
SITUATION

A national marketing services company operated a diversified sales organization 

supporting multiple product lines, customer segments, and regional sales models. Quotas 

were assigned annually and adjusted throughout the year based on market conditions, new 

offerings, and changes in account ownership.

Quota setting relied heavily on spreadsheets and manual coordination across sales 

operations, finance, and leadership teams. Historical performance, territory potential, and 

strategic growth targets were considered, but aligning these inputs consistently across 

thousands of sellers proved increasingly difficult.

CHALLENGE

As the business evolved, quota cycles became slower and more contentious. Adjustments 

required significant manual effort, and mid-cycle changes often led to disputes due to 

limited transparency into how targets were set or modified. Sales leaders lacked 

confidence that quotas reflected real opportunity, while operations teams struggled to 

manage exceptions without reworking entire cycles.

The lack of a governed, system-based approach also made it difficult to analyze quota 

effectiveness over time or simulate alternative scenarios before committing to changes.
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SOLUTION

The company implemented a centralized, no-code quota management framework that 

unified quota design, distribution, and governance. Quotas were modeled using 

structured inputs such as historical performance, territory potential, and strategic 

weighting factors, all managed within a single system.

Templates standardized quota logic across teams, while scenario modeling allowed 

leadership to test changes before publishing. Mid-cycle adjustments could be applied 

selectively without recalculating entire plans, with full versioning and audit history 

preserved.

OUTCOMES

Quota cycles became faster, more transparent, and easier to govern. Sales teams gained 

greater trust in how targets were set, while operations teams reduced manual workload 

and exception handling. Leadership gained clearer insight into quota effectiveness, 

enabling continuous refinement rather than annual resets.
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