
Re-Evaluating
Your GTM Operations for 
Turbulent Times Ahead



Intro

Alarm bells are sounding. David Sacks is advising his 
portfolio companies about .  
Y Combinator is warning founders to “

.” Startup CEOs are worried about the
 and a potential lack of  

operating funds.








The era of huge valuations, explosive growth, and the  
no-expense-spared attitude towards acquiring market 
share might be on pause. Now is the time for startups to 
focus on business fundamentals and start asking some 
hard questions:



How much should we be spending on marketing lead gen 
efforts? How do we make sure Sales follows up on every 
lead and prospect? How can we replicate the success of 
existing customers, and where should we invest for the 
most cost-effective sources of growth?



More than ever, businesses need these answers to 
understand their go-to-market (GTM) motions, 


operating during a downturn
prepare for the 

worst  current 
fundraising environment

especially if they want to drive continued growth while 
operating as efficiently as possible. They must track and 
analyze the full GTM funnel from top to bottom, to learn 
what are the real levers of their businesses, to know how 
every company action and KPI is tied to the most 
important metric of all: revenue.



This isn’t an easy task. Growth, regardless of cost, has 
been such a focus for so long that every department 
within the business has prioritized optimizing itself. They 
set up department-level goals (e.g. leads, meetings, 
retention rate) and chase after them, without knowing 
how all the motions connect to each other. 



Over time, this has left the GTM funnel so fragmented that 
Executives and Revenue Leaders don’t truly understand 
how a prospect even becomes a customer, what actions 
led to it, and how to replicate it all. Instead, everybody 
continues to cross their fingers and optimize locally for 
their own numbers, hoping that the end result is lower 
burn, reduced customer acquisition cost, and increased 
revenue. But in a down economy, crossed fingers aren’t 
enough. The goals of decreased cost and increased 
efficiency are imperatives in today’s economic climate. 
We must act now. 


Most (88%) startup founders are worried about the 
current fundraising environment and ranked a lack of 
operating funds as their top challenge for this year. 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https://youtu.be/vBkzm4a7iY4
https://techcrunch.com/2022/05/19/yc-advises-founders-to-plan-for-the-worst/
https://techcrunch.com/2022/05/19/yc-advises-founders-to-plan-for-the-worst/
https://delighted.com/blog/startup-priorities-customer-experience-report?
https://delighted.com/blog/startup-priorities-customer-experience-report?


Here are three ways to prepare for the storm:

01.
02.
03.

Go Back to the Fundamentals

Reset Targets & KPIs: All Paths 
(Should) Lead to Revenue


Build a Metrics-Driven Culture

Within each, there are several tactical 
choices we can make to help us truly 
understand our GTM funnels from top to 
bottom, end to end. Once we know the 
actual levers and dials of our funnel, it 
becomes much easier to discover the 
actions that produce the results we 
actually want, whether that’s keeping 
healthy cash balances, reducing operating 
expenses, or improving efficiency while still 
finding ways to maintain growth.




Go Back to the Fundamentals

01.



Whether in good economic times or bad, we judge 
businesses with basic questions, all of which are related 
to revenue. If we want to optimize our revenue funnel, we 
must do the same, refocusing all of our questions — and 
metrics — to tie them back to how they affect revenue.



Here are three basic, critical questions that we should 
keep in mind. The answers help us determine what 
metrics we actually need. Too often, many of us start 
with the metrics, without first asking why we need them, 
or who even needs them.



1 What will it take to beat our target? 



Every business has a revenue target and tries to beat it, 
in good times and bad. Knowing the actions required to 
beat that target, however, has become much more 
complicated. Many organizations have broken down the 
customer journey (and revenue funnel) into stages 
assigned to different departments, each with its own set 
of tactics and best-practice metrics. The danger here is 
that we begin to over-focus on these individual stages 
and metrics, forgetting that ultimately, revenue is still 

/ 

every business’ north star. With every action we take in the 
funnel, we need to know how it will influence revenue.



2  What are the surprises that could cause 
us to miss?



Even in the best of economic times, no one can predict 
everything. To best prepare to anticipate changes and 
surprises, businesses need to be able to proactively 
analyze how changes in early indicator metrics upstream 
of revenue (e.g. MQLs) can affect revenue attainment.



3  Where can we reduce spend, while 
providing enough coverage to hit target?  



Marketing could very easily slash its budget to zero, but 
that would have a huge negative impact to revenue. 
When facing economic headwinds, the goal isn’t to spend 
nothing—it’s to discover what are the most efficient and 
optimal ways to spend the budget you do have. This 
question also forces us to evaluate what’s worked in the 
past, identify efficient, high-ROI efforts, and then replicate 
them again and again.










/

/

01.  Go Back to the Fundamentals

Revisit the fundamental 
business questions
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Avoid department-level 
optimization 


It becomes clear when answering the above questions 
that everything must be tied to pipe gen and revenue. 
So why don’t more organizations do this?



In most businesses, every department owns a discrete 
stage(s) of the funnel. Although this makes it easy to 
optimize for specific department metrics like MQLs or 
retention rate, it ultimately makes it harder to 
understand the funnel as a whole and across time. In 
some cases, these kinds of optimizations can actually 
be misleading.



Take Marketing for example, who is tasked with lead 
generation at the top of the funnel, ferrying leads 
through a series of “touches” (emails, ads, webinars, 
etc.) to MQL before passing them to the Sales Team. 
Many Marketing teams take this task and optimize 
specifically for volume, without necessarily taking into 
account whether or not those leads actually turn into 
meetings, opportunities, and valuable customers.







01.  Go Back to the Fundamentals

Prospect/Vistor

Lead

MQL

SQL

Opportunity

Customer

Top of funnel

Marketing’s responsibility

Middle of funnel

Shared marketing & sales 
responsiblity

Bottom of funnel

Sales’ responsiblity

This happens in other departments too. Sales 
Development often optimizes for meetings. 
Customer Success for retention. Although each 
department may hit its numbers, their actions may 
not necessarily lead to increased pipeline and 
revenue, and the business as a whole still suffers.



The best Executives and Revenue leaders know 
that their actual goal isn’t to just hit department-
specific metrics, but to increase pipeline in the 
most efficient way possible and without ballooning 
costs. To do that, they need to know the real dollar 
effects of their investments. 
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Discover the real levers of your 
revenue funnel



Optimizing globally for the business is actually quite 
hard, which is often why companies start optimizing at 
the department level. So how can businesses actually 
go about viewing the funnel in a more unified way that 
ties everything back to revenue? How can Revenue 
leaders measure the impact their activities have on 
revenue? How does a reduction in MQLs affect revenue?



One method is to look at your existing customers and 
follow their journeys from prospect to customer to 
renewal and upsell. Better yet, track cohorts of 
customers, look at how they progressed through the 
funnel, and compare them to others that dropped out 
at different stages. This also works with cohorts of 
prospects and contacts, helping identify actions that 
lead to successful, desirable customers, such as 
specific marketing campaigns or sales rep touches.


01.  Go Back to the Fundamentals
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01.  Go Back to the Fundamentals

Discover the real levers of 
your revenue funnel 


Revisit the prospect to customer to 
champion journey and perform 
cohort analysis to understand the 
“golden path” and where, when, and 
why prospects fall off in the journey.

Revisit the fundamental 
business questions 


Growth at all costs is no longer a 
viable strategy. Focus back on 
core revenue metrics, leading 
indicators (i.e. leads, meetings), 
and efficiency metrics (i.e. lead-
to-opp and stage-to-stage 
conversion rates).





Avoid department-level 
optimization 


Now is the time to break down the 
walls between Marketing, Sales Dev, 
Sales, and CS. Every department’s 
goal should clearly tie back to 
revenue, specifically generating 
revenue as efficiently as possible.

TakeawaysKey
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Reset Targets & KPIs: All Paths 
(Should) Lead to Revenue

02.



02. Reset Targets & KPIs: All Paths (Should) Lead to Revenue

Once you’ve discovered what your funnel’s available 
levers are, you can then begin to standardize on the 
metrics that reflect your team’s progress.



Start by looking at your top level revenue targets and 
work backwards. Then, break those targets down so the 
departments and teams that support different parts of 
the funnel have a clear path that ties back to revenue. 
For example, given a Bookings target, how many 
Opportunities are needed, how many First Meetings 
need to be set, etc. 



Continue to break these metrics down into the 
component metrics you will need to calculate them. For 
example, you’ll likely need to know your Average Deal 
Size to calculate exactly how many Opportunities you 
need to hit your bookings target. Similarly, you’ll need 
to know the historical conversion rate of First Meetings 
to Opportunities to estimate how many meetings need 
to be held.

Working backwards through the funnel to this level of 
detail allows businesses to provide refined revenue 
forecasts that go beyond just pipeline to also include 
metrics from other departments. In addition, these 
forecasts can show precisely how changes in one 
department’s metrics can affect the existing pipeline  
on the whole.



Use KPIs that factor in time
 

To reach any revenue target, you don’t only need a certain 
amount of pipe; you must also have that pipe in place by 
a certain date to hit your monthly or quarterly target. 
Working backwards, that means you’ll also need a set 
number of opportunities in-flight, a set number of 
meetings and leads, all by a certain date as well. After all, 
leads created today don’t convert into opportunities and 
closed-won bookings until weeks or months later.



Keep this timing in mind when setting departmental 
targets upstream of bookings. Consider building time lag 
and pacing into performance metrics, and provide 
visibility to each team on how they’re tracking against 
those targets throughout the quarter.



Set department targets by 
working backwards
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It’s also important to consider timing when measuring 
funnel efficiency. Many organizations fall into the 
common trap of over-focusing on stage-to-stage 
conversion metrics on their own, without taking into 
consideration the time it takes for prospects to move 
from stage to stage.



A change in any touch point that slows the progression  
of prospects through a particular stage in the funnel can 
often temporarily inflate the conversion rates of stages 
downstream of it, while harming it in the long run. 
Increased lead-to-MQL conversion rates don’t mean 
much, if that increase doesn’t also result in increased 
pipeline—or worse, leaves other departments with  
fewer meetings and opportunities to work within a  
given quarter.



The reality is that the throughput of a funnel is a function 
of both its conversion efficiency and its velocity. How 
much time it takes (or how little) for a prospect to move 
through the funnel and become a customer is every bit 
as important as whether or not they convert from one 
stage to the next. Ultimately, you need metrics to  
capture both. 

Analyze the funnel to anticipate  
surprises



Once you’ve done the work to set the right metrics and 
targets, while also accounting for time and velocity, 
you’re ready to analyze the full funnel and understand 
how the different stages affect each other.



When you’re able to connect the funnel end to end, it’s 
much easier to correlate the cause and effect of any 
sudden changes in the funnel, no matter which stage or 
in which department. For example, if a metric close to 
bookings changes drastically (e.g. a sudden drop in 
Pipeline), you can deduce what caused those changes 
(e.g. a drop in MQLs, perhaps from an underperforming 
demand generation campaign).



Understanding the funnel on such a deep level also 
makes it easier to counter unexpected surprises  
through investments elsewhere in the funnel  
(e.g. reducing Marketing spend can be countered by  
more proactive and efficient follow up of existing leads 
and opportunities).



Critically, when you notice these changes early enough  
in the month or quarter, this leaves you with time to 
adapt and still hit your targets.









02. Reset Targets & KPIs: All Paths (Should) Lead to Revenue
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02. Reset Targets & KPIs: All Paths (Should) Lead to Revenue
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PIPELINE  
(BY JUNE 16) OPPORTUNITIES MEETINGS HELD 

(BY JUNE 9)
MQLS


(BY MAY 30)
LEADS GENERATED


(BY MAY 16)

$7.5M 108 180 600 3000

$3M
BOOKINGS 

TARGET

JULY TARGET

Avg Deal Size:

Avg Deal Cycle:

$70K

45 days

40% Avg Win Rate

Mtgs to Opps:

Conv. Cycle:

Incorporating time when setting targets 


When working backwards from your revenue target to set pipe, meetings, 
and lead targets, most companies ignore lag time between stages. In this 
example, say you have a $3M target for the month of July – cascading 
targets back through the funnel, it means you actually need 3000 leads 
generated by May 16th in order to have a shot at hitting the July target.

60%


7 days
MQL to Mtgs:

Conv. Cycle:


30%


10 days
Lead-to-MQL:

Conv. cycle:

20%


14 days



02. Reset Targets & KPIs: All Paths (Should) Lead to Revenue

Analyze the funnel to 
anticipate surprises 


With the proper funnel targets  
and metrics in place, you can now 
anticipate how a change  
in one metric impacts everything 
downstream of it to take action early.


Set department targets 
by working backwards 


Everything starts with your 
Bookings target. By working 
backwards from Bookings,  
you’ll ensure that every 
department-level target ties  
back to the end goal: revenue.

Use KPIs that factor in time 


When building your targets, make 
sure to incorporate the lag time 
between funnel stages. A lead 
created today doesn’t turn into 
revenue until X days later. 



TakeawaysKey
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Build a Metrics-Driven Culture

03.



03. Build a Metrics-Driven Culture

In the same way that we must be wary about using 
aggregated KPIs to measure the performance of 
revenue-impacting actions, we must be similarly careful 
when trying to optimize the performance of our teams 
that support different parts of our business.



Take Average Deal Size and Win Rate for example, two 
essential metrics for backing out targets as well as 
forecasting forward. An aggregated calculation of  
those metrics for the business as a whole is a good 
start. But the reality is that most businesses structure 
their GTM teams to go after specific customer 
segments, defined by customer size, geographical 
location, or other attributes.



Calculating Avg Deal Size for the overall business may 
be OK for your Mid-Market segment, but that number 
will be too high for SMB, and too low for Enterprise. 
Taking SMB as an example, with the Avg Deal Size  
higher than the actuals, this will cascade into the wrong 
upstream targets. Your target for the # of open opps will 
be too low, and subsequently the # of meetings set as 
well as # of leads needed will also be too low.

While putting in place top line metrics for the business  
is a great start, the reality is you need to break targets 
and metrics apart to the specific GTM structure of  
your business.



Regularly check all  
revenue-impacting metrics



The GTM funnel is not a set it and forget it engine. Many 
events occur within a quarter that affect Pipeline, Lead 
volume, and conversion rates. Opportunities get pushed 
out. Leads might fall short. Customers churn. There will 
always be surprises, even in a good economic climate. 
Surprises are no reason to not hit your targets.



If you’re a high velocity, high volume business, it makes 
sense to hold a weekly pipeline and forecast meeting. If 
you have high dollar value deals and lower volume, it 
may make sense for a bi-weekly check-in. The cadence 
of regular check-ins should fit your GTM model.

Fine tune metrics for the 
specifics of your business
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03. Build a Metrics-Driven Culture

Another aspect to take into consideration is where pipeline 
comes from. If most of your pipeline is generated through 
Marketing programs, you will want to spend more time 
focused on lead gen metrics and campaign performance. 
On the flip side, if pipeline is mostly generated through 
your SDR/BDR team, the focus should be on their activity 
and # of meetings being set.



Regularly checking in on all revenue-impacting metrics 
will give your teams enough time to triage and react 
before month or quarter end.



Getting leverage with technology



Finally, a word on technology. Many companies turn to 
tools and technology to help them answer critical 
business questions, generate metrics, and keep tabs on 
company progress. They hope these tools provide a 
unified view of their funnel and explain how every action  
in the business affects revenue. The reality is most 
technology falls short, or becomes too expensive and 
time-consuming to deliver value.





The Marketing, Sales, and Customer Success tech 
landscape is filled with hundreds of point solutions, 
resulting in most companies procuring a tool for 
marketing attribution, a separate tool for sales 
forecasting, and yet another for CSAT and NPS. This 
inevitably creates walls between departments, hindering 
the ability to tie departmental actions back to revenue.



On the other end of the spectrum are companies who 
procure and build the technology infrastructure needed 
to get a full view of the GTM funnel, which is complex and 
expensive, both in time and resources. You don’t just 
need data warehousing and dashboarding tools, but 
also tools for data wrangling, cleaning, and predicting… 
the list can seem endless. Putting together a revenue 
analytics stack like this takes months, or unfortunately, 
sometimes even years.



In a down economy, technology seems like the first 
luxury that should go. And yet, blindly cutting costs  
and consolidating spend, is a guaranteed way to 
operate suboptimally. 
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03. Build a Metrics-Driven Culture

Here are some tips to make sure your tools and 
technology will work for you:

01.

02.

03.

Go back to the fundamentals, again. Before putting 
technology in place, first figure out what questions you 
want to answer, the metrics that help you get those 
answers, and more importantly, who needs those 
answers and metrics. Once you have that figured out, 
then look for the tools that will actually help.

Choose tools that can deliver on the promise of being 
a holistic revenue analytics solution. They should be 
able to show you the full funnel from end to end, and 
not just be a solution that helps you optimize metrics in 
one department. For example, they should be able to 
show you how changes in lead volume will affect future 
pipeline and bookings.

Choose tools that can be deployed quickly. They 
should easily integrate with all your existing revenue 
systems and infrastructure, and begin giving you 
insights within weeks if not days.
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03. Build a Metrics-Driven Culture

Getting leverage with 
technology 


Technology spend tends to get cut in 
downtimes, but in some cases tech 
can actually add leverage to your 
teams. Ensure any solution you 
choose actually delivers on a holistic 
view of your GTM funnel, without 
expensive implementation, personnel, 
and maintenance costs.


Fine tune metrics for the 
specifics of your business 


With your baseline targets and 
conversion metrics in place, it’s 
now about fine-tuning for the 
variability of your business. This 
might be having metrics specific 
for SMB vs Enterprise segments, or 
even accounting for seasonality.


Regularly check all 
revenue-impacting metrics 


Depending on the volume and 
velocity of your business, it goes 
without saying that a weekly or even 
bi-weekly call where all department 
leaders get together is crucial. And 
with targets that are all tied back to 
revenue, there should be little time 
wasted on bickering.



TakeawaysKey
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Economic Downturns 
Open Up Opportunities



In the same note telling its portfolio companies to prepare 
for the worst, Y Combinator also told them that “economic 
downturns often become huge opportunities,” specifically 
for the business leaders that are able to rethink their 
business plans and survive the storm.



Indeed, if we look to the past, some of today’s industry 
leaders had their beginnings during previous economic 
recessions. Amazon, Google, and Netflix during the dot-
com bubble two decades ago. Airbnb, Square, and Slack 
during the Global Financial Crisis in the late 2000s. It’s 
absolutely possible to go lean, to focus on maintaining 
growth and increasing efficiency, and come out the other 
side even stronger than before.


If today’s Executives and Revenue leaders hope to be 
among the next wave of industry leaders, they must act 
now. They must take the time to reset their GTM motions, to 
really learn the levers of their funnel so that they’re best 
prepared for all circumstances. They’ll know exactly where 
to cut back to reduce costs and maintain growth, where to 
invest to drive new growth, and in good times and bad, 
they will be able to to beat their targets with a plan that’s 
predictable, scalable, and repeatable.


Learn more about Datajoy

http://www.datajoy.com
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