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Research Abstract

This research covers how AI-powered pipeline management revolutionizes traditional 
CRM-based forecasting by capturing, interpreting, and acting upon real customer 
signals. Moving beyond rep-entered data, the approach harnesses product usage, 
digital engagement, and conversational signals to improve forecasting accuracy.

For those looking to implement these approaches, the full version includes a 
feature-level vendor comparison and a ready-to-use RFP template, available to Winning 
by Design Advisory Access subscribers.

CEO Take

Remember the phrase, “If it’s not in Salesforce, it didn’t happen”? That phrase is dead. 
Replace it with, “If AI didn’t capture it, it didn’t happen.”

Executives have relied on CRMs to provide insights and forecasts based on data input 
by the sales team. This approach is inherently flawed — subject to human error, 
personal bias, and wishful thinking around quota. It results in a deeply rooted feeling of 
mistrust of the sales team’s forecast.

The problem? The source of truth is the customer, not a sales rep. The bigger problem? 
Customers don’t tell us specifically what they want, they generate “signals” — behavioral 
footprints through interactions with a company’s content, brand, and sales team. The 
conundrum? Those signals are scattered across different systems, often not even 
captured.

If you want to never miss a forecast again, you need a new playbook that leverages AI 
to listen, interpret, and act upon three types of “hidden” signals depending on what 
go-to-market (GTM) motion(s) the company runs:

● Product Usage Signals for Product-Led-Sales
● Engagement Signals for High-Velocity Sales 
● Conversational Signals for Fields Sales/ABX

AI Powered Pipeline Management: Listening, 
Interpreting, and Acting on Signals
By Walter Velazquez, Revenue Architect at Winning by Design

Research conducted Q2 2025
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Why Pipeline Management is Failing

Traditional pipeline management struggles with three main issues. 

1. The Forecasting Illusion. Forecasting is often built on subjective 

assumptions—sales leaders rely on “happy ears” and rep-driven guesses 

instead of hard, objective, consistent data. The reality is - listening is difficult. 

Sellers often overlook subtle cues in their conversations and fail to ask 

razor-sharp questions to uncover what’s behind a silence, a nod, a hesitation. 

Yet, these reps still must submit a forecast. Over-reliance on instinct leads to 

projections that mask underlying problems.

2. The Siloed Data Problem. Data is scattered across multiple silos. Basic 

information from sales calls, emails, and meetings is not usually aggregated 

in the CRM. Digital engagement metrics (website traffic, downloads) may be - 

at best - dumped in the CRM without “translation.” Product usage data often 

lives in a parallel universe, only fragments of it making it into the CRM (e.g. 

“trial started.”) This lack of integration means pipeline owners (sellers, 

managers, etc.) only see part of the picture, resulting in missed opportunities 

and delayed responses. Without a unified view, sales teams end up wasting 

time on low-quality leads while high-potential opportunities slip through the 

cracks.

3. The Critical Blind Spot. A customer’s journey is seldom linear, and early 

indicators of deal deterioration or emerging opportunities are constantly 

being signaled by the customer. Delayed recognition leaves sellers and 

managers unaware of issues until they have already impacted revenue. 

Without timely detection, they miss the chance to intervene proactively, adjust 

their strategies, or reallocate resources to salvage or expand a deal.

Hence, we have our daily bread: stalled opportunities, lost revenue, and missed 

forecasts. What then?
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Figure 1. The “Broken Bowtie”. Traditional systems Fail to Capture Customers’ 
Behavior Across the Buying Journey and Customer Lifecycle

The New Playbook: Signal-Driven Pipeline Management

Types of Signals

Each deal emits signals—patterns of data indicating buyer intent, engagement, and 

deal health. The ability to listen, interpret, and act on these signals is what defines 

AI-Powered Pipeline Management

There are three primary categories of signals:

1. Product Usage Signals – These are generated by user behavior within a 

product. Whether it’s trial usage, feature adoption, or number of user signups, 

these signals indicate a prospect’s likelihood of converting into a paying 

customer or expanding their usage.

2. Engagement Signals – These come from digital interactions, such as 

webinars, website visits, and content downloads. They help sales teams 

prioritize leads based on how engaged a prospect is with marketing and sales 

assets.
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3. Conversational Signals – These are derived primarily from sales calls and 

meetings, and secondarily emails. They provide insight into buyer sentiment, 

objections, intent, and urgency. In high-touch sales environments, these 

signals help sellers gauge how close a deal is to closing.

AI’s Role in Signal Processing

AI transforms raw signals into actionable insights by:

● Listening: AI can capture the structured and unstructured data contained in 

sales conversations, marketing engagement, and product usage in near 

real-time, ensuring no critical information is lost. For example, AI can 

transcribe and analyze sales calls for sentiment, track website visits and 

content engagement, or detect when a user activates a key feature during a 

trial—creating a comprehensive picture of deal activity.

● Interpreting: Applying pattern recognition and machine learning to interpret 

signals and assess deal health. It can detect risk factors, identify buying 

intent, and prioritize leads based on historical patterns and behavioral cues. 

For instance, AI can analyze email responses to determine whether a 

prospect is engaged, score leads based on their interactions with marketing 

content, or highlight when a potential customer’s product usage indicates a 

high likelihood of conversion.

● Acting: Enables action by automating follow-ups, providing 

recommendations, and optimizing engagement. It can trigger alerts when a 

deal is at risk, suggest the best time for outreach, or automatically update 

pipeline forecasts based on real-time activity. For example, AI can remind a 

sales rep to follow up after a stalled conversation, personalize outreach 

sequences based on prospect engagement, or recommend the right account 

executive to involve when multiple stakeholders are in play.

By leveraging AI, sales teams move from reactive pipeline management—where they 

respond too late—to proactive revenue optimization, where they detect opportunities 

and risks before they impact revenue.
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Mapping Signals to GTM Motions

Not all companies operate under the same Go-To-Market (GTM) motion. A startup 

with a Product-Led Growth (PLG) model needs different signals than an enterprise 

company selling through high-touch field sales teams. AI enables organizations to 

map the right signals to their specific sales motion, ensuring sales teams focus on 

the most relevant insights.

How signals map to GTM motions:

● Product Usage Signals → Product-Led Sales (PLS)

● Engagement Signals → High-Velocity Sales

● Conversational Signals → Field Sales & ABX

Figure 2. Mapping Signals to GTM Motions using Winning by Design’s GTM Model

Inbound

1-Stage

PLG

Medium 
Touch

High 
Touch

Dedicated 
Touch

No 
Touch

Low 
Touch

Helpdesk

Community

<5k $5k - $15k $15k - $50k $50k - $250k >$250k

Marketing Sales Customer Success

ACV

Vo
lu

m
e 

of
 B

us
in

es
s

Product  
Usage
Signals

Prospect

Target

ABX

Field Sales

2-Stage

Named Accts

Volume

Segment

Accounts

Engagement
Signals

Conversational 
Signals

5



May 1, 2025

AI-Powered Pipeline Management Winning by Design Proprietary

What If You Have Multiple GTM Motions?

For companies running hybrid GTM models, Full Platform AI solutions are necessary. 

These platforms integrate product, marketing, and sales engagement data into a 

single intelligence layer, ensuring every part of the sales org has access to real-time 

insights across different motions.

AI-Powered Solutions for Pipeline Management

1. Conversational Signal Intelligence: 

AI-powered conversational intelligence tools capture and analyze sales 

interactions—calls, emails, and meetings—to extract insights that help sellers 

refine their approach and improve deal execution.

Key Features:

● Call & Email Transcription and Analysis – Automatically transcribes 

sales calls and emails, identifying sentiment, objections, and buying 

signals.

● Deal Risk Detection – Flags stalled conversations, lack of stakeholder 

engagement, or negative sentiment as potential deal risks.

● Real-Time Sales Coaching – Provides AI-driven recommendations to 

improve sales messaging and handle objections based on best 

practices.

● Multi-Stakeholder Mapping – Identifies key decision-makers in sales 

conversations and ensures engagement with the right personas.

● Conversation Benchmarking – Analyzes top-performing reps’ 

behaviors and compares them with active deals to suggest winning 

strategies.
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2. Engagement Signal Intelligence:

Engagement AI tracks and scores prospect interactions with marketing and 

sales content, ensuring sales teams prioritize the right leads.

Key Features:

● Website & Content Engagement Tracking – Monitors which leads are 

engaging with specific website pages, case studies, or whitepapers.

● Predictive Lead Scoring – Uses AI to rank leads based on historical 

engagement patterns and likelihood of conversion.

● Multi-Channel Behavior Analysis – Tracks engagement across email, 

webinars, LinkedIn interactions, and digital ads.

● Buying Intent Detection – Identifies prospects moving through the 

funnel by analyzing real-time interactions with sales content.

● Automated Outreach Triggers – Suggests the optimal timing for 

follow-ups based on lead engagement signals.

3. Product Usage Signal Intelligence:

AI-powered product analytics help revenue teams detect trial users who are 

ready to convert and existing customers primed for expansion.

Key Features:

● User Activation & Onboarding Insights – Tracks when trial users 

reach key activation milestones, signaling readiness for conversion.

● Feature Adoption Analysis – Identifies which product features users 

engage with most to tailor upsell conversations.

● Renewal Risk Detection – Flags disengaged users or those showing 

signs of frustration within the product experience.
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● Expansion & Cross-Sell Recommendations – Uses behavioral data to 

surface accounts with high potential for upsell or seat expansion.

● In-Product Nudges & Alerts – Automates contextual messages to 

guide users toward deeper product adoption and increased usage.

Vendor Landscape: Who’s Leading the Charge?

Figure 3. Vendors mapped across the three types of signals, and full platforms 
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How to Implement a Signal-Based AI Pipeline Management 
Strategy

Implementing signal-based AI pipeline management starts with a clear understanding of 

your Go-To-Market (GTM) motions. Easy, right? Not quite. Different people have different 

definitions of what a GTM motion is. Align on this first, using Winning by Design’s GTM 

Model® to guide that conversation. Next step is to identify the predominant signals you 

employ. What behaviors, actions, or interactions most reliably indicate success within each 

specific sales approach (e.g., product-led vs. enterprise)? This should be easy if you’ve read 

to this point. Follow the framework in this document.

“Wait, but I have multiple GTM motions.” Great, now you know there are two paths. One, 

prioritize which GTM drives most of your revenue, and solve for that first. Two, invest in a 

Full Platform, if your overall revenue and individual GTM motion sizes allow for it.

Now that you know what you need, choosing the right AI vendor requires a focused 

evaluation. Start by clearly defining your core sales and pipeline pain points within the 

prioritized GTM motions (or Full Platform, if going down that path). Then, research vendors 

with a proven track record in solving those specific issues, considering factors like ease of 

integration, customer support, and overall ROI. Prior to commitment, insist on a pilot 

program to test the vendor's solution within your environment, validating its effectiveness 

and fit within your sales process.

What comes next is an iterative process of onboarding, training, managing, and coaching 

your “Pipeline Management AI Agent” (steps 4-7 below). Is that an exaggeration? Maybe 

slightly, but you still need to monitor closely:

● Is the platform tracking the right signals?

● Are they being converted into insights?

● Is the team acting on them?

● Has the product or ICP evolved, such that now we need to update what we track?
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Figure 4. WbD’s approach to AI-Led Growth diagnose, design, and implementation
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Second, end customers will continue to require tailored experiences delivered through 

varied Go-To-Market (GTM) motions. Different customer segments demand distinct 

service models, whether it's a product-led approach or a high-touch enterprise 

engagement. Even as AI automates and enhances certain motions (becoming "AI-Led 

Growth" with human oversight), the need for multiple GTM motions tailored to specific 

customer segments will persist. A one-size-fits-all approach won't work.

This leads to our final point, companies will continue to expand incrementally, building 

upon a core GTM motion and then diversifying into new products, verticals, and markets. 

This reinforces the importance of AI solutions designed specifically for the three signal 

types (Product Usage, Engagement, Conversational) and the corresponding GTM 

motions discussed earlier. We can expect players in each of those three spaces to 

continue to develop new AI capabilities, and new players identifying niche opportunities 

to enter the market.

Looking ahead, the AI vendor landscape detailed earlier will likely consolidate and 

specialize. Expect to see vendors either deepen their expertise within a specific GTM 

motion or expand their platforms to offer comprehensive solutions that integrate all three 

signal types. The ability to adapt to these evolving needs and provide tangible value to 

clients will determine the leaders of tomorrow. Some vendors will become more 

industry-specific, while some will focus on breadth rather than depth. 

The path is clear: companies need to listen to the signals their customers are sending 

and interpret them if they are to succeed at managing an increasingly complex pipeline.

11



May 1, 2025

AI-Powered Pipeline Management Winning by Design Proprietary

What to watch

The evolution of AI-powered pipeline management will be marked by several key 

developments on the horizon.

● First, advances in sentiment analysis equipping Agents with far deeper "emotional 

intelligence", increasingly parsing body language, vocal or visual cues. 

● Second, integrating in-person interaction data through always-on listening. Future 

platforms will capture insights from face-to-face conversations and offline 

engagements just as readily as they do from digital channels, bridging a crucial 

data gap in the pipeline for Go-to-Market motions that rely heavily on 

Face-to-Face interactions. 

● Third, the product signal intelligence space remains nascent – despite early 

entrants like Pocus and MadKudu proving the concept of tapping product-usage 

data for sales insights, there are still no mature, dominant players, leaving room 

for innovation.

● Finally, an emerging trend toward unified, full-platform AI systems is reshaping 

the landscape: instead of focusing on a given type of signal, organizations seem 

to be gravitating to consolidated solutions that embed these capabilities in one 

platform .
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