A PRACTICAL GUIDE

The Q4 Reset

A three-part check on pipeline, pricing and capacity
before the last quarter starts without you.

Martina La Porta Al's Other Shore



INTRODUCTION

Q4 doesn't wait for you to be ready

Every year, the last quarter arrives the same way: gradually, then all at once.
August slows everything down, inboxes go quiet, decisions get postponed to "after
summer". Then September starts, and within two or three weeks the same clients
who went quiet are suddenly asking for timelines, budgets get approved, and the
calendar fills up faster than expected. The freelancers who feel ambushed by Q4
every single year aren't unlucky, they just didn't use September to reset before the
demand showed up.

Areset isn't a bigger to-do list. It's a deliberate look at three things that tend to
drift out of date over a slow summer: what's actually in your pipeline versus what
you assume is coming, whether your rates still match the market and your own
growth, and how much real capacity you have left once the last quarter's actual
rhythm (holidays, year-end deadlines, slower client-side approvals) is accounted
for. Skip the reset, and you carry summer's assumptions into a quarter that runs
on completely different rules.

This guide walks through the three checks in order, then gives you a short routine
to run before the quarter properly starts.
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SECTION 1

Your pipeline is probably stale, not empty

Pipeline reviews tend to get skipped because the pipeline "feels" fine, there are
conversations happening, proposals out, a few maybes. The problem is that "feels
fine" is based on memory, not on an actual look at dates. A lead that went quiet in
July is not a lead in September, it's a name still sitting in a spreadsheet out of habit.

The useful move is to sort every open opportunity by the date of the last real
signal, not the date it was created. A "maybe next quarter" from six weeks ago
needs a direct follow-up, not another week of waiting to see if they reach out first.
Genuinely dead leads need to be marked as such and removed from anything
you're using to estimate your Q4 income, because a pipeline padded with unlikely
deals produces a false sense of security exactly when you need an accurate one.

The second part of this check is proportion, not just freshness. Late Q3
conversations often skew toward a handful of larger, slower-moving opportunities,
the kind that take weeks to close. If those are the only things in your pipeline, Q4
has a gap: nothing smaller and faster is there to fill October and November while
the bigger deals are still in negotiation. A healthy pre-Q4 pipeline has a mix of
both, not just the impressive-looking slow ones.
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SECTION 2

Pricing that survived summer unexamined
is probably behind

Rates rarely get revisited on their own schedule. They get revisited when a client
pushes back hard enough to force the conversation, which means the freelancer is
usually reacting from a weaker position rather than deciding from a stronger one.
Late summer, when the workload is lighter and the stakes of any one client
conversation are lower, is a better moment to actually look at the number than the
middle of a busy Q4 when there's no time to think about it properly.

The question worth asking honestly is whether your current rate reflects what you
were worth six months ago or what you're worth now. Skills compound quietly. A
process you now run in half the time, a type of project you no longer need to
research before starting, a client problem you can now diagnose in the first call
instead of the third, none of that shows up automatically in an invoice unless you
update the number yourself.

Raising a rate doesn't require waiting for a renewal or a new client. It requires
picking a date, communicating it clearly and early, and applying it without
apologizing for the increase as if it needs to be justified sentence by sentence.
Clients who've worked with you and value the work absorb a reasonable increase
far more often than freelancers expect, mostly because they were bracing for it
long before it arrived.
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SECTION 3

Capacity in Q4 isn't the same math as
capacity in July

The instinct after a slow summer is to say yes to everything that shows up in
September, partly out of relief and partly out of fear that the quiet months might
return. That instinct is exactly what creates the burnout that shows up in
November, because Q4 capacity has to account for things July capacity didn't:
shorter effective weeks around holidays, client-side approvals that slow down as
their own year-end deadlines pile up, and the reality that "delivered by December”
often actually means "delivered before the holidays start, with buffer".

The practical fix is to calculate capacity in actual working weeks left in the quarter,
not calendar weeks, and to build the buffer in before commitments are made
rather than discovering the shortfall in week eleven. A project quoted as a
six-week timeline in October needs to fit inside October and November's real
working days, not six generic weeks that assume nothing else interrupts them.

Saying no, or saying "not until January", to a project that doesn't fit is not the same
as turning down income. It's protecting the quality of the work you've already said
yes to, which is what actually generates the referrals and renewals that Q1 depends
on.
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SECTION 4

A short routine before the quarter starts

Set aside one focused session, not spread across a week of half-attention, to run all
three checks together: sort the pipeline by last real signal and remove anything
genuinely dead, decide on a rate adjustment and a date to announce it if one is
due, and calculate actual working capacity for the quarter against what's already
committed or close to committing.

Write down the result of all three, even briefly. A pipeline number that reflects
reality, a rate that reflects current value, and a capacity ceiling that reflects the
actual calendar are three numbers that, looked at together, tell you exactly what
Q4 can hold and what it can't. Without writing them down, it's easy to let optimism
quietly overrule all three the first time a good opportunity shows up.
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CLOSING CHECKLIST

The Q4 Reset in Practice

O

Sort every open pipeline opportunity by the date of its last real signal, not its
creation date, and remove anything genuinely stale from your Q4 income
estimate.

Check the mix of your pipeline: if it's all slow-moving larger deals, actively look
for smaller, faster opportunities to fill the gaps between them.

Decide honestly whether your rate reflects your current skill level or an older
version of it, and set a date to raise it if it doesn't.

Communicate a rate increase clearly and early, without over-explaining or
apologizing for it.

Calculate Q4 capacity in real working weeks, accounting for holidays and
slower client-side approvals, not generic calendar weeks.

Build in buffer before taking on new commitments, not after discovering the
shortfall mid-quarter.

The Q4 reset isn't about doing more before the quarter starts. It's about making sure
the numbers you're planning around, in the pipeline, in your pricing, and in your
own calendar, are the current ones and not the ones summer left behind.
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