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Pipeline Works 
 

 

Fixing Broken B2B Pipelines 
A Practical Framework for Early-Stage Teams 

 
From chaos to clarity in your sales + delivery workflow 

 
Important: What you are reading is not theory. 
 

This framework was developed through hands-on work with early-stage founders, focused on 
bringing structure to how opportunities were tracked and followed through. 

In these environments, sales tracking, vendor coordination, and client follow-ups were often 
managed in fragmented ways — across WhatsApp chats, shared notes, scattered email 
threads, and memory. 

The pattern was consistent: strong product or service, but no system to support the pipeline. 
Deals slipped not because of lack of effort, but because of lack of clarity and structure. 

The focus was on introducing the simplest possible system — clear ownership, consistent 
follow-ups, and visibility into deal progress — without adding operational overhead that 
early-stage teams cannot sustain. 

The focus was not on introducing complex tools, but on bringing discipline to how work 
was already being done.  

This framework is supported by a simple tracking system that translates directly into 
day-to-day execution. 
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INTRODUCTION 

 

1. The Problem This Solves 
Early-stage B2B teams typically operate in reactive mode. Without a structured system, here is 
what goes wrong: 
 

•​ Leads tracked in WhatsApp, email, or memory — not in one place 
•​ Vendors managed separately or not at all 
•​ Follow-ups missed because there is no system or calendar 
•​ No visibility into where any deal actually stands 

 

Result: Lost deals. Operational confusion. Reactive work. Missed revenue. 

 

2. The Goal 
This toolkit creates: 

•​ One clear pipeline view across all active leads 
•​ Defined stages so every deal has a status 
•​ No missed follow-ups through a structured cadence 
•​ Clean separation between sales and operations 

 

One system. Five trackers. Zero confusion. 
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PART 1 — SALES PIPELINE TRACKER 

 

Sales Pipeline Tracker 
This is your primary sales tool. Every active lead lives here. Nothing else. If it is not in this 
tracker, it does not exist. The structure of this tracker is included in the Pipeline Works template, 
which can be shared if useful. 
 

1.1 The Nine Pipeline Stages 
Keep it simple. Nine stages, clearly defined: 
 

# Stage What It Means 

1 Lead Identified Prospect found — not yet contacted 

2 Contacted First outreach sent 

3 Responded Two-way communication established 

4 Qualified Fit confirmed — budget, need, timeline assessed 

5 Discussion / Demo Active conversation or demo underway 

6 Proposal Shared Formal proposal or quote delivered 

7 Negotiation Terms being discussed 

8 Closed Won Deal signed or work confirmed 

9 Closed Lost No deal — document reason for learning 
 

1.2 The Non-Negotiable Rule 

Every lead MUST have a Next Action and a Next Action Date. No next step = no deal. 
If it does not have both — it is a dead lead. 

 

1.3 Example Entry 

Field Example 

Lead Name ABC Corp 

Stage Discussion / Demo 

Last Contact Date 10 Apr 2025 
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Field Example 

Next Action Send revised proposal 

Next Action Date 13 Apr 2025 

Owner Founder 

Deal Value 8,00,000 INR 
 
Note: The exact structure of this pipeline is reflected in the Pipeline Works tracker template. 
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PART 2 — VENDOR & OPERATIONS TRACKER 

 

Vendor & Operations Tracker 
This is separate from sales. Keep it that way. Mixing vendors and clients creates operational 
chaos and blurs your priorities. 
 

Sales = who you are selling to.   Operations = who helps you deliver.   Never mix 
them. 

 

2.1 What to Track 
•​ Vendor name and capability — Manufacturing / Testing / Logistics / Tech 
•​ Location and primary contact details 
•​ Active projects they are currently supporting 
•​ Status — Active, Inactive, or On Hold 
•​ Dependencies — what else in your delivery chain relies on this vendor 

 

2.2 Why This Matters 
When a vendor delay affects a client commitment, you need to know immediately — not after it 
becomes a crisis. This sheet gives you that line of sight. 
 
Note: This separation is built into the Pipeline Works tracker template to maintain clarity 
between sales and operations.  
 

If it is not tracked, it does not exist — and when something goes wrong, you will not 
have the answer you need. 
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PART 3 — FOLLOW-UP SYSTEM 

 

Follow-Up Cadence 
This is where most founders fail. Not because they do not want to follow up — but because they 
have no system for it. Good intentions without a cadence produce nothing. 
The cadence can be adjusted based on deal size, urgency, and relationship context — the key 
is consistency, not rigidity.  
 

3.1 The 4-Touch Cadence 

Day Action Purpose 

Day 1 Initial outreach First touch — introduce yourself and the value 
proposition 

Day 3 Follow-up reminder Re-surface your message with a short, direct 
nudge 

Day 7 Value add / new angle Share insight, case study, or fresh hook to 
re-engage 

Day 14 Final check-in Last structured attempt — keep door open, no 
pressure 

 

3.2 The Golden Rule 

No response does not mean no follow-up. Silence means structured persistence. 

 

3.3 Tools 
•​ Apollo.io — for scaled outreach with sequences 
•​ Manual email tracking — for high-value, personalised follow-up 

 
Note: Tools mentioned here (e.g., Apollo, CRM platforms) are illustrative. The system is 
tool-agnostic — the focus is on structure, consistency, and execution. Equivalent tools can be 
used based on team preference and scale.  
 

Tool is secondary. Cadence is primary. A spreadsheet with discipline beats 
Apollo.io without it. 
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PART 4 — OWNERSHIP CLARITY 

 

Ownership Clarity 
Even in a small 3–4 person team, ambiguity kills execution. When two people think the other 
person owns something — nobody does. Define this once. Write it down. Do not revisit it in a 
meeting. 
 

4.1 Define These Roles Explicitly 

Responsibility Owner (Name or Title) 

Who owns initial outreach?  

Who owns follow-ups?  

Who owns closing?  

Who coordinates vendor work?  

Who manages client relationships post-sale?  
 
 

Every lead has exactly 1 owner. No shared responsibility. No confusion. 
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PART 5 — WEEKLY PIPELINE REVIEW 

 

Weekly Pipeline Review 
This is where real improvement happens. Not in execution — in reflection. Run this every week, 
same day, same time. It takes 20 minutes. It prevents weeks of lost momentum. 
 

5.1 The 5 Review Questions 

# Review Question Outcome 

1 What moved forward this week? Identify momentum — celebrate and replicate 

2 What is stuck? Diagnose blockers and decide: push or park 

3 Which deals need follow-up? Action list for the week ahead 

4 Which leads are inactive? Flag dead leads — re-engage or close lost 

5 Any bottlenecks? Process or resource issue to fix now 
 

5.2 Outcomes 
•​ Better visibility into where your revenue is coming from 
•​ Faster decisions on which deals to push and which to park 
•​ Less mental load — everything is in front of you, not in your head 
•​ A team that knows exactly what to do on Monday morning 
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PART 6 — COMMON EARLY-STAGE MISTAKES 

 

Mistakes to Avoid 
These are the exact patterns that kill momentum in early-stage B2B teams. None of them are 
unique. All of them are preventable. 
 

Mistake Why It Kills Growth Fix 

Using 5 tools with no 
structure 

Data scattered, no single source of 
truth 

One tracker, used consistently 

No defined pipeline 
stages 

No visibility into where deals actually 
are 

Adopt the 9-stage model 

No follow-up discipline Warm leads go cold and die quietly Use the 4-touch cadence 

Mixing sales + operations Confusion about priorities and 
ownership 

Separate sheets, separate 
mindsets 

Relying on memory You will forget. It will cost you deals. If it is not written, it does not exist 
 
 

At an early stage, a simple spreadsheet-based system is often more effective than 
implementing a full CRM prematurely. Structure first. Tools later. 
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PART 7 — POST-SALE & ACCOUNT MANAGEMENT 

 

Client & Account Tracker 
This is not about leads. This is about people who have already said yes. This is where retention 
and revenue expansion happen — and where most teams drop the ball. 
 

7.1 Three Health States 

Status What It Means Action Required 

Active Delivery on track, client engaged, 
relationship healthy 

Maintain check-in cadence 

At Risk Delays, silence, or signs of 
dissatisfaction detected 

Escalate immediately — do not wait 

Completed No active work — project closed or 
contract ended 

Explore re-engagement or upsell 
opportunities 

 

7.2 Check-In Discipline 

Every client must have a Last Check-in Date and a Next Check-in Date. No 
exceptions. No check-in = relationship decay. 

 

7.3 Expansion Thinking — Where Account Managers Win 
This is how revenue grows without new client acquisition: 

•​ Track repeat work — is the client returning for more of the same? 
•​ Note additional requirements — are they hinting at needs you have not solved yet? 
•​ Spot new use cases — can your work apply to another department or problem? 

 

New client acquisition is expensive. Expansion revenue is earned by staying close. 

 

7.4 The Closed Won Handoff 
Once a deal is marked Closed Won, it cannot simply move to the account tracker without 
context. Before the transition happens: 
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•​ Capture scope, deliverables, and timeline explicitly — do not assume delivery knows 
what was sold 

•​ Document key stakeholders and the decision-maker who closed the deal 
•​ Record expectations and any commitments made during the sales process 

 

The handoff from sales to delivery is where trust is built or broken. Get it right at 
the start. 

 

7.5 Example Account Entry 

Field Example 

Client XYZ Labs (US) 

Status Active 

Ongoing Work Testing prototype batch — Phase 2 

Last Check-in 10 Apr 2025 

Next Check-in 17 Apr 2025 

Risk Delay from vendor side — escalate by 14 Apr 

Opportunity Larger batch order confirmed if Phase 2 passes QC 
 
Note: The Pipeline Works account tracker follows this same structure to ensure continuity 
post-conversion.  
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PART 8 — WHAT THIS SYSTEM IMPROVES 

 

Before vs. After 
Use this as your benchmark. Run the system for 60 days and compare where you started 
against where you land: 
 

Area Before After 

Lead tracking WhatsApp, memory, email chaos Single pipeline view with stages 

Follow-ups Missed, forgotten, inconsistent Structured 4-touch cadence 

Deal visibility No one knows where anything 
stands 

Clear stage per lead at all times 

Outreach Random and reactive Consistent, owner-assigned process 

Team clarity Everyone confused, no ownership 1 owner per lead, defined roles 

Client health No check-ins, reactive fire-fighting Scheduled check-ins, risk flagged 
early 

Revenue growth New deals only, no expansion Upsell and repeat tracked proactively 
 
 

This is not a complex system. It is a disciplined one. The edge is in consistency — 
not in the tool. 

 

Next Steps 
 

•​ The Pipeline Works tracker that brings this framework to life is available — happy to 
share it if you’d like to apply this in your own setup. 

•​ If you're operating in a fragmented setup and want to bring structure to your pipeline, 
outreach, or account management, I’m happy to help you think it through. 

You can explore more here: 

Website: Pipeline Works 

Schedule a conversation: Click here 

 

From chaos to clarity in your sales + delivery workflow  |  Page 13 

https://pipelineworks.aditigupta.co.in/
https://calendly.com/pipelineworks-aditigupta/pipeline-audit

	Table of Contents 
	1. The Problem This Solves 
	2. The Goal 
	Sales Pipeline Tracker 
	1.1 The Nine Pipeline Stages 
	1.2 The Non-Negotiable Rule 
	1.3 Example Entry 

	Vendor & Operations Tracker 
	2.1 What to Track 
	2.2 Why This Matters 

	Follow-Up Cadence 
	3.1 The 4-Touch Cadence 
	3.2 The Golden Rule 
	3.3 Tools 

	Ownership Clarity 
	4.1 Define These Roles Explicitly 

	Weekly Pipeline Review 
	5.1 The 5 Review Questions 
	5.2 Outcomes 

	Mistakes to Avoid 
	Client & Account Tracker 
	7.1 Three Health States 
	7.2 Check-In Discipline 
	7.3 Expansion Thinking — Where Account Managers Win 
	7.4 The Closed Won Handoff 
	7.5 Example Account Entry 

	Before vs. After 
	Next Steps 

