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What will our ICP actually
Impact downstream?



Why do you think ICP is needed in companies?

>

Qualifying accounts in the CRM

Building targeted outbound lists
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Routing inbound leads
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Something else: tell us in the chat
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Pawel Nical

I've spent over 10 years working in-house and as an advisor, with
teams from startups to enterprise.

]O+ years in RevOps leadership and advisory

25+ B2B companies advised on ICP, GTM and RevOps

GTM practitioners trained and mentored through the
100+ |
RevTech Accelerator and the Clay community
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Agenda

1 Start with the end in mind
2 What anICP is and isn't

3 Why ICP as a static document falls

4 Live case study: an ICP built in Clay

Qualification gates subtract - Signals rank - Tiers route

5 Today was one layer of the system
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1 Why are we mapping our ICP, and why now?
> What do we want it to iImpact across the business?

\What problems are we solving with it?
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CASE STUDY - AI GOVERNANCE SAAS

Jerry and Ruben, co-founders of Grasp

An Al governance platform: find every
TACrasp | e i eon oery s e Al tool, classify the risk, stay compliant.

Al governance platform. Find
every Al tool. Classify the
risk. Stay compliant.

Grasp discovers every Al tool in your organisation, classifies EU Al Actrisk,

and gives you the evidence to prove you're in control. __&F\aggeﬁa,
See how it works Requesta Demo ‘ p 3 @
E M E } x

@ Jerry van der Horst  Ruben Altena

Discovering Al tools and applications
Checking compliance status

Auditing employee permissions and usage

Reviewing data and access policies Building ICP as a system together, earlier this year



CASE STUDY - AI GOVERNANCE SAAS

What Grasp needed the ICP for

A focused account list for outbound O \
The right person at each company O

Prioritizing who to reach out to first m
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Why you, why now: a strong opener



Strategy Is the input, the system is where the rules run, and execution Is the output.

WHAT COMES IN

mm © %D

Everyone reaching out to different companies.

No clarity on what to prioritize.

R/

THE SYSTEM

Gates
subtract

T E F EEEEEBN

Signals

rank

Tiers
route

WHAT COMES OUT

HEHE
|deal
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Good
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Low

Clear priority on
and what not to.

= B &

what to focus on,

[
© 2026 RevTech | All rights reserved



R/

SECTION 2 - 2-7 MIN

= \What anICP isand isnt



s it an ICP or a market segment?

HR tech companies with a B2B product,
VC-backed at Series A to B, in Europe,
with a team of 50 to 250 people.

ICP

Market segment



s it an ICP or a market segment?

HR tech companies B2B product
VC-backed at Series A to B, in Europe
50 to 250 people

All of this is firmographics.

Industry
Funding stage - Region
Size



Do you have an ICP
or a market segment?
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The ICP lives inside a segment

Firmographics draw the segment. Signals find the ICP inside it.

The market () Segment: firmographics

B ICP: relevance, why you

Act now: urgency, why now

0.



of your best customers
within a market segment

10-207%

A firmographic list is a market segment.
The ICP Is the profile of the best 10-20% of customers within It.

Think of it as the Pareto principle applied to prioritization:
the 10—-20% of customers that generate the most value.
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Signals answer two questions

EEEEEEEEE

UUUUUUU



In B2B you sell to two buyers at once

The company and the person inside it. In B2C they are the same person.

B2B - two buyers B2C - one buyer

ldeal company profile
what kind of company buys

|deal persona profile The person

who inside it decides, Is the buyer and

and who can champion you the one who decides
Your ICP needs both halves The ICP is one profile
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SECTION 3 - 7-11 MIN

* WhyICPasa
static document falls



Most teams have an ICP on paper,
and It rarely reaches the market.
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Where does your ICP live today in your business?

No clear ICP

>

Somewhat clear but not documented

e =

Clear and documented

o]

Activated in the system that runs it
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Where does your ICP live today?

How much your ICP focuses the business and its GTM teams

STAGE 0
No clear ICP

No focus

R/

STAGE 1

Somewhat clear,
but not documented

Some focus

STAGE 2

Clear and documented,
but not actionable

Documented focus

STAGE 3

Activated in the system
that runs it

Active focus



YOU canhot run a go-to-market
porocess through a document.
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Gates subtract, signals rank, tiers route

WHAT COMES 1IN

DD?'D =0 D-DID'DPIDljigm

GATES & 0
. . [ .-
binary, in order | Subtract M o
B O '- =
] O
SIGNALS

relevance and urgency | fank
B B B B B B B B @ @

» EXIT

WHAT COMES OUT

Clear priority on what to focus on,
and what not to.

TIERS
sets the next motion route
N B EEENEN
|deal Good Low
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CASE STUDY - AI GOVERNANCE SAAS

Grasp came in at stage 2

Documented in March. Running in Clay by May.

STAGE 0 STAGE 1 STAGE 2 - MARCH STAGE 3 - APRIL TO MAY
No clear ICP Somewhat clear, Clear and documented, Activated in the system
but not documented but not actionable that runs it
NN NN THER
HENN EENEE
NN NN HENN
EENN []
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No focus Some focus Documented focus Active focus
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CASE STUDY - AI GOVERNANCE SAAS

Jerry and Ruben had a document better than most.

2. Primary Buying Signals

These are the signals that indicate a company is likely to have the pain Grasp solves right now. Ranked by strength — how

strongly the signal predicts buying interest and urgency.

SIGNAL

CISO or Head of

Security present

Currently pursuing or
renewing
certification (SOC 2,
ISO 27001)

ISO 42001 activity

STRENGTH

Very High

Very High

Very High

WHY IT MATTERS

Signals that security and compliance is an
executive-level priority. This person is your

champion — they own the budget and feel

the pain daily.

Active certification process = hard deadline
= urgency. They need tooling to support the

process. This is the strongest "why now"

signal.

ISO 42001 is the Al-specific management

standard. Any company researching,

pursuing, or publishing about this norm is

directly in Grasp's target zone — this is not

HOW TO DETECT

LinkedIn job title search. Clay
enrichment on leadership team. Filter
for CISO, VP Security, Head of
Information Security, Head of

Compliance.

Trust pages on company website (SOC
2,1SO 27001 badges). Clay SOC 2
checker. Job postings mentioning
compliance projects. Press releases

about certification.

Google alerts for company name + ISO
4200L. LinkedIn post monitoring. Job
postings mentioning Al management

standards. Trust pages.

What they wanted was for
their go-to-market motions
to run through It.



CASE STUDY - AI GOVERNANCE SAAS

Grasp went from a document to a system in two months

Jerry and Ruben on the same four stages, January to May 2026

STAGE 1 - JANUARY

N N N N
N N N N
N N N N
N N N N
N N N N
N N N N
N N N N

A bracket: SaaS, Europe, 100+ people

R/

STAGE 2 - MARCH

GRASP

Signal-Based ICP Framework

Internal Working Document — Team Alignment

g on S o B o 0ets o ot 4 gy e -
Pt o o e par 2 SEErs 8 b e e cag | e

—— ety Wy e e bets

1 Why Signal-Based Not Bracket -

Their v2, then v3: relevance and urgency

STAGE 3 - APRIL TO MAY @&

n clay

2 All Files El ICP framewor k & final It
Manua 0 3 B2B filter EU (@ 34/36 columns
£ Compliance frame b f T All Certifications ¥ EU Al ACT status (&3 3y T EUAI/
£ Status Code: 200 ISO 27001,S0C 2 ® Res| Mer
)
£ Status Code: 200 Res nd
& Status Code: 200 Response nd
£ Status Code: 200 SOC 2 Type I1,SOC 3,I1SO 27001,I1SO 27701,NIS2,D ® Resp ¢SS
€ Status Code: 200 ISO 27001,50C 2 Type Il EU Al Act ® Respo Men
o b § Staws Code: 200 1SO 27001,50C *T-,‘:u‘ ® Respor nvd
£ Status Code: 200 ISO 27001,1S0O 42001,50C 2 Type I1,1ISO 27701,PC @ Respo Mer
® Respo
@ Respo
® Resp notFound
® Respo
Respo
. L] L] .
ICP system in Clay, scoring and tiering
HEN
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SECTION 4 - 11-26 MIN

= Live case study:
an |CP built in Clay

Qualification gates subtract



Without a gate, everything gets enriched
and nothing getsano

Score everything

Gate first

All accounts

All accounts

no gate

> M HEEENE —-HENENNN— Nothing getsano

Enrich everything

Gates

Enrich survivors

Score everything

Score survivors

— Spend only on real buyers

EEEME



Qualification gates are binary;
scoring Is arange.
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CASE STUDY - AI GOVERNANCE SAAS

No manufacturers, then no B2C,
then HQ in the EU or the UK,
starting with the Netherlands.

No manufacturers

R/

No B2C

HQ in the EU or the UK



clay

Let's jJump
into Clay

B Gates

R/

+ Add filter

RPTRPTIL Y P
evenueMode

+ Add filter group
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SECTION 4 - 26-41 MIN

= Live case study:
an |CP built in Clay

Signals rank - Tiers route



Most of the list leaves before
a single enrichment runs

lllustrative numbers. The proportions vary by business, the shape does not.

420

1000

Starting list

o B & & S
o B & & S S
HEEENENEE NS
= N & & S
o B & & S

After gate 1

200

After gate 2

Enriched and scored

ENRICHMENT STARTS HERE
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Relevance advances conversion.
Urgency advances velocity.
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Relevance advances conversion.
Urgency advances velocity.

high 4

Nurture
Problem owner in place

)

Q

C

©

>

Q@

v Park
Headcount growth

low

Act now

Deadline announced
New leader in the role
Event attendance - pair-only

Check fit first

Funding round

low - state

R/

Urgency

>
high - event

EEEN
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CASE STUDY - AI GOVERNANCE SAAS

RELEVANCE - - - - -

: _J HEE BN
A CISO in place R m m
but they could have a CISO for years without buying. HEB L]

H B B BN
H B []

URGENCY
A certification deadline or an Al launch -

EEEME
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clay @

| etsjump
into Clay

SAatac

Enrichment

Scoring

B Tiers

EEEDNE
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The tier decides where your limited time goes

Prioritize like an investor: the most time goes where the return is highest.

r

-

Score and tier
from the cascade

— Qutbound: a prioritized list in the CRM

sellers spend most of their time on Ideal accounts

Inbound: each lead routed by tier

ad B 0 B |deal

W
J

R/

s A 8 R 0 B B Good

= LR Low

—> Bad fit

a human touch and a call

a nurture sequence

redirect to resources, or a lighter nurture

a polite no, or no record in the CRM

EEEME



Prioritization Is the point.

Every business has limited resources,
so treat time like an investment.

R/



R/

SECTION 5 - 41-45 MIN

= [oday was one layer
of the system
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CASE STUDY - AI GOVERNANCE SAAS

Grasp's V1 scores people into tiers,
and the same scoring can be reused for their inbound.

A clay

The urgency idea came out of

Jerry's own notes on signals with
hard deadlines.

™~ All Files = ICP framewor K B final_results v

& Compliance frami > + T AN Certifications ¥ EU Al ACT status P v T EUAIA
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What we J Routed
did n't cover 0 What ideal means to you

0 Emotional vs rational impact
3 The persona cascade

0 Scoring weights

EEEEN



Here's what we just covered

What would you like to know more about?

1 Start with the end in mind

2 What an ICP is and isn't

3 Why ICP as a static document falls

4 Live case study: an ICP built in Clay —

Qualification gates subtract - Signhals rank - Tiers route

5 Today was one layer of the system

Want to go deeper? A one-day workshop on Maven is planned for Q4.

EEEEN

R



loday was one layer.
Join below to bulld it Into a system.

Il Maven

Next: a one-day deep-dive
workshop on Maven,
planned for Q4

RevTech/academy

Next: a six-week live program,
starting in October

maven.com/pawel-nical rev.tech/academy

Pawel Nical Cla.y (ﬂ\ | M Maven
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* Appendix



Headcount can be a gate and a signal at once

Example floor at 50 employees: below it the gate says no, above it a bigger team scores higher.

GATES SIGNALS
50
H - 0 - B H B ]
= BN =~ B~ N H B
B =~ 0B - H HBE
EXIT Y 50 P
Under 50 employees 50 employees and up
the gate says no 5 a bigger team adds to the score
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Enrichment stops on the first hit.
Qualification stops on the first miss.

Same waterfall shape, opposite logic

Enrichment
OR CHAIN

] Source A

MISS

R/

»[ ] SourceB

HIT

>l Value found, stop

Account exits |

Qualification

AND CHAIN
Gate1 []
PASS
Gate 2 [«
FAIL

<
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