High Performance, High Retention, High Efficiency
Technical Sales Teams
Having had the opportunity to run Global Technical Sales teams since 1988, I have found a number of typical situations/issues and solutions to these that have worked and produced dramatic success in producing:
· Higher Revenue Productivity
· Maximization of Sales Opportunities
· Effective skill improvement that maximizes sales coverage and non-stop scheduling
· Professional and consistent Business Oriented  presentations and Proof-of-Values (POV)
· 90% retention rates
· Lower Sales Rep to Sales Engineer Ratios
· Lower Cost of Sales
· Transition of the Sales Engineers from a Technical sales model to a Business Sales model
· Faster Sales Engineer Ramp-Up time
· Fast Delivery of Sales Rep and SE Enablement training
· Technical Knowledge Base addressing local and Global topics
· Back Office Support teams at 80% lower cost
· RFP Automation Teams
Over the years I have overturned all of the detailed issues below to produce high performance and efficient SE teams with very high retention rates, ever increasing Lead-to-Close rates, growing average deal sizes, reduced operating costs, reduced travel costs by 50% and more.  Maybe most importantly is my ability to transition an SE organization from a technical sales model to a business sales model with the focused ability to articulate the unique business value that their solution can bring to the prospect.
As companies grow organically or through acquisitions, there is a natural and correct tendency to hire Sales reps in the strongest markets, and team each up with a Sales Engineer (SE).  This creates excellent team work between the two individuals but is a high cost model and lacks breadth of skills.  Acquisitions and Mergers add in SEs with new skill sets, but that creates the situation where the “Sales Bus” is needed to cover an integrated solution set for the prospect.  
Cross training SEs gets more and more difficult, but without a centralized organizational structure for the SEs, there tends to be little motivation to set the skill raising challenges, put the training/enablement infrastructure in place and help the SEs through the process.  With Globally distributed SEs, this issue becomes even more dominant with pockets of SEs around the globe holding isolated knowledge that is not shared or re-used by other SEs.
Tedious and repetitive activities tend to drive SEs to look elsewhere for new companies to work for and a lack of SE ‘levels’ (Associate, Senior, Principal, etc) does not leave room for the pride and sense of accomplishment that comes from working on goals and seeing the resulting promotion and potential compensation changes.  Add to this the typical daily schedule of SEs in growth companies where I have seen large teams working at 90-110% utilization (based on an 8 hour day).  As an SE, you have little ability to put time into self-improvement that produces job satisfaction, higher compensation due to promotions and higher deal closure rates.
Of all the departments in a typical software vendor company, it is the SEs that are closest to the current trends and needs of the customer and certainly the prospect base and how those needs relate to the existing product set being sold.  Many companies may not be capturing this feedback loop in to Product Development, the ability for the SE team to take part in specification review and prioritization, alpha and beta stage product testing, etc.  If the SEs are not a part of these phases, then new product roll outs tend to miss the mark in terms of prospect needs and lack accompanying training materials for the one group in the company that will be able to influence revenue gains from the new release, the SE organization.
In this economy, with magnifying glasses on IT spending, more and more Senior Managers are involved in the purchase of new Technology Solutions.  Many companies rely on the Sales Reps and Sales Managers to possess the ability to speak to the business levels in the prospect/Customer base.  Yet, to secure new contracts we somehow need to show how our software product addresses their Business Drivers and Projects in a differentiating manner that has a top-line or bottom-line value associated.  Who better to articulate this than the SE in the course of the sales cycle.  However, this does require specialized training in a motivating environment whereby the SE knows that as they increase these business skills, they will produce more revenue and direct benefit to the company.
All of these points are very surmountable, can be accomplished without huge investments and ultimately produce SE teams that are leaner yet more productive while being far more influential within the company in terms of helping to form product direction, train ramping Sales Reps, take part in Marketing messaging and, of course, the individuals themselves are far happier in their jobs leading to increased tenure, hence lower recruiting fees and training costs, and possess a team pride that drives confidence up in the sales cycle, producing better conversion rates, and higher average deal sizes.
The key is to either have an organizational structure that embodies the full SE team with sub-teams mapped to their Sales Rep groups and carrying the same targets, or to have a strong matrixed SE team whereby all sales processes, product/skill training, compensation models, etc , are kept completely consistent across the global SE community and whereby a knowledge base and real time communication capabilities exist.  With this in place, and once individual skill assessments are done, realistic targets can be set on training milestones, ‘client-readiness’ exercises executed, training on demo/POC versus the much more desirable POV, and the path to the Business Technologist is well defined for all to follow to become world class Sales Engineers.
To discuss these points in far more detail, feel free to contact me.
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