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QUESTIONS 1-5

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section A: Pipeline Data Quality and CRM Hygiene
Can You Trust Your Pipeline Data — or Is Your CRM a Graveyard of Stale Opportunities?

Financial forecasts built on dirty pipeline data are worse than useless — they
create false confidence. Stale opportunities, inflated deal sizes, incorrect
close dates, and inconsistent stage definitions make the CRM unreliable as a
forecasting input. The System CFO insists on CRM hygiene as a financial controls
issue, not just a sales operations preference.

A. PIPELINE DATA QUALITY AND CRM HYGIENE

1 CRM data quality standards are enforced — required fields are
populated, stage definitions are consistent, close dates are
realistic, and opportunities without activity for 30+ days are
flagged for review.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

2 Pipeline stages have objective entry and exit criteria —
advancing a deal from one stage to the next requires specific,
verifiable actions (demo completed, proposal sent, champion
identified) not subjective judgment.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

3 Deal amounts reflect realistic contract values — pipeline
dollar amounts represent the actual expected contract value,
not aspirational numbers, and are updated when scope, pricing,
or terms change.
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Non-Ex
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Ad Hoc

3

Dev

4
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5
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4 Close dates are updated regularly — expected close dates
reflect the current sales process status, not the original
estimate, and chronically slipping deals are flagged and
investigated.
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Dev
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5
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5 Pipeline coverage ratios are calculated accurately — the
organization knows its pipeline-to-quota ratio by segment, and
the ratio is based on clean data with appropriate weighting by
stage probability.
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SECTION A SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 6-10

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section B: Conversion Rate
Analysis and Forecasting Methodology
Do You Know Your Actual Conversion Rates — by Stage, by Segment, by Rep?

Conversion rates are the translation layer between pipeline and revenue. Without
accurate, segmented conversion data, the finance team cannot convert CRM
activity into a reliable financial forecast. The System CFO analyzes conversion
rates with the same rigor applied to financial ratios — segmented, trended,
benchmarked, and used as inputs to probabilistic forecasting models.

B. CONVERSION RATE ANALYSIS AND FORECASTING METHODOLOGY

6 Stage-to-stage conversion rates are calculated from historical
data — the organization knows the actual percentage of deals
that advance from each pipeline stage to the next, based on at
least 12 months of data.
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3

Dev

4

Estab

5
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7 Conversion rates are segmented by relevant dimensions — win
rates vary by deal size, customer segment, product, geography,
and sales rep, and these variations are reflected in the
forecast model.
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3

Dev

4
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5
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8 Sales cycle length is measured and factored into timing — the
average time from opportunity creation to close is tracked by
segment, and revenue timing in the forecast reflects realistic
cycle durations.
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Non-Ex
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3

Dev

4
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5
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9 The forecasting methodology uses weighted pipeline — each
opportunity contributes to the forecast based on its stage
probability multiplied by its deal value, producing a
statistically grounded revenue estimate.
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Ad Hoc
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4
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5
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10 Forecast accuracy is measured by comparing weighted pipeline
predictions to actual bookings — the organization tracks how
well its conversion-based forecasts predict actual revenue
outcomes each quarter.
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SECTION B SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 11-15

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section C: Revenue
Recognition and Bookings-to-Revenue Translation
Do You Convert Bookings to Revenue Correctly — With All the ASC 606 Complexity?

Bookings are not revenue. The translation from a signed contract to recognized
revenue involves performance obligation identification, standalone selling price
allocation, timing of satisfaction, and variable consideration estimates. The
System CFO ensures that the revenue forecast accounts for the full complexity of
revenue recognition, not just when contracts are signed but when revenue can be
recognized.

C. REVENUE RECOGNITION AND BOOKINGS-TO-REVENUE TRANSLATION

11 The bookings-to-revenue conversion timeline is modeled — the
organization knows the average lag between contract signing
and revenue recognition for each product and contract type.

1

Non-Ex
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Ad Hoc

3

Dev

4

Estab

5

Best

12 Revenue recognition rules are applied consistently — ASC 606
five-step model is followed for all contracts, with documented
positions on performance obligations, SSP allocation, and
timing of recognition.

1
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Dev
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5
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13 Deferred revenue and contract liability balances are forecast
— the financial model includes projections of deferred revenue
build and release based on current backlog and expected new
bookings.
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Non-Ex
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3

Dev

4
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5
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14 Variable consideration (usage-based, milestone-based,
contingent fees) is estimated using appropriate methods —
either expected value or most likely amount, with constraints
applied for uncertain amounts.
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Non-Ex
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Ad Hoc

3

Dev

4
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15 The finance team independently validates the revenue forecast
— rather than accepting the sales team's bookings forecast as
the revenue plan, finance applies its own conversion
assumptions and risk adjustments.
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SECTION C SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 16-20

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section D: Cross-Functional Alignment
Between Sales and Finance
Do Sales and Finance Speak the Same Language About Revenue?

The most common source of forecast error is not bad data — it is misalignment
between sales and finance. Sales forecasts bookings; finance forecasts revenue.
Sales counts TCV; finance counts ARR. Sales reports pipeline; finance reports
weighted revenue. The System CFO builds a common language and shared metrics
between sales and finance that eliminates translation errors and produces a
single version of the truth.

D. CROSS-FUNCTIONAL ALIGNMENT BETWEEN SALES AND FINANCE

16 Sales and finance use aligned definitions — terms like
bookings, ARR, MRR, TCV, ACV, pipeline, and revenue are
defined in a shared glossary with no ambiguity between the
functions.

1
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4
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5
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17 A regular forecast alignment meeting occurs — sales leadership
and finance review the pipeline, discuss deal-level
assumptions, and produce a consensus revenue forecast at least
monthly.
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18 Commission calculations are aligned with revenue recognition —
sales compensation reflects the revenue timing and recognition
rules, preventing incentive misalignment between bookings
behavior and revenue outcomes.
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19 CRM data flows to the financial forecast systematically —
pipeline data is extracted, transformed, and loaded into the
financial model through an automated or semi-automated process
rather than manual re-entry.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

20 Forecast variance is analyzed jointly — when actual revenue
differs from forecast, sales and finance collaborate on root
cause analysis, distinguishing between pipeline quality issues
and conversion methodology errors.
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SECTION D SCORE:   Total: _____ / 25          Average: _____ / 5

OVERALL ASSESSMENT SCORE

Section A: ___ / 25     Section B: ___ / 25     Section C: ___ / 25     Section D: ___ / 25     TOTAL: ___ / 100     AVG: ___ / 5
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GAP TO GOAL

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Gap-to-Goal Action Plan
Bridging the Gap — Sales Pipeline to Revenue Conversion Diagnostic

Transfer your five lowest-scoring questions. For each gap, define the target
state, specific actions, owner, timeline, and success metric. Focus on highest-
impact gaps first.

GAP # Q REF CURRENT TARGET SPECIFIC ACTION TO CLOSE GAP OWNER DEADLINE METRIC

1 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

2 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

3 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

4 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

5 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

ASSESSMENT SUMMARY

Completed by: ______________________________________   Date: ____________________

Overall average score: _____ / 5          Items scored 1-2 (critical): _____

Items scored 3 (developing): _____          Items scored 4-5 (strong): _____

Top strength: _______________________________________________________________________

Most critical gap: __________________________________________________________________

One action this week: _______________________________________________________________

READY TO GO DEEPER?

This free assessment identified your gaps. The Premium System CFO Toolkits provide

the frameworks, templates, and action plans to close them.  Visit EfuturesCFO.com
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R E A D Y   T O   G O   D E E P E R ?

This Assessment Identified the Gaps.
The Premium Toolkit Closes Them.

PREMIUM: The Revenue Operations Diagnostic (12 Pages)

The full premium toolkit includes the complete revenue decomposition

framework, pipeline-to-revenue conversion model, CRM hygiene

scorecard, ASC 606 recognition mapping, sales-finance alignment

protocols, and the System CFO revenue quality dashboard.

Plus: Access the Super Exclusive 46-Page

System CFO Organizational Finance Assessment Kit

A B O U T   T H E   A U T H O R
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