
Headcount Planning 
& Territory Allocation Playbook.

We have our 2026 targets, but if we don't do the hard work on CRM data and 
territory allocation now, are we about to hire too many sales reps for 
accounts that won't convert, or too few for the opportunities that will?

Kernel's 2026 

The million-dollar question every RevOps leader is asking right now



Remote used the Kernel data to find all high-quality accounts 
globally from a database of 70M+ accounts. Remote then split the 
accounts into 50+ territories based on region and product focus. 
As part of this, Remote grew their target account list by 15,000 
high-value accounts that were previously missing from their CRM.

Never miss a great account. Kernel added 15,000 new 
high-value target accounts that were not in Remote’s CRM, 
adding an estimated $5m of ARR.

More focus on strategic initiatives, less firefighting. Kernel 
owns data quality and scoring so Remote’s RevOps team 
can focus on the big picture.

Territory and capacity planning

Outcomes

“Kernel gives us 
invaluable data for 
managing our 
accounts and 
territories.”

Sara Jordão 
Manager, Revenue Operations

How Remote uses Kernel for Headcount Planning & Territory Allocation



Your executive team has signed off on aggressive growth targets. The board is aligned. But 
underneath the polished slide decks lies the operational reality of the CRM.

The five underlying data flaws RevOps needs to fix to make 2026 a success: 

The cost of getting 
this wrong?

Missing 2026 targets halfway through the year and spending the year in 
reactive firefighting mode instead of strategic execution and scaling.

CRM data that's 30% 
inaccurate, making 
territory planning a 
guessing game.
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ICP definitions based 
on broad criteria that 
don’t guide sales rep 
action.

Account lists that do not 
reflect granular ICP 
definitions with 
matching data points. 

TAM analysis that's 
either too broad to be 
actionable or too 
narrow to hit targets.

Territory allocation that 
creates rep inefficiency 
and leaves revenue on 
the table.

Context

5



The Strategic Framework to Get This Right in 30 Days:

Pillar 1:

Foundational CRM 
Hygiene & Enrichment

Trustworthy account data: Eliminate duplicates, 
fix broken links, and establish a single source of 
truth for every account.

Full account context: Layer in website text, job 
postings, news, LinkedIn data, and other signals 
that reveal true account intent and fit.

Accurate core firmographics: Replace estimated 
data with researched, verified revenue, headcount, 
and industry classifications.

Strategic account architecture: Create unified 
company profiles that connect all touchpoints and 
historical interactions.

Result: A CRM foundation that supports accurate territory planning and reliable pipeline forecasting.

563 1.5m

1807 5m! Account Data Error

! Account Data Missing 794 2m

! Duplicate Account 2120 10m

Financial Services

Cross-Border Payment

Crypto Exchange

Payments

Account name Headcount Revenue Custom Vertical

Before Kernel After Kernel



Pillar 2:

AI Account Research 
& Prioritization
Custom vertical classifications: Convert your nuanced 
ICP criteria into structured, searchable attributes within 
your CRM.

Existing account analysis: Map your current database 
against refined ICP criteria to identify high-value 
accounts you're underserving.

Low-Fit account pruning: Remove accounts that 
drain resources without realistic conversion 
potential.

Scalable ICP deployment: Create account lists 
that mirror your ideal customer profile across your 
entire CRM ecosystem.

Result: Every account in your CRM is scored, classified, and prioritized based on data-driven ICP fit rather than guesswork.

Tier

1 - Must Win

Tier Confidence

High

Tier reasoning

Fintech vertical (Global Payments) aligns 
with Kernel's focus

Presence in target geographies 
(US, UK, HK, AU, CA).

Series E funding of $100M in 2022 is recent.

Established sales organization: 101 sales 
personnel, 129 SDRs, 27 RevOps members, 
and hiring for more.

High headcount (1701) with strong 
12-month growth (31%) and significant 
hiring (524 open positions)

➕

➕

➕

➕

➕

Account Name

Account Owner

Oliver Christensen

Kernel Headcount

1701

Linkedin URL

Type

Neobank

Country

Hong Kong

Company Age
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ICP Definitions in 
Powerpoint

AI Research and Prioritization 
across several sources like 
LinkedIn, Web, Regulatory database

Pulled into an account 
view enriched with 
custom data points

The Strategic Framework to Get This Right in 30 Days:



Pillar 3:

Complete TAM Coverage & 
Account Allocation

Search of all potential accounts: Deploy high-level ICP 
criteria across multiple data sources to capture the full 
universe of potential accounts.

Custom refinement of accounts: Layer in your unique 
buying signals and qualification criteria to reach "120% of 
your TAM" (allowing for error margin while maintaining 
completeness).

New account quality control: Merge external TAM data 
with your existing CRM to identify gaps, overlaps, and new 
opportunities.

Accurate TAM estimation: Accurately assess your total 
addressable market size with confidence in both scope and 
data quality.

Result: Complete visibility of your entire TAM with every viable account researched, prioritized, and ready for territory allocation.

North 
America

12,000
New ICP Accounts

EMEA

15,000
New ICP Accounts

LATAM

3,000
New ICP Accounts

APAC

8,000
New ICP Accounts

Territory 1

Actual required 
headcount

Allocation based 
on account quality 
& quantity

Tier

Territory 2 Territory 3 Territory 4

SDRs: 24 (0) SDRs: 30 (+3) SDRs: 24 (-1) SDRs: 24 (+3)

Tier 1 Accounts

Fair Allocation Fair Allocation Fair Allocation Fair Allocation

Tier 1 Accounts Tier 1 Accounts Tier 1 Accounts

The Strategic Framework to Get This Right in 30 Days:



Days 1-10: Foundational CRM Hygiene & Enrichment

In 30 days, you'll have transformed your 2026 planning uncertainty into deployment confidence based on clean CRM data, verified 
ICP-matched account lists, and optimized territory allocation that ensures your headcount planning drives results from day one of 2026.

Foundational Phase

Definitional Work: 
Establishing Your 
Data Standards

We work with your team to define clear 
rules for master data, corporate 
hierarchies, and account definitions. 

Kernel guides you on federating account 
ownership based on parent/child 
relationships, with nuanced labels 
relevant to sales teams, including 
exceptions like holding companies and 
acquired subsidiaries merged as product 
lines.

1

Flagging Junk 
Accounts Before 
Removal

We identify the accounts that are killing 
your reps' productivity. Dead companies, 
broken links, accounts with impossible 
contact info. We flag these 
systematically, then work with your sales 
ops team to validate removal criteria. 
This isn't bulk deletion - it's intelligent 
and avoids any mass deletions of record 
mid-quarter.

2

Core Firmographic 
Data Improvement

Your ICP isn't just "companies with 500+ 
employees." We enhance records with the 
specific data points that matter for your 
GTM strategy and ensure account lists 
match ICP criteria. 

We improve core firmographics to switch 
from broad ranges to more exact number 
or  transparent estimates with clear 
reasoning behind it.

4

Clean, Trustworthy 
CRM Foundation

Your reps can now trust the data 
they're working from. No more 
duplicate outreach, no more confusion 
about account ownership, no more 
time wasted calling disconnected 
numbers. Sales productivity increases 
immediately because the foundation 
is solid.

5

Corporate Hierarchy 
Mapping for 
Territory Planning

Complex B2B sales require 
understanding corporate structures. We 
map parent-subsidiary relationships to 
ensure that multiple sales reps never 
work the same accounts.

When your rep calls into Microsoft, they 
need to know if they are also responsible 
for Azure or LinkedIn subsidiaries in their 
territory.

3

The 30-Day Execution Timeline with Kernel



The 30-Day Execution Timeline with Kernel

In 30 days, you'll have transformed your 2026 planning uncertainty into deployment confidence based on clean CRM data, verified 
ICP-matched account lists, and optimized territory allocation that ensures your headcount planning drives results from day one of 2026.

Collaborative ICP 
Definition Work

Your best reps know a good account 
when they see one, but can't always 
articulate why. We analyze your GTM 
strategy and ICP documents, closed 
won deals, interview top performers, and 
identify the specific attributes that 
predict success. Not just "SaaS 
companies" but "HR SaaS companies in 
expansion mode with new office 
openings." We turn sales intuition into 
data criteria.

1

Mining CRM Data for 
Success Patterns

Your CRM contains years of 
unstructured insights in opportunity 
notes, call logs, and email threads. We 
analyze this data to identify patterns: 
which job titles engage first, what pain 
points lead to fastest close, which 
company characteristics predict deal 
size.

2

ICP Validation 
Through Account 
Samples

Kernel shows you exactly what your 
refined ICP looks like in practice.
Sample sets of Tier 1, Tier 2, and Tier 3 
accounts with clear reasoning for each 
classification. 

Your sales team reviews these samples 
to validate (or refine) the scoring criteria 
before we apply it across your entire 
CRM.

4

Account Prioritization 
Framework 
Deployment

Every account in your CRM now has a 
clear priority score based on your 
validated ICP criteria. 

Reps understand not just which 
accounts to call first, but why these 
accounts are prioritized.

Sales managers can coach to criteria, 
not just activity numbers.

5

Account Enrichment 
Based on Your 
Success Criteria

Kernel can enrich every account with the 
data points that matter for your specific 
ICP. We can build entry new estimates of 
insights like cross-border payment 
volumes or cloud spends that are not 
available on the market from standard 
data providers. 

Every account gets scored on criteria 
that actually predict your success.

3

Days 11-20: AI Account Research & PrioritizationICP Phase



The 30-Day Execution Timeline with Kernel

Days 21-30: Complete TAM Coverage & Account AllocationAllocation Phase

In 30 days, you'll have transformed your 2026 planning uncertainty into deployment confidence based on clean CRM data, verified 
ICP-matched account lists, and optimized territory allocation that ensures your headcount planning drives results from day one of 2026.

Territory Gap 
Analysis

We map your current territories against 
your refined ICP scoring enhancing your 
understanding of account distribution. 
Territory A might have 200 accounts but 
only 20 Tier 1 prospects, while Territory B 
has 150 accounts with 60 Tier 1 
prospects.
This analysis shows you where territories 
are actually unbalanced and where reps 
are set up to fail.

1

Complete TAM 
Discovery & Account 
Sourcing

Using your validated ICP criteria, we 
identify every potential account in your 
market that matches your profile. This 
isn't just adding generic accounts from a 
static database, it's comprehensive 
market mapping that often reveals entire 
market segments you weren't reaching. 
We source accounts from multiple data 
sources and validate them against your 
success criteria.

2

Equitable Territory 
Reallocation

RevOps can now distribute accounts 
based on actual opportunity value, not 
just account count. We factor in rep 
capacity, geographic constraints, 
industry expertise, and strategic 
company priorities. The goal is balanced 
territories where every rep has equal 
opportunity to hit quota based on 
account quality, not quantity.

4

Data-Driven 
Headcount Planning 
Framework

Your 2026 headcount planning is now 
based on concrete data, not 
assumptions. You know exactly how 
many qualified accounts exist, what your 
rep capacity should be per territory, and 
where additional hires will have the 
biggest revenue impact. Territory 
planning becomes strategic resource 
allocation, not guesswork.

5

Strategic Account 
Integration & CRM 
Optimization

New accounts are integrated into your 
CRM with complete data profiles and 
proper territory assignments. Every new 
account is scored, categorized, and 
mapped to your existing sales process 
avoiding any dumping of generic 
accounts. Duplicate detection prevents 
database pollution while ensuring no 
opportunities are missed.

3



Use Kernel’s ROI Calculator as a Strategic Planning Tool:

Quantify the value of a good account list and nailing your 2026 
Headcount Planning & Territory Allocation with our ROI calculator.

Kernel’s ROI calculator focuses on reducing the proportion of bad fit accounts per rep to drive value for RevOps teams. 

Tailoring ROI to your exact team with a 
calculator (not responsible for the last dollar, 
but to help strategic planning and frame the 
project in clear commercial terms). 

Book a meeting with us for a demo tailored 
to your business, systems, and 2026 goals 
to get your headcount planning and 
territory allocation ready in 30 days.

Pipeline acceleration 
from improved CRM 
accuracy
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Conversion rate 
improvements from 
precision ICP targeting

Quota attainment 
increases from optimized 
territory allocation

Resource efficiency gains 
from strategic account 
prioritization

Book a demo


