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The Sales
Forecasting
Playbook

How AI-powered pipeline intelligence helps sales leaders
turn CRM data into truth, defend forecasts, and build 
predictable revenue.
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Why forecasts miss
Most sales forecasts miss because they're built on rep optimism, not behavioural 
truth. Reps are biased toward the deals they own, deal-stage rules can be gamed, 
and CRM hygiene fixes only the symptom.

The result: leaders walk into the board meeting with commit-to-actuals gaps that 
compound quarter on quarter, eroding trust in the number and forcing reactive 
cost decisions.

The fix is structural — replace self-reported confidence with objective signals.
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The four signals AI looks at
• Engagement decay — response cadence, email open/reply patterns, calendar 

density.

• Multi-threading depth — how many buyer-side stakeholders are actively 
engaged.

• Time-in-stage drift — deals lingering above the median for their stage.

• Momentum — direction and velocity of activity over the last 14 days.

Each signal is independent of rep judgement. Combined, they produce a Deal AI 
Health Score that reflects what the buyer is actually doing — not what the rep 
hopes they'll do.
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The leader's weekly pipeline review
Stop reviewing every deal. Review the deals where rep conviction and AI score 
disagree — that's where coaching, not forecasting, happens.

1. Sort the pipeline by AI Health Score, descending.

2. Filter to deals where rep stage probability > 70% but AI score < 50%. These 
are your false-positive risks.

3. For each, ask the rep one question: "What changed in the last 14 days?" If they 
can't answer concretely, the deal moves out of commit.

4. Filter the inverse — AI score > 70% but stage probability < 40%. These are 
your hidden upside.

Run this for 30 minutes per week. It will outperform any 2-hour traditional pipeline 
review.
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Building a forecast you can defend
A defensible forecast has three numbers: commit, best-case, and worst-case. 
Each is built bottom-up from AI Health Scores, not stage-weighted percentages.

Commit = sum of deals with AI score ≥ 75 AND time-in-stage within p50 for the 
stage.

Best case = commit + (deals with AI score 50–74 weighted at 0.5).

Worst case = commit × 0.85 (haircut for slip risk).

Present all three to the board with the underlying signal breakdown. Variance 
shrinks. Trust grows.
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Operating principles
• Clarity beats optimism — always.

• Forecast quality is measured in narrowing the commit-to-actuals gap, not in 
hitting the number.

• AI augments rep judgement, it does not replace it. Disagreements are 
coaching opportunities.

• Pipeline reviews should focus on signal divergence, not deal storytelling.

• Every leader should be able to explain — in one sentence — why each 
commit deal is in commit.
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Try it on your own pipeline
Predara connects to HubSpot, Pipedrive, Monday.com and Salesforce in under a 
minute and scores every deal automatically. Read-only, secure, and free for 7 
days — no credit card required.

Start your free trial → app.predara.com/login
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