
The GTM Efficiency Pyramid Framework
Click here to see the full Framework

Fundamentals
Establishing basic strategy and process so
people and systems can do their jobs 

Adoption
Driving adoption of Fundamentals and
providing visibility into execution and results

Optimization
Identifying what’s working and not to find
more effective and efficient ways to execute

Acceleration
Amplifying what’s already working to
drive more efficiency and impact. 

Fundamentals
ICP, Buyer Personas, Products
Sales Methodology and Process
Sales Process Implemented into CRM

Adoption
Pipeline Reporting
Pipeline Review Process
1:1 Sales Coaching Cadence

Optimization
Pipeline Insights
Regular Forecasting
Pipeline Council Meetings

Acceleration
AI-Driven Forecasting
Automated Signal-Based Selling
AI-Driven Conversation Intelligence

ICP & Buyer Personas
by Product

Sales Methodology

Sales Process

Processes
Implemented in CRM

Clear Qualification
Criteria

Proper Reporting
Structures

Pipeline Reviews

Training on Processes
and Systems

Accurate Forecasting Data Analysis

What’s Working/Not
Working

Optimization

Pipeline Council

AI Forecasting

Automated
Signal-Based

Selling

AI Conversation
Intelligence

Remove/Prevent
Zombie Pipeline

Not Chasing
Wrong Deals

Not Losing Deals
We Should Win

Ensure Process is
Being Followed

Take Guesswork Out of
Strategic Decisions

Prevent
Revenue

Team Silos

The Pipeline Efficiency Pyramid
There’s no bigger waste in GTM than filling the top of the funnel with leads and opportunities just to lose
them in a broken sales cycle. For this reason, we start by looking at our pipeline management process.

Fundamentals
ICP, Personas, Products
Capacity and Territory Planning
Building and segmenting target lists

Adoption
Building out cadences
Enablement and training
Full reporting and dashboards

Optimization
Outbound Insights
Pipeline Council Meetings
ABM implemented with marketing

Acceleration
AI to Scale Outbound Messaging
Automated Trigger-Based Cadences
Demand Generation Trends to Forecast

ICP & Buyer Personas
by Product

Territory Plan

Rep Capacity

Segmented Target
Lists

Proper Reporting
Structures

Outbound Cadences

Training on Processes
and Systems

Analysis of Data by
Segment and Stage

Analysis of
Messaging

What’s Working/Not
Working

Optimization

Integrate with ABM

Trigger-Based
Cadences

AI Messaging

How Many
Accounts/Contacts
a Rep can Prospect

Reps Have Right Number
of Best Prospects

Build on What’s
Working Now

Align Marketing
and Sales

Quotas and Comp
Structure

Maintain Morale

Increase Rep Efficiency
and Efficacy

Make Strategic
Decisions

The Outbound Efficiency Pyramid
As we look to build more pipeline via outbound, we simply need to get the right messaging in front of the right people.

Fundamentals
ICP, Personas, Products
Customer Journey Map
Lead Management Process

Adoption
Lead Conversion Metrics
Follow Up, Meeting Metrics
Lead Management Reporting

Optimization
Attribution Model
Lead Scoring & Nurturing
Optimize Conversion, Revenue, ROI

Acceleration
Lead Enrichment
AI-Driven Attribution
AI-Assisted Lead Management

ICP & Buyer Personas
by Product

Lead Qualification
Process

Map Customer
Journey

Implement Processes
into Marketing

Systems and CRM

Lead Follow Up
Cadences

Key Metrics and
Reporting

Training on Processes
and Systems

Lead Attribution
Model

Establish Lead
Scoring

Review Data by
Segment

Optimization

AI-Driven
Attribution

Lead Enrichment

Prerequisite for Lead
Management

Define How to Identify,
Route, and Work Leads

Leads Don’t Fall
Through the Cracks

Lead Management
Process

Align Teams and
Work Leads
Efficiently

Conversion,
Response Time,

Follow-Up,
Meetings, etc.

AI-Assisted Lead
Management

ABM

Pipeline Council

Marketing
Budget

Allocation

The Inbound Efficiency Pyramid
As we look at Inbound, we need to identify which leads are truly qualified and define and optimize
the step by step process to convert them to meetings, pipeline, and revenue. 

Fundamentals
ICP, Personas, Products
Sales Handoff & Onboarding Process
Retention & Expansion Process Defined

Adoption
Creation of Risk Signals
Renewal Process Adopted
Net Retention Strategy Adopted

Optimization
Plays for Customer Turnover
White Space Analysis Optimized
Integrated Customer Journey Data

Acceleration
Automated Health Scoring
Proactive Risk Notifications
AI-Assisted Playbooks for CSMs

ICP & Buyer Personas
by Product

Onboarding Process

Sales Handoff
Process

Renewal Process and
Cadences

Clear Reporting of CS
Activities and

Account Health

Regular Report Reviews
by Management

Training on Processes
and Systems

Churn Data Analysis Integrate Data from
Sales, Marketing, CS,

Product Usage

Review Whitespace for
Expansion Opps

Optimization

AI-Assisted
Playbooks

Automated Health
Scoring

Create Smooth
Customer Experiences

Take Action with At-
Risk Accounts Before

Renewal

Ensure
Adoption of
Processes

Account Health
Monitoring Process

Identify Whitespace Proactive Risk
Notifications

Expansion Process

Prevent
Wrong/Problem

Customers

The Customer Success Efficiency Pyramid
Once we’ve optimized our engine for creating new business, how do we maximize our Net Revenue Retention (Renewals
plus Expansion) and decrease churn? This may be a higher priority depending on your company’s situation/size.

Where do we start when
optimizing GTM?
First, we identify the path of most opportunity for impact on
revenue. In our experience, this typically ends up being Pipeline
Management and then Pipeline Generation.

Improve Net Revenue
Retention

Improve New Business
Acquisition

Generate More
Pipeline

Outbound Inbound

Improve Pipeline
Management 

Allbound/ABX
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Sales Cycle
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Expansion Sales
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What will impact revenue the most?

Where are the bottlenecks? Where are the bottlenecks?

Create a plan of prioritization.
Once we know what areas of the business we want to focus on, in order, we can
use the GTM Efficiency Pyramid to work through these areas.

We often execute on Fundamentals and Adoption quickly (sometimes within a
few weeks) for each GTM area in order of priority. This sets a solid foundation
across our GTM. From there, we can go back to the top of our priority list and
begin the Optimization stage.

Here’s a breakdown of how we use the Pyramid across the GTM Factory.

The GTM Efficiency Pyramid
We developed the GTM Efficiency Pyramid to help us prioritize the processes and systems
that need to be in place in order scale our GTM efficiently and effectively.
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https://bit.ly/3WFLJN2

