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Input What to Track RevOps’ role

Headcount & Capacity Hiring plan, ramp time, attrition,
manager ratios

Build capacity models, tie bookings
plan to hiring velocity

Pipeline Generation New logo creation, expansion
pipeline, coverage ratios

Track pipeline waterfall, forecast
pipeline-to-quota

Productivity & Quotas ARR per rep, quota attainment
%, ASP

Benchmark productivity vs.
historical + market norms

Efficiency Metrics CAC Payback, Magic Number,
GTM cost allocation

Ensure efficient growth tradeoffs
are visible

Retention & Expansion GRR, NRR, churn risks,
expansion ARR

Build retention assumptions into
forecast model

Complexity: low               Accuracy: low to medium Complexity: medium to high              Accuracy: high Complexity: high               Accuracy: medium to high

What Pitfalls What Pitfalls

What Purpose What to do

Top-Down Target Executive goal for ARR,
bookings, new business

Gather CEO/CFO revenue targets
Document assumptions and rationale

Bottom-Up Validation Ensure targets are
operationally feasible

Run capacity model vs target
Identify staffing or pipeline gaps

Gap Analysis Highlight shortfalls between
capacity and targets

Calculate % gap by segment and quarter
Prioritize areas for investment or adjustmen

Target Reconciliation Align executive ambition
with operational plan

Facilitate review session with CRO, CMO, FP&A
Negotiate realistic targets

Final Target Sign-Off Lock in numbers for GTM
teams

Publish approved targets to field with context document
Update compensation quota worksheets

Reflects most likely outcome given
current assumptions. 

What to do:
Model using current headcount,
productivity, and pipeline metrics
Validate assumptions with
stakeholders

Shows potential if initiatives
outperform expectations.

What to do:
Increase drivers (win rate,
pipeline, ramp speed) by 10-20%
Estimate incremental hires or
budget required

Anticipates risks from hiring delays or
market shifts

What to do:
Decrease productivity/ramp by
10-20%
Model impact of 30% pipeline
shortfall and 20% higher attrition

Pitfall Impact Fix

Siloed planning Misaligned goals, late
conflicts

Implement one shared calendar and process
Facilitate cross-functional planning workshops

Late Start Rushed decisions,
stakeholder frustration

Begin cycle mid-year with clear milestones
Buffer time for reviews and approvals

Top-down only targets Unrealistic quotas, rep
burnout

Balance with bottom-up capacity models
Negotiate targets based on data

Naive capacity math Over/under-hiring,
missed goals

Build detailed rep-level models with ramp and attrition
Validate with front-line managers

Ignoring field input Plan fails in execution Conduct manager focus groups to test assumptions
Iterate based on frontline feedback

Skipping scenarios No buffer for change Develop base, upside, downside cases
Present trade-offs to execs for decision

Strategy Description What to do

Coverage Ratio
Target

Ensure sufficient
opportunity volume to
achieve quotas

Set pipeline-to-quota ratio at 3×-4× based on win rate
Adjust by segment if win rate varies

Lead gen
alignment

Sync Marketing &
SDR targets to
pipeline needs

Calculate monthly lead volume required per rep
Align campaign plans with SDR outreach quotas

Monitoring Track pipeline health
continuously

Build dashboard for pipeline coverage by rep/segment
Automate alerts when coverage drops below target

Gap remediation Act quickly on
coverage shortfalls

Identify underpinning causes (conversion vs volume)
Launch targeted campaigns or reassign quota

Risk buffer Account for
fluctuations in
conversion and timing

Add 10–20% extra coverage as buffer
Adjust quarterly based on performance variance

Metric Benchmark What to do

Annual ARR per 
(fully ramped) AE

$500k - $1M ARR Calculate last 12 months’ annual bookings per AE once past ramp and compare against internal
target

Win Rate 20% - 30% Compute average win rate by segment + product line and identify segments below 20 % for
remediation

Ramp Time 
(to full productivity)

3-6 months (SMB/MM),
9–12 months (ENT)

Model ramp curves per rep profile

Pipeline Coverage Ratio 3×-4× quota Determine required pipeline (= quota divided by win rate) + monitor pipeline per rep weekly

Attainment rate 70% - 80% of reps hitting quota Calibrate quotas so 70-80 % of reps can realistically hit

Step Description What to do

1. Define Rep
Roles

Break out distinct sales roles
(AE, SDR, CSM,..) each with
unique productivity profiles

List all rep types and their responsibilities
Assign historical performance metrics to each role

2. Apply Ramp
Curves

Model time-to-full productivity by
rep type (e.g. 3-6-9 months)

Build monthly ramp percentages for each role
Weight ramp curves based on historical averages

3. Factor Hiring
Lag & Attrition

Account for time to hire and
expected rep churn

Add hiring lead-time (30-90d) to new-headcount timeline 
Include -20% annual attrition buffer

4. Map to
Pipeline Needs

Calculate how much pipeline
each rep/segment requires to hit
quota

Compute pipeline per rep = quota divided by win rate
Aggregate by segment and month

5. Derive
Headcount Plan

Reverse-engineer desired
coverage into number of reps
needed by time period

Sum required capacity by quarter
Compare against existing headcount and hiring plan

What Purpose What to do Data sources

Sales audit Ensure historical
performance informs
next year’s plan

Extract last year’s actual bookings by rep, territory, and segment to compare against plan assumptions
Audit rep productivity (ARR per AE) and ramp outcomes versus modeled curves
Review pipeline coverage at quarter-ends to validate 3-4× coverage assumption for planning
Analyze territory performance variance to identify over- or under-resourced segments
Validate stage-to-stage conversion rates used in capacity models against real outcomes
Recommend adjustments to plan inputs (ramp curves, win rates, coverage ratios) based on audit findings

CRM reports
(Salesforce, HubSpot),
capacity model
spreadsheet, BI
dashboards

Marketing
audit

Assess campaign ROI
and lead quality

Compile lead volume, source, & conversion metrics by channel
Map leads through funnel to SQL, opportunity, and win stages
Calculate cost per lead and cost per opportunity by campaign
Run cohort analysis on lead aging and engagement decay
Suggest reallocating spend from low-conversion channels

Marketing automation
(Marketo, Pardot,
Hubspot), BI tools

CS audit Evaluate renewal,
expansion, and churn
drivers

Gather subscription data, renewal dates, MRR movements
Calculate gross and net revenue retention by cohort
Analyze time-to-renew and usage metrics for at-risk segments
Review support ticket volume & resolution times vs. churn events
Propose targeted CSM interventions for high-risk accounts

CS platform data
(Gainsight, Totango),
CRM

Integrated
GTM Report

Deliver a unified,
strategic view of
performance

Merge sales, marketing, and CS KPIs on a single dashboard
Highlight correlations (e.g., marketing spend vs. new ARR, churn vs. support volume)
Annotate trends with narrative insights and action items
Present quarterly to leadership with “What–So What–Now What” framework
Track follow-up on recommended cross-functional initiatives

BI platform (Tableau,
Looker), shared slide
deck

Performance Audits & Reports

FREE Strategic RevOps Cheat Sheet

FREE B2B SaaS Metrics Cheat Sheet

RevOps Lab episode on reporting best practices: #58

Best Practice RevOps Role Impact

Use rolling 5-quarter views Maintain historical + forward
trend dashboards

Forces reality check on
trajectory

Triangulate forecast (top-down,
bottom-up, historical)

Consolidate 3 lenses into one
forecast view

Increases credibility of
number

Tie forecast to leading indicators Monitor hiring, ramp time,
pipeline adds/slips

Explains why you’ll
hit/miss

Standardize methodology (MEDDIC,
stages, forecast categories)

Ensure consistent inputs
across teams

Improves accuracy & trust

Scenario planning (best/base/worst) Build flexible models with
RevOps assumptions

Board sees risk-adjusted
outlook

Drive forecast discipline Weekly forecast calls, CRM
hygiene enforcement

Reduces surprises, builds
accountability

Pitfalls Why it happens Impact

Late or Insufficient Hiring Reps not onboarded early enough; ramp time underestimated Capacity shortfall -> revenue plan
unattainable

Over-Assigned Quotas Leadership spreads aggressive targets across too few reps Rep burnout, churn, credibility loss with
board

Ignoring Ramp Actuals Using modeled ramp (e.g., 6 months) while real ramp is 9+ Forecast disconnect; surprises in quarterly
results

Expansion Overreliance Heavy dependence on existing customers for growth Unsustainable growth story; weak new logo
engine

Pipeline Quality Gaps Focus on volume over deal qualification Bloated pipeline masks risk; forecast misses

No Scenario Planning Only presenting “one number” forecast Board sees optimism bias; lack of risk-
adjusted view

Purpose & Goals

Ensure financial targets are grounded in actual
sales capacity, pipeline creation, and retention
potential, not just top-down ambition.

Strategic alignment

Translate board/leadership growth goals into
headcount, ramp time, and productivity
assumptions to validate feasibility.

Capacity planning

Accurate forecasting builds credibility with
investors and ensures surprises are minimized.

Predictability & trust

RevOps provides the frameworks, dashboards,
and governance so revenue plans are
consistent, transparent, and repeatable.

RevOps Leadership

Revenue Planning Inputs

See how your pipeline value is pacing over time. Drill
into opportunities driving those changes by
segment, geo, stage, or forecasting categories.

Pipeline Value & Pacing Pipeline Waterfall Stage Conversion Pipeline CoverageOpportunitites Created Sales Cycle Length

Analyze stage conversion rates by time and
development to identify and fix leakage. Inspect
by territory, segment, and industry to identify
pattern. 

Tracking the creation of new opps and analyze which
channels are driving opportunity creation.

Analyze and track pipeline coverage to make
sure you’re on track to reach your revenue goals.

Measure sales cycle length by by segment, geo,
team, or rep to shorten your cycle length.

Track how your pipeline changes over time. See
what drives those changes like e.g. new opps,
amount changes, closed-won/lost or pulled-
in/slipped opportunities. 

Source: Weflow (getweflow.com) Source: Weflow (getweflow.com) Source: Weflow (getweflow.com) Source: Weflow (getweflow.com) Source: Weflow (getweflow.com) Source: Weflow (getweflow.com)

Pipeline Velocity is a key sales metric that measures
how quickly qualified opportunities move through
your sales pipeline to generate revenue. It reflects
the speed and efficiency of your GTM engine.

Pipeline Velocity

Source: Weflow (getweflow.com)

Win Rate is a fundamental sales metric that
measures the percentage of deals closed-won out
of total opportunities. It reflects how effectively your
team converts pipeline into revenue.

Win rate

Source: Weflow (getweflow.com)

Average Time in Stage measures how long deals
spend in each stage of the sales pipeline. It helps
identify bottlenecks, inefficiencies, and potential
risks in the sales process.

Average time in stage

Source: Weflow (getweflow.com)

At-Risk Opportunity Dashboard highlights deals in the
pipeline that show signs of delay, disengagement, or
low likelihood of closing. It enables proactive
intervention to recover potential revenue before it’s
lost.

At-Risks Opportunities

Source: Weflow (getweflow.com)

Pipeline Flow Dashboard (often visualized with a
Sankey diagram) shows how deals move through
each stage of the sales funnel, highlighting
conversion, drop-off, and volume at each step.

Pipeline Flow

Source: Weflow (getweflow.com)

Forecast vs. Actuals is a tactical dashboard that
compares predicted revenue (forecast) to actual
closed revenue, helping teams measure forecast
accuracy and improve future predictions.

Forecast vs. Actuals

Source: Weflow (getweflow.com)

Forecast  Mix

Weighted forecast AI forecastBottom-up forecast

Each stage has a closing probability that is multiplied by the deal amount.
Weighted forecasts are an easy, low-effort way to get started.

Typically, companies run a weekly-, or bi-
weekly forecast cadence to submit, review,
and adjust forecast calls. Start with one team
and a simple cadence before involving the
entire revenue org. If done right, bottom-up
forecasts give you highly accurate forecasts.

AI forecasts based on historical data, snapshots, and deal velocity.
Treat it as an additional data point after rolling up your bottom-up forecast. 

Start with one forecast type and keep it simple at first. At some point, most advanced companies use all three forecasting methods to drive higher predictability and forecast accuracy.

Example Pitfalls What to weight on
Probability * amount = 
weighted forecast

Discovery stage: 10%
Demo stage: 20%
Value alignment: 35%
Proposal: 60%
Negotiation: 90%
Closed Won: 100%

Unclear stage exit criteria 
Sales stages not followed
Probabilities are wrong
Probabilities are hard-coded
Probabilities are not
adjusted over time

Stage
Forecast categories
(pipeline, best case,
commit, most likely)
Other (depending on your
unique sales motion and
business requirements) 

Poor process governance
Poor data and pipeline hygiene inevitably
lead to inaccurate forecasts
Missing forecast submissions
Failing to create a culture and
accountability around forecasting

AI can help you get a more holistic forecast
by considering patterns and factors beyond
those typically taken into account for
weighted or bottom-up forecasts. Examples:

Deal velocity
Past forecast accuracy by rep/manager
Closed/won probability depending on
multivariate deal characteristics 

Poor data and pipeline hygiene inevitably
lead to inaccurate forecasts
Changes in processes or external factors
take time to be reflected in your forecast
High technical complexity often requires
internal resources and knowledge
Black box characteristics can lead to low
trust within the org

Reps and/or managers submit forecast calls that roll up the organization.
Start with one team to reduce initial complexity before rolling it out.

Pipeline Coverage Strategy

Setting Revenue Targets

Strategic Capacity & Pipeline Planning

Metrics & Benchmarks

Capacity Modeling Workflow

Scenario Planning & Trade-Offs

Base Case Upside Case Downside Case

Guides investment vs. pull-back decisions. Compare revenue delta vs. cost across scenarios.Trade-off analysis

Capacity planning pitfalls (+ fixes)

Forecasting

Strategic Planning & Forecasting Dashboards

Forecasting Best Practices

Revenue Planning Pitfalls

   1. Data Foundation

Checklist

Standard metric definitions documented (ARR, NRR, CAC,
pipeline coverage)
One source of truth across CRM, BI, and Finance
Accuracy of forecast vs. actuals reviewed

   2. Pipeline Coverage

Pipeline coverage validated for current + 2 future Qs
Pipeline waterfall (adds, slips, churn, pulls) up to date
Opportunity stage hygiene enforced (consistent exit criteria)

   3. Capacity & Productivity

Hiring plan modeled vs. productivity benchmarks
Ramp time (modeled vs. actual) tracked quarterly
Attrition and manager-to-rep ratios monitored

   4. Forecasting Process

Forecast methodology standardized (categories, cadence,
accountability)
Weekly forecast calls run with CRO + RevOps input
Scenario models (best / base / worst) prepared

   5. Efficiency & Growth Levers

CAC Payback & Magic Number calculated + benchmarked
ASP & discounting trends monitored (new vs. expansion)
Revenue mix tracked (new logos vs. expansions vs. renewals)
GTM cost allocation aligned with growth priorities (sales, CS,
marketing)

Add top-down planning to forecast mix

   5. Narrative

 CRO narrative drafted (assumptions -> risks -> actions)
 Bridge/flow visuals included (revenue bridge, pipeline flow)
 Explicit asks for board input/decisions outlined

Strategic Revenue Planning 101

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

Conversation Intelligence Deal Intelligence Forecasting & AnalyticsActivity Capture

FREE Annual Planning Cheat Sheet

FREE Sales Forecasting Cheat Sheet

FREE Reporting & Dashboards Cheat Sheet
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