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DICTIONARY / BIZNATRON

Sales KPI Dictionary

The Biznatron System for Turning Sales Numbers Into Better Decisions

A sales metric is useful only when it changes a decision. The purpose of measurement is not to create a
bigger dashboard. It is to answer practical questions:

® Are we targeting the right market?

® Can we reach the right buyers?

® Are buyers engaging for the right reasons?

® Are meetings genuinely qualified?

® Are opportunities moving?

® Are we creating enough commercial value?

® Where is the first part of the system that is breaking?

® What should change next?

Biznatron measures sales as one connected system:

TARGET ACCOUNTS - VERIFIED BUYERS —» OUTREACH - CONNECTS OR REPLIES - MEANINGFUL
CONVERSATIONS - QUALIFIED MEETINGS - SHOWS - NEXT STEPS - OPPORTUNITIES — PIPELINE -
REVENUE — LEARNING

The most important rule in this dictionary is simple:

DO NOT LOOK AT A NUMBER ALONE. LOOK AT THE NUMBER, ITS DENOMINATOR,

ITS QUALITY, ITS SEGMENT, AND WHAT HAPPENED NEXT.

1. A KPI Should Answer a Decision

Before tracking a metric, ask:

® What decision will this number help us make?

® Who owns that decision?

® How often can the number change meaningfully?
® What other metric must be viewed beside it?

® What action should happen if it moves?

If nobody knows what decision a KPI supports, it is probably dashboard decoration.
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Examples:

® (Call attempts help answer whether enough calling capacity is being used.

® Connect rate helps answer whether the data, timing, or contactability is working.

® Meaningful conversation rate helps answer whether the opener and relevance are working.
® Meeting-to-opportunity rate helps answer whether meetings deserve sales time.

® Win rate helps answer whether the company is converting real opportunities into customers.

A KPIl is not just a number. It is a question with evidence attached.

2. Use Count + Rate + Quality Together

Most sales mistakes happen because teams look at only one of these.

Count

How much happened?

Examples:
® 150 calls

® 12 conversations
® 6 meetings
® 3 opportunities

® $120,000 pipeline

Rate

How efficiently did one stage turn into the next?

Examples:

® Connect rate

® (Conversation-to-meeting rate
® Show rate

® Meeting-to-opportunity rate

® Win rate

Quality
Did the result deserve to count?
Examples:

® Was the account in the ICP?

® Was the buyer relevant?

® Was there a real business problem?

® Was the meeting qualified?
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® Was the opportunity accepted by sales?

® Was the pipeline value realistic?

Use the Biznatron KPI Triangle:

COUNT + RATE + QUALITY = USEFUL PERFORMANCE VIEW

A high count with weak quality creates noise. A high rate from a tiny sample can create false confidence.
Strong quality with no volume may never create enough pipeline.

3. Denominator Discipline

A percentage is meaningless until the denominator is clear.

“20% conversion” can mean very different things:

® 20 meetings from 100 calls
® 20 meetings from 100 live connects
® 20 meetings from 100 meaningful conversations

® 20 opportunities from 100 meetings

Always write the full formula.

Examples:

Connect Rate = Live Connects + Call Attempts x 100 Meaningful Conversation Rate = Meaningful
Conversations + Live Connects x 100 Conversation-to-Meeting Rate = Meetings Booked + Meaningful
Conversations x 100 Show Rate = Meetings Attended + Meetings Scheduled x 100
Meeting-to-Opportunity Rate = Accepted Opportunities + Meetings Attended x 100 Win Rate =
Closed-Won + Agreed Opportunity Denominator x 100 Denominator Discipline means the definition is
decided once, documented, and kept consistent. If the denominator changes, the metric has changed
even if the label has not.

4. Leading, Lagging, and Diagnostic Metrics

Leading Metrics
These move early and help predict whether enough selling activity and buyer engagement are entering

the system.

Examples:

® Accounts researched
® Verified buyer coverage
® (Calls

® Emails
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® LinkedIn touches
® Live connects
® Replies

® Meaningful conversations

Lagging Metrics

These appear later and show what the earlier work eventually produced.

Examples:
® Opportunities

® Pipeline

® Win rate

® Revenue

® Sales cycle

® Customer acquisition efficiency

Diagnostic Metrics

These explain why a leading or lagging result moved.

Examples:
® |CPfit rate

® (Contact validity

® Decision-maker connect rate
® Positive reply rate

® (Qualification rate

® Show rate

® QA score

® Stage conversion

® |oss reason

Do not run a sales team only on leading metrics because activity can be gamed. Do not run it only on
lagging metrics because revenue appears too late to coach daily behavior. Use all three.

5. The Paired KPI Rule

Any KPI that can be gamed should have a counter-metric beside it.

Examples:

® (Calls + Meaningful Conversation Rate

® Emails Sent + Positive Reply Rate
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® Meetings Booked + Meeting Qualification Rate

® Qualified Meetings + Show Rate

® Pipeline Created + Pipeline Acceptance / Quality

® |ow Cost per Meeting + Meeting-to-Opportunity Rate
® Fast Sales Cycle + Win Rate

® High Win Rate + Average Deal Value

® High Activity + QA Score

This is the Paired KPI Rule:

IF A NUMBER CAN IMPROVE WHILE THE BUSINESS GETS WORSE, PAIR IT WITH A

QUALITY OR OUTCOME METRIC.

6. Metric Collision

Sometimes two KPIs improve in opposite directions. That is not automatically a problem. It is information.

Examples:

® Meeting volume rises while qualification rate falls.
® (Cost per meeting falls while opportunity value falls.
® (Call volume rises while conversation quality falls.

® Sales cycle shortens while average deal size drops.
® Reply rate rises while positive reply rate falls.

® Win rate rises because the team is only pursuing easy, small deals.

This is Metric Collision. When two metrics conflict, ask which one is closer to the commercial outcome the
business actually wants. Do not optimize a local number at the expense of the whole revenue system.

7. Metric Debt

Metric Debt builds when a company keeps reporting numbers that nobody fully trusts.

Common causes:

® Different teams use different definitions.

® (CRM stages are not updated consistently.

® Meetings are counted before qualification.

® Pipeline values are entered without evidence.
® Sourced and influenced revenue are mixed.

® Old opportunities remain open.
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® Disqualified leads stay inside active funnel reports.

® Missing data is silently treated as zero or success.

Metric Debt creates a dangerous problem: people start debating the dashboard instead of improving the
business.

Reduce Metric Debt by defining:

® Metric name

® Exact formula

® Data source

® Owner

® Update frequency

® Required fields

® Qualification standard
® Exclusions

® Cohortrule

8. KPI Confidence

Not every metric deserves equal trust. Use a simple KPI Confidence test.

High confidence means:

® The definition is clear.

® The denominator is consistent.

® The source data is complete.

® The sample is large enough to be useful.

® The period is mature enough for the outcome to exist.

® The metric is segmented appropriately.
Low confidence means one or more of those are missing.

Use:

KPI CONFIDENCE = DEFINITION CLARITY + DATA QUALITY + DENOMINATOR

CONSISTENCY + SAMPLE MATURITY + SEGMENT QUALITY

Do not make a major sales decision from a low-confidence number just because it looks precise on a
dashboard.
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9. Cohort Maturity: Do Not Judge Revenue Too
Early

A meeting booked this week may not become revenue for 30, 60, 90, or more days. That means current
activity and current revenue often belong to different cohorts.

Example:

September meetings may create November pipeline and January revenue. If September revenue is weak,

it may reflect June or July pipeline rather than September prospecting.

Use cohort reporting:

®  Which month did the account enter outreach?
®  Which month did the meeting happen?
®  Which month was the opportunity created?

®  Which month did it close?

This prevents teams from blaming the wrong activity period.

10. Funnel Causality: Find the First Broken
Conversion

When revenue is weak, start at the bottom and work backward.

Revenue low

{ Win rate normal or abnormal? | Opportunity volume normal or abnormal? { Meeting-to-opportunity
normal or abnormal? ! Show rate normal or abnormal? | Conversation-to-meeting normal or abnormal? {
Meaningful conversation rate normal or abnormal? { Connect / reply rate normal or abnormal? {
Targeting and data quality normal or abnormal? Fix the first abnormal stage. Do not demand more activity
from the top of the funnel until you understand where the existing activity is leaking.

11. Activity Is a Capacity Signal, Not a Success
Signal

Activity tells us whether enough work entered the system. It does not tell us whether the work was good.

Useful activity metrics include:
® Call attempts

® Emails sent

® LinkedIn touches

® Unique accounts touched
® (Cadences started

® Cadences completed
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® Follow-ups completed

® Research tasks completed
Project-specific operating reference:

Some Biznatron campaigns have historically operated around:
® 120 to 150 call attempts per BDR per day
® 20 to 50 emails per BDR per day
® 10 to 25 LinkedIn touches per BDR per day

These are project-specific operating references, not universal benchmarks, guarantees, or contractual
targets. A narrow enterprise campaign may require fewer, deeper touches. A broad SMB campaign may
support more activity.

The rule is:

NEVER INCREASE ACTIVITY JUST TO HIDE WEAK CONVERSION.

12. Targeting and Data KPIs

Accounts Researched

Definition: Unique target accounts researched to the campaign standard. What it tells us: Research
capacity and top-of-funnel replenishment. If weak: Check research depth, workflow friction, source
availability, account complexity, and team capacity.

ICP Fit Rate

Formula: ICP-Qualified Accounts + Researched Accounts x 100 What it tells us: Whether sourcing is
pointed at the right market. If weak: Fix the market or list before rewriting messaging.

Decision-Maker Coverage

Formula: Accounts With at Least One Verified Relevant Buyer + ICP-Qualified Accounts x 100 What it tells
us: Whether the team can reach somebody who plausibly owns the problem.

Multi-Thread Coverage

Formula: Priority Accounts With 24+ Relevant Stakeholders + Priority Accounts x 100 What it tells us:
Whether important accounts depend on one contact.

Contact Validity Rate

Formula: Valid Contacts + Contacts Researched x 100 What it tells us: Whether the underlying contact
data is usable.
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Wrong-Person Rate

Formula: Replies or Connects Indicating Wrong Contact + Relevant Replies or Connects x 100 What it tells
us: Whether persona mapping matches how buying responsibility actually works.

Duplicate Rate

Formula: Duplicate Records + Records Reviewed x 100 What it tells us: CRM hygiene and risk of repeated
outreach.

13. Calling KPIs

Call Attempts

Count of outbound calls placed. Pair with: Connect Rate and Meaningful Conversation Rate.

Connect Rate

Formula: Live Connects + Call Attempts x 100

If weak, investigate:
® Direct-dial quality
® (Calling windows
® Time zones
® Spam labeling
® Dialer reputation
® list age

® Title contactability

Decision-Maker Connect Rate

Formula: Intended Buyer or Relevant Stakeholder Connects + Call Attempts x 100 This separates
“someone answered” from “we reached someone relevant.”

Meaningful Conversation Rate
Formula: Meaningful Conversations =+ Live Connects x 100 A meaningful conversation creates useful

evidence about relevance, problem, ownership, timing, objection, or next step.

If weak, investigate:

® QOpener

® Reason for calling
® Buyer language

® |ndustry relevance

® Tone
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® Listening

®  Pitching too early

Conversation-to-Meeting Rate

Formula: Meetings Booked + Meaningful Conversations x 100

If weak, investigate:

® Problem strength

® Value connection

® (Qualification

® Objection diagnosis
® (CTA

® Whether a meeting is actually the right next step

Call QA Score

Measures the quality of the call against an agreed standard.

Useful dimensions:

® Opener

® Relevance

® Buyer language

® listening

® Discovery

® Objection handling
® (Qualification

® Accuracy

®  Professionalism

® Notes

® Next step

Average Call Duration

Use carefully. Longer is not automatically better. Shorter is not automatically worse. Use duration as a
diagnostic clue, not a target reps are expected to game.

14. Email KPIs

Delivery Rate

Formula: Delivered Emails + Emails Sent x 100 If weak: Check sender health, authentication, list quality,
infrastructure, and sending patterns.
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Bounce Rate

Formula: Bounced Emails + Emails Sent x 100 If high: Stop scaling and fix the data or sending setup.

Reply Rate

Formula: Human Replies + Delivered Emails x 100 Useful, but incomplete.

Positive Reply Rate

Formula: Positive or Commercially Useful Replies + Delivered Emails x 100 A stronger measure of
relevance than total replies.

Qualified Reply Rate

Formula: Replies With Real Business Relevance + Delivered Emails x 100

Examples:

® Buyer confirms the problem.

® Buyer asks for a conversation.

® Buyer gives useful timing information.
® Buyer refers the correct stakeholder.

® Buyer describes an incumbent or current process.

Email-to-Meeting Rate

Formula: Meetings Sourced From Email + Delivered Emails x 100

Opt-Out Rate

Formula: Opt-Outs + Delivered Emails x 100 If rising: Check relevance, frequency, list quality, targeting,
and tone.

Open Rate

Use carefully. Privacy protection, image loading, and mailbox behavior can distort open tracking. Do not
optimize cold email mainly for opens when replies, qualified replies, meetings, and opportunities provide
better evidence.

15. LinkedIn KPIs

Connection Acceptance Rate

Formula: Accepted Connections + Connection Requests Sent x 100

What it can indicate:
®  Profile credibility

® Targeting quality
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® Connection-request relevance

Linkedin Reply Rate

Formula: Human Replies + Messages Sent or Delivered, depending on available platform data.

Positive LinkedIin Reply Rate

Measures replies showing relevance, referral, timing, curiosity with business context, or willingness to
continue.

LinkedIn-to-Meeting Rate

Use a clearly defined denominator.

Examples:

Meetings + Meaningful Linkedln Conversations or Meetings + Delivered Direct Messages Do not compare
the two unless the denominator is the same.

Profile Views and Content Engagement

Treat as supporting signals, not pipeline outcomes. A profile view may show familiarity. A like may show
awareness. Neither is a qualified opportunity.

16. Meeting KPIs

Meetings Booked

Count of calendar meetings scheduled from outreach.

Important:

BOOKED = QUALIFIED # ATTENDED = OPPORTUNITY

Qualified Meetings Booked

Meetings that meet the agreed qualification standard before handoff.

Typical evidence:
® |CPfit

® Relevant buyer

® Plausible or confirmed business problem
® | egitimate reason for the meeting

® Reasonable potential for value

® No known hard disqualifier
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Meeting Qualification Rate

Formula: Qualified Meetings + Meetings Booked x 100 If weak: Review targeting, BDR incentives, booking
pressure, qualification questions, and meeting definitions.

Show Rate

Formula: Meetings Attended + Meetings Scheduled x 100 If weak: Review qualification, time-to-meeting,
confirmation, reminders, expectations, calendar accuracy, and whether the buyer had a reason to attend.

No-Show Rate

Formula: No-Shows + Meetings Scheduled x 100 Pair with Reschedule Recovery Rate.

Reschedule Recovery Rate

Formula: Recovered Meetings + Eligible Cancelled or Missed Meetings x 100

Next-Step Rate
Formula: Meetings With a Mutually Agreed Next Action + Meetings Attended x 100

Examples:
® Deeper discovery

® Technical evaluation
® Stakeholder meeting
® Data review

® Proposal

® Business case

® Trial

® Security review

® Procurement step

17. Qualification KPIs

Qualification Completion Rate

Formula: Opportunities With Required Evidence + Opportunities Requiring Qualification x 100

Important:

UNKNOWN IS NOT QUALIFIED.
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Evidence Confidence

Track qualification using the canonical Evidence Confidence levels:

® Assumed

® Unknown

® Partial Evidence
® Strong Evidence
® Verified

A score without evidence confidence can create false certainty.

Sales Qualified Lead Rate

Formula: SQLs + Engaged Leads or Qualified Conversations, based on the agreed reporting model.

Disqualification Rate

Formula: Disqualified Prospects + Prospects Evaluated x 100 A healthy sales system should disqualify
some prospects. Zero disqualification can mean the team is protecting volume rather than protecting sales
time.

Top Disqualification Reasons
Examples:
® Wrong account
® Wrong buyer
® No meaningful problem
® |owimpact
® No timing
® No implementation path
® Commercial mismatch
® Unsupported requirement
® No decision path

® No credible next step

Track the reason because disqualification is market intelligence.

18. Pipeline KPIs

Meeting-to-Opportunity Rate

Formula: Accepted Opportunities + Meetings Attended x 100 This is one of the strongest tests of meeting
quality.
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Opportunities Created

Count of accepted sales opportunities sourced or influenced by the motion. Keep sourced and influenced
separate.

Pipeline Created

Formula: Sum of accepted opportunity value from the defined cohort. Do not count wishful CRM values as
real pipeline.

Average Opportunity Value

Formula: Pipeline Value + Opportunities Created Useful for comparing segments and preventing the team
from treating all meetings as commercially equal.

Pipeline Coverage Ratio

Formula: Qualified Pipeline + Revenue Target Use as a planning metric. Required coverage depends on
historical win rate, deal quality, sales cycle, stage, and forecast confidence.

Pipeline Velocity

Common formula:

Qualified Opportunities x Average Deal Value x Win Rate + Average Sales Cycle Length Use it to
understand how volume, deal size, conversion, and speed interact.

Stage Conversion Rate

Formula: Opportunities Entering Next Stage + Opportunities Eligible to Advance x 100 Track by stage. A
weak stage conversion shows where opportunity momentum is breaking.

Stage Aging
Measures how long opportunities remain in each stage.
Long aging can signal:

® Weak buyer commitment

® Missing stakeholder

® No decision process

® No urgency

® Internal approval delay

®  Poor follow-up

® Seller optimism
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19. Revenue and Efficiency KPIs

Win Rate

Define the denominator once.

Possible models:

Closed-Won + Closed Opportunities or Closed-Won =+ Qualified Opportunities Both can be useful. They are
not the same metric.

Outbound-Sourced Revenue

Revenue where outbound created the original qualified sales conversation.

Outbound-Influenced Revenue

Revenue where outbound materially contributed but was not the original source. Never combine sourced
and influenced into one inflated number.

Revenue per Qualified Meeting

Formula: Mature Outbound-Sourced Revenue + Qualified Meetings Attended in the Matching Cohort

Cost per Qualified Meeting

Formula: Relevant Outbound Cost + Qualified Meetings Produced Pair with Meeting-to-Opportunity Rate.

Cost per Opportunity

Formula: Relevant Outbound Cost + Accepted Opportunities Created Often more useful than cost per
meeting because it incorporates quality.

Revenue per Opportunity

Formula: Mature Revenue + Opportunities Created in the Matching Cohort Use after the cohort has had
enough time to close.

Sales Cycle Length

Measure from a clearly defined start point to a clearly defined end point. Do not mix SMB, mid-market, and
enterprise cycles into one average unless the comparison is intentional.

20. QA and Operational Health KPIs

CRM Logging Completeness

Formula: Required Activities Correctly Logged + Activities Requiring Logs x 100 If weak, the rest of the
dashboard becomes less trustworthy.
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Notes Quality Rate

Measures whether conversation and meeting notes contain usable evidence.

Useful fields:

® Problem

® Impact

® Buyer role

® Timing

® Objection

® Stakeholders

® Current process

® Qualification evidence

® Next step

QA Pass Rate

Formula: Reviewed Activities Meeting Quality Standard + Reviewed Activities x 100 Use QA to explain
conversion, not just to police reps.

Handoff Accuracy

Measures whether a meeting is transferred with correct contact, company, context, qualification, notes,
calendar details, and required stakeholders.

Reporting Accuracy

Measures whether dashboard numbers reconcile with source systems.

Data Freshness

Measures whether critical account, contact, opportunity, and stage data is current enough to support
decisions.

21. Metric Gaming: Watch What the KPI Teaches
People to Do

People respond to what is measured.

Examples:

If reps are rewarded only for calls, they may optimize dials rather than conversations. If reps are rewarded
only for booked meetings, they may reduce qualification. If managers are rewarded only for pipeline value,
CRM values may become optimistic. If sales teams are rewarded only for win rate, they may avoid difficult
but valuable opportunities. If support teams are rewarded only for speed, resolution quality may fall.
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Before setting a target, ask:

What behavior could this metric accidentally reward? Then add the counter-metric.

22. Segment Before You Judge

Blended averages can hide the real story.

Break performance down by:

® Industry

® Company size

® Geography

® Account tier

® Buyer title

® Buyer seniority

® |ead source

® Channel

® Message angle

® Offer

® BDR

® Campaign

® Week or cohort

® New account vs re-engagement
® Single-thread vs multi-thread
® Deal size

® Sales stage

Example:

A 4% decision-maker connect rate with Fortune 500 CFOs may be more commercially valuable than a 15%
connect rate with junior managers if the first group creates much larger, better-qualified opportunities.
Averages describe the mix. Segments explain the business.

23. Title-Wise KPI Interpretation

Founder / CEO

Usually cares most about:

® (Qualified conversations
®  Opportunity quality

® Pipeline value
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® Speed to learning
® Cost of the motion
® Revenue creation

® Management burden

Do not lead with raw activity unless it explains a business outcome.

CRO / VP Sales

Usually cares most about:

® Pipeline coverage

® Meeting quality

® Meeting-to-opportunity rate
® Next-step rate

® Stage conversion

® Win rate

® Sales cycle

® Forecast confidence

Head of SDR / BDR

Usually cares most about:
® Rep activity quality

® Connect rate

® Meaningful conversation rate
® Positive reply rate

® Qualified meetings

e QA

® (Coaching patterns

® Conversion by message angle

® Rep consistency

Revenue Operations
Usually cares most about:
® Data quality
® CRM completeness
® Stage definitions
® Attribution

® Routing
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® Duplicate control
® Source accuracy
® Stage conversion
® Forecast hygiene

® Reporting accuracy

Ccoo

Usually cares most about:

®  Process reliability

® (Capacity

® Handoffs

® Execution consistency
® (Cost efficiency

® Operational risk

® Management load

CFO

Usually cares most about:
® Cost per opportunity

® Pipeline value

® Win rate

® Sales cycle

® Revenue efficiency
® Payback logic

® Hiring exposure

® Forecast confidence

Use the buyer’s scoreboard, not the seller’s activity report.

24. Industry-Wise KPI Interpretation

SaaS / Technology
Watch:

® Pipeline coverage

® Demo quality

® Meeting-to-opportunity

® Technical stakeholder involvement
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® Sales cycle
® Multi-threading
® Win rate by segment

® Expansion potential

MSP / IT Services / Telecom / UCaaS

Watch:

® Decision-maker reachability
® Current-provider timing

® Renewal timing

® Regional or vertical coverage
® Meeting quality

® Opportunity value

® Sales cycle

® Migration or switching milestones

Consulting / Professional Services
Watch:

® Senior-buyer conversations

® Problem relevance

® Qualified meeting rate

® Proposal progression

® Average opportunity value

®  Partner time saved

® Relationship-driven cycle length

Staffing / Recruiting
Watch:

® Hiring triggers

® Hiring-manager conversations

® Account penetration

® C(Client urgency

® Qualified opportunity rate

® Speed to next step

® Account expansion
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Manufacturing / Logistics / Industrial
Watch:

® (Correct site and role coverage

® Operational conversations

® Multi-stakeholder involvement

® RFQ or procurement progression

® Cycle length

®  Opportunity value

® |mplementation milestones

Healthcare / Dental / Medical Services
Watch:

® Practice or facility fit

® Owner / administrator / office-manager access

® Trust-sensitive follow-up

® Operational or compliance relevance

® (Qualified meeting rate

® Show rate

® Multi-location complexity

Financial Services
Watch:

® Title accuracy

® Compliance-safe messaging

® Senior stakeholder engagement

® (Qualification depth

® Trust

® | ong-cycle progression

®  Opportunity quality

Never force one benchmark across industries. Compare a campaign first against its own baseline, then
against the most relevant peer segment.

25. Benchmarks: Use Them as Context, Not Truth

External benchmarks can be useful for orientation.

They become dangerous when teams use them without matching:
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®  Industry

® Buyer seniority
® Deal size

® Geography

® Channel

®  Offer maturity
® Brand strength
® Data quality

® Sales cycle

® Qualification standard

The strongest benchmark is often your own segmented historical baseline. Use external data to ask better
questions, not to declare failure automatically.

Project-specific Biznatron planning references have sometimes included:

® 2 to 3 scheduled meetings per week

® 6 to 8 qualified show-ups per month

® Around 30% meaningful-conversation-to-meeting conversion
® Around 80% show rate

® Around 60% attended-meeting-to-next-step conversion

These are internal planning references for some campaigns, not universal market benchmarks or
guarantees.

26. Daily, Weekly, Monthly, and Quarterly Review

Daily

Use daily reporting for immediate operating control:
® (Calls
® Emails
® LinkedIn touches
® Unique accounts touched
® Live connects
® Meaningful conversations
® Positive replies
® Meetings booked
® Data problems

® Deliverability issues
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® CRM task completion

Weekly

Use weekly reporting for conversion and coaching:

® Connect rate

® Meaningful conversation rate
® Positive reply rate

® (Conversation-to-meeting rate
® (Qualified meeting rate

® Show rate

® QA patterns

® Top objections

® \Wrong-person rate

® Disqualification reasons

® Performance by title, industry, and message angle

Monthly

Use monthly reporting for commercial direction:

® (Qualified show-ups

® Next-step rate

® Meeting-to-opportunity
® Opportunities created
® Pipeline created

® Stage progression

® Cost efficiency

® |CPlearning

® Messaging learning

® Buyer-language learning

Quarterly
Use quarterly reporting for strategic decisions:
® Winrate
® Revenue by cohort
® Sales cycle
® Pipeline velocity

® Segment economics
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® Channel contribution
® Offer performance

® Forecast accuracy

® |CP changes

® Resource allocation

27. Diagnostic Patterns: What to Investigate When
a Number Moves

High activity + low connect rate
Check:

® Data quality

® Direct dials

® Calling windows

® Time zones

® Spam labeling

® Title contactability

Good connect rate + low meaningful conversations
Check:

® Opener

® Reason for outreach

® Buyer language

® |ndustry relevance

® Tone

®  Pitching too early

Good conversations + low meetings
Check:

® Problem strength

® Value

® (Qualification

® Objections

e (CTA

® Whether a meeting is the right next step
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Good booking volume + low qualification
Check:

® |ncentives

® Booking pressure

® |CPfit

® Buyer role

® Qualification standard

Good qualified bookings + low show rate
Check:

® Time-to-meeting

® Expectation setting

® (Calendar accuracy

® Reminders

® Buyer commitment

Good show rate + low next-step rate
Check:

® Discovery

® Business impact

® Buyer seniority

®  Proof

® Differentiation

® Decision confidence

® (Closing-team execution

Good next-step rate + low opportunity creation
Check:

® (CRM stage definitions

® Qualification depth

® Stakeholder mapping

® Technical blockers

® Commercial blockers

® Follow-up completion
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Good opportunity creation + low win rate
Check:

® Value case

® Champion strength

® Economic-buyer access

® Decision criteria

® Decision process

® Competition

®  Pricing

®  Procurement

® |egal

® |mplementation risk

® Buyer indecision

High win rate + low revenue
Check:

® Average deal value

® Segment mix

® Discounting

® Upsell potential

® Whether the team is avoiding larger opportunities

28. The KPI Truth Test

Before trusting a dashboard number, ask:

® What exactly does this metric mean?

® Whatis the denominator?

® \What data source produced it?

® |s the data complete?

® |s the sample large enough?

® |s the cohort mature enough?

®  Which segment is driving the result?

® What quality standard sits behind the count?
® What metric should be paired with it?

® Could somebody game this number?

® What happened at the next stage?
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® What business decision should change because of it?

If those questions cannot be answered, the metric may be precise but still not useful.

29. The Biznatron KPI Dashboard Model

Layer 1: Market and Data
® |CPfit
® Buyer coverage
® Contact validity

® Account coverage

Layer 2: Activity
® Calls
® Emails
® linkedIn
® Unique accounts touched

® Cadence completion

Layer 3: Engagement Quality
® Decision-maker connects
® Meaningful conversations
® Positive replies
® Wrong-person rate

®  Objection mix

Layer 4: Meeting Quality
® (Qualified meetings
® Show rate
® Reschedule recovery
® Qualification rate

® Next-step rate

Layer 5: Opportunity Quality
® Meeting-to-opportunity
® Pipeline created
® Average opportunity value

® Stage conversion
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® Stage aging

® Multi-threading

Layer 6: Commercial Outcome
® Winrate
® Revenue
® Sales cycle
® Cost per opportunity
® Pipeline velocity

® Revenue efficiency

Layer 7: Learning
® Why did we win?
® Why did we lose?
® What did buyers say?
® Which segments changed?
®  Which assumptions were wrong?

® What should change next?

A dashboard should move from activity to commercial truth, not stop at activity.

30. Final Principle

Sales KPIs should create truth, not pressure theater.

The best measurement system helps the team understand:
® Who should be targeted

® Who can be reached

® What buyers respond to

® \Where conversations break

® Which meetings deserve time

®  Which opportunities are real

® Why deals advance or stall

® \Where money is being created or lost

® What the team should change next

Use the Biznatron measurement formula:
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COUNT - RATE - QUALITY -» SEGMENT -» COHORT - DIAGNOSIS -» ACTION -

COMMERCIAL OUTCOME - LEARNING

When a number moves, do not react to the number first. Find the business reason behind it.

How Biznatron Helps

Biznatron measures outbound and sales-development programs from account research through qualified
conversations, meetings, opportunities, pipeline, and revenue. Reporting is designed to diagnose the
system, not simply count activity. The goal is not to produce the biggest dashboard. The goal is to give the
team enough reliable evidence to make the next sales decision better.

BUILDING BUSINESSES THROUGH PEOPLE

Explore more practical revenue resources at www.biznatron.com/resources
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