
Revenue AI Platform - “It’s like Gong, but 50% the price”

From RevOps to Chief Operating Officer (COO)
Get the latest cheats sheets & guides in your inbox ✉

What You’re Already Doing What COOs Do How to Start Bridging the Gap

You touch every part of the GTM
engine

COOs orchestrate Sales, CS, Marketing, and Finance to hit company
goals

Identify cross-functional gaps (e.g. handoffs, misaligned goals)
and propose fixes

You build and manage the data layer COOs rely on metrics to allocate resources, manage performance,
and report to the board

Turn reporting into storytelling: connect KPIs to strategic
outcomes and risks

You’re solving problems at the system
level

COOs optimize execution, scalability, and efficiency Frame every ops project in terms of time savings, cost impact,
or revenue acceleration

You support (or own) GTM planning
and forecasting

COOs lead strategic planning and connect execution to company-
level targets

Ask to co-own capacity modeling or annual GTM planning
sessions

You already work closely with execs COOs influence decisions at the highest level Shift your framing: instead of “here’s what the data says,” say
“here’s what we should do and why”

You’re the connective tissue between
tools, teams, and processes

COOs ensure everything (and everyone) moves in sync Map one GTM process end-to-end. Flag inefficiencies.
Recommend 1-2 process or system changes that improve
execution

Strategic Skill Map

Skill Why It Matters Tactical Actions Signals You’re on Track

1. Charter Without a defined scope, you’ll
stay in ticket-mode.

Draft a one-pager outlining your RevOps team’s purpose,
scope, and priorities.
Share and align with CRO, CMO, and CS leaders.

You’re asked to weigh in on GTM planning, not just
asked for dashboards.
Fewer ad hoc requests.

2. Annual Planning COOs own planning. To be
considered, you must model and
challenge assumptions.

Build bottom-up models (rep ramp, attainment, pipeline
coverage).
Align with FP&A on hiring and coverage plans.

You’re in the annual planning loop.
You surface data risks (e.g. hiring too slow to hit
plan).

3. Forecasting & QBR
Cadence

Strategic operators create the
heartbeat for decision-making.

Lead QBRs with cross-functional KPIs and forward-looking
insights.
Flag issues like velocity drops or shrinking deal sizes.

QBRs focus on insight + next steps, not just
updates.
CRO quotes your insights in exec meetings.

4. Data Storytelling Metrics alone don’t get you
promoted, insights do.

Tie metrics to revenue impact: “A 4pt win rate gain = $1.2M
more in bookings.”

Your dashboards show up in board decks.
Leadership uses your framing in decision-making.

5. GTM Orchestration COOs align cross-functional
execution.

Map the end-to-end buyer journey.
Identify drop-offs or duplication.
Lead projects that span sales, CS, and marketing (e.g.
upsell playbooks).

GTM leads come to you to solve alignment issues.
Cross-functional initiatives land under your lead.

6. Strategic
Prioritization

There will always be more
requests than time. Prioritization
= power.

Create a RevOps roadmap focused on outcomes, not
tickets.
Rank by revenue impact, effort, and strategic alignment.
Say “no” with a reason.

Fewer one-off requests.
Stakeholders trust your priorities.

7. Financial Fluency COOs speak the language of
CAC, LTV, GRR, NRR.

Partner with finance to understand CAC payback, margin,
and operating expenses.
Model “what-if” scenarios (e.g. what if win rate improves
5%?).

You’re looped into financial modeling and budget
talks.
You ask sharper, revenue-driven questions.

8. Internal Influence Being “right” isn’t enough.
Influence gets you to the COO
seat.

Pre-align with stakeholders before major meetings.
Socialize ideas early.
Run 1:1s with key peers (Sales, CS, Marketing, Finance).

Your projects get buy-in fast.
Stakeholders quote your framing or data.

9. Execution Visibility You can’t run ops without
tracking execution.

Build dashboards that track execution across GTM:
activities, coverage, velocity, conversion.
Identify execution bottlenecks.

You surface risks before they explode.
You’re the go-to for “how are we really doing?”

10. Roadmap
Communication

You need to elevate from
executor to strategic partner.

Present your roadmap in business terms: “This initiative will
unlock $X or reduce time-to-revenue by Y days.”
Frame tradeoffs.

Leadership defers to you when prioritizing GTM
initiatives.
Your roadmap gets stakeholder approval.

Progression checklist
Checkpoint Why it matters What to look for ✅

I contribute meaningfully to
annual and capacity planning

Planning is core to COO scope - not just
forecasting, but shaping how targets get hit

You’re modeling rep capacity, pipeline needs,
and raising flags on unrealistic goals

I lead or co-lead the QBR and
forecast cadence

Running the operating rhythm shows you
can drive alignment and accountability

You facilitate QBRs with cross-functional KPIs
and clear follow-ups

I turn data into insights tied to
revenue outcomes

COOs don’t just report - they interpret and
drive action

You regularly frame insights as: “This trend
impacts revenue by $X - here’s our response”

I lead cross-functional initiatives
with measurable impact

Execution across teams is what separates
RevOps from true operators

You’ve owned projects like pipeline acceleration,
renewal handoffs, or onboarding redesign

I partner proactively with
finance, CS, and marketing

Strategic influence requires credibility
across GTM - not just sales

You’re involved in budgeting, forecast
validations, and cross-functional OKRs

I present a clear, strategic
RevOps roadmap

Your roadmap isn’t just a list - it’s a
strategic operating plan

Your stakeholders understand what you’re
building, why, and what business goals it
supports

Pitfall Why It Holds You Back What to Do Instead COO-Level Behavior

Task Trap 
(always reacting)

You become a service desk,
not a strategic partner

Track your inbound requests for a week
Group them into themes & push for scalable solutions

Prioritize by business impact. 
Proactively lead projects that solve recurring issues

No strategic
visibility

You’re excluded from planning,
and only brought in to execute

Ask to shadow annual planning or board prep- Offer
data modeling to support those discussions.

Co-create GTM plans, forecast models, or resource
allocations with leadership.

Tool-first mindset You’re seen as the system
owner, not the business partner

Reframe projects from “tool implementation” to
“business objective”
Lead with the problem, not the tech

Pitch initiatives in terms of ARR impact, cost savings,
or improved conversion (not platform migration).

Misaligned GTM
functions

Sales, CS, and Marketing run
separate plays, and RevOps is
stuck patching gaps

Map one buyer journey end-to-end
Facilitate a joint sync with Sales-CS-Marketing leads

Act as the orchestrator: ensure all functions operate
from shared definitions and KPIs.

No narrative around
the numbers

You report data, but leaders
don’t act on it

Use “What - So What - Now What” to present data
Always connect insight to revenue or strategic impact

Drive decisions w/ insights: “Churn spiked 2pts in Q2,
mostly in Segment A. Here’s our plan to reverse it.”

Always saying yes You become overloaded and
lose credibility

Define your team’s strategic scope in a charter
Use intake forms to evaluate requests

Say “yes” to what moves the needle, “not yet” to noise
(+ always explain the tradeoff).

Shift to Make Why It Matters Tactical Actions COO-Level Mindset

Spot and solve problems
before you’re asked

COOs don’t wait to be told
what’s broken - they surface
issues early and propose
fixes

Review GTM metrics weekly (pipeline coverage,
velocity, churn)
Flag trends and bring options, not just alerts

Operate like a GTM “early warning system” - bring
forward revenue-impacting risks with data +
recommendations

Connect the dots across
teams

Your cross-functional
visibility is your edge - but
only if you use it

Identify disconnects in goals, definitions, or handoffs
between teams
Facilitate syncs to align

Break silos. Be the person who sees the whole system
and brings functions together

Lead with business
framing, not ops detail

COO-level conversations
focus on growth, efficiency,
and risk - not tools and
workflows

Reframe proposals as: “This will increase win rate by
X%” instead of “We’re launching a new form/workflow”

Tie everything back to company-level KPIs (ARR,
CAC, GRR, payback, margin)

Shift from doer to
orchestrator

Doing = execution.
Orchestrating = leverage

Delegate or automate repetitive tasks
Focus your time on strategy, planning, and decision
support

Ask: “Is this something only I can do?” If not:
systematize, automate, or delegate

Pre-align, then drive
change

Surprising stakeholders
slows down impact

Before rolling out major changes, socialize the idea in
1:1s
Incorporate feedback into final proposal

Influence happens before the meeting. COOs build
alignment before they push an initiative

Zoom out regularly If you only focus on team-
specific metrics, you’ll miss
systemic issues

Block 1 hour weekly to review GTM health across
segments, funnel stages, and teams

Ask bigger questions: “What’s the bottleneck in our
growth engine right now?”

Quantify everything Business cases get buy-in -
anecdotes don’t

Model the revenue or cost impact of every major
initiative (e.g. “10% faster ramp = $2.4M more ARR”)

Frame projects as ROI opportunities - not fixes or
requests

Pre-align before
presenting

Influence doesn’t happen in
the meeting - it happens
before

1:1 key stakeholders ahead of major proposals
Test objections and refine message

Use meetings to confirm alignment (not to convince
from scratch)

Say “no” with context If you say yes to everything,
you dilute your value (+ burn
your team)

Create a prioritization matrix (impact vs urgency)
Tie responses back to strategic goals

Decline low-impact work with confidence: “This isn’t
aligned to what we’re solving this quarter”

Think like a GM COOs own revenue, margin,
and retention outcomes - not
just process

In every project, ask: “How does this improve CAC,
LTV, payback, GRR, or NRR?”

Lead with business logic, not systems logic

Strategic Metrics Dashboard Revenue Metrics Efficiency Metrics Customer Metrics

KPI Target/Benchmark Strategic Objective

Forecast Accuracy Within 5% of actual results Improve revenue predictability and planning confidence

Pipeline Velocity Reduce sales cycle by 15-20% Accelerate revenue realization and rep efficiency

Win Rate Improve by 10–15% YoY Increase deal quality and sales effectiveness

Average Deal Size Increase by 20%+ Maximize revenue per opportunity and account potential

KPI Target/Benchmark Strategic Objective

Net Revenue Retention (NRR) Target 110%+ Strengthen retention and expand existing accounts

Customer Lifetime Value (CLV) Increase by 20%+ Increase long-term value per customer

Churn Rate Reduce by 15-25% Improve customer satisfaction and retention

Expansion Revenue Grow by 30%+ annually Fuel sustainable growth through upsells and cross-
sells

KPI Target/Benchmark Strategic Objective

CAC Payback Period Reduce to <12 months Improve sales and marketing ROI

Sales Productivity Increase quota attainment by 10% Drive rep performance & capacity leverage

Lead-to-Customer CVR Improve by 25%+ Boost funnel efficiency & marketing
effectiveness

Time-to-Productivity (Ramp Time) Reduce by 30% Shorten ramp for new hires and accelerate
revenue contribution

Metric Category Key Indicator Target Commentary / Action Plan Metric Category

Revenue Forecast Accuracy 95% Audit forecast variance, implement deal inspection process Revenue

Revenue Pipeline Velocity +20% Analyze stage duration, reduce bottlenecks, update playbooks Revenue

Efficiency CAC Payback Period <12 months Review CAC inputs, optimize spend by channel Efficiency

Efficiency Sales Productivity +15% Analyze quota attainment by rep; improve onboarding & enablement Efficiency

Customer Net Revenue Retention 110%+ Surface expansion-ready accounts; run renewal risk reviews Customer

Customer Churn Rate <5% Identify churn signals; improve onboarding + CS touchpoints Customer

FREE B2B SaaS Metrics Cheat Sheet

Revenue Intelligence Go-To-Market Optimization

Customer Lifecycle ManagementSales Process Engineering

Area What to Analyze Why It’s Strategic Impactful Actions

Pipeline Health &
Conversion

Coverage vs. target  
Funnel stage velocity  
Deal slippage & stagnation

Predicts future revenue gaps,
identifies friction

Adjust stage-specific playbooks;
improve stage definitions & exit
criteria

Win/Loss Insights Reasons for loss  
Win rate by persona, competitor, deal size

Reveals positioning gaps and
competitor threats

Refine messaging, enablement,
objection handling

Forecast Accuracy Variance between forecast and actuals  
Forecast by stage, segment, and rep

Improves exec confidence and
capital planning

Implement stage-based forecast
methodology, track forecast hygiene

Rep & Team Performance Activity-to-outcome ratios  
Ramp time and productivity  
Deal engagement patterns

Uncovers high-performers’
behaviors; guides enablement

Personalize coaching, replicate top-
performer patterns

Customer Segmentation &
ICP Fit

Win rate, ACV, and churn by segment  
Expansion potential by industry or persona

Prioritizes segments with best
lifetime value and efficiency

Refine ICP definition, focus GTM
resources accordingly

Engagement & Deal Signals Email, call, and meeting activity  
Buyer-side multithreading  
Deal risk signals (e.g. silence, pricing objections)

Diagnoses deal health and
buyer intent in real-time

Trigger deal reviews, re-engage
stalled buyers

Churn & Expansion
Intelligence

Churn risk signals from CS data  
Expansion triggers (usage growth, new contacts)

Balances new business with
NRR growth

Align Sales & CS playbooks; prioritize
account reviews

Revenue Cycle Length Sales cycle by segment and size  
Time in stage vs. benchmarks

Identifies inefficiencies in GTM
motion

Accelerate sales cycle with stage-
specific interventions

Tech Stack Utilization Tool usage vs. impact  
System redundancy  
Data gaps

Ensures RevTech ROI aligns
with revenue goals

Consolidate tools, improve
integrations, clean up data pipelines

Attribution & Campaign
Effectiveness

Pipeline and revenue sourced by campaign/channel  
Multi-touch attribution models

Informs ROI-based marketing
investment

Double down on high-ROI plays,
refine scoring & routing

GTM Area What to Optimize How to Optimize It Strategic Impact

Ideal Customer Profile (ICP) Fit by industry, size, geography  
Retention, ACV, win rate

Analyze top customers by LTV & sales velocity
Refine qualification criteria in CRM

Better targeting, lower CAC,
higher retention

Market Segmentation Segment definitions (SMB, MM, ENT)  
TAM/SAM/SOM clarity

Layer in revenue, usage, and firmographic data
Segment by needs, not just size

Informed GTM strategy, tailored
messaging & plays

Territory & Account
Assignment

Account coverage model  
White space analysis

Align territories to ICP and rep capacity
Use intent and buying signals for account
prioritization

Increases rep productivity and
deal velocity

Lead Scoring & Routing Score accuracy  
Routing speed and fairness

Use behavioral, firmographic, and funnel-stage
signals
Test and tune models based on conversion outcomes

Improves speed-to-lead and
pipeline quality

Messaging & Value
Proposition

Resonance with segments  
Differentiation from competitors

Use win/loss and persona interviews
Align content and sales pitches to segment needs

Increases win rates and
reduces cycle time

Buyer Journey Alignment Stage definitions  
Conversion consistency

Map actual buyer behaviors to funnel stages
Align handoffs between SDRs, AEs, CS

Smoother funnel movement,
better CX, higher conversions

Sales & CS Handoff Onboarding quality  
Expansion readiness

Use consistent fields and notes in CRM
Set up pre-renewal and QBR cadences

Boosts NRR and lowers churn
risk

Pricing & Packaging Fit to segment economics  
Complexity vs. value

A/B test offers by segment
Align with customer ROI & usage tiers

Higher ACV, faster sales, better
upsell conversion

Enablement & Playbooks Segment-specific plays  
Sales-readiness by motion

Equip reps with segment-focused objection handling
Align playbooks with top performer patterns

Faster ramp, improved rep
confidence and execution

Attribution & Campaign ROI Pipeline by source and touch  
Channel efficiency

Multi-touch modeling
Connect lead source to revenue outcomes

Informs budget allocation and
GTM channel strategy

Lifecycle Stage Key Focus Area What to Optimize How RevOps Drives Impact

Onboarding Customer handoff & setup Smooth handoffs from Sales to CS  
Time to value (TTV)

Standardize onboarding workflows  
Automate task tracking and alerts

Adoption Product usage & engagement Activation rates  
Feature usage benchmarks

Create usage dashboards  
Sync product data with CRM & CS platforms

Retention Churn prevention & risk detection Renewal likelihood  
Early churn indicators

Build churn-risk scoring models  
Set triggers for CS interventions (e.g., usage drop,
NPS)

Expansion Upsell & cross-sell readiness Expansion timing and triggers  
Product/module adoption

Track usage, contract milestones, and stakeholder
signals  
Surface expansion-ready accounts to AEs or AMs

Renewal Forecasting & negotiation readiness Renewal pipeline visibility  
Risk-adjusted forecasting

Align renewal stages with opportunity workflows  
Integrate QBRs, usage data, and renewal alerts

Customer Health Scoring Centralized & predictive metrics Unified scoring model across lifecycle Combine product usage, ticket volume, CS notes,
and NPS in one model

Revenue & NRR Modeling Predictable recurring growth Forecasting for GRR/NRR by segment  
Upsell/cross-sell contribution

Model retention/expansion cohorts  
Build NRR forecasts tied to usage and lifecycle
stage

Lifecycle Ops & Tooling Process orchestration & automation Tool handoffs  
Workflow gaps

Connect CRM, CS tools (e.g., Gainsight, Planhat),
billing, and support systems

Customer Insights Voice of Customer & trends NPS, CSAT, churn reasons, product
feedback loops

Aggregate and report insights cross-functionally  
Correlate with revenue impact

Area What to Optimize How RevOps Drives Improvement Strategic Impact

Stage Definitions & Exit
Criteria

Clear, measurable criteria to
move deals forward

Define and enforce standardized stage definitions
Map activities (e.g., demo held, decision maker confirmed)
to exit rules in CRM

Reduces forecast risk, increases pipeline
accuracy, improves rep accountability

Sales Methodology
Alignment

Adoption of a consistent
framework (e.g., MEDDICC,
SPIN, Challenger)

Operationalize methodology fields and validation rules
Embed methodology into pipeline reviews, templates, and
enablement

Ensures consistent qualification, better
forecasting, and scalable onboarding

Process Compliance Data hygiene, required fields,
usage of templates

Set up field validation rules, stage gating, & audit reporting
Run periodic compliance scorecards by rep/team

Improves reporting accuracy, reduces
admin rework, enhances CRM trust

Sales Cycle
Optimization

Time in stage, average deal
duration by segment

Analyze stage velocity and bottlenecks- Recommend
playbook updates or qualification filters

Accelerates deal flow, shortens cycle times,
and uncovers inefficiencies

Opportunity
Management

Deal progression,
multithreading, next steps

Monitor deal activity (e.g., stale opps, missing next steps)
Use alerts and dashboards to surface at-risk deals

Enhances deal hygiene and coaching
effectiveness

Lead & Opportunity
Routing

Speed to lead, assignment
accuracy

Automate round-robin or rules-based routing
Regularly audit routing logic and SLA adherence

Increases conversion from lead to
opportunity, improves rep response times

Enablement Integration Onboarding, playbooks, sales
training

Sync enablement content with CRM stages
Track usage of content tied to sales outcomes

Speeds ramp time, boosts rep confidence,
and reinforces methodology

Sales Process
Documentation

Accessibility and usability of
process guides

Maintain a living playbook (Notion, Confluence, etc.)
Include examples, definitions, checklists, and workflows

Drives self-serve learning, reduces
inconsistency, and enhances scaling

Forecast Hygiene &
Inspection

Stage accuracy, close date
reliability, coverage quality

Layer forecast categories onto pipeline- Build hygiene
dashboards for close date changes, low-touch opps, etc.

Enables accurate revenue predictions and
more productive pipeline reviews

Performance Monitoring
& Coaching

Activity-to-outcome metrics,
methodology compliance

Use dashboards and scorecards for rep-level feedback
Partner with managers on tailored coaching plans

Improves sales productivity and
institutionalizes best practices

Key Area What to Optimize How RevOps Drives Improvement Strategic Impact

Forecasting
Methodology

Use of consistent frameworks (e.g., commit, best
case, upside)  
Stage-to-probability alignment

Standardize definitions across teams  
Build modeling logic tied to deal signals and
stage-based criteria

Creates repeatable, trusted forecasts and
removes subjectivity

Forecast Accuracy Variance between forecasted and actual revenue  
Accuracy by rep, team, and segment

Track forecast vs. actuals weekly and quarterly  
Conduct variance analysis with feedback loops

Improves predictability and executive
confidence in revenue planning

Forecast Categories &
Hygiene

Accurate usage of categories (e.g., commit, pipeline)  
Timely close date and amount updates

Set validation rules and alerts for stale deals  
Build dashboards to flag hygiene issues

Ensures real-time accuracy and reduces
forecast inflation

Stage-to-Close
Probability Modeling

Realistic probability attribution to stages Use historical conversion data by segment/rep  
Update probability curves quarterly

Enables better pipeline coverage planning
and risk analysis

Rep-Level Rollups Bottom-up forecasts submitted by reps  
Manager inspection and override process

Automate forecast submissions in CRM or tools  
Track adjustments and variance by role

Promotes ownership and accountability in
the forecast process

Top-Down Modeling Scenario planning based on historical trends, growth
models, pipeline creation

Build top-down forecast models in spreadsheets
or BI tools  
Compare with rep-level rollups

Helps execs set planning assumptions and
detect forecast risk early

Coverage Ratios Pipeline coverage vs. quota (by rep, team, segment) Track historical win rates and adjust coverage
targets accordingly

Enables resource planning and prioritization
of high-risk areas

Deal Inspection Process Depth and consistency of forecast reviews Enable structured deal reviews with templates
and stage-specific questions

Improves coaching, surfaces hidden risks,
boosts forecast reliability

Multithreading with
Finance & Ops

Alignment with headcount, GTM, and budget plans Sync revenue forecast with hiring, CAC, and
planning cycles

Integrates GTM execution with financial
planning and growth investments

Forecasting Tools &
Stack

Forecast platform usability and integration (e.g.,
Salesforce, Clari, BoostUp)

Configure workflows, alerts, and dashboards
tailored to teams

Increases adoption, reduces manual work,
and creates a single source of truth

Key Area What to Optimize How RevOps Drives Improvement Strategic Impact

Bottom-Up GTM
Planning

Rep productivity models  
Quota attainment assumptions  
Territory headcount and capacity

Build rep-level attainment models tied to ramp, velocity, win
rates  
Align pipeline coverage targets to revenue goals

Creates realistic, data-driven plans
grounded in operational constraints

Top-Down Revenue
Modeling

Segment-level growth targets  
ARR build by motion (new, expansion,
retention)

Forecast ARR using cohort and funnel performance trends  
Layer in strategic bets and expected uplift from GTM
investments

Aligns high-level company targets with
ground-level sales execution

Territory Design &
Capacity Planning

Balanced coverage by geo, segment, rep  
Headcount vs. quota allocation

Use white space analysis, TAM data, & AE capacity models  
Coordinate with Finance & People Ops on hiring plans

Maximizes selling efficiency and rep
productivity

Goal & KPI Alignment OKRs by team and function  
Shared success metrics across GTM

Facilitate OKR setting workshops with execs  
Cascade KPIs into dashboards and QBRs

Ensures alignment across Sales,
Marketing, CS, and Finance

Account Segmentation
& ICP Prioritization

Strategic segmentation of accounts by value
and intent

Use firmographic, technographic, and historical data to
refine ICPs and vertical plays

Informs resourcing decisions, marketing
campaigns, and outbound strategy

Sales Capacity & Hiring
Models

Ramp curves, quota capacity, hiring cadence Model ramp time, attrition, and rep productivity over time  
Align with territory expansion and bookings targets

Prevents quota gaps and enables
scalable GTM growth

QBR & Planning
Feedback Loops

Insights from past performance reviews  
Input from sales/CS/marketing leadership

Run cross-functional QBRs tied to performance and
strategic gaps  

Refines planning with field input and
postmortem analysis

Tech Stack & Workflow
Readiness

System alignment with new GTM plan  
Forecasting, routing, & reporting readiness

Audit and reconfigure workflows, dashboards, and
automation for new segments/teams

Enables efficient execution and clean
measurement from Day 1

Budget & Resource
Allocation

GTM spend by channel, segment, and motion Partner with Finance to model CAC, payback, & GTM ROI  
Recommend areas for investment vs. reduction

Supports informed board-level
budgeting and resource planning

Change Management &
Rollout Enablement

Communication of GTM plan changes  
Training and tooling for new motions

Launch materials, enablement content, & system docs  
Run feedback loops post-rollout

Improves adoption, reduces friction,
and accelerates time to productivity

FREE Pipeline Visibility Cheat Sheet FREE Sales Forecasting Cheat Sheet FREE $1-100M ARR Cheat Sheet

Tactical vs. Strategic RevOps 

Dimension Tactical RevOps Strategic RevOps

Primary Focus Day-to-day execution and
operations

Driving long-term GTM alignment and growth

Time horizon Short-term (this week/quarter) Medium to long-term (next 2-6 quarters)

Role in decision-
making

Supports decisions through reports Influences or leads strategic decisions

Tool usage Tool administrator; reactive to
needs

Technology architect; proactive and ROI-driven

Data work Pulls reports on request Builds predictive and diagnostic analytics

Collaboration
style

Follows orders from
sales/marketing

Acts as a strategic partner and cross-functional
leader

Business impact Operational efficiency Revenue acceleration and margin
improvement

Typical
deliverables

Daily/weekly reports
CRM automations  
Lead routing fixes

Strategic board-level dashboards  
QBR insights  
Forecast accuracy models

Performance
metrics

Time to task completion  
SLA compliance  
CRM hygiene scores

Forecast accuracy  
CAC/LTV optimization  
Pipeline coverage and velocity

Leadership
perception

"Fixer" or "operator" "Strategist" or "force multiplier"

Mindset Execution-driven Outcome- and impact-driven

Career trajectory Operations manager → senior ops RevOps leader → COO

Strategic Questions

What It Is Why It Matters Tactical Actions COO-Level Mindset

Running structured, insight-
driven QBRs and forecast
reviews

COOs establish the operating
rhythm of the business and
align teams on performance

Standardize cross-functional QBR decksInclude
both leading (pipeline coverage) and lagging
(win rate) indicators. 

Shift meetings from status updates to
strategic steering. Every meeting should
clarify: what’s off, why, and what to do next

What It Is Why It Matters Tactical Actions COO-Level Mindset

Metrics that tell a strategic
story (and are trusted by
execs and the board)

Boards and CEOs don’t want raw
dashboards - they want patterns,
insights, and risks explained clearly

Align KPIs across QBRs, internal decks, & board decks. 
Standardize definitions (e.g. pipeline coverage, CAC).

Drive clarity and consistency. Be
the source of truth leadership
relies on when big bets are made

What It Is Why It Matters Tactical Actions COO-Level Mindset

Owning the coordination
across Sales, CS, Marketing,
and sometimes Product

COOs ensure GTM
works as a unified
system - not in silos

Map customer journey across functionsIdentify friction points
(e.g. lead routing, renewal handoff)
Run cross-team initiatives (upsell workflows, churn risk triggers)

See across teams and drive
better outcomes through
coordination + shared ownership

RevOps Lab Podcast episodes to become more strategic in RevOps: #83, #82, #78

Conversation Intelligence Deal Intelligence Forecasting & AnalyticsActivity Capture

Why You’re Closer to COO Than You Think

Foundations

Common Pitfalls (+ Solutions)

Strategic Shift (from Reactive to Proactive)

Key Performance Indicators (KPIs) for Strategic Success

COO Training Ground: Strategic Areas to Own

Forecasting

Annual GTM Planning  Optimization

✅ 4-6 checkmarks

You’re already operating
like a future COO.

⚠ 2-3 checkmarks

You’re halfway there -
double down on influence

and execution.

❌ 0-1 checkmarks

Time to zoom out and
reset your strategic

posture.

Revenue Growth

What’s driving our fastest-growing customer
segments, and how can we replicate that success
across the GTM motion?

Where are we losing deals and what patterns are
emerging in win/loss data?

How can we better predict and prevent churn?

Are we on track to hit our long-term revenue
goals based on current pipeline generation and
conversion trends?

How can we accelerate our sales cycle and/or
pipeline velocity?

Operational Efficiency

What manual processes are costing us time and
where can we automate for scale?

What is the real ROI of our RevTech stack - and
where can we consolidate or double down?

How can we improve sales team productivity?

Market Position

How are we performing compared to competitors
across pipeline velocity, win rates, and retention?

What market shifts (e.g. AI, macro trends, buyer
behavior) should impact our GTM approach?

Where should we invest to unlock the next phase
of revenue growth - by segment, region, or
product line?

Strategic Foundation & Levers

Quarterly Cadence Board-Ready Metrics GTM Cross-Function Collaboration
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