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If Your Pipeline Isn’t Predictable, It’s Not a Sales Problem 

When revenue slows, most mid-market CEOs take the same practical steps. You ask the sales team to 
increase their activity.  You push for more outreach, more conversations, more follow up. Sometimes you step 
back into sales yourself because you know you can move deals forward.  

Hiring someone new feels risky because good salespeople are hard to find, the market is tight, and sorting 
through unqualified applicants is draining. So you try to get more out of the team you have. These instincts are 
not wrong. They are smart, disciplined responses to pressure. But there is a deeper issue underneath that 
almost no one talks about: 

Your sales team is responsible for too much of the work that happens before the actual sales conversation and 
it is slowing everything down. 

Sales Ends Up Carrying Too Much Weight 

In most mid-market companies, sales ends up doing everything: 
• educating prospects about what you do 
• creating their own messaging 
• trying to generate interest 
• figuring out if a prospect is even worth talking to 
• deciding who fits and who does not 
• following up with people who are curious but not ready 
• moving deals forward 

 
A lot of this is important, but it is not selling. When sales has to do all the early work and close deals, two things 
happen: 

1. They spend less time in real sales conversations. 
2. Your pipeline becomes unpredictable. 

 
This is not because your team is underperforming. It is because the system is asking them to do too much. 
A salesperson should spend most of their time talking to people who are ready to make a decision, not trying to 
warm up people who barely know you. And if you are honest, that is the imbalance you are feeling in your 
business. 
 

Why This Matters 
When sales is overloaded with early-stage work: 

• your close rates look lower than they should 
• deals stall because prospects were not ready 
• time gets spent on wrong fit opportunities 
• the team feels stretched but not effective 
• the CEO feels like the only person who can really move deals 

 
These are not people problems.  These are not motivation problems. These are not solved by asking for more 
activity. They are symptoms of a system where sales is absorbing work that belongs earlier in the buying 
journey. A healthy go- to-market growth engine prepares prospects before they ever reach sales. 
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What You Can Do (Without Hiring or Restructuring) 
You do not need more people. You do not need a complicated framework.  You do not need to change your 
whole process. You just need clarity about the work that happens before a sales conversation and who owns it. 
Here is where to start: 
 
1. Build a go-to-market growth engine, not just a sales plan. 
Most sales plans focus on closing deals.  A go-to-market growth engine answers: 

• How do right fit prospects hear about us 
• What makes them interested enough to reach out 
• How do we prepare them for a better conversation with sales 
• What does ready for sales actually mean 

 
If these questions are not answered, your sales team fills in the gaps one conversation at a time which is the 
slowest and most expensive way to grow. 
 
2. Figure out where prospects are getting stuck. 
Look at your past year and ask: 

• Are we talking to too many people who are not a fit 
• Are prospects unclear about what we do or why we are different 
• Are deals stalling earlier than they used to 
• Are we spending too much time educating instead of advancing 

 
When you pinpoint the slowdown, you know exactly where to improve the system. 
 
3. Tighten the definition of a qualified lead. 
This step alone can change everything. A clear definition: 

• protects your salespeople’s time 
• avoids chasing people who are not ready 
• focuses the team on real opportunities 

 
Most teams have a sense of what qualified means, but not a shared definition they operate from every day. 
When you tighten this, deal flow improves immediately. 
 
4. Ask one practical question. What would it take for our sales team to spend most of their time ONLY in 
real sales conversations That question forces clarity about: 

• what work belongs earlier 
• what is getting in sales way 
• what parts of the buying journey need more support 
• where you can make simple, high impact adjustments 

 
This question alone can expose what is slowing your growth. 
 

Next Step 
If you want your sales team to perform at the level you know they can, do not ask them to do more. Take 
unnecessary work off their plate.  
 
Create a simple, structured way for prospects to become ready before they talk to sales. Selling will become 
easier. Pipelines will stabilize. And growth will feel less like a grind and more like a system. 
 


