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HOW TO EXECUTE THE
OPERATE-TO-TRANSFER
MODEL AND BUILD
INTERNAL AUTONOMY

Capability Transfer and Transition to Long-Term Ownership

WHERE THIS ISUSED AUDIENCE . %

* \Venture Studio ventures at scale - . * EIR / General Manager

* CVC portfolio companies transjtioning to independence * Executive Sponsor / Venture Board

e Corporate ventures preparing for internal ownership * ClientOperating Lead

* Foundry-as-a-Service engagements  Close Owner /CVC e %
PHASE

Phase Four: Scale & Optimize
Section L — Capability Transfer & Transition to Long-Term Ownership
Follows Section K (Al/Agent Expansion)
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EXECUTIVE SUMMARY

The operate-to-transfer model moves a venture from TURNS8-led operation to fully client-
led operation through three phases. In Operate-for, TURNS runs the build and program end
to end while the client funds it and provides access. In Operate-with, a hybrid typically
spanning the second and third years, TURNS8 leads while the client co-manages and
progressively takes ownership. In Build-to-own, capability transfer is complete: the client
runs the venture and owns the operating system.

This guide executes that model with a capability roadmap across the three phases, defined
transition signals between them, and an explicit readiness bar the internal team must clear
before autonomous operation. It takes the capability baseline from Guide L1 and drives
primary operations from TURN8-led to client-led, function by function.

The four outputs of this guide are: a capability roadmap across Operate-for, Operate-with,
and Build-to-own with milestones per function; defined transition signals for each phase
boundary; an internal-team readiness bar for autonomous operation set in advance; and
primary operations moved to client-led with the readiness bar cleared and a dependency-
regression planin place.
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THE CORE PROBLEM

The operate-to-transfer model fails in a predictable way: the three phases blur into one
another, the handoff happens on a contract date rather than a capability threshold, and the
first hard problem after transfer snaps operations back to TURN8. What was described as a
transfer turns out to have been a long engagement that ended, leaving the client no more able
to run the venture than before.

Transfer is a capability event, not a calendar event. Each phase boundary must be gated on
what the internal team can demonstrably do, and autonomous operation must clear an
explicit bar set before anyone is under pressure to declare victory.

The six most consistent failure patterns in executing the operate-to-transfer model:

* Phase blur. The three phases run into each other with no defined transition, so the client
never clearly takes the wheel.

* Transfer by calendar, not capability. The handoff happens on a contract date rather
than when the team is ready, and it fails under load.

* No readiness bar. “Ready to operate autonomously” is left to judgment, so it is decided
on optimism or deadline pressure.

* The operator will not let go. TURNS8 or the EIR keeps operating past the point the client
should lead, and the client never builds autonomy.

* The client will not step up. The client under-resources the transition and expects
TURNS to keep running it, so the model stalls in Operate-with.

* Regression on stress. At the first hard problem after handoff, operations snap back to
TURNS, and the transfer quietly reverses.

The real issue:

The operate-to-transfer model only works if each phase transition is gated on capability
rather than calendar, and the readiness bar for autonomous operation is explicit and
cleared with evidence. A transfer that happens because the contract ended, rather than
because the team is ready, produces a venture that regresses to dependency the first time
it is tested — which is the same as no transfer at all, at full cost.
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PREREQUISITES

Must Be Complete Before Starting:

* Guide L1 completed — the permanent leadership structure exists, the co-founder or GM
is recruited and onboarded, the knowledge-transfer planis live, and the Operate-for to
Operate-with shift has begun

* The operating system is documented — playbooks, the E2 operating cadence, and the H2
dashboard are in place and transferable

* The internal-team capability baseline from Guide L1 is set, with remaining transfer
priorities named

* The ownership path direction from Guide L3 is known as the destination the transfer is
heading toward

Team Readiness:
* EIR and TURNS8 committed to progressively stepping back through the phases

* Client Executive Sponsor committed to progressively resourcing and taking
ownership

* A named client operating lead for each core function

* For CVC tracks: the Close Owner has confirmed how phase transitions and readiness
are recorded in the PMS
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EXPECTED OUTPUT/
SUCCESS CRITERIA

You have completed this guide when the following are true:

A capability roadmap across Operate-for, Operate-with, and Build-to-own with
milestones per function

Defined transition signals for each phase boundary — what proves the phase is
complete

An internal-team readiness bar for autonomous operation, defined before the
transfer, per function

Primary operations moved from TURNS8-led to client-led, function by function

The readiness bar cleared and evidenced, function by function, including under a
stress test

A dependency-regression plan defining what happens if operations snap back
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STEP-BY-STEP INSTRUCTIONS

11 LAY OUT THE THREE-PHASE CAPABILITY ROADMAP

Function

Start by making the three phases concrete for each function. For every core
function, define what TURNS8 does and what the client does in Operate-for,
Operate-with, and Build-to-own. This roadmap turns an abstract model into a
function-by-function plan the team can execute and be measured against.

Operate-for Operate-with Build-to-own

(TURNS Leads) (Co-Managed) (Client Leads)

Client co-runs; TURNS8

Commercial TURNS runs the motion . Client owns the motion
advises
Operations TURNS runs the Client runs; TURN8 reviews | Client owns operations
cadence
Product TURNS leads roadmap | Client co-leads Client owns product

Governance

TURNS8 prepares the Client prepares; TURN8

. Client owns governance
board reviews

Define the split per function, not for the venture as a whole —
Different functions transfer at different speeds. Commercial may reach
Build-to-own before product does. Roadmap each function separately
so the transfer proceeds where the team is ready rather than waiting
for the slowest function.

Attach milestones to each phase per function — Each function's move to
the next phase is marked by a capability milestone from the L1 plan. The
roadmap is the milestones arranged across the three phases.

L1178 DEFINE THE TRANSITION SIGNALS BETWEEN PHASES

A phase boundary needs a signal that proves the phase is genuinely complete,
or the phases blur. Define, for each boundary, what the internal team must
demonstrably do to earn the transition — evidence of capability, not the

v passage of time.



Phase Boundary

Operate-for — Operate-
with

GUIDE L2

Transition Signal

Team can co-manage the function
competently
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Evidence Required

Team leads defined activities with
TURNS present, unprompted

Operate-with — Build-
to-own

Team can lead the function
unaided

Team runs full cycles with
TURNS advisory-only

Build-to-own confirmed

Team operates autonomously
under stress

Readiness bar cleared,
including a stress test

A\ 4

STEP 3

SET THE INTERNAL-TEAM READINESS BAR
FOR AUTONOMOUS OPERATION

Make each signal capability-based, not calendar-based — The signal is
something the team can do, evidenced, not a date reached. A calendar
boundary transfers on schedule and fails on contact; a capability boundary
transfers when it is safe.

Require the signal before advancing the phase — No function advances to
the next phase until its transition signal is evidenced. Advancing on optimism
is how the model reaches Build-to-own on paper and Operate-for in practice.

Autonomous operation — the client running the venture with TURNS out of the
operating chair — must clear an explicit bar set in advance. Define, per function,
what the team must be able to do without TURNS, so the declaration of autonomy
is a measured fact rather than a hopeful judgment made under deadline.

TUANS

Function Readiness Criterion Evidence
. Hits target without TURNS8 indeals or | Two periods at target, TURN8

Commercial . .

coaching advisory-only
Operations Runs the cadence and resolves issues Full cycles run and issues resolved

P unaided without escalation to TURNS

Ships a roadmap cycle and decides A shipped cycle with decisions made
Product . .

trade-offs unaided internally

Prepares and presents the board pack; | Afull board cycle led by the internal
Governance

runs the cadence team

Set the bar before the transfer, not during it — Define the readiness criteria
before the transfer is underway, so they cannot be softened when a deadline
looms. A bar set under pressure is a bar set to be cleared, not to be met.

Include escalation-only as the target state — The readiness bar's target is
that the team runs the function and pulls in TURNS8 only on named
escalations, not for routine operation. Escalation-only is the definition of
autonomous, not the absence of contact.
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STEP 4 EXECUTE OPERATE-FOR TO OPERATE-WITH:
THE CLIENT CO-MANAGES

In this transition the client moves from observing to co-managing. Function by
function, as the L1 milestones are met, the internal team begins to lead activities
with TURNS present, making real decisions rather than watching TURN8 make
them. This is where capability starts to become autonomy.

@ Shift the team from shadowing to co-running — For each function
reaching the Operate-with signal, move the team from shadowing
TURNS8 to co-running the function — the team leads defined activities,
TURNS is present to advise and catch errors, and decisions are
increasingly the team's.

@ Transfer decision rights, not just tasks — Co-management means the

client makes decisions, not just executes tasks. Explicitly transfer decision
rights for the co-managed activities so the team builds judgment, not just
throughput.

Al PROMPT — Operate-with Co-Management Plan

I am executing the Operate-for to Operate-with transition for a
venture, function by function. The capability roadmap and transition
signals: [paste]. For each function that has met its Operate-with
signal, define what co-management looks like in practice — which
activities the internal team now leads, where TURN8 remains present
to advise, and which decision rights transfer to the client.
Sequence the functions by readiness, and identify for each the most
likely way co-management slips back into TURN8 simply doing the

v work, and how to prevent it.

11 EXECUTE OPERATE-WITH TO BUILD-TO-OWN: THE CLIENT LEADS

In this transition the client takes the operating chair. Function by function, as the
Operate-with-to-Build-to-own signal is met, the internal team leads the function
unaided and TURNS8 moves to advisory-only. The transition is only real wheniit is
tested under a real operating problem, not just on a calm day.

Move the team to leading, TURNS to advisory-only — For each function
reaching the Build-to-own signal, the internal team runs full cycles unaided
and TURNS's role becomes advisory-only — available on escalation, absent
from routine operation.

@ Test the transfer under a real operating problem — Confirm the

transfer by letting the team lead through a genuine operating challenge
with TURNS advisory-only. A transfer that only holds on a calm day has
not been transferred; the stress test is where regression risk surfaces
while it is still manageable.
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Al PROMPT — Build-to-own Lead Transition and Stress Test

I am executing the Operate-with to Build-to-own transition, moving
the internal team to leading each function with TURN8 advisory-only.
The functions that have met the Build-to-own signal: [paste]. For
each, define what client-led operation looks like, what remains as
TURNS8 advisory-only, and design a realistic stress test — a genuine
operating problem the team leads through unaided — that would prove
the transfer holds under load. Specify what a passed stress test
looks like and what result would indicate the function is not yet
ready for autonomous operation.

1114 VERIFY AUTONOMOUS OPERATION AGAINST THE READINESS BAR

Autonomy is declared function by function against the Step 3 readiness bar, with
evidence, including the stress test. This verification is what allows Guide L3 to
execute areal handover rather than a hopeful one.

Check each function against its readiness criterion — For each function,
confirm the readiness criterion is met with the specified evidence — target
hit unaided, cycles run without escalation, a board cycle led internally. A
function that cannot show the evidence is not yet autonomous.

Confirm autonomy held under the stress test — Confirm that each
function's autonomy held through the Step 5 stress test, not just on routine
days. The stress test is the difference between a team that can operate and
a team that can operate when it matters.

11 Al PLAN FOR DEPENDENCY REGRESSION AND CONFIRM THE TRANSFER

Even a genuine transfer can regress if a key person leaves or a crisis hits. Put a
dependency-regression plan in place, confirm that primary operations are client-
led across all functions, and feed the confirmed transfer into the ownership
decision in Guide L3.

Write the dependency-regression plan — Define what happens if operations
snap back — the trigger that signals regression, the support TURNS8 provides,
and the path back to autonomy — so a wobble does not become a permanent
reversal. This is the safety net that makes a clean handover possible.

Confirm operations are client-led across all functions — Confirm, function
by function, that primary operations are genuinely client-led with TURNS8
advisory-only. This confirmation is the precondition for the Guide L3

v handover.
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MODEL AND BUILD INTERNAL AUTONOMY

Apply the dual-track split — For a Venture Studio venture heading to spin-
out, Build-to-own means the co-founder or GM and permanent team run
the independent company and TURNS8 converts to an advisory role for a
defined term. For a venture heading to spin-in or an internal structure,
Build-to-own means the receiving business unit operates the venture and
TURNS8's involvement concludes on handover. For a CVC portfolio
company, the portfolio company operates autonomously while the Close
Owner records the transfer and readiness status in the PMS. In all tracks
the readiness bar and the stress test are identical, and the direction should
be reflected in the H1 Expectations Alignment Record.

Al PROMPT — Dependency-Regression Plan and Transfer Confirmation

I am confirming the operate-to-transfer is complete and planning for
regression. Readiness-bar results and stress-test outcomes per
function: [paste]. Draft a dependency-regression plan that defines
the trigger signalling operations have snapped back, the support
TURN8 would provide, and the path back to autonomy, without re-
creating the dependency. Then produce a transfer-confirmation
summary stating, function by function, that primary operations are
client-led with TURN8 advisory-only, ready to feed the Guide L3
ownership decision. Flag the function most at risk of regression and
the early signal to watch.
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TROUBLESHOOTING

Symptom Likely Cause Fix

The client never clearly
took over operations

Phase blur; no defined
transitions between the
three phases

Define the Step 2 transition signals and
require each function to meet its signal
before advancing. Make the phase
boundaries explicit and evidenced.

The handover failed the
first time the venture was
under load

Transfer happened on a
calendar date, not against a
readiness bar

Apply the Step 3 readiness bar and the
Step 5.2 stress test. Do not declare
autonomy until each function clears the
bar under stress.

TURNS is still effectively
running the venture

The operator did not let go;
decision rights never
transferred

Transfer decision rights per Step 4.2 and
move TURNS to advisory-only per Step
5.1. Operating past the readiness point
blocks the team from building autonomy.

The model stalled in
Operate-with and will
not progress

The client under-resourced
the transition and expects
TURNS to keep leading

Confirm the client's resourcing and
ownership commitment. Gate progress
on the client meeting the Operate-with-
to-Build-to-own signal, not on TURNS8
continuing to lead.

Autonomy was declared
but no one can prove it

The readiness bar was
vague or set during the
transfer under pressure

Set the Step 3 readiness bar in advance
with specific evidence per function, and
verify against it in Step 6 before
declaring autonomy.

One function is holding
up the whole transfer

The venture was
transferred as a whole
rather than function by
function

Roadmap and transfer per function per
Step 1.1, so ready functions advance
while the lagging function catches up.

Operations regressed to
TURNS after a key
person left

No dependency-regression
plan; the transfer had a
hidden single-person
dependency

Implement the Step 7.1 regression plan
and revisit the L1 capability map to
transfer the dependency the departure
exposed.

11
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VALIDATION STEPS

Confirm each of the following before executing the ownership
decision in Guide L3:

A capability roadmap defines the TURNS8 and client split per
function across all three phases

Each function's phase progression is tied to a capability milestone

Transition signals are defined per phase boundary and are
capability-based, not calendar-based

The internal-team readiness bar for autonomous operation is set
in advance, per function, with escalation-only as the target

Operate-for to Operate-with is executed with decision rights
transferred, not just tasks

Operate-with to Build-to-own is executed with TURN8 moved to
advisory-only

Each function has been tested under a real operating problem, not
only on calm days

Autonomous operation is verified against the readiness bar with
evidence, including the stress test

A dependency-regression plan is in place and operations are
confirmed client-led across all functions; for CVC tracks the
PMS recording is confirmed

TUSANS
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NEXT STEPS

Proceed to Guide L3 to decide and execute the long-term ownership structure. The
confirmed, evidenced transfer from this guide is what makes a real handover
possible rather than a hopeful one.

Keep the dependency-regression plan active through the ownership transition and
beyond, so a post-handover wobble is caught and corrected rather than becoming a
permanent reversal.

Carry the readiness-bar evidence into the Guide L3 Handover Acceptance
Certificate, where the client's acceptance of autonomous operation is formally
recorded as part of closing the engagement.
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MASTER CHECKLIST

A. CAPABILITY ROADMAP

[0 TURNS and client split defined per function across Operate-for, Operate-with, Build-to-own
[0 Roadmap built per function, not for the venture as a whole
0 A capability milestone attached to each phase per function

B. TRANSITION SIGNALS

[0 Atransition signal defined for each phase boundary
[0 Each signal is capability-based, not calendar-based
[0 No function advances without its signal evidenced

C.READINESS BAR

[0 Readiness criteria set per function before the transfer
[0 Evidence defined for each criterion
[0 Escalation-only set as the target state for autonomous operation

D. OPERATE-WITH EXECUTION

[0 Team moved from shadowing to co-running per function as signals are met
[0 Decision rights transferred, not only tasks
[0 Co-management protected from slipping back to TURNS8 doing the work

E. BUILD-TO-OWN EXECUTION

[0 Team leads each function unaided; TURNS8 moved to advisory-only
[0 Each function tested under a real operating problem
[0 A passed stress test defined and achieved per function

F. AUTONOMY VERIFICATION

[0 Each function checked against its readiness criterion with evidence
O Autonomy confirmed to hold under the stress test

14
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G. REGRESSION AND CONFIRMATION

[0 Adependency-regression plan written with trigger, support, and path back
[0 Operations confirmed client-led across all functions
[0 Dual-track direction reflected in the H1 Expectations Alignment Record

H. FINAL CHECK

[0 Every phase transition was gated on capability, not calendar
0 Autonomy cleared an explicit bar, verified under stress
[0 Aregression plan protects the transfer after handover

If the transfer only holds on a calm day
— It is not complete. Test under load before confirming.

15
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