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Why? Because it is the blueprint to making your target. 

But the truth is, sales forecasts are regularly wrong, and more often than not, wildly wrong. The reason is that sales 

forecasting is hard. There are so many moving parts, dependencies, risks, biases, and other factors that go into them--

rendering them a “best guess” versus a number on which to confidently bet the business.

Here’s how most B2B sales forecasts typically go: Judgements and probabilities are created around each deal - commit, 

best case, most likely, etc. They are each tracked at different levels of granularity, usually to prepare for a weekly forecast 

call. The purpose of these calls is to get an assessment of deals in different stages and make important decisions 

regarding focus, investments, resource allocation, and pricing, to ensure confidence and clarity towards making your 

target.  Subsequently, the deals comprising the forecast are discussed in one-on-ones between reps and managers to 

ensure prioritization around deals most likely to close and agree on an action plan that will enable them to make their 

target.  

Sales forecasts are also primary inputs for guidance, sales planning, quotas, incentive compensation, territory 

management, sales planning, and manufacturing planning. So, it’s vital to get them right. If the business makes the wrong 

strategic decision based on your inaccurate number, then your job is on the line. 

Your sales organization needs the proper framework to identify your current stage in a forecasting maturity journey in 

order to take appropriate steps to bring your company to the next level.

Today’s Sales Forecasting
Process is Broken

Sales forecasting is the most underserved and under-resourced business 
process in the enterprise. This is surprising considering that a sales forecast 
is one of the most important--if not the most critical--metric in any business. 

Forecast with 
confidence

Keep your plan 
on track

Prioritize what 
matters

Make every 
rep successful
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The framework helps you identify which level you’re at and then gives you the information you need to move up the 

maturity curve and achieve the highest levels of sales performance possible. In this context, the term “maturity” relates to 

the degree of formality and optimization of the sales forecasting process. 

Obviously, organizations with a few reps and one sales leader have a much different sales forecasting profile than a high-

growth enterprise with hundreds of reps globally. The characterization of a sales organization depends on a number of 

attributes including the:

 � Size of the sales organization

 � Number of geographies

 � Number of product lines

 � Average timeline of sales cycles

 � Average selling price

 � Complexity of the market and the number of sales channels

Introducing Aviso’s Sales 
Forecasting Maturity Model

Our Sales Forecasting Maturity Model was developed as a framework to help 
you objectively assess the state of sales forecasting in your enterprise. 
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Let’s Explore the Four Levels 
of the Maturity Model

There are four levels of sales forecast maturity:                                                                              
ad hoc, defined, managed, and optimized. 

Level 1

Level 2

Level 3

Level 4

AD HOC

DEFINED

MANAGED

OPTIMIZED

Chaotic processes
Ill-defined steps
Not repeatable
Managed on 
spreadsheets

Emergent processes
Some repeatability
Unproven value
Managed on 
spreadsheets 
and CRM solution

Process well 
established 
and quantitatively 
managed
Agreed upon metrics
Some level of 
automation

Process automated 
and streamlined with 
advanced analytics
Forecasting 
consolidated
Continuous process 
optimization based on 
insights derived from 
data science

The predictability, effectiveness, and efficiency of an organization’s forecasting process improves as it moves up these 

four levels, resulting in superior performance, faster revenue growth, higher margins, and greater profits. At each level, the 

degree of automation and business insights increases. Companies that achieve a higher level of maturity work with much 

greater efficiency and are better positioned to meet, and beat, their targets.

 Take a look and think about which level your sales organization operates within.
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Ad hoc forecasting usually means:

 � Opportunities are managed in spreadsheets or in a very basic CRM

 � CRM hygiene is poor and entries are often out of date or inaccurate

 �Weekly forecast calls are a haphazard discussion of deals

 � Call numbers are ill-defined and the forecast cadence is irregular

 � Overrides and adjustments, if any, are not tracked in any system

 �Many underlying business characteristics may be in flux, which makes forecasting a very dynamic, 

challenging endeavor

With this setup, it is nearly impossible to arrive at an accurate, predictable forecast. Companies at this level are usually 

still figuring out a repeatable sales process; there are virtually no defined sales metrics and no one is measuring 

individual sales rep performance. At this stage, the experience and judgement of the reps and managers is typically “good 

enough” to sustain an acceptable level of performance.

At this level, a high-touch interaction model between the manager and the rep is normal and takes the place of manual 

data entry. Instead, deal progress and forecasts are discussed anecdotally. Target attainment is entirely dependent on 

human judgement and experience, with zero reliance or guidance from data and data-driven insights, which could limit 

growth in the long-term. Without more rigorous processes, tools and data hygiene, sales pros are unable to identify road-

blocks, deal upsides, or benchmark progress.

LEVEL 1
Ad Hoc Forecasting

Characteristic of startups or smaller companies, usually with fewer than 10 
sales reps. This is where most high-growth companies start, though it is not 

uncommon for them to stay here despite their business growth. 

MATURITY
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 � Get off of spreadsheets and transition the entire sales organization onto a simple, out-of-the-

box CRM solution

 � Keep sales processes simple and succinct to drive adoption and basic sales hygiene

 � Don’t overthink it. Having 300 required fields for an opportunity might be a noble goal, but the 

reality is that your sales team will not fill them out

 � Forecast with a simple CRM report as it will at least get you and your team thinking about a 

regular and dependable forecasting process

How to Up Your Game?

LEVEL 2
Defined Forecasting

Most larger companies with 10-50 sales reps have a defined forecasting process. 
Although they are more mature than the ad hoc forecasting companies, there are 

still significant challenges.

MATURITY

Their forecasts are not very accurate, with large weekly fluctuations, but a few important KPIs are well-defined, based on 

some historical data, and are tracked with regularity. 
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Organizations at this stage often have: 

 � A newly defined sales methodology in a basic CRM with reasonably good adoption (e.g. MEDDIC, 

Miller-Heiman, SPIN Selling, etc.)

 �Weekly forecast calls that are run on basic CRM reports or a roll-up of various spreadsheets

 � A simplistic model for call-numbers with a single override at the Manager or VP level

 � A flagship product or solution that is the primary offering tracked and forecasted

 � A territory with a single country and currency 

 � Sales key performance indicators (KPIs) that are tracked, but not with an eye towards growth and 

performance management, so teams are not set up to realize their full potential

 � A focus on process adherence and human judgement

 � Adopt a simple forecasting model with at least two call numbers: commit and best case. Make sure these 

terms are clearly defined and reps and managers know how to derive these numbers

 � Establish a weekly company-wide forecasting cadence

 � Track the weekly changes, so you have a grasp of what is happening in your business at your 

fingertips and are able to make appropriate adjustments based on data

 � Use a tool to manage forecast calls and resist the urge to go back to spreadsheets

 � Track and publish KPIs to measure both the business and the individual reps. Use KPIs and 

simplistic regression models as a data analytics stepping stone to complement and inform 

human judgement

 � Implement a QBR process to learn from past mistakes and gauge the effectiveness of your tools 

and processes--always with an eye towards optimization

How to Up Your Game?
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LEVEL 3
Managed Forecasting

Companies at this level are frequently struggling with complexity in their 
processes borne out of either natural zeal to capture and analyze “everything” or 

from making sense of multiple, disconnected systems. 

MATURITY

There are real complexities that need to be dealt with, such as new geographies, multi-tiered pricing, new products, 

etc. Companies at level 3 will often resort to managing complexity with many dashboards, but this approach is often 

overwhelming and fails to drive better performance, particularly for those companies on the public markets.

For these mid-market or enterprise companies with 50-400 sales reps, this forecasting scenario should sound familiar. 

 � Sales processes are tailored by segment, channel, and type of opportunity

 � Forecasting data is captured in a CRM, but weekly forecast calls are still run on spreadsheets (and 

sometimes a roll-up of hundreds of spreadsheets)

 � Forecasts are rarely derived by product family 

 � Global forecasts and multi-currency considerations are almost always required

 � Sales operations leaders are responsible for consolidating the forecast across the entire organization 

and that process is both tedious and time-consuming

 � Sales operations is the primary consumer of data analytics 

 � Sales executives try to measure and improve sales performance, but lack any models to feed 

operational data back into sales planning

 � Forecasting is highly customized-- by product family, vertical, and business unit. Pivot tables, duel-

level forecasting, overlays, splits, and multi-currency support are all must haves 
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 � Use real-time forecasting to eliminate out-of-date data and inaccurate forecasts

 � Provide an unbiased data-driven point of view to complement the sales managers’ 

judgements in the forecasting process to drive confidence, and update the forecasts 

frequently to take into account new information as soon as it is available

 � Provide a 360-degree view of your pipeline to managers. That includes existing pipe vs. new 

pipe and direct comparisons between this quarter and what’s projected for next quarter

 � Ensure you have a complete understanding of what is changing in the pipeline/forecast, 

including who changed what, when, and why

 � Arm sales managers with data-driven analysis to focus on the right deals and drive optimal 

resource allocation

 � Enable activity tracking for a true gauge of sales rep engagement in your CRM and other 

sales tools

How to Up Your Game?

LEVEL 4
Optimized Forecasting

For larger, high-performance enterprise companies with 400+ sales reps, sales 
forecasting becomes a much more sophisticated, analytics-driven process which 

makes it much more predictable, accurate, and dependable.

MATURITY

Although these businesses are operating at the highest level of maturity, their sales forecasts are still not 100% 

dependable. 
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 � Drive decision making with rich analytics and machine learning technologies that optimize the 

forecasting process, enhance supply chain efficiency, and inform the finance team’s strategic 

planning and forward-looking market guidance

 � Make data the lifeblood of your organization and feed sales KPIs back into other parts of the 

business, making sales an even more strategic asset to every corner of  the business

 � Consider sales planning, sales kickoffs, war rooms, and even compensation packages areas 

where data can both improve performance

How to Up Your Game?

They typically have:

 �Multiple systems (e.g. from inorganic growth), but don’t have a uniform set of metrics to measure the 

overall health of the business

 �Multi-dimensional forecasting with overlays and splits 

 � Data and systems that are siloed and divided along functional lines

 � A basic level of automation and advanced analytics that support effective decision making

Such organizations require tools that are adaptable to constant flux, considering that they--and their prospects-- are most 

likely public and are very sensitive to the ever shifting global economic landscape. These capabilities include territory 

management, margin analysis and price optimization, dynamic quota allocation, and dynamic incentive compensation

The Bottom Line
Regardless of which level you and your organization are at today, there are always ways to improve your forecasting 

process if you know where you are and where you want to go. That’s what Aviso’s Sales Forecasting Maturity Model 

is all about.  You’re not going to get there by achieving higher levels of intuition and gut instinct. Instead, explore 

emerging technologies that leverage cutting edge data science and advanced analytics to derive actionable insights to 

nail your number every time.

Aviso knows how to take you and your 
business to the next level. 

Visit www.aviso.com to learn more

Let’s Talk
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