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Summary 

This is an operational diagnostic tool for Sales Leaders to validate pipeline and forecast 
integrity. It is designed to strip away "happy ears" and subject every forecastable deal to a 
rigorous evidence test. It covers both the psychology of the sale (Pain, Urgency) and the 
mechanics of the deal (Procurement, Legal), culminating in binary "What Must Be True" logic 
gates that force a decision to either commit the deal or kill it. 

Sections 

• The 8-Point Diagnostic: A comprehensive list of "Red Flags" across 8 categories 
(Business Problem, Stakeholders, Differentiation, Urgency, Co-Creation, Decision 
Process, Champion Test, Mutual Action Plan). 

• The "What Must Be True" (WMBT) Logic Gates: Binary tests required to move a deal to 
the next stage or forecast it. 

• The Manager’s Execution Toolkit: Specific techniques ("Reverse Engineering" and "Kill 
or Cure") for managing the pipeline review conversation. 

How to Use This Document 

• The "Friday Scrub": Managers should have this document physically in front of them 
during 1:1 pipeline reviews. 

• The "Spot Check": Do not show the checklist to the rep initially. Use the "Coaching 
Questions" provided to interrogate the deal. If the rep cannot answer, mark the Red 
Flag. 

• The Gatekeeper: Make the "WMBT" section the mandatory criteria for moving a deal 
from "Best Case" to "Commit." 

http://www.aceleragroup.com/


www.aceleragroup.com 

 
 
Bottom Line 

The Reality: 84% of deals are lost in the first meeting due to poor discovery. The Goal: Move 
from "trusting" the forecast to validating the forecast. Use this guide to strip away assumptions 
and focus on evidence. 

Introduction 

Part 1: The 8-Point Diagnostic 

Use these checkpoints to identify early warning signs in active opportunities. 

1. The Business Problem (The Pain) 

Is the rep solving a specific pain or just pitching a feature? 

The Red Flag (What you 
hear) 

The Coaching Question 

"They are interested in 
our [Feature]." 

"What specific business problem does that feature solve for 
them? Did they explicitly say that?" 

"They want to be more 
efficient." 

"Efficiency is vague. Did you uncover the specific metric they are 
trying to improve (e.g., revenue, speed, risk)?" 

"They didn't mention a 
budget yet." 

"If they don't fix this problem, what is the calculated cost to their 
business over the next 12 months?" 

 
 
2. The Stakeholders (Influence Map) 

Are we single-threaded or multi-threaded? 

The Red Flag (What 
you hear) 

The Coaching Question 

"My contact loves the 
platform." 

"Does this person have the authority to sign the check? If not, have 
they agreed to introduce you to the person who does?" 

"I’m not sure who else 
is involved." 

"Who loses power or budget if this deal goes through? Who is the 
likely Detractor?" 

"They are the only 
decision maker." 

"Walk me through their internal procurement process. Who else 
needs to see this before a PO is cut?" 
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3. Why Us (Differentiation) 

Why is the prospect choosing us over the competition or the status quo? 

The Red Flag (What you 
hear) 

The Coaching Question 

"They like our pricing." "If the competitor matches our price tomorrow, do we still 
win? What is our unique value?" 

"They think our UI looks 
better." 

"How does 'better UI' translate to hard dollars for them? Does 
it mean less training time or faster adoption?" 

"I don't think they are 
looking at anyone else." 

"Have you asked why they can't just build this internally or 
keep doing what they are doing (Status Quo)?" 

 
 
4. Why Now (Urgency) 

Is this a 'nice to have' or a 'need to have'? 

The Red Flag (What you hear) The Coaching Question 
"They are really excited to 
move forward." 

"Excitement isn't a timeline. What specific compelling event 
is driving them to buy now versus next quarter?" 

"They asked me to follow up 
in 2 weeks." 

"Why 2 weeks? Did you co-create a specific next step, or 
were you just dismissed?" 

"They are evaluating us 
against [Competitor]." 

"Do we know the decision criteria? Did we help them write 
the criteria, or are we responding to the competitor's rules?" 

 
 
5. Co-Creation Evidence 

Did the buyer participate, or just listen? 

The Red Flag (What you 
hear) 

The Coaching Question 

"I gave them the full 
demo." 

"What part of your hypothesis did they correct or modify 
during the conversation?" 

"They didn't have many 
questions." 

"Did you get them to admit to a problem they didn't know 
they had?" 

"I sent over the deck." "Did they agree to review it with a specific internal 
stakeholder by a specific date?" 
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6. The Decision Process (Mechanics) 

Do we know the path from "Yes" to "Signature"? 

The Red Flag (What you hear) The Coaching Question 
"They said procurement is 
just a rubber stamp." 

"Procurement is never a rubber stamp. Have you met them? 
Do you know their discount thresholds?" 

"We’ll figure out Legal later." "Have we sent our MSA/Security docs yet? If not, how can 
we close by the 31st given their 3-week legal SLA?" 

"I’m waiting for the CFO to 
sign." 

"Do you know the CFO’s signature limit? Does this need 
Board approval? When does the Board meet?" 

 
 
7. The Champion Test 

Do we have a friend, or do we have a champion on the inside? 

The Red Flag (What you 
hear) 

The Coaching Question 

"My contact is really 
nice/likes me." 

"Nice doesn't sign checks. Has this person ever bought software of 
this size before?" 

"They are selling it 
internally for me." 

"How do you know? Did they invite you to the internal sync? Did 
they ask you for materials to help them sell?" 

"They haven't asked for 
anything." 

"A true Champion asks for ammo. Test them: Ask for access to the 
Economic Buyer. If they say no, they aren't a Champion." 

 
 
8. The Mutual Action Plan (MAP) 

Are we hoping, or are we executing a shared timeline? 

The Red Flag (What you 
hear) 

The Coaching Question 

"I'm planning to close them 
by end of month." 

"Does the customer have a compelling reason to sign by the 
31st? Have they agreed to that date in writing?" 

"We don't have a written 
plan, but we agree." 

"If I asked your Champion 'what happens next Tuesday,' 
would their answer match yours exactly?" 
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Part 2: The "What Must Be True" (WMBT) Logic Gates 

Stop guessing. If the answer is not a definitive "YES," the deal does not advance. 

Gate A: To Move Forward (Pipeline Integrity) 

Required to move from Discovery to Validation. 

⎕ Pain is Quantified: Has the prospect acknowledged a cost of doing nothing (CODN) that 
exceeds our price? 

⎕	Access to Power: Has our contact agreed to introduce us to the Economic Buyer? 

⎕	Do Nothing is Dead: Is there a compelling event making the Status Quo impossible? 

Gate B: To Forecast (Commit Integrity) 

Required to mark a deal as "Commit" for this quarter. 

⎕	Paperwork is Real: Is the contract currently sitting with the person who has signature 
authority? Have you talked directly with them? Do they return your texts? 

⎕ Timeline is Shared: Does the date on the Mutual Action Plan align with the customer’s 
internal compelling event? 

⎕The "No" is Vetted: Have we identified the Detractor and neutralized them? 

⎕	Money is Allocated: Has the budget been formally released for this specific fiscal period? 

⎕	Resources are Allocated: Has the customer developed an implementation plan for the 
acquisition and internally committed resources? 
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Part 3: The Manager’s Execution Toolkit 
 
1. The "Reverse Engineering" Stress Test 

Use this when a rep commits a deal date. 

"If this deal closes on the 31st..." "...then what must be true on the 25th? (Procurement 
complete?)" "...which means what must be true today, the 15th? (Redlines received?)" 

If the condition for today isn't met, the close date is a fiction. 

2. The "Kill or Cure" Rule 

• If a deal triggers 3 or more Red Flags from Part 1... 
• Or fails any single Gate from Part 2... 
• The Action: The rep has one week to Cure (get the answer/validation) or Kill (remove 

from forecast). No lingering "Maybe" deals allowed. 
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