PRIMESALES Pipeline & Deal Quality

PIPELINE & DEAL QUALITY -
PRIMESALES GUIDE

Your pipeline coverage ratio is
lying to you.
And the lie is costing you more than a missed quarter.

By Primesales Consulting

Someone decided at some point that if you have 3x to 4x your target sitting in the pipeline,
you're going to be fine.

So now every forecast conversation starts with that number. Is coverage healthy? Are we at 4x?
Good. Move on.

Nobody asks the harder question: 4x of what, exactly?

A pipeline full of the wrong opportunities at 6x coverage
will miss target just as cleanly as an empty one.

Here's what coverage hides. It treats every deal as equal. The opportunity you discovered last
week through a mutual introduction and the one you cold-called into a voicemail three months
ago — same pipeline, same multiple, same false comfort.

It also punishes the right behaviour. A focused rep who has done the work, identified a real
Moment of Opportunity, and is pursuing three well-qualified Tier 1 accounts looks like they have
thin coverage. The rep spraying thirty half-qualified names into the CRM looks healthy. We
reward the wrong signals.

And it completely ignores timing. A deal that was hot six weeks ago can be stone cold today if the
decision-maker changed, the budget was frozen, or the internal project that created the need
quietly disappeared. Coverage doesn't know that. It just counts.

The fix isn't a different number. It's a different question.

Instead of "how much pipeline do we have?" — ask "how many of these deals have a genuine,
time-bound need we can address right now?" That's your real coverage. Everything else is a
buffer of optimism.

At Primesales, we call this Pipeline Quality Coverage: the proportion of your pipeline that has
passed a multi-dimensional qualification — need level, decision-maker access, budget signal,
timing fit, and competitive position all scored and verified, not assumed.

When you move from volume to quality, a lot of things change. Forecasts get more accurate.
Reps stop chasing. Deals that belong in the long-term nurture column stop clogging the active
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pipeline. And the energy in the room shifts — because everyone is working on things that might
actually close.

The Primesales Prompt

Before your next pipeline review, ask every rep to remove any deal where they cannot name the
specific, evidence-based reason why the prospect needs to act before the end of the quarter. What's
left is your real pipeline. That's the number to build from.

Your pipeline coverage ratio isn't useless. But as a standalone metric — without a quality filter
underneath it — it's one of the most convincing lies in sales.

Believe it at your peril.

Primesales works with organisations to optimise their sales process, prioritise pipeline
intelligently, and build sustainable revenue growth without quota pressure.

primesalesconsulting.co.uk

Ready to audit your pipeline quality? primesalesconsulting.co.uk
Work with Primesales. sales@primesalesconsulting.co.uk
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Why Your Pipeline Coverage Ratio
Is Lying to You

The most trusted metric in sales forecasting is also one of the most dangerous —
and fixing it starts with asking a better question.

of US & UK sales teams missed their pipeline coverage is the standard adjustments made for
2023 quota recommendation pipeline quality

THE LIE WE TELL OURSELVES EVERY QUARTER

There is a number that gets cited in almost every pipeline review meeting, every sales leadership
call, and every forecast conversation in sales organisations around the world. It sounds like
confidence. It looks like control. And it is frequently completely wrong.

That number is your pipeline coverage ratio.

The theory is simple: maintain 3x to 4x your target in active pipeline and you have enough
buffer to absorb deal slippage and still land the number. Some organisations go further — 5x,
even 6x in certain industries with longer deal cycles. And on a spreadsheet, it looks reassuring.
The pipeline is full. Coverage is healthy. Leadership sleeps well.

Until the quarter ends and the target is missed. Again.

The problem isn't the ratio itself. The problem is what it measures — and more critically, what it
chooses not to measure. Pipeline coverage is a volume metric wearing a quality mask. And in
that costume, it does something particularly destructive: it creates the feeling of readiness while
hiding the reality of fragility.

Pipeline coverage is a volume metric wearing a quality
mask.

WHAT COVERAGE RATIO ACTUALLY COUNTS

When your CRM tells you that your pipeline is at 3.8x coverage, it is doing a relatively simple
calculation: the total value of all open deals divided by your revenue target for the period.
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That's it.

It does not know whether the decision-maker in your biggest deal left the company last month.

It cannot tell you that the budget for three of those opportunities was frozen in a restructure. It

has no awareness that the compelling event that made four deals urgent six weeks ago has now

passed — and with it, the urgency. It cannot distinguish between the opportunity you have built
over three carefully researched, intelligence-led Cold Fixing conversations and the one your rep
entered after a LinkedIn message went briefly unanswered but never properly progressed.

Every one of those deals counts. Every pound of value sits in the same column. And the ratio
looks healthy right up until the moment it doesn't.

The Three Ways Coverage Ratio Betrays You

1. It treats all pipeline as equal

The assumption baked into every pipeline coverage calculation is that deals are broadly
interchangeable — that a £100K opportunity in stage two at company A is roughly equivalent to
a £100K opportunity in stage two at company B. If both are in the pipe, both contribute to
coverage.

But that's almost never true. The quality of intelligence behind those deals is different. The
strength of the relationship is different. The alignment between what you're selling and what
they actually need — right now, at the level they're operating at — is different. The timing of
their need relative to your quarter-end is different.

The 4+ Hierarchy of Needs makes this concrete. An organisation operating at Level 1
(optimising existing systems to reduce costs) is in a fundamentally different buying position to
one at Level 4 (scaling aggressively for growth). Your product might technically serve both, but
the urgency, the budget availability, the decision-making timeline, and the internal priority
attached to the purchase are entirely different. Pipeline coverage counts both equally. Your
conversion rate most certainly will not.

When we run Sales Process Mapping workshops at Primesales, one of the first things we ask
sales teams to do is go through their active pipeline and honestly identify the 4+ Hierarchy level
of each prospect — the level they are actually operating from right now, not the level where your
product best fits. What typically emerges is that 40-60% of their pipeline is misaligned: the rep
has pitched a Level 2 or Level 4 value proposition to an organisation whose immediate, pressing
need is at Level 1. The coverage number looks fine. The conversion potential is not.

2, It rewards the wrong behaviour
Pipeline coverage creates an incentive structure that actively works against good sales practice.

Consider what a rep learns when their primary pipeline metric is coverage ratio. They learn to
add. To fill the column. To get deals entered quickly, at generous values, and to keep them alive
in the system long past the point where honest assessment would require them to be removed or
reclassified.

This is not laziness or dishonesty. It is a rational response to the measurement being used. If
your manager reviews coverage ratios in the Monday morning call, the path of least resistance is
a full pipeline, not an accurate one.
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Now compare that to what excellent sales behaviour actually looks like. The Law of Natural Sales
teaches that the Oasis Strategy starts small and stays selective. Cold Fixing — the research-led,
intelligence-first outreach methodology at the heart of Primesales' approach — is built on a
foundational principle: focus on a select few, pursued with genuine depth, rather than a large
number pursued superficially.

A rep executing Cold Fixing well might have five to ten deeply researched, intelligently qualified
accounts in active pursuit at any given time. Each one has a documented Moment of
Opportunity, a confirmed 4+ Hierarchy need level, a verified decision-maker relationship, and a
clear signal of budget availability. That rep's pipeline coverage looks thin. Their conversion rate
is exceptional.

Meanwhile, the rep with 40 deals in the pipeline — most of them at early stages with generic
qualification — looks like a coverage champion. They will struggle to close at quarter-end for
precisely the same reason their coverage looks strong: they are spread across too many poorly
understood opportunities, none of which they know deeply enough to advance with confidence.

The Oastis Strategy starts small and stays selective. That
will always look like thin coverage to a metric that can
only count, not qualify.

3. It is completely insensitive to timing

Pipeline coverage captures a moment in time. It tells you what is in the pipe right now. What it
does not tell you is whether what is in the pipe is still alive.

Deals decay. Decision-makers move on. Budget cycles shift. The internal project that created the
buying need gets deprioritised. The competitive landscape changes. The MOP — the Moment of
Opportunity that made a deal feel urgent and winnable — closes. Sometimes quietly, without
any dramatic event to mark its passing.

The SLB Effect that Primesales applies to sales opportunity identification recognises this
explicitly. Short-term indices change. Long-term structural shifts evolve. Black swan events —
the unexpected, the unpredictable — can transform an active pipeline overnight in either
direction. A deal that was firmly in your column last quarter might have been displaced by a
factor you didn't monitor closely enough.

Coverage ratio doesn't age deals. It doesn't apply decay rates. It doesn't flag the opportunity that
hasn't moved in 60 days as less valuable than the one that had a meeting last week. It counts
both. And so the quarterly forecast inherits all the optimism of the entries at the moment they
were made, without any correction for the reality of what has happened — or stopped happening
— since.

Ready to audit your pipeline quality? primesalesconsulting.co.uk
Work with Primesales. sales@primesalesconsulting.co.uk
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What Good Pipeline Quality Actually Looks Like

The answer to a lying coverage ratio is not a different target number. It is a more honest
qualification framework. One that forces each deal in the pipeline to earn its place through
evidence, not assumption.

At Primesales, we use a five-dimension scoring model to evaluate every deal:

WHAT A WEAK
DIMENSION WHAT IT MEASURES SCORE REVEALS
Misaligned pitch. We are
selling a solution to a
problem they don't
currently consider a

Does our offer directly address the level of
need this organisation is operating from
right now — not in theory, but based on
verified intelligence?

4+ Need Alignment

priority.
Have we built a genuine relationship with Deal is at risk of being

Decision Maker the person who owns the budget and the blocked or deprioritised at

Access decision — not just a champion or a a level we have no
gatekeeper? visibility into.

Is there evidence — beyond verbal We are operating on hope,

Budget Signal indication — that budget exists and is not evidence. Classic late-
accessible within our timeframe? stage deal collapse risk.

Is there a real, specific, time-bound The deal will slide.

MOP Timing Fit Moment of Oppgrtunlty that gives this Wlth()tf't a co'{npellmg
prospect a genuine reason to act now event, "later" always
rather than later? wins.

Do we have a clear and informed sense of We‘are w alking into a
ere o . close without

Competitive how we are positioned relative to understanding the

Position alternatives — including the option of g

landscape. Conversion

. .
doing nothing; probability is inflated.

Each dimension is scored 1-4. Deals scoring 16-20 are Tier 1 — your Oasis candidates, the
opportunities deserving your best people and your full focus. Deals scoring below 6 should not
be sitting in the active pipeline at all. They belong in a long-term nurture track, re-entered only
when the conditions that would qualify them actually emerge.

This is the uncomfortable implication of honest pipeline quality assessment. For most
organisations, running this exercise removes 30-50% of what sits in the active pipeline. The
coverage ratio collapses. And paradoxically, the forecast accuracy improves — because what
remains has earned its place.

Honest pipeline quality assessment typically removes 30-
50% of what sits in the active pipeline. The coverage ratio
collapses. The forecast accuracy improves.
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The Question That Changes Your Pipeline Review

The traditional pipeline review asks: "How much do we have?" The better question is: "How
much of what we have can we honestly say will close in this period, given what we specifically
know about each deal — not what we hope?"

Try it in your next session. Ask every rep to stand behind every deal in their pipeline with
specific, evidence-based answers to these three questions:

Three Questions Every Deal Must Answer

First: What specific, confirmed event or pressure makes this prospect need to act before the end of
this quarter — and what is your evidence, not your assumption? Second: Who, by name, will sign
this — and when did you last speak to them directly? Third: What is the single biggest reason this
deal will not close, and what specifically are you doing about it?

Deals that cannot be answered specifically get reclassified — not removed entirely, but moved to
where they honestly belong: in a nurture column or a future-quarter forecast, not the current-
period active pipe.

What tends to happen in these sessions is initially uncomfortable. Reps feel exposed. Forecasts
shrink visibly. Coverage ratios that looked healthy suddenly look lean. But within two to three
pipeline reviews, something else emerges: reps start qualifying more rigorously on entry. They
stop adding deals that cannot answer those questions. The quality of what enters the pipeline
improves because the standard for staying in it has been raised.

That is when forecast accuracy starts to reflect reality. And that is when the number that
leadership actually cares about — closed revenue — starts to move in the right direction.

Ready to audit your pipeline quality? primesalesconsulting.co.uk
Work with Primesales. sales@primesalesconsulting.co.uk

Pipeline Quality Coverage: The Metric That Tells the Truth

At Primesales, we recommend replacing or at minimum supplementing the coverage ratio with a
metric we call Pipeline Quality Coverage (PQC): the proportion of your pipeline that has passed
a verified, multi-dimensional qualification, typically the five-dimension scoring model described
above.

A healthy PQC is not measured by how much sits in the active pipeline, but by how much of
what sits there is genuinely qualified. A small, high-PQC pipeline outperforms a large, low-PQC
one every single time — because the energy, attention, and resource of the sales team is
concentrated on deals that are real, rather than diluted across deals that are aspirational.

This aligns directly with one of the core principles of the Oasis Strategy: focus is a force
multiplier. The best sales outcomes don't come from having the most options. They come from
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having clarity about which options are actually worth pursuing — and pursuing those with
everything you have.

A 4x coverage ratio full of misqualified, mistimed, misaligned deals is not a healthy pipeline. It is
a well-maintained illusion of one. The quarter will eventually make the distinction. Better to
make it yourself, earlier, when there is still time to do something about it.

What to Do This Week

Pull your current active pipeline. Score every deal across the five dimensions — not optimistically,
but honestly, using only verified evidence. Remove everything below a score of 6 from the active
pipeline. What remains is your real pipeline. Build your next forecast from that number. It may be
smaller than you are used to. It will be significantly more accurate.

The Honest Conclusion

Pipeline coverage ratio is not a bad metric. It is an incomplete one. Used in isolation, without a
quality filter beneath it, it creates false confidence in leadership, false security for reps, and a
systematic bias towards optimism that the end of every quarter dismantles.

The organisations that consistently hit their targets are not the ones with the most pipeline.
They are the ones who know their pipeline the best — who every deal is, where every deal
genuinely stands, and which deals deserve the time and focus of their best people.

That kind of clarity doesn't come from a ratio. It comes from honest, disciplined qualification —
applied consistently, reviewed rigorously, and built on the principle that it is better to have ten
opportunities you fully understand than forty you are hoping will come good.

Your coverage ratio is telling you a story. The question is whether you are willing
to check whether it is true.

Primesales delivers sales process workshops, pipeline optimisation programmes, and sales
leadership advisory for organisations seeking measurable, sustainable revenue improvement.

Ready to audit your pipeline quality? primesalesconsulting.co.uk
Work with Primesales. sales@primesalesconsulting.co.uk
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