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R E V E N U E O S  ·  R E S E A R C H  B R I E F

Architect
First
Why revenue leaders churn,
and what actually sets them
up to win.

A RevenueOS research brief on senior sales-leadership tenure.

B LU E P R I N T A L R E A DY  I N  P L A C E

!3%
Succeed when a documented,
working revenue system is
waiting for them.

B U I LT F R O M  S C R AT C H  O N  D AY  O N E

34%
Succeed when asked to design
the system while carrying the
number.

TOPIC PREPARED BY EDIT ION
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Sales-leadership tenure RevenueOS 2025 · v1.0

RevenueOS Free to share. No sign-up required.

THE SHORT VERSION

Replacing the leader rarely 0xes the problem
Senior revenue leaders have one of the shortest shelf-lives in the C-suite.
The average CRO or VP of Sales now lasts under two years, turns over at
roughly a third per year, and is usually shown the door rather than choosing
to leave. Replacing them rarely Lxes the problem, and often makes it worse.

The evidence points away from the comfortable explanation. This is not, in the main, a
talent problem. It is a job-design problem. The single largest predictor of whether a
senior sales leader succeeds is not their CV. It is whether a working revenue system
was already in place when they arrived.

!3%
succeed when handed a documented,
functioning sales process.

34%
succeed when expected to design the
system from scratch while carrying
the number from day one.

The distinction we keep missing

An architect designs the blueprint; a builder lays the blocks. They are different skills.
Most scale-ups hire a builder and quietly expect them to architect the entire revenue
system on the side, while the quota climbs and the boardroom warms up.

Get the order right. Draw the blueprint Lrst, and the next hire walks into 83% conditions instead of 34%.
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THE NUMBERS

Shortest tenure in the C-suite
Revenue leaders last roughly half as long as the chief executives they report to, and
most of them are pushed rather than leaving on their own terms.

CRO / VP Sales 1.# yrs

CEO 4.3 yrs

Average tenure. Source: SaaStr / Pave, 2025 (14,000 executives).

Metric Source Figure

Average CRO / VP Sales tenure SaaStr / Pave, 2025 1.# yrs

Average CRO tenure HBR / SBI, 2024 25 mo

Annual CRO / CMO turnover SaaStr / Pave, 2025 ~32%

CRO departures initiated by the company HBR / SBI, 2024 ~70%

First-time VP Sales failing inside 12 months Lemkin / SaaStr ~70%

Companies whose growth stalls after a CRO change HBR / SBI, 2024 12%

Revenue-leader quota increase, 2022–2024 The Bridge Group +70%

Success with a documented process already in place Humanr (practitioner) ~#3%

… without one (built from scratch on day one) Humanr (practitioner) ~34%

On reading these. The tenure, turnover, growth-impact and quota Lgures come from primary or well-
established sources (HBR, SBI, Pave / SaaStr, The Bridge Group, Leadership IQ) and are the ones to lean
on. The headline 83 / 34 contrast and the cost-of-mis-hire estimates are practitioner-sourced. We use
them because they are directionally consistent with the harder data and they make the mechanism
legible, not because they carry the same statistical weight. We would rather tell you that than pretend
otherwise.
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WHY THEY LEAVE

Five structural causes, ahead of capability
Across the research, the same structural causes recur, and they cluster well ahead of
individual capability. The thread connecting all Lve is connective tissue, or rather the
absence of it.

01 Stage mismatch
Founders hire a leader to scale a motion that does not yet exist, expecting them
to build the engine and drive it at the same time. The role the company needs
and the role it advertises are different jobs.

02 The process void
No repeatable sales process, no RevOps backbone, no clean commercial data.
The leader is asked to diagnose and rebuild while being judged on this quarter’s
number, and is blamed for problems they cannot yet see.

03 Expectation gap
Boards read a single quarter’s miss as a verdict, even though repairing pipeline
takes far longer than repairing a forecast. Quotas have risen sharply while win
rates and cycle times have moved the other way.

04 Disconnected functions
The CRO is handed the clearest number in the business but rarely the authority
that runs across the whole customer journey. Marketing and customer success
report elsewhere. Maximum accountability, minimum control.

05 Ramp reality
Reps take three to six months to ramp and up to Lfteen to reach full productivity,
yet leaders are expected to bend the curve inside a quarter or two.

The leader is dropped into a set of disconnected parts and asked to produce a
connected outcome.
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An architect designs the
blueprint. A builder lays
the blocks.
THE DISTINCTION THE M ARKE T GE TS WRONG
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RevenueOS Architect First

ARCHITECT AND BUILDER

Different skills, drawn from different instincts
A leader strong at one is not automatically strong at the other, and almost no one
does both well while also carrying a number from day one.

DESIGNS THE BLUEPRINT

The architect
DeLnes the ideal customer, how a deal actually
moves, the qualiLcation discipline, and the
connective tissue across marketing, sales and
customer success so the journey hangs
together as one system. Thinks in systems and
sequence.

L AYS THE BLOCKS

The builder
Hires the reps, runs the motion, coaches the
calls, closes the business. Thinks in momentum
and people. Thrives where the architecture
already exists; asked to architect at night where
it does not, and fails two times out of three.

The 83 / 34 gap is exactly this. This also explains why hiring from a larger, more
structured organisation so often disappoints: those leaders are trained to optimise a
system that already exists. Drop them somewhere with no system and the very
experience that impressed you starts working against them.

The honest caveat

Sometimes the leader genuinely is the wrong hire, and a strong system will not rescue
a poor one. Structure and talent reinforce each other. Our argument is simply that the
structural half is wildly under-diagnosed, and the talent half gets all the attention. For
the record, one study of 20,000 hires found 89% of new-hire failures came down to
attitude, not skill, so the person can be the problem too.
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WH AT SE TS A  LEADER UP TO WIN

Prepare the ground, not just the shortlist
The same research points to the conditions that correlate with leaders who last. None
is about Lnding a more talented individual; all are about preparing the ground.

+ A documented sales process, deLned ICP and pipeline stages in place before the hire.

+ Aligned, connected revenue functions, with one shared view of how customers move from lead to
advocate.

+ Realistic time horizons, with leading indicators watched in the Lrst year rather than revenue alone.

+ Structured onboarding and a genuine Lrst-90-days plan, not a quota and a handshake.

+ A proLle matched to the actual job: build experience where you need building, scale experience where you
need scaling.

The RevenueOS view

If the blueprint is what separates 83% from 34%, the blueprint has to come Lrst. Not
the hire. That is the work we do. We install the architecture before a company spends
another year and another half-million on its next attempt at the same role, then put a
leadership cadence around it — our CouncilOS — that gives the team one honest,
shared view of how customers really move through the business.

Draw the architecture 6rst. Then bring on a builder who can spend all of their attention on execution,
rather than half of it sketching the map they are being judged against. The role stops being a coin toss.

So before you write that job spec again, ask a harder question than who. Ask what you are handing them
— a blueprint, or a blank page.
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SOURCES &  ME THOD

What this brief is built on
Primary and well-established sources carry the argument; practitioner diagnostics are
used as directional support where jagged, never as equivalent evidence.

Harvard Business Review, The High Costs of Chief Revenue Okcer Turnover (2024), with
SBI Growth Advisory.
SaaStr analysis of Pave compensation data across 14,000 executives (2025).
The Bridge Group / VP Sales Forum compensation and quota survey (2024).
Jason Lemkin / SaaStr on Lrst-time VP of Sales failure rates (study of 80 SaaS startups;
author calls it unscientiLc; widely cited and directionally consistent).
Leadership IQ, Hiring for Attitude (20,000 new hires).
Jeremey Donovan, analysis of 11,035 revenue-leader proLles (2024).
Practitioner diagnostics on documented-process success rates and cost of mis-hire
(Humanr, Topgrading), used as directional support.

Compiled by RevenueOS. Free to share. No sign-up required.
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