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Chapter 23: The Enhanced Deal Record

From System of Record to System of Insight

If Chapter 21 made CRM the single source of truth, and Chapter 22 improved how
you write for the future reader, Chapter 23 is where the deal record becomes an execution

“«“

system. Most CRM records answer:
“What happened?”
An enhanced deal record also answers:

“What must happen next, and what must be

true for this deal to close and deliver successfully?”

That’s the difference between documentation and operational control. In enterprise
selling, especially in Al-era deals where governance, security, and cross-functional
alignment matter, your ability to run the deal is directly tied to the quality of the record

you keep.

23.1 What “Enhanced” Actually Means

Enhanced does not mean “more fields.” Enhanced means the deal record is
structured around the few elements that determine the outcome:

e Storyline: Why now, what outcome, why you

e Stakeholders: Who decides, who influences, who blocks

* Decision path: How the customer will decide, not how you want them to

decide

* Mutual action plan: Real owners and dates

* Risk register: Top risks, mitigations, and owners

e Commitments: Log what has been promised (technical, commercial,

governance)
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* Post-signature readiness: What must be true for delivery success

If these are current and truthful, your cast can execute without guesswork.

23.2 The Customer Decision Path: The Missing Layer in Most CRMs

Stages are internal. Decision paths are customer reality. Your enhanced record
should capture:

*  What the customer is trying to approve (pilot, platform, renewal,
standardization)

*  Who must sign off (business, IT, security, procurement, finance)

»  What gating events exist (POC, security review, architecture review, legal
review)

* What “yes” looks like and what “no” looks like

A simple discipline:

» Every late-stage deal should list the remaining decision checkpoints.

« Ifyou can’t list them, you’re not late-stage, you’re early-stage with hope.

23.3 Stakeholder Map: Roles, Influence, and Alignment

Enterprise deals don’t close because one person likes you. They close when the
stakeholder system aligns. Your CRM record should identify, at a minimum:

* Economic decision owner: Budget and approval authority

* Technical decision owner: Architecture and feasibility authority

* Security/compliance gatekeeper: Risk and governance authority

* Champion: The person who drives internal momentum

* Procurement/legal owners: Contracting and terms authority

* Blockers: Those with the power to delay or derail

And it should answer one key question:

“Are these stakeholders aligned on the

outcome, and if not, what is your plan?”

A stakeholder map isn’t a list of names. It’s a view of influence, alignment, and

risk.
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23.4 The Mutual Action Plan: Not a Spreadsheet, a Contract of Motion

Most mutual action plans fail because they are:

* Created too late

* Maintained only by the seller, or

+ Filled with tasks that don’t drive decisions

A working mutual action plan has:

» Customer-owned steps and vendor-owned steps

* Real dates tied to the customer’s internal calendar

» Decision checkpoints clearly labeled

* Owners named, not implied

» Short, readable formatting

Most importantly, it is discussed live with the customer. If the plan only lives in
your CRM, it’s not mutual.

A practical standard:

“If a step does not move the deal toward a

decision checkpoint, remove it.”

23.5 The Risk Register: Make Risks Visible Early and Assign Owners

Risk is not something you “manage later.” It is something you either expose early
or pay for late. Your enhanced deal record should include the top 35 risks, written as:

» Risk statement (fact-based, not emotional)

» Impact (what happens if it hits)

» Mitigation (what you will do)

* Owner (internal and/or customer)

» Target date for mitigation milestone

Examples:

» “Security requires data retention terms and audit rights; review window is

2-3 weeks.”
* “Champion is supportive but not empowered to influence procurement

timeline.”
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* “Implementation depends on customer integration resources not yet
assigned.”

This is how you prevent late-stage “surprise friction.”

Running a Premortem: Turning Risk from Guesswork into Signal
Most teams wait for risk to reveal itself. A premortem forces risk to surface while

you still have time to do something about it. A premortem is simple:

Assume it’s 90 days from now, and the deal
failed (or the deal closed, but delivery is already in
trouble).

Your job is to explain why. Not with drama, but with facts. This is the moment you
stop “selling the deal” to yourself and start stress-testing the deal like an operator.

How to run a premortem:

Get the core deal team together (AE, SE, manager, and anyone who will inherit
risk: legal, security, services, CS when relevant).

Set a timer for 10 minutes. Everyone writes down the top reasons the deal failed.
Then you convert the list into clean risk register entries using the exact structure:

* Risk statement

e Impact

+ Mitigation

* Owner

+ Target date for mitigation milestone

The magic is not the brainstorm. The magic is the translation into ownership and
dates. A premortem works because it pulls hidden assumptions into the open:

» We’re assuming security will be quick.

* We’re assuming procurement will follow the “standard timeline.”

* We’re assuming the champion can move people they’ve never moved

before.
* We’re assuming implementation resources will appear.

* We’re assuming our Al claims will survive governance review.
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When those assumptions stay unspoken, they become a source of friction. When

they become risk statements with owners, they become controllable.

Premortem Checklist

Use this anytime a deal enters late-stage, anytime the forecast is “committed,” and

anytime you’re walking into a QBR with a top deal on the line.

Participants

* AE, SE, manager
* Add legal/security/services/CS if they will carry risk post-signature or if

governance is a gating event
Setup (2 minutes)

* Confirm the decision checkpoint you’re driving toward next
 Pull up the mutual action plan and the current risk register

» Confirm the forecast category you’re telling leadership (and why)
Premortem prompt (10 minutes)

* “It’s 90 days from now. The deal either failed or closed, and delivery is

already a problem. Why?”
Capture (10 minutes)

Turn each reason into a risk register entry:
» Risk statement

* Impact

» Mitigation

* Owner

» Target date for mitigation milestone
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Quality control (5 minutes):

* Are the risk statements fact-based (not emotional)?

* Does every mitigation have an owner (internal and/or customer)?

+ Is every mitigation tied to a target date for a mitigation milestone?

* Do we have at least one governance risk and one delivery risk when

Al/security/services are involved?
Decision (3 minutes)

*  What must be validated in the next 7 days?
* What must be escalated now?

* Does the forecast category still hold after the premortem?

One-Page SOP: Premortem + Risk Register Enforcement for Forecast Calls and
Quarterly Business Reviews (QBR’s)

Purpose

Make the forecast credible by making risks visible, owned, and time-bound before
leadership commits resources, attention, or executive air cover.
Scope applies to:
 All late-stage opportunities (forecasted, committed, upside in the current
quarter)
» All top deals reviewed in QBR cadence
» All Al-involved opportunities where governance, security, or compliance

is a gating factor
Operating Rhythm

Weekly forecast call (team cadence) for any deal discussed as forecasted or
committed. The AE presents the current risk register (top 3-5), including:

* Risk statement

* Impact

» Mitigation
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* Owner
» Target date for mitigation milestone
* The manager confirms that mitigations are real (not “we’ll follow up”’) and

tied to decision checkpoints.
QBR cadence (leadership cadence)

For top deals and top accounts:

* Run a premortem before the QBR (not during).

* Bring the updated risk register into the QBR as part of the deal record.
Leadership review focuses on:

* What changed since the last cadence

»  Which mitigations are on track vs slipping

» What needs escalation (legal, security, exec sponsor, services alignment)
Inputs (required before the meeting)

» Enhanced deal record is current (storyline, decision checkpoints,
stakeholder map)

* Mutual action plan includes owners and dates tied to the customer
calendar

» Risk register includes the top 3—5 risks with owners and target dates

* Commitments log is current (technical, commercial, governance
commitments)

» Validated vs assumed is explicit for the biggest deal claims (especially

Al/governance)

23.6 The Commitments Log: The Most Overlooked Protection Mechanism

In complex deals, the most dangerous moment is when the team can’t answer:
“What have we already promised?”

The commitments log should capture:

* Technical commitments (integrations, performance, architecture)
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Delivery commitments (timeline, staffing, milestones)

Commercial commitments (pricing expectations, EA structure, leasing,
buybacks)

Governance commitments (security posture, data handling, Al claims
language)

Escalation commitments (support posture, executive attention, response

paths)

This log protects you from “we never said that” debates, internally and externally.

It also protects the customer experience: everyone stays consistent.

23.7 Separate “Validated” From “Assumed.”

This one discipline prevents more damage than almost any other. Your enhanced

record should clearly separate:

Validated (confirmed by the customer or by your internal experts)
Assumed (believed but not confirmed)

Unknown (not yet explored or gated by review)

Al-related topics especially require this separation:

Data usage, retention, training boundaries
Audit-ability and controls
Safe use and policy requirements

Behavior limitations and “not promised” statements

If you don’t separate validated from assumed, your team will start operating on

fiction.

23.8 Case in Point: The Deal That Survived Team Rotation

A strategic deal spans months. Midway through, the SE changes, a new CS lead is

assigned, and leadership wants an executive call. In one version of the world, this causes

chaos: everyone asks the AE to rebuild context, the customer gets inconsistent

messaging, and momentum slows.

In the better version, the enhanced deal record is current:

Storyline is clear

Stakeholders and influence are mapped
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* Decision checkpoints are visible

* Risks and owners are tracked

+ Commitments are logged

* The mutual action plan is real

The new team ramps quickly because the system carries the truth. The customer
experiences continuity, not internal churn. In enterprise accounts, continuity is often the

differentiator.

23.9 Preaching to Practice Exercises

Exercise 1: Build an Enhanced Deal Record for One Priority Deal

Choose your #1 deal this quarter and create:
+ Storyline (5 bullets)

» Stakeholders (with roles and alignment)
* Decision checkpoints (remaining)

* Mutual action plan (owners + dates)

* Top 3 risks (with mitigations + owners)

* Commitments log (what’s been promised)
Exercise 2: Run a “Validated vs Assumed” Review.

For that deal, list:
» 3 validated facts that de-risk the deal
» 3 assumptions that could break it

Assign owners to validate the assumptions within 7 days.

Exercise 3: Make the Customer Co-Own the Plan

Share the mutual action plan with the customer live and ask:
* “What’s unrealistic here?”

* “What’s missing?”
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* “Who else needs to be involved?”

Then, update CRM.

23.10 Summary

A CRM record that only documents activity is a history book.
An enhanced deal record is an execution system.

When you run your deals with:

* A clear customer decision path

* A mapped stakeholder system

* A real mutual action plan

* An owned risk register

* A disciplined commitments log

» Explicit validated vs assumed separation

You don’t just sell better, you operate better. You become harder to derail.

23.12 Lead-In to Chapter 24

Up to this point, the book has focused on the mechanics of modern selling—how
deals move through organizations, how internal teams coordinate their work, and how
disciplined records allow leadership to provide meaningful air cover. Those practices
matter in every environment, but the way they show up in daily work changes depending
on the company you work for.

In the next chapter, we begin a new section of the book that examines those
differences more closely.

Part IV focuses on company size dynamics, specifically how the account executive
role changes across small, mid-sized, and large enterprises. The expectations, resources,
internal coordination, and leadership structures surrounding the AE shift significantly as
companies grow, and understanding those differences is essential for navigating the
environment you are in.

Chapter 24 begins with the operating reality of the account executive inside a
smaller company, where speed, improvisation, and resource constraints shape the selling

motion in very different ways than in larger organizations.
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In the chapters that follow, we will examine how those dynamics evolve as
companies scale and what that means for the way account executives coordinate teams,

manage risk, and guide complex deals forward.
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