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Research Abstract

This report focuses on how organizations can better align execution with a 

risk-adjusted growth trajectory, using AI to drive greater precision, predictability, and 

confidence in go-to-market (GTM) planning. It offers practical guidance for applying 

probabilistic thinking to pipeline design, forecasting, and course correction.

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

When it comes to hitting revenue goals as a CEO, what’s your risk tolerance? Push 

too aggressively, and the probability of failure skyrockets. Play it too safe, and your 

organization falls short of its potential. The goal isn’t just growth—it’s predictable, 

controlled growth. Not constant firefighting and re-planning, but confident 

execution, informed by risk and supported by data.

With AI Growth Guidance Systems (GGS, a new category of software), your revenue 

attainment can be as certain as delivery schedules for complex construction 

projects.  We’ve seen these GGSs predictively and deterministically model growth 

within +/- 5% for even the most complex GTM operations.  Considering the level of 

confidence most of us have (or don’t have) after sitting with the FP&A (financial 

planning & analysis) team and entering capacity-based and attainment-based 

assumptions into the annual planning model, we see GGSs as a major upgrade to 

revenue planning–one you should seriously consider installing in order to improve 

certainty as you manage the inputs, throughput, and outputs of your business.
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Strategic Insights

Go-to-market (GTM) planning is undeniably broken. According to the 2025 ebsta | 

Pavilion Benchmarking Report, 78% of sellers missed quota last year—a 9% increase 

from the year prior. In any other part of the business, such performance would be 

unacceptable.

Traditional GTM planning tools were designed to drive revenue growth through 

“connected planning”—a top-down, time-phased growth trajectory paired with a 

bottom-up execution plan. In theory, aligning these two approaches should produce 

predictable outcomes. In practice, they rarely do.

With the era of growth-at-all-cost behind us, a smarter, more adaptive approach is 

required–one that accounts for context, acknowledges organizational limitations, and 

enables proactive course correction. Enter Growth Guidance Systems (GGS)--a new 

class of planning tools built to steer GTM strategy with intelligence and intent.

One of the most critical — and most often overlooked — aspects of planning is 

certainty. Revenue targets are often set with bold ambition, but with little regard for the 

actual likelihood of hitting them. In a world of increasing complexity and volatility, this 

kind of optimism is no longer just risky — it’s reckless.

Other industries have long recognized the importance of risk-adjusted planning. In 

capital-intensive sectors like energy or infrastructure, major investments are not 

greenlit based on potential alone — they’re evaluated through the lens of risk-adjusted 

outcomes. For example, projects over $500 million typically require a P75 forecast — 

meaning there’s at least a 75% chance the target will be met or exceeded before funds 

are committed.

It’s time for go-to-market planning to adopt the same level of rigor — not just to avoid 

downside, but to enable smarter, more confident growth.

At Winning by Design, we believe risk awareness is central to effective GTM strategy. 

Outcomes should be built on a foundation of risk-adjusted planning, where AI plays a 

Reference
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vital role in surfacing blind spots, de-risking execution, and injecting certainty into 

growth.

When GTM plans are structured around confidence levels, organizations can break the 

cycle of repeatedly missing targets. By confronting weaknesses, surfacing pipeline 

hotspots, and addressing inefficiencies upfront, teams can dramatically improve their 

likelihood of hitting the number—with clarity, confidence, and control.

Practitioner’s Take

AI is already delivering proven value across GTM execution—whether it’s AI SDRs 

driving outbound at scale, intelligent agents powering 1:1 marketing, AI-enabled sales 

engineers, call intelligence platforms, or AI-assisted customer success. Yet when it 

comes to planning, AI adoption remains early-stage.

Too often we hear: “We’ve got a seasoned RevOps lead—there’s no way an AI system 

can understand our growth model better.” But that mindset ignores a simple truth: the 

need for better revenue planning is widespread and urgent.

To move forward, we need to reframe how we think about AI maturity in GTM planning. 

For this discussion, let’s define the issue in three stages:

● Descriptive – Understanding what happened

● Predictive – Anticipating what’s likely to happen

● Prescriptive – Guiding what actions to take, and when

While all three stages play a role, prescriptive AI holds the greatest potential. It doesn’t 

just report or forecast—it recommends and optimizes, continuously adjusting the 

growth journey in context. This is where AI becomes a true strategic partner, not just a 

tool.
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As a GTM leader, RevOps practitioner, or FP&A professional, here are five essential 

questions to ask as you evaluate your AI-readiness and planning maturity:

1. Context-Aware Planning – Does your execution plan truly reflect your strategic 

intent?

2. Range Matters – How can AI help quantify and narrow the range of potential 

outcomes?

3. Perceived Value vs. True Value – Are you using AI to maximize opportunity 

value, not just pipeline size?

4. What Got You Here Won’t Get You There – Can AI proactively course correct?

5. The Right Tools – Which AI-powered platforms are purpose-built for GTM 

planning and execution?

Question 1: Context Aware Planning–Does Your Execution Plan Support 
Your Strategic Vision?

A critical step toward ensuring confidence in your outcomes is verifying the soundness 

of your forecast. We recommend challenging any plan with less than a P75 probability 

of success.

Quota, required pipeline, and headcount can be easily derived by working backward 

from your revenue goal. Compare these requirements to your current capacity and your 

appetite for additional investment. This inversion of capacity planning — focusing not 

just on resource counts but on actual capability — provides a more realistic view of 

what’s achievable.
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Figure 1. Compare required GTM investment to your capability

Understanding past performance — what resources were available, and how they 

contributed to outcomes — allows for more confident forward-looking planning. AI plays 

a critical role here. Descriptive AI can analyze historical patterns, not just within your own 

business but across analogous markets, to predict a confidence level for your plan.

Figure 2. The application of AI to determine a confidence level of success.
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Use this confidence value as a litmus test. If it's below threshold, it becomes a 

justification for refining your GTM plan or making additional investments. Small misses 

early on compound quickly — the cost of underperformance in early quarters is rarely 

recoverable.

Finally, GTM success depends on understanding context: lead source, opportunity 

characteristics, customer profiles, and more. But with so many variables at play, AI 

becomes essential. It identifies patterns across large datasets to expose high-success, 

low-friction revenue paths — both in the new acquisition funnel and the entire revenue 

bowtie. To ensure integrity, AI is also assisting with one the biggest Achilles heels of 

planning - the necessity of data hygiene so as to avoid garbage in - garbage out. GGS 

vendors such as Vasco and ScaleMatters put this at the forefront of their planning 

solutions.  

Question 2: Range Matters: How best to Leverage AI to Best Forecast 
Your True Range of Outcomes?

When it comes to GTM planning, certainty is currency. Would you rather report a $280M 

forecast against a $300M goal with low confidence — or a $250M forecast with high 

confidence? Predictability builds credibility. The opposite erodes trust and makes 

effective course correction impossible.

Just as AI can support context-aware planning, it can also help establish your range of 

possible outcomes by analyzing both your data model and mathematical model:

● Your data model captures key GTM inputs: volume, conversion rates, time, and 

performance metrics.

● Your mathematical model uses those inputs to project growth trajectories.

● AI interrogates both to produce an outcome range — not a single number, but a 

spectrum.

At Winning by Design, we're actively developing an AI-driven GTM Diagnostic that 

automates this process, helping leaders quantify uncertainty and plan with greater 

precision.
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A useful approach is to calculate the difference between your P90 (reasonable 

worst-case) and P10 (reasonable best-case) outcomes — then evaluate this range 

relative to your revenue goal. The resulting Revenue Range Factor gives you a 

normalized view of your predictability:

Revenue Range Factor= (P10−P90) / Revenue Goal

For example:

Example 1: P10 = $100M, P90 = $60M, Revenue Goal = $80M

→ Range Factor = 50%

Example 2: P10 = $90M, P90 = $70M, Revenue Goal = $80M

→ Range Factor = 25%

Both scenarios target the same revenue, but one has double the range of possible 

outcomes. Range matters — not just to your plan, but to investor confidence, resource 

allocation, and operational tempo. The tighter the range, the more deterministic your 

GTM trajectory becomes.

These planning assumptions don’t just impact dollars–they also impact time. In a 

recent discussion with the CEO of a vertical SaaS, we uncovered that the biggest 

blocker to scaling from $10M ARR wasn’t choosing the right GTM motion — it was the 

uncertainty in the ROI time horizon. With a $2M investment on the line, the key question 

wasn’t whether, but when the return would materialize.

Figure 3. Ranges of revenue outcome.
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AI plays a vital role in reducing both monetary and temporal uncertainty. By analyzing 

large volumes of historical and contextual data, AI enables leadership teams to 

anticipate outcomes, plan more confidently, and avoid the reactive thrashing that 

uncertainty so often creates. AI provides the uncertainty inputs (ranges) that a Monte 

Carlo model needs to run a simulation. Traditionally such inputs have been prone to 

human bias and optimism. 

In short, AI makes the revenue journey 
less probabilistic, and more predictable 

— turning guesswork into guidance.

Question 3: Perceived Lead Value vs. True Value: Are You Using AILG to 
Maximize Opportunity Value, not Just Pipeline Size?

AI is already reshaping how we engage across the buyer journey. From answering 

inbound product questions to automating onboarding, AI now plays a central role in 

accelerating sales velocity and enhancing retention and expansion. More advanced 

applications even track client engagement post-sale to boost renewal interest and 

uncover expansion signals — helping maximize the latent value within your existing 

funnel, not just your pipeline.

But the most transformative use of AI may be in creating not just more volume — but 

higher quality volume through growth loops.

Growth loops turn existing opportunities, customers and more specifically end-users, 

into self-perpetuating revenue engines. Rather than relying solely on expensive 

top-of-funnel acquisition (the cost of which continues to rise with lead acquisition 

frequently now hitting $200 per lead), growth loops de-risk a GTM model by generating 

leads from within the bowtie itself.
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The math is compelling. Suppose 1 in 4 qualified opportunities becomes a successful 

advocate — creating 250 new opportunities. That reduces the number of net-new leads 

needed from 5,000 to 4,750. While only a 5% gain at that stage, the impact compounds 

as you move left through the bowtie — magnifying the benefit upstream.
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Figure 4. Growth Loops at Various Stages of the Bowtie.

Figure 5. Example of a growth loop driving lead volume.

Growth loops differ based on their stage in the journey:

● Left-side loops (e.g. viral, hype) create volume

● Right-side loops (e.g. recommendation, advocate) user-based; create value — often 

with higher conversion and faster close rates due to the credibility of the referrer.

Added to this, there is a one-to-many-relationship between customers and users of your 

solution. For each customer, there are multiple potential end-users that will advocate for 

you from both a rational and emotional impact perspective. This makes right-hand side 

loops all the more valuable. 
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Figure 6. Growth Loop Types.

Each loop type warrants tailored strategies — different campaigns, offers, or product 

features — to stimulate loop momentum and backfill weak spots in the bowtie.

This is where AI becomes a force multiplier. It can identify loop candidates and automate 

actions to accelerate them:

● Personalized nudges to drive re-engagement (e.g., Spotify-style recommendations)

● Behavior-based follow-ups (e.g., abandoned cart, trial expiration)

● Proactive retention plays based on churn signals

At Winning by Design, we see AI-driven growth loops (“AiLG”) as a breakout capability — 

reshaping how companies capture, convert, and expand. That is to say, pinpointing specific 

high value users that will generate the highest level of noise further driving growth loops. 

It's time to rethink opportunity value not just in terms of $CLV, but also advocacy potential. 

A customer’s ability to influence future revenue is just as valuable as their own.
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Question 4: What Got You Here Won’t Get You There: How Can You Rely 
on AI To Predictively Course-Correct?

Before jumping to course-correction strategies, it’s worth challenging the age-old sales 

heuristic of needing “3x pipeline coverage.” While easy to remember, this rule of thumb 

often masks a deeper misunderstanding of how pipeline dynamics actually work.

Think of your pipeline like a reservoir:

● It holds a volume of water (your current pipeline).

● It’s fed by an upstream river (lead generation and opportunity development).

● Water flows out through the dam (closed/won sales).

If inflow equals outflow, volume remains steady. But if inflow lags — say, due to a soft 

lead month — the reservoir depletes. If outflow slows, the volume builds up. Neither 

state, on its own, tells you if you’re healthy — because pipeline volume is a time buffer, 

not a direct measure of readiness.

Figure 7. Pipeline Reservoir.

In a growth business, pipeline volume can’t be static — it must adjust dynamically 

based on your forward-looking revenue trajectory. A fixed “3x coverage” ignores the 

nuance of time, velocity, and ambition.

Pipeline Volume Change
= a - b

a = $ Lead value/day

MARKETING 
ACTIVITY

SALES 
ACTIVITY

b = $ Revenue/day

Pipeline volume is constant when a = b
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For example, if your business is targeting 20% quarter-over-quarter growth, your 

pipeline requirements for the current period must be sized not just for today’s number, 

but for tomorrow’s acceleration. Why? Because opportunities created today won’t close 

instantly — they must flow through your sales cycle. And the longer that cycle, the more 

runway you need in advance.

This is particularly critical when sales cycles span 60, 90, or even 180 days. In such 

cases, your pipeline is effectively a forecasting lens into future revenue, not current 

performance. A shallow pipeline today might still produce a strong quarter (based on 

earlier opportunities), but it’s a red flag for two quarters from now.

In other words, pipeline depth is a leading indicator, and in high-growth environments, it 

must reflect not just current demand, but the magnitude and timing of what’s coming. If 

you don’t plan for this, the sales team will hit an invisible wall — strong close rates but 

no volume to convert. It’s not enough to have a “full” pipeline — it needs to be aligned 

with the gradient of your growth curve.

Figure 8. The Impact of Sales Cycle on Required Pipeline
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This is where AI changes the game. Instead of relying on static ratios, imagine an AI 

agent constantly monitoring:

● Total pipeline volume

● Inbound lead/opportunity value

● Win rates and sales velocity

● The drivers behind all three

This agent doesn’t just report the state of your pipeline — it predicts whether your 

current inputs and momentum are sufficient for future revenue. More importantly, it 

enables early warning and early correction, before a revenue miss becomes 

unavoidable.

Future-fit GTM teams will rely on AI to actively guide intervention strategies across the 

entire customer lifecycle. Key areas include:

● Churn prediction: Spot and address early signals of risk before it’s too late

● Content optimization: Adapt messaging dynamically to maintain engagement

● Funnel diagnostics: Identify and unblock conversion bottlenecks

● Customer success alerts: Flag accounts showing signs of disengagement (e.g., 

reduced logins or support tickets)

● Smart discounting: Adjust pricing based on performance and segment health

● Marketing budget optimization: Reallocate spend based on evolving 

effectiveness

● Team coaching: Use call analytics to uncover what top performers are doing 

differently

● Pipeline optimization: Prevent silent drainage by balancing inflow/outflow in 

real time

AI transforms pipeline management from reactive clean-up to proactive tuning.

No more relying on gut feel or one-size-fits-all ratios. With AI-powered monitoring, your 

team can course-correct with precision — before anything breaks.
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Implementation Guidelines

Step 1: Establish your confidence threshold, and make it central to your 
strategic plan.

Every revenue plan is a bet. The question is: how confident are you that yours will pay 

off? Most GTM plans are built around targets, not probabilities. But true strategic rigor 

starts by defining a confidence threshold—a minimum level of certainty your leadership 

team is willing to accept in order to move forward.

This threshold becomes your filter. It determines which growth scenarios are viable, 

where you can afford to take risks, and where you need to reinforce your plan. It also 

allows you to model outcomes with intention—balancing ambition with realism.

Here’s where AI adds real power: it can analyze historical patterns, assess plan 

achievability, and simulate forward-looking outcomes at different confidence levels. 

Instead of asking, “Is this target possible?”—you’re now asking, “What level of certainty 

can we assign to this trajectory—and what will it take to improve it?”

Confidence isn’t a feeling. It’s a measurable input to planning. And it should shape your 

growth trajectory from day one.

Step 2: Identify and Resolve your GTM debt with AI.

GTM debt is the hidden drag on growth plans—the shortfall in people, processes, or 

systems that undermines execution. Most organizations don’t even realize they’re 

carrying it until it’s too late. This is where AI becomes indispensable. Rather than relying 

on gut feel or lagging indicators, AI can assess historical performance, analyze pipeline 

patterns, and simulate future readiness under different planning scenarios. It can 

surface execution bottlenecks, highlight under-resourced segments, and quantify the 

investment needed to support your risk-adjusted plan. In short, AI helps you see GTM 

debt before it slows you down—and it guides you in closing the gap before it costs you 

the number.
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Figure 9. GTM Debt.

Step 3: Maximize Throughput Across the Revenue Engine

Most GTM strategies obsess over top-of-funnel volume—more leads, more outreach, 

more activity. But true scalability comes from improving throughput across the entire 

revenue engine. Growth Loop Accelerators are one way to achieve this: they reframe 

customers not just as endpoints, but as catalysts. When customers generate new 

demand, open new opportunities, and fuel retention, they create a self-sustaining loop 

of growth.

AI supercharges these loops by identifying ideal advocates, scoring referral potential, 

automating engagement sequences, and even predicting expansion opportunities 

based on product usage patterns. The result? More qualified pipeline, faster conversion 

rates, higher deal velocity, and stronger retention—all with lower acquisition costs.
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This isn’t just better marketing. It’s system-wide optimization. Guided growth means 

your entire GTM motion is learning, adapting, and compounding value—driven by 

intelligence, not just effort.

The math here doesn't lie. If you can get just 1 in 4 of your customers to act as 

ambassadors of your product(s), you can gain as much as 34% in lead creation; 27% in 

opportunity development and 15% gain in retention revenue. 

This is the true value of a Growth Guidance System—not just generating more volume, 

but driving higher-quality revenue with greater efficiency and certainty. By improving 

throughput across the entire GTM engine, AI doesn’t just help you hit the number—it 

helps you hit it with confidence. It aligns your revenue plan to a realistic path, surfaces 

risk before it materializes, and reinforces the integrity of your confidence threshold 

every step of the way.

Takeaway: Toward a Smarter, More Certain GTM Future

Traditional go-to-market planning has reached its limit. Static forecasts, coverage 

heuristics, and intuition-based assumptions no longer hold up in a market defined by 

volatility, rising CAC, and shrinking room for error.

If you want to escape the cycle of missed targets and reactive pivots, three 

fundamental shifts are required:

1. Anchor every GTM plan to a defined confidence threshold.

If you can’t quantify the probability of success, you shouldn’t move forward. 

Treat confidence (e.g., P70, P80) as a first-class planning input—just like quota, 

CAC, or headcount. This adds the strategic discipline needed to translate 

ambition into reality.

2. Use AI to surface and resolve your GTM debt.

Don’t assume your team is ready to execute—validate it. AI can expose 

shortfalls in capacity, pressure-test assumptions, and simulate execution 

readiness under realistic conditions. GTM debt isn’t just a drag—it’s a risk 

multiplier. You need to see it before you feel it.

 Winning by Design 2025 Accelerated Growth Loop model

2

2
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3. Optimize for throughput across the entire revenue engine.

Growth doesn’t come from more leads—it comes from better flow. Focus on 

how value moves from acquisition through expansion. Use AI to identify 

leverage points, accelerate growth loops, and compound gains across the 

bowtie.

If you take nothing else from this report, take this: the next generation of GTM 

performance will not be won by working harder—it will be won by planning smarter.

By designing for certainty. By modeling risk. By turning insight into guided action.

The opportunity is yours to capture, and the emergence of AI-assisted tools is already 

here. Welcome to the era of guided growth.

What vendors should I consider? 

As companies continue to explore AI's potential in sales and customer engagement, 

several vendors have emerged with innovative solutions to address key use cases. 

We’ve gathered insights from companies at the forefront of AI-powered Growth 

Guidance Systems, each offering unique capabilities in planning, monitoring, 

re-planning and data hygiene. Below, we highlight the vendors we spoke to, what sets 

them apart, and the strengths of their offerings..

Vendor Capabilities and Market Research Guidelines

1. The list of vendors and each vendor’s capabilities is evolving rapidly, 

making it essential to conduct thorough research.

2. The market is still in its early stages, so this note is not intended to be 

written in a way to favor any particular vendor.

3. For this initial review, we have focused exclusively on use cases on the left 

side of the bowtie, specifically those related to inbound and outbound 

pipeline creation.

4. A vendor must have provided a comprehensive demo of their capabilities to 

be included in this review. We did not engage with customers or assess 

production environments.
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Final Thoughts

Given the poor track record of revenue planning outcomes, there's little to lose—and 

everything to gain—by embracing the AI-driven transformation already underway. We’re 

at the dawn of a technological shift that isn’t just making GTM more efficient—it’s 

making revenue outcomes more predictable.

The tools that will endure aren’t the ones that simply automate execution. They’re the 

ones that help you set realistic, achievable revenue trajectories—and adapt dynamically 

as conditions change. Even when that means revisiting the viability of the goal itself.

The old mantra of “plan the work, work the plan” no longer fits. In today’s environment, 

we need a new approach:

Plan for certainty. React with intelligence. Achieve your outcome with confidence.
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The following supplementary materials are available in the full version 
of this report, available to subscribers in the reference library. For more 
information on subscribing, see winningbydesign.com/access-pass.

SUPPLEMENTARY MATERIALS

01 Vendor Descriptions

02 Vendor Comparison

03 RFP Template

04 Growth Forecasting

05 The Growth Model
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