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Read the full Framework here

STEP 1. UNDERSTAND THE GTM EFFIGIENGY PYRAMID STEP 2. IDENTIFY YOUR FOCUS AREA

Each part of our GTM process moves through the same four maturity stages. The GTM Diagnostic we do for our clients is +150 questions. That's way too in
We visualize this in the GTM Efficiency Pyramid. depth for the purpose of this exercise. Instead, we want to focus on the biggest
constraint or opportunity in GTM that we can work on in the next 90 days or so.

It's important not to skip stages hecause: Fundamentals

« ICP and Buyer Personas are well defined USe “]e G'I'M 0“8 necision 'I'I'ee:
o The step by step process is defined and documented

We can’t consistently We can't optimize We can't (or « The systems are support execution of the process

execute on processes what isn't being shouldn’t) amplify

h ! i ted | hat isn't opti d . ey .
that don't exist L What ISt opHmize * What improvement will impact revenue the most?

Adoption e

« We've trained the team
» We have clear reporting and accountability

The GTM E"iciencv Pvramid « Management has a regular review process

« The team is executing the process consistently

New Business Aquisition Improving NRR
Amplification
Amplifying what's already working to What's the bottleneck? What's the bottleneck?
drive more efficiency and impact. I
Optimization
Optimization + GTM Ops and Management regularly analyze GTM data ( 1 1
Identifying what's working and not to find « GTM Ops uncovers and presents insights on GTM to leadership
more effective and efficient ways to execute « We have a regular meeting to discuss insights and take action Generating Pipeline Closing Pipeline Reducing Churn Expanding Customers
Adoption
Driving adoption of Fundamentals and
providing visibility into execution and results Amplification Piveline
» Predictive analytics for forecasting P Renewals Expansion
» Al-powered deal scoring in pipeline Management
Fundamentals « Automated health scoring for CS teams
Establishing basic strategy and process « Intent data driving outbound prioritization
so people and systems can do their jobs

--=-=-=-  Where are the gaps that GTM Ops can help fix? =-----
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STEP 3. ANSWER THE DIAGNOSTIC QUESTIONS = -
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ﬁ Use our customizable worksheet here Close Rate Handofe Expansion
We've simplified this into just 4 questions per area of GTM to make it easier. Pipeline
Each of the 4 questions correspond to the 4 maturity stages. Generation
ASP Onboarding T
Diagnostic Questions with Example Scoring: Trattic Light Scoring System: Management
CSM & Forecasting
Sales Cycle E t
PIPELINE MANAGEMENT ngagemen
1. Do we have a documented sales process with clear qualification criteria, as well as clear stage entry/exit
Fundamentals criteria, all implemented in our CRM? Forecast Customer
" ; calac ; ; Somewhat
_ 2. Do our sales managers regularly coach reps on following the sales process and accurately inputting CRM emewna Accuracy Health
Adoption data, resulting in pipeline data that is consistent, accurate, and reliable?
" ) - . . Crialitg Somewhat
3. Do we analyze pipeline data (by segments) to identify and execute on process gaps, lead quality issues,
Optimization and resource redistribution opportunities? ‘ YELLOW: Somewhat Renewals
We can only say yes to some parts Process
Amplification 4. Are we using automation or Al tools to enhance pipeline visibility, coaching insights, and forecasting? of the question.
INBOUND
1. Do we have a documented lead qualification criteria and routing process implemented in ou
Fundamentals as well as a defined and documented ICP (that matches with sales and customer success data)?
2. Do we consistently meet lead-response times and follow-up cadences across all inbound channels, as Somewhat
Adoption well as consistent/accurate lead quality tracking data?
3. Do we track conversion from each source all the way to Closed Won/retained/expanded to guide \No ____~
Optimization inbound spend, targeting strategy, and refinements to our lead scoring and routing rules?
Amplification 4, Are we using automation or Al to qualify/route leads, accelerate response times, and refine attribution?
OUTBOUND :
1. Do we have defined and documented ICP (that matches with marketing and customer success data) and
Fundamentals capacity-based territory assignments for our outbound reps? STEP 5 I“TERPBET n“ n PRI 0 nITIZE
|
2. Do our reps consistently execute outbound cadences and sales processes with tracked activity and
Adoption COMVErsIOn IMEtiicst Here's how to interpret your heatmap. Start with the focus area(s) we identified above.
3. Do we regularly analyze which accounts and personas (by segment) convert and retain best to optimize
Optimization our targeting and messaging strategies?
Somewhat
Amplification 4. Are we using automation or Al to scale our cutbound prospecting efforts? nn“ EEH Zu “ Es
ABM/ALLBOUND A
1. Do we have a defined account scoring model to identify target accounts, a documented process to Somewhat Red Green
coordinate inbound and outbound efforts on those accounts, and capacity-based territory plans
Fundamentals implemented in our systems? J
2. Do our sales and marketing teams consistently execute coordinated account plays with tracked Somewhat
engagement across both inbound and outbound touches, and do we have reporting that ties activity to
Adoption account-level progression? FIX THIS FIRST! Red
3. Do we regularly analyze account engagement data to identify which account segments, plays, and _ )
channels drive the best conversion and retention, and use those insights to refine our targeting and
Optimization scoring models? ADOPT'ON ADOPTION
4. Are we using automation or Al to orchestrate multi-channel account plays, trigger account-based actions  (ENENEGNGEGRS ADOPTION
Amplification based on intent or engagement signals, and optimize account scoring?
Red Green
PARTNERS/CHANNEL Red
1. Do we have a documented partner recruitment and onboarding process, clearly defined partner tiers or
Fundamentals criteria, and a system to track partner-sourced and partner-influenced pipeline?
2. Do our partner managers consistently execute on the partner engagement process with tracked THEN FIX THIS £ OPTIMIZATION OPTIMIZATION
Adoption activities, and do partners have a clear path to register deals and collaborate with our sales team?
3. Do we regularly analyze partner performance data (by partner, segment, and deal type) to identify SOETTES - OPTI MIZATI ON
Optimization top-performing partners, optimize co-selling motions, and refine our partner program? Green
4, Are we using automation or Al to scale partner communications, surface co-selling opportunities, and Sl Red Green
Amplification streamline deal registration and attribution?
RENEWALS
1. Do we have a documented process for customer onboarding (including handoff), health monitoring, and G
Fundamentals renewal management (with defined stages, metrics, and forecasting)? reen
N ' — THEN FIX THIS
2. Does our CS team consistently execute all process steps with tracked activities, customer health signals, SN
Adoption and risk actions? AMPLIFICATION
3. Do we analyze churn patterns, customer health data, and cohort-level retention metrics to identify R T ) . o ) .
Optimization at-risk segments and improve retention strategies? Optimization or Amplification scoring Yellow or Green while If everything is yellow, this usually means nothing has been
4. Are we using automated health scoring with risk notifications and Al-driven playbooks to scale CS Red - Green Fundamentals and/or Adoption are Red or Yellow is a hazard committed to fixing completely. We're dabbling everywhere
Amplification effectiveness and predict churn before it happens? for data reliability, scalability, and profitable revenue growth. but mastering nothing.
EXPANSION
1. Do we have a documented expansion process that includes customer journey mapping, capacity and
territory planning, account scoring and assignment, a defined account sequencing process, and product
Fundamentals and stakeholder whitespace mapping?
2. Do our expansion reps (or CSMs who own expansion) consistently execute the expansion process with Somewhat
tracked activities, and do we have reporting that shows expansion pipeline by account segment, product,
Adoption and stage?
3. Do we regularly analyze expansion data to identify which customer segments, products, and
engagement patterns drive the best expansion outcomes, and use those insights to refine our targeting
Optimization and sequencing?
4. Are we using automation or Al to identify expansion signals, trigger expansion plays based on usage or STEP B BUILD vnun nnnnM"P STEP 7 I“TEGB"TI“G Pln““l“ﬁ n“n METRIGS
Amplification engagement data, and prioritize accounts with the highest expansion potential? = -
To put these insights into action, you'll need a RevOps Roadmap. Explaining the full It's extremely important to tie key GTM metrics to the initiatives in the roadmap so that
roadmap-building process is out of scope for this Framework, but luckily we have a everyone on the team is working towards clearly defined shared goals.
whole other Framework on the topic.
. UNION
Sample Revenue Operations Roadmap SQUARE
I Tie each initiative to measurable Create a regular cadence to
STEP 4 PloT vo“n H EnTMnP A vevenuefmm Marketing metrics (ConverSion rates, NRR, reVieW GTM Metrics and Work On
- . .
Generate More Revenue from Marketing CAC PaybaCkl etc')' ImprOVIng them.
This is a simple visual that shows exactly where the weak points are across our e ey =
: L , 1
GTM Ops. If you're using our worksheet, this will be populated automatically. o ki Sl bound e
2 |Build a Scalable Outbound Program
Optimize the Sales Process
. PP . . 3 Build an Annual GTM Plan using Refresh the roadmap once per
Fundamentals Adoption Optimization Amplification - both top-down and bottom-up quarter based on performance.
4 Maximize Renewal Rate planning_
PIPELINE Green YE' |OW Yellow Green 5 Build a Repeatable Expansion Process
6 Become a Data-Driven Company

Green Yellow Green
Green Yellow
OUTBOUND

ellow ellow - Here are a few examples of what we do: i i
ABMIALLEOUND Y” Sign up for a free 1-on-1 g Like this content?

The GTM Reset That Lifted MQL to Closed Won
Green
PARTNERS/CHANNEL

~ Conversions From 0.2% to 5% in 3 Months

-
Sign up for
This global B2B company was struggling with stale pipeline and unreliable forecasts. In GTM SC|ENCE
60 days, we helped them go from 0.2% to 5% lead-to-closed won conversion and unlock lh
Yel |OW ! over $300K in monthly inbound revenue. NEWSLETTER e
Bring your top GTM priority to a 1 hour working session J Read the Full Story Subscribe
with a Senior GTM Ops Strategist. You'll get a validated I
Yel |OW approach, a clear execution plan, and a realistic timeline.
EXPAN SION Yours to use however you want, free.
How Solutionreach Unified Sales Execution and
I - Forecasting Through Strategic GTM Design The 'I'“ n e into
*We hold this session at the CRO level because that's "2 = L : | GTM SCIENCE V'
‘ When Solutionreach moved into enterprise, their sales process and forecasting lacked f "

where execution decisions get made. ' lh e

the structure to scale. We partnered with their RevOps leader to design a unified GTM = PODCAST

strategy; defining stages, segmentation, and dashboards to drive clarity and execution.
Listen Now
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LEARN MORE
Read the Full Story



https://bit.ly/4lAOpGa
https://bit.ly/3PdMJGA
https://bit.ly/47SAQfp
https://bit.ly/4shaQTm
https://bit.ly/4rG1DTb
https://bit.ly/478mNlD
https://bit.ly/4sesqHj
https://bit.ly/4sEkDmE
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