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Forecasting in volatile times
Scenario-based rolling forecast

Nicolas Dejehansart
Pascal Persyn
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Announced and unexpected circumstances (regulatory / covid-19)

And the mixed diversity of:

Project and/or recurring business
Direct, indirect business, co-selling and working with agents
Deal complexity (product mix, size,…)
Buying cycle: #people involved – buying maturity
Length of sales cycle
Sales & sales management experience
Territory management
Market share – competitive strengths

We all struggle with today’s uncertainty and complexity

We are depending on the seller data input
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3Systematic approach to commercial forecasting
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Mandatory criteria for a sales development driven forecast

Key words: Continuous - Agile – Customer Centric

What is 
a good 
forecast

Same mechanism from seller all the way to 

the (management) board

Continuous 4 quarter visibility
Add 1 quarter every quarter

Manage multiple scenarios at the same time 

and ongoing

Using the buying stage not the step of sales

Based on verifiable customer outcomes

Foundation for all bizz reviews
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Case: How to handle the following? (prospects in recurring bizz)

Value
Probability 
switching 

vendor

Probability 
buying from us Forecast value

Customer 1 100 25% 90% ?

Customer 2 100 90% 25% ?

How to replace the ‘?’

Forecast: ?
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Case: How to handle the following? (project bizz)

Value
Probability 
spending 
money

Probability 
buying from us Forecast value

Opportunity 1 100 25% 90% ?

Opportunity 2 100 90% 25% ?

Forecast: ?

How to replace the ‘?’
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Mandatory criteria for a sales development driven forecast

Key words: Continuous - Agile – Customer Centric

What is 
a good 
forecast

Same mechanism from seller all the way to 

the (management) board

Continuous 4 quarter visibility
Add 1 quarter every quarter

Manage multiple scenarios at the same time 

and ongoing

Using the buying stage not the step of sales

Based on verifiable customer outcomes

Foundation for all bizz reviews
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Case: Pipeline view with rolling forecast impact
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Mandatory criteria for a sales development driven forecast

Key words: Continuous - Agile – Customer Centric

What is 
a good 
forecast

Same mechanism from seller all the way to 

the (management) board

Continuous 4 quarter visibility
Add 1 quarter every quarter

Manage multiple scenarios at the same 

time and ongoing

Based on verifiable customer outcomes

Using the buying stage not the step of sales

Foundation for all bizz reviews
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Case: Criteria determining potential outcomes
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5 views with the other filters to improve  
(self-)coaching

Active pipeline: Filter all ‘active’ oppies

Worst Case Forecast: Filter all ‘active’ oppies 
and commit=1

Realistic Case: Filter all ‘active’ oppies + %DH 
> 60% + %DS > 60% and Budget=1 and    
Solution Fit=1 and shortlist ranking=1

Best Case: Filter all ‘active’ oppies + %DH > 
50% + %DS > 40% and Budget=1 and    
Solution Fit=1 

On Hold: Filter all oppies with status ‘On Hold’

Case: scenario criteria



©
 P

er
p
et

os
, 

co
n
fi
d
en

ti
al

Mandatory criteria for a sales development driven forecast

Key words: Continuous - Agile – Customer Centric

What is 
a good 
forecast

Same mechanism from seller all the way to 

the (management) board

Continuous 4 quarter visibility
Add 1 quarter every quarter

Manage multiple scenarios at the same time 

and ongoing

Based on verifiable customer outcomes

Using the buying stage not the step of 

sales

Foundation for all bizz reviews
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Comparing solutions
Match with buying criteria
Confirm ROI and impact

Resolving post-purchase requires
senior confirmation
Contract negotiations

Implementing the solution
Learning how to use it
Deploying the solutionMaximising use of the solution

Servicing the solution
Educating on further improvements

Analysing root cause
Conceiving a solution

Committing to change

Deciding on buying criteria
Exploring potential solutions

ROI and impact analysis

PRE-SALES EXPERIENCE

LOYALTY LOOP

POST-PURCHASE
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Example of an active pipeline
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Main advantages

Improved customer knowledge throughout the company

High 
visibility

Better use of time and resources
Highest possible visibility
Lower complexity
Continuous process 

Latest information
Without disrupting yearly planning
No quarterly or monthly rebuild

Easier to come to consolidated and 
uniform reporting
Avoids:

Start of year starved pipelines
Sandbagging

Improved and lower complexity S&OP

Develops sales talent
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Following our perception iso the customers’
Jumping too fast to conclusions 
Not asking enough questions (content & context!)
Lack of buying center coverage, their roles  and readiness to buy 
No continuous qualify/disqualify in case of complex/big 
Not enough insights in the case and implications (could be linked to late entry)
Not knowing the customers’ buying criteria
Working under internal pressure (time, budget, …) 

Key sales pitfalls to watch out for
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Predictability and visibility beyond the known 

Forecast 
accuracy & 
visibility

Commercial forecasting

Major benefits

Less disruptive measures in sales activities

A driver for pro-active steering and coaching

Allows for managing uncertainty

Maximize the revenue (profit) potential

Input for strategic planning


