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FOREWORD

Why we created this brief

Over the past few years, we've met with dozens of B2B revenue teams working through the 
same frustrating pattern: the forecast missed, everyone scrutinized the forecast, and it missed 
again the next quarter. The instinct is always to fix the prediction.

What we kept seeing is that the prediction was never the problem. The deviations that 
produced the miss were visible in the data one, two, sometimes three quarters earlier, in data 
the company already had, but that no one was watching at the right resolution and in the right 
context.

Most of the GTM leadership was busy peering through a microscope at every active deal, and 
almost nobody was picking up a pair of binoculars to spot the hidden risks forming further out. 

This brief is our attempt to name the blind spots we see derailing revenue execution, ground 
them in the best research we could find, and give you a quick way to see where your own 
organization stands. 

Read it, score yourself on the Benchmark Map, and reach out if you'd like a personalized 
executive briefing.

We hope you find this useful.

Sankar Sundaresan
Founder & CEO, SkyGeni
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The Brief in 60 Seconds

THE CENTRAL THESIS

Predictable revenue is the output of a connected execution chain. Each of the five 
blind spots below breaks one link. 

None of them is a forecasting problem, and all are visible, months early, in data you 
already own.

45%
of sales leaders and sellers have 
high confidence in their forecast. 

Gartner (2020)

1 in 3
B2B organizations missed their 
2024 revenue targets, while 
winners delivered roughly twice 
their industry's growth.
Stein et al., Bain (2025)

24x vs 5x
EV/revenue multiple separating 
top from bottom-quartile B2B 
SaaS. Efficient growth is what 
the gap measures.
McKinsey (2025)

EXHIBIT 1 The Blind Spot Scorecard
BLIND SPOT LINK IT DEGRADES IMPACT DETECTION 

DIFFICULTY
PREVALENCE

1 Coverage mistaken for convertible pipeline Pipeline quality

2 Risk seen only after the forecast breaks Revenue visibility

3 Reports built instead of decisions enabled Decision-making

4 New logos chased, installed base left unworked Customer expansion

5 Reviews explain yesterday Continuous improvement

Three blocks = high   .   Two = moderate   .   One = low

Every blind spot is detectable in data most organizations already own. None of them is a forecasting problem.

If you read nothing else

• Coverage is not sufficiency. A single pipeline multiple across a multi-segment business guarantees 
misallocation, and a revenue miss that is usually visible well before it lands.

• Detection horizon beats forecast accuracy. What matters is not how precisely you predict the number, but 
how much early warning you get.

• The cheapest revenue is already inside the building. Acquisition is usually instrumented end to end. 
Expansion is mostly run on intuition.
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Why This Brief Exists

THE PROBLEM WITH THE PROBLEM

The forecast is a thermometer. When the number shows a fever, most teams 
respond by arguing with the thermometer.

Suh (2019) established in Harvard Business Review that the dominant causes of forecast inaccuracy are behavioral, 
not algorithmic: sellers withhold information about troubled deals, and stay optimistic about opportunities the 
progression data has already condemned. Better algorithms applied to distorted inputs do not produce better 
forecasts. They produce more confident wrong answers.

Cespedes (2021) shows why the data itself resists repair. Buyers no longer advance through a linear funnel; they 
move through four parallel streams. A CRM stage model encodes the seller's process, not the buyer's progress, and a 
stage-weighted forecast inherits that distortion however sophisticated the weighting. He adds a warning that ought 
to unsettle every RevOps leader: data analysis supplies hypotheses, not answers.

And in Aligning Strategy and Sales, Cespedes (2014) supplies the point on which this brief rests. Strategy is 
implemented in the field, through the Seller's Compass. Break that chain and the organization suffers a competency 
trap: becoming steadily better at doing things customers care less about. A strategy never translated into customer-
selection criteria is not a strategy. It is an aspiration with a budget attached.

EXHIBIT 2 The Revenue Iceberg

where most forecasting 
conversations happenThe forecast

Pipeline sufficiency, balance, quality

Leading indicators of revenue risk

Decision velocity, one source of truth

Installed-base expansion and white space

Coaching, allocation, win/loss learning

~10% visible

~90% causal

Everything below the line is measurable today, in data most organizations already own.

Deal-level visibility is the visible tenth of the revenue system. The five blind 
spots live below the waterline, where causation and correction reside.

WHAT MOST ORGANIZATIONS BELIEVE WHAT THE RESEARCH SHOWS

“Our revenue problem is a forecasting problem. 
Tighten deal inspection and stage definitions.”

Forecast error is a lagging indicator of execution. 
The deviations that cause the miss become 
detectable two to three quarters earlier.
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The Revenue Execution Chain

The five blind spots are not five independent problems. They are five points of failure in one sequence, 
each stage supplying the input to the next.

EXHIBIT 3 The Revenue Execution Chain

Strategy › Pipeline 
Quality ›

BLIND SPOT 1
Coverage 

mistaken for 
convertible 

pipeline

Revenue 
Visibility ›

BLIND SPOT 2
Risk seen after 

the forecast 
breaks

Operational 
Decision-
Making

›

BLIND SPOT 3
Reports built, not 

decisions 
enabled

Customer 
Expansion ›

BLIND SPOT 4
New logos 

chased, base 
unworked

Continuous 
Improvement ›

BLIND SPOT 5
Reviews explain 

yesterday

Predictable 
Revenue

Each blind spot degrades one link in the chain. Predictable revenue is the output of the whole chain, not of the 
forecast at the end of it.

STRATEGY EXECUTION   .   SALES MANAGEMENT   .   GTM ALIGNMENT   .   CONTINUOUS REVENUE DE-RISKING

Predictable revenue is the outcome of strategy execution, sales management, GTM alignment and 
continuous revenue de-risking. A break anywhere presents as a forecast miss at the end.

Two laws of the chain

• A break presents downstream of its cause. A sufficiency failure in Q1 appears as a forecast failure in Q3. This 
is why the forecast is so reliably misdiagnosed.

• A downstream fix can't repair an upstream break. Better visibility into low-converting pipeline reveals the 
miss earlier; it does not prevent it. Each link is only as strong as the inputs it inherits.

THE MEASURE OF THE WHOLE CHAIN

Detection Horizon

The time — usually measured in quarters for enterprise sales organizations — between when a 
revenue deviation surfaces in your own data and the moment it becomes visible to your leadership.

Reactive organizations (lowest maturity) run at zero to one quarter. 

Anticipatory organizations (highest maturity) run at greater than three quarters, and course-correct 
before the revenue consequence lands.
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BLIND SPOT ONE

Coverage mistaken for convertible pipeline

THE INSIGHT
A universal coverage multiple asserts one conversion rate and one cycle time 
across a business that demonstrably has many. It counts pipeline. It never asks 
whether that pipeline can convert.

WHAT MOST ORGANIZATIONS BELIEVE WHAT THE RESEARCH SHOWS

“We are at 3.2x coverage against a 3.0x target. 
Pipeline is healthy.”

Aggregate coverage clears the bar while two 
segments carry deficits that cannot be remedied 
in the remaining cycle time.

EXHIBIT 4 Coverage vs. Sufficiency
WHAT COVERAGE SHOWS WHAT SUFFICIENCY SHOWS

3.2x aggregate coverage

3.0x target

Healthy
One number. 
One implied conversion rate.
No action needed.

Enterprise 62%

Mid-market 135%

SMB 74%

EMEA New Logo 108%

Required

Two segments cannot recover: cycle time exceeds the time remaining.

The same pipeline, two readings. At the segment level, two cohorts cannot recover within their remaining cycle time.

What this means for you
• Recompute coverage at a micro-segment level. If a segment sits below required pipeline and its cycle time 

exceeds the time left in the quarter, that revenue is already lost.

• Treat lumpy pipeline creation as risk. A quarter's target generated in a single late month meets the pipeline 
goal but leaves little time to convert. Set goals for both the volume and the pace of pipeline creation. 

• Derive pipeline goals, do not cascade them. A company number split proportionally across segments with 
different conversion economics is a misallocation instrument. It starves the segments that could convert and 
overfeeds the ones that can't.

ASK YOUR TEAM   If our two largest segments were measured separately, would either be structurally 
unable to make its number?
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BLIND SPOT TWO

Risk seen after the forecast breaks
Leading indicators surface risk months in advance. Most organizations wait for results.

THE INSIGHT
Forecast accuracy improves in the last three weeks of a quarter. That is not a 
forecast getting better with information. That is a description of the present, 
dressed as a prediction of the future.

DID YOU KNOW?

Suh (2019) found that deal age predicts outcome better than seller sentiment: the longer an opportunity 
stays open, the less likely it is to close. Organizations that forecast on sentiment systematically overweight 
their most compromised deals, the exact opposite of what the data supports.

EXHIBIT 5 The Detection Horizon

DETECTION HORIZON
SkyGeni's measure of Revenue De-Risking

Quarters of warning before revenue 
risk becomes visible in results.

REACTIVE ORGANIZATION

0-1 Quarter of warning

Risk forms in segments, 
unseen

Miss surfaces in the 
forecast

Discounting and pull-
forward

Next quarter borrowed 
against

REVENUE MISSED

ANTICIPATORY ORGANIZATION

3+ Quarters of warning

Leading indicators fire 
early

Micro-segments 
diagnosed

Capacity and coverage 
reallocated

Course-correction lands 
before impact

REVENUE PROTECTED

MORE
WARNING

EXECUTIVE TAKEAWAY Forecast accuracy tells you the number will be missed. Detection Horizon tells 
you while you can still change it.

The deviation is identical on both timelines. What differs is the responses still available: reallocation and redirection, or
discounting and heroics.

What this means for you

• Separate two questions you conflate. What will we close is a forecast. What are we capable of closing 
is a capacity statement derived from sufficiency, conversion and cycle time.

• Make divergence a place to look, not a number to split. Where the field is more optimistic than the data, 
there is either information the model lacks or optimism the field cannot justify.

• Change the metric you report to the board. Measure week-one projection accuracy, not week-eleven 
commit accuracy. The first is predictability; the second is arithmetic.

ASK YOUR TEAM   In our last three missed quarters, in which week did the miss become mathematically 
unavoidable, and can we answer from data rather than memory?
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BLIND SPOT THREE

RevOps Busy Building Reports Instead of Enabling Decisions
Analytical capacity is consumed producing spreadsheets that describe the business rather than change it.

RESEARCH HIGHLIGHT

Gartner (2024) found that 84% of sales leaders say analytics has had less influence on performance than 
expected. The barriers they named were poor data quality (44%) and limited cross-functional collaboration 
(44%): governance and alignment failures, not analytical ones. CSO-led analytics are 2.3x more likely to 
achieve higher revenue predictability.

EXHIBIT 6 Where Analytics Fails to Land

84%
of sales leaders say analytics has had less 
influence on performance than expected.

Gartner (2024)

TOP BARRIERS TO ANALYTICS SUCCESS

Data privacy / regulation
45%

Poor data quality
44%

Limited cross-functional collaboration
44%

CSO-led analytics are 2.3x more likely to achieve higher 
revenue predictability (Gartner, 2024).

Analytics under-delivers against expectations, and the causes sit in governance and alignment, not technique. Buying better 
models will not move these bars.

What this means for you

• Adjudicate metric definitions once. Not in every meeting. One governed source of truth is the 
precondition for cross-functional decisions.

• Automate the artifact, not the judgment. Board reporting generated from live data redeploys analytical 
capacity onto diagnosis.

• Start measuring decision velocity. If nobody can state how long it takes to act on a change in 
conditions, that interval is longer than you think.

ASK YOUR TEAM   What share of our last quarterly business review was spent agreeing on the numbers 
rather than deciding what to do about them?

THE INSIGHT
The real cost of a reporting-centered RevOps function is not analyst hours. It is 
decision velocity: the interval between a condition changing in the business and 
someone with authority acting on it.
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BLIND SPOT FOUR

Chasing New Logos While Expansion Sits Unworked
Acquisition is pursued by system. Expansion is pursued by intuition.

WHAT MOST ORGANIZATIONS BELIEVE WHAT THE RESEARCH SHOWS

“We track net revenue retention closely. 
Expansion is well managed.”

Leaders track the causes of NRR: cross-sell, 
upsell, churn, at a microsegment level. Laggards 
track just the result. Reporting a number is not 
instrumentation.

Whitespace visible in a CRM is a list of what is missing. Whitespace ranked by modelled propensity is a pipeline, generated 
from purchase history you already hold.

What this means for you

• Rank the installed base, do not merely list it. Every account should carry a ranked list of next products, 
scored by modeled propensity to buy.

• Manage NRR's drivers, not NRR. Cross-sell, upsell and churn move for different reasons and respond to 
different interventions.

• Aim expansion and acquisition at the same demonstrated strengths. Re-derive the ICP from conversion 
evidence, then point both motions at it.

THE INSIGHT
Most organizations know precisely what every customer bought yet have no 
systematic view of what any installed base customer is most likely to buy next. 
Whitespace that cannot be ranked is inventory, not pipeline.

ASK YOUR TEAM   Can we rank every account in our installed base by likelihood to purchase a specific next 
product? If not, on what basis is coverage decided?
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Core Module A Module B Analytics Premium

Account 1 High

Account 2 High

Account 3 High

Account 4 High

Account 5 High

Account 6 High

Owned High propensity to buy next Open white space Ranked, not merely visible.



BLIND SPOT FIVE

Reviews Explain Yesterday Instead of Improving Tomorrow
Historical narration displaces coaching, reallocation and organizational learning.

WHAT MOST ORGANIZATIONS BELIEVE WHAT THE RESEARCH SHOWS

“Our top quintile produces most of the revenue. 
That is a talent distribution.”

It is frequently an allocation outcome. Cespedes 
(2021) insists sales metrics separate the person 
effect from market, territory, incentive and 
process effects. Most reviews never do.

EXHIBIT 8 The Seller Diagnostic Matrix

Attainment alone cannot tell 
these four cohorts apart. 
Conversion efficiency can.

Four cohorts, four different 
remedies, and attainment alone 
cannot tell them apart. 

Coaching the number changes 
morale; coaching the behavior 
changes outcomes.

What this means for you

• Benchmark internally, not against the broad industry. The only relevant standard is your own top 
performers, at the level of stage conversion and cycle time.

• Diagnose before you prescribe. Insufficient pipeline, a stage-specific skill deficit and a fit issue have 
different remedies and costs.

• Make reallocation an operating act, not a political event. Pipeline and territory should move toward 
demonstrated conversion efficiency as a matter of routine.

THE INSIGHT
A seller at seventy percent of quota may be your best converter, starved of 
pipeline. Attainment data calls that person an underperformer. Conversion data 
calls them under-resourced. The two prescriptions could not differ more.
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PIPELINE RECEIVED →

UNDER-
RESOURCED

Top-quartile 
conversion, below-

median pipeline. 
Reallocate, do not 

manage out.

MODEL AND 
PROTECT

High conversion, 
high pipeline. Codify 

what they do.

STAGE-SPECIFIC 
COACHING

Low conversion 
despite pipeline. 

Find the stage that 
leaks.

DIAGNOSE 
FIT

Low conversion, 
low pipeline. 

Separate person 
from territory 

effect.

ASK YOUR TEAM   Which of our sellers have top-quartile conversion efficiency and below-median pipeline, 
and what have we done about them?
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The Revenue Execution Benchmark Map
One question, ninety seconds, no score to calculate: where does your organization sit relative to the B2B 
revenue organizations that consistently deliver? Mark the cell in each row you could defend with evidence.

EXHIBIT 9 The Revenue Execution Benchmark Map

Mark one cell per row. Your operating level is the lowest row you can prove with data, not the one you would like to claim.

Six capabilities, four levels of maturity. The gold line marks the jump that matters, from describing execution to instrumenting
it. Most organizations often sit one level lower than they believe.

What high performers do differently

• Strategy changes observable selling behavior. Sellers can name the accounts they should not work this 
quarter, and why.

• Pipeline is judged on sufficiency, not coverage. Coverage requirements are derived from real recent win 
rates and cycle times, per segment, and continually recalibrated to reflect market shifts.

• Revenue risk surfaces before forecasts deteriorate. Leading indicators, not commit categories, trigger 
the conversation.

• Customer expansion is continuously quantified. Every account carries a modeled propensity to buy 
specific next products.

THE SKYGENI PERSPECTIVE
The goal is not to become "Anticipatory" across all dimensions overnight. The goal is to extend your 
Detection Horizon - to see revenue risk further ahead and act on it before it impacts the forecast.
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ASSUMED
0-1 qtr

ARTICULATED
1-2 qtrs

INSTRUMENTED
2-3 qtrs

ANTICIPATORY
>3 qtrs

MATURITY →
Detection Horizon

1 Strategic Transmission Strategy lives in decks ICP written down Behavior tracked to 
strategy

Sellers name accounts 
to skip

2 Customer Selection ICP inferred from wins ICP by firmographics Win rates by micro-
segment

ICP continually re-
derived from evidence

3 Pipeline Sufficiency A single 3x multiple Coverage by segment Derived from win rates Sufficiency + balance 
governed

4 Management & 
Coaching Managers inspect deals A coaching cadence 

exists
Benchmarked to top 
performers

Coach high conversion 
behaviors

5 Commercial 
Coherence

Each function its own 
numbers Definitions on paper One source of truth Decision velocity 

tracked & managed

6 Foresight & Learning Reviews explain last 
quarter Win/loss rarely used Indicators watched Risk seen 3+ qtrs out



Revenue Execution Maturity Benchmarking Session

YOUR NEXT STEP

See how your maturity compares to high-performing teams, and 
leave with a prioritized plan to improve it.
Every revenue leader benchmarks revenue and growth. Almost none can benchmark the execution that produces 
them, because that data isn't shared. 

We’ll benchmark you against our anonymized data from dozens of high-performing revenue teams, and size the dollar 
value of your biggest gaps. 

We're offering 60-minute executive benchmarking sessions that build on your self-assessment: how your maturity 
compares on each dimension, where your largest gaps lie, and what closing them is worth. 

You leave knowing what to address first and the specific moves that close each gap and extend your Detection 
Horizon.

WHAT YOU LEAVE WITH

▪ How your maturity compares to high-performing 
teams, dimension by dimension.

▪ A prioritized plan: what to fix first and the specific 
moves that close each gap.

▪ A clear view of what closing those gaps is worth.

WHAT IT TAKES

▪ One 60-minute executive session, built on the self-
assessment you have already completed.

▪ No preparation and no internal analyst time.

WHAT WE NEED FROM YOU

▪ Your completed Benchmark Map. That is the whole 
list.

▪ No CRM access, no data exports, no software.

▪ Data stays anonymized in both directions

WHAT THIS IS NOT

▪ Not a product demo or a sales pitch.

▪ Not a software implementation. 

Why it’s worth your time

CEO

Whether the growth plan 
rests on execution that 

can deliver it.

CRO

Where you rank against 
peers, and which gaps to 

close first.

RevOps

Where the maturity gaps 
sit, and what closing them

changes.

PE Operating Partner

An outside benchmark on 
how the growth curve 

gets delivered.

Book your Revenue Execution Maturity Benchmarking Session at skygeni.com. 
Bring the Benchmark Map you have already scored, and we’ll turn it into a prioritized plan.
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About SkyGeni
SkyGeni was built on a conviction that the problem in B2B revenue is not a shortage of deal inspection or 
forecasts. It is that the deviations determining future revenue are visible in this quarter's data, and nobody is 
looking at the right resolution, on the right cadence, with the right context.

GTM leaders at fast-growing AI and cybersecurity companies use SkyGeni’s AI agents to spot emerging 
revenue risks before they impact the forecast, de-risk revenue execution, and improve conversion efficiency.

SkyGeni works alongside tools like Clari and Gong, goes live in 2 weeks, and delivers value within 90 days. More 
info at www.skygeni.com.

The revenue decision it supportsLink in the chainModule

Reverse-engineer pipeline from targets using actual segment win rates 
and cycle times.Strategy to Pipeline qualityPlan

Concentrate pipeline in micro-markets with demonstrated conversion 
advantage.Pipeline qualityBuild

Monitor creation and progression in real time; detect anomalies before 
they compound.Revenue visibilityTrack

Replace exports with live indicators and presentation-ready executive 
reporting.Decision-makingReport

Locate bottlenecks by stage, rep and segment; reallocate toward 
demonstrated efficiency.Continuous improvementOptimize

Close the loop: next-best-action, win/loss learning, continuous 
improvement.Continuous improvementAccelerate

Growth Science. Applied data science and domain expertise as a working partnership. 

White Space Conversion. Propensity-to-buy modeling across the installed base. 

Pipeline Time Machine. Reconstruction of the full pipeline at any prior point, without CRM snapshots.

Customer Perspectives

Describes SkyGeni as functioning as a “Chief Insights Officer,” and reports that growth rate and predictability 
of execution improved materially.
Ken Lyons, CRO, Cleo (H.I.G. Capital) - on revenue visibility

Contrasts SkyGeni’s company-level leading indicator insights with deal-level tools, valuing “continuous 
visibility into the true state of the business” to surface risks and course-correct early.
Arvind Korde, Chief Operating Officer, ColorTokens - on company-level visibility

Reports the ability to “drive strategic decisions at Board meetings and QBRs” on the basis of insights the 
team could not previously generate.
Subbu Sivaraman, SVP Operations, MetricStream (Goldman Sachs) - on decisions rather than reports

Highlights value in “identifying whitespace opportunities within our installed base” and supporting more 
targeted pipeline generation.

Bernardo Lucas, CMO, Mobileum - on installed-base expansion

Statements are paraphrased with short verbatim fragments, as published on skygeni.com. 
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