
©
 P

er
pe

to
s,

 c
on

fid
en

tia
l

©
 P

er
pe

to
s,

 c
on

fid
en

tia
l

©
 P

er
pe

to
s,

 c
on

fid
en

tia
l

The frictionless pipeline

5-11-2025

Convert more, faster
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Optimize Customer Engagement: Matching Sales Model and Buying Cycle Complexity
A structured framework to align go-to-market approaches with buying cycle complexity

Familiar investments Mission critical solutions

Streamlined transactions Embedded lifetime value
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Buying cycle complexity
low Moderate Elevated High
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Complexity and diversity in the foundation of the design

Product complexity

Sales cycle

Deal Size

Pricing complexity

Buying group size

Market maturity

Size of sales team

Sales channels

Low High

HighLow

LargeSmall

Single person

Long & complexTransactional

High

Small

Low

Buying center

Large

Direct Indirect

Requires both pipeline and Account Portfolio business support
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Biggest pitfalls & mistakes in deal development
Based on over 15.000 deal reviews 

6

Late entry
Lack of buying center coverage (insights)
Not diagnosing the context
Offering focused discovery
From discovery to proposal (influencing 
buying criteria)
Too early proposals
Missing buying process insights
No quantification 
Selling through sponsor
Lack of view on balance of power

1. Wrong timing
2. Missing actions
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Topic experience

Impact: personal and 
business

Who else is involved

Why step of sales or linear processes no longer work
More-informed, multi-stakeholder buying — Unpredictable vendor engagement timing

Every buying cycle is unique

Bi
gg

es
t 
m

es
sa

gi
ng

 a
nd

 

sk
ill

 g
ap

s

NegotiationHesitationEvaluationMarket 
ResearchTensionInterest
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The sales productivity challenge has changed
Same objective: Lowest possible cost of sales with highest possible margin

Effectiveness

Quota attainment

Ef
fic

ie
nc

y

Results

Knowledge & 
support context

C
ap

ab
ili

ty

Productivity Orchestration

Same objective
Different starting point
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Close

Influence

Discovery

Suspect

Suspect

Discovery

Influence

Close

Typical Sales Funnel
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Awareness

Consideration

Decision

Typical Marketing Funnel

Biggest flaw: Buying readiness detection based on digital touch points

Digital touchpoints only 
allows to detect the level of 
interest and experience.
Not the readiness to buy.

Eg. Someone, who is by job 
nature or personal interest 
reading almost everything you 
publish. Even late-stage content. 
Where would you position that 
person?
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SALES PIPELINE
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Sales Pipeline

INQ

MQL

SAL
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Nurturing database
Generating sales ready leads 

Sales Key Account nurturing

Buying cycle – Sales acceleration support

11:30-12:0011:00-11:309:30-11:008:00-9:306:00-8:003:00-6:00

INQ

MQL

SAL

SQL
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Performance analysis
Funnel & pipeline friction analysis
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Sales Velocity: Tuning your sales engine

DEAL VALUE

LENGTH OF THE SALES CYCLE

NUMBER OF DEALS HIT RATE

PRODUCTIVITY TARGETTTING INSIGHTS-VALUE

BUYER-ALIGNMENT

✔ ✔ ✔

✔

# x € x%
L
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Touch 
points

Sales outreach Spontaneous

Lead nurturing

No follow-up (in-time)
Disqualified

No change
Lost
DIY
Won

11:00-12:009:30-11:00

Not shortlisted

Disqualified* by us
No Solution fit

Disqualified* by us

No category fit

Disqualified* by us / No follow-up

Other 
priorities

8:00-9:306:00-8:00

No fit

Disqualified* by us / No follow-up

3:00-6:00

* Requires marketing nurturing

Disqualified* by Sales

Lead nurturing

Marketing outreach
M

ar
ke

tin
g 

Fu
nn

el

Sales Pipeline

MQL

SAL

SQL
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Touch 
points

Sales outreach Spontaneous

No follow-up (in-time)
Disqualified

SQL

No change
Lost
DIY
Won

11:00-12:00

9:
30

-1
1:

00

Not shortlisted

Disqualified* by us
No Solution fit

Disqualified* by us

No category fit

Disqualified* by us / No follow-up

Other 
priorities 8:

00
-9

:3
0

6:00-8:00

No fit

Disqualified* by us / No follow-up

3:
00

-6
:0

0

* Requires marketing nurturing

Disqualified by Sales

Marketing outreach
M

ar
ke

tin
g 

Fu
nn

el MQL

SAL

Case 1: no adequate             
reporting to quantify

No lead nurturing No lead nurturing

18% of all closed 
opportunities

Classic step of sales 
thus no 

buying readiness. 
Friction based on 
win-loss calling
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Touch 
points

Sales outreach Spontaneous

No follow-up (in-time)
Disqualified by SDR

No change
Lost
DIY
Won

11:00-12:00

9:
30

-1
1:

00

Not shortlisted

Disqualified* by us
No Solution fit

Disqualified* by us

No category fit

Disqualified* by us / No follow-up

Other       
priorities

6:00-8:00

No fit

Disqualified* by us / No follow-up

3:
00

-6
:0

0

* Requires marketing nurturing

Disqualified by Sales

Marketing outreach
M

ar
ke

tin
g 

Fu
nn

el MQL

SAL

Case 2:

SQL

Too many 
in educate 
quadrant 8:

00
-9

:3
0

20% 40% 12% 28%

Too slow follow-up 
and unclear feedback 

to marketing

SDR too much focus 
on outbound

23% -> Win-rate = 36%

41%
36%

No lead nurturing No lead nurturing
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Closing the gap in 
performance improvement
- Solving the buying group complexity
- Mixed recurring & project deals 
- Mixed transactional & (global) key account development 
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Account based versus lead based working
Solving the buying group complexity with sales-marketing orchestration

Relationship temperature
Brand engagement

No relationship
Unknown to our Brand

Account reaches 
threshold

Active opportunity

MQA AQOTarget

AQL

Total 
addressable Market
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NegotiationHesitationEvaluationMarket 
ResearchTensionInterest

Opportunity Pipeline

INQ

MQA

AQO

SQO

S
al

es
-M
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+ Sales

No longer a lead but
a contact requiring an action
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Must do and stop doing on deals
Solving the 2 biggest challenges: Timing & missing actions 

24

Qualification (a framework not a methodology)
Confusing interest with buying intent
Send proposals when customers asks for 
price/quote
Use proposals as a closing tool (do not 
measure)
Selling -> decision facilitation
Throwing leads over the wall
Selling through sponsor
Ignoring why stay
Use value to pressure decision timing
Activity measurement not linked to 
outcomes

Continuous qualification -> do I want this 
customer/deal?
You are never to early

Right mix of digital & human touch points
Sales & Marketing orchestration (not 
alignment)
Same process & methodology for sales, 
marketing and product/channel

Develop relations in parallel
Packaged messaging

In line with Product-Market Combinations
Add “Why Change” & “Why Stay” messaging

Send proposals when the buying center is 
closed minded

Teach and coach on 
buying readiness detection

@ start of each conversation 

Start doing or do moreStop doing
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Productivity Orchestration

Value extraction Value creation

Outside-inInside-out

Speed Timing

Sales process Buying process

Customer verifiable outcomesDeal stage and % formula forecasts
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Highest return initiatives: Lower complexity, focus, team selling, multi-stakeholder journey’s 
From value extraction to value creation whilst increasing performance/FTE

One-way of selling which is: 
Deal complexity agnostic
The same for the entire sales, marketing and product team
Uses buying readiness to orchestrate activities with the customer journey (multi-stakeholder)

Dynamic Account Portfolio Development
Spend right time on right account
Develop accounts based on current importance combined with achievable potential
Dynamically integrated in CRM because of unpredicatability

Operationalized Go-To-Market and integrated in CRM
Ideally pain-based segmentation converted into Product-Market Combinations
Account & channel profiling 
Identifying and prioritizing pockets of growth

Messaging support
Why Change messaging
Link strengths to customer capabilities & value creation
Role based not function based Buyer Persona

Working and organizing ‘outside-in’ is the name of the game
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CRM is not just a 
platform. 

It is a growth 
compass, 
people behaviour 
enabler and a 
coaching engine 
when designed 
around the 
customer journey 
of all stakeholders 
and implemented 
with the user in 
mind.

Next event: 
CRM as a sales 
accelerator with 
high adoption



©
 P

er
pe

to
s,

 c
on

fid
en

tia
l

Maximize the wind in your sales.

28


