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Executive Summary 
In an evolving B2B sales environment, optimizing coverage models is essential for driving revenue growth and operational 
efficiency. This whitepaper presents a data-driven approach implemented for a leading human resources (“HR”) Tech client, 
focusing on redefining support roles within its Account Management (“AM”) and New Business Development (“NBD”) teams. 
The transformation focused on role realignment, optimized team sizing and strategic account prioritization, enabling more 
efficient resource utilization and measurable revenue gains.

The Results? 
Increased pipeline velocity, improved conversion rates and enhanced customer engagement, positioning the organization 
for scalable, long-term growth.

The Challenge: Inefficiencies in the Sales Coverage Model 
The client faced significant operational and structural inefficiencies in its AM and NBD functions:

Resource Misalignment. Support personnel within AM and NBD were overburdened with administrative and 
sales support tasks, reducing their ability to focus on high-value activities such as lead qualification, strategic 
account engagement and revenue generation.

Underutilization of Accounts. Seventy-five percent of existing accounts lacked qualified leads for FY2025, 
revealing significant missed revenue opportunities due to inefficient coverage and engagement strategies.

These systemic inefficiencies created an urgent need for a scalable, role-specific sales coverage framework that 
could realign support roles with revenue-driving activities.

Pipeline Discrepancies. Despite a 70% year-over-year increase in new opportunities, conversion rates 
remained stagnant, creating a $31 million gap in projected Annual Recurring Revenue (“ARR”) for fiscal year 
2025 (“FY2025”). The existing support structure failed to capitalize on these opportunities effectively. 

Segment Inefficiencies. A one-size-fits-all approach to Small and Medium-Sized Businesses (“SMB”), Mid-
Market (“MM”) and Enterprise (“ENT”) segments led to misalignment between account potential and resource 
allocation. Support roles were not structured to target high-value accounts effectively.
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The Solution: A Tailored, Data-Driven Sales 
Coverage Model 
To address these challenges, a three-pillar framework was 
implemented:

Role Realignment for Strategic Impact 

The first step was clearly defining support roles within 
AM and NBD teams to ensure alignment with strategic 
objectives:

	— Account Management Support Roles: transition support 
roles from sales support to proactive account expansion, 
including pipeline building, renewals management and 
customer success initiatives.

	— New Business Development Support Roles: re-focus 
support roles on high-potential SMB, MM and ENT 
segments, concentrating on lead qualification, outbound 
prospecting and tailored engagement strategies.

By refining these roles, the organization enabled support 
personnel to drive value-generating activities rather than 
administrative work.

Optimized Team Sizing and Deployment
A data-driven approach was used to determine the ideal 
team size and deployment strategy:

	— Workload and Complexity Analysis:

	— Segment-Specific Ratios: The model optimized 
coverage ratios, ensuring a 3:1 support-to-AM 
manager ratio for SMBs and a 2:1 ratio for ENT 
accounts to balance workloads and maximize 
effectiveness.

	— Capacity Planning: Support teams were scaled based 
on account complexity, revenue potential and 
required engagement levels.

	— Strategic Deployment of Resources:

	— Personnel were reassigned to align with AM and 
NBD leadership, ensuring a structured and balanced 
distribution of workload.

	— Account tiers were introduced, classifying accounts 
into Priority 1, 2, and 3 based on ARR potential and 
renewal likelihood.

Strategic Account Prioritization Framework –  
A Targeted Approach to Revenue Growth
A well-defined Strategic Account Prioritization Framework 
is critical to ensuring that sales resources are allocated 
efficiently, maximizing revenue potential while maintaining 
strong customer relationships. The framework ensures that 
support roles within the AM and NBD teams focus on the 
most valuable opportunities while reducing inefficiencies in 
pipeline management. 
 
At its core, this model leverages a scoring mechanism to 
rank accounts based on a combination of value-based 
metrics (growth potential, ARR impact, segment alignment) 
and risk-based metrics (renewal probability, customer 
satisfaction, churn risk). This structured approach ensures 
that sales efforts are directed toward high-potential 
accounts, reducing wasted effort on  
low-priority engagements.
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Key Components of the Framework:

	— Account Prioritization Scoring Model

	— A dynamic scoring system is used to rank accounts 
based on a proprietary blend of revenue potential and 
risk factors.

	— Accounts are segmented into tiers (Priority 1, 2, and 
3) based on their score, with tailored engagement 
strategies applied to each tier.

	— Value-Based Factors:

	— Revenue Impact – accounts with high ARR potential 
and strong growth indicators are prioritized.

	— Segment Alignment –support roles are aligned to 
accounts that fit the business’s ideal customer profile.

	— Expansion Potential – accounts demonstrating 
potential for cross-sell and upsell opportunities  
are weighted higher in priority.

	— Risk-Based Factors:

	— Renewal Probability – accounts nearing contract 
expiration with high retention potential are prioritized 
for engagement.

	— Customer Satisfaction Levels – metrics such as Net 
Promoter Score (“NPS”) and engagement frequency 
help gauge account health.

	— Pipeline Opportunity Value – assess the likelihood of 
deals moving through the pipeline efficiently.

Metric Before 
Optimization

Post-
Optimization

Lead 
Qualification Rate

28% 48% (+20%)

Conversion Rate 
(New Business)

12% 21% (+9%)

Pipeline Coverage ~50% 80% (+30%)

AM/NBD Support 
Productivity

Low High (Role-
Focused 
Engagement)

Results and Impact
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	— Deployment Playbook:

	— Once accounts are scored, a custom engagement 
playbook is used to dictate the level of attention and 
resources allocated to each tier.

	— The playbook includes specific rules of engagement, 
team handoff procedures and process automation to 
streamline execution.

This framework enables the sales organization to focus 
efforts on the highest-impact accounts while automating 
or streamlining lower-priority engagements, ensuring an 
efficient and scalable coverage model that maximizes  
sales performance.
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Conclusion
This realignment of support roles in AM and NBD teams is a blueprint for revenue acceleration. By leveraging data-driven 
insights, role specialization and strategic resource deployment, the organization bridged critical efficiency gaps and 
positioned itself for long-term sales success.
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