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N O T E  F R O M  Q N T / L  R E S E A R C H

This report exists because of a
pattern we kept seeing and
could not ignore.

In every revenue organization we studied, the same contradiction surfaced: companies

have invested billions in tools, data infrastructure, and operational headcount designed to

make revenue predictable. The dashboards have never been more sophisticated. The

tech stacks have never been larger. The data has never been more granular. And yet only

one in four U.S. reps made quota last year.11 Up to sixty percent of pipeline dies in

indecision.1 Win rates are compressing. Sales cycles are lengthening. The average CRO

will not hold their position long enough to see their first cohort of deals renew.

Something structural is happening. Not a downturn. Not a talent shortage. Not a

technology gap. Something deeper: a widening disconnect between what revenue

organizations can see and what they can control.

We call this the Instrumentation Paradox. The more precisely companies measure their

revenue systems, the more visible the dysfunction becomes — but the measurement itself

does not produce the cure. Because the system being measured was, in most cases,

never intentionally designed. It was assembled. Inherited. Patched. Scaled through hiring

rather than architecture. And now instrumented within an inch of its life.

This report is a synthesis of publicly available data from the most comprehensive sources

in B2B revenue: Salesforce, Gartner, Benchmarkit, KeyBanc, SaaS Capital, Forrester,

Pavilion, and dozens of others. We did not conduct a survey. We did something more

difficult: we read everything that already exists and found the patterns that nobody had

connected.

What emerged is not a trend report. It is a structural diagnosis. The modern revenue

organization is not underperforming because of bad people, bad tools, or bad intentions. It

is underperforming because the system itself — the architecture of how a company earns

— was never designed with the rigor the moment demands.

Revenue is a design problem. This report is the evidence.

Q N T / L  R E S E A R C H

A U G U S T  2 0 2 6
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E X E C U T I V E  S U M M A R Y

The global B2B revenue system is experiencing
a structural failure that is being misdiagnosed
as a collection of tactical problems.

Companies are responding with more tools, more hires, and more data. The evidence

says the problem is none of these. It is architecture.

01 The Instrumentation Paradox is real and
accelerating.
Revenue organizations have never had more
visibility into pipeline, conversion, activity, and
performance. Only one in four U.S. reps made
quota last year.11 Forecast confidence has never
been weaker. The tools are measuring a system
that was never designed to produce the outcomes
being measured.

02 AI is widening the gap, not closing it.
87% of sales organizations now use AI.2 But the
gains are concentrating in organizations with
well-designed revenue architectures. For
companies without this foundation, AI amplifies
existing dysfunction — generating more leads into
broken qualification systems, accelerating pipeline
through misaligned stages.

03 Companies are solving architecture
problems with headcount.
CRO tenure averages 18–25 months.3 VP Sales
tenure has fallen to 19 months.4 Annual CRO
turnover is 32%. The pipeline, the conversion rates,
and the system design remain largely unchanged
between leaders.

04 Pipeline has become a metric
disconnected from revenue reality.
Pipeline volume is growing while revenue quality
declines. Coverage ratios are maintained at
3–4x5 while up to 60% of pipeline ends in no
decision.1 The pipeline is not a pipeline. It is an
inventory of optimism instrumented to look like a
system.

05 The buyer has structurally changed. The
seller has not.
Buyers have ranked a favorite before a seller ever
engages — that favorite wins four of five deals.6

Buying committees have grown from 6–8 to
13–22 stakeholders.7 Yet the majority of sales
technology investment optimizes the seller's side
of a conversation the buyer may never have.
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01
S E C T I O N  0 1

The Instrumentation
Paradox
MORE INSTRUMENTS THAN EVER. LESS CONTROL THAN EVER.

PLATE 01 · QNT/L IMAGE ARCHIVE P.07



S E C T I O N  0 1  —  T H E  I N S T R U M E N T A T I O N  P A R A D O X

In 2011, there were 150 marketing technology

solutions on the market. By 2026, there were

15,505. A hundredfold increase in tools available to

revenue organizations in fifteen years.8

During the same period, the sales technology market grew to $57.6

billion9 annually. CRMs became ubiquitous. Pipeline management

platforms proliferated. Conversation intelligence, revenue

intelligence, and sales engagement categories were invented,

funded, scaled, and consolidated. The average sales representative

now uses 8 to 10 tools to close a deal.10

The premise was straightforward: more data, better instrumented,

analyzed in real time, would produce more predictable revenue. The

tools would create visibility. Visibility would create control. Control

would create growth.

Then, in 2026, the unprecedented: the landscape flattened. 121 net

additions — growth of 0.79% — after fifteen years of hundredfold

expansion.8 84% of sales teams without an all-in-one platform now

plan to consolidate.17 QNT/L reads the signal plainly: the

instrumentation era has peaked. Proliferation stopped because it

stopped working.36

01

100x
GROWTH IN MARTECH PRODUCTS, 2011–2026

+0.79%
LANDSCAPE GROWTH IN 2026 — THE FIRST

FLAT YEAR

$57.6B
ANNUAL SALES TECHNOLOGY MARKET (EST.)

8–10
TOOLS PER REP, PER CLOSED DEAL
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E X H I B I T  0 1

The Proliferation–Performance Inversion
MARTECH TOOLS VS. QUOTA ATTAINMENT · 2011–2026

15,505 PRODUCTS

1 IN 4 MADE QUOTA

63% (2012)

150

2011 2015 2019 2023 2026

+0.79% IN 2026 — FIRST FLAT YEAR

SOURCES: CHIEFMARTEC (2026) · CSO INSIGHTS (2012) · SALESFORCE COMP REPORT (2026) · ENDPOINT-ANCHORED

R E V E L A T I O N  0 2

“Revenue organizations added 15,000 tools in fifteen years. In 2026, the landscape
finally went flat — and only one in four reps made quota.”
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T H E  E V I D E N C E

1 IN 4 U.S. reps made quota last year — actual attainment, not expectation

SALESFORCE 2026 TRENDS IN SALES COMPENSATION

60% of pipeline can end in no decision — stalled, not lost

MATT DIXON, THE JOLT EFFECT (2022) — 2.5M CALLS

15,505 martech products — and the first flat year in the landscape's history

CHIEFMARTEC / SCOTT BRINKER (2026)

42% of sellers feel overwhelmed by tools — 45% less likely to hit quota

GARTNER SALES SURVEY (2024)

Only one in four U.S. reps made quota last year.11 87% of sales teams report struggling with

attainment.12 Across software sales broadly, RepVue puts average attainment near 43%.13

Win rates have compressed to approximately 20% across all opportunities, with enterprise deals

declining to 12–18%.14 Enterprise technology sales cycles have lengthened by a third since 2019,

stretching to an average of 6.5 months — up from 4.9 months.15
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T H E  D I A G N O S I S

The standard explanation is that the market is harder. Buyers are

more cautious. Economic uncertainty is elevated. Budgets are

tighter. All of this is true. None of it is sufficient.

Market difficulty does not explain why companies with more tools

perform worse than companies with fewer. It does not explain why

42% of sellers report feeling overwhelmed by their technology stack

— and why those overwhelmed sellers are 45% less likely to hit

quota.16 It does not explain why 84% of sales teams without an

all-in-one platform now plan to consolidate their tech, a mass

admission that the expansion strategy has failed.17

The deeper explanation is architectural. Revenue organizations did

not design their systems. They assembled them. Each tool was

added to solve a point problem — lead scoring, email sequencing,

conversation recording, pipeline visualization — without a coherent

design for how the complete system would function. The result is not

a revenue system. It is a collection of instruments measuring

disconnected processes, connected by manual handoffs, tribal

knowledge, and Slack messages.

The dashboards are not lying. They are faithfully reporting the

performance of a system that was never designed to produce the

outcomes being measured. The instrumentation is excellent. The

architecture is absent.

This is the paradox: the instruments work. The system does not. And

no amount of additional instrumentation will fix a system that was

never designed.

42%
OF SELLERS OVERWHELMED BY THEIR STACK —

GARTNER (2024)

45%
LESS LIKELY TO ATTAIN QUOTA WHEN

OVERWHELMED

84%
PLAN TO CONSOLIDATE THEIR STACK —

SALESFORCE (2026)

QNT/L RESEARCH — THE STATE OF REVENUE: 2026 P.11



The instruments
are measuring a
system that was
never designed to
produce the
outcomes being
measured.
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E X H I B I T  0 2

The Pipeline Fiction
WHERE PIPELINE BREAKS · CONVERSION BENCHMARKS 2025–2026

MQLS GENERATED 100%

MQL → SQL 10–26% 98% OF MQLS NEVER BECOME CLOSED BUSINESS

SQL → OPPORTUNITY 40%

OPPORTUNITY → CLOSE 20%

FORECASTED → ACTUAL 40% UP TO 60% OF PIPELINE DIES IN NO DECISION

SOURCES: FIRST PAGE SAGE (2026) · SIRIUSDECISIONS · MATT DIXON — THE JOLT EFFECT (2022)

The pipeline itself has become unreliable. Pipeline volume is growing while revenue quality declines.

MQL-to-SQL conversion runs 10–26% by industry — 13% in B2B SaaS.18 SiriusDecisions found 98%

of MQLs never result in closed business.19

R E V E L A T I O N  0 1

“The average B2B company can now see its pipeline in real time and cannot explain why
up to 60% of its forecasted pipeline will die in indecision this quarter.”
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02
S E C T I O N  0 2

The AI
Divergence
THE GAINS ARE REAL. THEY ARE NOT EVENLY DISTRIBUTED.

PLATE 02 · QNT/L IMAGE ARCHIVE P.14



S E C T I O N  0 2  —  T H E  A I  D I V E R G E N C E

87% of sales organizations now use AI in some

form.2 Teams using it are 1.3x more likely to grow

revenue — 83% saw growth against 66% without, in

the latest published split (2024).20 Vendors claim up

to 7x conversion for AI SDRs — early, self-reported

data this report treats as a claim, not a finding.21

But these gains are not distributed evenly. They accrue

disproportionately to companies with well-designed revenue systems

— clean data architectures, defined handoff protocols, stage criteria

that map to buyer behavior. For companies without this foundation,

AI amplifies the existing dysfunction. It generates more leads into a

broken qualification system. It accelerates pipeline through

misaligned stages. It produces more precise forecasts of a fiction.

The result is a widening performance gap. Companies with strong

revenue architecture are using AI to compound their advantage.

Companies without it are using AI to scale their problems faster.

QNT/L projects that within three years, this divergence will be the

primary determinant of competitive outcomes in B2B.22

02

1.3x
MORE LIKELY TO GROW REVENUE WITH AI —

SALESFORCE (2024)

83/66
GROWTH SPLIT, AI-USING VS NOT (%, 2024)

7x*
VENDOR-CLAIMED AI SDR CONVERSION —

UNAUDITED
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E X H I B I T  0 3

The AI Divergence
WHERE AI INITIATIVES STALL · ARCHITECTURE READINESS — SALESFORCE (2026)

DISCONNECTED SYSTEMS SLOW

AI INITIATIVES
51% OF LEADERS WITH AI

FOCUSED ON DATA CLEANSING

TO SUPPORT AI
74%

PRIORITIZE DATA HYGIENE 79% HIGH PERFORMERS

54% UNDERPERFORMERS

SAW REVENUE GROWTH, AI VS

NOT (2024) 83%

66%

SOURCES: SALESFORCE STATE OF SALES, 7TH ED. (2026), N=4,050 · REVENUE SPLIT: 6TH ED. (2024) · SEE NOTES 37, 20

337 S&P 500 earnings calls cited AI in Q1 2026 — a new 10-year record
FACTSET EARNINGS INSIGHT (JUN 2026)

13% of sales organizations still use no AI in any form
SALESFORCE STATE OF SALES, 7TH ED. (2026)
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AI is not closing
the performance
gap between
revenue teams.
It is making it
irreversible.
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03
S E C T I O N  0 3

The Structural
Hiring Delusion
THE SYSTEM FAILED. THE OPERATOR GOT REPLACED.

PLATE 03 · QNT/L IMAGE ARCHIVE P.18



S E C T I O N  0 3  —  T H E  S T R U C T U R A L  H I R I N G  D E L U S I O N

CRO tenure averages 18–25 months.3 VP Sales

tenure has declined from 26 to 19 months.4 Annual

turnover for CROs is 32%.25 External CEO hires

nearly doubled, from 18% to 33%, in a single year.26

Companies cycle through revenue leaders at

extraordinary speed, treating each departure as a

hiring failure rather than a system failure.

Meanwhile, quota attainment sits at historic lows (one in four made

quota),11 tech sales cycles have lengthened by a third since 2019,15

and buying committees have grown from 6–8 to 13–22

stakeholders.7 The system has changed. The response has been to

replace the operator, not the system.

The cost is staggering. Each CRO transition consumes months of

ramp, disrupts pipeline, resets team culture, and often triggers comp

plan restructuring. The measured aftermath: 62% of companies see

revenue growth decline or stall in the year after a CRO change.27

Multiply by 32% annual churn across the market.

03

62%
SEE GROWTH DECLINE OR STALL AFTER A CRO

CHANGE — HBR (2024)

32%
ANNUAL CRO TURNOVER — PAVE / SAASTR

(2025)

18→33%
EXTERNAL CEO HIRES IN ONE YEAR —

CONFERENCE BOARD
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E X H I B I T  0 4

The CRO Half-Life
AVERAGE TENURE VS. REVENUE CYCLE DURATIONS · MONTHS

CRO TENURE 21 MO

SALES CYCLE 6.5 MO

RENEWAL CYCLE 12 MO

FULL IMPACT CYCLE 24 MO

Most CROs will not survive long enough to see the consequences of their own decisions. The full

impact cycle of a revenue architecture decision — sale, renewal, second renewal — runs to 24

months. Median tenure does not.

SOURCES: HBR (2024) · REVPARTNERS · ORLOB ANALYSIS (2018) · PAVE, 14K EXECUTIVE DATASET

T H E  P A T T E R N

Three VPs of Sales in four years is not a hiring problem. It is an architecture problem
that manifests as a hiring problem.
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The four most
expensive words
in B2B are not “we
need more leads.”
They are “we need
a new CRO.”

QNT/L RESEARCH — THE STRUCTURAL HIRING DELUSION
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04
S E C T I O N  0 4

The 10
Contradictions
NOT TRENDS. FRACTURES.

PLATE 04 · QNT/L IMAGE ARCHIVE P.22



S E C T I O N  0 4  —  T H E  1 0  C O N T R A D I C T I O N S

Each contradiction represents a structural tension. These are not trends. They are fractures.

01 The Visibility–Control Paradox
Companies have more real-time visibility into pipeline,
conversion, and activity than ever. Simultaneously, only
one in four reps made quota,11 up to 60% of pipeline ends
in no decision,1 and under 20% of orgs reach 75%
forecast accuracy.28

02 The Pipeline Volume–Revenue Quality
Inversion
Pipeline volume is growing. Revenue quality is declining.
MQL-to-SQL conversion: 10–26%.18 98% of MQLs never
become closed business.19 The system produces more of
what does not work.

03 The Tool Proliferation–Productivity Collapse
Market: $57.6B sales tech, 15,505 martech products.8

Reps spend 30% of time selling.35 42% feel overwhelmed.
Overwhelmed sellers are 45% less likely to hit quota.16

04 The AI Investment–System Readiness Gap
87% adoption.2 337 earnings calls cite AI.23 One in eight
organizations uses none.24 AI amplifies system quality —
good or bad.

05 The Leadership Churn–System Stasis Cycle
CRO tenure: 18–25 months.3 VP Sales: 19 months.4 32%
annual turnover.25 The system remains unchanged
between leaders.

06 The Forecast Sophistication–Trust
Divergence
Forecasting has never been more instrumented. Yet
only 45% of leaders are confident in the number.29

Better tools. Less trust.

07 The Buyer Self-Service–Seller Dependency
Paradox
Buyers rank a favorite before first contact — it wins four
of five deals.6 67% prefer a rep-free experience.30 Yet
multi-threaded deals win up to 6x more often.31

08 The Efficiency Mandate–Growth Expectation
Tension
Rule of 40 dominates valuation. Third year of the
efficiency era. Yet 77% of sellers missed their number
last year.32

09 The RevOps Proliferation–Alignment Failure
RevOps was built to unify the system. 49% of RevOps
leaders say processes cannot flex when conditions
change; 46% remain mostly manual.33 The function
exists. The architecture does not.

10 The Expansion Dependency–New Logo
Atrophy
40–66% of new ARR from existing customers.34

Expansion celebrated. But new logo capability is
atrophying. One churn event from crisis.
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Pipeline
coverage ratios
have never been
higher. Pipeline
trust has never
been lower.

QNT/L RESEARCH — THE STATE OF REVENUE: 2026

P.24



05
S E C T I O N  0 5

The 10
Revelations
WHAT THE DATA SAYS WHEN IT IS FINALLY READ TOGETHER.

PLATE 05 · QNT/L IMAGE ARCHIVE P.25



S E C T I O N  0 5  —  T H E  1 0  R E V E L A T I O N S

01 “The average B2B company can now see its pipeline in real time and cannot explain why up to 60%
of its forecasted pipeline will die in indecision this quarter.”

02 “Revenue organizations added 15,000 tools in fifteen years. In 2026, the landscape finally went flat
— and only one in four reps made quota.”

03 “AI is not closing the performance gap between revenue teams. It is making it irreversible.”

04 “The average CRO will not hold their role long enough to see their decisions through the full impact
cycle: sale, first renewal, second renewal.”

05 “Companies are spending $57.6 billion per year on sales technology while their reps spend 70% of
their time not selling.9,35”

06 “Pipeline coverage ratios have never been higher. Pipeline trust has never been lower.”

07 “The modern B2B buyer has a favorite before ever talking to a seller. That favorite wins four out of
five deals. The seller has optimized for a decision already made.”

08 “RevOps was supposed to align sales, marketing, and customer success. Half of RevOps leaders
say their processes cannot flex when conditions change.”

09 “Forecasting has never been more instrumented. Forecast confidence among sales leaders has
declined. The tools got smarter. The leaders got less certain.”

10 “The four most expensive words in B2B are not ‘we need more leads.’ They are ‘we need a new
CRO.’”

QNT/L RESEARCH — THE STATE OF REVENUE: 2026 P.26



The modern B2B
buyer has a
favorite before
ever talking to a
seller. That
favorite wins four
out of five deals.

QNT/L RESEARCH — REVELATION 07
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06
S E C T I O N  0 6

The QNT/L
Doctrine
REVENUE IS A DESIGN PROBLEM.

PLATE 06 · QNT/L IMAGE ARCHIVE P.28



S E C T I O N  0 6  —  T H E  Q N T / L  D O C T R I N E

Revenue is a design problem.

The system comes first.
Before tools, before hires, before campaigns — the architecture of how a company earns must be

intentionally designed. Everything that follows inherits the quality of this foundation.

Instrumentation without architecture is surveillance.
Dashboards that measure a system nobody designed produce data without insight. The measurement must

follow the design, not precede it.

AI amplifies the system it operates within.
For designed systems, AI compounds advantage. For undesigned systems, AI compounds dysfunction. The

architecture determines the outcome.

Leadership is not a substitute for design.
No hire — regardless of title, experience, or compensation — can overcome a system that was never

designed to produce the outcome being demanded.

Revenue architecture compounds.
Unlike advice, unlike strategy decks, unlike individual heroics — well-designed revenue systems improve with

every cycle. The returns are exponential. The cost of not designing is cumulative.

QNT/L exists to design revenue systems for companies
that have outgrown the ones they inherited.
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M E T H O D O L O G Y  &  S O U R C E S

This report synthesizes publicly available data from more than twenty research and benchmark sources

across the B2B revenue ecosystem. No proprietary client data was used. No survey was conducted by

QNT/L. Vendor-published benchmark data is treated as observational, not audited. Where sources

conflict, the report adopts the range or the more conservative figure. Every claim in the Notes is

classified as observed data, composite synthesis, a vendor claim, a QNT/L interpretation, or a QNT/L

projection — precision about where the facts stop and the firm's judgment begins.

Primary sources include: Salesforce State of Sales (6th–7th ed.) and 2026 Trends in Sales

Compensation, Gartner (2020–2026), Chiefmartec (2025–2026), Xactly, Harvard Business Review, The

Conference Board, Pave via SaaStr, FactSet (2026), Forrester Revenue Operations Survey (2024),

6sense (2025), Foundry, First Page Sage, SiriusDecisions, The JOLT Effect, Miller Heiman Group,

HubSpot, Clari, UserGems, RepVue, Fullcast, Everstage, and KeyBanc / ICONIQ / Emergence /

OpenView benchmarks via Ordway. Every numbered claim in the text maps to its full citation in the

Notes.

T E R M S  I N T R O D U C E D  I N  T H I S  R E P O R T

The Instrumentation Paradox

The condition of having more visibility and less control.

Signal Debt

The accumulation of data noise from poorly designed systems. Like technical debt, but for commercial

intelligence.

Pipeline Fiction

Pipeline that appears healthy by coverage metrics but contains deals that will not close.

The CRO Half-Life

The observation that CRO tenure is shorter than the systems they are hired to fix.
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N O T E S  —  T H E  C L A I M S  L E D G E R

Every numbered claim in this report maps to its source below. Vendor-published benchmark data is observational and
attributed as such.

01 Up to 60% of qualified pipeline is lost to “no decision” — buyers
stall rather than choose a competitor.
OBSERVED — Matt Dixon & Ted McKenna, The JOLT Effect

(2022), analysis of 2.5M recorded sales calls.

02 87% of sales organizations now use some form of AI — for
prospecting, forecasting, lead scoring, or drafting (2026); 81%
were experimenting with or had implemented AI in 2024.
OBSERVED — Salesforce State of Sales, 7th ed. (Feb 2026,

n=4,050, 22 countries); 6th ed. (2024) — salesforce.com

03 Average CRO tenure 18–25 months.
COMPOSITE — HBR (Oct 2024): 25 mo; Pave 14,000-executive

dataset via SaaStr (2025): ≈22 mo; RevPartners: 18 mo —

hbr.org/2024/10/the-high-costs-of-chief-revenue-officer-tur

nover

04 VP Sales tenure declined from 26 to 19 months.
OBSERVED — Chris Orlob tenure analysis (2018). Dated

source, retained for trend context —

partnersinexcellenceblog.com/sales-vp-tenure-shrunk-to-19-m

onths

05 Pipeline coverage of 3–4x treated as industry baseline.
COMPOSITE — Clari, pipeline coverage guidance (2026):

correct ratio is win-rate dependent —

clari.com/blog/pipeline-coverage-best-practices

06 First seller contact now occurs at 61% of the buying journey
(2025), down from ~69% (2023–2024). The winning vendor is
already on the buyer's day-one shortlist 95% of the time, and
the pre-contact favorite wins 77–80% of deals.
OBSERVED — 6sense B2B Buyer Experience Report 2025 (Nov

2025, ~4,000 buyers) —

6sense.com/science-of-b2b/buyer-experience-report-2025

07 The average B2B purchase is influenced by 13 internal
stakeholders plus 9 external participants.
OBSERVED — Forrester, The State of Business Buying (Jan

2026) —

forrester.com/press-newsroom/forrester-2026-the-state-of-bu

siness-buying

08 15,505 martech products in 2026 — growth of 0.79% (121 net
additions) over 15,384 in 2025; ≈150 in 2011. Brinker: “For the
first time in 15 years, the growth of the martech landscape
effectively flattened.”
OBSERVED — Chiefmartec / Scott Brinker, 2026 Marketing

Technology Landscape (May 2026) — chiefmartec.com

09 Sales technology market ≈$57.6B annually.
COMPOSITE — Business Research Insights (2026). Analyst

estimates range $47B–$61B (Market.us 2024; Verified Market

Research 2023); treated as an order-of-magnitude figure.

10 Sellers use an average of 8–10 tools to close a deal.
OBSERVED — Salesforce State of Sales (2022–2024) —

salesforce.com/news/stories/sales-research-2023

11 Only 1 in 4 U.S. sales reps made quota last year — an
actual-attainment measure. (Earlier editions of this stat were
expectation-based: 28% expected to hit, Salesforce 5th ed.)
OBSERVED — Salesforce 2026 Trends in Sales Compensation

Report (n=500 U.S. sales professionals, fielded Aug–Sep

2025) — salesforce.com

12 87% of sales teams report struggling to meet or exceed quota
targets.
OBSERVED — Xactly 2025 Sales Compensation Report (Feb 2025)

— xactlycorp.com

13 Average software-sales quota attainment ≈43%.
OBSERVED — RepVue Cloud Sales Index (2025), via Qobra —

qobra.co/blog/sales-quota-attainment

14 Average B2B win rate ≈21%; enterprise (>$100K ACV)
12–18%.
COMPOSITE — HubSpot Sales Trends Report (2024); Optifai

benchmark of 939 B2B SaaS companies (2026)

15 Enterprise technology purchase cycles lengthened from 4.9
months (2019) to 6.5 months (2023), ≈+33%.
OBSERVED — Foundry, Role & Influence of the Technology

Decision-Maker (Jun 2023). Scope: technology purchases.

16 42% of sellers feel overwhelmed by the number of tools;
overwhelmed sellers are 45% less likely to attain quota.
OBSERVED — Gartner Sales Survey (Sep 2024), via Salesforce

sales-statistics compilation — gartner.com/en/newsroom

(2024-09-16)

17 84% of sales teams without an all-in-one platform plan to
consolidate their tech. (The 2022 5th-edition figure was 94%
within 12 months.)
OBSERVED — Salesforce State of Sales, 7th ed. (2026) —

salesforce.com

18 MQL-to-SQL conversion 10–26% by industry; ≈13% in B2B
SaaS.
OBSERVED — First Page Sage, conversion benchmarks by

industry (2025)
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N O T E S  —  T H E  C L A I M S  L E D G E R

19 98% of marketing-qualified leads never result in closed
business.
OBSERVED — SiriusDecisions, via W. Bush, Product-Led Growth

20 83% of AI-using sales teams saw revenue growth vs. 66% of
teams without AI (1.3x). No updated split was published in the
7th edition; the figure remains 2024 vintage.
OBSERVED — Salesforce State of Sales, 6th ed. (2024) —

salesforce.com/news/stories/sales-ai-statistics-2024

21 “Up to 7x conversion” for multi-agent AI SDR systems is a
vendor claim (Landbase, Jan 2026), measured against
single-model AI baselines, self-reported and unaudited.
VENDOR CLAIM — Cited as a claim, not a finding —

landbase.com; venturebeat.com (Landbase funding coverage)

22 QNT/L projection — the firm's own forward view, not an
external source.
PROJECTION — Reasoning from notes on AI adoption, the

adoption-performance gap, and vendor-claim divergence.

23 “AI” was cited on 337 S&P 500 earnings calls in Q1 2026 — the
highest in FactSet's 10-year series; prior record 334 in Q4
2025.
OBSERVED — FactSet Earnings Insight (Jun 12, 2026) —

insight.factset.com

24 ≈13% of sales organizations use no AI in any form (complement
of the 87% adoption figure, 2026).
OBSERVED — Salesforce State of Sales, 7th ed. (2026)

25 32% annual CRO turnover.
OBSERVED — Pave compensation dataset (14,000 executives)

via SaaStr (2025) — saastr.com

26 External CEO hires in the S&P 500 nearly doubled: 18% (2024)
to 33% (2025).
OBSERVED — The Conference Board, CEO Succession (2025) —

conference-board.org/press/ceo-succession-2025

27 62% of companies see revenue growth decline or stay flat in
the fiscal year after a CRO change; median growth drop 15.5%
→ 11.7%.
OBSERVED — HBR, The High Costs of Chief Revenue Officer

Turnover (Oct 2024)

28 Fewer than 20% of sales organizations achieve forecast
accuracy of 75% or better.
OBSERVED — Miller Heiman Group (2020), via InsightSquared

29 Only 45% of sales leaders and sellers have high confidence in
forecasting accuracy.
OBSERVED — Gartner State of Sales Operations Survey (Feb

2020) — gartner.com

30 67% of B2B buyers prefer a rep-free buying experience (Mar
2026, n=646); up from 61% in the mid-2025 survey.
OBSERVED — Gartner Sales Survey press releases (Jun 2025;

Mar 9, 2026) — gartner.com

31 Single-threaded opportunities win ≈5% of the time; five-plus
contacts ≈30% (≈6x).
OBSERVED — UserGems analysis of 500 closed opportunities —

usergems.com/blog/sales-multithreading

32 ≈77% of sellers missed their number.
OBSERVED — Fullcast Benchmarks Report (2025) — fullcast.com

33 49% of RevOps leaders say their processes aren't flexible
enough to respond quickly when conditions change; 46% say
processes remain mostly manual and lack automation; 38% cite
data accuracy/quality among users' top challenges.
OBSERVED — Forrester Revenue Operations Survey (2024), via

Forrester 2026 budget-planning analysis — forrester.com

34 Expansion share of new ARR scales with company size: ≈40%
at $25–50M ARR to ≈65% at $200M+.
COMPOSITE — KeyBanc, ICONIQ, Emergence, OpenView

benchmarks, compiled by Ordway —

ordwaylabs.com/blog/new-versus-expansion-arr

35 Reps spend ≈28% of their week actually selling.
OBSERVED — Salesforce State of Sales research (2022) —

salesforce.com/news/stories/sales-research-2023

36 QNT/L interpretation — 2026 may mark the peak of the
instrumentation era: the first flat landscape year in fifteen,
record consolidation intent, and a removal rate approaching the
addition rate signal that tool proliferation has become an
architectural liability.
INTERPRETATION — QNT/L Research. Underlying data:

Chiefmartec (2026); Salesforce State of Sales, 7th ed.

(2026).

37 51% of sales leaders with AI say disconnected systems are
slowing their AI initiatives; 74% of sales professionals are
focusing on data cleansing; 79% of high performers prioritize
data hygiene vs. 54% of underperformers.
OBSERVED — Salesforce State of Sales, 7th ed. (Feb 2026,

n=4,050, 22 countries) — salesforce.com

QNT/L RESEARCH — THE STATE OF REVENUE: 2026 P.32

E X H I B I T  S O U R C E S

EXHIBIT 01 The Proliferation–Performance Inversion (p.9)
Tools: Chiefmartec (2025–2026), 150 → 15,505; 2026 growth +0.79% — the first flat year. Quota endpoints: CSO Insights

(2012) 63%; Salesforce 2026 Trends in Sales Compensation — 1 in 4 U.S. reps made quota. Curve is endpoint-anchored

and schematic between anchors.

EXHIBIT 02 The Pipeline Fiction (p.13)
Funnel benchmarks: First Page Sage (2025–2026). MQL fate: SiriusDecisions (98% never close). No-decision loss: Dixon

& McKenna, The JOLT Effect (2022).

EXHIBIT 03 The AI Divergence (p.16)
Architecture-readiness rows: Salesforce State of Sales, 7th ed. (2026), n=4,050. Revenue-growth split (83% vs 66%):

6th ed. (2024); no 2026 refresh published. See notes 2, 20, 37.

EXHIBIT 04 The CRO Half-Life (p.20)
Tenure: HBR (2024), Pave via SaaStr (2025). Cycle durations: Foundry (2023), industry renewal conventions. Bars

illustrate the tenure/impact-cycle mismatch.



A B O U T  Q N T / L

QNT/L is a revenue
design practice.

QNT/L exists to design revenue systems for companies that have outgrown the ones

they inherited. The firm studies how B2B companies structure the systems that

produce revenue — architecture before tools, before hires, before campaigns — and

publishes its research openly, including the Revenue Architecture Index, an ongoing

public rating of revenue system design.

QNT/L Research is the publishing arm of the practice. The State of Revenue is its

annual flagship edition: a structural diagnosis of how B2B companies earn,

assembled entirely from public data and published for open distribution.
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QNT/L Research, "The State of Revenue: 2026 —

The Instrumentation Paradox." Edition 01, August 2026.

qntl.ai

OPEN DISTRIBUTION PERMITTED WITH ATTRIBUTION.

Media, data, and research inquiries: qntl.ai
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2027

E D I T I O N  0 2

The 2027 edition is
already in the field.
The dataset behind Edition 02 is being assembled now. The 2027 edition

will measure whether the divergence documented here accelerated — and

name the architectures that outperformed.
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