® RevAssured FREE GUIDE - 2026

e FREE E-BOOK - THE REVOPS PLAYBOOK

The RevOps
Reality Check.

Four critical challenges quietly breaking your revenue engine - and
the exact steps to fix each one this quarter. For SaaS founders,
CROs, and revenue leaders who want systems they can trust.

Revenue Engine Diagnostic o LIVE

Pipeline Qualification 54%

CRM Integrity 72%

Forecast Confidence 91%

GTM Alignment 68%
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WHY THIS GUIDE EXISTS

INTRODUCTION

Most revenue problems are s)sierms problems.

SaaS companies pour money into motion - more reps, more campaigns, new segments - while the

operational foundation underneath stays quietly fragile. Growth doesn't create new problems. It

exposes the ones that were always there.

This guide covers the four most damaging RevOps challenges we see across SaaS companies: what

causes each one, how to spot it early, and the exact actions to start fixing it this quarter. No tooling

required. No consultants required. Start Monday.

¢ When the revenue engine is misaligned, growth gets expensive.

- KASHISH SAXENA, CEO & FOUNDER, REVASSURED

THIS GUIDE IS FOR YOU IF...

v Your forecast keeps changing and you can't
fully explain why

v Your CRM no longer reflects how the business
actually sells

v Sales, Marketing, and CS are pulling in different
directions

v Revenue is leaking somewhere - you're just not
sure where

THE FOUR CHALLENGES

01 02

CRM Integrity Forecast Confidence
The CRM doesn't reflect The number is a guess
reality

HOW TO USE IT

1 | Diagnose. Read the warning signs on each
page. Score yourself honestly.

o | Prioritize. Pick the one challenge costing you
the most this quarter.

3 Fix. Run the four actions on that page. Then
move to the next.

03 04
Revenue Leakage GTM Alignment
Losses no one sees in time Three teams, three

playbooks
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CRM INTEGRITY

Your CRM doesn't reflect realily.

WHY IT HAPPENS

CRMs decay the same way everywhere: the system is designed for reporting, but reps are measured on selling.
Stage definitions drift, required fields become ritual, and workarounds become the real process. Within a year,
leadership is making decisions on a database that describes a company that no longer exists.

/A WARNING SIGNS BUSINESS IMPACT
e Deals sit in the same stage for weeks with no logged 2 0 3 00/
activity o
» Reps apply different definitions to the same pipeline of pipeline value is distorted or lost to bad CRM
sta data - and every downstream number inherits the
ge
error.

e Leadership double-checks reports before trusting
them

* Reps treat the CRM as admin work, not a selling tool

THE FIX - REBUILD AROUND REALITY

Rebuild the CRM around how you actually sell. Match stages to the real sales motion, define objective exit
criteria for each one, strip data capture down to fields that change decisions, and build dashboards managers
inspect - not ones that just document.

ACTIONS TO TAKE NOW

1 | Audit every stage - write exit criteria and test 2 | Delete unused fields - cut data entry to what
whether reps can repeat them changes a decision

3 Rebuild core dashboards around the questions 4 Run a monthly CRM health review - treat data
managers actually ask quality as a revenue metric

.~ EXPERT TIP - Ifafield doesn't change a decision, delete it. Adoption follows simplicity - not enforcement.
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FORECAST CONFIDENCE

CHALLENGE 02 / 04

Your forecast is a guess, not a s)siein.

WHY IT HAPPENS

The number moves every week because it's assembled, not read. Managers collect verbal updates on Friday,

apply judgment, and hand up a figure nobody can defend. Without objective category definitions, 'commit' means

whatever each rep needs it to mean - and board meetings become exercises in estimation.

/A WARNING SIGNS

THE FIX

The forecast swings sharply in the last two weeks of
the quarter

Pipeline reviews are conversations, not system reads
Board-level forecast variance regularly exceeds 20%

'Commit' has no shared definition across the team

BUILD A FORECAST YOU CAN DEFEND

BUSINESS IMPACT

1 in 4
forecasts miss by more than 10% - eroding board

trust, hiring plans, and spend decisions with every
miss.

Tie forecast categories to stage criteria and historical conversion rates. Run a weekly inspection rhythm read

directly from CRM data. Make one system view the single source of the number - one that managers read, not

one they construct from rep conversations every Friday.

ACTIONS TO TAKE NOW

s,
IR

Define Commit, Best Case, and Pipeline with
objective, stage-based criteria

Track forecast variance by rep and manager -
make accuracy visible

EXPERT TIP
hide.

Run a weekly deal inspection cadence read from
CRM data, not verbal updates

Build a rolling 13-week pipeline coverage model to
surface risk early

A defendable forecast isn't about smarter guessing - it's about fewer places for judgment to
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REVENUE LEAKAGE

CHALLENGE 03 / 04

Revenue is leaking where noone is

looking.

WHY IT HAPPENS

Slow lead response, broken handoffs, and unlogged follow-up erode conversion quietly. The pipeline looks

healthy on paper because the losses never trigger an alarm - they simply fail to show up at close. By the time the

quarter ends, the leak is unrecoverable.

/A WARNING SIGNS

* MQL-to-SQL conversion sits below 20% with no clear
root cause

e Deals go dark after proposal with no logged follow-up

e No SLA exists for lead response time or handoff
completion

e Lost-deal reasons are vague - 'no decision' or 'no
response’

THE FIX - INSTRUMENT EVERY DROP-OFF POINT

BUSINESS IMPACT

Silent

Stage-to-stage erosion compounds: a few points
lost at each handoff can halve what reaches close
- without a single visible failure.

Map the full lifecycle from first touch to close. Find every stage transition where conversion drops
unexpectedly. Set SLAs for lead handoffs, define follow-up workflows, and build alerts that flag stalled deals

before they are lost - not after.

LEAD i MQL R sqL
C ]
ACTIONS TO TAKE NOW

1 Map conversion at every funnel stage - find the
single biggest drop

s | Alert automatically on deals with no activity past a
set threshold

o, EXPERT TIP - Fixthe single biggest stage drop first.
" than ten small optimizations.

i PROPOSAL o CLOSED

Set lead response SLAs and measure compliance
weekly

Require structured lost-deal analysis - surface
patterns, not just counts

One repaired transition usually recovers more revenue
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GTM ALIGNMENT

Three teams, three pla)books.

WHY IT HAPPENS
Sales, Marketing, and CS each optimize their own metrics - MQLs, bookings, retention - with separate definitions,

separate systems, and separate priorities. Each team wins its own scoreboard while the customer experiences
one disjointed journey. Nobody owns the whole lifecycle, so the number pays for it.

/A WARNING SIGNS BUSINESS IMPACT

e Marketing celebrates MQL volume while Sales CAC ,I\
complains about quality

 'Qualified' means something different in every team's Misalignment inflates acquisition cost and
dashboard suppresses expansion - the two levers SaaS

economics depend on most.
e Customer handoffs to CS lose context - buyers repeat

themselves

* Expansion and churn signals never reach the people
selling

THE FIX - ONE LIFECYCLE, ONE LANGUAGE

Define a single customer lifecycle from first touch to renewal. Align every team on shared stage definitions and
one revenue dashboard. Give every handoff - Marketing to Sales, Sales to CS - an owner, an SLA, and a
required context package.

MARKETING -> SALES -> CUSTOMER SUCCESS

ACTIONS TO TAKE NOW

1 Publish one lifecycle map with shared stage 9 Assign an owner and SLA to every cross-team
definitions all teams sign handoff in the CRM

3 | Runone weekly revenue review with Sales, 4 | Report one funnel end-to-end - retire team-
Marketing, and CS in the room specific versions of truth

EXPERT TIP - Alignmentisn'ta meeting - it's shared definitions in a shared system. Fix the definitions and
the meetings get shorter.
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YOU'VE DIAGNOSED THE PROBLEM

Now fix your
revenue engine.

You now know where the leaks are. The next step is a system to seal
them. RevAssured works with SaaS founders, CROs, and revenue

leaders to design, optimize, and scale revenue systems they can trust.

O}

Book a strategic call Get a RevOps audit

A structured diagnostic across five critical
revenue risk dimensions - with a prioritized
findings report you keep, whatever you decide

A focused 30-minute strategy conversation
about your revenue engine. No pitch - just clarity

on your biggest gap and what to do about it.
next.

calendly.com/ksaxenal984/30min revassured.com/#contact

WHAT REVASSURED COVERS

RevOps Strategy CRM Architecture Forecasting Discipline GTM System Design
Pipeline & Cadence Sales & CS Alignment
Kashish Saxena - CEO & Founder www . revassured.com
Premium Revenue Operations advisory for SaaS linkedin.com/company/revassured-revops
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