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Winning new clients

The prospecting machine that does not exist, inquiries answered in days, proposals that
go quiet, and referrals nobody asks for.

The dormant pipeline

The lead graveyard: contacts you already paid for, producing nothing, and the cheapest
revenue most firms never collect.

Keeping and growing the base

Clients lost to neglect, hours delivered and never billed, and the expansion sale that
never gets made.

The predictability test

Where your firm lands on these 8, measured in dollars, on your real data.

Method and sources

Every figure in this study is drawn from published research, cited at the point of use and
listed in full.
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If your firm has great months followed by empty ones, the problem is rarely effort
or talent. Predictable revenue rests on three flows working at the same time.
When any of them depends on luck, revenue swings, capacity sits idle in slow
months, and planning turns into guessing. SPI Research ties keeping lost revenue
under 5% of the total directly to financial predictability [2], and McKinsey’'s 2026
Global B2B Pulse draws the same line: 60% of market leaders report double-digit
growth against 21% of laggards, and the gap comes from structural choices in
commercial execution, not from market conditions [14]. The 8 mistakes in this
study are where predictability breaks. Each one shows the signs to look for in
your own firm and what it is already costing you, in money you spent and money

you never saw.

(0) (0) (0)

36% 60% vs 21% 47 h
faster growth in companies that market leaders vs laggards average B2B response time to a
align the full revenue engine reporting double-digit growth new inquiry. The window that
(Forrester / SiriusDecisions) [1] (McKinsey, 2026 Global B2B converts is 5 minutes [6][7]

Pulse) [14]

New clients, on The base, kept active Dormant contacts,
schedule Current clients retained and revived
Active acquisition that you expanded before they drift Leads and past clients you
control, instead of waiting away in silence. already paid for, brought

for the phone to ring. back into play.
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AREA 01

Winning new clients

New revenue is the flow every firm thinks about most, and the one most firms
leave to chance. The four mistakes in this area share one root: growth that
depends on the phone ringing instead of on a process the firm controls.
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MISTAKE 1
No active prospecting machine

Growth waits for the phone to ring. New business comes from referrals and inbound only, with
no weekly process for going after the clients you want. Consulting profitability benchmarks
put healthy firms at 30% or more new clients per year through deliberate acquisition [3].
Without a machine, the pipeline your firm could have simply never exists.

BILLABLE UTILIZATION, INDUSTRY AVERAGE

VEWA
74%

68.9%

68%
2021 2022 2023 2024

SPI Research via Deltek, 2025 Professional Services Benchmarks [4]

Signs your firm has it: revenue flat at the same level for 2+ years; one or two sources bring most
new clients; loaded months followed by empty ones.

WHAT IT ALREADY COSTS YOU

Feast-or-famine turns payroll into idle cost: every idle hour in a slow month is salary paid with
no production, and industry utilization is already sliding. Add concentration risk: losing a single
referral source becomes a crisis instead of a dent.
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MISTAKE 2
Slow response to new inquiries

78% of buyers choose the company that responds first [5]. Research published by Harvard
Business Review found that contacting a lead within 5 minutes makes you 21x more likely to
qualify them than waiting just 30 minutes [6]. The average B2B response time sits between
42 and 47 hours [7], and around 30% of inbound leads never receive any contact at all [8].

ODDS OF QUALIFYING A LEAD, BY RESPONSE TIME

Within 5 minutes

After 30 minutes

1x

Average firm: first response after 42 to 47 hours [7]

Oldroyd / InsideSales.com Lead Response Study, published by Harvard Business Review [6]

Signs your firm has it: inquiries answered when someone finds time; no one owns first response;
leads arriving at night or on weekends wait until Monday.

WHAT IT ALREADY COSTS YOU

Every inquiry was paid for once, in marketing, reputation, or referral goodwill. A slow reply kills
the deal and the acquisition cost together, and hands the revenue to whoever answered first.
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MISTAKE 3
Proposals that go quiet

The proposal is written, sent, and then silence. According to industry research cited by Forbes,
sales reps average only 1.3 follow-up attempts before giving up on a lead [8]. Proposals
consume the most expensive hours in the firm, usually the partner's, and without a scheduled
next step they rot in the prospect's inbox.

Signs your firm has it: no next meeting booked when the proposal is sent; nobody can say how
many proposals are open right now; follow-up depends on remembering.

WHAT IT ALREADY COSTS YOU

Partner hours invested in proposals that die from silence, plus the deals themselves: these are
the highest probability opportunities in your pipeline, lost at the last step.

MISTAKE 4
Referrals left to chance

Referrals arrive, which convinces the firm the channel works. But nobody asks for them
systematically, so the cheapest acquisition channel available runs at a fraction of its capacity.
Consulting benchmarks treat more than 20% of revenue concentrated in one client or source
as a structural risk [3].

Signs your firm has it: referrals come in but nobody can name the process that produced them;
happy clients are never asked; no referral partner list exists.

WHAT IT ALREADY COSTS YOU

The lowest-cost channel your firm has runs on autopilot at partial power, while every other
channel costs multiples more per client won.
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AREA 02

The dormant pipeline

Between the clients you won and the ones you lost sits a third group nobody
manages: the ones who almost happened. Every one of them was paid for

once, and this is the cheapest revenue your firm is not collecting.
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MISTAKE 5
Leads that went quiet and nobody ever called back

Every firm has a graveyard: leads that inquired, maybe received a proposal, went quiet, and
were never touched again. Reactivation is the cheapest revenue available. Retention industry
data shows re-engagement sequences recover between 6% and 22% of inactive contacts
depending on the vertical [9], and acquiring a new customer costs 5 to 7 times more than
reactivating one who already knows you [10].

COST TO WIN ONE CLIENT

Acquiring a brand-new client

5 to 7x

Reactivating a dormant one

O

Count.co, customer reactivation economics [10]

Signs your firm has it: your inbox and CRM hold hundreds of old inquiries nobody owns; no process
exists for contacts older than 90 days; "we should follow up with those someday".

WHAT IT ALREADY COSTS YOU

The acquisition cost of every dormant lead was already paid and is currently producing nothing.
The cheapest path back to revenue sits in a spreadsheet nobody opens.
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AREA 03

Keeping and growing the base

Winning a client is expensive. Keeping one is not. And yet the base, the
revenue the firm already earned, is usually its least managed asset, drifting
quietly while all the attention goes to the front door.

[P ———
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MISTAKE 6
Clients lost to neglect

Most clients leave quietly, without a complaint. B2B churn averages 38% per year, and 84% of
it is voluntary [11]. The economics are brutal: Harvard Business Review puts new customer
acquisition at 5 to 25 times the cost of retention, and Bain & Company research found that a
5% improvement in retention lifts profits by 25% to 95% [12].

WHAT A 5% RETENTION IMPROVEMENT DOES TO PROFIT

up to +95% profit

+25% profit

Reichheld (Bain) & Sasser (Harvard Business School), published by HBR [12]

Signs your firm has it: no scheduled touchpoints outside active projects; you learn a client left
when the next project goes to someone else; the relationship equals whoever delivered.

WHAT IT ALREADY COSTS YOU
Recurring revenue walks out the door in silence, and replacing it costs multiples of keeping it.
Acquisition costs have risen 222% over five years [13], making every lost client more expensive
to replace than the last.
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MISTAKE 7
Unbilled scope creep

Work expands, invoices do not. Extra requests get absorbed to keep the client happy, and
delivered hours never become billed hours. SPI's industry benchmark flags project overruns
above 10% as a threat to execution, and ties keeping lost revenue under 5% directly to
financial predictability [2].

Signs your firm has it: "small favors" that take days; projects routinely over the estimated hours;
nobody compares hours delivered against hours billed.

WHAT IT ALREADY COSTS YOU

Margin evaporates invisibly. The team is fully busy, the P&L says otherwise, and the gap is hours
your firm already paid for and gave away for free.

MISTAKE 8
Expansion left on the table

The clients who already trust you are the cheapest sale you will ever make, and most firms
never make it. Retention studies show firms that put a formal expansion motion in place lift
net revenue retention by 5 to 12% [9], while hunting new logos keeps getting more expensive
every year.

Signs your firm has it: revenue per client fiat for years; clients buy one service and never hear
about the others; farming depends on the client asking.

WHAT IT ALREADY COSTS YOU

Growth gets bought at the highest possible price, new logos with rising acquisition costs, while
the base that would buy more waits for a conversation that never comes.



THE PREDICTABILITY TEST

Where does your firm land on these
8?

Reading about the market is one thing. Seeing your own firm is
another. We built a quick diagnostic to see exactly where you stand
on these points: answer a few questions and you get your read back,
in dollars, on your real data.

Run the 5 minute diagnostic

Free. No call, no commitment, no catch.


https://almarev.com/aura/?utm_source=study&utm_medium=asset&utm_content=end
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METHOD AND SOURCES

Compiled from published industry research and 20 years running revenue operations for multinational
technology companies. Figures are ranges reported by the cited studies. Your numbers will differ, which is
exactly why it is worth running yours.

[1] SiriusDecisions (Forrester), revenue engine alignment research: companies aligning the full revenue engine grow 36%
faster.

[2] SPI Research, 2025 Professional Services Maturity Benchmark (revenue leakage below 5% linked to financial
predictability; project overrun threshold above 10%).

[3] Mosaic, Consulting Firm Profitability Benchmarks (new client rate above 30%/year; client concentration below 20%).
[4] SPI Research via Deltek, 2025 Professional Services Benchmarks (billable utilization 73.2% in 2021 to 68.9% in 2024).
[5] Lead Response Management studies via Teamgate (78% of buyers choose the first responder).

[6] Dr. James Oldroyd / InsideSales.com Lead Response Management Study, published by Harvard Business Review in "The
Short Life of Online Sales Leads" (5-minute window, 21x qualification odds).

[7]1 InsideSales.com 2025 research, 5.7M inbound leads across 400+ companies (42 to 47 hour average B2B response
time).

[8] Industry lead-management research via Teamgate and Forbes (about 30% of leads never contacted; 1.3 average follow-
up attempts).

[9] Marketing LTB, Customer Retention Statistics 2026 (re-engagement recovers 6 to 22% of inactive contacts; NRR lift of 5
to 12% with a formal expansion function).

[10] Count.co, Customer Reactivation Rate (new customer acquisition costs 5 to 7x more than reactivation).
[11] Churnkey, 2026 churn benchmarks (B2B churn 38%/year, 84% voluntary).

[12] Frederick Reichheld (Bain & Company) and Earl Sasser (Harvard Business School), "Zero Defections: Quality Comes to
Services", Harvard Business Review; and Amy Gallo, "The Value of Keeping the Right Customers", HBR 2014.

[13] Artisan Growth Strategies, acquisition cost trends (customer acquisition costs up 222% over five years).

[14] McKinsey & Company, 2026 Global B2B Pulse Survey (60% of market leaders report double-digit revenue growth vs
21% of laggards; the gap driven by structural choices in commercial strategy and execution).



ALMA Rev

The growth operation for professional-services firms

almarev.com



	Where professional services firms lose revenue, and predictability
	Contents
	Winning new clients
	The dormant pipeline
	Keeping and growing the base
	The predictability test
	Method and sources
	New clients, on schedule
	The base, kept active
	Dormant contacts, revived

	Winning new clients
	No active prospecting machine
	Slow response to new inquiries
	Proposals that go quiet
	Referrals left to chance

	The dormant pipeline
	Leads that went quiet and nobody ever called back

	Keeping and growing the base
	Clients lost to neglect
	Unbilled scope creep
	Expansion left on the table

	Where does your firm land on these 8?
	Method and sources



