H E  H A N D O V E R

When a new operator joins a venture mid-build, the venture profile should tell them the full history without a

handover meeting. Structured session notes are what make that possible.
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0 6  /  P O R T F O L I O  V I S I B I L I T Y Portfolio Visibility

You should know where every venture stands without asking.

ONE GRID, EVERY VENTURE

VENTURE STAGE MILESTONES STATUS

NX Northwind Build 5 / 6 On track

AP Aperture Build 4 / 6 On track

QR Quary Validation 2 / 4 Watch

LP Loop Validation 1 / 4 Stalled

PORTFOLIO VISIBILITY CHECKLIST

Maintain a portfolio grid of every active venture

Show stage, milestone health, and operator session recency per venture

Flag ventures with no recent activity

Update in real time as operators log work

C U R R E N T B E C A U S E  I T  U P D AT E S  I T S E L F

The portfolio grid replaces the weekly status meeting. The information is current because it updates as work

happens, not because someone reported it.
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0 7  /  S P I N - O U T Spin-Out Documentation

The studio's institutional knowledge should survive the team's departure.

When a venture spins out, the team takes the company. The studio keeps the lesson. That only works if the lesson

was written down as the build happened, not left to walk out the door with the founders.

SPIN-OUT CHECKLIST

Retain the full program record at spin-out

Keep milestone history, session logs, and decision trails

Document structural changes and key decisions

Preserve the record for studio learning across ventures

The company leaves. What the studio learned building it should not leave with

the founding team.

T H E  C O M P O U N D I N G  A S S E T

What was tried, what was learned, and why decisions were made is the studio's compounding asset. It should not

leave with the founding team. Every retained record makes the next build faster.
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0 8  /  R E L AT I O N S H I P S Investor and Partner Tracking

Studio ventures attract investor and partner interest worth tracking.

A studio sits on a web of relationships that no single venture owns. An investor who passed on one build may be

perfect for the next. A partner who helped one venture distribute may help another. Tracked at the studio level,

those relationships become a portfolio-wide advantage.

RELATIONSHIP CHECKLIST

Link external contacts to specific ventures

Track warm introductions, meetings, and follow-ups

Keep relationship history per venture

Warm introductions are a studio's currency. Track which contacts connect to

which ventures.

R E L AT I O N S H I P S  O U T L A S T A N Y  O N E  B U I L D

The investor who passed this round may lead the next. Tracked at the studio level, every relationship stays useful

long after the venture that created it has moved on.
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0 9  /  R E U S E Reuse Across Ventures

Configure your studio operating model once.

The thing that makes a studio repeatable is its operating model: how it sources, how it scores, how it builds, how it

tracks. Define that model once and apply it to every venture, adjusting only where a specific build genuinely

demands it.

THE REUSE CHECKLIST

Save intake criteria, milestone templates, and operator workflows

Apply the studio model to each new venture

Adjust per venture as needed

A consistent operating model across ventures is what makes a studio a studio.

C O N S I S T E N C Y  I S  T H E  P R O D U C T

A reusable operating model is what separates a studio from a collection of side projects. It is also what lets you

compare ventures on equal terms and improve the model itself with every build.
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1 0  /  A B O U T About AcceleratorApp

AcceleratorApp is a program management platform

trusted by 200+ organizations across 6 continents,

including Conception X and MIT Design X.

It runs venture studios end to end: opportunity intake,

team formation tracking, per-venture milestones,

operator coordination, portfolio visibility, spin-out

documentation, AI opportunity scoring, and AI

reporting.

200+
organizations

6
continents

1-2 wks
to go live

$499
per month, plans from

PLATFORM HIGHLIGHTS

Opportunity intake with configurable scoring and
triage

Per-venture milestone structures, not one
template

Operator session logging attached to the venture

record

Real-time portfolio grid across every active build

Full record retained at spin-out for studio learning

ISO 27001 certified · GDPR compliant · full
migration included

G E T  S TA R T E D

Book a demo: acceleratorapp.co/en/demo

See pricing: acceleratorapp.co/en/pricing

Contact: support@acceleratorapp.co
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Ready to see your whole
portfolio in one view?
A 30-minute demo mapped to your ventures, stages, and

operating model.

Book a demo  ·  acceleratorapp.co/en/demo See pricing  ·  acceleratorapp.co/en/pricing

AcceleratorApp · acceleratorapp.co · ISO 27001 certified · Used by 200+ organizations globally

https://acceleratorapp.co/en/demo
https://acceleratorapp.co/en/pricing

