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Most companies handle sales commissions the
same way they did in 1995 - spreadsheets, manual
calculations, and crossing fingers that nothing
breaks. 

Sales reps wait weeks to see their numbers. Finance
spends days reconciling splits and bonuses.
Managers have zero visibility into commission costs
until month-end reports.

The irony? 

If you're using HubSpot, you already have everything
needed to automate commission tracking. Not
through expensive marketplace apps or complex
integrations. 

Through calculated properties, custom fields, and
workflows that most teams never touch.

Here's what most people don't realize about
HubSpot - it's not just a CRM for tracking deals. 

It's a calculation engine that can handle
sophisticated commission logic in real-time. 

The problem is nobody shows you how to set it
up properly.

Introduction



When it's done right, here's what happens:

Sarah just closed a $100,000 enterprise deal. The moment she marked it
"Closed Won":

$500
Q3 BONUS

90-DAYS
PAYMENT

3% COMMISSION
SPLIT WITH MANAGER

$100,000
ENTERPRISE DEAL

You'll get the step-by-step setup, the formulas that actually
work, and the reporting structure that keeps everyone aligned.

Base Commission: $3,000 (3%
of deal value) - calculated
instantly
Team Split: Sarah gets $1,800,
her account manager gets
$1,200 - split automatically
Q3 Bonus: Additional $500 for
hitting quarterly target -
triggered by workflow
Clawback Tracking: $500 held
back pending 90-day payment
terms - monitored automatically

Total commission: $2,300 immediately visible on her dashboard, with $500
pending payment confirmation.

No spreadsheets. No manual math. No waiting for finance to crunch numbers.

This guide shows you exactly how to build Sarah's system using nothing but
HubSpot's native features. 

More importantly, you'll understand where HubSpot's
built-in tools excel - and where they hit their limits.



CREATE YOUR COMMISSION RATE FIELD1

BUILD THE COMMISSION
CALCULATOR2

Setting Up Your Commission Properties

Go to Settings → Properties → Deal Properties → Create Property

Set up a simple number field:
Label: Commission Rate (%)
Internal Name: commission_rate_percent
Field Type: Number

This becomes your base rate for each deal. You can set different rates
per product, rep, or deal size.

Create Property → Calculation Property

Here's where the magic happens:
Label: Commission Amount
Internal Name: commission_amount
Property Type: Calculation
Formula: Deal Amount * (Commission
Rate (%) / 100)

Now every deal automatically calculates
commission the moment you enter the
amount and rate.

Most HubSpot users stick to basic fields and wonder why their commission
tracking falls apart after a few months. Here's the thing though - HubSpot's
calculation engine can handle simple commission logic if you set it up right.



HANDLE CLAWBACKS AND HOLDS4

For team deals, create two more fields:
Primary Rep %: Number field for main rep's split
Secondary Rep %: Number field for supporting rep's split

Then build calculated properties for each:
Primary Rep Commission: Commission Amount * (Primary Rep % / 100)
Secondary Rep Commission: Commission Amount * (Secondary Rep % /
100)

ADD REP SPLIT LOGIC3

Create these fields:
Clawback Amount: Number field for any holdbacks
Payment Release Date: Date picker for when commission pays out

Build a final calculator:
Net Commission: Commission Amount - Clawback Amount

AUTOMATE STATUS UPDATES5
Set up a workflow:

Trigger: Deal stage = "Closed Won"
Action: Set Commission Status to "Earned
- Pending Payment"
Delay: Wait until Payment Release Date
Action: Set Commission Status to
"Payable"



What You Just Built

Sarah closes her $100,000 deal. She enters 3% commission rate. 

HubSpot instantly shows $3,000 commission. 

If there's a 60/40 split with her account manager, it automatically calculates
$1,800 for her, $1,200 for him. Any clawbacks get subtracted from the totals.

The workflow handles timing - commission shows as "earned" immediately but
only becomes "payable" after your standard hold period.

Test It Now

Create a sample deal. Add an amount and commission rate. Watch the
calculations populate in real-time. This is what your reps will see the moment
they close deals.

Next chapter covers advanced scenarios - quarterly bonuses, accelerators, and
complex territory splits. 

But first, make sure this basic setup works for your deals.

Requirements Note: This whole setup requires Sales Hub
Professional or Enterprise for the calculated properties. 



Your basic commission calculator works great for simple deals. 

But what happens when Sarah hits her quarterly target and earns a 25%
bonus? Or when enterprise deals trigger accelerated rates? Or when territory
managers get overrides on every deal their team closes?

This is where most HubSpot setups break down. 

The good news - you can handle these scenarios 
with the right calculated properties. 

The bad news - the formulas get complex fast.

Here's what we're building:

Advanced Commission 
Formulas in HubSpot

First, create a property to track quarterly performance:
Quarterly Target: Number field
Quarter to Date: Calculated property summing all
closed deals this quarter
Target Achievement %: (Quarter to Date / Quarterly
Target) * 100

Now build the bonus calculator:
Quarterly Bonus Rate: Number field (enter 25 for 25%
bonus)
Bonus Commission: IF(Target Achievement % >= 100,
Commission Amount * (Quarterly Bonus Rate / 100), 0)

Quarterly Bonus Logic



For deals that earn higher rates above certain thresholds:

Tier 1 Threshold: Number field (say $50,000)
Tier 2 Rate: Number field (higher percentage)
Accelerated Commission: IF (Deal Amount > Tier 1
Threshold), (Tier 1 Threshold * Commission Rate / 100) +
(Deal Amount - Tier 1 Threshold) * Tier 2 Rate / 100),
(Deal Amount * Commission Rate / 100)

Territory managers typically earn 2-5% on all
team deals:

Manager Override Rate: Number field
Manager Override Amount: Commission
Amount * (Manager Override Rate / 100)

Different products, different rates:
Product Category: Dropdown (Software,
Services, Hardware)
Variable Commission Rate: IF(Product
Category = "Software", Deal Amount * 0.05,
IF(Product Category = "Services", Deal
Amount * 0.08, Deal Amount * 0.03))

Accelerated Commission Rates

Manager Override Calculations

Product-Specific Commission Rates



Sarah's $100,000 deal now triggers multiple calculations.
Base commission, quarterly bonus, manager override, and
potentially accelerated rates. HubSpot handles this fine for
straightforward scenarios.

But when you have 50 reps across 10 territories with varying
quota periods and product mix requirements, the formula
complexity explodes. You'll spend more time debugging
calculated properties than actually managing commissions.

That's where most companies realize they need dedicated
commission software that integrates with HubSpot rather
than trying to build everything natively.

The Reality Check

Pull it all together:
Final Commission Amount: Commission Amount + Bonus Commission +
(Manager Override Amount * -1)
(The -1 on manager override prevents double-counting since it comes from the
base commission pool)

Total Commission Calculator

Here's what you'll discover after a few months - HubSpot's
calculated properties hit their limits with:

Complex territory hierarchies (multiple manager levels)
Time-based calculations spanning multiple quarters
Commission caps and floors that vary by product
Retroactive adjustments when deals get modified
Integration with payroll systems for actual payments

Where This Breaks Down



You've got commission calculations running automatically. Now
you need to surface this data where people actually look for it.

Commission Reporting & 
Dashboards in HubSpot

Rep Dashboard Setup
Create a custom dashboard: 
Reports → Dashboards → Create Dashboard

Add these four reports:
Monthly Commission: Bar chart by deal close date
Quarter Progress: Line chart showing cumulative earnings vs. target
Pipeline Commission: Potential earnings from open deals
Top Deals: Table showing highest commission opportunities

Manager View
Territory managers need team visibility:

Team Commission Summary: Each rep's month-to-
date totals
Commission vs. Revenue: Shows commission efficiency
Override Tracking: Your personal earnings from team
deals

Automated Reports
Set up weekly commission summaries that email automatically
to each rep. Include month-to-date totals, quarter progress,
and pending commission from open pipeline.

The Reality Check
HubSpot's reporting works fine for basic commission visibility. But
complex questions like "What's our Q4 commission forecast based on
pipeline probability?" require manual exports and Excel calculations.



Commission Complexity Assessment

Commission 
Type

HubSpot (Native
Setup)

Compensation
Automation Software

Single rate per rep
✅ Possible with custom
setup

✅ Easily automated out of
the box

Territory-based rates
✅ Works fine with manual
setup

✅ Fully supported with
native logic

Product-specific
commissions

⚙️ Achievable via
calculated fields

✅ Built-in logic support

Quarterly bonuses
⚠️ Needs complex
formulas & scheduling

✅ Handled with automated
scheduling logic

Multi-tier
accelerators

⚠️ Requires manual
formula updates

✅ Built-in tier logic and
tracking

Manager overrides (2+
levels)

❌ Too complex for native
tools

✅ Hierarchy-based
override structure

Cross-quarter
performance tracking

❌ Not supported
✅ Continuous tracking
across periods & cycles

Retroactive
adjustments

❌ Manual recalculations
required

✅ Version-controlled +
audit trail



When it comes to sales commission automation, HubSpot works great until it
doesn’t. You'll hit limitations that have nothing to do with your setup skills and
everything to do with platform constraints.

Your commission system will break down when you need:

Why HubSpot Can’t Do It All

Complex Territory Hierarchies
Multiple manager levels with different override rates. HubSpot's calculated
properties can't handle "if Sarah reports to Mike, who reports to Janet,
calculate 2% for Mike and 1% for Janet."

Cross-Quarter Calculations
Commission plans that span multiple periods. If Q1 performance affects
Q2 rates, you're building formulas that reference historical data HubSpot
doesn't handle well.

Retroactive Adjustments
When deals get modified months later, recalculating commission
across affected periods becomes a nightmare. HubSpot recalculates
automatically, but tracking what changed and why gets messy fast.

Payroll Integration
Your commission calculations live in HubSpot. Your actual payments
happen in ADP, Workday, or QuickBooks. Getting clean data transfer
between systems requires custom development.

Advanced Analytics
Questions like "What's our commission expense forecast based on
weighted pipeline probability by territory?" require data exports and
manual analysis. HubSpot's reporting hits its limits with complex
commission scenarios.



When should you move away from
HubSpot for Commission Management 

Criteria HubSpot Commission Software

Less than 20 reps ✅ ❌

Simple commission plans ✅ ❌

Manageable manual effort ✅ ❌

Limited budget ✅ ❌

Over 10 hours/month spent on
commissions

❌ ✅

Reps question payout accuracy ❌ ✅

Complex approval workflows
required

❌ ✅

Finance needs detailed
reporting

❌ ✅

Planning to scale beyond 50
reps

❌ ✅



HubSpot's commission tracking capabilities are much
better than most people realize. You can automate a lot
more than you think without buying additional software.

But there's a ceiling. When you hit it, you'll know - because
you'll be spending more time fixing commission issues than
actually managing sales performance.

The goal isn't to sell you on expensive commission
software. It's to help you squeeze maximum value from
HubSpot's native tools first, then make informed decisions
about when to invest in specialized solutions.

Your commission system should enable sales performance,
not create administrative headaches. 

Whether that's through HubSpot alone or HubSpot plus
dedicated tools depends on your specific situation and
growth plans.



 How Commission Software 
Works With HubSpot

Seamless HubSpot Integration
Deals sync automatically from HubSpot, instantly updating commission
calculations when reps make changes, territory assignments, or deal
modifications without any manual data entry or duplicate work.

Multi-tier accelerators, territory hierarchies with manager overrides,
cross-quarter performance tracking, and retroactive adjustments all
calculate automatically with complete audit trails.

Complex Plan Logic Made Simple

Everyone sees exactly what they need - reps see their path to
accelerators, managers get coaching priorities, finance sees liability
forecasts, and leadership views territory performance.

Real-Time Visibility Upgrades

Commission runs, approval workflows, real-time calculations, and error-free
processing all happen automatically on your schedule, eliminating manual
intervention and month-end reconciliation scrambles completely.

Automated Workflows That Scale

No more back-and-forth emails. Commission reports
can be routed for approval, comments logged, and
every change tracked for compliance.

Approvals & Audit Trails Are Built In

Here's what that actually looks like when you connect
HubSpot to purpose-built commission software.

What This Really Means:

Your team stops wasting time on commission
infrastructure and starts focusing on revenue
while scaling to 100+ reps with purpose-built
software that delivers true analytics instead of
HubSpot's reporting limitations.
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Quantify the
current pain

A Step-By-Step Guide To Getting
Stakeholder Buy-In

Document time
spent, errors, and
gather quotes

Map the Impact by Role
Outline what’s broken for
each stakeholder

Present a To-Be Vision
Paint a picture of what the
process should look like

Present a Revenue Enabler
Emphasize revenue visibility
and scale

Loop in
Champions

Involve Sales 
leaders, RevOps, Finance

Quantify the
ROI

Estimate time
saved per month



Automatically fetch Closed-Won deals based on your filters

Sync custom fields, reports, and even users without manual intervention

Create real-time connections between CRM data and your comp engine

If you use HubSpot as your CRM, you already understand the importance of
clean data, strong workflows, and visibility across your revenue process.

But commissions? That’s where Visdum comes in.

Visdum integrates natively with HubSpot to bring automation, accuracy,
and transparency to your commission operations without the need for custom
code, data exports, or formula-heavy spreadsheets.

Native Sales Commission Management
For HubSpot

I. Native HubSpot Integration



II. Flexible Credit & Plan Logic

Split credits across roles (SDRs, AEs, SEs) based on rules

Build and manage complex comp plans- draws,
accelerators, clawbacks, SPIFFs

Update logic anytime without IT or spreadsheet rebuilds

Reps see what they’ve earned, what’s pending, and why

Sales leaders track attainment across territories or teams

Finance gets accurate commission liability and audit-ready records

III. Real-Time Dashboards

No Surprises. No Spreadsheets. No Delays. 



Read Full Story

IMPACT

Alpharetta, Georgia

~300 Employees

ABOUT CYBLE

Cyble was founded in 2019
and specializes in digital risk
protection and threat intelligence. 

Time saved on running commission
calculations and payouts

95%
Payout accuracy with individual
dashboard for every rep.

100%

Manual calculations on Excel was painful

Delayed payouts & poor transparency for reps

Heavy workload for Finance and RevOps

How Cyble Scaled Commissions with 
Visdum and HubSpot

HubSpot Commission
Automation Success Stories

CHALLENGES
Cyble’s global sales team operated across 5
countries with data scattered across HubSpot
and QuickBooks. Managing commissions
through spreadsheets led to delays,
inconsistencies, and zero visibility for reps.

SOLUTION
Cyble adopted Visdum to automate commissions and connect data across
HubSpot and QuickBooks. This removed spreadsheets from the process, enabled
real-time visibility, and gave reps and finance teams a single source of truth.

With Visdum + HubSpot, Cyble unified global teams and
comp plans, removing silos without adding complexity.

https://www.visdum.com/case-study/how-cyble-chose-sales-compensation-automation-to-simplify-complex-commission-calculation-challenges


Read Full Story

IMPACT

Singapore

~200 Employees

ABOUT GOCOMET

Founded in 2018, GoComet is a
supply chain visibility platform that
helps global businesses automate
freight procurement, tracking, and
vendor communication. 

Days saved every payout
cycle

Accurate PayoutsCommissioned Sellers

6 25+ 100%

Excel couldn’t support collection-based logic

Payouts were error-prone and time-consuming

Little to no visibility for reps

How GoComet Automated SaaS Sales
Commissions with Visdum and HubSpot

HubSpotCommission
Automation Success Stories

CHALLENGES
GoComet’s fast-growing sales team operated across
India, SEA, and the US. Commissions were tracked
on Excel while deal data sat in HubSpot, causing
painful mismatches between bookings and
collections. They needed a system that could
automate commissions based on actual collections,
not just CRM bookings.

SOLUTION
GoComet switched to Visdum to automate commissions with HubSpot integration
and billing-based commission logic, enabling faster commission runs, accurate
earnings linked to collections, and transparent dashboards tailored for sales reps,
managers, and finance teams.

GoComet transformed a fragmented, spreadsheet-driven
commission process into a fast, reliable, and collection-
linked system that scales with their growing SaaS business.

https://www.visdum.com/case-study/how-gocomet-automated-saas-sales-commissions


Why Visdum?

If you're ready to stop patching together
workarounds and start scaling commissions
with confidence, Visdum is built for you. 
Visdum helps you:

Pay accurately

Close books faster

Build trust across your sales & finance teams

HubSpot is the backbone of modern revenue teams
- but without automated commission workflows,
even the most powerful CRM falls short. 

Relying on spreadsheets and manual processes
leads to inefficiencies, errors, and frustrated teams. 

Visdum bridges this gap by integrating deeply with
HubSpot to automate the entire sales compensation
process from data import and rule application to
real-time dashboards and payout transparency.

Request POC

Explore how Visdum works with HubSpot. 
Sign up for a free proof of concept.

The result? 

Finance, RevOps, and Sales all stay aligned,
motivated, and focused on growth. 

https://www.visdum.com/hubspot-certified-sales-commissions-software-visdum

