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P I P E L I N E  A N A LY T I C S  F O R  B U S I N E S S  I N T E L L I G E N C E

Pipel ine analyt ics is  the pract ice of  analyzing your pipel ine data in  order  to spot 
weaknesses in your  sales process.  In  this  white paper,  we’ l l  cover  how to use 

data analysis for  opt imal  business intel l igence within your pipel ine so you can 
get  the most from your CRM.
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What s ignals ident i fy  at-r isk opportunit ies? What types of  deals promise the best  win rate? The 
raw data embedded in your customer re lat ionship management (CRM) tool  has the potent ia l  to 
give you vast  insight  into ways you can improve your sales team. Analyzing that  data is  cal led 
Pipel ine Analyt ics ,  and provides crucial  answers about the overal l  value of  your pipel ine and how 
i t  has changed over  t ime,  as wel l  as how your conversions have changed and how long the aver-
age lead has stayed in the pipel ine.  Knowing what changed—and why—helps you better  control 
each factor  of  your buyer  journey.

But to improve,  you f i rst  have to know where you are r ight  now. And to do that ,  you have to ask 
the r ight  quest ions.

To move forward,  i t ’s  essent ia l  to know where you stand r ight  now. That ’s  why pipel ine analyt ics
are so cr i t ical  to business intel l igence.  The pract ice of  analyzing your pipel ine data wi l l  answer
crucial  quest ions for  your business:  What types of  deals typical ly  have the best  win rate? What
factors s ignal  at -r isk opportunit ies and deals with a low l ikel ihood of  conver t ing? Where are the
weaknesses in the sales process,  and how is  that  process changing over  t ime?

Analyzing data over  t ime is  cr i t ical ,  because as everyone knows,  change is  the only  constant .
Your customer base may shift ,  your products grow and evolve ,  the industry i tself  wi l l  t ransform
over t ime—and your sales strategy must keep pace with al l  that  change.  CRM data analysis is
the key to scrut iny.  Using data from your CRM—and other  sources—you can map out your
pipel ine metr ics in  a user-fr iendly dashboard with mult ip le  v iew opt ions.  You’ l l  star t  to recognize
trends that  may seem great  on paper,  but  don’t  actual ly  t ranslate to business wins in the long
term. Pipel ine analyt ics help you improve your sales team and better  quant i fy  your leads in the
f i rst  p lace.

Pipel ine analyt ics are very s imple ,  but  the execut ion can be dif f icult .  This white paper wi l l
explore how you can use an analysis tool  l ike Slemma to understand the changes happening in
your pipel ine and capital ize on that  information for  business intel l igence.

P I P E L I N E  A N A LY T I C S  1 0 1

Forecast ing is  using your current  conversions to try  to predict  the future.  But  using
pipel ine analyt ics ,  you can actual ly  change the future—not s imply predict  i t .
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SLEMMA: A SIMPLE, COLLABORATIVE DATA ANALYSIS TOOL FOR EVERYONE

Slemma is a data analysis tool  that  helps organizat ions of  a l l  s izes glean insight  into their  abundance 
of  data for  opt imal  business intel l igence.  A codeless,  web-based tool  that  anyone can use (no 
developer necessary! ) ,  S lemma enables users to create s imple ,  dynamic data repor ts from mult ip le 
data sets.  I t  integrates seamlessly with over  75 data warehouses,  databases and cloud service 
solut ions,  including Pipedr ive ,  HubSpot ,  Insight ly  and Salesforce.

A sophist icated wizard uses a s imple process to custom-bui ld repor ts ,  dashboards and presentat ions 
on any device—then share using secure ,  customizable shar ing sett ings so you don’t  have to worry 
about sensit ive information gett ing into the wrong hands.  Slemma saves sales and market ing teams 
valuable t ime and gives them the edge to be more data-dr iven and therefore more competit ive in  the 
market .  I t ’s  a  platform you navigate ,  maintain and expand as your business grows.

Using Slemma,  there are three dif ferent  v iews you can use to analyze the data in your pipel ine.
With every v iew,  we ask two simple quest ions:

1.  How has X changed over  t ime?
2.  Why did these changes happen?

The X in the equat ion can refer  to many business factors.  In  this  white paper,  we’ l l  run through
three dif ferent  X scenar ios.  For  each scenar io ,  the second quest ion is  where the value l ies.

L O O K I N G  AT  Y O U R  P I P E L I N E  F R O M  E V E R Y  A N G L E
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V A L U E

The f i rst  X we’ l l  look at  is  value .  When analyzing the total  value of  your pipel ine—every
opportunity ’s  worth ,  added up—the biggest  quest ion is  how that  value has changed over  t ime.
With Slemma,  you can look at  value in several  ways:

Overal l  context (top left)
By contrast ing the total  sum of  opportunit ies in  the pipel ine each month (blue bars)  against  the
value won,  or  deals that  were s igned (red bars) ,  you can get  an idea of  how much you need to
have in the pipel ine in order  to meet your sales goal .  Ideal ly,  of  course,  you aim to have more
qual i f ied leads in the pipel ine as t ime goes on and your company grows;  you’d hope this value
would increase month over  month.

Opportunity value (top r ight)
The default figure here is the total value of all the opportunities in your pipeline right now. The
dashboard also shows whether that value has declined or increased in the last month. For the
purposes of this example, the current month is showing a decline only because the month is partially 
completed. You can also switch the view to “last 30 days” for an accurate comparison period.

Driving factors (along the bottom)
There are var ious factors that  dr ive and descr ibe revenue inside the pipel ine ,  such as the win
rate ,  the average deal  s ize and the opportunity  count.  These values te l l  you how wel l  you
conver t  oppor tunit ies into paying customers,  how much each of  those paying customers are
worth and how many opportunit ies could potent ia l ly  conver t  to paying customers.  For  instance,
in  this  example ,  the Win Rate box i l lustrates that  27% of  incoming leads are typical ly  conver t ing
into paying customers.  Below that ,  the Lead to Win Rat io explains that  near ly  four  leads are
needed to win one deal .  Also note that  the average opportunity  value for  the month is  1.5k.

You can now use al l  of  th is  information to deduce what your pipel ine must look l ike in  order  to
achieve your sales goal .
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The char t  on the bottom left  shows that  average deal  value is  on an upswing.  In theory this  is  a
good thing,  because i t  means you need fewer leads in the pipel ine in order  to meet your
monthly goal .

Monthly Goal            ÷         Average Opportunity  Value          x             Leads to Win Rat io
$100,000                           1 .15k                                                         3 .73

Viewing al l  of  these char ts is  just  the f i rst  step to understanding how value is  working in your
pipel ine.  To truly  understand how pipel ine value is  changing over  t ime,  you have to ask yourself
not  just  how  the average deal  value has changed over  t ime,  but  why .  What is  your opt imal  deal
value? And when is  i t  actual ly  smartest  to re ject  a deal?

BEWARE THE ENTICING UPWARD TREND

Your pipel ine data shows that  your average deal  value is  going up.  Increasingly,  the deals in  your 
pipel ine are worth more and more.  That ’s  a good thing,  r ight? Not a lways.  To use your pipel ine 
analyt ics smart ly,  you need to ask quest ions l ike “Why  is  my average deal  value going up?”

Sometimes,  i t ’s  because your sales team is being lax about qual i fy ing leads,  and most of  those leads 
in your pipel ine aren’t  going to pan out .  A high-value lead you’re not  going to win is  worth nothing.

Or sales might be closing deals ,  but  with customers outside of  your ideal  prof i le .  I f  those customers 
have expectat ions and requirements for  features your product doesn’t  serve,  they might c lose,  but 
end up jumping ship in  a few months when they real ize your product isn’ t  going to meet their  needs. 
Onboarding is  expensive ,  and churn detr imental .  I t ’s  much harder  to f igure out  why churn is  happening 
than to control  the qual i ty  of  incoming customers in the f i rst  p lace.

Using pipel ine analyt ics ,  you can ensure that  the leads in your pipel ine are not  just  h igh-value, 
but  wor thy .
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C O N V E R S I O N S

Now, we’ l l  use the same methodology to look at  conversions in the pipel ine—leads that  success-
ful ly  conver t  to customers.  In  the example here ,  we see that  40% conver t  to the contact  stage, 
fo l lowed by 66.67% of  leads into the proposal  stage,  then 75% into the negot iat ion stage.  On the 
r ight  of  the screen is  Win Rate and Win Rate by Opportunity  Created Date.

By using Slemma’s f i l ter  tool ,  you can f i l ter  by owner to zero in on the act iv i ty  of  par t icular  sales 
staff .  Using this feature ,  you might deduce that  Phyl l is ’s  win rate is  10% lower than the team 
average,  whi le  J im’s is  10% higher.  You know what to look into next :  What is  J im doing to conver t 
more leads?

Pipel ine analyt ics lets you apply personal  exper ience and cr i t ical  th inking to cold hard data.  The 
dashboard metr ics te l l  you what ’s  happening over  t ime in your pipel ine and indicate what ques-
t ions you need to ask.  Your on-the-ground exper ience and insightful  leadership often
provides the f inal  answers.

In this  example ,  for  instance,  the data is  te l l ing you that  J im is  consistent ly  conver t ing more 
leads.  When you look into the s i tuat ion,  you discover that  J im is  paying each prospect an in-per-
son v is i t  at  a  cr i t ical  juncture in  the sales process.
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2 WAYS TO CHANGE SALES BEHAVIOR 

With information about indiv idual  sales performance,  you can better  manage your sales team. As 
a general  ru le ,  there are two ways to change tact ical  sales behavior :

1.  Convince each salesperson to do i t  the way Jim does i t .

2 .  Change your process so that  J im’s way is  the only way.

Once you’ve created such parameters ,  you can create customized dashboards to ensure al l  sales 
team members abide by them.

As an example ,  each member of  your sales team should know when i t ’s  appropr iate to move a lead 
into the next  stage of  the pipel ine.  Sales staff  who are jumping the gun and progressing their  leads 
before al l  qual i f icat ions have been met may be jeopardiz ing the process and r isking customer 
conversions.
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T I M E  I N  S TA G E

Looking at  the t ime each prospect spends in each stage of  your pipel ine is  one of  the best  ways
to analyze what ’s  going on with your sales process.  In  this  example ,  you can see that  the 
Contacted stage is  the lowest.  I t  takes only a third of  a day for  leads to move from “Contacted”
to “ In Proposal .”  This is  a red f lag,  s ignal ing that  perhaps your pipel ine is  bui l t  incorrect ly  and
your buyer  journey inaccurately  descr ibed.  In this  same dashboard,  prospects are staying in the
Proposal  stage for  a length of  t ime that  indicates you may be missing a stage in your depict ion. 
I f  someone is  not  staying in a stage long enough—or for  too long—it  might mean you’ve bui l t  your
steps incorrect ly.

L ike with Value and Conversions,  i t ’s  important  to not  just  know what ’s  happening,  but  why .  In
the Time in Stage v iew,  you evaluate when,  why and how deals get  stuck,  and when i t ’s  best  to
reject  a deal  in  the f i rst  p lace.

DO YOU UNDERSTAND YOUR BUYER JOURNEY? 

I t ’s  v i ta l  that  you understand and can accurately  descr ibe the stages in your pipel ine.  Your pipel ine 
model  d ictates your market ing and customer communicat ion tact ics.  For  instance,  i f  you have an 
emai l  market ing campaign bui l t  around your pipel ine stages,  i t  needs to be accurate in  order  for  i t 
to be effect ive.  I f  you’re missing a stage in your descr ipt ion of  your pipel ine ,  chances are ,  you’re 
a lso missing a huge opportunity  to capital ize on a valuable customer touch point .  And conversely, 
i f  you’re descr ibing a stage that  doesn’t  actual ly  exist  or  matter,  you may be over ly  communicat ing 
with leads about that  stage in a way that  wi l l  u l t imately  i r r i tate and even al ienate them.

Understanding and accurately  model ing your buyer  journey is  essent ia l  to guiding
prospects effect ively  through your pipel ine.
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Your salespeople are motivated to come up with as many deals as possible.  But  as a manager,
your job is  to consider  the big picture.  Once you have your history,  you can understand your ideal 
customer prof i le  and use that  to help your sales team stay the course.  With a hol ist ic  v iew of  the 
company,  you may understand that  c losing a deal  three t imes the s ize of  your average isn’ t  a l -
ways the smartest  idea.  A monitor ing tool  l ike Slemma can help you ident i fy  the character ist ics 
of  deals that  are typical ly  successful  versus those that  tend to be r isky.

There are many ways to ident i fy  at-r isk opportunit ies using a monitor ing tool .  With Slemma,  you
can sor t  deals by character ist ics such as:

•  Value — Is a deal  fa l l ing into the “comfor t  zone”  of  your typical ly  successful  deals ,  and i f
not ,  are there other  factors that  make that  deal  worth pursuing?

•  Time — Using your Time in Stage history,  you can set  a threshold for  how long i t ’s
acceptable for  a deal  to stay in a stage,  then red f lag deals that  l inger  or  don’t  stay long
enough.  Using this technique,  you can dictate act ions that  should be taken to remedy
the stagnat ion in your sales process (for  example ,  you could escalate a cal l  f rom your
CEO to the lead’s buyer,  or  make a personal  v is i t ,  or  bui ld them a proof  of  concept) .

•  Employee — A l ist  of  what deals are in  the net  of  each salesperson,  and what those
deals are worth ,  can help you make decis ions about training and retent ion.

Pipel ine analyt ics is  not  just  about evaluat ion.  I t ’s  a tool  to prompt better  p lanning and
decision-making in every aspect of  your sales process.

U S I N G  H I S T O R Y  T O  Y O U R  A D V A N TA G E
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CRMs make big promises that  they ’ l l  change your business 
with the e legance of  their  lead tracking and their  account 
management tools ,  but  so often,  the execut ion comes up 
shor t  because the data CRMs create is  d i f f icult  to parse and 
read.  CRMs are not  cheap,  e i ther.  To make the most of  your 
monthly investment ,  you need a tool  that  wi l l  help you track 
the sales metr ics that  matter  and conduct smart  analysis 
on al l  the data you create.

To learn more about Slemma,  v is i t  us at  www.slemma.com

C O N N E C T.  A N A LY Z E .  C O L L A B O R AT E .

For more insight into data 
reporting in the cloud using 
Slemma, read our other white 
papers:

Slemma’s Guide to Marketing 
Metrics You:
Bringing KPIs Together with 
Unified Dashboards

Slemma’s Guide to Better 
Business Reporting:
Data Dashboards in the Cloud

READ ON . . . 

Slemma is a data analysis tool  that  enables users to create s imple ,  easy-to-use and dynamic 
data repor ts from mult ip le  data sets.  The web-based tool  connects to over  75 data warehouses,
databases and cloud-service solut ions.  Slemma’s step-by-step Char t  Wizard makes repor t
generat ion quick and seamless,  a l lowing organizat ions to v isual ize their  th ird-par ty data in
minutes.

Dynamic repor ts can be shared to both cl ients and col leagues al ike.  User  permissions ensure
that  sensit ive data can only be accessed,  v iewed and edited by indiv idual  members.  Slemma’s
data dashboards can be accessed on v ir tual ly  any device for  easy presentat ion.

Our product is  current ly  being used by companies and organizat ions including Xsol la ,  Crytek ,
SEGA,  Sendle ,  Treasure Data and the Los Angeles Unif ied School  Distr ict .
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