Your Forecast
s Failing You

For 25 years, SaasS leaders have trusted forecasts to predict growth.

But here’s the truth:
e 006% of forecasts are wrong
e $2.3M lost annually per $50M ARR company
« Boards are losing confidence in CROs who can’t explain the gap

Why? Forecasting was built to track deals; not outcomes.

In this e-book, you will discover why traditional forecasting is broken—and
how a new, outcome-driven approach helps you predict not just bookings,

but adoption, retention, and expansion.

X MaxIQ
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The Broken Promise

Traditional SaaS forecasting
s stuck In the past—and it's
costing you growth.

Misaligned priorities:
Focus on “closed-won,” not customer value

High churn:

5—7% annually from poor value realization

Slow onboarding:
6+ months to deliver real impact

Failed rollouts:
40% never hit promised value in year one

Low accuracy:
Just 65% forecast precision

MaxIQ

Our study of over 5600 SaaS
companies found that those still
using legacy methods experience
higher churn, slower adoption,
and fewer expansion wins. Legacy
forecasting drives a handoff
mentality: sales walks away after
the signature, customers stall in
onboarding, and promised value
never lands. The result? Higher
acquisition costs and lower
lifetime value.



EBOOK

The Fatal Flaws:

Why Traditional Forecasting Kills Growth

High Churn Rates

Companies using traditional forecasting see 23% higher churn rates
compared to outcome-driven approaches. The disconnect between sales
promises and delivery reality creates customer dissatisfaction and
premature contract terminations.

Delayed Time-to-Value

Traditional models don't account for implementation complexity, leading to
unrealistic timelines. 6/% of customers report longer-than-expected
deployment times when sales teams aren't held accountable for post-sale
outcomes.

Missed Expansion

Without tracking product adoption and usage patterns, sales feams miss
critical expansion signals. Companies lose an average of 35% of potential
expansion revenue due to poor visibility intfo customer success metrics.

Siloed Teams

The traditional model creates organizational silos where sales,
implementation, and customer success feams operate with misaligned
incentives. This leads to finger-pointing and reduced accountability for
customer outcomes.

in annual revenue is the
average loss for
companies with $50M
ARR.

is the average delay
beyond the promised
timeline.

INn expansion revenue Is
lost annually by $50M
ARR companies.

in internal friction and
reduced team efficiency
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These flaws compound over time,
creating a vicious cycle where poor
forecasting leads to unrealistic
expectations, failed implementations,
and ultimately, customer churn. The
financial impact extends beyond
immediate revenue loss to include
increased customer acquisition costs
and damaged market reputation.
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The Economics of Customer Retention:
Your Most Profitable Stratequy

b-2bx

more costly to acquire a new customer than keep
an existing one

(Source Harvard Business Review)

D%
O
retention boost can increase profits by 25—95%

(Source Bain & Company)

SX

Existing customers are 3x more likely o buy again
VErsus New prospects

(Source Marketing Metrics)

6/77%

of churn is preventable If issues are addressed at
first contact

(Source Kolsky Research)
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The economics of SaaS businesses
are fundamentally tied to customer
retention. With high upfront
cusfomer acquisition costs, most
customers aren't profitable until
they've been retained for 12-24
months. Traditional forecasting
models that focus solely on new
business acquisition create a
dangerous blind spot, as they fail to
account for the true economic
engine of sustainable SaaS growth:
customer retention and expansion.
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Outcome-Driven Forecasting:
The New Standard That Works

Post-Sale Accountability

Sales tfeams remain responsible for customer outcomes through first
value realization

Time-to-Value Focus

Forecasts prioritize rapid, measurable value delivery over deal volume

Continuous Engagement

Sales teams stay involved post-sale to ensure promises are fulfilled

Data-Driven Insights

Real-time usage and adoption data inform forecast accuracy

v

Extend sales pipeline to include deployment, adoption,
and satisfaction milestones

v

Track and predict time-to-first-value based on historical
implementation data

v

Implement shared KPIs between sales, implementation,
and customer success teams

v

Integrate product analytics with CRM systems for
comprehensive customer health scoring

. MaxIQ

Outcome-driven forecasting
represents a fundamental shift from
predicting deal closure to predicting
customer success. This approach
aligns sales activities with long-term
business value creation, resulting in
more accurate forecasts, higher
customer satisfaction, and improved
financial performance.



EBOOK

The New Success Metrics:
Beyond ACV, What Truly Counts

Anndal-Centract-Value
Product Adoption Rate

ACV measures potential value; adoption rate measures realized value

Target: 75% feature adoption within Q0 days

PealsElosed

Time-to-Value Delivered | " |
Target: First value within 30 days of go-live

Deal count is vanity; time-to-value is sanity

Quarterly-Quotas

Customer Health Scores

, , , Target: 85+ health score for renewal probability >95%
Quotas drive short-term behavior; health scores predict long-term success

Dialine Vel

Net Revenue Retention

Target: 120%+ NRR for sustainable growth

Pipeline is potential; NRR is performance

. MaxIQ

The transition from traditional to
outcome-driven metrics requires a
fundamental rethinking of what
constitutes sales success. These new
metrics provide leading indicators of
customer satisfaction and business
health, enabling proactive
intervention before problems
become churn events.
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Use Case Management Framework:
Driving Real Customer Value

Rapid Value Realization (30-90 days)

,I |dentify and prioritize use cases that deliver
measurable value quickly

High Customer Satisfaction (NPS tracking)

2 Monitor satisfaction through systematic feedback
collection

Product Stickiness (Renewal lock-in)

3 Design use cases that make the product integral to
customer workflows

4 Expansion Opportunities

|dentify additional use cases during adoption phase

Leading NRR & GRR metrics

5 Achieve industry-leading retention through
systematic value delivery

Time to first value
Feature adoption rate

User engagement score

Net Promoter Score
Customer Effort Score

Support ticket volume

Daily active users
Feature depth usage

Integration adoption

Expansion pipeline value
Cross-sell conversion rate

Upsell fiming

Gross Revenue Retention
Net Revenue Retention

Logo retention

CRM implementation: Sales team adopts
pipeline management within 60 days,
showing 15% improvement in deal velocity

Monthly NPS surveys with automated
follow-up for scores <7, targeting 50+ NPS
within 6 months

Automated reporting saves 10 hours/week,
making product indispensable to
operations

After core CRM adoption, infroduce
analytics module based on usage patterns

Target: 95%+ GRR, 125%+ NRR through
systematic use case management
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Use case management transforms the
fraditional 'spray and pray' approach
to customer success into a systematic
methodology for value delivery. By
focusing on specific, measurable use
cases, companies can ensure
consistent value realization across
their customer base.
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The Transtormation Roadmap:
Implementing Outcome-Driven Forecasting

Add post-sale stages
(20-30% weight)

r~ 6-12
months

Increase outcome metrics
(60% weight)

’@ 12-24
months

Fully outcome-driven
(60-80% weight)

7\ 24+
months

Key Activities

Extend CRM pipeline to include post-sale milestones
Implement basic customer health scoring

Train sales teams on post-sale accountability
Establish baseline metrics for current performance

Key Activities

Integrate product analytics with CRM systems

Implement shared KPIs across sales and CS teams
Deploy automated customer health monitoring

Refine compensation models to include outcome metrics

Key Activities

Advanced predictive analytics for customer success
Al-powered expansion opportunity identification
Fully intfegrated go-to-market operations
Continuous optimization based on outcome data

Success Criteria

20% improvement in forecast
accuracy, basic health score
implementation

Success Criteria

35% improvement in forecast
accuracy, 15% reduction in churn

Success Criteria

40%+ improvement in forecast

accuracy, 25%+ improvement in
NRR
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Successful transformation requires a
phased approach that allows
organizations fo build capabilities
gradually while maintaining business
continuity. Each phase builds upon
the previous one, creating
sustainable change that becomes
embedded in company culture.
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The Outcome-Driven Advantage:

Real Business Results

Forecast Accuracy

Baseline:
Target:

Improved resource planning and investor confidence
TechCorp increased forecast accuracy from 62% to 89% within
18 months

Customer Retention

Baseline:
Target:

$2.3M annual revenue protection for $50M ARR company
SaaS-Co reduced churn from 8% to 4% through outcome-
driven approach

Expansion Revenue

Baseline:
Target:

$4.5M additional annual revenue for $50M ARR company
CloudTech increased expansion rate from 12% to 22% in 24
months

Time-to-Value

Baseline:
Target:

Faster customer satisfaction and reduced implementation costs
DataFlow reduced average time-to-value from 6 months to 2.5
months

MaxIQ

These improvements represent real
business outcomes achieved by
companies that have successfully
implemented outcome-driven
forecasting. The financial impact
extends beyond immediate revenue
improvements to include reduced
customer acquisition costs, improved
team efficiency, and enhanced
market reputation.



Stop Forecasting Deals.

Traditional forecasting leaves your growth to chance. Outcome-driven
forecasting replaces guesswork with confidence—so you can predict not
Jjust deals, but adoption, retention, and expansion.

X MaxIQ

The companies winning today aren’t the ones
chasing bigger pipelines. They're the ones
forecasting outcomes—and delivering them.

The only question is: how fast will you make
the shift?”



