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Win / Loss Analysis

Implementation Guide: How to Build and Run a Win/Loss Program

Julia Ormond / RevOps Toolkit

01 WHY WIN/LOSS ANALYSIS MATTERS

Win rate is a lagging indicator. It tells you the score, not why the game went the way it did. A 35% win rate with no win/loss program leaves
you guessing whether you are losing to price, product gaps, poor discovery, slow follow-up, or the wrong ICP. Each of those root causes has
a completely different intervention. Without the data, leadership installs the wrong fix and the win rate does not move.

A structured Win/Loss program gives the revenue organization a shared, evidence-based account of why deals are won and lost — not the
version reps tell at SKO, not the version competitors tell in their own marketing, and not the version that surfaces three years later in a board
discussion. It gives Sales, Marketing, Product, and Enablement a common language and a prioritized improvement agenda grounded in real
buyer decisions.

What a Win/Loss Program Surfaces

* The real competitive win and loss rates by competitor — not rep perception, actual data.

* Which objections are most common at which stage, and which responses actually work.

« Where in the sales process deals are most often lost and what the leading indicators were.

« Which segments, verticals, and buyer personas you win in disproportionately — and which you should stop pursuing.

* What marketing messaging is reaching buyers vs. what they actually remember and act on.

« Product capability gaps that are causing losses vs. positioning gaps that are causing losses (these need different fixes).

« Whether your champions are strong enough — and what separates champions who drive deals to close from those who go silent.
* Which reps have structural process strengths that can be replicated across the team through enablement.

02 PROGRAM DESIGN

Before collecting a single data point, make five design decisions: methodology, scope, ownership, frequency, and minimum sample size.
Getting these wrong upfront creates a program that generates data nobody trusts and reports nobody reads. Get them right and the program
runs itself with minimal ongoing RevOps effort.

Methodology Interview-first, survey-supplement. Structured buyer interviews produce qualitative insight that surveys cannot.
Run 30-minute structured interviews for all deals above your defined ACV threshold. For deals below
threshold, use a short asynchronous survey (8-10 questions). Internal rep assessments (AE, SC, Manager)
supplement buyer data but should never replace it — internal attribution is systematically biased toward
product and price.

Scope Include all closed-won and closed-lost deals with a defined close date in the period. Minimum ACV threshold
for interviews: set at a level that covers at least 60% of your ARR. Exclude: deals closed in the first 30 days of
the program (data will be incomplete), deals where the rep was terminated, deals where the account is an
active legal matter. Do not exclude deals you lost for uncomfortable reasons — those are the most valuable.

Ownership RevOps owns the program infrastructure: data model, CRM tagging, analysis, and quarterly report. A
dedicated Win/Loss researcher or neutral third party conducts buyer interviews — not the AE or their
manager. Buyers will not give honest feedback to the person they just turned down. If budget does not allow a
third party, use a RevOps analyst or Enablement lead who had no involvement in the deal.

Frequency Interviews are conducted on a rolling basis — within 30 days of deal close for best recall. Internal rep
assessments are submitted within 5 business days of close. Analysis is published quarterly on a defined
schedule tied to the QBR cycle. Monthly pulse summaries (trending themes only, no full analysis) for
high-volume sales orgs closing 50+ deals per month.
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Minimum Sample Size Do not publish analysis on fewer than 15 deals in a segment or time period. Smaller samples produce noise,
not signal. If you are below threshold, aggregate across two quarters before publishing competitive or
segment-level insights. Publish overall program trends with smaller samples only if clearly labeled as
directional, not statistically significant.

Incentives & Buy-In Rep compliance is the biggest operational risk. Mandate submission as a close requirement — no deal is fully
processed in CRM without a win/loss tag and a rep assessment submitted. Share findings with reps quarterly,
not just leadership. Reps who see their own patterns in the data engage with the program. Reps who feel
surveilled for management reporting do not.

03 BUYER INTERVIEW DESIGN

The interview is the highest-value activity in the program. A 30-minute structured conversation with a buyer who evaluated your product —
whether they bought or not — is worth more than 100 rep assessments. The structure below is a starting framework. Adapt it to your product
and sales motion, but keep the sequencing: build rapport before you probe on competitors, and always end with a forward-looking question
so the interview closes on a constructive note regardless of the deal outcome.

Opening: Context & Framing (5 min)

¢ Tell me about the problem you were trying to solve when you started this evaluation.

* How did this initiative get prioritized — what was the trigger?

* Who was involved in the evaluation on your side? What were each person's priorities?
* What did success look like for you going into this process?

Evaluation Process: How the Decision Was Made (10 min)

¢ Walk me through how you ran the evaluation — how did you identify vendors to consider?

* What criteria mattered most when you were comparing options? How did you weight them?

¢ Who had final decision authority? How was consensus built internally?

« Were there any requirements that were non-negotiable from the start?

« How long did you expect the process to take vs. how long it actually took?

* Were there any moments where the decision could have gone a different way? What happened?

Competitive Intelligence: The Decision (8 min)

*  Which vendors did you evaluate seriously? At what point did each one drop out of consideration?

*  What were the key differentiators — what did [winning vendor] do that others didn't?

« Were there things [our company] did well in the evaluation? Where did we fall short?

* Was price a significant factor in the decision? How did it compare across vendors?

* Were there capability gaps that you had to work around, or gaps that disqualified vendors?

¢ Looking back, was there anything we could have done differently that might have changed the outcome?

Closing: Forward-Looking (5 min)

¢ What would need to change for us to be a serious option in the future?

¢ |s there anything about our product roadmap or pricing model that would be worth revisiting?
¢ Who else in your organization might be working on a similar problem we should talk to?

e Is there anything | didn't ask that you think we should know?

Interviewer Guidelines

* Never defend the product or the sales process during the interview. Your job is to listen.

« If a buyer says something surprising or negative, stay curious — ask "can you tell me more about that?"

« Record the interview with consent. Transcripts are more reliable than notes for pattern analysis.

¢ Send a thank-you within 24 hours. For churned or lost buyers, a small token (gift card) improves response rate.
e Log findings in the CRM within 48 hours of the interview, not from memory two weeks later.

04 DATA COLLECTION & CRM TAGGING

The interview is only useful if the data is captured in a structured, queryable format. Narrative notes in a deal's activity log cannot be
aggregated across 200 deals. Every insight must be tagged in CRM against a defined taxonomy. RevOps owns the taxonomy definition. Any
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new tag category must go through RevOps before being added — tag sprawl makes the data unanalyzable within two quarters.

Required CRM Fields on Every Closed Opportunity

Win/Loss Outcome Picklist: Closed Won / Closed Lost / No Decision (prospect did not choose any vendor). Required at close,
enforced by validation rule. No deal can be closed without this field populated.

Primary Loss Reason Single-select picklist — one primary reason only: Price, Product Gap, Competitor (hame), No Decision Made,
(Lost deals only) Champion Lost, Budget Eliminated, Timing, Process/Speed, Other. Do not allow free text here — free text
cannot be aggregated. Use the Notes field for detail.

Competitor(s) Evaluated Multi-select picklist of known competitors plus "Unknown" and "No Competitor.” Required for all deals. Update
as competitive intelligence improves — RevOps reviews the "Unknown" entries monthly and adds new
competitors as they appear.

Win/Loss Notes Structured text field with a required template: (1) Why we won/lost in one sentence. (2) Key competitive
(Rep Assessment) differentiator. (3) One thing the buyer said verbatim. (4) One thing we could have done differently. Free-form
notes alone will not be read.

Interview Completed Checkbox: Yes / No. If No, a required field captures reason: Buyer Declined, Not Yet Scheduled, Below ACV
Threshold, Excluded (legal/terminated). RevOps tracks interview completion rate monthly — target 60%-+ for
deals above ACV threshold.

Deal Source & Lead source and segment/vertical must be populated at opportunity creation, not at close. If these fields are
ICP Segment missing at close, the deal cannot be included in segment-level analysis and is excluded from competitive
reporting. Flag missing fields in the weekly audit.

Win/Loss Theme Taxonomy

In addition to primary loss reason, every interview and rep assessment should be tagged against a standard theme taxonomy. These tags
enable cross-deal pattern analysis that primary reason alone cannot provide. Tag as many themes as are genuinely present — but require
that at least one theme is tagged for every submitted assessment.

¢ Pricing & Commercial: price point, discount sensitivity, packaging, contract terms, total cost of ownership.

* Product & Features: specific capability gap, integration requirement, performance, reliability, roadmap concern.
« Competitive: named competitor advantage, incumbent advantage, switching cost, reference customer.

e Sales Process: speed of response, demo quality, POC execution, proposal quality, follow-up consistency.

« Champion & Stakeholders: weak champion, no economic buyer access, internal politics, organizational change.
* Market Fit: wrong segment, wrong persona, timing/priority, budget cycle mismatch.

» Relationship & Trust: rep credibility, brand perception, reference quality, executive engagement.

05 ANALYSIS FRAMEWORK

Raw data is not insight. Analysis requires a structured lens applied consistently across every quarterly cycle. The framework below produces
the outputs that Sales, Marketing, Product, and Enablement can act on. Run every cut on both won and lost deals — the patterns in your wins
are as actionable as the patterns in your losses.

Primary Analysis Cuts — Run Every Quarter

* Win/loss rate by primary loss reason: rank the loss reasons by frequency and by ARR impact (not the same list).

* Win/loss rate by competitor: which competitors do you beat most often, which do you lose to most, and in which segments?

« Win/loss rate by segment and vertical: where is your win rate structurally higher or lower? Does ICP need updating?

« Win/loss rate by deal source: inbound vs. outbound vs. partner — does source predict win rate?

e Win/loss rate by ACV band: do you win at enterprise and lose at mid-market, or vice versa? What does that mean for pricing or ICP?

« Win/loss rate by rep cohort: which reps have above-average win rates and why? What process patterns are replicable?

e Stage where deal was lost: at what point in the funnel are you losing? Discovery loss vs. late-stage loss have entirely different root
causes.

» Competitive frequency trend: are specific competitors appearing more or less often quarter over quarter?
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Secondary Analysis: Buyer Interview Themes

« Top 3 themes mentioned by won buyers: what do buyers who chose you say you do distinctly well?

* Top 3 themes mentioned by lost buyers: what patterns repeat most often in loss interviews?

¢ Themes that correlate with late-stage loss: which themes appear most in deals that reached Proposal or Negotiate before being lost?

« Verbatim buyer quotes: pull 5-8 verbatim quotes per quarter — these are the most actionable input for marketing messaging and sales
training.

¢ Messaging recall: when a buyer describes why they chose you or a competitor, does their language match your marketing
messaging? Gaps here are immediate marketing priorities.

The "So What" Test — Apply Before Publishing

Every insight in the quarterly report must pass the "so what" test before it is published. If the finding cannot be connected to a specific
recommended action for a named team, it is data, not insight, and does not belong in the report. For every finding, state: who owns this, what
should they do differently, and by when. Reports that list findings without owners and actions are read once and forgotten.

06 REPORTING CADENCE & DISTRIBUTION

Win/Loss findings are only valuable if they reach the people who can act on them, in a format they will actually consume. Different audiences
need different cuts of the same underlying data. RevOps produces the analysis; stakeholders own the response.

CADENCE AUDIENCE FORMAT & FOCUS OUTPUTS

Monthly RevOps, Sales Leadership Trending themes only — 1-page Competitive alert if a new competitor

(Pulse Summary)

Quarterly
(Full Report)

Quarterly
(QBR Integration)

Sales, Marketing,

Product,

Enablement, CRO, VP Sales

CRO, VP Sales, Finance

summary. No full analysis. Flags any
emergent competitive pattern or spike
in a loss reason category.

Full analysis across all cuts. Win/loss
rates, competitive intel, stage analysis,
buyer interview themes, verbatim
quotes, action items by owner.

Win/loss trends integrated into QBR
narrative. Focus on: win rate
movement, competitive win rates, and
correlation with pipeline and

attainment.

appears in >15% of deals. Early warning on

any loss reason trending up

quarter-over-quarter.

Quarterly win/loss report distributed 2
weeks before QBR. Each stakeholder
section includes 2-3 specific recommended
actions with owners.

QBR slide with win/loss trend, top 3 loss
reasons, and top competitive threats. One
specific program recommendation with
budget/resource ask if needed.

Ad Hoc Sales Leadership, Product, When a new competitor appears or win Competitive alert memo with: competitor

(Competitive Alert) Marketing rate against a specific competitor frequency data, common objections, early
drops >10 points in 60 days — rep guidance, and a request for updated
immediate alert, no waiting for competitive intel from Product and
quarterly cycle. Marketing.

Annual RevOps, CRO, Sales Full program audit: data quality review, Updated program documentation, refreshed

(Program Review) Leadership taxonomy update, process taxonomy, refined interview guide, and a
improvements, and comparison of before/after analysis of win rate vs.
win/loss trends to  go-to-market program-driven interventions from prior
changes made in the prior year. year.

Report Format by Audience

e Sales (AE / BDR): competitive one-pagers updated quarterly — "how to win against X" format with objection handling and

differentiation. Not the full report.

« Marketing: messaging alignment section only — buyer language vs. current messaging, plus top 3 unmet messaging needs surfaced
by lost buyers.

¢ Product: capability gap report — frequency of product-related loss reasons by feature category, with verbatim buyer quotes. Prioritized
as input to roadmap planning.

« Enablement: process and skill gap section — stage loss rates by rep cohort, skill themes from interview analysis, recommended
training priorities for next quarter.
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» Executive / Board: 1-page summary — win/loss trend, top competitive threats, and what the business is doing about them. No data
tables; only trend lines and three action items.

07 IMPLEMENTATION SEQUENCE

Building a Win/Loss program from scratch takes approximately 8-10 weeks to reach a steady state. The sequence below prioritizes getting
data flowing early — even imperfect data — over waiting for a perfect infrastructure. The first quarterly report is always rough. The second is
useful. The third is something leadership will fight to keep.

Step 1 (Week 1) Meet with CRO, VP Sales, VP Marketing, and Product to align on program goals and secure their commitment

Stakeholder Alignment to act on findings. Without executive buy-in, the program produces reports that go unread. Get each
stakeholder to name one question they want the program to answer — design the first report to answer those
specific questions. This creates instant relevance.

Step 2 (Week 1-2) Define the win/loss taxonomy (loss reasons, theme tags, competitor picklist) and build the required CRM

Taxonomy & CRM Setup fields. Add validation rules to enforce submission at close. Do not skip this step or defer it — taxonomy
decisions are very hard to change once reps have submitted 200 assessments in the wrong format. Get
RevOps and Sales Ops to sign off on the field definitions before deploying.

Step 3 (Week 2-3) Run a 30-minute training with all AEs, SCs, and their managers. Cover: what the program is for, what they are

Rep Training & Launch required to submit, how to fill out the assessment, and what they will get back. Emphasize what is in it for them
— better competitive intel, coaching based on actual buyer feedback, not manager perception. Set the
compliance expectation: assessment submitted within 5 business days of close.

Step 4 (Week 3-4) Recruit or designate the interview lead. Build the interview guide (Section 03 is a starting framework). Set up a

Interview Process Setup scheduling workflow — the buyer should receive an interview request within 5 days of close, not 6 weeks later
when their memory has faded. Build a templated outreach sequence: initial request, one follow-up, one final
ask. Track response rate from day one — if it falls below 40%, adjust the outreach or incentive.

Step 5 (Week 4-8) Begin collecting rep assessments and conducting interviews on all deals closing in the period. RevOps audits

Data Collection & First Cycle field completeness weekly and chases missing submissions within 48 hours of close. Do not wait for a perfect
dataset — run the first analysis on whatever you have at the end of week 8. Identify the top 3 patterns in the
data, even from a small sample. Publish a Month 1 pulse memo to leadership.

Step 6 (Week 8-10) Publish the first full quarterly report using the analysis framework in Section 05. Distribute audience-specific

First Quarterly Report versions as described in Section 06. Hold a 60-minute findings review meeting with stakeholders — walk
through the key insights and assign owners to each recommended action. Capture feedback on what was
most and least useful for the next cycle. The program is now running. Maintain it with monthly pulse
summaries and quarterly reports.

Step 7 (Quarter 2+) After the first full quarter, audit the taxonomy: are the loss reasons producing signal or noise? Are the theme

Calibrate & Improve tags being applied consistently? Run an inter-rater reliability check on a sample of assessments. Review
interview completion rate and buyer response rates — adjust the outreach if needed. Compare win rate
movement to the interventions made based on Q1 findings. If win rate is not improving in at least one
segment, the findings are not being acted on.
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