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John Williams 

took his company 

from $700M in 

revenues to $2.2B 

in four years—

without adding 

any new sales 

positions! 

 

 

 

 

The Sales Transformation Conundrum 
 

“You have to meet John Williams!” That was the emphatic response we received from our friend, Phil Tamminga, when 

we asked him, “Who is the most innovative Chief Sales Officer (CSO) you know?” At the time, John Williams was the 

Senior Executive Vice President, Worldwide Sales, Marketing & Support, for StorageTek, a technology firm in Colorado. 

The reason Phil was so supportive of John was that he had taken his company from $700M in revenues to $2.2B in four 

years—without adding any net-new sales positions during that period. That represented a 300%+ increase in 

productivity per salesperson. 

 

We called John, explained we were conducting research on sales performance optimization, and asked to meet with 

him. We got together for what ended up being an afternoon-long lunch. As soon as we started talking, it was clear that 

John was a great combination of intellect and street smarts. He was very open about discussing, as he described it, the 

“transformation” of his sales organization. Here is how John positioned his initiative to us: 

 

We live in an era where increasing shareholder value is of critical 

importance in every boardroom across the nation, across the 

world. Each corporate officer is being turned to and asked to 

come up with new innovations to optimize the performance of his 

or her piece of the business to help contribute to that goal. 

I’m a firm believer that today the biggest return on anything you 

can do in a company is to make your salespeople more 

productive. It is not optimizing back office processes. It is not fine-tuning finance more. It is not about 

improving the quality of manufacturing more. The biggest contribution you can generate to the bottom 

line comes from increasing the efficiency and effectiveness of the sales force. I say this from 

experience. 
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With any sales 

transformation 

initiative, each 

executive team 

member must 

make a personal 

commitment to 

ensure the 

success of the 

company going 

forward. 

 

 

 
 

When I took over all the front offices functions worldwide, we were just coming out of bankruptcy. The 

focus of all of us on the executive management team was to rebuild our credibility with our customers, 

our investors, and Wall Street. Based on the current economic climate I would venture to guess that 

many other companies are facing those same issues today. 

 

Each of us on the executive team made a personal commitment to ensure that our operations directly 

contributed to the success of the company going forward. For my part, I had to revamp the sales force 

and get them ready for a new age of business. We were looking at massive changes: new products, 

new ways of selling, and new tools. 

 

Well, we survived that period of massive upheaval. I am personally very proud of the fact that over the 

next four years we tripled sales revenues, 

increased customer satisfaction, and actually 

reduced our cost of sales, not just in terms of 

sales as a percentage of revenues, but in fixed 

dollar costs as well. In retrospect, I think the 

main foundation of our success was that we 

concentrated on three things—metrics, 

process, and technology. 
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Know your 

metrics! 

Understand 

where you are 

today and where 

you want to be 

tomorrow. 

Measure. 

Measure. 

Measure. 

 

 

 

Over the next few months, John graciously spent time with us sharing details of his four year sales transformation 

journey. One thing that impressed us was the quantity and quality of metrics he had on sales performance for his 

worldwide organization. As we documented the process that he used with his teams, it was easy to see why he was able 

to create a culture of continuous performance improvements in sales. John clearly delivered on his promise to do his 

part to help increase shareholder value, as the company’s stock rose from $19 a share to $80 (presplit) over that four 

year period. If you are interested in more details on how John managed his initiative, click on the following button to 

view John Williams’ sales transformation journey, an executive online briefing of his insights. 

 
 
 
 
 

 

 

 

 

 

 

 

Looking back on all we learned from John, we still get energized. But, we also get disheartened. The reason is that our 

meetings with John Williams took place in 1999! After seeing what StorageTek accomplished and understanding how 

they did it, we felt the stage was set to see sales transformation become the mainstay for business. But in the years 

since then, as CSO Insights continued to conduct extensive research on sales performance optimization, stories similar 

to StorageTek’s, in which phenomenal results were achieved, are still the rare exception instead of the rule. 

 

A CSO’s Role in Sales Transformation: The StorageTek Experience 

http://www.brainshark.com/csoinsights/vu?pi=zGQzC3jLoz35Lwz0&tx=CG2ST
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See how ADP, 

Experian, Iron 

Mountain, GE, 

Aon, Flextronics, 

and more  

have transformed 

their sales 

organizations.  

 

 

 

 
 

 

 

As we discussed the lack of sales transformation success at a recent Sales Eagle Summit we facilitated, we began 

exploring the need for a new resource book. Based on the hundreds of billions of dollars that have been invested over 

the past decade by sales organizations around the world on training, technology, knowledge, people, and more, we 

joked that the title could be: Sales Transformation: Never Has So Much Been Spent By So Many To Achieve So Little. The 

conversation then took a different direction. We commenced to talk about firms that have consistently met or exceeded 

their sales performance improvement expectations. 

 

As part of our ongoing Sales Management 2.0 eBook series, we have 

benchmarked sales transformation successes at companies such as 

ADP, Experian, Iron Mountain, GE, Fairchild Semiconductor, Aon, 

and Flextronics, as well as several SMB firms. When reflecting back 

on those initiatives, a clear set of best practices started to emerge. 

More insights into the projects that succeeded and less lamenting 

about projects that failed to live up to expectations were needed.  

 

Hence, the idea to create The CSO’s Guide to Transforming Sales was 

born. CSO Insights is in a unique position to comment on sales transformation, as we don’t have a horse in the race. We 

don’t deliver sales training. We don’t develop or implement CRM solutions. We don’t design compensation plans or 

sales strategies or consult on sales process or sales messaging. We are a research and benchmarking firm focused on 

understanding the challenges facing sales teams, determining why the problems exist, and documenting how companies 

successfully deal with those issues. For this reason, we do not have a predisposition as to the path a company should 

take toward optimizing their sales performance, other than we want to ensure that it is the best path for that 

organization.  

 

http://research.csoinsights.com/Surveys/03/0E3047CF33BB314F/survey.aspx
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This Guide is a 

foundation for 

sales 

transformation 

based on twenty 

years of 

benchmarking 

best-in-class firms 

along with 

concrete examples. 

 

 

 

 

We made The CSO’s Guide to Transforming Sales a dynamic resource. You will see that it has two components. The first 

is the document you are currently reading. It is a foundation for sales transformation which is based on best practices 

that we collected from our benchmarking efforts over the past twenty years. We don’t see the major messages that we 

present changing in any meaningful way over the next several years. This part of The CSO’s Guide to Transforming Sales 

guide is built around the following four sections: 

 

Why Sales Transformation Initiatives Fail to Fully Deliver 

Let’s get on the table the nine key mistakes companies can make to derail their projects before they start to avoid 

repeating those errors going forward. 

 

The Sales Transformation Pyramid 

We introduce the concept of how to create a solid foundation for sales transformation and then get buy-in at the 

individual, sales force, enterprise, and ultimately “extraprise” levels. 

 

A Roadmap for Sales Transformation Success 

We share guidelines for how to structure your sales transformation team to do the 

right things the right way to maximize your initiatives’ odds of success. 
 

Determining the ROI of Sales Transformation 

While we wish we could tell you that sales transformation is inexpensive, it is not. 

However, we will overview how to determine the ROI for the investments necessary so 

you clearly understand what the payback is for your efforts. 
 

The next part of The CSO’s Guide to Transforming Sales provides concrete examples of what sales transformation 

success looks like by using a compendium of real-world case study examples. As innovations in process, CRM 

technology, sales intelligence, big data/sales analytics, sales and marketing alignment, etc. are continually advancing, we 

wanted CSOs and their teams to be able to access current best practices on an ongoing basis. So, we present case 

studies by using online briefings which will be updated to represent state-of-the-art innovations. 
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Take the Goals 

and Objectives 

Assessment to 

prioritize areas of 

sales 

transformation 

that are 

important you. 

We will share 

case studies with 

you. 

 

 

 

To help us prioritize areas of sales performance to focus on, take a few minutes to share the challenges your sales teams 

are currently facing using the following survey. Based on your input, as new case studies are published that align with 

your interests, we will proactively send them to you.  

 

CSO’s Guide to Transforming Sales – Goals and Objectives Assessment 

https://www.surveymonkey.com/s/VB98TDY
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There are nine 

pitfalls that are 

common to sales 

transformation 

projects that fail 

to generate 

significant 

improvements.  

 

 

 

 

 

Why Sales Transformation Initiatives Fail to Fully Deliver 
 

In 1993, Michael Hammer noted in his book, Reengineering the Corporation that “as many as 70% of the organizations 

that undertake a reengineering effort do not achieve the dramatic results they intended.” Fast forward to today. As part 

of CSO Insights annual Sales Management Optimization (SMO) survey of over 1,200 firms worldwide, we asked the 

participants to rate the success of the sales effectiveness initiatives they had undertaken over the past two years. The 

following chart summarizes their responses. 

 

It is over two decades later and Mr. Hammer’s 

70% figure still holds true. While these 

numbers do not inspire confidence, we would 

like you to focus on the fact that it can be 

done. Our project benchmarking efforts have 

shown that the difference between success 

and failure of a sales transformation initiative is 

not divine intervention, but rather a result of 

the way a company approaches the effort. The 

key to success lies in the knowledge and 

abilities brought to the project. For example, if 

you know what possible mistakes you can 

make and how to avoid them, you are more 

likely to succeed. 

 

http://www.csoinsights.com/publications/Shop/sales-management-optimization
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“Successful 

Sales 

Transformation 

Projects have 

dedicated full-

time 

resources.” 

— Allan Lam, 

EVP, Fairchild 

Semi-

conductor. 

 

 

 

In reviewing many sales transformation initiatives, we identified nine pitfalls that are common to projects that failed to 

generate significant improvements. They are presented below along with insights to avoid these mistakes in order to 

maximize the odds of reaching your sales performance goals—before your competitors reach theirs. 

 

Pitfall #1 – Lack of Executive Ownership: Notice that we use the term ownership, not sponsorship. Sales 

transformation inevitably crosses functional business areas within a company, so no mid-level manager will have the 

clout necessary to ensure that changes are made. Executive ownership is 

required to create the vision of what “better” looks like and then to 

quickly resolve internal conflicts to keep politics, resistance to change, 

and inertia from bogging down the initiative. 

 

An example of an executive who understood the importance of 

executive sales management commitment was Allan Lam, Executive Vice 

President, Worldwide Sales and Marketing at Fairchild Semiconductor. In 

CSO Insights’ Sales Management 2.0 eBook, Volume 8, we profiled 

Allan’s sales transformation journey in detail. Here is a key point he made with regard to having senior management 

fully committed to optimizing sales performance: 

 

What I was asking my (sales management) team to do was be ambassadors for our transformation 

efforts. Inside of the sales organization they needed to help train, reinforce the concepts, enforce 

compliance, review their people, share success stories, etc. They also needed to interact with the other 

functional units in the company to explain and promote what we were doing. I didn’t want them 

watching it happen, I wanted them to be part of making it happen. In this regard, I asked each 

individual to actually draw up their own adoption plan and agree to be measured by it. 
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Major 

components of a 

project are: 

executive 

ownership, 

shared vision, 

commitment, 

accountability, 

and process 

driven budget. 

 

 

 

 

Part of the senior sales management’s compensation package is a variable pay component tied directly 

to specific MBOs. So for a period of time I included the adoption plan as part of the management 

objectives. This meant that a significant portion of their variable pay was linked to this initiative.  

 

Successful sales transformation initiatives are ones that are taken 

seriously. We go into detail on how a project should be structured in 

the section Starting Down the Road to Sales Transformation Success. 

However, the major components of a project are: active executive 

ownership and buy-in, an enterprise-wide shared vision, full-time 

commitment of personnel, accountability for results, and a process 

driven budget.  

 

So how serious is your company about sales transformation? If you 

have solid business reasons that keep you from making this level of 

commitment today, then put this effort off for a while. Starting a project before you are ready to see it all the way 

through will result in your organization becoming impatient, confused, distracted, and disillusioned, and your team may 

conclude that sales transformation doesn’t work. This will create a huge barrier for you to overcome when you are 

ready to make a serious effort, so you are better off not starting until you are ready.  
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Part-time 

assignments 

do not generate 

part-time 

results; they 

often generate 

no results, as 

the project 

never gets off 

the ground. 

 

 

 

 

Let us leave you with one last question from Allan Lam that he said CSOs need to answer for themselves: 

 

Do I have the capacity to persevere; do I have the stomach to face failure? Let’s be really frank. If you 

embark on a journey like this and two years down the road the efforts are not showing any results, 

you can lose your job. But I also believe that if you don’t do anything, you are going to get fired 

anyway. 

 

Pitfall #2 – Lack of Dedicated Resources: If executive sales management is on board, the next pitfall to avoid is 

making sales transformation a “part-time” assignment. Who in business 

has spare time? Do you? Well, neither does anyone else in your company. 

And yet, we see too many sales transformation project teams staffed by 

people who already have a lot of other projects on their plates. Having 

benchmarked hundreds of these initiatives we can tell you that part-time 

assignments do not generate part-time results; they often generate no 

results, as the project never gets off the ground. 

 

Some companies recognize this reality and begin to deal with it head-on. As part of the 2015 Sales Performance 

Optimization study we asked participants if their company had a dedicated sales effectiveness/sales enablement team 

to support their sales organization. The following chart summarizes the responses and shows that one in four sales 

organizations have/are making a resource commitment to sales transformation. 

 

http://www.csoinsights.com/publications/Shop/sales-performance-optimization
http://www.csoinsights.com/publications/Shop/sales-performance-optimization
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Learn how 

companies 

leverage their 

sales 

transformation 

teams to optimize 

sales 

performance.  

 

 

 

 

 

As part of our Sales Management 2.0 eBook series, we 

presented interviews with sales transformation leaders 

with titles such as Vice President of Sales Enablement, Vice 

President of Sales Effectiveness, and Senior Vice President 

of Sales Strategy. They come from all industries; 

technology, manufacturing, professional services, banking, 

and telecom. Reading through the interviews will provide 

you insights into the value these positions can have on 

sales performance. Having this type of individual makes it 

crystal clear who gets much of the credit for sales 

transformation success and who is accountable if results 

don’t meet expectations. You can learn more about how companies are leveraging their sales transformation teams to 

optimize sales performance by clicking on the following link.  

 
 
 
 

 
 

How Companies Leverage Sales Transformation Teams to 
Optimize Sales Performance 

http://www.csoinsights.com/sales-management-2-0-interviews
http://research.csoinsights.com/Surveys/03/0E3047CF33BB314F/survey.aspx
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Before starting 

your sales 

transformation 

project, be sure 

to introduce new 

ways of selling 

while replacing 

the old ways your 

team sells. 

 

 

 

CULTURE EATS 

STRATEGY FOR 

BREAKFAST, 

OPERATIONAL 

EXCELLENCE FOR 

LUNCH, 

AND EVERYTHING ELSE 

FOR DINNER. 

 

 

Does sales transformation require an investment? Absolutely, but as we will discuss in the section Determining the ROI 

of Sales Transformation, there are ways to determine what the potential payback can be before you commit the money 

to fund these positions. We have collected information on job descriptions, compensation packages, reporting structure 

options, and more for these roles. If you would like to know more about what a sales effectiveness leader might look 

like for your firm, give us a call. 

 

Pitfall #3 – Failing to Address Culture: A business maxim 

we try never to forget is an observation from Peter Drucker: 

“Culture eats strategy for breakfast!” One thing to consider 

before you start a sales transformation initiative is that as you 

introduce new ways of selling, you are replacing the old ways of 

selling that your teams use. To help give perspective on the 

impact this can have on your sales culture, let’s revisit CSO 

Insights’ Sales Relationship/Process (SRP) Matrix™. If you are not 

familiar with the SRP Matrix concept, you can review the definitions of the four levels of sales process and the five levels 

of customer relationships in Addendum A. 

 
 

http://www.csoinsights.com/about-us/contact-us
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As companies 

move up the 

levels of sales 

process, sales 

performance and 

predictability 

increase. 

Relationship level 

plays a key role in 

selling. 

 

 

 

Sales Relationship/Process (SRP) Matrix™ 

 

 

 

 

 

 

 

 

 

 

 

 

Look at the SRP Matrix™ and consider two sales models. The first is Relationship Level 1 – Approved Vendor (R1) & 

Process Level 1 – Random Sales Process (P1); the second is Relationship Level 5 Trusted Partner (R5) & Process Level 4 – 

Dynamic Sales Process (P4). What differences would you expect to find between these two approaches relative to 

structuring a sales organization? A legitimate answer might well be: Everything! 

 

Successful salespeople in a R5/P4 sales culture would fit a much different profile than those selling in a R1/P1 

environment. The compensation programs would likely be miles apart. R1/P1 reps might function well without any type 

of sales automation technology beyond contact and calendar management, yet R5/P4 reps may be crippled without 

access to a robust CRM system. On the upper end, the strategic horizon for R5/P4 sales organization could be years, 

while for some R1/P1 teams, the “strategic” time frame could be days. 

R1/P1 

R5/P4 
R5/P4 
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It is critical to 

consider the 

impact the 

changes you are 

planning to make 

will have on your 

sales culture. 

 

 

 

 
 

 

 

Now consider what would likely happen if a solidly performing rep from R1/P1 firm was unceremoniously dropped into 

a R5/P4 sales culture. Without help, the ability of the rep to survive in the new ecosystem would be like a penguin and a 

camel trying to swap habitats. 

 

Because of these factors, it is critical that you consider the impact the 

changes you are planning to make will have on the sales culture. Sales 

organizations looking to build a world-class sales organization need to 

not only look at who they want to hire in the future, but also assess the 

capabilities and aptitudes of their existing sales force to see how 

successful they will be in making the transition from “as is” to “to be.” 

 

CSOs need to ensure the right team is created that will embrace and 

successfully implement the new customer engagement model. Avoiding 

dealing with this issue upfront can create instances where some of the people involved can slow or even derail adoption 

of the new strategies and tactics necessary to move a firm beyond simply a vendor. Note that the right team is not just 

the right reps; it is the right managers as well. If a company starts to create a Sales 2.0 sales force, but they report to a  

group of current guard sales managers, the result is a recipe for confusion or failure. The customer engagement model 

will also redefine the role of sales management, and the capabilities and aptitudes of these individuals will need to be 

reassessed as well.  
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A critical key to 

sales 

transformation 

success involves 

the intelligent use 

of technology to 

optimize sales 

effectiveness. 

 

 

 
 

 

 

Pitfall #4 – Misunderstanding the Role of Technology: Let us say right off the bat that we are big supporters 

of leveraging technology to support sales transformation efforts. Through our sales and marketing effectiveness project 

benchmarking efforts, we have reviewed hundreds of applications and 

documented significant sales performance gains from implementing CRM, sales 

intelligence, sales management analytics, compensation management, configure 

price quote (CPQ), social selling systems, and more. However, while technology 

makes a great contribution to optimizing sales and marketing performance, it is 

not by itself the answer. An observation once made by business luminary and 

author, Jessica Keyes, is clearly worth revisiting.  

 

Technology does not necessarily beget competitive advantage any more 

than painting a canvas begets a Van Gogh. There is more, much more, 

to the art of using technology to gain a competitive toehold than just a 

mere application of technology. The real art lies in wrapping technology 

around a company, much like a glove, so that the company can more flexibly extend its reach and take 

advantage of the new market opportunities it finds there. 

 

This needs to become a cornerstone of understanding the role that technology plays in a sales transformation initiative. 

We often hear sales transformation teams lament about how they focused too much on technology too soon in the 

process. They became intrigued by CRM product presentations and neglected to determine if those capabilities 

effectively addressed the specific challenges their teams were trying to deal with. The end result was that the demos 

went well, but the products ended up sitting unused on a salesperson’s computer, tablet, or smartphone because they 

failed to see how the products helped them do their jobs better.  
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What’s the 

difference 

between sales 

methodology and 

sales process? A 

lot! Sales 

methodology is 

the “what” of 

selling and sales 

process is the 

“how.” 

 

 

 

A critical key to sales transformation success involves the intelligent use of technology to optimize sales effectiveness. If 

the way you sell has fundamental flaws, technology may give you a little boost, but more likely it will end up only 

helping you do inefficient or ineffective things faster than ever before. So, before you start looking at technology, give 

serious thought to what challenges you need the tools to address. 

 

Pitfall #5 – Confusing Sales Methodology and Sales Process: We 

are going to talk semantics for a moment because it is key that we do so. 

When we coach sales transformation teams, a topic of discussion is often 

implementing or changing their sales methodology or sales process. The two 

terms are often used interchangeably, but they are not the same. The 

dictionary defines a methodology as a set of methods, principles, or rules for 

regulating a given discipline, while a process is a continuous series of 

operations or actions taking place in a defined manner. 
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The hard part of 

selling is the 

“how” of sales. 

How do you go 

about doing all 

the tasks from 

lead generation 

to close while 

keeping your 

buyer on track? 

 

 

 

In relationship to sales, think of a sales methodology as being the “what” of sales. What you need to do is call high, 

differentiate your offerings from the competition, create a sense of urgency, build consensus across all key 

stakeholders, sell value so you can avoid discounting, and more. The “what” of selling can be taught in a few days of 

sales training by a myriad of sales training companies. While you clearly need a sales methodology, it is only part of the 

equation—and the easy part at that.  

 

The hard part of selling is the “how” of sales. How do you go about doing all of the “whats”? This is sales process. Sales 

process has the following key components: The first is a definition of all the major steps of the sell cycle that constitute 

the sales process. The second is a set of activities that salespeople are expected to accomplish during each step. Third is 

the linkage of activities to sales support tools that salespeople can leverage to execute the tasks at each step. A fourth 

aspect, and one we often find missing, is the definition of a set of buyer behaviors that must occur throughout the sales 

process which validates that the prospect is tracking with you as they go through their buying process. If you are 

interested in learning more about this topic, click the following link to download a copy of our Sales Process Primer. 

 

 

 
 
 
 
 

 

 

 
 

CSO Insights’ Sales Process Primer 

http://www.csoinsights.com/research-library/white-papers/sales-process-primer
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With regard to 

the “buy” versus 

“build” debate 

for sales 

transformation 

projects, our 

position is clear: 

buy whenever 

possible. 

 

 

 

 

We provide ideas for how to document your sales process by utilizing our Sales Process Mapping methodology. For now, 

let us say that getting the optimal sales process in place, as well as the systems to continually analyze it, are going to 

dramatically increase the odds of success for your sales transformation initiative.  

 

Pitfall #6 – Going It Alone: When we get into the section Sales Transformation in Action, you will be introduced to 

case studies that are designed to get your creative juices flowing around ways to optimize your sales teams through 

sales training, sales tools, technology, sales messaging, analytics, 

sales intelligence, and more. If you have done your homework to 

analyze the specific challenges facing your sales organization and 

understand why those problems exist, the actions you should take 

to address these issues will become clearer. In regard to how you 

progress after this analysis, we offer this advice: Do not go down 

that path alone! 

 

You may be tempted to create your own sales training programs, your IT group may tell you that they can develop the 

CRM tools you need, you may believe that you can manage your forecast and compensation plans using Excel, etc. With 

regard to the “build” versus “buy” debate for sales transformation initiatives, our position has been clear for several 

years: buy whenever possible.    

 

As we previously stated, CSO Insights is in a unique position to comment on sales transformation as we don’t have a 

horse in the race. We don’t deliver sales training. We don’t implement CRM solutions. We don’t design compensation 

plans or sales strategies or consult on sales process. As a research and benchmarking firm, we focus on understanding 

the challenges facing sales teams. Our research data continually show that partnering with a sales or marketing 

effectiveness provider—whether it’s a sales training firm, a CRM developer, or a sales consultancy—increases the 

chances of your project both in the short and long term. 
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CSO Insights’ 

Solution Finder 

has a wealth of 

solution providers 

who can help you 

with your sales 

transformation 

needs.  

 

 

 

 

 

 

These types of firms have put a lot of thought into what it takes to deliver a product that addresses specific sales 

effectiveness challenges. Leverage that expertise. You can learn about various options by clicking on the CSO Insights’ 

Solution Finder link below. The goal is to get problems solved, and we have yet to benchmark a “build” initiative that 

has come in ahead of schedule and under budget. 

 

 

 

 

 
 
 
 

 
 
 

Pitfall #7 – Champagne Dreams/Beer Budgets: Speaking of budgets, trying to implement a sales 

transformation project cheaply is a mistake companies come to regret. Proper funding for these initiatives is often not 

included in the budget when companies kick off their effort. This is mainly because until 

you have done your “as is” state analysis, you don’t know what type of changes you 

need to make in terms of people, process, technology, and knowledge. Therefore, it is 

tempting to take a low-cost approach to the problem so as not to cause any waves in 

the current fiscal year plan.  

 

CSO Insights’ Solution Finder 

http://www.csoinsights.com/solution-center/solution-finder
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The cost of doing 

nothing is 

eminently clear. It 

is an order of 

magnitude 

greater than 

investing in a 

sales 

transformation 

project. 

 

 

 

 

Cost should never be the first thing you focus on when evaluating sales transformation investments, benefits should. As 

you will see when you get to case studies, the top and bottom line increases that can be generated through sales 

performance optimization can be tremendous. But they don’t come free. If you haven’t budgeted for sales 

transformation, then do it now. Identify what you want to achieve, determine what it will cost to get there, compare the 

benefits to the costs, and decide if it is a good investment. 

 

In the Determining the ROI of Sales Transformation section of this guide, 

we cover the topic of how to get the best return on your sales 

transformation project in detail. One of the things we focus on is helping 

you understand the cost of doing nothing before you start to make any 

investments. Having conducted research in the area of sales 

performance for over two decades, we often see that the deterioration 

of sales effectiveness can happen in a series of little shifts that result in 

not being aware of how bad things have become. A case in point was an 

analysis we conducted for a technology firm. We compared their current answers to our sales performance studies to 

the metrics they shared with us five years before. The key findings jumped off the charts: the sell cycles were longer, 

win rates were lower, time to full productivity for new sales reps was longer, customer churn rates were up, and more. 

When we calculated the impact of getting back to their peak performance levels, the cost of doing nothing became 

eminently clear, and it ended up being an order of magnitude more that the cost of investing in sales transformation. 
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A critical pitfall is 

focusing too 

much on process, 

technology, and 

knowledge and 

not enough on 

the people who 

will be using 

these solutions. 

 

 

 

 

Pitfall #8 – Mishandling the Human Side of the Equation: A critical pitfall to avoid is focusing too much on 

process, technology, and knowledge, and not enough on the people who will be using these solutions. You can design 

the best process in the world and back it with the latest and greatest technology and sales tools, but if your people 

don’t buy into the project, it won’t succeed. There are two 

people-related issues that have surfaced in many of the sub-

optimal sales transformation initiatives we have reviewed that 

are worth noting: 

 

The Resistance to Change Syndrome: Your sales 

transformation initiative is not really introducing a new way of 

selling as much as replacing the existing one. There is an 

important difference. Your sales teams are already selling. They 

may be doing it with flawed processes and less than perfect tactics, but it works to some extent and your people are 

familiar with it. Sales transformation requires change, which people may rebel against. This resistance to change needs 

to be dealt with early on, or the very people that the process improvements are designed to help, may be the ones to 

see that it fails. 

 

The Big Brother Syndrome: Be aware that horror stories about the hidden reasons that companies implement 

sales transformation initiatives may already be circulating through your sales force. Team members may have heard 

how these projects are designed to implement processes and systems that are designed to track their every move and 

that management is just waiting for them to make a mistake so they can pounce on them. This initial distrust is a very 

serious issue that must also be dealt with swiftly.  
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There will be a 

temptation to try 

to make the sales 

transformation 

vision fit your 

organization 

instead of 

changing your 

organization to 

fit your vision. 

 

 

 

 

These issues need to be dealt with head-on so that everyone is on board and supportive of what the company is trying 

to accomplish. Be sure you are in a position to make the first sale with your new way of selling an internal one. Show 

them what is in it for them and how the new process and tools will make them more successful. 

 

However, you can also run into problems if you are too diplomatic. Fundamentally, your sales transformation initiative 

has to succeed or your firm’s long-term future may be in jeopardy. You may find some salespeople and sales managers 

who push back against the changes you are making. If you find terrorists who are trying to sabotage the project, get rid 

of them. You cannot afford to keep these people. 

 

While you want to be sensitive, keep in mind that you cannot please 

everyone. Some employees may end up with less responsibility, some 

may not be able to adjust to the new way of doing things, and some 

may lose their jobs. There will be a temptation to try to make the 

sales transformation vision fit your organization instead of changing 

your organization to fit your sales transformation vision. Taking either 

a too hard or soft course of action with people will either diminish the 

results you achieve or delay the implementation of your initiative. 
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Sales 

transformation is 

not an event; it is 

an ongoing 

process. 

Initiatives that 

stop when the 

project is rolled 

out are doomed 

for failure. 

 

 

 

 

Pitfall #9 – Assuming That Done is Done: You may have clearly defined your 

project objectives and involved all the right people in turning the vision into a reality. You 

may also have done a superb job of rolling the program out across the enterprise, but if 

you stop at this point your project can still fail for a variety of reasons, including: 

 

No Formal Training for New Employees: Count on any new employees requiring the 

same level of training as your existing personnel. Rookies who are relegated to on-the-job training will take longer to 

ramp-up to speed—or worse, they will be tempted to fall back on the sales process skills that they used at their last 

jobs.  

 

Inadequate Technology Support Administration: There have been a lot of advances in CRM system usability over the 

past few years, but these types of applications still require system support. If you are asking your sales teams to 

commit to managing their sell cycles through a CRM system, then you have to give them a fast, easy way to get 

answers to system questions and help with technical problems. 

 

No Planned Enhancements/Upgrades/Additions: Sales transformation is not an event; it is an ongoing process. You 

will continue to improve the way you sell over time, so your process and tools will need to be adapted accordingly. 

Failing to plan for ongoing process adjustments, enhancements to existing systems and the implementation of new 

technologies, upgrades to your sales intelligence services, etc., can lead to deterioration in sales performance over 

time. 
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As you 

continually 

analyze your 

sales process you 

will uncover new 

ways to achieve 

gain and remove 

pain. 

 

 

 

 

 

 

The net-net is that sales organizations live in a very frail ecosystem. Changes in the economy, competitive landscape, 

political environment, and more can turn successful sales strategies and tactics into failed ones. Change is inevitable. 

However, the good news is that these future investments will provide their own ROIs. As you continuously analyze your 

sales process, you will uncover new ways to achieve gain or remove pain and each of these should provide a payback 

that more than covers the cost of making changes. 

 

Summary: The intent of this section is to help balance the euphoria that surrounds the Sales Transformation Promise 

with the hard work that is involved in the Sales Transformation Reality. It is important that as you start your sales 

transformation journey you realize the following: 

 

 It is not easy; 

   It is not fast; 

      It is not cheap. 

 

But, also remember: It is not an option!  

 

As soon as one key player in an industry segment successfully implements a sales transformation program, they set the 

rules for how the game will be played and competitors may be left scrambling to catch up. Sales transformation can be 

done, and, in fact, it ultimately will be done in every market segment. Hopefully, it will be done first by you.  
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The Sales 

Transformation 

Pyramid is a 

structured 

approach to 

maximize the 

chances for 

successfully 

reengineering 

your sales 

process. 

 

 

The Sales Transformation Pyramid 
 
Building Your Sales Transformation Pyramid 

As we reviewed successful sales transformation initiatives over the years, a trend began to emerge regarding the project 

methodology utilized to build these programs. To help you visualize a structured approach to maximizing the chances 

for successfully reengineering your sales process, we developed the concept of the Sales Transformation Pyramid. 

Borrowing from the premise of Dr. Abraham Maslow’s hierarchy of needs, the only way to reach the top of the pyramid 

is by soundly building it from the bottom up. Our view of the Sales Transformation Pyramid is shown below. 
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World-class sales 

organizations 

bring additional 

assets to the 

table to ensure 

and maximize the 

success of their 

customers. 

 

 

 

 

Sales Process Optimization 
Sales optimization initiatives are always built on a platform where sales management has first analyzed both how they 

sell and how their customers buy to see where alignment exists or is missing. They also go beyond the selling process to 

fully understand the implementation process: how are your products and/or services leveraged to effectively deal with 

core business challenges your customers are facing? Do you help them achieve gain or remove pain? This involves 

soliciting clear and detailed feedback from customers on what they think and value.  
 

With these insights in hand, sales management next looks at what other assets they have access to beyond their 

product/service offerings: relationships with 

suppliers/customers, internally developed business processes, 

intellectual property, and more. The world-class sales 

organization can bring these additional assets to the table to 

ensure and maximize the success of their customers in meeting 

their current objectives, while advancing longer-term corporate 

objectives.  
 

This approach then becomes the basis for creating a customer 

engagement model that defines the specific strategies and tactics the company will employ to not only demonstrate 

product parity/superiority, but also the value-add they bring to the client. This model becomes the rules for how sales 

“sells.” Variations to the process then require management approval as opposed to the discretion of the individual rep. 

We will provide insights into how to define and then optimize your sales process in the next section. 
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It is important to 

define a 

technology 

architecture on 

which to base your 

sales 

transformation 

initiative; 

otherwise, you will 

end up in point-

solution-hell. 

 

 

 

Technology Architecture Definition 
As you go through the process of determining how to optimize your sales process, you will start to surface many aspects 

of selling that could be enhanced by leveraging technology. Since there are hundreds of CRM applications and cloud-

based services available, it is important to define a technology architecture on which to base your sales transformation 

initiative. Doing so will ensure that you don’t end up in point-solution-hell, whereby you select technology tools that 

don’t integrate with each other. It can also dramatically reduce the number of alternatives you will need to consider.  
 
CSO and technology sales visionary, David Fitzgerald shared the following framework he developed to help envision the 

types of technologies his sales and marketing organizations could use to optimize their sales performance.  

 

 

 

 

 

 

 

 

 

 

 

 

 
 



Copyright © 2015 MHI Global, Inc. All Rights Reserved. No portion of this report may be reproduced or 
distributed in any form or by any means without the 

prior written permission of the authors. 

 

Page 32 

 

Sales Management 2.0 – The CSO’s Guide to Transforming Sales 
  

 
By first analyzing 

your sales 

processes, you 

will know the 

specific 

technologies you 

need to 

implement in 

order to support 

your team. 

 

 

 

At the center is your core CRM system (e.g., Salesforce.com, Oracle, Microsoft, and SAP) that supports tasks such as 

opportunity management, content management, forecasting, etc. The next layer out is content and sales training 

management. The outer ring is all of the technology tools you choose for your sales and marketing teams to help them 

do their jobs more effectively. 

 

Again, by first analyzing your processes, you will know the specific problems you need technology to address. This 

changes the dynamics of the discussions you have with the various CRM vendors to understand not only how their 

applications work but how they can address the challenges of your teams. 

 

To learn more about these various technology vendors and their offerings, click the following link to view CSO Insights’ 

Solution Center.  

 
 

 

 

 

 

 

 

 

 

 

 

 

CSO Insights’ Solution Finder 

http://www.csoinsights.com/solution-center/solution-finder
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Our studies have 

shown that 

adoption of CRM 

tools improves 

sales 

rep/manager 

interactions, aids 

in rolling up 

forecasts, reduces 

admin burden on 

reps, and more. 

 

 

Sales Rep Efficiency 

With the sales process defined and the right technology infrastructure in place, meaningful change begins by getting 

salespeople motivated to open themselves to new ways of working. This can initially involve starting to formalize how 

sales teams can streamline tasks such as creating a new opportunity, updating contact records, communicating with 

prospects and clients, creating their forecast, etc. To do these things, it is optimal to have reps and managers working 

with a common definition of what is involved in all aspects of selling. 

 

This is also the time to ensure that a core CRM system (e.g., territory management, contact management, opportunity 

management, forecasting) is in place. Our studies have shown that adoption of these tools improves sales rep/manager 

communication, aids in rolling up forecasts, reduces administrative burden being placed on sales reps, and more. 

 

As reps embrace the changes in how they work and experience personal payoffs in doing so, productivity increases. 

With this, an increase in voluntary adoption of these new sales methods occurs, and the company can then focus on 

moving up the Sales Transformation Pyramid. 

 
Sales Rep Effectiveness 

The next stage of the Sales Transformation Pyramid focuses on optimizing sales rep 

effectiveness. This involves conducting a detailed analysis in each major step of the 

sales process to identify the specific challenges impacting sales performance. Are 

reps finding it challenging to prioritize which opportunities to pursue and which to 

avoid? Is the needs analysis process time-consuming and/or prone to error? Are the 

presentations given to prospects ineffective in moving them to the next step in their evaluation? Are the business cases 

created inaccurate or incomplete? 
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To reinforce and 

enforce change 

require that sales 

management has 

the processes and 

tools in place to 

ease monitoring 

and managing its 

teams. 

 

 

 

As roadblocks to success are identified and priorities for improvement determined, new sub-processes can be defined 

to optimize sales rep performance. These sub-processes often involve the support of technology that go beyond core 

CRM capabilities leveraged by reps. CRM 2.0 functionality can include sales intelligence for optimizing account research; 

precision guided sales coaching to provide reps with insights into how to fine-tune the sales process for specific 

industries, stakeholders, competitors, etc.; sales engagement 

for presentation and collateral access and usage optimization; 

CPQ technology to ensure the accuracy of the solutions 

proposed to the prospect; and more. 

 

Once again, change is introduced into how salespeople sell. In 

order to reinforce and enforce these changes, sales 

management must have the processes and tools in place to 

ease monitoring and managing what the sales teams are 

doing. Sales 2.0 can be supported by CRM 2.0 incentive management systems which allow managers to put in place 

compensation strategies that reward reps for adhering to the new approaches to selling, not just final bookings. Also, 

with reps consistently managing their pipelines in their CRM application, sales managers can more effectively assess the 

quality and quantity of the pipeline.  
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As salespeople 

integrate process 

and technology 

into their 

workflow, the 

foundation is in 

place to optimize 

sales’ performance 

by deploying a 

dynamic sales 

process. 

 

 

 

Sales Team Effectiveness 

As salespeople integrate process and technology into their day-to-day workflow, the foundation is in place to optimize 

sales team performance by fully deploying a dynamic sales process. Now, with all members of the sales force essentially 

doing the same thing the same way, two key insights emerge from advanced analytics.  

 

First, best practices become evident. Looking back at deals over the past quarter or two, sales management can identify 

attributes of high win opportunities. These can include identifying which 

market segments to focus on; which stakeholders to engage; how to 

effectively execute specific sales tactics; when to introduce references 

or conduct headquarters visits; when to involve executive management; 

which advantages to leverage against which competitors; and more. As 

these optimal selling practices are identified, they can be synthesized 

and shared across the sales team, thus raising the effectiveness of all 

team members. 

 

Second, other insights that emerge are early warnings of where and how current deals are getting off track. Sales 

management analytics constantly monitor the details associated with each deal in the forecast. When something 

changes (e.g., the deal probability goes down, the deal size is less than originally forecast, a new stakeholder is 

identified, a major shift occurs in the prospect’s market, a new competitive improvement is announced), these systems 

notify the appropriate manager. The manager can proactively determine which rep needs help on a specific deal and 

more effectively mentor and coach that individual.  
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The stage for 

enterprise 

effectiveness is 

set when sales 

embraces a 

consistent way of 

selling. This also 

increases the 

predictability of 

the business. 

 

 

 

Enterprise Effectiveness 

Our analyses have shown that as sales embraces a consistent way of selling, the 

predictability of business also increases. This sets the stage for improvements in 

enterprise effectiveness. An example of this is pipeline/forecast management. As 

more science and less art are applied to assessing the health of the long-term 

pipeline and the shorter-term revenue plan, forecast accuracy improves. This can 

have a positive impact on other functional areas of the company. 

 

For example, in giving other departments access to reliable data in the CRM 

system; manufacturing can more effectively plan what and when to build; services 

can better schedule the allocation of staff and resources; marketing can assess which campaigns are and are not 

generating solid results; and finance can more accurately manage cash. In addition, the voice of the customer can be 

shared so other functional areas can better understand customer needs and develop better strategies and tactics to 

meet them. 

 

Feedback also becomes a two-way street. Leveraging an internal social collaboration process, knowledge can now be 

delivered to sales as well as received from sales. Best practices and insights surfaced by other functional areas can be 

shared with sales to help them more effectively qualify good or poor fits for their products, handle objections or 

questions, streamline tasks such as contract negotiations, and more. 
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Extraprise 

effectiveness is 

where companies 

market to, sell to, 

and service 

customers 

beyond the walls 

of their company. 

 

 

 

 

 

Extraprise Effectiveness 

With all the previous cornerstones in place, a company is now in position to take their game one level higher: extraprise 

effectiveness. This is where companies realize that optimizing how they market to, sell to, and service customers go 

beyond the walls of their company. It involves their suppliers, channel partners, and clients as well. 

 

At this level, the business processes that exist between enterprises are reviewed and ways to more closely align and 

optimize them are identified. The processes are jointly redesigned and the requisite information sharing systems are 

established to promote increases in efficiency and effectiveness. Our benchmarking has shown this to be especially 

effective in integrating sales processes and CRM applications between vendors and channel partners to optimize the 

way they work together to engage customers. Advances in extraprise effectiveness also link various enterprises more 

closely together creating interdependencies that make it more difficult for a new competitor to dislodge the incumbent 

vendor.  

 
A Final Thought    Sales Relationship/Process (SRP) Matrix™ 

Creating a Sales Transformation Pyramid is 

one thing; maintaining it is another. The 

world of sales is an ever-changing 

ecosystem where shifts in the business 

climate, government regulations, the 

competitive landscape, and more need to 

be continually assessed and managed.  

 

P4 
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Robust analytics 

must be in place 

for companies to 

have a dynamic 

sales process; 

that in turn 

supports 

extraprise 

effectiveness. 

 

 

 

 

A dynamic sales process requires that companies have robust analytics in place to foster the early detection of change 

so that the right people are notified and corrective strategies and tactics are developed and implemented as soon as 

possible.  

 

 

 

 

 

 

 

 

 

*** 
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The executive 

owner’s role is to 

create the vision, 

motivate and 

empower the 

team, and when 

needed, “break a 

few legs.”  

 

 

 

 

 

Starting Down the Road to Sales Transformation Success 
 

A common thread tying together successful sales transformation initiatives is that they never happen by accident. The 

companies that are most successful at sales optimization are the ones that thoroughly understand what they are 

ultimately trying to accomplish before they jump head-first into the project. In this section we cover steps firms have 

taken to prepare to launch their sales transformation programs. 

 

Forming the Team 

Companies may decide to undertake a sales transformation initiative; 

however, it is people that make it happen. The “who”—the team to make 

sales transformation a reality for your organization—needs to have five 

components: an executive owner, a sales transformation project lead, a 

technology project lead, “transformers” (representatives from all 

departments that will be involved in the sales transformation initiative), 

and unbiased outsiders. 

 

Executive Owner: Notice again we use the word “owner” and not 

“sponsor”. As you start down the sales transformation path, you will see that the sales transformation initiative has 

implications that will impact many functional areas within your firm. In order to be successful, the project will need the 

active support of a member of the executive management team who can slice through any internal barriers that get in 

the way. Sales transformation is important enough that the executive involved may well be the CSO or, in some cases, 

the CEO or COO. 
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Many roles are 

needed to ensure 

the sales 

transformation 

project is 

successful, 

including 

“outsiders” to 

challenge the 

assumptions of 

the “insiders.” 

 

 

Minimally, it should be an individual at the corporate vice president level. This person should be someone who 

fundamentally believes that implementing the sales transformation initiative is one of the most important strategic 

objectives your company needs to accomplish. The executive owner’s role is to create the vision, motivate and 

empower the transformation team, and when needed, “break a few legs” to get things to happen.  
 

Sales Transformation Project Lead: This is the day-to-day champion for the project and should be a senior manager 

with enough experience and internal credibility to direct the project across departmental boundaries. As the leader 

of the project team, this person should have an understanding of how 

the company functions as a whole, in addition to being an expert on 

sales or marketing. This should be a full-time assignment with the 

individual’s future career on the line (getting credit for success and 

being held accountable for failure) to ensure that he/she keeps the 

initiative on track. 
 

Technology Project Lead: Since sales transformation depends on the 

intelligent application of technology, the sales transformation project 

lead needs a right-hand person to deal with the broad range of technical issues that are to be resolved. This person 

must understand the company’s IT architectural guidelines to which all products selected must adhere. This 

individual has to be able to decide which sales enablement technologies can best address the challenges the sales 

organization is facing. This position should also be a full-time effort. 
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“Outsiders” bring 

broad, fresh 

perspectives to 

the team and 

challenge the 

assumptions of 

the “insiders.” 

 

 

 

 

 

 

Transformers: These are the actual “doers” of sales transformation. They need to represent all of the functional 

business areas that are involved in the sales process (sales, product management, marketing, telemarketing, 

customer support, finance, human resources, learning and development, manufacturing, distribution). They 

should be individuals who not only have a solid understanding of how things currently run, but also visibility into 

what the company’s future business requirements will be. They need to be able to separate the real process 

problems from imaginary ones, and they shouldn’t have a vested interest in continuing the status quo. 

Outsiders: The role of these individuals is to bring a broader, fresh perspective to the team and challenge the 

assumptions of the “insiders”. They should preferably have experience in several different sales strategies, have 

minimal previous direct involvement in the sales process being reengineered, and be knowledgeable of sales 

enablement technologies. They may come from another division or be outside consultants. They should have an 

analytical or process-oriented background and should be known for speaking their minds. 
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Preparing for 

change 

recognizes that 

companies need 

to make 

fundamental 

changes in the 

way they market 

to, sell to, and 

service 

customers. 

 

 

Preparing for Change 

Sales transformation starts with a dialogue that recognizes that in order to deal with the pressures of the marketplace 

today, a company will need to make fundamental changes in the way they market to, sell to, and service customers. At a 

strategic level, management teams need to analyze a variety of issues, such as: 

 
 
  Do we continue the dependency on our direct sales force or should we expand our sales through 

channels?  

 How do we optimize our marketing mix to attract the right types of potential clients? 

 Is a social selling model needed to play a role in our lead generation, customer acquisition, and service 

plans? 

 Should we move from a product specialist sales strategy to a universal rep concept?  

 Do we continue our current sales strategy or should we look to adopt a formal sales process and target 

our sales teams toward a more co-creational relationship with our customers?  

 How do we increase selling partnerships across multiple lines of business within our company? 

 Should we double down on the technology bandwagon and look to CRM 2.0 solutions to solve our 

problems or, in light of low end user adoption rates, should we shy away from additional CRM 

investments?  

 Do we target the majority of our resources toward acquiring additional market share or should we focus 

on maintaining the customer base we already have?  

 Is now the time to control costs, or should we be looking to expand our sales and marketing investments? 
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While issues of 

change keep CSOs 

up at night, there 

are a myriad of 

other problems 

that need to be 

addressed in 

order for sales 

transformation to 

be successful. 

 

 

 

 
And while thinking about these types of critical issues, a stream of day-to-day issues need to be considered as 

well: 

 

 How do we find and hire great sales and marketing talent? 

 How do we get new team members up to full productivity faster? 

 Once we have great reps, how do we minimize turnover in sales? 

 How do we foster better teamwork between marketing, sales, and support? 

 How do we maximize the success of new product introductions? 

 How do salespeople do a better job of cross-selling and up-selling? 

 How can we get more visibility into the forecast? 

 How do we ensure our compensation plans are motivating the right behavior? 
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This formula 

presents four 

factors that need 

to be present in 

your sales 

transformation 

efforts to 

overcome 

resistance. 

 

 

 

 

Formula for Successful Change 

 

Years ago, a CSO in the Oil & Gas industry told us how he prepared his firm to take on sales transformation and shared 

the following formula for successful change: 

 

P * C * V * F > R 
Pain * Cause * Vision * First steps >Resistance 

 

This is the premise for the formula as it was originally explained to us. Any time you want to inject change into an 

organization, which sales transformation clearly qualifies as, you have the potential of encountering the R in the formula 

which stands for Resistance. We have long disliked the assumption that people resist change, and we can prove it isn’t 

true. Every so often you will see a lottery winner on the news being presented with a multi-million dollar check. That 

check clearly represents change to the recipient and, yet, we have never seen one of those winners resist taking the 

money. So, a better way to think about this is that people don’t necessarily resist change, but what they may resist is 

being changed. So the formula presents four factors that need to be present in your sales transformation efforts to 

overcome this type of resistance.    
 

P = Pain: What is it about the way that you are selling today that is unacceptable? Not uncomfortable or undesirable—

what is fundamentally unacceptable? Get agreement from senior sales management on which specific issue(s) you need 

to address now. 

 

C = Cause: Just like any doctor, you need to understand what is causing pain before you can think about prescribing a 

cure. What factors are impacting your sales team’s performance? 
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The initial charter 

of your sales 

transformation 

team is to fill in 

the formula. The 

first step with 

regard to the 

Pain and Cause 

Analysis is 

knowing how you 

sell today.  

 

 

 

V = Vision: If you have identified the pain and surfaced the cause(s), you are now ready to start to determine your 

Vision of what “better” looks like and how you would leverage people, process, technology, and knowledge to achieve 

those improvements. 

 

F = First Steps: This is a key consideration, because as you begin to craft your Vision you may be overwhelmed by how 

many changes are needed to turn your vision into reality. Remind yourself that you don’t have to do everything all at 

once. Give yourself permission to make sales transformation a phased implementation. 

 

R = Resistance to Change: As a result of completing the formula for successful change, there will be changes introduced 

into the sales organization. You will find there are people who resist being changed, as described above. 

The initial charter of your sales transformation team should be to fill in this formula for your organization. You may find 

the following helpful as you assess your pain and its cause, define your vision, and determine the first practical steps 

you need to take toward sales transformation for your company. 
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The Sell 

Cycle/Buy Cycle 

Review 

Assessment will 

aid you in 

analyzing how 

well your sell 

cycle aligns with 

your prospect’s 

buy cycle. 

  

 

 

Pain and Cause Analysis 

A first step to take with regard to your pain and cause analysis is to ensure you have an understanding of the “as is” 

state of how you are selling. The goal of your sales process is to turn prospects into successful customers. For this to 

happen, two events need to occur: you need to complete your sell cycle, and the prospect needs to complete its buy 

cycle. It is important that as part of your current sales process review, you make an effort to see your company through 

your prospect’s eyes; to experience the selling and buying processes as it does. The fundamental question you need to 

answer is, “Are you making sales because of what you are doing, or in spite of it?” 

 

A first step to achieve this objective involves conducting a Sell Cycle/Buy Cycle Review Assessment. The objective of this 

analysis is to assess how well your sell cycle aligns with your prospect’s buy cycle. By working through this exercise from 

your perspective and your prospect’s perspective, you will start to uncover areas where you need to redesign your 

processes. As a template for how to conduct a Sell Cycle/Buy Cycle Review Assessment, consider the ten buying and 

selling steps in the template we have provided on the following page.  

 

As you go through this process you need to decide what your selling steps are in your sell cycle and what the 

corresponding buying steps are in your customer’s buy cycle. .The template below is for a technology company; the 

number and name of the buying/selling steps can vary depending upon your industry. 
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Sell Cycle/Buy Cycle Review Assessment Overview 

 

Technology Company 
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The Sell Cycle/Buy 

Cycle Review 

Assessment 

identifies two 

types of process 

gaps: 

responsibility and 

communication. 

 

  

 

 

During the course of a Sell Cycle/Buy Cycle Review Assessment, the critical question to ask yourself is, “What does our 

company do at each step in our sell cycle to help our prospects complete their step in the buy cycle?” By keeping this in 

mind as you walk through this exercise, two types of process gaps that impact performance will start to surface—

responsibility and communication.  

 

Responsibility Gaps 

Responsibility gaps can result when the Sell Cycle/Buy Cycle Review Assessment spans multiple departments inside a 

firm. Since most companies are organized along functional lines, 

every time responsibility for a prospect moves between 

departments, the risk arises that the prospect could fall 

between the cracks. This is further complicated when the 

impact of selling through channels is added. 

 

To identify responsibility gaps, all of the functional areas that 

are involved in the current sales process need to be considered. 

The previous figure shows an example of eight functional 

business areas that are directly or indirectly involved in the Sell Cycle/Buy Cycle Review Assessment of a technology 

firm. This company employs a multi-tiered sales strategy that involves telesales and distributors covering small to 

medium sized accounts and a direct sales force working with major accounts. But these sales teams are not the only 

departments involved in the Sell Cycle/Buy Cycle Review Assessment. Marketing, customer support, finance and 

administration, operations, and executive management also play various roles. 
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It is critical to 

identify who is 

responsible for a 

selling step as 

identified in the 

responsibility gap 

analysis of the 

Sell Cycle/Buy 

Cycle Review 

Assessment.  

 

  

 

The first objective of the Sell Cycle/Buy Cycle Review Assessment is to determine how each of these business units 

believes it is involved in the sales process. This requires an interview with the management of each of these 

departments. During the interviews the ten buying steps and selling steps that need to be completed for a prospect to 

become a customer are presented. Next, each manager is asked if his/her functional area plays a part in any of the 

selling steps, and if so, to describe the role it plays.  

 

For purposes of consistency, those interviewed should be given four options to describe their role in each process step. 

If they feel they own responsibility for a step, they are assigned the “Lead” role. If they play an integral part working 

with the customer, they are assigned an “Active” role. If they don’t directly participate, but are kept up-to-date on what 

happens during a given step to support other activities they do later, then they are assigned an “Informed” role. Finally, 

if during the interview, they explain that they currently do not play a role in a particular process step but present a 

good reason for why they should be involved, they are assigned a “Missing” role. 

 

For each “Missing” role, they need to determine if they should have an “Active” or an “Informed” role by simply putting 

an “A” or an “I” in the “Missing” role indicator as shown in the Sell Cycle/Buy Cycle Review Assessment – Responsibility 

& Communication Gaps chart. 
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Responsibility 

gaps are 

uncovered in the 

assessment when 

a process step 

has multiple 

owners. This, in 

fact, means there 

are no owners. 

 

 

 

 

The high-level results of the first phase of the Sell Cycle/Buy Cycle Review Assessment for the technology firm are 

shown in the chart below. By representing the results of the interviews in color, responsibility gaps start to emerge. The 

first thing to notice is that certain steps have more than one owner. Ownership of the Close step, for example, has four 

blue dots, as it was claimed by four departments. Field sales thought they owned it because they are responsible for 

managing the account. F&A claimed ownership because they have to approve all special terms and conditions. 

Operations believed that since they had to approve configuration requests and determine shipping schedules, they 

ultimately owned this step. Finally, since most negotiations involve discounts, bundling of services, and service level 

guarantees, the executive management team felt they owned the step. 
 

This scenario demonstrates a responsibility gap. Experience shows that when a process step has multiple owners, it, in 

fact, has no owner. If the sales process falls apart at the Close step, the end result will be finger pointing with each of 

the owners complaining that someone else got in the way. It is critical 

to identify these cases up front and deal with the issues until 

agreement is reached about who is ultimately responsible for ensuring 

each process step is completed.  
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Sell Cycle/Buy Cycle Review Assessment – Responsibility & Communication Gaps 
 

Technology Company 
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Communication 

gaps occur when 

one or more 

departments 

don’t inform 

other functional 

areas of events or 

information that 

directly affect 

them.  

 

 

 

The table also shows another responsibility gap at the Account Management step. This firm was expecting to generate 

over 67% of its revenue from its existing customer base, yet no one claimed ownership to ensure these accounts turn 

into successful users that are expected to order more product. Again, this is a gap that, if left unfilled, can come back to 

haunt you. 

 

Communication Gaps 

Notice the red circles which represent failures to communicate with business 

units regarding certain aspects of the sales process. Let’s review the Interest 

Development selling cycle step. The way the process step works at this 

technology firm is that marketing is responsible for implementing lead 

generation programs (e.g., they regularly promote various product webinars 

and live events). 

 

A webinar promotion highlights the topic of the event, what will be learned 

by attending, and directs the prospect to register online or chat with a telemarketer to register. While marketing 

worked directly with the telemarketers on this program, they did not involve field sales, channel sales, or customer 

support. Since these three groups regularly interface with prospects and customers, they are often asked for more 

details on events such as this. Field and channel sales want to be informed about promotional webinar emails so they 

can answer questions their prospect or customer may have. Customer support feels they could help in the process by 

relieving the telemarketer of the registration task. Gaps such as these need to be identified so they can be corrected in 

process redesign. 
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By this point, you 

should have 

defined the 

selling steps in 

your sell cycle 

and the 

corresponding 

buying steps in 

your prospect’s 

buy cycle. 

 

 

 

Uncovering and filling responsibility and communications gaps will result in productivity gains for most companies and 

will serve as the basis for doing a deeper Sell Cycle/Buy Cycle Review Assessment. Going through the steps to complete 

the Sell Cycle/Buy Cycle Review Assessment will help you understand what you are doing. The first phase of this 

analysis can be accomplished by conducting a Sales Process Mapping (SPM) session. 

 

Sales Process Mapping 

By this point, you should have defined the selling steps in your sell 

cycle and the corresponding buying steps in your prospects’ buy 

cycle. Once the major steps in the sales process have been 

identified, the specific tactics the sale force uses for each selling 

step need to be discovered. To do this, a Sales Process Mapping 

workshop can be facilitated. It should focus on a single sales 

process (direct sales, major account sales, or existing customer 

sales), and the participants should be the people actively involved 

in that sales process (e.g., marketing, telesales, field sales, 

channel partners, presales support, etc.). 

 

We have benchmarked several approaches for conducting an SPM workshop and suggest the following as a process for 

teams to use. Using the selling steps defined in the previous exercise, first have the SPM team define its understanding 

of the key activities involved in each selling step. For example, the Proposal step of the sell cycle might involve the 

following activities: 
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Define the 

activities in each 

selling step, 

determine who 

from the 

prospect’s side will 

do the activity, 

who from your 

firm is involved, 

and the info/tools 

needed.  

 

 

 

 Check existing open opportunities with the customer worldwide 

 Determine/verify if you are on the short list 

 Identify all stakeholders and surface any concerns  

 Verify funding 

 Schedule headquarters visit 

 Schedule customer site visit 

 Verify acceptance of terms & conditions 

 Reconfirm understanding on all needs 

 Finalize product configuration 

 Develop formal proposal 

 Conduct proposal pretest with customer 

 Complete ROI analysis 

For each of these activities, have the team determine three things: First, who from the prospect’s side does the activity 

with you? Is it the decision maker, technical influencer, end user, or coach? Second, in addition to the salesperson, who 

from your firm is involved in completing the activity? Is it the sales manager, finance person, presales support, 

executive management, product development, customer support, or no one? Third, list the information sources and 

sales tools that are used to conduct the activity. Are they needs analysis templates, capabilities presentations, product 

data sheets, references and case studies, proposals templates, etc.? 

 

Once all of the activities have been defined, go back through the list and, using a 1–10 scale for each activity, list the 

Value of completing that task in terms of moving the deal forward, the level of Difficulty involved, and the Frequency at 

which you think the activity is conducted by sales teams. For example, you might assign the ROI analysis a 10 for Value 

because it helps to avoid no decisions when the prospect sees the payback. But, you might also give it a 10 for Difficulty 

because it is a time-consuming process. That could result in you giving it a 2 for Frequency as most sales teams don’t 

invest the effort unless it is a large deal. 
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Win/Loss/No 

Decision Reviews 

are most effective 

when they are 

from the sales 

team and the 

customer’s or 

prospect’s point 

of view. 

 

 

 

 

 

The intent of this ranking is to initially identify activities that have high value with low difficulty and high frequency. 

These can become low hanging fruit for the sales transformation team to address and to start generating some quick 

wins in increasing sales efficiency and effectiveness. 

 

Win/Loss/No Decision Review 

Many of the companies we have surveyed conduct some form of a Win/Loss/No Decision Review and find them to be 

helpful in providing a better understanding of how effectively they are putting their sales activities into action. 

However, few firms report that they obtain enough information from these analyses alone to fully define how they 

need to transform their sales process.  

 

A further way to understand why you win or lose is to review what happened to 

those deals from your prospect’s perspective. The purpose of the Win/Loss/No 

Decision Review is to compare your sales team’s ideas of what happened 

during the sell cycle with your prospects’. To do this, take real-world sales 

opportunities and interview the sales team that worked on that opportunity 

and also interview the customer in the case of a win or a prospect in the case of 

a loss or no decision. 
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The first step in 

the Win/Loss/ No 

Decision Review 

is to review the 

last three to six 

months’ forecast. 

Then select 100 

typical 

opportunities.  

 

 

 

 

 

To prepare for this step, review your sales forecast from the previous three to six months. Optimally, select at least one 

hundred opportunities that reflect the types of deals in which sales is regularly engaged. Include opportunities that are 

wins, losses, and no decisions to determine possible differences in what the sales teams report with these types of 

opportunity outcomes. As before, focus on a single sales process 

(e.g., new accounts, cross-selling, sales to existing customers) to 

ensure relevancy of the data. 

 

Assemble an interview team comprised of people who have a solid 

understanding of the marketplace your company sells into and the 

products you offer, but have no vested interest in the status quo of 

how you are currently selling. People from marketing, product 

management, training, sales support, etc., are normally good candidates. Based on the results of the SPM workshop, 

create templates for conducting both sets of interviews. Start with a review session with the team to ensure that 

everyone understands the reason behind each question and how to categorize the answers in a consistent format. 
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Be sure to ask 

open-ended 

questions during 

interviews with 

the sales team 

and the 

prospects or 

customers. Try 

not to prompt 

and don’t 

second-guess. 

 

 

In preparation for the sell cycle interviews, it is helpful to have the CSO send an email to all sales reps informing them 

of who will call and the account to be reviewed so they can reference their notes on the opportunities. Let sales know 

that their individual comments will be used to create a summary of what happened across all of the deals being 

reviewed. This will ensure they are candid in their responses. 

 

During the interviews with the salespeople, log the details of what happened for each opportunity. Once you have 

completed a third of the sell cycle interviews you should be in a 

position to create the buy cycle interview template. You only want 

to conduct buy cycle interviews for accounts that have sell cycle 

data. As with the sell cycle, send an email to the prospect/customer 

letting them know who will call and the product/service they 

purchased or declined to buy so they can review their notes. 

 

Ask open-ended questions during both sets of interviews to allow 

the sales rep and prospect/customer to tell their story in which the details are recorded. Try not to prompt them. For 

example, don’t ask the sales rep if he/she conducted an ROI analysis; rather, ask what steps were implemented and 

only note the information revealed.  

 

Don’t second-guess customers. If they tell you they received a quote from the sales rep, do not assume it was a formal 

proposal. Ask the customer what buying steps they went through with the competition. Insights into the tactics that 

the competition are using can be uncovered that can be incorporated into you company’s sales strategies. 
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Data from the sell 

cycle and buy 

cycle interviews 

can be leveraged 

to generate a 

preliminary set of 

metrics based on 

wins, losses, and 

no decisions. 

 

 

 

 

At this point, you should have a solid understanding of the pain and causes in your organization. Pain could be margins 

are decreasing; competitive losses are increasing; sell cycles are lengthening. Example causes could be that changes in 

the marketplace have now commoditized your offerings, thereby decreasing margins; there are more competitors in 

your space, taking business away from you; buyers are scrutinizing every purchase decision and vendor, where in the 

past they simply bought from you making the sell cycle relatively quick. 
 
 

Vision Analysis 

At this point, you are ready to begin to formulate your Vision—a picture of what “better” looks like. The data from the 

sell cycle and buy cycle interviews can be leveraged to generate a preliminary set of metrics that segment responses 

based on wins, losses, and no decisions.  

Sample metrics include: 

 

Sell Cycle Metrics: 

 Rep Tenure in Sales versus Outcome 

 Product Type versus Outcome 

 Prospect Type versus Outcome 

 Deal Size versus Outcome 

 Lead Source Analysis 

 Business Objectives 

 Main Customer Contact Analysis 

 Time to Close Analysis 

 Calls Made on Prospect versus Outcome 

 Selling Tactics Used versus Outcome 
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Review the 

preliminary 

metrics from the 

sell cycle and buy 

cycle interviews 

and determine 

what the data are 

telling you. If 

needed, seek 

additional data. 

 

 

 

 Compelling Event versus Outcome 

 Tactics that Produce a 10% Higher Than Normal Win Rate 

 Order Fulfillment Experiences 

 Rep Comments on What Can Be Improved 

Buy Cycle Metrics: 

 Lead Source Analysis 

 Business Objectives 

 Project Goals 

 Personnel Involved 

 Main Contact Analysis 

 Vendors on Long List 

 Vendors on Short List 

 Analysis of Why Certain Vendors Did Not Make Short List 

 Positioning Statements for Vendors on Short List 

 Buying Steps Prior to Vendor Contact versus Outcome 

 Buying Tactics With Vendors (Company and Competitors) versus Outcome 

 Decision Criteria versus Outcome 

 Compelling Event versus Outcome 

 Primary Decision Maker versus Outcome 

 Justification Methods 

 Implementation Experiences 

 Referenceability  

 Future Plans 

 Recommendations for How to Improve the Relationship 
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When using 

metrics instead of 

hunches to 

identify how 

prospects should 

be engaged, the 

sales 

transformation 

team can craft its 

vision. 

 

 

 

After you distribute these preliminary charts to the sales transformation project team, we recommend that you 

conduct a conference call to discuss what the data are telling about the sales process and that you seek ideas on other 

types of the data that would be useful. 

 

The goal of the data analysis is to surface megatrends that impact your sales 

organization’s sales performance. Are there lead sources that are of higher 

quality than others? Are there competitors with whom you are less 

effective than others? Are there certain selling or buying tactics that 

produce higher than average win rates? Are there decision criteria that 

should receive more focus? 

 

Once the team has reviewed the data from all appropriate points of view 

and surfaced the key items in the sales process, a Vision creation session should be scheduled. The goal of the session 

is for the project team to present the results of the research effort (i.e., overview the sales process, buying and selling 

steps, highlight the key insights from the SPM workshop, and review the outcomes of the Sell Cycle/Buy Cycle Analysis) 

to the leader of each functional area that is involved in the sales process. 

 

When using metrics rather than hunches to identify how prospects and customers should be engaged, issues will 

become clear, and the sales transformation team can craft its vision and define the first steps. Firms often skip this 

process as they think they do not have the time, information, or resources necessary to complete it. However, these 

tasks can be accomplished in three to four weeks, and the insights obtained can be turned into immediate sales 

productivity gains and provide a clearer view of what “better” looks like. 
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Before you 

determine “how” 

to fix the Pain 

you have 

identified, first 

quantify why you 

should do so by 

calculating the 

Cost of Doing 

Nothing. 

 

 

 

Determining the ROI of Sales Transformation 

 

If the first thing that pops into your mind when you think about sales transformation is: “How much is it going to cost 

to retrain the sales force, implement a CRM system, subscribe to a sales intelligence service, or redesign the 

compensation plan, etc.?”, likely you have been through one or more sales effectiveness initiatives that failed to 

deliver. Otherwise, the question you’d be asking is: “What is the ROI that will result from increased sales performance 

as a result of doing any of these?” 

 

Let us provide you with what may be a different type of mindset with regard to how to view the cost and benefit side 

of sales transformation. If you go through the Pain and 

Cause Analysis overviewed in the last section, you will 

identify several aspects of how you sell today that you may 

want to change. Before you go any further in determining 

“how” to fix the pain you have uncovered, first quantify 

“why” you should do so by calculating the Cost of Doing 

Nothing. Let’s review what this means. 

 

Lower Win Rates  

Assume that as part of your analysis on how you currently sell, you have a low win rate of forecast deals. For example, 

a firm’s current win rate is 45% and a few years ago it was 50%. What is it costing to not deal with this problem? It is a 

simple exercise. Let’s assume the following: 
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This simple 

exercise of 

calculating what 

it is costing a 

hypothetical firm 

when their win 

rate is 45% versus 

50% is an 

astonishing $10M 

a year. 

 

 

 

 A firm has a 100 person sales force, with each rep carrying a $1M annual quota; its  revenue target is $100M 

 Its average deal size is $50K; a rep needs to close 20 deals to hit the revenue target 

 With a 45% close rate of forecast deals, sales reps need 44+ forecast deals in order to close 20 

 At the historical close rate of 50%, each rep would close 22 deals (44 opportunities x 50%) 

 Two additional deals would mean a revenue increase of $100K per rep, or $10,000,000 for the sales force 

 $10,000,000 represents a 10% increase in revenue production 

We haven’t done anything to explore “how” to get the win rate back up to 50%, but you have an idea of what the cost 

of doing nothing is, as leaving the problem unaddressed is costing this hypothetical firm $10M a year. 

 

Higher Turnover Rates 

Another issue the analysis may surface is that the voluntary turnover rate (a productive rep leaves the company) of the 

sales force rose over the past few years. What is that costing? This exercise is often surprising to firms because most 

companies are optimistic about how long it takes a new salesperson to get fully productive. You can calculate your real 

ramp-up time by doing the following. Have finance or sales operations go back and reconstruct the revenue 

contribution of the last twenty salespeople you hired. On average, how much revenue did they generate in their first 

month, second, third, etc.? Using your own data you will start to see how 

long it takes for new salespeople to match the revenue productivity of an 

experienced rep. 
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High turnover 

rates are very 

expensive, 

especially when 

considering the 

time it takes to 

get a rep fully 

productive. These 

costs can be 

extra-ordinary.  

 

 

 

 

Let’s review an analysis that a software firm shared. They determined that their ramp-up time to full productivity was 

twelve months. In their case, a fully productive rep carried a quota of $1.2M, or 

a monthly revenue target of $100,000. Let us save you some math. If you used a 

linear progression to get to full productivity over twelve months, you will find 

that a new salesperson for this software firm will generate just under $650,000 

in revenues that first year, or $550,000 less than their experienced counterparts 

on the sales team.  

 

The software firm also calculated the following: 
 

 How long a territory was empty while a replacement was found and hired 

 The recruiting costs and time needed to do the interviewing 

 The cost associated with training a new rep 

 The amount of sales management time spent conducting extra coaching and mentoring of that rep 

 The fallout rate—a new hire not making it and being let go, resulting in yet a new ramp-up period for a 

replacement 
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Other examples 

of calculating the 

Cost of Doing 

Nothing show 

that the ROI of 

successfully 

transforming 

your sales 

performance can 

result in huge 

gains. 

 

 

The total number was in excess of $1M in total lost revenue and additional costs each time they lost a productive 

salesperson. If we applied that figure to the hypothetical one hundred sales rep firm we used previously, having the 

voluntary turnover rate increase from losing ten salespeople per year to fifteen would cost the company $5M each 

year it went unaddressed. This is a substantial sum of money. 

 

As you see, we are focusing on the completion of a quick analysis to understand the impact you could have on sales 

performance if you deal with each of the challenges your Pain and Cause Analysis surfaced. Deterioration in sales 

performance often occurs slowly over time. It is only when you get to a breaking point that the challenges grab your 

attention. If you use that as a chance to determine what the value is of getting back to your past performance level or 

better, the ROI for successfully transforming some aspect of how you sell starts to surface. Other areas you may want 

to determine the cost of doing nothing could include: 

 

 
 

 The cost of increased customer churn: What is the total lifetime value of an existing customer and what is the 

impact on revenues if more customers defect before that has been realized? 

 The cost of higher discounting: If you are relying more on price cuts today than in the past to close business, 

what impact is that having on your bottom line? 

 The cost of slow new product adoption: If it is taking longer to get customers to order new products that you 

are introducing to the marketplace, what is the cost in terms of lower revenues as well as opportunity costs? 

 Lower average deal size: Are you cross-selling and up-selling as effectively as you were in the past, and if not, 

what would the impact be on revenues if you got back to your old performance levels? 

 Low lead to first discussion conversion rates: If you are turning fewer leads into opportunities than before, 

what is the cost to you in terms of a higher marketing spend or lower revenue production? 
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The next step 

after calculating 

the Cost of Doing 

Nothing around 

several sales 

performance 

issues is to think 

about their 

impact on 

revenue 

performance.  

 

 

Your analysis may also surface issues you haven’t ever tackled, but should. What does the cost of not selling into the 

SMB space mean to your company? What is the cost of not being able to sell effectively across multiple lines-of-

business? How about the cost of not selling into new geographies or other vertical industries?  

 

Going through this thought process will separate the items with high, medium, and low impact on revenue 

performance. Once you have completed the exercise, take some time to consider what the cost may be to deal with 

that challenge and your organization’s ability to take on that project. You are not looking to make final sales 

transformation choices; rather you are starting the prioritization process. Give yourself permission to do SWAGs.  

 

Going back to the first example of low win rates, your Cause Analysis may 

determine that the issue is that no decision rates have been increasing. 

You may further learn that while salespeople are generating as much 

interest as ever before, they are not adequately effective in building a 

strong business case, and, as a result, an increased number of prospects 

are putting the final decision on hold. At a high level, you may see that to 

deal with this issue you need to put salespeople through a value-added 

sales class, give them access to CRM tools to optimize their ability to 

generate impactful proposals, form a team to create more case studies that quantify the impact you have had when 

working with other customers, etc. 

 

If the first year cost for training and implementing a configure, price, quote system for your sales team equated to 

$2,000 per rep, then based on the hypothetical one hundred person sales team, you would be looking at a $200,000 

investment that could generate a $10M payback per year. That may well get executive management’s attention.  
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Once you have a 

solid under-

standing of what 

“better” could 

look like, you 

need to select the 

vision that 

represents the 

best ROI. 

 

 

 

 

 

At this point, you should have a solid understanding of your vision that addresses the pain and causes you have 

identified. Your vision is what “better” looks like. It could be a 2% reduction in discounting to increase margins. Allan 

Lam’s approach to solving this problem at Fairchild Semiconductor was to change his sales organization’s selling 

mentality from selling all things to all people to selling all things to all important people; essentially moving from a price 

and availability approach to a value-based approach.  
 

Your vision could be to reduce competitive losses by 

10%. Kevin Joyce, Chief Sales and Marketing Officer at 

Miranda Technologies’ approach was to analyze which 

competitors he was losing to and winning against and 

how often they won or lost.  
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Once you have 

identified the Pain 

and Cause and 

have formulated 

your Vision, you 

are now ready to 

take the First Steps 

toward trans-

forming your sales 

process.  

 

 

 

 

Against competitor A, the lead player in the market, they lost 75% of the decisions. Against competitor B, it was a 

50/50 split. And against competitor C they won 75% of the time. Because of finite time and resources, it was far more 

valuable for them to focus on competitor C than on competitor A. By effectively targeting competitor C for a while, 

they could continue to refine how they were going to beat competitor A and how to improve win rates with competitor 

B. 

 

Your vision could be to shorten your sell cycle by two months. Buyers have changed. Gone are the days when you could 

find the one decision maker who could say yes. According to our 2015 Sales Performance Optimization study, when 

asked how many individuals were involved in the final purchase decision, the figures increased to an average of more 

than four buyers. This was largely due to many purchases being scrutinized, which required more levels of sign-off to 

get a deal done. Mutliple decision makers come with multiple agendas. Identifying all of the buyers, understanding 

each individual’s objectives, and getting them on your side increases the likelihood the time it takes to close a deal will 

be less. 

 

When you take this approach, you focus on things to do where you can see the foundation for a significant ROI before 

you start the initiative to address your pain.  

 

First Steps Analysis 

At this point, you are ready to move on to your First Steps Analysis. This is 

the time to start sharing what you have learned with your sales 

effectiveness team so it can help co-create solutions to address your 

company’s pains and causes.  

http://www.csoinsights.com/publications/Shop/sales-performance-optimization
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First Steps is 

identifying what 

needs to be done 

and breaking the 

initiative down 

into bite-size, 

measurable 

pieces. 

 

 

 

 

 

The “First Steps Analysis” means just that: taking a look at what needs to be done and breaking the initiative down into 

bite size, measurable pieces. As previously stated, the most important initiatives that need to be done are those that 

bear the most significant ROI. Companies that attempt to reengineer everything at once will go through mental 

meltdown. Time and again, the best projects are those that have taken a phased approach. Defining your long term 

strategy is fine, but then break it into achievable pieces. Take the first steps you can take today, make those successful, 

and then plan your next steps. 

 

Let’s assume your ROI analysis found that reducing competitive losses by 10% would achieve the best ROI. A good first 

step is to identify all your competitors, determine your win/loss 

percentage against each competitor, and then create a strategy for 

tackling (or not tackling) each competitor. In this example, your 

win/loss analysis completed earlier in this Guide will divulge a wealth 

of great information. Remember, it is important to measure success, 

so be sure to understand where you are with your competitors 

today, where you want to be tomorrow, and in the future. It was 

John Williams who said: “Know your metrics! Measure. Measure. 

Measure.”  

 

Once you have implemented these first steps, it is time to define the next few and implement them. Keep repeating 

this process until you have successfully implemented this initiative. Once this is accomplished, it’s time to identify the 

next sales transformation initiative that will give you the best ROI. 
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You have 

identified the first 

steps to take to 

ensure a 

successful 

initiative. What 

do you do when 

you have 

resistance to 

change? 

 

 

 

Resistance to Change 

Whenever you try to reengineer any part of an organization you have the potential of running into R – Resistance to 

change. This resistance can be overcome by doing a thorough job of 

articulating the first four components of the formula: Pain, Cause, 

Vision, and First Steps. 

Resistance to change is a big deal and can sabotage initiatives. If, 

after accomplishing the first four components of the formula, you 

are still encountering resistance, you may want to consider 

including Change Management as part of your sales transformation 

initiative. There is an entire practice on Change Management that 

can be utilized regardless of the types of initiatives your company 

wishes to implement. The critical aspect to any initiative is a company’s ability to win the buy-in of their employees to 

embrace change. (This is assuming senior management is onboard with the initiative, as discussed earlier in this Guide.)  

Change Management is a methodology designed to align peoples’ expectations, continually communicate updates and 

changes, integrate teams, and train people on the new initiatives. As discussed earlier, it makes use of metrics to 

ensure appropriate progress is being made, ensures leadership’s continued commitment, and essentially is a roadmap 

to avoid failure. 

A Successful Sales Transformation Initiative 

A good example of an organization that successfully used this approach as the cornerstone for their sales initiative is a 

US-based insurance firm. Sales management was asked to develop their division’s five-year plan. To meet the 

company’s long-term objectives they were faced with the need to significantly increase new accounts.  
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A US-based 

insurance firm 

was able to 

successfully 

implement their 

sales 

effectiveness 

initiative using 

the  

P * C * V * F > R 

formula. 

 

 

To them the pain was clear. The industry’s old tactics were no longer meeting the market’s needs. They realized that to 

maintain market share, let alone grow it, the insurance firm was going to have to become much more efficient and 

effective in working with the brokers they sell through, as well as with the ultimate end user firms.  

 

The CSO laid out clear performance goals for the divisions. But instead of dictating change from the top down, they 

formed a sales transformation steering committee and chartered this group to help develop the solutions for achieving 

their long-term goals from the bottom up. Their first mission was to determine the causes behind inefficiencies in the 

way they currently worked. 

 

They started by analyzing their existing sales and service processes. One of their 

managers was assigned to work full-time with the steering committee to 

determine how their performance could be improved. He started by having 

them map out their current sales and service tactics. In a single day, they were 

able to identify flaws in the process and prioritize areas for change. Targeted 

areas for improvement were expanding knowledge bases about brokers and 

clients, streamlining the quoting process, optimizing the contracting process, 

and expanding customer care programs. 

 

With the problems and their causes clearly understood, developing their Vision was a much easier task. The 

steering committee oversaw the creation of a Request for Solution (RFS), outlining how the insurance firm 

wanted to work going forward. This was then sent to a group of eight vendors for their response on how they 

could help the insurance firm achieve their efficiency and effectiveness goals. 
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The “how’ of 

transforming 

your sales will 

become much 

clearer and more 

successful using 

the  

P * C * V * F > R 

formula. 

 

 

 

 

Four of the vendors subsequently asked to spend a half-day onsite conducting a visioning session with the insurance 

firm management on exactly how their products could help the company meet their effectiveness goals. 

 

By approaching the project from a problem/solution perspective, versus a product feature/function standpoint, the 

insurance firm was able to clearly determine which vendors could best support their business needs. Working with 

these new partners, they were then able to break the project into logical phases and start working on the first steps 

that would generate the biggest and fastest payback for the company. 

 

CSO Insights worked with the insurance company by utilizing the P * C * V * F > R   as the framework to avoid the 

pitfalls that many projects encounter. They were able to identify clear objectives up front, create early user buy-in by 

involving reps and managers in the process, present a solid business case to senior management to obtain their 

commitment, make the right vendor choices, and set the project up to succeed by breaking it into measurable and 

aggressive—but doable—phases.  

 

By having senior management set clear performance targets, and then asking the organization to develop bottom–up 

plans to achieve them, this insurance firm has done one of the best jobs CSO Insights has seen of laying a solid 

foundation for real process innovation. This approach allowed them to deliver their sales transformation initiative into 

the hands of the sales reps within the timeframe promised. 

 

All companies need to change to remain competitive. So the “whether” to transform sales is a given. As a CSO, or 

someone who works for one, you need to ensure your reengineering team completes the P * C * V * F > R formula for 

your organization. If you do, the “how” of transforming your sales organization will become much clearer and the 

chances of your project achieving breakthrough results will increase dramatically. 
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The “Sales 

Transformation in 

Action” series will 

show how your 

peers have 

successfully 

addressed their 

sales 

transformation 

initiatives. 

 

 

 

Sales Transformation in Action 
 

At this point you have completed this formula: 

P * C * V * F > R 
As a recap: 

P = Pain: What is it about the way that you are selling today that is unacceptable?  

 

C = Cause: Understand and identify the cause of the pain.  

 

V = Vision: What does “better” look like? Leverage people, process, technology, and knowledge to achieve 

improvements. 

  

F = First Steps: Identify and document the first few steps of your phased sales transformation initiative.  

 

R = Resistance to Change: Identify and resolve issues around those people who resist change. 

The Sales Transformation in Action series is the dynamic part of the CSO’s Guide to Transforming Sales where we will 

share case study examples from your peers about what they are doing to address the challenges their organizations 

faced. There are a number of sales transformation initiatives sales organizations can undertake. The following list 

illustrates a multitude of initiatives CSOs can undertake, but by no means is it exhaustive. 
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The “Sales 

Transformation in 

Action” series has 

specific case 

studies around a 

myriad of sales 

trans-formation 

and sales 

effective-ness 

topics. 

 

 

 

Sales Transformation Initiatives / Sales Effectiveness Topics 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Initially, we will have upwards of a half-dozen case studies covering some of the topics outlined above. Each case study 

will be presented in an online briefing format, where we will provide engaging presentations to deliver case study 

information. Over time we will add more case studies to illustrate how companies are turning how they sell into a 

competitive advantage covering more of the sales initiative topics above. As new case studies are added to our Sales 

Transformation in Action library, we will notify you. 

 Strategic Planning 

 Sales Process Definition 

 Sales Messaging 

 Sales Hiring 

 Sales Training 

 Perfect Prospect Profiling 

 Pricing Optimization 

 Strategic Account Planning 

 Account/Stakeholder Research 

 Lead Generation – Sales 

 Lead Generation – Marketing 

 Lead Conversion 

 Lead Nurturing 

 Sales Collaboration – Internal 

 Sales Collaboration – Prospects/Customers 

 Forecast Management 

 Sales Management Analytics 

 Needs Analysis 

 Sales Engagement – Virtual 

 Sales Engagement – Mobile 

 Education/Presentation 

 Buyer Behavior Analysis 

 CPQ 

 Negotiation/Business Acumen 

 Closing Opportunities 

 Customer Advocacy 

 Renewals 

 Account Expansion/Management 

 Reference Management 

 Compensation and Performance Management 

 Territory Management 

 Coaching and Mentoring 

 Sales and Marketing Alignment 

 Sales and Support Alignment 
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To view case 

studies in the 

“Sales 

Transformation in 

Action” library, 

click the button 

to the right. Set 

up your profile to 

receive new case 

studies. 

 

 

 

To view the Sales Transformation in Action library and set up your profile for automatic notifications of new case 

studies, click the button below. 

 

 

 

 

 

 

 

 

As always, we are interested in sales transformation initiatives/sales effectiveness topics that are important to you. 

Email your suggested topics to Kim Cameron.  

 

We hope the information will help you more effectively chart the course for your own sales effectiveness efforts going 

forward. While the issues raised have broad applicability, we encourage you to use this information simply as the basis 

for brainstorming and goal planning and to identify and prioritize your organization’s operational challenges. Everyone 

can benefit from understanding the strategies and tactics of other companies, but in the end, you have to implement 

solutions that fit your specific business needs, not those of other firms. 
 

If have any questions or comments regarding this guide, please contact us at: 

 
Jim Dickie     Barry Trailer 
Managing Partner   Managing Partner 
CSO Insights    CSO Insights 
(303) 521-4410    (916) 712-9621 
jim.dickie@csoinsights.com  barry.trailer@csoinsights.com 

Sales Transformation in Action Library 

http://www.csoinsights.com/leverage-sales-transformation
mailto:kim.cameron@csoinsights.com?subject=Sales%20Transformation%20/%20Sales%20Effectiveness%20Topics
mailto:jim.dickie@csoinsights.com
mailto:barry.trailer@csoinsights.com


Copyright © 2015 MHI Global, Inc. All Rights Reserved. No portion of this report may be reproduced or 
distributed in any form or by any means without the 

prior written permission of the authors. 

 

Page 75 

 

Sales Management 2.0 – The CSO’s Guide to Transforming Sales 
  

Addendum A – Sales Relationship/Process Matrix Category Definitions 
 

 Level 1—Random Process: A company may be perceived as being anti-process, though what it really lacks is a single standard process. Essentially 

sales reps do their own thing their own way.  

 

 Level 2—Informal Process: A company exposes its salespeople to a sales process and indicates that they are expected to use it, but that use is 

neither monitored nor measured.  

 

 Level 3—Formal Process: A company regularly enforces the use of a defined sales process (sometimes religiously), conducts periodic reviews of the 

process to see how effective it is, and then makes changes based on that analysis. 

 

 Level 4—Dynamic Process: A company dynamically monitors and provides continuous feedback on sales reps’ use of its formal sales process. It also 

proactively and continually modifies the process when it detects key changes in market conditions.  

 
Our analysis showed that as a company moved up the levels of sales process, sales performance and sales predictability increased significantly. Our summary 

finding was that structured process appeared to be a key way for companies to compete more effectively in their marketplace. 

 

Based on feedback from Harvard Business Review and research clients over the past four years, we expanded our analysis to include a second factor: levels of 

relationship. In a number of our earlier analyses, we established that vendors achieve different levels of relationship with their customers. Again, looking at 

the firms which had taken part in past studies we found that they were perceived by the majority of their customers to be at one of the following five levels of 

relationship:   
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 Level 1—Approved Vendor: A company is seen by the majority of its customers as a legitimate provider of the products or services it offers but is not 

recognized for having any significant, sustainable competitive edge over alternative offerings.  

 

 Level 2—Preferred Supplier: Based on their marketplace reputation and past dealings with your customers, while competitors may offer 

alternatives, Level 2 companies are normally seen as the preferred vendor with whom to do business.  

 

 Level 3—Solutions Consultant: Based on a specific set of product-related, value-added knowledge or services they offer, customers see Level 3 firms 

as not only a vendor, but also a consulting resource on how to best use the products or services they purchase.  

 

 Level 4—Strategic Contributor: Above and beyond the products and services they offer, customers view Level 4 firms as a source of strategic 

planning assistance for dealing with broader-based challenges they are currently facing.  

 

 Level 5—Trusted Partner: At this highest level, Level 5 firms are seen as a long-term partner whose contributions (products, insights, processes, etc.) 

are viewed as key to their client’s long-term success.  
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About CSO Insights 
 
CSO Insights is dedicated to improving the performance and productivity of complex B2B sales organizations. We measure and analyze the 

behaviors, metrics and strategies behind world-class sales performance, providing our members with the research, data and expertise 

required to build strategies for sales performance improvement.  

  

With over 20 years of sales research experience, the CSO Insights team is comprised of respected analysts with decades of success as sales 

practitioners and sales executives. This unique perspective, along with our wealth of sales performance metrics and benchmarks, gives us the 

exceptional ability to collaborate directly with sales leaders around the world to explore the best practices, strategic trends and next 

generation capabilities driving sales performance. 

 

Our research, data and expertise help sales leaders create and execute strategies to find more, win more and keep and grow more 

business. CSO Insights’ annual sales and marketing effectiveness studies have become industry standards for sales leaders seeking 

operational metrics, data and analysis, most notably: the Sales Best Practices Study, Sales Performance Optimization Study, and Lead 

Management and Social Engagement Study.  

 




