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Introduction

Executive Summary

Welcome to the State of Sales Engineering, a comprehensive analysis of trends, challenges, and best
practices shaping this vital function.

Sales Engineering teams are increasingly recognized as essential drivers of revenue and customer
success, yet they face challenges in scaling their impact and demonstrating their value. Among the
critical insights uncovered, three stand out as pivotal for organizations to address:

Expanding Influence Across the
Sales Cycle

Sales Engineers are playing a more significant
role throughout the sales process, from
discovery to post-sale engagements. However,
capturing metrics that showcase their
contributions to business outcomes remains

a challenge, creating opportunities to implement

The Growing Role of Alin
Sales Engineering

While Al adoption is helping SEs improve
efficiency and productivity, concerns about
accuracy, integration, and training are limiting
its potential. Leaders must prioritize purpose-
built Al solutions and enablement programs to
unlock the full value of Alin technical selling.

tools and processes that demonstrate
their impact.

Gaps in Product-Field Alignment

Despite regular meetings between Product and Sales Engineering teams, many SE leaders express
dissatisfaction with product roadmaps, citing a disconnect between field needs and development priorities.
Establishing structured feedback loops can foster better collaboration and alignment.

As organizations navigate these challenges, the findings in this report provide actionable recommendations
to empower Sales Engineering teams and maximize their contributions to sustainable growth.

About the Research

The data for this report was collected from November 13 to December 31, generating 110 responses
from Sales Engineers of all roles and levels. This dataset provides a clear snapshot of the evolving

Sales Engineering function, delivering key performance indicators, emerging trends, and strategies
for success.
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Our Respondents: 110

Countries

Canada W@ Germany
France @@ Netherlands
Ty 66%

Industries

Telecommunications,
Technology, Internet &
Electronics

Finance & Financial 2%
Services

Business Support & Logjistics
Food & Beverages
Government

Healthcare & Pharmaceuticals
Education

Transportation & Delivery
Prefer not to say

Other

Bangladesh @
Other @
Australia @

Current Level

B ndividual Contributor
[ Manager

] Director

B Vice President

B Executive

Mean Years of Experience: 11.54

V.
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Stage

B start-Up
(Early Growth Phase)
[ Emerging
(Scaling Operations and Expanding Market Presence)
[l CGrowth
(Focused on Revenue Growth and Market Share Expansion)

Established
(Mature Operations with Steady Growth)

Enterprise
(Well-Established, Large-Scale organization with Global Reach)

Employees
22%
00
B under100 :::
[ 101- 500 a B
0,
500 - 999 % 00
u 8% -9
= ooomesee 222 222
B 5000-9999
00 00
Il 10000 or more a B a A A
3%

Annual Revenue

$IM to $4.9MM

$5MM to $9.9MM
$10MM to $49.9MM
$50MM to $99.9MM
$100MM to $499.9MM
$500MM to $999,999B

$1B or more

I E

50%
23%

10% 13%

30%
23% ® 00
4 4 A
00 000
4 4 A 4 4 A
00 000
4 4 4 4 4 A
222 222 &% o%
00 000 00 00
4 4 A 4 4 A 4 4 A 4 4 A
00 000 00 o000
4 4 A 4 A A 4 A A 4 A A
3% 4% 1% 3%
YoY Growth

Increased 100% or More
Increased between 76 and 100%
Increased between 51 and 75%
Increased between 25 and 50%
Increased between 5 and 25%

No change

Decreased between 5 and 25%

V.
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Organizational Overview

overall revenue growth.

Sales Engineering teams are experiencing a transformation in organizational design, with
structures increasingly aligned to support revenue growth and long-term business objectives.
A notable trend is the steady investment in Sales Engineering resources, which is congruent with

Organizations are recognizing that maintaining

a robust Sales Engineering function is critical

to ensuring technical alignment throughout the sales
process, particularly in complex or highly competitive
markets. This strategic alignment is fostering

the adoption of a 4:1 AE:SE ratio as a benchmark,
ensuring that Account Executives have adequate
technical coverage to close deals efficiently without
overextending SE capacity.

Sales Engineering FTEs

Il 'to4
[ 5tol0

Tto 30
31to 50
51to 100
101to 250
251to 500

501 or More

Technical Complexity

High Technical Complexity - Deep Domain Expertise Required
Moderate Technical Complexity - Some Specialized Knowledge Required

Low Technical Complexity - Focus on General Technical Understanding

Unlike other roles within revenue organizations, Sales
Engineers are facing minimal pressure to reduce
headcount—a strong indicator that executive
leadership sees them as essential to driving

value across the customer lifecycle. This stability
reflects a deeper understanding among C-suites
of the multifaceted contributions SEs bring, from
shortening sales cycles to improving win rates and
increasing customer retention. As Sales Engineering
teams continue to evolve, they are positioned as
indispensable partners in achieving sustainable
growth and operational excellence.

Sales Engineering Team YoY Growth

Increased:
Congruent with Revenue Growth Rate

Increased:
Incongruent with Revenue Growth Rate

No Change

Decreased:
Congruent with Revenue Growth Rate

Decreased:
Incongruent with Revenue Growth Rate

A%

6%

V.
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Reports to

[l Scles

[ CRO/Revenue

| Product

[ Customer Success
B Operations

B ceo

I other (please specify)

There is a growing acknowledgment that technicall
solutions demand the expertise of skilled technical
professionals to effectively convey value and
address complex customer needs. Sales Engineers
are uniquely positioned to bridge the gap between
technical intricacies and business outcomes,
ensuring prospects and customers fully understand
the solution’s impact. This recognition underscores
the importance of investing in SE teams to

deliver precise, credible insights that drive buying
confidence and long-term success.

-
e What best describes your current SE to AE Ratio?
- . . i, |

Sales organizations are increasingly shifting toward W 2
flatter AESE ratios, emphasizing the need for more - 3:]
balanced technical coverage throughout the sales m 4:]
process. By adopting ratios closer to 21 or 311in certain s
industries, companies aim to provide deeper technical W o 2%
expertise and stronger customer engagement at every B
stage of the deal. This trend highlights the critical role W s
SEs play in driving deal success and delivering value m o
across the customer journey. H o

B o+
e Is there current pressure to reduce SE Headcount?
The Sales Engineering function [l VYes thereis strong pressure
remains a cornerstone of to reduce headcount
organizational success, facing little Bl ves, butonly mild pressure

|| No, but there isan
to no pressure to reduce headcount. expectation to increase
This stability reflects a clear recognition efficiency
of its critical role in driving revenue [ No, thereis no pressure to
. . reduce headcount
and customer satisfaction.
-
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p
o What strategic initiatives do you anticipate your team will support this year?
Cross-sell and expansion initiatives, alongside new product launches, are the top strategic priorities for
organizations aiming to maximize growth. These efforts are closely connected, as successfully launching
new products often creates opportunities for expansion within existing accounts.

Increasing Product Usage / Adoption
Increasing Customer Satisfaction
New Industries
New Geographies
Now Services
New Segments
Other (please specify) 2%
0% 10%  20%  30%  40%  50%  60%  70%  80%  90%  100%
What % of your team’s e How important is it to you that your
compensation is variable pay? compensation plan is tied to overall
company achievements rather than
individual performance metrics?

[l More than 90% )
[l Very important

[ Between 80 and 89% )
[l somewhat important

|| Between 70 and 79% )
[ Not very important

[ Between 50 and 69% )
[ Not at allimportant

W Less than 49%

.
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What aspects of your compensation plan are most challenging to predict

or understand?
Despite base pay comprising the Quota setting
mojority of SE compensqtion, teams Bonus or commission calculations
report challenges in predicting their Team vs. individual performance
pay. Visibility around quota and Metric transparency

commission calculations would reduce

Incentive changes - 10%
ambiguity. Additionally, SEs call for othor - 5%
better insight into performance metrics
and KPIs to understand where they pay frequency i %
stand ahead of time. 0%  10%  20%  30%  40%  50%

e How are Sales Engineers assigned to
Sales Teams?

[l Direct: Paired with specific Individuals or Teams
[ Pooled: Supporting multiple Individuals or Teams as needed

[ Hybrid: Combines elements of Direct and Pooled

Pooled

e How would you rate the Ability to build strong 58%
relationships with Account  F 37%
advantages Of Your Executives and customers 5%

GSS|gnment mOdeI nglnSt Flexibility in assigning

the following considerations? SEs based on availability 24%
and expertise m2%

There is no universal model for assigning SEs, Consistency of customner I EGEG—_—_— 30%

experience across

as organizations tailor structures to their unique ;
different accounts 1%

needs. However, flatter AE:SE ratios often favor

a direct assignment model, where SEs are Efficient use of Sales T 38%
paired with specific individuals for closer oG FesouCos e 17 %
collaboration. This approach enables deeper

H ; . Scalability of the  IG—_— 31%
relationships and more focused technical support model as the I 41%

mo
support throughout the sales process. crganizetion grows

Balance between I 21%
personalized support and I 63%

. Very advantageous efficient resource allocation 16%
[l somewnhat advantageous I 26%
i Ease of managing s 51%
Somewhat disadvantageous SE workloads and 14%
[ very disadvantageous scheduling s 9%

0% 10% 20% 30% 40% 50% 60% 70%

V.
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Sales Engineering teams are striking a balance across various segmentation models, ensuring flexibility
to meet diverse customer needs. Most respondents report strong alignment between SEs and sales
teams, with structures designed to adapt as the sales process evolves. This adaptability is critical for
maintaining effectiveness and driving success in dynamic sales environments.

e How is your Sales Engineering e How integrated is the Sales
team segmented? Engineering team’s process

with the broader sales process?

[l Fully integrated, scalable
technical sales process
aligned with sales

[ Highly adaptable and
continuously optimized
process fully embedded
in sales

[l By Segment
(e.g. SMB/Enterprise/
Strategic)

[ By Product Line
By Industry
1 By Geographic Region

Beginning to align processes

M Al generalists with sales motions

W other [l Focused mainly on demo
support, with little process
alignment

State your involvementin — G
h stage of the sales pr oo SR g3y
eachstage o © sdales process Quaiification  m———— 41%
I 18%
. . . I 21%
Sales Engineers are expanding their General I 31%
. . Discovery S 10% 38%
influence across the entire sales
. 58%
cycle, from discovery to post-sale o S 28%
. . Technical Discovery 2%10%
- u
engagements. With flatter AE:SE ratios, B 2%
there are greoter opportunities for SEs I 93%
. ) . Solution Presentation === 6%
to contribute more strategically, driving andDemo 1 1%
deeper customer engagement and I — ] 4%
| deli Proof of Concept / _913{’%
value delivery at every stage. Proof of Value  mm 4%
. 3%
— 9%
Proposal and 19% 4%
. very Often Negotiation —~ EEE——— 26%
[ Often - 5%
. I 32%
Sometimes S 25%
Pre-Sales to 24%
_ e 15%
[ Rarely Post-Sales Handoff —y13
B nNever = 5%
L T%
Customer Training 28%

and Onboarding — EE—— 31%

Customer Value 21%
Redlization MEE——23%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

V.
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Sales Engineers are increasingly dividing their time between engaging prospects and supporting existing
customers. However, regardless of opportunity type, many of pursuits are poorly qualified, highlighting
significant opportunities to optimize resources and of their focus on high-value engagements.

How much of your buyer-facing
time is split between prospects
and customers?

Customers @
Prospects @

What percentage of your
activities are spent on poorly
qualified pursuits?

4y 3%

4%

Between 0 and 10%

Between 11 and 20%
Between 21 and 30%
Between 31 and 40%
Between 41 and 50%
Between 51 and 60%
Between 61 and 70%

Between 71 and 80%

While there has been significant online
discussion about merging Sales Engineering (SE)
and Customer Success (CSM) teams, the data
reveals this is not yet a widespread practice.
Fewer than 15% of organizations have adopted
this combined structure, suggesting most still
see value in maintaining distinct roles. This
indicates a preference for specialized expertise
to address the unique demands of pre-sales
and post-sales engagements.

Is your organization considering or currently implementing a
combined Sales Engineering and Customer Success team structure?

[l Yes we are currently
combining SE and CSM
teams

[ Yes, we are considering
combining SE and CSM
teams

[ No, but there have been
discussions about it

[ No, and it is not being
considered at this time

The State of Sales Engineering: The 2025 Report
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The majority of Sales Engineering teams report basic levels of alignment with their peer teams, such
as Product, Marketing, and Customer Success. While foundational collaboration exists, there remains
significant room for improvement to achieve seamless cross-functional synergy.

e How aligned is the Sales e How aligned is the Sales
Engineering team with the Engineering team with the

Product Management team? Marketing team?

[l None of athe above [l None of athe above

[ strategic alignment,
with regular
collaboration on the
product roadmap

[ Strategic alignment with
regular collaboration on
marketing campaigns
and programs

[ Basic alignment
with occasional
collaboration

[ Basic alignment
with occasional
collaboration

[ Little to no cross-
functional alignment

[ Little to no cross-
functional alignment

e How aligned is the Sales SE Alignment by Other Departments
Engineering team with the
Customer Success team?

S— a5
Procuct [ 5%

[l None of the above - 6%
[ Strategic alignment with %
regular collaboration I
on ustomer scces S 57
. MY S s
[ Basic alignment
with occasional - 8%
collaboration
M Little to no cross- B 4%

functional alignment

Customer T 34%
Success I 50%
P 2%

0% 10% 20% 30% 40% 50% 60%
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Although Sales Engineers spend relatively more time on technical selling pursuits than last year's
respondents, they still spend the majority of their time on non-selling activities. This highlights a sustained
need for tooling and process improvement to minimize the administrative burden on individual SEs.

When considering time spent on activities completed in your organization,
please allocate a total of 100 points among the following activities based on

how much is spent per week.

Project Management

Developing Content
Competitor Analysis

Other

Product Demonstrations

@ (including Prep and Follow-up)

Traveling & Travel
Administration

Time Tracking &
Administration

A41%

Business Case .
Development / Validation UcClualiste]
\ Selling

(o)
5 9 A) Sales Strategy &
Training & Development Non-selling ‘ Account Planning Support
i 8%

Focus Time

Solution Architecture
RFx Response Time h

Managing POCs [ POVs /

Managing & Configuring \
Pilot Programs

Demo Environments

The State of Sales Engineering: The 2025 Report
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Planning and Budgeting

Sales Engineering teams are experiencing notable increases in budget allocations, reflecting

the growing recognition of their critical role in driving revenue and customer success. Many
organizations are reaching new levels of spend, with leaders demonstrating confidence in securing
additional investment for the upcoming fiscal year. This trend highlights a shift in organizational
priorities, as Sales Engineering functions become a focal point for strategic initiatives aimed at
improving technical coverage, enhancing customer engagement, and optimizing deal success.

A closer look at budget distribution reveals an 78/11/1
split across key areas: personnel, programs, and
software. The majority of investment is dedicated

to people, underscoring the importance of hiring,
retaining, and developing top talent to meet
increasing demand.

Meanwhile, 10% is allocated to programs that

enable technical sales professionals to deliver value
effectively, and another 10% supports software solutions
that streamline processes and provide actionable
insights. This balanced approach ensures that Sales
Engineering teams are equipped to scale their impact
while aligning with broader business goals.

~
What is your level of involvement in o How has the budget for Sales
the planning and budgeting process Engineering changed year-
for the Sales Engineering team? over-year?
[l Ownthe Process Decreased @
[ Influence the
Process Increased
Aware of the
Process
[ Unaware of the
Process
I amanindividual Flat @
Contributor
What is driving the budget changes?
[ Corresponding
Revenue Growth
Sales Engineering budgets are on the rise, I Hiring and Employee
aligning closely with overall revenue growth. Retention
This congruence underscores the strategic gmg%ﬁng Market
ondaitons
importance of SE teams in driving and supportin
P . 9 PP 9 ] Budget Pressures and
scalable business success. Universal Cuts
[ Reorganization
-
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o Reflected as a percentage, how do you plan on distributing the budget across
the following categories?

Poople
Software

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

e How does your planned distribution
align to last year’s distribution?

I
pooplo [ 47%
e

Sales Engineering teams plan to
allocate spend across people,
programs, and software similar to last
year’s distributions. This congruence

I s
suggests thatinvestment priorities are ¢ e 78%
consistent. _ 14%
I s
[l Spending less than last year Software _ 66%
[ Spending the same _ 16%

[ Spending more than last year
0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

Which software/solutions do

youintend oninvesting in?  bero uemationsofars
(select one or more) RFx Management .
& Response Software
Teams increasing their software spend PreSales Management “
are prioritizing investments in Demo Value Selling / Customer
Automation and RFP Management Value Management Software .
tools. These technologies are seen as AR Al Salles Engineer

essential for streamlining pre-sales
workflows and enhancing the efficiency
of technical selling efforts. Other

Product-Field Alignment 12%

3%

0% 10% 20% 30% 40% 50%

V.
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Somewhat

unlikely

If you asked for more financial
investment, how likely is your
request to be approved?

@ Very likely

Very
unlikely

&

Somewhat
likely

Uncertain

How confident are you in your
ability to request more financial

investment?

Very

Very confident

unconfident

Neutral @

Somewhat

Somewhat \
confident

unconfident

What type of justification would be most
essential in securing additional budget?

Clear ROI projections

Evidence of increased sales effectiveness
Alignment with strategic company goals
Data on competitive advantage
Customer success or retention impact

Other

How confident are you in your ability to

orchestrate the justification for more investment?

Sales Engineering leaders are increasingly
confident in their ability to secure additionall
budget when needed. Requests for more
funding are likely to be approved, provided
they demonstrate clear ROl and alignment
with improved sales effectiveness. This
confidence reflects growing executive
recognition of the measurable impact

SE teams have on driving revenue and
customer success.

Somewhat
unconfident

Very
unconfident

Very
confident

=

Somewhat
confident
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Al in Sales Engineering

Respondents reported on their leverage of Al for tasks like automating demo scripting, improving
qualification processes, and providing real-time insights during customer engagements.

The value is clear: Al allows SEs to focus on high-impact activities by reducing the time spent on
repetitive or administrative tasks. As a result, organizations are experiencing faster deal cycles,
improved technical coverage, and enhanced customer satisfaction.

- J
However, alongside this early adoption comes higher raised for Al to not only enhance efficiency but also
expectations for Al solutions. Sales Engineering demonstrate measurable impact on sales effectiveness
leaders are looking beyond basic automation, and customer success. This shift highlights the need for
expecting Al tools to integrate seamlessly with Al solutions that are purpose-built for technical sales,
existing workflows and deliver actionable insights capable of addressing the unique challenges and

tied directly to business outcomes. The bar is being complexities of the Sales Engineering function.

'd \

e How has Alimpacted your role? e How comfortable are you using

Al tools [ platforms?

Very

uncomfortable

Very
comfortable

[l significantly
improved efficiency
and productivity

Somewhat
uncomfortable

[ Somewhat improved
efficiency and
productivity

@

No significant impact

Somewhat 0y
comfortable

e How would you rate your proficiency in Al tools [ platforms - relative
to where you think you need to be to perform your roles effectively?

Al has somewhat improved efficiency and productivity Not @
within Sales Engineering teams, streamlining processes proficient

and reducing manual workloads. Most SEs report a

decent level of comfortability with Al tools, indicating

growing familiarity and adoption. While teams are Slightly @
becoming somewhat proficient in leveraging Al, there proficient
remains significant room for growth in fully realizing
its potential and in equipping teams with the most
impactful tools and applications.

Very
proficient

Somewhat
proficient
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Sales Engineering teams express concerns about the accuracy and reliability of Al solutions,

as well as issues related to security and seamless integration with existing processes. A lack of
adequate training further hinders teams from fully utilizing Al's capabilities and building trust in
its outputs. Many leaders also desire Al to play a more dctive role in improving enablement and
coaching, providing personalized insights to uplevel technical sales performance.

o Where do you see the most value for Al in improving your team’s performance?

Improving enablement and quality of

work through insights and coaching 75%

Increasing AE independence by
automating technical tasks

Enabling a larger share of Serviceable
Addressable Market (SAM) pursuits

Allowing for leaner AE ratios 19%

Other

6%

0% 10% 20% 30% 40% 50% 60% 70% 80%

o What challenges have you encountered with Al tools/solutions?

Concerns about the accuracy

or reliability of Al outputs R

Difficulty integrating Al 48%
with existing processes

Security/privacy concerns

Lack of training or

familiarity with Al tools
Lack of trust in Al decision-making
Consolidating Al point solutions
Limited customization or flexibility
Other [ 5%
0% 10% 20% 30% 40% 50% 60% 70%
\ J

V.
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o Where do you feel Al is falling short in supporting your processes?

Insufficient integration with 5

current sales processes
plo tochnisal cuerics
complex technical queries
Lack of domain-specific
nowlodgo
Sustomer maractions
for customer interactions =
Inability to adapt to changing
customer needs in real-time 27%

Other 5%

(@}

% 10% 20% 30% 40% 50% 60% 70%

Which areas would you like Al to take a more active role in supporting
you and your processes?

Responding to technical inquiries 72%

Customer needs assessment

and qualification s

Handoffs from the pre-sales
motion to the post-sales motion

Proposal creation and customization 51%
Demo preparation and delivery 40%
Post-sale follow-up and o
37%
customer success
Solution design and architecture 30%
Other | 2%
0% 10% 20% 30% 40% 50% 60% 70% 80%
N\ J

V.
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Sales Engineering Solutions

Sales Engineering teams rely heavily on collaboration tools and RFX (Request for Proposal/Request
for Information) software, which remain the most prevalent solutions in their technology stack.
These tools address specific, point functionalities, such as document sharing, proposal generation,
and team communication, offering targeted benefits for niche aspects of the sales process.
However, their limited range of capabilities often fails to address the broader, strategic needs of
Sales Engineers, resulting in low usage and adoption rates. This underutilization highlights a gap in
tools designed to fully support the dynamic and multifaceted responsibilities of SE teams.

- J
Despite these challenges, there is little pressure to streamline workflows, enhance collaboration, and
consolidate the existing tech stack. Organizations provide holistic insights across the sales process.
appear content with a fragmented approach, as As the Sales Engineering function evolves, the need
most tools serve theirimmediate purposes without for comprehensive, scalable solutions may become
requiring significant integration efforts. While this more pressing, driving greater alignment between
reduces the urgency to overhaul systems, it also tools and team objectives.

limits the potential for a unified platform that could

o What tools does your team currently use?

Collaboration Tools
RFx Software

Demo Automation Software

(o]

Project Management Tools 35%
Revenue Intelligence Tools 27%
PreSales Management Software 24%
Other
0% 10% 20% 30% 40% 50% 60% 70%
§ J

V.
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e What are your team'’s biggest challenges with the current set of solutions?

Sales Engineering solutions often lack the capability to provide the insights needed to clearly
demonstrate the value of the function. This gap makes it challenging for leaders to connect SE
contributions to business outcomes and justify further investment.

Limited features for specific "
Sales Engineering needs 55%

Difficulties in tracking metrics and
performance

Lack of consistent usage
and adoption across individuals

51%

Require too much manual administration 35%

Lack of integration with other systems 39%

Insufficient training or onboarding on tools 27%

High costs of licenses or subscriptions 15%

Other

N
BN

Frequent technical issues or downtime

-.
a
R

(@}

% 10% 20% 30% 40% 50% 60%

e How much pressure is there to i
Xtreme
consolidate the current set of solutions? pressure @
Compared to other departments, SE teams are
relatively insulated from increasing pressures to
consolidate their tech stack. Perhaps this is due

to the relative lack of investment in dedicated SE No pressure @
tooling compared to other GTM functional areas.

Significant
pressure

Slight
pressure

V.
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Sales Engineering Performance

N
Measuring the success of Sales Engineering teams remains a significant challenge, with many
leaders struggling to capture meaningful metrics that reflect the full scope of their team’s
contributions. Traditional KPIs, such as the number of demos delivered or technical engagements
completed, often fail to tell the whole story, particularly when it comes to demonstrating value
beyond pre-sales activities. This limitation leaves many SE leaders unable to effectively
showcase theirimpact on key business outcomes, such as deal velocity, win rates, and
customer retention. As a result, there is a growing need for metrics that go beyond activity
tracking to capture the strategic influence of SEs across the sales cycle.
J
Even when metrics are available, leveraging these challenges, SE leaders are increasingly looking for
them to support decision-making is not always purpose-built solutions that provide actionable insights
straightforward. Many organizations lack the tools tied to their KPIs, enabling them to make dato-driven
or processes necessary to analyze and act on decisions and secure additional investment to scale their
these insights effectively. This can hinder resource teams. Without this level of visibility, Sales Engineering
allocation, budget justification, and alignment with teams risk being undervalued despite their critical role
broader sales and business objectives. To address in driving revenue and customer success.
N
o Which metrics do Attcinment (c.g. I 88 %
you use to meadsure Revenue Influence) 12%
Sales Engineering Attach Rote  —33% 7
performance?
, e 80%
Win Rate 20%
Technical Win Rate 40% 60%
Compotitive Win Ratc  EG——— 3% S
Bl vYes
No Deal Cycle Time  NEG——— 41%
59%
Deal Lift (Deal Size  —— 40%
when SE attached) 60%
S 40%
Utilization 40% 60%
Customer  p—— 40%
Feedback 60%
I 72%
Sales Fedback 28%
0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
J
V.
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o What tools/platforms do you use to gather and analyze performance data?

Metrics that are more closely aligned to the sales process are often difficult to attribute directly
to Sales Engineers, creating challenges in demonstrating their impact. With CRM systems and
spreadsheets remaining the primary tools for performance measurement and management,
many teams struggle to capture and analyze the full value SEs bring to the organization.

sproadshests (og. Excel, Google Sheets)
B e sy I
(e.g. Tableau, Power BI)
Sales Engineering Software
(e.g. Vivun, Consensus)
2%

None of the above

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Very Easy @

. e . Ver o
e How easy is it to obtain Sales DLt
Engineering performance data
within your organization?

Somewhat @

Difficult
Somewhat

Easy

What are the top contributing factors to the difficulty in collecting
performance data?

Data quality issues 52%

Lack of industry benchmark data 45%
Complex data collection/analysis process
Lack of integration tools or systems 40%
Limited data sources 40%

Inconsistent expectations from company leadership 38%
Lack of expertise 18%

Data access restrictions

o

% 10% 20% 30% 40% 50% 60%

V.
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e How often are SE insights and analytics used in
organizational decision making?

[ ' amnotin a people leadership position
71 Rarely collected or used
Collected and occasionally used to inform decisions

Insights inform key decisions across functions

Integral to decision-making across the business,
shaping strategy and execution

e How frequently is Sales Engineering performance
data share with Senior Leadership?

Data quality and the lack of reliable

. B Weekly
benchmarks are the two biggest challenges B Biwookly
teams face in collecting and utilizing Sales Monthly
Engineering metrics. Additionally, there is no B Quarterly
standard cadence for when and how data

i ) i B Annually
should be shared, leading to inconsistent
o } M ononos-
visibility and alignment across teams. needed basis

The State of Sales Engineering: The 2025 Report
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Technical Forecasting

Technical forecasting is emerging as a critical capability for Sales Engineering teams, providing

a more huanced approach to predicting sales outcomes by incorporating technical inputs. Unlike
traditional forecasting methods that rely solely on sales data, technical forecasting leverages
insights from SEs, such as the quality of customer discovery, solution fit, and technical validation
progress. By integrating these factors, organizations can achieve greater accuracy in their
forecasts, aligning expectations with actual deal readiness and reducing surprises in the sales
pipeline. This approach empowers SEs to play a more strategic role in shaping forecasts and
ensuring resources are allocated effectively to high-probability opportunities.

Despite its potential, implementing technical
forecasting comes with its challenges. Many teams
struggle to standardize the collection and analysis
of technical data, often relying on disparate systems
that hinder consistency and visibility. Moreover, there
is a need for better tools and processes to ensure
technical insights are captured in real-time and

seamlessly integrated with broader sales forecasts.
As technical forecasting evolves, organizations that
invest in purpose-built solutions and prioritize cross-
functional collaboration between Sales and Sales
Engineering are poised to gain a competitive edge,
leveraging data-driven insights to optimize decision-
making and drive revenue growth.

e Does your Sales Engineering team
provide a Technical Forecast?

Unsure /I am an

Yes @Ly/A
individual contributor
- @

e How often does your team provide
the Technical Forecast?

[l Aligns with Sales
Forecast Process

[ Frequently (Weekly)

Occasionally
(Monthly)

I Infrequently
(Quarterly or Less)

B AdHoc
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e How satisfied are you with your
Technical Forecast process? Very dissatisfied @

Very
satisfied

Dissatisfied @ satisfied

e How often does your Sales
Engineering team identify risks not

i Significant]
previously flagged by the sales team? . @ Significan v@

Despite their key role in identifying risk, the majority of

SE teams do not provide a formal technical forecast, same @
leaving a critical gap in aligning technical insights
with sales outcomes. The majority of teams that do
provide a technical forecast do so ad-hoc, rather
than on a regular cadence. This represents a missed
opportunity to proactively mitigate deal risk.

Significantly
More

O
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Product Field Alignment

r

drive mutual success.

Product-Field alignment is a cornerstone of effective collaboration between Sales Engineering
teams and Product organizations, ensuring that go-to-market efforts are informed by the

latest developments and customer insights. While the maijority of teams report having basic
levels of alignment, with weekly meetings to discuss product updates and field feedback, these
interactions often lack depth. This foundational engagement provides some visibility into product
strategy but stops short of fostering the level of collaboration needed to truly align priorities and

Despite the frequency of these meetings, the
majority of respondents express dissatisfaction with
the product roadmap, citing a lack of alignment with
customer needs and sales priorities. This disconnect
highlights a critical opportunity for Product and Sales
Engineering teams to work more cohesively, ensuring

that roadmaps reflect actionable insights from the
field. Addressing this gap is essential for building

trust, improving product relevance, and empowering
Sales Engineering teams to deliver greater value

in their engagements. Without stronger alignment,
organizations risk missing opportunities to capitalize on
market demands and enhance customer satisfaction.

Does your Sales Engineering team
provide feedback to Product
Management?

How satisfied are you with the
Product Roadmap?

Teams meet regularly with Product, but these
interactions often fall short of being truly effective in
aligning priorities and driving actionable outcomes.

and clearer processes to ensure meetings translate
into meaningful alignment and impact.

This suggests a need for more structured collaboration

How often does your team provide
feedback to Product Management?

B Regularly (After Every
Customer Interoction)

[ Frequently (Weekly)
Occasionally (Monthly)

[ Infrequently (Quarterly
or Less)

B AdHoc

Very
Satisfied

Very
Dissatisfied

&

Satisfied @
Dissatisfied @
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Sales Engineering Enablement

Sales Engineers are often responsible for enabling their peers, ensuring team members are
equipped with the technical knowledge and skills required to succeed. However, this internall
enablement frequently lacks the structure and depth typically provided by dedicated enablement
teams. While SEs excel in delivering technical expertise, they often lack the formalized training
frameworks, consistent content, and repeatable processes that are hallmarks of professional
enablement programs. This gap can lead to variability in readiness and effectiveness across the
team, making it harder to achieve consistent performance at scale.

- J

Ramp times for new Sales Engineers typically range is a growing need for more robust programs that

from 4 to 6 months, with the primary measure provide continuous learning, standardized resources,

of success being the time to deliver a first solo and performance metrics tied to broader business

demo. While this metric offers a clear and tangible outcomes. Investing in a more rigorous approadch to

milestone, it does not fully capture an SE’s ability to SE enablement can significantly reduce ramp times,

contribute strategically across the sales cycle. As enhance technical coverage, and improve overall

organizations seek to optimize SE enablement, there sales effectiveness.

( )\
Who is responsible for Sales 0 How long does it take for a new
Engineering enablement? Sales Engineer to fully ramp and

perform independently?

2% 3%

[l Betweenland 3

[l sales Engineering Team months

[ sales Enablement Team [ Between4and 6

Learning & months

Development Team Between 7 and 9
[ Product Team months

Other M More than 10+
u months

o What is the primary measure of ramp time?

I Time to first prospect/customer interaction
|1 Time to first prospect/customer demo
Time to first closed-won deal
[ Achievement of specific performance benchmarks
[ Completion of training or certifications
B recdoback from Sales Engineering leaders
M other
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What do you find to be the most challenging part of Sales
Engineering enablement?

Sales Engineering teams often lack the time and resources to effectively ramp new hires, as their
focus is pulled toward high-priority customer engagements. This critical process needs to be
supported by a dedicated enablement function or specialized resources to ensure consistency
and efficiency in onboarding.

Limited resources or support for enablement 62%
Balancing technical and sales training 51%
Measuring enablement effectiveness 44
Keeping up with product and industry changes 42
Adapting training to different experience levels 37%
Identifying topics for enablement 24%
Identifying the right modalities for training %

Limited access to product specialists/experts 12%

N
X e

Other (please specify)

(@}

% 10% 20% 30% 40% 50% 60%  70%
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Key Takeaways

Vs

Takeaway 1.

Sales Engineering teams are expanding their influence across the sales cycle but face challenges in
demonstrating their full value.

Actionable Recommendation:

Invest in tools and processes that capture and showcase metrics tied to SE contributions, such as deal
velocity, win rates, and customer retention, to secure more resources and increase visibility into their impact.

Takeaway 2:

Al adoption in Sales Engineering is growing, but concerns about accuracy, integration, and limited
training hinder its potential.

Actionable Recommendation:

Prioritize implementing purpose-built Al solutions with seamless integrations and invest in training
programs to build proficiency and trust in these tools, enabling SEs to leverage Al for enablement,
coaching, and decision-making.

Takeaway 3:

Product-Field alignment is inconsistent, with most teams meeting weekly but remaining dissatisfied
with product roadmaps.

Actionable Recommendation:

Establish structured feedback loops between Product and Sales Engineering teams to ensure roadmaps
are informed by field insights and sales priorities, fostering greater alignment and relevance.

Takeaway 4:

SE teams lack time and resources to effectively ramp new hires, with ramp times averaging
4-6 months.

Actionable Recommendation:

Develop a dedicated SE enablement function or leverage professional enablement teams to create
standardized onboarding and continuous learning programs, reducing ramp times and improving readiness.

Takeaway 5:

Collaboration tools and RFX software dominate SE tech stacks but suffer from low adoption due to
limited functionality.

Actionable Recommendation:

Evaluate and consolidate tools to ensure they address broader SE needs, such as technical forecasting
and advanced collaboration, and provide ongoing training to drive adoption and maximize ROI.
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Conclusion

Sales Engineering teams are at a pivotal moment, with growing
recognition of their critical role in driving revenue and customer success.
While organizations are investing more in SE resources, challenges remain
in demonstrating their value, leveraging advanced tools like Al, and
achieving meaningful alignment with Product teams. The insights from
this report highlight significant opportunities to optimize SE contributions
through better enablement, strategic investments in technology, and

improved collaboration across teams. By addressing gaps in metrics,
enablement, and tool adoption, leaders can empower SEs to deliver even
greater impact throughout the sales cycle. As Sales Engineering evolves,
a focus on alignment, innovation, and efficiency will be essential to
unlocking its full potential. By taking actionable steps now, organizations
can position their SE teams as indispensable partners in achieving
sustainable growth and market leadership.

V.
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About Vivun

Vivun is the leading provider of Technical Sales solutions,
which includes the world’s most complete Al Sales Engineer,
and is fully dedicated to helping companies use Al to scale
technical expertise, build better products, and run a more
efficient sales process. Customers like ADP, Coupa, Docusign,
Seismic, and Snowflake leverage Vivun solutions to win more
deals faster, with a lower cost of sale.
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