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Is marketing aligned on ICP
definitions and feeding

sales quality leads?

Is there one unified
definition of an SQO among

all reps?

Is there a defined Sales
Process and Methodology?

Is the Sales Process
reflected in sales stages of

the CRM?

Is there defined entry/exit
criteria for each stage?

Is stage criteria built into
the CRM?

Revisit ICP/BP definitions
and align marketing and

sales

Define SQO criteria and
train reps on this criteria

Define Sales Process and
Methodology and train reps

Build Sales Process/
Methodology into CRM

Define exit/entry criteria for
each stage

Build exit/entry criteria into
each stage in the CRM

Monitor Changes.
Are close rates still erratic?

No

Well done!

Timeframe

Win rate too high
or too low?

This metric gives us a sense
of how fast we’re moving

revenue through the funnel

Find abnormalities.

Dig into each deal

where needed

Now that we know our reps are properly trained, we can narrow it down to execution as a potential cause for low close rates
(or any underperforming metric).

We do this by having a proper Pipeline Review Process and running a Pipeline Council to catch issues and coach on solutions.

Train reps where

needed

Pipeline
Council

Sales Leader

Marketing

Leader

CS Leader Product Leader

Partnerships

Leader

Finance Leader

Pipeline Quality? Pipeline Coverage?

Deals at Risk?

Are We On Track?

Issues Affecting Pipeline? Solutions?

New Business PipelineRevenue by Channel Renewal PipelineExpansion Pipeline
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Expected Pipeline
Generation by

Channel

Inbound
Leads

Outbound
Activity

Conversion to
Pipeline

Meetings Booked

Expected Pipeline
Volume (# and $)

Average Sales
Price

Sales Cycle
Length

Pipeline
Velocity

Expected New Biz
Volume (# and $) 

Onboarding
Metrics

CSAT/NPS
Scores

Gross Rentention

Expected Net
Renewal Rate

EOY Targets

ARR

Growth Rate

GTM EfficiencyClose Rates

Track, Adjust, and Keep Iterating Until Numbers Line Up with
Targets

Expansion

Create a Pipeline Review Cadence

Pipeline Generated ($ and #)

Stage Conversion Rates

Close Rate

Sales Cycle

ASP

Follow-Ups

Deal Reviews

Stakeholder/Product

Whitespace

Leads Created

Sales Activities

Meetings Booked

Pipeline Generated

Conversion Rates

Close Rate

Sales Cycle 

ASP

 How We Analyze Metrics to Optimize Revenue Growth

Sales
Rep #1

Sales
Rep #2

Sales
Rep #3

Sales
Rep #4

Sales
Rep #5

Sales
Rep #6

Sales
Rep #7

Sales
Rep #8

Sales
Rep #9

Sales
Rep #10

Sales
Rep #11

50%

25%

Win Rate by Sales Rep (Anonymized Data)

Uncovering a Lack of Process
Very high or very low close rates might indicate a lack of unified sales processes across the team. 

Too high: Reps might not be entering deals until they’re close to closing. Or, they may still be
chasing unqualified deals, but not entering them into the CRM. 

Too low: Reps might be creating or chasing unqualified deals.

Just right: Close rates between 25%-50% may indicate a good sales cycle.

Diagnose and Solve

Yes Yes Yes Yes Yes

No No No No No No

Identify Where Training is Needed
Our processes are sound, but are reps actually following them? We can usually see where training is needed by
asking reps or looking through the CRM. If you’re at this step, your CRM should already be set up properly.

We can get a good idea of whether reps are following our processes by looking at Pipeline Velocity.

Close Rate x ASP x SQOs

Sales Cycle
Pipeline Velocity =

Too much (low
quality) or too little
pipeline generation?

Correct product
sets for accounts?
Discounting?

Deals getting
stuck in certain
stages?

Monitor Execution

Yes

Using Close Rates as an Example
Click here to read the full article.

Annual Planning
This all feeds back into our Annual Planning. Instead assuming we can reach next years goals by doubling
headcount and marketing spend, we need to see what is actually happening in our pipeline. It’s all connected!

https://unionsquareconsulting.com/newsletter/how-we-analyze-metrics-to-optimize-revenue-growth/

