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Excellence In Sales Organization Management
Today, no single business topic commands more attention than the need to transform the way we sell and service customers. Most sales organizations are operating at around 50% of their peak potential, and 50-60% of all CRM implementations fail, which translates into an equal or greater degree of sales process failure. This is not surprising, since sales executives report that their organizations’ hit rates on known new sales opportunities are only 30-40%, and sales cycle times are becoming longer. All of this is happening while the cost of a sales call is escalating to $600-$800. Sales executives are realizing that this represents a terrible waste of resources.


Many sales organizations have repetitively reengineered the way they organize and sell to their accounts, and many books have been written on this topic. In general, each book covers one aspect or another of improvement from reengin-eering relationships, getting to the top person, qualification, rain making, sales force strategy and on and on. Most of the writing takes a narrow view or a "solving the symptom" approach, neither of which is likely to allow your organization to keep up with the rapid rate of change in your market.

In our research and consultations with sales organizations, we at Ingenium have observed a pattern of ineffectiveness that is consistent across most sales organizations. We have developed a framework for helping sales executives and their teams see what might be missing 

or


underdeveloped in their approach to improving their organizations’ sales effectiveness. 

Improvement of the sales function has not been approached as systematically as has improvement in other business functions, with their emphasis on eliminating product defects, improving the effectiveness and quality of all processes and systems, and ensuring alignment among these systems. All of this implicates what we call the managing systems of the sales organization, by which we mean the ways in which an organization goes about improving all of its processes, its systems, and its people’s capabilities and effectiveness.
For the most part, advice and consultation to sales executives has fallen short because it has not taken a wholistic approach to creating healthy, energizing management of the sales organization. Most  recommen-dations for achieving sales excellence lack underlying frameworks that can be used by sales executives and managers to provide greater direction, focus, and support for ongoing improvement to their organizations.

The purpose of this paper is to assist sales executives in identifying the unseen limitations to the achievement of their key business objectives.  The goal of the executive should be to develop actionable solutions that transform these limitations to achieve short-term market results while enhancing employee, customer, and shareholder satisfaction and long-term business viability.

The Aligned Sales Managing System

The components of your Sales Managing System represent a good starting point for analyzing your areas of opportunity for improvement. In the diagram, they are shown in the outermost circle. The Sales Managing System surrounds key processes that provide the “anchors” for its design. This “nested circles” arrangement is shown to indicate the systemic way in which the design and improvement of all of these subjects should interrelate. Because the focus of this paper is on the role of managing (i.e., supporting and improving) in the overall sales effort, the Sales Managing System circle is shown with its core components added. Each of the other circles could also be broken out into components—the subjects of other papers.

The absence, ineffectiveness or misalignment of any components of the Sales Managing System will limit the effectiveness of your sales effort. By analyzing your sales managing system, you can identify strategies and systems that can be transformed to generate leverage for short-term results and long-term viability. We see many organizations treat symptoms amid the pressures of real life business. They often show short-term results, followed by a return to the unsatisfactory status quo. “Quick fix” sales training programs, new sales structures, new compensation plans, etc. are examples of low-impact fixes if they are not strategized and designed as integral parts of a systemic whole.
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The Anchors For An Effective Sales Managing System

“Sales Managing System” refers to the outer circle of the diagram, and means the set of systems that must be created (i.e., the planning and action taking processes that must be systematized) to generate ongoing improvements in effectiveness, and ongoing development in capabilities, for the salespeople. 

The thinking and design work for the Sales Managing System must be anchored to what is generated in the areas of the inner circles. While these are not the primary subjects of this paper, a brief description of the role of each follows.

Customer Buying Cycle Mapping
First, do you really understand how your customers buy? In today’s market it is critical that we align how we sell with how each customer buys. Our customers today are more sophisticated in how they buy, so we need to match our value selling proposition and sales process with the value needs and buying process of the customer. One of our clients had an objective of increasing market share by taking share away from the competition. When they went to their major customer and completed a buy cycle analysis with them, they found that what the customer really wanted was to reduce their utilization of the products purchased from this company and its competitor! Assisting with their reengineering process rewarded the supplier with 100% of that customer's purchases.

Sales Process Mapping
Once you understand your customer’s buying process, the question should shift to whether you
really understand your own organization's selling process, and how well it is aligned with your customer’s buying process. 

Have you identified all of the activities in your process, the desired outcomes and required inputs of each activity, the value each adds for your customer, and the value each adds to your business? If you have a sales process mapping team, is there a customer representative on the team to ensure alignment with the buying cycle of your customer(s)?

One of our clients analyzed six key sales initiatives —three successful ones, and three that were unsuccessful. With our assistance, a series of structured interviews with sales leaders, sales professionals, and customers took place over a two week period. We were able to identify without any doubt why this company won opportunities and why they lost opportunities. With this knowledge we were able to design a new, aligned sales process map that produced positive, repeatable, and sustain-able sales results. 

Market Segmentation and Value Propositions

The next phase is the development of your “go-to-market” strategy and value proposition. In the example of reducing utilization above, the supplier company developed the following value proposition: “We will partner with our customers to assist them in reengineering the process by which they utilize our product, thereby lowering utilization while improving the quality of their employee and customer satisfaction.” They then analyzed their own buying cycle and their sales process map to ensure alignment with their value proposition.

As we have seen, all customers are not created equal. The most successful selling organizations have identified that one “size” does not fit all. At the completion of their market segmentation they have pin-pointed the need for multiple selling processes with aligned sales managing systems. Some markets and customers are sold and serviced utilizing a commodity selling process, others require a consultative selling process, and still others a strategic and/or global partner-ing process. 

We have seen clients use customer size as the only segmentation variable, treating each account in a particular size category the same. Yet, each customer wants a specific type of relationship, independent of the size category in which you place them.  Both qualitative and quantitative methodologies should be used. Using multiple methods ensures that your customers are categorized more appropriately. The overall objective of account segmentation is to classify customers into groups with common needs and desires, and to manage your relationships with them in alignment with the way each group buys. 
Organization Culture
All of your sales managing systems rest on an internally generated foundation, as well—your business culture. Most organizations find it difficult to assess the appropriateness of their culture without first doing all of the work above to provide “anchors” for the assessment. At this stage, you can identify whether your business culture is in alignment with your selling process, go-to-market strategy and value proposition. 

We have seen many companies in which current values and behaviors are out of alignment with what is necessary to ensure impact from a new selling process. It is critical to define the values and behaviors (in the form of principles) that align with your selling process and value proposition, and then to implement in a way that people can audit against the principles and make adjustments as they go along. Culture lives in the behavior/thinking of the sales professionals, managers, leaders, and others in your organization, and the key to changing culture is changing everyone’s thinking and behavior. Once the new thinking and behaviors become habits, only then will you have a new business culture. A brief culture check-up can be performed by asking the following questions:

• Do we put customer needs first, or our revenue targets first?

• Do we communicate specific principles and then, under stress, fall back to old behaviors? (Example: “Stay close to the customer; be a real partner who provides business value.” Yet, at the end of the quarter we state, “Go jam products; do what it takes to get them to buy.")

• Short-term results, or long-term effect-iveness and value?

• Who are the real heroes in our organi-zation, and why?

• How and what does our organization communicate, and is it consistent with the principles we espouse?

• Do rewards align with our principles?

• Do our principles endure, or do they change with every change in upper management people?

• How do we go about indoctrinating new people in regard to our principles?

The Sales Managing System and Its Components
The Sales Managing System is shown in a circle to represent two interrelated phenomena: the behavior of the system as a systemic whole, and the linear and cyclical progression of the stages of the system. A new cycle begins with the "Developing Business Drivers" element and proceeds clockwise through the other stages to the "Regenerating System Effectiveness" element, the last element in a cycle. At the same time, the thinking, planning, and execution for each element has an impact on the thinking and actions regarding every other element. This represents the systemic interrelationships inherent in such a system.

Developing Business Performance Drivers and Metrics

The development of business drivers for a sales organization naturally flows out of the strategy developed by the business whole. It is based upon research and planning work to identify and align with global and national trends, the relative competitive effectiveness of the firm’s products or services, and market differentiations that determine how the business and its products, technologies, processes, and organization must evolve. This assures that sales strategies are aligned with those of the business whole. The business drivers and performance metrics are anchors for the alignment of the other sales managing systems. These performance drivers and metrics are used to measure your sales effectiveness and efficiency, and to assist you in your improvement efforts when regenerating the system. The performance drivers must be aligned with your selling process, which is aligned with the market segment that process is serving. The performance drivers and metrics that are used are extensive, and all of the components of your selling process and sales managing system should be measurable. 

Focusing the Organization Structure

Look at the structure of your current sales organization to ensure it is aligned in a way that it creates the greatest value and the lowest cost of sales. Lowering the cost of sales benefits your organization as well as lowering the cost of buying for your customers. We have seen many companies who have multiple sales people calling on the same global client at different locations, thereby creating duplication and conflict, whereas that client wanted an account development team led by a single account manager. If you have developed multiple selling processes based upon your market segmentation, your structure will be different than if you have a single selling process to serve all customers. 

Many companies also have an ineffective mix of sales, specialist and support people for their chosen value proposition and selling process. Companies need to align their selling organization to the different segments identified in their market segmentation analysis. One of our clients segmented their customer base into growth, mature, and emerging customer segments. They then aligned their selling organization in a way that maximized sales results from each segment. Each segment was managed with the appropriate selling approach and value proposition for the stage of evolution of their business.  

Role Descriptions and Performance Standards: Develop a position description and performance standards for each sales position. The best companies we have seen design their position descriptions and performance standards into one complete document. This document contains the broad major areas of responsibility for each position as well as the specific, measurable and quantifiable minimum perform-ance standards for the major area of responsibility. If you have multiple selling processes, each aligned with a market segment, and have created different performance drivers and metrics for each selling process, then you must align each of the position descriptions and performance standards. 

An example of one component of a position description’s major area of responsibility and minimum performance standards for one of our clients is the following:

1. Meets All Assigned Sales Goals


 Minimum Performance Standards

A. Produces a minimum of $1,500,000 in annual sales revenue

B. Closes a minimum of $50,000 per month in new business

C. Attains linear quota for both dollars and units by the end of March and September

D. Closes one product per category in each quarter

Again, this is only one portion of one of the major areas of responsibility that are included in this position description. 

The value that this delivers is that there is no ambiguity in expectations, and the sales professional has the ability to measure their own performance.

Team Selling: The most successful strategic/ global account management programs are made up of account development team members assigned to specific segmented accounts in vertical markets. The most successful account development teams have very clear roles and responsibilities, and every position is designed to provide distinctive and additive value to the customer. We have seen many strategic/global selling programs fail because they lack clarity on team members’ accountabilities and responsibil-ities. 

Aligning Compensation and Rewards

Compensation and rewards must be brought into alignment with the strategy and all other systems. Align compensation with your corporate sales objectives, customer types and sales professional type. 

If your objective for one type of customer is to expand and grow your relationship with them, your compensation should be aligned with this objective. If your objective is to enter new accounts and new markets, match your compensation to this market segment and sales person type. 

Your compensation levels should be different for each level of sales work. For example, let’s say you assign major growth target accounts that will require significant development before becoming a major revenue source. Your compensation and rewards should be much different for this account segment versus established accounts that are already significant revenue producers.

A well-designed compensation plan that is aligned with other sales managing systems will create a much more secure sales force—comfortable in its role, satisfied with its earnings and highly motivated. 

Step 1 should be a detailed situational analysis of the changes in the market place, how you are selling, and an organizational focus. Step 2 is the redesign and refine phase in which you align the compensation plan with the selling process, performance measures, product mix and leverage, and then design the incentive components of salary, commission, and bonus— unlinked, linked, crediting, caps, and pricing authority. Step 3 is the communication plan, which must include an understanding of how the plan aligns with the sales strategy and other anchors. 

We have seen many organiza-tions change their compensation plans too frequently and without alignment. This inevitably creates distrust, confusion and morale issues. If your compensation plan is well designed and aligned with your strategy and other sales managing systems, only periodic small refinements should be necessary. 

Profiling, Sourcing and Hiring

Just as all customers are not equal, all sales professionals are not equal. Based upon your newly defined selling process, systems and go-to-market strategy, it is important to hire sales professionals who are best suited to your culture and aims. Develop a position profile in order to more specifically and concretely identify what the job requires relative to ********ity, behavior and chemistry. The best selling organizations hire for the thinking, behaviors and chemistry needed for sales excellence in their selling process, rather than on experience in a given market or company. 

Do not stereotype a job or area of responsibility as being the same in all companies. The person


 who is an excellent sales performer in one company may not perform at the same level of success in a different sales role or different company due to their different cultures, organizational structures, responsibilities, customer base, management styles, sales strategies, etc. 

Once the profile is completed it is time to design or further develop your interviewing, selecting and hiring process. This process should be well defined and designed with all the necessary steps that will ensure hiring the appropriate character-istics for the sales position. The design and structure of your interviewing process should have the same format and tools and be applied consistently across all candidates. The best profiling, selection and hiring processes ensure that you lower the direct and indirect costs of hiring sales professionals while producing candidates who are best aligned with your culture, selling strategy and systems.

New Hire Acclimation

A comprehensive new hire acclimation process will ensure that new hires have a complete understanding of corporate policy, mission, vision, values, history, administrative responsibilities, quota, performance standards, and familiarization with all of the people in the organization with whom they will routinely work. The best selling organizations do not outsource this process to another function in the organization but take direct ownership over this initial development process for new hires. This is the time where you begin the acclimation process to the culture, performance drivers and metrics, etc. Sales management needs to own this process and be actively involved. 

Sales Training
All sales training should be designed to be in alignment with your selling process,  value proposition, sales strategy, and all of your managing systems. Standard, off-the-shelf training programs for sales professionals to gain new knowledge are typically insufficient because they take a “solve the symptom” approach. What is needed is a customized vehicle that focuses on the development of the individual to function toward desired business ends through increasing their customers’ effectiveness. Do not assume that sales professionals are hired with the skills and habits necessary to achieve excellence in every one of the components of successful selling. It is also critical that any and all training is aligned with your strategy and systems; those that are not aligned will thwart your efforts to achieve short-term results and long-term viability.


The selling process (structured activities aimed at creating desired outcomes), relationship management, opportunity management, communication management, negotiation skills, value selling, financial analysis, and executive selling are all potential areas for increasing capability through customized, focused training.

Even well-designed custom sales training programs will likely be ineffective if managers have not done their “due diligence” on understanding customer buy cycles, defining the new selling process with activities, inputs and outputs of each activity, and ensuring that the strategy and sales managing systems are aligned. Less thoughtful, more reactive managers will, under the stress of revenue shortfalls, throw programmatic training at the problem and achieve only minimal results, if any.


Coaching and Reinforcement 

Provide your sales leaders and managers with the tools to carry out their unique roles in strengthening the selling process and the capabilities of the sellers through effective coaching. A good coach works to help people internalize what they are learning and what they still need to learn and incorporate into their efforts to become more effective. Coaching includes the practice of instructing, demonstrating and role playing, observing and supporting in real sales opportunities, and exemplifying.

Through coaching, the sales professional becomes increasingly knowledgeable and skillful, more self-determinant and self-accountable toward serving customers and other stakeholders, more discerning of customers’ real needs, and more willful toward discovering creative solutions to problems and barriers.

Good coaching requires understanding, skills and capabilities which some sales managers acquire through experience. Others need training and further development to become effective coaches. The effectiveness of coaches can be measured through the growth of the thinking, behavior, and results of the sales professionals they coach. 

Measuring, Auditing, and Upgrading Performance
Periodic, interactive business reviews and account reviews are important means to solve problems, regenerate spirit and develop added capability within every person and every account

development team. The overall process of interactively measuring, auditing, and upgrading can be successfully embedded throughout the organization and become a vitalizing norm. If done at appropriate intervals, improvement can be implemented sufficiently early in the business cycle to recover targeted performance levels.

Regenerating System Effectiveness

At the end of the business cycle (probably annually), it is a natural (but seldom used) last step to reflect on the effectiveness of the managing system overall and each of its elements. This process has both auditing and valuing aspects, and is about looking at the design of the system itself, as well as how people performed in using it. Leaders, managers, and salespeople should all be able to offer something of value in critique of the effectiveness of a system by which they manage or are managed, for each element as well as the whole.

This review should lead to improvements in the strategic process, the sub-systems of the managing system, the way in which performance drivers and metrics are defined and measured, and so on. It is in this stage of the cycle that leaders and others might naturally see the appropriateness of moving to a completely new paradigm for their value proposition. For example, it might be decided to move from trying to be simply one of several high-quality suppliers of a product to becoming a “strategically linked business partner” with your customers. This could implicate changes in the design of most of the elements of the overall managing system. 

Summary

Much of the reason why most sales organizations are operating at around 50% of their peak potential is found in incomplete, poorly designed, and mis-aligned managing systems. If your sales strategy, market segmentation, value proposition, selling process and sales managing system are made more comprehensive, effective, and completely aligned, your sales force will achieve dramatically improved short-term results and your business will more likely create and/or sustain long-term viability.

This paper offers only capsulized summaries of the managing systems you need to create and improve upon. Ingenium has professional consulting resources available to help you and your managers design and implement the highest quality managing systems for your culture, your business, and your desired level of sales effectiveness.

It has been drummed up into our heads since we were children that we must live within our means in an economic downturn and/or recession. Our “outgo” must be less than our income; if income drops, we must immedi-ately take steps to reduce spending. 

A recent Wall Street Journal article was entitled “Uncertainty Inc.” The article consisted of interviews with CEOs regarding the extreme challenges they face today, including war and an ailing economy. The question was, should we move boldly against our weakened competitors, or hunker down and husband what we have? Boeing CEO Philip Condit stated, “If you sit around and wait, you just get further behind.”

Ingenium has collected reams of empirical evidence showing that the better course in an economic downturn is to invest in increasing your sales managing system effectiveness. If you invest now, you will “leapfrog” your competition while they wait and wonder when the economy will improve.

It takes determined leadership to invest in your sales effectiveness while your competitors are cutting back. Our clients have proven that you can grow sales, increase margins, and shorten sales cycle times by focusing on your sales managing system effectiveness now. “Just do it,” and take that big leap over your competition.

Michael Johnson

Craig DeForest

Ingenium Sales Management Consultants
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Ingenium helps executives and managers of sales organizations transform the way they manage their sales forces to produce dramatic increases in customer loyalty and greater business effectiveness for their firms. For additional information and other articles, contact Mike Johnson at 785/841-0738 or Craig DeForest at 505/820-0565.
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