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Is Ignorance Really Bliss?
It has been suggested that
“ignorance is bliss” but I am
afraid that I do not
subscribe to that viewpoint
in any way. This is
particularly true in the harsh and
sometimes unforgiving sales arena, where
careers can be destroyed overnight and
lives changed forever.

4
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n the old days, long before the Internet was
even a glint in Kleinrock’s eyes, sales training
was sporadic at best and nonexistent at worst:
The “sales trainer” would arrive armed with a rain
forest’s worth of course notes for each delegate
and we would systematically work through until
that final sigh on the third day – you know the
feeling that you experience after root canal work?
There is considerable discomfort and a lot of
numbness but there is relief that it is all over.
I remember looking around, during one

I

Editorial

particularly painful session and dividing the
delegates into three distinct categories: To begin
with, there were the “vacationers” Vacationers did
anything to get out of the office for a few hours –
“Well, this is better than working isn’t it? Great hotel,
some nice chicks/studs on the course, and you should
see what’s in my minibar. Which club are we hitting
tonight?”
Next, there were the “prisoners” Prisoners
resented anything getting in the way of real work.
They did not want to be on the course, and they
made that very clear to anyone who would listen,
including the course leader. Prisoners decided long
before they arrived that they were not going to get
anything out of the exercise, because either they
knew it all already, or because they had no interest
whatsoever in expanding their skillssets. “Well this
is going to be a complete waste of my time, I could be
doing some real work and earning some commission”
Finally, there were the “enthusiasts” This group
usually started as a very small number, and
depending on the quality of the content and
delivery, either grew in size or shrank in size. These
people were committed to learning as much as they
could because they realised that knowledge is
power, but it is also career defining.
Today, there are so many “avenues of
opportunity” for professional salespeople – many
of them absolutely free: The Internet has created
the equivalent of a child’s sweetshop. The shelves
are stacked with jars containing every conceivable
variety and flavor – it is difficult to know where to
begin! As a consequence, nobody has any excuse
anymore for not knowing what they don’t know,
because it is now so easy to find out – to embark on
that journey of discovery. When you reach the end,
you will discover that all of the people waiting to
greet you are “Top 5% Achievers!” (Although, my
good friend, Dave Kurlan, CEO of the Objective
Management Group, informs me that it is now the
“Top 7%,” which is highly encouraging news).
All of that leads in nicely to an opportunity for
me to share news of what is coming next over at

Top Sales World: To begin with, we are working on
a new site design, which should be ready to go live,
early in the New Year. Everything has a shelf life
and it is our feeling that the current design has
“Consume by December 31st 2016” on the reverse
side.
In addition, we will also be launching a number
of new initiatives, as well as resurrecting some old
favorites. I don’t want to give too much away just
yet, but as an example, do look out for daily audio
tips, which will be short, sharp, relevant snippets of
advice from the world’s leading experts, that you
can download and listen to at your leisure.
Another idea that we are currently considering
is to have a World Sales Contest. The idea is that
each week, two teams of two experts pit their
knowledge against each other and the winners go
through to the next round. The questions will be
devised by an independent panel and we will
appoint a regular quizmaster, who has the relevant
amount of respect and experience. I think it could
be a lot of fun and we should discover who really
knows their stuff. If you have any thoughts or
suggestions about this idea/concept, that you
would like to share with us, please email me
jf@topsalesworld.com.
We like this magazine very much and we do not
wish to make any significant changes. However, we
are creating a 26strong team of feature writers for
2017 and they really are the best of the best! They
will be revealed for the first time in the January
edition.
Finally, if you have not yet had the opportunity
to nominate your favorites for this year’s Top Sales
& Marketing Awards, please note that we close for
nominations on November 22nd at midnight ET.
n
Do please pop over there today.

Jonathan Farrington is the CEO of
Top Sales World. You can also follow him
on LinkedIn here
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Beyond the Classroom: Matching Skills
Training to the Selling Moment
competition in a way that builds more pipeline.
Elevate value which requires them to build
proposals connecting external factors and strategic
initiatives to your solutions in a business case that
passes muster with executivelevel decision makers.
Capture value avoiding profit leaks that occur
throughout the buying process and managing the
tension during negotiations to protect your margins.
These three skills can form the foundation of a
competencybased training model tied to actual,
measurable outcomes.

Jonathan Farrington
interviews Tim Riesterer,
co-author of The Three
Value Conversations and
Conversations That Win the
Complex Sale, and Chief Strategy and
Research Officer for Corporate Visions, a
leading consulting and training company.
JF: Tim, you are coauthor of “The Three Value
Conversations,” a book we named top sales and
marketing book last year, which I enjoyed
immensely. For the benefit of our readers, will you
explain what the three value conversations are?
TR: In show business, top performers are often
praised for being the “triple threat” meaning they can
act, sing and dance. In selling, there’s a triple threat
skillset your salespeople must master in order to be
top performers – Pipeline, Proposals and Profits.
Each of these is driven by one of the three value
conversations we wrote about:
Create value, where salespeople must be able to
tell a story that overcomes their prospects’ status
quo bias and differentiates them from the

6

TOP SALES MAGAZINE NOVEMBER 2016

JF: What, in your opinion, is the biggest skills
training challenge B2B companies face today?
TR: Time out of field is the first obvious challenge. In
a recent survey we conducted, four out of five
companies said they are not able to train as many
salespeople on the skills they need each year  the
top reason was the pressure to not take salespeople
out of the field. It came in 20 percent higher than
budget as a limiting factor.
Arbitrary learning paths is the second challenge. In
the same survey, companies said they rely on
managers to choose the training for their reps, which
may have some correlation to the timeoutoffield
challenge since managers feel the pressure to keep
salespeople in the field. They also rely most often on
generic training paths based on rep tenure and role
versus any type of performance indicators or needs
assessment.
JF: I do agree that time out of the field is a valid
concern for sales leaders. So what can companies
do to limit time out of the field without sacrificing
necessary training?
TR: The market appears to be showing increased
interest in virtual training formats, but it’s conflicted,
according to our survey. We found that 65 percent
of companies plan to increase spending on virtual

The Jonathan Farrington Interview

skills training, while classroom training investments
will be flat.
However, those same respondents said they
believe classroom training to be the most effective at
changing behaviors, and virtual training to be
significantly less effective. It’s hard for anyone to
argue with this. Which means people are having to
choose efficiency over effectiveness. The big
breakthrough will be if companies can find a way to
more effectively deploy virtual training so you can
get the desired time savings and uptick in
performance.
JF: What does more effective virtual training look
like in your eyes?
TR: I will be the first to grant you that workshop
based training, which includes roleplay, stand and
deliver, coaching and feedback experiences, has
tremendous advantages for creating behavior
change.
Virtual training is not going to be a 11
replacement. So, you have to think differently when
it comes to applying online training for increased
impact. It starts with replacing arbitrary learning
paths, such as rep tenure and role and manager
training choice, with custom learning paths.
Here we see four possibilities for using the
efficiency of virtual training to gain effectiveness
advantages:
Performancebased training – This starts with
available data from your sales systems. The
information exists to help you identify reps who are
struggling in each triple threat area, such as those
who are not creating enough pipeline; the reps
whose pipelines are “constipated” with unapproved
proposals stuck in the middle of the funnel; and those
sellers who are unscrupulously discounting and
leaking profits. Now that you know who is struggling
with either pipeline, proposals or profits, imagine
being able to push them with targeted, online training
modules with competencies designed to improve
their specific performance challenges.
Needsbased training – Relying on manager or

even sales rep intuition regarding which training is
most necessary can be very subjective and can now
be replaced with a fluency assessment. Imagine a
behavioral outcomes survey that can identify the
strengths and weaknesses of salespeople across the
triple threat skills and match that to specific
competency modules that can be “kitted up” for a
personalized learning journey tailored to their needs.
Situationallyrelevant training – One area every
company is looking to reinforce is a consistent sales
process. Just putting the steps in place and
formalizing your CRM to prompt the sales
administrative tasks doesn’t mean your salespeople
will do each stage well. What if you could align
specific skills training modules to each step of your
sales process and present those online at each
opportunity stage of your CRM?
Integrated Playbased training – As you launch
products and promote gotomarket strategies in
sales “plays,” you create a tremendous opportunity
for something we call embedded skills training. In
addition to the sales messages and assets and tools in
a sales play, imagine the appropriate skills training
modules included right there in the play. Each play
may require different selling skills. For example, you
may be trying to sell a disruptive solution in one play,
which requires unique skills to overcome the status
quo. Or you may have a play to sell a highly complex,
integrated solution that requires executive and
financial acumen skills, as well as consensusbuilding
skills. Or you may have a play for a commoditized
portfolio where your salespeople need the skills to
differentiate and protect margins.
Each of these four is only made possible with the
availability of flexible, virtual training modules. And
each of these four scenarios offers ways to make
virtual training more effective. This becomes even
more powerful if the online library is based on a
n
tested and proven competency library.

Tim Riesterer is Chief Strategy and
Research Officer at Corporate Visions..
Find out more here
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Do You Know if Your Sales Organization is
Digital or Analog?
During our very first
conversation with a CEO,
the talking path is
determined by whether
their company is analog or
digital.
igital companies are typically on the cutting
edge in their thinking and actions, their
CEO's read content like this, are active on
LinkedIn and Twitter, they are aware that selling has
changed dramatically, they already have inside sales
teams, playbooks, demo decks, sales enablement,
online tools beyond CRM and in true digital fashion,
they live by their KPI's which count the elements of
their work flow.
Analog companies are old school. Analog
salespeople still pound the phones to find

D
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opportunities, and visit their prospects to close sales.
Their CEO's may have a LinkedIn account, but it
probably isn't used much, they don't tweet, read
online content like this, and most importantly, have
little clue about how dramatically selling has
changed in the past 5 years. They may not be aware
of the migration to inside sales, typically make little
use of selling tools, don't know what a sales
playbook is, and in true analog fashion, measure
work product, not flow.
The difference between work flow in a digital
company versus work product in the analog
company is dramatic too.
Work flow represents a series or flow of actions.
With inbound marketing for example, a company
might use a combination of landing pages, email
templates and rules to generate the flow of contacts,
leads and opportunities, all of which are counted.
Work product represents outcomes. Analog
companies are more likely to measure how hard

Dave Kurlan

their salespeople work. Analog versus digital.
Counting versus measuring.
Digital companies usually think that they have it
all figured out because they read free content like
this, make use of the latest tools, have millennials
working their inbound marketing effort, have inside
and outside sales, hire expensive sales leaders, and
together they built a sales machine. But when it's
not generating enough revenue, the sales machine is
broken.
Analog companies aren't really aware that they
are old school, but they have recognized that what
used to work doesn't appear to be generating the
same results today. Their salespeople struggle to
close new business, they are losing important
accounts, margins are slipping because their
salespeople are unable sell value, and their veteran
salespeople are in denial. Their ability to generate
sales by pounding the phones and managing their
territories has become inefficient and ineffective.

You can even recognize an analog sales force by
looking at them. With rare exceptions, it's a group of
fat, aging, white guys.
In the end, it simply doesn't matter whether a
company is analog or digital. The commonality
between them is that their sales organizations are
not bringing in enough business and there are
several reasons for this  or more!
One of the many reasons for less than stellar
revenue is that these companies  both analog and
digital  often fail to hire the right salespeople for the
role. That's the easiest of all things in sales to
correct. A simple change to your selection criteria
and an accurate and predictive sales tool will drive
up your rate of success and consistency with hiring
n
very quickly!

Dave Kurlan is the Founder & CEO of
Objective Management Group Inc. Visit here

Signup for the most popular and relevant
sales magazine available

Here
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Do You Actually Want All
Your Sellers to Make Quota?
What a stupid question you
might ask. The negative
evolution of the individual
quota attainment over the
past years is a permanent
topic discussed by sales experts. I am on
the search of systemic errors that cause
this trend.
t Takes Two to Make Quota. Excuse me for
stating the obvious but there are two reasons
why quotas are not attained. Either the quotas
were set wrongly, or the seller's behavior was
inadequate to make the number. Sales Leadership
and Management seem to have a blind spot to
consider the first reason and are biased to look for
remedies by trying to improve the behavior of the
sellers (training incentives). The trend of quota
attainments is telling us that these remedies do not
have the desired effect.
Forcing the lowest performers out of the
organization and replacing them by new talent does
not seem to work either. The raising involuntary
attrition rate of a sales force causes an increase of the
selling cost und thus additional collateral damage
(increased hiring and onboarding cost) without quota
attainment improving.

I
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So whether we like it or not, we will have to
examine if the attitude and the behavior of Sales
Leadership and Management are at cause.

Do All Sellers Need to Attain Quota?
From a Sales Leadership perspective, the first
question to ask is whether all sellers in a given sales
force need to make their numbers. Looking at studies
on sales performance, you can see that the individual
quota attainment need not to be 100% for a large
sales force to make their number.

Statistical Model to Judge Performance
We have the habit to assume the Normal or Gaussian
Distribution (” Bell Curve”) to represent the variation
of performance of the members of a sales force. With
this assumption, we implicitly state that we do not
expect all members of the sales force to reach quota.
The budget for the sales force can still be reached if
overachievers make up the short fall of the under
achievers. This puts the percentage of individual
quota achievement in question as a benchmark to
compare the performance of different sales forces.
The required percentage of individual quota
attainment is different for each large sales force. The
required percentage depends on the mix of over
performers, performers and under performers and

Christian Maurer

whether the level of overachievement produced by
the over performers can compensate the shortfall
caused by the under performers. Whether the
salesforce is going to make their number can only be
reasonably assessed on the top leadership level of the
sales force. A leadership, only interested that the
“number” is reached but not how it is reached, will not
be bothered by the fact that a certain percentage of
their sellers will not reach quota. The problem is not
even visible to them if they focus only on the
aggregate number produced by the sales force.
The existence of a sort of “president’s club” which
is only accessible to those sellers and managers
having at least attained or exceeded their quota and
the extra motivational benefits (e.g. paid trips to fancy
vacation resorts) linked to the belonging of this “club”
is an anecdotal evidence that the sales leadership
does not expect all sellers to reach quota.
If you look at the expected total payout of your
variable compensation plan you probably will
discover another anecdotal evidence that the sales
leadership does not want all sellers to make quota.
CFO’s do not want all sellers to achieve quota as
selling cost would considerably exceed the currently
budgeted amount.

Myths and Bad Habits
Apart from relying on the law of large numbers,
there are other indications showing that sales
leaders and managers may inadvertently not want
all sellers to make quota.
Sales leaders’ and Mangers’ opinion that more
“feet on the street” (meaning increasing the number
of salespeople) will increase sales, can be a myth.
While this opinion might be true for product
categories situated in rapid growth phase of the life
cycle, this opinion ignores that the law of
diminished return also applies to the number of
sales people you should reasonably assign to a
territory. If the territory becomes saturated,
wanting to spur further growth by assigning extra
sales people will inhibit some sellers, assigned to a

given territory, to make their quota.
Increasing quotas equally to all sellers and thus
ignoring different potentials in various territories they
operate in, will also lead to sellers, which despite best
efforts, will not be able to make quota.
Including a safety margin into the quota to ensure
that the expected result will be reached can also
hinder sales people to make their quota. This safety
margin can cause a quota to exceed the potential of a
territory and thus cause the salesperson to miss
quota.

The Psychological Effect
So far, we only have looked at the mechanical effects
why Sales Leaders and Managers cause or tolerate
individual quota attainment problems. There is an
additional psychological component to be
considered. Assigning quotas which are considered
unattainable in the eyes of the sellers might
negatively impact motivation to the point that sellers
either gauge their performance to just reach the
minimally needed personal income or they leave the
company. People leaving the company cause an
increase of the voluntary attrition rate which again
drives up selling cost. People taking a minimalistic
attitude increase the risk for sales forces to not make
the aggregate number.

Follow the 6 P Rule
Managers judged by the attrition level in their
organization, might be motivated to look into their
quota setting habits to improve the attrition level.
They will need to leave their comfort zone of quota
setting and territory assignments by oversimplified
rules of thumb and to apply more rigorous planning
adhering to the 6 P Rule. Proper Planning Prevents
n
Piss Poor Performance!

Find out more about Christian Maurer and
The Ultimate Sales Executive Resource here
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The Three Pillars of a Sales Force
Enablement Foundation

“You can't build a great
building on a weak
foundation. You must have a
solid foundation if you're
going to have a strong
superstructure.” --Gordon B. Hinckley
hat’s exactly the same for a successful sales
force enablement function, program, or
initiative. The better your enablement
foundation, the more successful your results will be.
The data from our CSO Insights 2016 Sales
Enablement Optimization Study shows the impact of
an enablement foundation on sales performance.
Today, we discuss the three pillars of a solid
enablement foundation. These are enablers for
enablement success.

T

#1: Customer’s journey alignment drives win
rates and quota attainment
Proven now for two years in a row: Focusing on the
customer’s journey and aligning all internal processes
accordingly is not merely a nicetohave addon.
Instead, the degree of alignment between an

14
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organization’s internal processes and the customer’s
journey is highly relevant for enablement success.
There is still a group of 9.4% that doesn’t consider
the customer’s journey at all. Another 35.2%
reported an informal alignment. This adds up to
44.6% who have not purposefully aligned their sales
process to the customer’s journey. Then, 55.4%
reported having either a formal (27.7%) or dynamic
(27.7%) alignment.
An informal alignment means that the issue has
been discussed and considered but not formally
implemented. But this does not necessarily mean that
sales processes have been adjusted or that there is a
formal alignment or even implementation. A dynamic
alignment goes even further: either deriving the sales
process from the customer’s journey or dynamically
aligning it to the customer’s journey and
implementing modifications as soon as changes in the
marketplace are detected.
Our study found an average win rate for forecast
deals of 46.2%. With no alignment at all, the win rate
went down to 40.5%, which is 14% worse than the
average. But with a formal or dynamic alignment, the
win rate improved significantly—up to 53%, which is a
difference of 6.8 percentage points or an
improvement by 15%.
Our study found an average quota attainment of
55.8%. Having no alignment led to a quota
attainment of 54.2%, which is slightly below average.
Interestingly, the informal and the formal alignment
also led to 54.4%, which is also below average and is
pretty much the same result as having no alignment.
But a dynamic alignment led to 63.4%, which is an
improvement by 13.6%.

#2: Create an enablement charter to improve
revenue attainment
Looking at the data on how organizations approach

Tamara Schenk

enablement, it’s interesting to see that 49.1% of all
global study participants still treat enablement in a
oneoff project manner (9.6%) or on an informal basis
only (39.5%). Then, 35.7% reported having a formal
enablement vision in place, and 15.3% have actually
created a formal enablement charter that covers, for
instance, vision, mission, purpose, target groups,
enablement services, programs, roadmaps and how
to measure success.
Our CSO Insights 2016 Sales Enablement
Optimization Study shows that formality matters. If
enablement is approached in a oneoff project
manner, sales performance suffers. Revenue
attainment ended up at 84.2% (compared to the
study’s average revenue attainment of 90.1%) and
that’s a difference of 5.9 percentage points or an
actual decline of 6.5%. Win rates ended up at 45.0%,
which is below the average win rate of 46.2%.
Instead, if enablement was treated with a formal
enablement charter, sales performance results were
much better than average. Revenue attainment
climbed up to 98.8% (compared to the average of
90.1%), which is a difference of 8.7 percentage points
and an actual improvement of 9.6%. Win rates
showed a positive impact as well. With a formal
enablement charter, win rates climbed to 53.6%
(compared to the study’s average win rate of 46.2%).
That’s a difference of 7.4 percentage points or an
actual improvement of 16%.
Improving the revenue plan attainment by almost
9.6% and the win rate by 16% show a performance
impact that ambitious sales leaders cannot ignore.

#3 Getting crossfunctional collaboration right
to achieve enablement goals
Crossfunctional collaboration does not exist for its
own sake. The purpose of collaboration is achieving
better results, ideally in a shorter amount of time.
Sales force enablement is always a crossfunctional
discipline, because no enablement team can provide
integrated content, training, and coaching services
throughout the entire customer’s journey for

different user groups and powered by technology,
alone. That’s why crossfunctional collaboration is
mandatory for three reasons. First, to provide the
defined enablement services. Second, to achieve the
enablement goals in terms of sales results and
productivity. And third, to keep enablement as cost
efficient as possible.
Informal and ad hoc collaboration (the least
desirable forms) are still the leading approach (a
combined 68.8%) but this is better than last year
(83%). While there is overall good news, let’s be
aware that 43% of all study participants, like last year,
collaborate on an informal basis, and almost 10%
don’t collaborate at all.
With increasing enablement maturity, enablement
leaders have to define which functions they need to
collaborate with, and why. This step is often
overlooked, but it is essential. If we can achieve our
goals on our own, we won’t collaborate in the first
place. We collaborate because we need others to
help us provide our services and achieve our goals.
How other functions can help has to be specifically
defined for each enablement area and with each
involved function.
The data in our CSO Insights 2016 Sales
Enablement Optimization Study shows that cross
functional collaboration has an important impact on
enablement success. With ad hoc collaboration, only
36% could achieve all or most of their enablement
goals. With formal collaboration approaches, 59%
could achieve all or most of their enablement goals.
So, effective crossfunctional collaboration process is
an important pillar for enablement success.
CSO Insights provides data, research, frameworks
and processes that help enablement leaders to build a
solid and stable foundation for their sales force
n
enablement practice.

Tamara Schenk is Research Director with
CSO Insights, The Research Division of
Miller Heiman Group. Find out more here
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Change in the Sales World is Inevitable –
Embrace it
forecasted deals is about 46 percent. Did you know
the win rates for playing craps in Las Vegas is 49
percent? That means, as a sales leader, you have
better odds of winning at craps than you do for
hitting your forecast. That should be all the reason
you need to change the way you do business.

Successful companies use sales as a
competitive advantage

Living in Chicago, I’ve had a
front-row seat to Theo
Epstein’s transformation of
the Chicago Cubs into a
baseball powerhouse.
Epstein, president of baseball operations,
made improvements to the Cubs’ roster
and piece-by-piece turned the lovable
losers into a championship team.
t didn’t happen overnight. Epstein began his work
in the 2012 season and the Cubs struggled early
on, losing 101 games that summer. But Epstein
had a vision and stuck with it. Even in the tough times,
he was laying the groundwork for championship
baseball at Wrigley Field. And the job’s not done.
Transformation of a team is an ongoing process.
Much like baseball teams, sales teams need
ongoing transformation to become and stay
successful. It’s not easy. It’s not cheap. It doesn’t
happen overnight.
And it’s not optional.
Research from CSO Insights, the research arm of
Miller Heiman Group, indicates win rates on

I
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Companies that enjoy clear success tend to
differentiate themselves by focusing on outselling
competitors. How can this happen? It can be as
simple as declaring it as a goal.
My first sales leadership role was with an
enterpriselevel professional services firm. One of my
first initiatives was putting a methodology in place to
bring our sales team together. That year, the
economy crashed. During planning meetings for the
next year, the leadership team brainstormed ways to
drive revenue. Our conversation stalled and I, still
new at the job, blurted out, “Why don’t we just outsell
everybody?”
We had just made a huge investment in
methodology and were riding a wave of
transformation, so it seemed like a good idea to me
those things gave us a natural edge. The company’s
leadership didn’t agree with my suggestion.
“Outselling people isn’t a strategy,” they said, and we
moved on.
The conversation continued and little progress
was made. At the end of the day—maybe from lack of
anything else to say—our CEO stood up and
announced, “We’re just going to outsell everybody.
And this guy (pointing to me) is going to figure out
how to do it.”
And that’s exactly what happened. We worked
hard, grew sales by 6 percent and didn’t lay off a
single person. That’s when I realized the power of

Byron Matthews

sales as a competitive advantage and what it can do
for a business.
The increasingly competitive sales landscape is
making this more important than ever. Our
customers’ expectations are changing. They want a
guarantee the investment they make in sales will pay
off both immediately and down the road. Because it’s
so important, more people are getting involved in the
buying decision and sales people have to navigate
more processes during the sales cycle. This increased
complexity in the sales process is driving
transformation. Sales organizations are realizing they
have no choice but to step up and change with the
times.

Why is your sales transformation effort
failing?
Research shows companies understand the need for
change, and they are making efforts to prepare for
the future. According to data from CSO Insights, 80
percent of sales leaders said they were investing in
sales staff training, and 50 percent indicated there
will be changes to their sales organizations within the
year.
But here’s the depressing part: only 8.6 percent
say all of their expectations are met when they
undergo sales effectiveness initiatives. Imagine trying
to make a business case to invest in your sales team,
and the best you can promise is that some of your
expectations will be met.
Why do transformation initiatives fail to deliver
results? According to CSO Insights’ research, there
are nine reasons:
1. Lack of executive ownership. Once the CEO
backs a project, it has weight. Until someone in the
CSuite gets on board, you’re fighting an uphill
battle.
2. Lack of dedicated resources. Parttime resources
typically do not generate parttime results. They
often fail to generate any results.
3. Failure to address culture. You can have the

4.

5.

6.

7.

8.

9.

greatest ideas in the world, but if your culture is
not ready, you’ll fail. First step: develop a culture
based on the way you create and execute on
opportunities for customers. First, build
momentum around how your sellers sell.
Failure to understand the role of technology.
Technology is part of the solution – but only part
of it. Technology must be used as a tool to reach
goals, not as a goal in itself.
Confusing methodology and process. These are
two separate functions and must be treated as
such. Methodology is what you need to put in
place to get people to organize around a
framework and common language. The process
details how to do it. You must have both.
Going it alone. Partner where you can – whether
this means using a CRM or consultants.
Remember, there are people who do this for a
living. Take advantage of their expertise.
Champagne dreams/beer budgets. Understand
what transformation costs and make sure it’s
properly funded. And always remember what it
costs to do nothing.
Mishandling the human side of the equation. If
you don’t address the people side of things, your
transformation effort is not going to work.
Assuming there is a finish line. Transformation is
not an event. It needs to live and breathe as you
create and navigate the process of change.

Sales transformation means changing how you sell, so
you can create a sustainable competitive advantage.
It requires a blend of people, process and technology.
You must have all three to make it work.
The sales world is a dynamic ecosystem with
increasing pressure to add value for customers, and
change is inevitable. The way to get your
transformation initiatives to thrive, so you can outsell
n
the competition, is to embrace change.

For more information, download the latest
whitepaper from Miller Heiman Group.
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Early Exit or Early Acceleration
We’re all familiar with the conversation. As sales managers, we’re often
approached by one of our reps, making the case to pursue an opportunity.
“It’s a big deal”, shares the rep, “It’s right in our power swing”. Or we hear,
“We’re really well-positioned” and sometimes the tantalizing, “It’s ours to
lose”.
r perhaps, with a heavy dose of candor,
“You know, I really need to win this”. But
what do these reasons really mean? All
emotion, positioning and grandstanding aside,

O
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what’s the business sense for your firm in pursuing a
deal? And what’s the business risk?
One member of our Sandler Team met with the
Sales VP of a large firm who shared, “When we

Brian Sullivan

make a decision to pursue an opportunity, it costs us
$40,000. Win or lose  $40,000”. And, in pursuing
deals with enterprise accounts, whether your actual
cost is more or less than $40,000, the pain of the
financial loss is proportionate. The Sales VP, by the
way, added that “If you can help me determine that
the deals we pursue are the ones we’re most likely
to win and if you can help me decide during a long
pursuit whether to stay or go, we definitely need to
talk further”.
She made a significant point regarding the
financial impact of enterprise pursuits. The cost is
huge, for sure. But not only the financial cost. To
credibly pursue a major deal involves people, scarce
human resources, and their precious time. And,
when people are engaged in a complex pursuit, their
talents are often unavailable to other initiatives. For
these reasons, the Sales VP’s words ring true about
the importance of attacking the highest probability
deals and knowing when to get out. It’s also critical
that you pursue only true profile deals, those that
align most closely to your capabilities  the
opportunities for which your probabilities of
successful delivery, healthy margins, and robust
client satisfaction are highest. The criticality of
pursuing these aligned deals cannot be overstated.
Nor can the significance of exiting those that you’re
unlikely to win or that simply don’t match your
profile. Such exits shut down the outflow of money
and allow you to redeploy scarce resources on more
fruitful initiatives, such as higher probability deals.
So, it’s about early exit or early acceleration.
Truthfully, there should be no gray area between
the two. Accelerate or exit? That’s the question. But
how do you know?
The framework for answering that vexing
question starts with having a clear understanding of
what your organization does really well and what
both a profile client and a truly aligned opportunity
look like. With clarity in those areas embedded in
your organization’s DNA, you then need a practical
Go/NoGo process to evaluate the worthiness of
enterprise opportunities. How? By breaking each

opportunity’s key issues into three workable
categories – Client Issues, Selling Team Issues, and
Financing/Contract Issues. And you evaluate each
issue as a team, determining your levels of stability
or risk for each one. That’s the key. For each issue,
are you stable or is there risk? And what might some
of these issues be? How about whether you have
multilevel relationships in the account? Or whether
you clearly understand who your competitors are
and what their relationships are with the prospect
firm? What about contractual guarantees,
warranties, or penalties that will likely be involved?
Do you understand their implications and
consequences? Of course, the number of issues you
evaluate will vary depending on the size, complexity
and impact of the deals. And for the issues where
you’ve candidly identified risk, you build pragmatic
action plans to quickly mitigate those areas of doubt
and uncertainty, acting as early as possible. Nothing
good will come of ignoring a risk issue and delaying
action. The meter is running.
The results of your risk mitigation efforts, which
can involve candid discussions with the account, will
either reinforce your confidence in a deal or clarify
the levels of danger and risk. In either case, you gain
actionable information to drive decisions. Of course,
some measure of risk is expected. But not risk that
you don’t evaluate, don’t address, or don’t attempt
to mitigate. Acceptable risk is your call, but you can’t
make that call credibly without clearly
understanding consequences. There’s no sense in
burying your head in the sand. With pragmatic risk
mitigation, you either increase your chances of
winning or verify the NoGo decision. Exactly, by
the way, what was needed by the Sales VP and any
others pursuing complex enterprise deals.
Early exit or early acceleration. For your
organization and all of its stakeholders, they are
n
both gifts.

Brian Sullivan is Vice President of Sandler
Enterprise Selling. Find out more here
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The Top Sales Hardtalk Series is Back!
Hosted by the ebullient Barb Giamanco, expect fastpaced, relevant and
indepth conversations that are always on topic.
We will be releasing one recording for download every Tuesday. Here is November’s timetable.
Tue 1st  Ken Thoreson
Understanding Emotional Leadership
and How it Drives High Performance

Tue 22nd  Kyle Tothill
Hiring Great Sales Talent

Tue 8th  Julie Hansen
Buyer Trends You Must Address in
Your Presentation

Tue 29th  Tim Clarke
The Sales Puzzle: Salesforce Goes
Beyond the Technology

Tue 15th  Brynne Tillman
Leveraging Your Network to Get More
Qualified Referrals with LinkedIn

More Details at

Why Sales Training Is Like Gardening
If a gardener sows some
flower seeds for you they
may blossom briefly, but
unless the soil is fertile they
will die back and there may
be nothing at all to see in a couple of years.
Sales training, like flower seeds, needs
fertile soil.
ere are some statistics from the Harvard
Business Review. Apparently US companies
alone spend an estimated $356 billion on
training around the world each year. But most of it
fails to make any significant longterm difference. In
fact 3 out of 4 senior managers say that the learning
and development function is not critical to achieving
business outcomes.
If you have just been on a training course this may
not sound like your experience. I am confident most
participants leave full of enthusiasm and committed
to changing the way they work. But if you look back
after a year, how satisfied are you then with adoption
and the impact on results?

H
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Fortunately, many sales leaders are sensitive to
this problem and expect their training providers to
help them create fertile soil before doing sales
training.

How to create fertile soil
This requires work and commitment from sales
management and of course the program participants.
The first thing is that salespeople need to be self
critical and open to change. Many are overconfident
and blame anything but themselves when things go
wrong. These are the people who have often been
doing things the same way for years. And when
circumstances change – they don’t.
A first example of this is a supplier of maintenance
services to the mining industry. After many boom
years when demand was high the salesforce has had
to adapt to a shrinking market with fierce
competition. Salespeople have had to switch gear and
some simply don’t see the need for personal change.
A second example is a Swiss private bank. For
many years Swiss banks kept their client’s banking
details secret, which was a big plus for attracting new
assets. But recently this secrecy was lifted due to

Phil Kreindler

pressure from foreign governments. Swiss banks no
longer have this unique competitive advantage, so
relationship managers have to work much smarter to
retain clients and win new ones. They need to be
open to personal change.
Changes seem to come increasingly quickly and a
salesforce needs to have the right mindset for
training to succeed. More about how to achieve that
later.

Top down, bottom up and management
systems

ideas, put them into practice straight away and go
back to remind themselves of specific elements of the
training. For the software client I mentioned above
we have a mobile app people can use any time to
refresh their knowledge and become more proficient.

Practical steps
So we know now why good train can lead to poor
results – infertile soil. So here are a few practical
steps you can take to put fertile soil in place.

Success Profiles
It is not just individual salespeople who have to
evolve; the whole organisation has to. This means
creating a culture of selfreflection  the opposite of a
blame culture. People have to be actively encouraged
to examine how they are working and think about
ways they could improve.
Senior managers have to be both engaged and
willing to facilitate change and good coaching skills
are essential. But the best results are achieved when
the ideas come from the bottom. This is exactly what
we did with an enterprise software client recently.
We ran design workshops with groups of salespeople
and the presales teams they collaborate with to
develop a programme of change and they went on to
present the results to senior management and get
their buyin.
But the sales excellence program would not have
worked without the systems and technology being in
place before the training was started. It’s essential
that participants should be able to start working in
the new way straight away.
Another thing to think about is just how much
people can take in in one go. It’s better to introduce a
few concepts in a relatively short session then give
people time to start implementing them and getting
them right before going on to the next set of
concepts. So you build the new way of working
gradually and don’t overwhelm people. The
management system, training materials and
technology should combine to help people learn new

I have mentioned this concept in previous Top Sales
World articles, but in brief, you create an ideal profile
of skills for both salespeople and sales managers and
ask people to match their own skill level to the
Success Profile. It is then clear where each individual
has scope for improvement. These profiles are very
useful to encourage selfreflection and can be used
for recruitment as well.

Management systems & technology
Make sure you have adapted your sales management
system before the trainings commence. A good
example would be to implement Opportunity Pit
Stops straight after a complex sales training.
Likewise, the technology has to be in place and in
particular you need to be sure what you are training
people to do works with your CRM system.

Reallife examples
The software and private bank clients I mentioned
above tasked a team of ambassadors to review the
content and create examples of the new concepts
which they went on to present in the training.

Deployment model
Think about how the training will be delivered and
by who. Do it all at once and people are likely to
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forget things or wait too long before they try them.
It’s best to deliver the training in chunks so people
can get to grips with some concepts before they
start on the next. I have found it useful to introduce
a way of working in one country and iron out any
problems before rolling it out to other countries.
And should you use external consultants to
deliver the training? Not necessarily. It might be
better if sales leaders learn to deliver it and this
develops their own coaching skills.

Accreditation

Refreshment

l Have you seen the benefits of training diminish

Selfservice refreshers, ideally nuggets of learning
that participants can access on their smart phone,
are the best way to continuously improve. This also
helps to keep behaviour consistent rather than
letting people use a version of what they remember
from the original training session.

If participants know from the outset that sales
leaders and salespeople will be accredited for their
level of adoption they are more motivated to use the
best behaviours consistently. And of course it is very
positive to give people clear recognition of the
improvements they have achieved.

Ask yourself:

rapidly over time?
l Would you like to get a better return on your
investment in training?
l Are you prepared to do the work to create fertile
n
soil?

Phil Kreindler is the CEO and Founder of
Infoteam. Find out more by visiting here

Have you ever wondered what the top Inside Sales people say on calls that average sales people don't? We
analyzed recordings of 25,537 sales calls conducted on platforms like GoToMeeting and WebEx, averaging 43
minutes a call, at 17 organizations with hundreds of sales pros.
The result? This concise eBook, 5 Pitching Secrets of Top Sales Pros. Download this eBook to discover:
l How opportunity win rate is affected by pitch vs. listen time
l At which point in the call you should bring up pricing
l What project timing signal to look out for from your prospect

The winning patterns are unmistakable  can you really afford to ignore them?
24
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Thomas Williams & Tom Saine

Selling from the Third Platform:
Challenges for the Sales Executive
In November 2013 International Data Corporation (IDC)
published a seminal article entitled “The 3rd Platform: Enabling
Digital Transformation.” This white paper explored the
confluence of four transformational technologies that serve as
the foundation for the 3rd platform: cloud computing, social,
Big Data and mobile.
DC pointed out that we have moved from a
world populated by hundreds of millions of on
line users relying on tens of thousands of apps to
billions of online users employing millions of apps. It
is easy to be dismissive, overly cautious or even
paralyzed by the speed and scope of change. Many
would argue that this is an IT issue so the challenges
should be left to the hardware, software and
application developers.
The reality is that this is a quantum change and
an optic into our future. These forces are changing
how we know what we know, how we learn and
relate as sellers and users, the speed and methods

I

by which business and personal decisions are made
and the standards and expectations for our own
performance.
For sales executives, there are no “time outs,”
“passes,” or “mulligans.” We are living the 3rd
platform. The imperative is today. The challenge isn’t
to adapt—it’s to provide the leadership and planning
necessary to embrace these transformational
technologies and succeed.
Let’s take three small steps. First, Let’s put cloud
computing aside for the moment. While it is a
powerful technology that changes how data is
stored, retrieved and used, it’s a “force multiplier” for
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the technologies referenced above. Second,
consider how these three pillars translate into the
arena of sales. Third, identify the challenges facing
sales executives.
l Social becomes “social selling.”
l Big Data becomes “sales and customer analytics.”
l Mobile becomes “mobile learning” and “on

demand access.”

Social Selling
Social selling is all about customer intimacy and our
ability to personalize and customize messages. It’s
less about having a network of 500+ on LinkedIn
than knowing how to use a network quickly and
effectively to connect with a customer or prospect.
It involves:
l Leveraging a social network to build customer

awareness & trust;
l Tracking people and companies to access sales
relevant information that supports customer
intimacy and the buysell process; and
l Uses social tools to tell powerful and compelling
stories that attract and engage existing or
potential customers.
A ForbesBrandVoice contributor shared a simple
definition, “To me social selling is the process of
helping social buyers become a customer.”
How does a sales executive position the sales
force to take maximum advantage of social selling
tools?
l Plan to use social selling tools to enhance lead

generation.
l Promote use of social selling tools to
personalize and customize messages.
l Coach sales personnel to cultivate customer
intimacy in business connections by conveying
insight.
l Aggregate and share best practices.

26
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l Use social media to identify decision makers.

The last bullet is particularly interesting. Sales
representatives who make (49%) or exceed (52%)
quota, leverage social media to identify decision
makers according to CSO Insights in their 2016
Sales Behaviors Study Trends Analysis.
Executives should remember that social selling
is an ongoing process that requires a personal
investment by sellers each day. It doesn’t
substitute for facetoface communicationit
supports it.

Sales & Customer Analytics
What does sales and customer analytics involve? It
ranges from building predictive models to trend
and gap analysis. In all sales enterprises, funnel
accuracy and management are critical. Sales
analytics provides a basis for executives and sellers
to establish priorities, allocate resources and coach
responsible actions.
Each sales executive should develop a plan
around the collection and use of sales and
customer analytics. They should ask how they can
gain accurate and actionable analytics surrounding
the buysell process? Sales executive should
consider actions to:
l Develop predictive models that allow them to

forecast success and guide sellers in
establishing priorities, forging timelines and
making decisions.
l Create a detailed and accurate profile of the
customer’s buying process.
l Provide trend and gap analyses that size
improvement and change over time.
l Document the link between behavior and
success in winning sales opportunities.

Mobile Learning & OnDemand Access
Mobile learning (mlearning) offers an option to

Thomas Williams & Tom Saine

traditional learning that requires timeoutoffield
training. Sales executives who have employed
mlearning modules cite several compelling
advantages.
l Use of “bitesize” learning that is easily accessed

and consumed by sellers.

boarding challenges for new sellers.
a format that supports
coaching with sellers.

l Design

distance

Mobile learning should be viewed as an addition to
traditional facilitator led learning and not a
replacement.

l Ease in updating and customizing learning

Parting Thoughts

experiences.
l Justintime access to learning as sellers are

planning a call or presentation.
l Ease in coaching individual sellers.
Sales executives should consider how to:
l Determine key learning experiences that benefit

sellers in customerfacing conversations and
address them with customized modules.
l Identify best practices that sellers can easily
consume in the field.
l Develop mlearning modules that address on

A new competency has surfaced in the skill set of
highly effective sales executives: change
management. Each of us is being challenged to
harness this trio of forces—social selling, sales
analytics and mlearningto create customer
benefits while empowering our front line sellers.
Where are you in making this a weapon for your
n
organization?

You can find out more about Tom Williams here
& Tom Saine here of Strategic Dynamics Inc.

The eagerly anticipated TSW VIP Area has
now been formally launched...
The VIP Area provides free access to the Sales eLibrary, offering a
vast array of articles, eBooks, white papers, webinars, videos,
books and so much more, all submitted by the world’s leading sales
experts and refreshed daily. It also houses the Top Sales Academy
and is home to the Top Sales Magazine archive.

More Details Here

Transform Your Sales Messaging
Sales organizations make
huge investments in hiring
salespeople. They then
invest in training them to
become productive quickly.
Time and money are spent implementing
technology stacks to increase productivity.
ut when it comes to focusing on the quality of
communication activities – phone calls and
email  that create a highquality sales
experience from the very first touchpoint onward, I
see a gap.
Automation has made it easy to send daily mass
emails. Phone dialing systems help salespeople crank
out more phone calls. That doesn’t mean that more
activity is leading to the right results, though. I

B
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realize it is a common practice to measure
salespeople by the numbers of emails sent or phone
calls made. And, I think that the focus on these two
measures as key sales performance indicators is off
base.
In Cracking the Sales Management Code, authors
Jason Jordon and Michelle Vazzana tell us that
“success is no longer found in making enough sales calls
to reach your quota. That is a trial and error marathon
that you may or may not win. Success is now found in
making the right sales calls to achieve the right Sales
Objectives to reach your quota – a quicker and more
predictable path to the winner’s circle.” The same
holds true for the emails salespeople are sending.
Quality is more important than quantity.
The practice of sending blast email pitches with
generic sales messaging isn’t working. Technology
may provide a more expedient way of getting in
front of large numbers of potential buyers, but from

Barbara Giamanco

the conversations I have with sales managers, the
practice isn’t driving an increase in measurable sales
outcomes at scale.
Perhaps your salespeople are using a phone
dialing service that lets them make higher numbers
of calls. More calls don't necessarily translate into
more sales conversations. The indicators are there
that more activity is wasted effort. Once again, it is
the quality of the message that will make the
difference.
The only reason salespeople are asked to send
emails or make the phone calls is that the goal is for
them to increase the number of scheduled, oneto
one sales conversations. Since that’s the goal, all
sales communication has to be personalized, making
it tailored and relevant to every buyer.
Salespeople can certainly save time by identifying
core problems that buyers of a certain profile in
specific industries may face. From there, have them
create a template that includes a couple of
sentences that shows an understanding of a core
challenge the buyer may face. Incorporate a
sentence or two about how what you offer may be
in a position to help them. I’m not talking about a
lengthy dump of product features. Next, salespeople
should refine and personalize the message before
they send it off. To standout from all the other
noise will require doing some homework. Social
media platforms and business intelligence tools can
be of help here.
You are not entitled.
Lately, I’ve noticed a disturbing trend, which
should cause sales managers concern. Salespeople
are sending emails or leaving voicemail messages
demanding a response if the buyer has no interest in
what they are selling. Buyers are busy. They are
being hounded by multiple salespeople every day 
all day. The idea that a salesperson is owed a buyer
response to any unsolicited request for their time is
completely unrealistic. The best chance of
salespeople getting a positive response is to have
them structure their communication in a way that
leads a buyer to want to know more. Even then a

response might not happen right away. Buyers work
on their timeframe.
To illustrate my point here is a LinkedIn comment
from a VP of Marketing and Technology.
“Had a salesperson write me today to say that if I
am not interested in his product, then I should have
the courtesy to respond to tell him so. Let's do the
math. Today I received eight unsolicited phone calls
and 15 unsolicited emails trying to sell me something
I did not ask to be contacted about. If I devoted 3
minutes for each to listen/read, consider and
respond, that adds an extra hour and 9 minutes to
my day, or 5 hours and 45 minutes over the course
of the week. I am already working more than full
time hours, so that translates to 6 additional hours
away from my family. That's why.”
We may have something to sell, but that
doesn’t mean the buyer is ready to buy.
Buyers don’t owe salespeople a response when
they receive an unsolicited sales pitch. That kind of
attitude definitely cuts off any chance of doing
business in the future, and that kind of message
certainly creates a negative impression about your
company. I’m confident that the executive
mentioned above would never consider buying from
the seller who approached him and told him that the
courteous thing to do was to give him a reply. Not a
chance. Ever.
Being good at selling is hard work. There are no
shortcuts and buyers owe salespeople nothing. To
increase the numbers of opportunities for your
salespeople to have sales conversations with buyers,
oversee their messaging. Work with them to craft
the right type of value message considered from the
buyer's point of view. When your salespeople can
show that they are there to help the buyer solve
business problems instead of trying to sell them,
n
that’s when buyers will pay attention.

Barb Giamanco heads up Social Centered
Selling. Find out more by visiting here

TOP SALES MAGAZINE NOVEMBER 2016

29

How To Develop Sales Conversation Content
Sales and marketing focus
has shifted to customers
and their journey. As sellers
shape their efforts to more
effectively align to buyers’
needs, it is essential marketers start
equipping their sales team with valuable
messaging tools to create content that
speaks to customers whenever they are in
the buying journey.
n the CSO Insights’ 2016 Sales Enablement
Optimization Study participants were asked how
sellers use different content assets along the
customer’s journey. As we examine the results, a
couple of obvious takeaways jump off the page — as
well as a few surprises.
First, email templates (76.5%) are the top assets
for sales early in the customer’s awareness process
— in the prospecting phase. This is no surprise, as
wellcrafted email templates afford sellers the
opportunity to invest their valuable prospecting
cycles to connect with prospective customers (via

I
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phone and email) instead of writing emails. These
email templates prove even more valuable when
they engage buyers with insights tailored to their
role, industry and situation, rather than pushing
product propaganda.
Second, proposal templates (83.8%) are the top
assets sellers leverage in the buying phase. Like
email templates, proposal templates empower
sellers to tailor the content to the customer’s unique
buying scenario — versus creating the content from
scratch. While marketing generates email templates,
sales enablement, sales operations and product
marketing teams collaborate to develop proposal
templates. This partnership ensures the content
includes necessary building blocks: a snapshot of the
customer’s current situation, implications of that
current state, an ideal solution for remediating those
challenges for the customer (including both solution
essentials and differentiators) and proof the solution
works, such as customer testimonials.
Third, customer references (74.1%) and case
studies (53.4%) are used primarily by sellers in the
buying phase. As we covered above, proof of a
solution is a necessary component of a compelling
proposal. Customers’ results provide proof that the
current problem is worth addressing, and that the

Jay Mitchell

solution being recommended delivers the desired
outcomes. The headscratcher that emerges from
CSO Insights research is that sellers are not using
these sales assets earlier to engage customers. Value
messaging has been proven as the most effective
conversation track between buyers and sellers, and
stories of successful customers convey business,
financial and personal value that resonates with
prospective customers. Employing these resources
earlier in the customer’s journey can be an invaluable
asset in overcoming “status quo”.
In the Sales Enablement Optimization Study,
participants were also asked who creates the
content salespeople need for their efforts. The
results give us some guideposts: marketing
contributes 39.4% of the content used by sellers,
and sellers create 26.3% of their own content.
Though product management (12.1%), sales
enablement (10.8%) and sales operations/legal
(5.8%) also add to the mix, it is disconcerting that
sellers rely on their own efforts for more than a
quarter of what they use in sales cycles.
Sellers should be both empowered and held
responsible for tailoring content, but that is different
than creating it. The implications are enormous:

by creating content, versus using content already
created
l Lower win rates and diminished pricing power as
sellers use inconsistent, inaccurate and
ineffective messaging in sales cycles
l Bland and not compelling propositions because
they are based on product features, versus
proven use cases of differentiated solutions
delivering outcomes for customers

counterparts. This insight helps marketing
understand what resonates with the buyer and
provides a perspective on what specific content (and
in what form — email templates, proposal templates,
client stories, etc.) the sales team is leveraging across
the sales cycle.
Second, as marketing gears up the content
engine, they need to ensure the content conveys a
storybook outline both with words and through
visuals. A compelling story — like an action
adventure — starts with a villain (the pain) doing
something bad. At which point the hero (the
solution) enters the fray to change the outcomes
(the gain) for all parties. The story concludes with a
celebration highlighted by a front cover newspaper
headline (the proof) about the victorious results.
That formula — pain, solution, gain and proof —
draws the buyer into the dialogue because it starts
with them and their pointofview, and then gives
them a visual of the bridge that will deliver a much
better situation for them.
Finally, sales leaders need to partner with
marketing to learn how to use these new sales tools.
Marketing’s responsibility is to do more than just
arm sellers with the salesready assets; they need to
roleplay with the sellers, allowing sellers to have
more comfort and confidence in realworld
scenarios. Once the sellers are in the field, sales
managers should observe sellers using the content
and offer coaching to them, as well as feedback to
the marketing team on how to refresh and refine the
salesready assets.
Take the time to collaborate and engage across
your company to create effective sales conversation
content. The three action items above will provide
great value for your team and the clients you serve. n

While this analysis is unflattering, there are some
specific actions sales and marketing can take to
enable salespeople with the ideal salesready assets
to engage customers along the buying journey.
First, marketing needs to take the initiative to
participate in sales cycles with their sales

Jay Mitchell is the President & Founder
at Mereo LLC. For further information on how
to move forward with these gamechanging
solutions, reach out to us at
information@mereo.co.

l Lost sales productivity as sellers squander cycles
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The Multi-Dimensional Data of Sales Analytics
sales has done and where they are against plan.
Looking forward, the sales pipeline and forecast
provide guidance for immediate and longerterm
revenue projections, critical to the strategic planning
process. However, these numbers are intangible as
they represent the collective, subjective assessment
of the individual sales person for each opportunity.
Sales management’s credibility is often tied to the
accuracy of forecasts.

A sales leader’s credibility is
tied to their ability to
predict and achieve their
assigned revenue targets.
Accurate forecasts and
pipeline data integrity is a defining
attribute of high-performance sales
organizations.
echnology will do the math, but accurate
representations of opportunity data require a
welldefined sales process with consistent
execution and inspection of the process by sales
managers. With accurate pipeline data, the power of
analytics can be unleashed to provide a
multidimensional view of the opportunity, and with
that, the ability to finally measure selling and sales
productivity.

T

Sales is a Number
Sales organizations live by their numbers. Financial
data tells the CSO the booked revenue value and the
sales expense behind the cost of sales. These are fact
based numbers managed by finance that report the
financial health of the business, the trending of what
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Sales leaders who consistently deliver on
commitments are perceived to have command of
their business. SFA’s (Sales Force Automation)
primary task for most organizations is to act as a
forecast calculator adding up the numbers and
reporting them by multiple demographics like sales
region, vertical market or product category.
Confidence or lack thereof, in these number is not a
function of SFA’s ability to correctly add numbers,
rather it’s an indictment of the sales organizations
ability to accurately and consistently grade
opportunities and their discipline in maintaining
currency in the system.

Selling is an Activity
Analytics combines multiple data points to create a
multidimensional perspective and deeper insight
into sales performance. Monthly forecast, total
pipeline revenue value or pipeline amount by sales
stage present a onedimensional, point in time view
of the data. Taken at face value, this data is essential
to understanding and reporting the current state of
the business, but provides little insight to the drivers
of sales.
SFA’s ability to capture, combine and compare
multiple data points as analytics enables high
performance organizations to analyze the dynamics
of selling. Average sales cycle length for example
measures the time it opportunities to go from qualify
to close, an important data point. Analyzing sales

Joe Galvin

cycle length by sales phase illuminates where
opportunities get stalled or slow. Identifying where
this occurs in the sales process allows world class
organizations to surgically target training and direct
resources to that point reducing time in phase and
overall sales cycle length.
Nothing clogs and distorts pipeline integrity like a
stalled deal. Using analytics to determine average
time in phase for winning deals creates a threshold
for determining a stalled deal. Analysis of winning
opportunities will establish time in phase guidelines.
Opportunities that exceed the time in phase range
can be classified as stalled. In some cases for
perfectly good reasons, but we also know these are
deals that statistically have a much lower potential to
close. Pulling stalled deals from the pipeline allows
the sales person to focus on active deals and develop
a nurturing strategy to continue to develop the
stalled deals. Analysis of closed deals on a time in
phase to conversion creates a digital footprint of
success. Opportunities that fall outside those
guidelines should be removed or quarantined until
something happens to change their status
Sales close rates as a data point look at the
percentage of opportunities that enter the sales
process and ultimately close. Analysis of
conversation rates by sales phase identifies where in
the sales process opportunities stall or fall out. If an
organization can identify where these opportunity
failpoints occur, steps can be taken to improve
phase conversation rates. Sales enablement teams
can look at the messages and tools available to sales
at the failpoint to improve conversions or specialist
resources can be deployed to push through more
deals.

Funnel Confidence
What begins to emerge is a threedimensional view
of the sales pipeline. Analytics replace subjective and
perception based assessments with data that can be
tracked and if the appropriate countermeasures are
put in place the analytics will capture the

improvement. The result is a pipeline populated with
only active deals that correspond to the trajectory of
closed opportunities. World class organizations are
able to exploit the power of analytics to leverage
their pipeline data as a tool to improve the
productivity of their sales people which translates
into better performance. All others depend on
political positioning and the gut feel of pipeline
intuition to suggest what to forecast and where to
deploy precious and expense sales training and
enablement resources.
At the core of pipeline integrity is the sales
process. World class organizations are able to trust
and therefore capitalize their pipeline data because
they have clearly defined their sales stage definitions
and the customer criteria for advancement. Their
sales managers are held accountable for forecast
accuracy and the consistent utilization and
interpretation of their sales process by their sales
team. Sales training, enablement and marketing
teams are able to better target and prioritize their
initiatives, but more importantly, measure their
impact. SFA systems can do the math, sales
leadership must drive the process.

Good Guess
N4 or B6 are good guesstimates in the classic board
game Battleship. Without actually being able to see
where the opponent has placed their fleet, a random
salvo of shots begins to narrow down their sectors
and begin getting hits. For sales organizations that
lack confidence in their CRM data, forecasting can be
a lot like playing Battleship. You have a pretty good
idea where the number might end up, but in the end,
you are guessing. Just as the introduction of radar
radically changed real navel engagements, analytics,
powered by accurate pipeline data, can allow sales
leaders to “zero in” on their forecast and drive sales
n
productivity.

Joe Galvin is Chief Research Officer at
Vistage. Find out more here
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Top Partner of the Month

Top Sales Article & Blog Post

This Month’s Top Sales Article
The Next Step for Your Insights Message
by Tim Riesterer

S

elling with insights is no longer optional — it’s
mandatory for salespeople hoping to tell a
distinct and remarkable story. But new research
shows that if you’re only challenging your prospect’s
status quo with surprising information and data
points, you could be falling short of creating the
urgency you need to convince prospects to change.
To make a scenario more compelling in their eyes,
your insights message must do more than create risk
— it must show how you are uniquely prepared to
resolve the risks you’ve identified.
This is the difference between insights that
merely excite versus insights that incite. The former
message gets digested and forgotten about. The
latter drives buying decisions by opening prospects

up to the possibility of change.
Risk and resolution
This important distinction was the focus of a recent
experiment my company commissioned with Dr.
Zakary Tormala, a social psychologist with expertise
in messaging and persuasion. We designed the study
to test the messaging effectiveness of two different
types of insightsbased messages:
Riskonly insights designed to make prospects
feel their status quo is “unsafe” by introducing them
to surprising new industry data, statistics or studies.
Risk + resolution insights similarly designed to
make the status quo feel unsafe, but also introducing
Read More
solutions that resolve the prospect...

This Month’s Top Sales Blog Post
Proven Ways to Grow Revenue with Pipeline
Management by Jason Jordan

S

ince so many companies have sales pipelines,
you’d think that there’s a wellworn set of
pipeline management best practices out there
commonly used by sales managers. Even if that is
the case–and I don’t think it is–do you know how
many sales leaders struggle to manage their
pipelines? An overwhelming majority, apparently.
In recent research we conducted with the Sales
Management Association, 56% of executives
confessed that their organizations were ineffective
at managing their sales pipelines. Their companies
waste a lot of time staring at pipeline reports, but
this effort yields no increase in sales performance.
Not good news… Fortunately, you don’t have to

do a lot of head scratching to improve the
effectiveness of your sales force’s pipeline
management because our research also revealed
insights that provide a solid framework for just that.
1. Sales Processes
We discovered that the most effective pipeline
management occurred in sales forces that invested
the time to define credible standardized sales
processes. More specifically, they had sales
processes with clearly defined stages that were
universally understood by all their salespeople.
There was no guesswork as to which stage a
Read More
particular deal belonged, and ...
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Our 2016 Partners
Click on our Sponsors to find out what they can do for you.
If you would like to learn more about the benefits of becoming a TSW sponsor
and our existing Partner Program, please find details here.

Our Principal Sponsor is
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