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Sales Process Optimization for B2B SaaS companies

Sales Process 101: buyer-aligned operating system that turns demand into predictable revenue through clear exit criteria, SLAs, and inspection.

Why your Sales Process matters

Stakeholders & RACI

R - Responsibile A - Accountable C - Consulted
/ Finance
Predictability Forecasts land close to what you actually Close dates keep moving Process design (stages, exits) A/R © C C C C C
book; close dates change rarely
. Opportunities sit with no movement for Lifecycle & routing (MQI, MQL, SAL) A/R C C R C C C
. Deals move forward every week; approvals )
Velocity and pilot / test work start early 10+ days, or pilot / test has no end date or
success criteria Enablement & certification R A R R R C
Discovery notes are captured verbatim; Missing contact roles or discovery notes ' '
Quality contact roles are linked; the sales-to- 9 . y ' Deal-desk guardrails (price/terms) R A R A/R
. or the handoff document is incomplete
customer handoff is complete
Forecast cadence & inspection rules A/R A/R R R C
Managers review evidence, not opinions- Deals show up to reviews without a
Focus every deal has a buyer-owned, dated next clearly dated next step owned by the MAP (Mutual Action Plan) / POC (Proof T C B 5 c
step buyer of Concept) standards /
. Teams follow the same stages, definitions, Pec.>ple use stag.e.names d.|ffe.:rently, or
Consistency T active opportunities are missing a Mutual Handoffs (SDR->AE, AE->CS) A/R C R R R C
Action Plan

Legal /

Security

Maturity Model

What it looks like

| - Informed

How to move up

No clear stages, messy data, gut

‘ Write stage names; set 3 required

C forecasts; <60% required fields; no fields (Economic Buyer, buyer-owned
SLAsS next step, Mutual Action Plan link)
C . . . . . .
Stages and exits written, simple SLAs, Enforce exits in CRM; add basic
C manual checks; Basics complete on alerts/automations; set manager
>70% deals (next steps, evidence, etc.) commit rules + weekly review
g’ Regular inspections, evidence- Run small governance meeting; keep
C 8 based commits; hygiene 285% ‘ an experiment list hit targets two
= quarters
C o
ﬁ Weighted Absolute Percentage Error Keep standards; document
R E <15%, faster cycles, controlled playbooks; automate approvals; roll
g- discounts; smooth AE to CS handoffs to new segments or regions

What “Great” looks like FREE B2B Saa$S Metrics Cheat Sheet -
Theme Metric Benchmarks If below target
o : R 2- k pipeli int; pull f
Coverage Next-quarter pipeline New logo 3-4x ; Expansion 1.5-2x esgaisio‘/’:/e;arﬁ;[;f;7:;3’9”” pull forward Topoffunne|
(inbound/outbound
) SMB 20-30% ; Mid-Market 25-35% ; Inspect discovery/MEDDICC on recent to SAL)
Win rate Sl T e Enterprise 20-30% losses; reinforce MAP usage
: o o Middle of funnel (SAL to
. : R t t crit h th k
Stage quality Stage to stage conversion 20-35% per stage S;ngrel :pi)c(:li fi(;re; IZ/”a and coach the wea SQL to Design/Validate)
Hygiene Opportunities with dated next ~90% Add validation; block stage moves without
step next step Late stage (Commit)
WAPE (accuracy) o _ Enforce variance notes; inspect repeated
ForecaSt (Weighted Absolute Percentage Error) 515/0 (by Qz pOSt rO”OUt) Close_date moves
_ . Post-sale (Close = Hando
SLA Speed-to-lead <5 minutes (inbound, high intent) Ro.ute 1B IESIHEE2NSE e, S/ EoEEE ( i
adjustments

Cost of abroken process across funnel

What breaks

Slow response; weak routing/scoring; unclear
ideal customer profile; duplicate outreach; no
clear owner

Misqualification; inconsistent discovery; no
Mutual Action Plan; no budget decision-maker;
vague proof work

Legal/terms introduced late; discount sprawl;
approval path unclear; contracts opened at
quarter-end

Weak sales-to-customer handoff; outcomes not
captured; no success plan; kickoff not booked

Immediate cost

Paid spend and buyer intent
wasted; meetings lost; queues
back up

Calendar time spent on non-
buyers; solutions/
implementation time burned

Pushouts; smaller deal size;
heavy executive escalations

Delayed activation; slower
billing start; onboarding rework

Hidden / long-term cost

Brand fatigue; reply rates drop next
quarter from the same accounts

Win rate falls; cycles stretch; noisy
forecasts; rep morale dips

Trains market to wait for discounts;
margin erosion; forecast credibility
drops

Lower net revenue retention; weak
references; expansion blocked

Quick diagnostic

Median response time; % Tier-A leads touched
<15 min; % sales-accepted within 24h

% opportunities with budget decision-maker by
qualification; MAP started by qualification; %
with verbatim pain captured

% deals with approval path documented;
discount variance vs. floor; slip rate (>2 moves);
% contracts opened =14 days pre quarter-end

% handoffs with outcomes/ stakeholders/ risks
documented; kickoff scheduled within 7 days;
time-to-first-value median

Your 90-day guide to optimizing your sales process

DaSh bOa rd S to i m ple m ent FREE Reporting & Dashboards Cheat Sheet

FREE Annual GTM Planning Cheat Sheet )

GTM Strategy & Coverage

Tasks:

« Write one-page Ideal Customer Profile (ICP) for tiers A/B/C with
triggers and clear “not a fit” rules.

 Size the market (TAM/SAM) and note priority segments

« Decide new business vs. expansion mix for this quarter

« Compare last year’s attainment by segment to set baselines

Lifecycle & Routing

Tasks:

« Finalize MQL / SAL / SQL one-line definitions

« Create a routing table (by ICP tier, intent, region) and implement it in
CRM

» Add Recycle Reason picklist (no response, no show, not a fit,
duplicate).

« Run 3 full dry-runs (one per tier) from lead to SAL end-to-end and
record results

Opportunity Process & Deal Execution

Tasks:

» Publish a stage map (Discover to Close) with 3-5 exit criteria per
stage.

« Add these required fields in CRM: Economic Buyer, Next Step (date
+ owner), Pain, Budget, Timeline

« Add validation: block stage move without exit criteria and a dated
next step

o o
@ KPIs / Outcome Examples @&» Owner @ KPIs / Outcome Examples @» Owner @ KPls / Outcome Examples : Owner
Signed-off ICP & coverage RevOps + Sales Leader+ Lead->SAL end-to-end test RevOps + Marketing + Stages & exits enforced in RevOps + Sales Leader
memo Finance passes; Definitions live SDR Mgr CRM

Tasks:

« Freeze the named account list (read-only snapshot link), then
capture rep acknowledgment in the CRM

« Add Account Tier (A/B/C) and Owner fields; backfill on all named
accounts.

« Publish conflict & partner rules (1 page) and a territory change
request form

Tasks:

« Turn on Slack/email alerts for leads such as: Tier-A lead idle 10
minutes; New demo request - no first touch; High-intent lead
unassigned in CRM

« Stand up a fast-lane queue for Tier-A; publish a 24/7 on-duty rota

that shows who is “on point” to handle urgent leads so nothing waits.

« Post a daily SLA leaderboard (response time, first touch, SAL

Tasks:

« Block any move past your qualification stage until the Economic
Buyer identified on record

« When an opportunity enters the qualification stage, auto-create a
Mutual Action Plan from a template and store the link on the opp.

« During qualification, require a discovery checklist in the record:
buyer pain (verbatim), success criteria, and decision timeline

acceptance)
@ (] @
KPIs / Outcome Examples @» Owner KPls / Outcome Examples @&» Owner KPls / Outcome Examples @&» Owner
Territory potential within £10% RevOps (lead), Sales Leader Median response ¥ 30%; SAL RevOps (lead), SDR Mgr (operate) EB after qualification 270%; MAP on ~ Managers (process), Deal Desk
(approve) acceptance = 24h on 95% of SALs. >80% opps (commercials)

Tasks:

« Publish a capacity plan (headcount, ramp curve, AE:SDR ratio,
vacation buffer).

« Set quarterly targets per segment (new, expansion) and load into
CRM quotas.

« If you use Partner-distribution, define a partner-sourced % goal
(e.g., 15% of new business) and assign an owner..

@
@é» Owner

RevOps + Finance

@ KPIs / Outcome Examples

Next-Q coverage 3-4x NL / 1.5-
2x EXP; win-rate-adjusted = 1.0x

Tasks:

« Ship a weekly SLA dashboard to leaders every week

« Launch nurture sequences per tier (5-7 touches over 14 days)

« Add a reopen rule: recycled leads reopen only on new activity (form
fill, reply, meeting)

« Create an event spike plan (extra on-duty reps + temp routing) and
test once

@
@é» Owner
RevOps + SDR Mgr + Marketing

@ KPIs / Outcome Examples

High-intent response <5 min
(90th pct); SAL->SQL +3-5 pts

ey

Tasks:

« Turn on idle alerts: if no activity 10+ days in any stage, ping owner

« Enforce no stage skipping (locked stage order in CRM)

» Auto-route non-standard terms/discounts to approvers; require a
reason approve

« Run a monthly terms review (top 10 exceptions, average approval
time, fixes)

®
@&» Owner

Managers + Deal
Desk/Finance/Legal

@ KPIs / Outcome Examples

Stage->stage 20-35%; Idle >10d ¥
30%; discount variance ¥ 20%

FREE Sales Forecasting Cheat Sheet |,

Forecasting & Governance &

Tasks:

« Define Pipeline / Best / Commit / Closed and post a one-slide
commit rule

« Add a Variance Note field to opportunities (why amount/date
changed)

» Create a slip report (close date moved, count of moves)

« Schedule a 30-min weekly forecast (agenda + speaking order)

« Set forecast submission cadence: reps submit in CRM to managers
lock to leader rolls up; enable auto-reminders

@
@&» Owner
RevOps + Sales Leaders

@ KPIs / Outcome Examples

Framework set & socialized

Tasks:

« Keep a deal in Commit only with two proofs: meeting with budget
decision-maker and an active MAP/POC

« Automate: >2 close-date moves = auto-escalate to Sales Leader

« Enable managers to inspect deals and get visibility by auto-
surfacing insights with tools such as WeFlow (stage, push count,
last activity, and other missing essentials.

o
@é» Owner

Sales Leaders + Managers

@ KPIs / Outcome Examples

Variance notes on 290% Commit
opps; 100% of >2 slips escalated.

Tasks:

« Ship a QBR template (win/loss by segment, stage conversion, cycle,
discount).

» Build best/base/worst coverage scenarios for the next 2 quarters.

« Do a forecast accuracy retro (WAPE) and update commit rules if
needed.

» Hold a bi-weekly governance meeting for change requests and
approvals

®
@&» Owner

RevOps + Sales Leaders

@ KPIs / Outcome Examples

Commit->Close +5 pts; risk
concentration ¥

RevOps Lab episode on CRM entry with Al #96

Data & Enablement “

Tasks:

» Add validations for Next Step (date + owner), Exit Evidence,
Contact Roles (Decision-maker, Champion, Legal, Security). Tools
like WeFlow can help you do this automatically with data capture
solutions.

» Publish a data dictionary (name, definition, where used)

« Tag must-have fields by stage and add help text in CRM

« Pick 2 pilot teams + an exec sponsor; book 2 training sessions

@
@&» Owner
RevOps + Enablement

@ KPIs / Outcome Examples

Hygiene baseline captured;
training calendar published

Tasks:

» Launch role-based dashboards (exec, manager, SDR, CS) and
share links

« Email a weekly hygiene summary (two top errors per rep) every
week.

« Start certifications (reps + managers) and require 2 call-coaching
sessions/week per rep

®
@é» Owner

RevOps + Bl + Managers

@ KPIs / Outcome Examples

Deal record completeness =280%;
top two errors/rep ¥ 50% in 4
weeks

Tasks:

» Add heatmaps (conversion by stage, idle time by rep/segment) and
pipeline creation vs. goal.

« Publish Playbook v1 (stage exits, templates, approvals,
dashboards) and load into onboarding.

» Present two experiment readouts (what changed, result, decision)
and promote winners.

@
@é» Owner
RevOps + Sales Leaders

@ KPIs / Outcome Examples

weakest-stage conversion +3-5
pts; time-to-adoption =6 wks.

Implementation Tips

Give one owner per workstream

« Name a single DRI (directly responsible
individual) per workstream.

» Write their weekly deliverable and due date in
one sentence.

» Hold a 15-minute check-in every week: last
week’s result, this week’s commit, blockers.

Enforce evidence, not opinions

» Block stage moves unless the record has a
buyer-owned next step and a Mutual Action
Plan link (from Stage 2).

« In pipeline reviews, show the list directly from
CRM - no slides, no exports.

Close the loop every week

» Run a 30-minute forecast call: changes since
last week, risks and actions

» Send a Friday note: top win (what we did), top
fix (what we'll change), and the one metric
trend.

» Keep a simple change log so reps see what
changed and why - no surprises.

Make the system visible

» Set a single “Ops Home” page: links to the
stage map, dashboards, and the change log.

« Ifit's not on that page, it's not a priority this
quarter.

Stage Conversion

Shows how many deals move from one stage to the
next, and what percent you win in the end. Track it to
spot where deals leak so you can coach the team on
the exact stage that needs help

Average time in stage

Average Time in Stage measures how long deals
spend in each stage of the sales pipeline. Track it to
find bottlenecks so you know exactly where to fix the
process to speed up the whole cycle.

Win Rate is a fundamental sales metric that measures
the percentage of deals closed-won out of total
opportunities. If win rate dips, review discovery
quality, competitive position, and proof strategy
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Pipeline Waterfall

Explains what changed in your pipeline this week: new
deals added, deals that slipped, pulled forward, or
were lost. Track it to focus leaders on the real problem
- volume vs. movement -
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Source: Weflow (getweflow.com)
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Tools & Ecosystem Reference

Source: Weflow (getweflow.com),

Pipeline Coverage

Compares total pipeline to the sales target for current
and future quarters. Track it to avoid last-minute panic
- if coverage is light next quarter, you can spin up
campaigns or rebalance territories now

.....

Source: Weflow (getweflow.com),

Forecast vs. Actuals

Compares what you said you'd book to what you
actually booked, and shows an error score. Track it to
improve forecasting discipline. Big gaps mean you
need stricter commit rules and better deal inspection

@ This quarter @ Last quarter ® This quarter last year

0.91x 0.91x 0.91x
Amount, $
120M :
80M -~
40M ’/i:/
= E

30 days 60 days 90 days

Source: Weflow (getweflow.com),
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