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PATRICK WINGS / E-BOOK

Demand Generation: From
Customer Problems to Credible
Pipeline

AI concept illustration. Editorial content and working models: Patrick Wings.

Demand generation connects an understanding of a buying situation with repeated
communication and a traceable route into sales. This ebook helps you build a program that goes
beyond downloads and campaign reports. You will develop a topic hypothesis, a connected offer
and a shared quality standard for marketing and sales. The continuing SignalDesk example is
entirely fictional. Every quantity, cost and conversion assumption is an illustrative calculation,
not an industry benchmark, client result or spending recommendation. You can reuse the
decision logic, but must replace its assumptions with observations from your own business.
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HOW TO USE THIS RESOURCE

For B2B marketing leaders, founders and sales teams selling SaaS, IT or technology solutions
that need explanation and involve several buying roles.

Your practical outputs

• A documented demand problem with prioritized buying triggers and a clearly bounded topic.

• A content and distribution program with meaningful next steps for each buying situation.

• A shared handover standard for marketing, sales and nurturing.

• A pipeline review using cohorts, cost calculations and explicit continuation rules.
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1. Identify which kind of demand is actually missing
“We need more leads” can describe three different constraints: Too few suitable companies
recognize the problem, they do not see your solution as relevant, or interested people find no
convincing next step. Start by examining existing conversations, lost proposals and recurring
questions. Then choose one constraint as the program’s starting point.

SignalDesk, our fictional provider of IT service handover software, receives downloads but very
few concrete evaluations. The initial diagnosis is insufficient awareness. Conversation notes
reveal a different uncertainty: Interested people do not understand how they could start without
replacing their whole system. The program therefore concentrates on change risk and a
bounded entry. Additional reach would be premature while the same unanswered question
blocks every contact. Define that problem in the program brief so production and distribution
can be assessed against it.

2. Select a buying trigger and a bounded buying
group
Do not begin with a long industry list. Describe the situation that makes a customer seek a
different way of working, such as repeated handover failures between internal teams and
external providers. Add observable prerequisites and exclusions. Only then add company
characteristics. This turns an abstract audience into a demand situation you can investigate.

In fictional SignalDesk’s case, IT leaders at medium-sized companies are the initial functional
contacts. Service operations carries the operational change, while procurement and privacy
specialists may introduce additional checks. The team records these roles without treating a title
as proof of intent. A company with the right profile but no active reason to change remains a
potentially relevant account; it is not counted as a sales-ready opportunity. That distinction
determines the communication and handover later in the program.

Buying situation Unanswered question Useful support

Problem first becomes visible Are the failures isolated incidents or
a pattern?

A diagnostic worksheet with
specific handover questions

Alternatives are being compared Must we replace our existing
system?

Boundaries and comparison of
possible deployment paths

Internal approval is missing How can implementation effort be
bounded?

Limited entry scope with clear
responsibilities

Evaluation is being prepared Which data and people do we
need?

A checklist for a joint scoping
conversation
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3. Build a topic hypothesis with contrary evidence
Write: “We believe audience X, facing situation Y, needs to resolve question Z before considering
a next step.” Underneath it, record existing evidence and potential contradictions. Sales
opinions, customer statements and product assumptions are different forms of evidence. An
internal claim does not become stronger simply because several colleagues repeat it.

SignalDesk’s fictional hypothesis is: “IT leaders experiencing recurring handover failures need a
low-risk integration path before booking an initial discussion.” The team reviews anonymized
conversation notes and asks about the last alternative a buyer rejected. Contrary evidence
would be buyers who already understand integration but consider the benefit too small. Another
integration guide would then answer the wrong question. Agree before production which
observation would change the topic choice, and retain that observation even if it conflicts with a
senior stakeholder’s preferred campaign.

4. Create one core asset and three decision-relevant
proofs
An effective core asset should make a decision easier. For SignalDesk, that means a detailed
guide to a bounded entry rather than a general ebook about digital transformation. It includes a
process view, a completed example and situations it does not cover. Shorter pieces derived from
it should offer independent value while leading back to the deeper explanation.

Develop three forms of evidence: a specific problem situation, a comparison of possible actions
and a worksheet for self-assessment. Do not confuse product claims with customer results.
Without authorized case figures, use an explicitly labelled synthetic example. SignalDesk
therefore shows a fictional handover process and labels its data. The asset is ready when a
knowledgeable reader can identify the next internal evaluation step, rather than when the
document reaches an arbitrary page count. Ask a colleague unfamiliar with the project to test
that criterion.

5. Make a deliberate choice about open access and
forms
A form may reduce access, while contact details can be necessary to deliver something
specifically requested. Separate information access from personal assistance. Open the problem
explanation, methodology and a useful excerpt. A facilitated workshop or requested assessment
may have different information needs from a downloadable document.

In the fictional program, SignalDesk makes its guide openly available and offers an optional joint
assessment. The landing page explains content, audience, boundaries and next steps. A
download alone does not trigger an automatic sales handover. If you test a form-based variant,
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evaluate comprehension, use and later conversations rather than captured addresses alone.
Review consent and contact processes with the responsible specialists. This workbook does not
replace privacy advice or assume that every captured address can lawfully receive promotional
messages. Operational convenience is not a substitute for that review.

Format Value without contact Possible next step Risk

Open guide Assess the problem and
available options

Share a relevant section
internally

Usage cannot be
measured completely

Worksheet Structure the current
situation

Optionally request an
assessment

A blank template without
instructions remains
unused

Specialist webinar Explore an example and
ask questions

Scoping when a need is
established

Attendance is mistaken
for purchase intent

Personal scoping Bound a specific
application

Agree a joint evaluation
plan

A premature meeting
without a useful question

6. Treat distribution as repeatable work
Publishing is one task, not the whole program. Plan which question each contact point answers
each week and who handles responses. One contribution can explain a specific problem, another
compare alternatives and a third address an objection. Repetition becomes useful when it
develops understanding rather than copying the same teaser again.

SignalDesk’s fictional plan combines personal specialist posts, company contributions and
carefully selected advertising. Suitable paid platforms depend on reachable audiences and
available formats; this guide assumes no particular platform capability. Each contact point leads
to an appropriate part of the core asset. A named owner adds comments and questions to the
topic log. If production grows faster than response capacity, additional formats wait. A
well-supported demand situation is more valuable than a collection of unattended campaigns.
Count the time spent answering substantive questions as part of delivery, not invisible overhead.

7. Define qualification through observable states
A points score may help, but it must not disguise missing buying relevance. A contact with
several downloads may still be outside the target segment. Define essential prerequisites first
and helpful behavioral signals second. Sales should be able to understand why a contact was
passed over and which question the next conversation should answer.

SignalDesk uses three illustrative states: topic interest, confirmed problem context and agreed
evaluation. Only the last begins a concrete opportunity assessment. The handover contains the
problem, involved role, existing alternative and agreed next step. Without internal ownership,
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the contact stays in an appropriate information path. A rejected contact receives a documented
reason. Without that feedback, the program learns only which actions produce addresses, not
which communication contributes to a genuinely relevant discussion. Make rejection reasons
descriptive enough to change a future decision.

State Required evidence Action Do not claim

Topic interest Content deliberately
requested or used

Offer a relevant deeper
explanation

Purchase intent has
already been established

Problem context
confirmed

A concrete situation and
ownership described

Clarify the next
evaluation question
together

Budget and timing are
known

Evaluation agreed A specific meeting with a
relevant question

Sales takes ownership
with context

The contract is likely to
close

Unsuitable or not
currently active

Rejection reason
recorded

Change the path or end
contact

More messages will
resolve every objection

8. Nurture the unresolved decision rather than the
calendar
A fixed sequence of five product emails treats all interested people alike. Instead, assign content
to an unresolved decision: understanding the problem, weighing alternatives, preparing internal
approval or assessing implementation. Each message should answer a question and offer a
voluntary next step. End the path when someone objects or the context no longer fits.

In fictional SignalDesk’s program, a contact with integration questions receives a short process
explanation and an invitation to examine a specific handover step. Someone without a reason to
change receives no artificial deadline pressure. Treat responses as clues rather than mind
reading: A click indicates access, not available budget. Record ownership, permitted contact
route and an exit option in the process. Nurturing then supports preparation for a decision
instead of maximizing the length of an automated sequence. Review paths that continue
indefinitely without adding useful information.

9. Model the path to pipeline with separate
assumptions
Separate media spending, production effort and conversation handling. Also measure the
transition from an enquiry to a completed, relevant evaluation. A download cost describes that
action alone. Turning it directly into a revenue forecast skips several uncertain transitions and
may lead to poor spending decisions.
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SignalDesk assumes entirely fictional program costs of €6,000. With 30 assumed enquiries,
twelve completed scopings and four opened opportunities, the arithmetic produces €200 per
enquiry, €500 per scoping and €1,500 per opportunity. These are scenarios, not expected
results. If only six scopings occur, their calculated unit cost doubles. Consider available sales
time alongside the arithmetic. A program can produce apparently suitable contacts and still fail
when nobody handles their context promptly. Record whether the cost model includes internal
labor so future comparisons do not silently switch accounting boundaries.

Fictional scenario Calculation Unresolved question

30 enquiries at €6,000 6,000 / 30 = €200 per enquiry How many enquiries match the
actual problem?

12 completed scopings 6,000 / 12 = €500 per scoping Were relevant people and questions
involved?

4 opened opportunities 6,000 / 4 = €1,500 per opportunity How credible are value and next
steps?

Only 6 scopings in a weaker
scenario

6,000 / 6 = €1,000 per scoping Is fit or handover the constraint?

10. Review cohorts and multiple influences honestly
Group contacts by a meaningful starting period or program entry. Compare cohorts only when
they have had similar time to develop. A new contact should not face the same revenue
expectation as an account supported for several months. Record known contact points without
assigning supposedly exact percentages to every influence.

Fictional SignalDesk combines form source, conversation notes and an optional answer to “How
did you hear about us?” If the records disagree, preserve both. A buyer may have seen an
advertisement and later searched after a recommendation. The report therefore distinguishes
the documented entry, buyer-reported influence and the unknown portion. This creates an
honest view of demand development. It is more useful than an apparently complete model that
fills unobserved steps with certainty. Missing information belongs in the interpretation rather
than being silently converted into channel credit.
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11. Organize a six-week program start with decision
gates
In week one, marketing and sales review conversation notes and define the constraint together.
Week two develops the core asset, worked example and handover standard. Week three covers
specialist approval, form review and a complete test enquiry. The next three weeks concentrate
on distribution, responses and initial analysis. This schedule describes work packages, not a
promised speed of pipeline creation.

SignalDesk stops paid expansion if enquiries reach sales without context. The team fixes the
handover first. When suitable readers consistently stall on the same unanswered integration
question, it improves the core asset. When no recurring problem context emerges, it
re-examines the topic hypothesis. Agree these responses before starting. Otherwise almost
every observation triggers a reflexive demand for more budget or more content, even when the
underlying problem lies elsewhere. Record the gate owner so unresolved decisions do not
disappear between departments.

12. Run a joint review with explicit consequences
Every fortnight, reserve a short shared review. Select a few real contact histories: a relevant
one, a rejected one and a stalled one. Examine the content, handover, response and current
decision state. Add aggregate numbers afterward so favorable averages cannot hide concrete
process failures. One person records decisions and checks their implementation at the next
meeting.

SignalDesk’s closing question is not “Did the ebook work?” but “Which uncertainty was reduced
for which buying group, and where are credible next steps now appearing?” Continue means
improving support for a path backed by evidence. Narrow means deliberately reducing the topic
or audience. Stop means declining to fund an unsupported hypothesis further. Preserve useful
questions and materials rather than mistaking the end of a program for a reason to restart all
content production. A good review changes the next operating decision, not just the color of a
dashboard.
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Your demand generation program worksheet
Replace the tasks with supported entries. The first row is a fictional example. Link every decision
to a conversation note, content item or process record, and mark assumptions separately.

Open the editable worksheet in Excel / Google Sheets

Work item Entry or task Owner Quality check

Constraint Fictional SignalDesk:
integration risk prevents
concrete evaluations

Marketing + sales Add source note and
contrary example

Buying trigger Describe an observed
change situation and the
affected role

Research Use a concrete incident
rather than an abstract
persona

Topic hypothesis Record the unresolved
decision and possible
contradiction

Marketing Approve together before
production

Core asset Outline decision value,
boundaries and a
completed example

Content A specialist reader can
identify the next step

Distribution Plan contact points, reuse
and response ownership

Marketing Expose the capacity
needed to respond

Handover Capture problem, role,
alternative and agreed
next step

Sales Run a complete test
enquiry through the
process

Nurturing Define useful depth and
an ending for each
question

CRM Do not count inactive
contacts as opportunities

Cost and cohort Add total cost, starting
period and contact
maturity

Marketing operations Do not mix young and
mature cohorts

Review decision Explain whether to
continue, narrow or stop

Program owner Record contrary
evidence, owner and date

https://patrick-wings.groovy-fawn-2286.chatgpt.site/resources/downloads/demand-generation-ebook-worksheet-en.xlsx
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Application questions

How can I distinguish demand generation from lead capture?

Check whether suitable people describe their problem more clearly, use relevant material
internally and prepare credible next steps. Additional form contacts alone do not establish that.
Use conversation evidence and contact histories alongside volume metrics so better
communication can be distinguished from changes in capture mechanics.

Should every whitepaper sit behind a form?

No. Decide based on its purpose and the next step. When a document primarily creates
understanding, open access may be appropriate. A requested personal assessment may require
contact details. Compare later conversation quality and actual access to useful information, not
address volume alone.

How should I assess a program with a long sales cycle?

Define early observable progress, such as confirmed problem context, relevant roles
participating and agreed evaluations. Compare similarly mature cohorts and withhold revenue
conclusions while outcomes are not yet assessable. Early signals support operating decisions but
do not prove eventual revenue.

What if sales consistently rejects the contacts?

Review specific examples and rejection reasons together. If segment, problem, role or agreed
next step do not fit, change the communication or qualification. If suitable contacts arrive
without context or ownership, fix the handover process. Additional contacts do not remove that
constraint.
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