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Maximizing Sales Force Effectiveness
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Diagnostic: 

Assessing Your Sales Force

(10:15 ï11:30 am)

Module 1: 

Sales Strategy

(11:30 am ï12:30 pm)

Module 2: 

Sales Force Design

(1:30 ï2:45 pm)

Module 3: 

Sales Process Design & Implementation

(3:00 ï4:00 pm)

Module 4: 

Sales Management & Talent Development

(8:30 ï10:30 am)

Module 5: 

Incentive Compensation

(10:45 am ï12:30 pm)

Change Management: Driving Sales 

Transformation in Your Organization 

(1:30 ï3:00 pm)

Wrap-up: 

Taking the Seminar Home

(4:30 ï5:00 pm)

Day 1 Day 2
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Module 3: Sales Process
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II. Sales Force 

Design

We have a clearly 
defined & highly 
effective sales 
strategy

We are cost-effectively 
& fully covering 
profitable customer & 
prospect accounts

6. Sales Force 
Structure & 
Roles

7. Sizing & 
Allocation

8. Territories

9. Account 
Targeting

We have a disciplined 
and winning sales and 
service process aligned 
with our value 
proposition

Our people are highly 
skilled and 
knowledgeable in our 
strategy and leading 
sales approaches

We have the right 
sales culture and a 
highly motivated, 
performance focused 
sales team

10.Sales, Service 
& Account 
Management 
Process, 
Activities & 
Roles (CRM 
Strategy)

11.Selling Tools & 
Enablers

12.Competency 
Model

13.Hiring & 
Selection

14.Training

15.Coaching

III. Sales

Process

IV. Knowledge 

& Skills

V. Incentives & 

Measures

16.Sales Culture

17. Incentives & 
Goals

18.Recognition & 
Rewards

19.Measures & 
Reporting

20.Performance 
Reviews

Key Sales Force Drivers

© 2009 ZS Associates

1. Customer 
Needs, Buying 
Processes & 
Potentials

2. Segmentation

3. Growth 
Strategy

4. Market 
Offerings & 
Value 
Propositions

5. Pricing 
Strategy

I.  Sales Strategy
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What we frequently hear from many sales leaders

ñWe have too many low 

value calls.  I donôt think 

our sales people 

appreciate what each of 

their sales calls costs.ò

ñOur sales people 
have become 
customer service 
reps.  I donôt think 
they sell anymore.ò

ñI think too many of our 
sales people are 
thinking about their call 
plan as they drive to the 
account.ò

ñWe donôt get high 
enough in the account to 
really understand broader 
customer needs, or to get 
beyond the procurement 
trap.ò

ñToo many of our sales 
people jump too quickly to 
talking about our 
products.  They never 
really dig deep into 
customer needs, business 
issues and priorities.ò

ñMany of sales people 
donôt know how to pursue 
new accounts.  Weôve got 
a lot of good farmers, but 
not many hunters.ò

ñWe get the deal, but then 
we donôt maximize the 
value with the account.ò
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Why does having a robust and clearly defined process matter?

ZS view on sales processCommon misperceptions about sales

Á Best in class sales forces view sales 

as a process which can be 

measured, improved and trained

Á What happens on the call is a 

consequence of how well the sales 

person prepares, not sales ñmagicò

Á The best sales people intuitively 

achieve a systematic set of 

ñadvancesò with the customer (but 

only 10-15% fall into this category)

Á The remaining salespeople strongly 

benefit from a clear road map (i.e. 

sales process) coupled with strong 

training, coaching and tools

Á ñItôs an art, not a scienceò

Á ñGreat sales people are born, not 

createdò

Á ñYouôve either got ñitò, or you donôtò

Á ñSales is all about personal 

relationshipsò

Á ñWe already have a good process in 

placeò

Á ñSales process wonôt work hereò
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A sales process provides a clear road-map that guides the sales force 

through all selling activities in a structured way

Sales Process Overview

ÅHelp customer 

determine their 

needs & 

priorities

ÅUnderstand key 

decision makers

ÅDevelop, 

articulate & 

ñproveò 

offering & value

ÅDifferentiate in 

meaningful 

ways

ÅReinforce value 

delivered

ÅIdentify & 

pursue 

additional sales 

ÅTrade-off value 

for price

ÅPlan, implement 

and follow-up 

on delivery

ÅTranslate 

customer needs 

into specific 

deal terms and 

proposal

Assess Needs 

and Priorities

Tailor Value 

Offering & 

Quantify

Build 

Mutually 

Valuable Deal

Reinforce 

Value 

Delivered & 

Grow

Negotiate & 

Refine

Generic Sales 

Process

How specific is your sales process?
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A rigorous sales process requires a set of critical design elements
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Prioritize  Classify accounts based 

on potential (size, growth) & strategic 
importance 

Segment 

Accounts

1

Identify Win-Win Opportunities Uncover issues & 

identify ówin-winô opportunities

Develop & 

Refine Account 

Plan

2

Develop, Manage & Measure Solutions Implement possible ówin-winô solutions

Agree on Possible Solutions 

& Secure Internal and 

External Commitment

Execute Project & Measure 

Mutually-Agreed Upon KPIs 

(ongoing)

4

Reinforce & Build Value Strengthen relationship by 

monitoring success measures for the Account & Company

Communicate Mutual Value Created 

(Quarterly Business Reviews)

7

Develop a 

Jointly-

Owned 

Project Plan

65

Uncover Customer Issues & 

Identify óWin-Winô Opportunities 

(focus more time and resources on 

highest priority Accounts)

3

Critical Design Elements:

1. Sales phases

2. Specific selling 

activities in each 

phase

3. Specific roles & 

responsibilities for 

each sales position in 

each phase

4. Key metrics for each 

phase

5. Information, tools 

and support required 

by each phase

6. Playbook to 

document process

7. Procedures to ensure 

process is being 

implemented and 

appropriately refined

Case Example
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Case Example:  For each step in the process, key activities, 

RACI & enablers are identified... 

A
c

tiv
itie

s
S

u
b

-a
c
tiv

itie
s

a. Review opportunity

b. Document and understand 

key needs & timeline

c. Map customer buying 

process, roles and decision 

criteria

d. Review key information and 

action plan with manager 

a. Identify likely competitors 

b. Assess strengths and 

weaknesses of solution

c. Assess likelihood of 

offeringôs success 

a. Identify personnel 

required to address the 

opportunity

b. Define team roles and 

responsibilities 

c. Consult solution experts 

to confirm capabilities and 

obtain buy-in for potential 

solutions 

a. Identify customer coaches 

and key decision makers 

within the buying process 

b. Identify client business 

issues and possible solutions 

c. Conduct pre-selling, coach 

review, and rehearsal 

activities

d. Prepare for and conduct 

business review & fit meeting 

e. Obtain commitment to further 

explore a solution

P
a

rtic
ip

a

n
ts

AE/SR: R, A

FLSM: C

GM: I

AE/SR: R, A AE/SR: R, A

FLSM/GM:  C

Subject matter experts: C

AE/SR: R, A

FLSM/GM: C

E
n

a
b

le
rs

ÅSales Call Management Plan

ÅProposal Process Qualifier

ÅCustomer contacts profiles *

ÅSolution selling methodology *

ÅCompetitive analysis tool * ÅExperts reference *

ÅProject management 

template *

ÅSolution selling methodology 

*

ÅFinancial analysis tool *

ÅPresentation guidelines and 

templates

4.A  Identify 

customerôs needs, 

buying process, 

roles and decision 

criteria

4.B Evaluate 

competitive 

landscape 

4.C Define roles, 

responsibilities 

and workplan for 

Company 

personnel

4.D Conduct business 

review & fit 

meeting(s)

* Indicates a tool that does not yet exist or a new feature required in a existing tool

1 2 3 4

5

6
7

89

I II III

IV
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The technical design of the account management process is only 25% 

of the challenge.  Driving sales force understanding, buy-in, motivation, 

skills and sustained adoption is the harder part.
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Refined 

Account 

Management  

Processes & 

Approaches 

Customized 

Sales Tools &  

Enablers

Early Experience Team & Accounts

Guided Learning & Support

Full-Scale Rollout

Change Management

Proof 

Points &

Apostles

Competency 

Model 

Role 

Expectations

Hiring & Selection 

Process

360o Training

Coaching Process & 

Tools

Performance 

Review Content

Reward 

Systems

Development and validation of the process by an Early Experience Team 
supported by value-based selling experts is proving the most effective 
approach to process design and later adoption
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This approach provides unique advantage in surmounting the 

premature capability plateau many organizations have reached

Bottom-Up Outcomes

ÁCustomized process, tools and training

ÁProof-points

ÁApostles

ÁCoaches

ÁMarketing and HR alignment

ÁEarly wins, staged investment vs. return

Improve Top-Down Success

ÁUnderstanding (what it looks like, how this is 

different from what we are doing today)

ÁBuy-in (that it works, that itôs feasible)

ÁMotivation (that this will help me succeed)

ÁEnablement  (already there and proven)
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Effective value-based selling requires new types of sales force tools
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S
a
le

s
 P

ro
c
e
s
s
 

A
c
ti

o
n

s

Understand needs, 

priorities, ñpersonal 

winsò, travel 

management profile

Tailor companyôs 

complete value offering 

to align with account 

profile and  needs

Work collaboratively 

with Decision 

Support to build deal 

scenarios

Negotiate and help 

customer make 

appropriate 

tradeoffs 

Relentlessly reinforce 

value being delivered, 

drive performance, and 

entrench relationship

S
a
le

s
 A

d
v
a
n

c
e

T
M

ÅInsight, not data

ÅActively help them comply

ÅTransparent tradeoffs

ÅApples vs. oranges

ÅAlignment with their needs

ÅDisciplined

ÅComprehensive

ÅRecognizes market conditions

ÅEasy starting point

ÅComprehensive
ÅThought provoking, 

not bureaucratic

Account Profiling Tool

Tailored Value Offering

MO Selection Tool

Value Reinforcement 

Market Offering Scenario A Account Review Tool Deal Building Plan

Market Offering Scenario B

Network Value Demo Tool

Å0Å0Å20Å31ÅWAS MetroÅCHI Metro

Å0Å0Å0Å15ÅWAS MetroÅSFO Metro

Å0Å0Å6Å11ÅSEAÅCHI Metro

Å0Å0Å12Å11ÅBOSÅCHI Metro

Å15Å0Å7Å8ÅATLÅCHI Metro

Å0Å0Å23Å44ÅLA MetroÅSFO Metro

Å0Å0Å7Å15ÅDENÅCHI Metro

Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9ÅSFO MetroÅNYC Metro

Å5Å9Å17Å9ÅLA MetroÅNYC Metro

ÅDLÅCOÅAAÅUAÅDestinationÅOrigin

ÅAirline

ÅOAG Departure Information for June 2004 (Directional Thursday FlÅying)

Å0Å0Å20Å31ÅWAS MetroÅCHI Metro

Å0Å0Å0Å15ÅWAS MetroÅSFO Metro

Å0Å0Å6Å11ÅSEAÅCHI Metro

Å0Å0Å12Å11ÅBOSÅCHI Metro

Å15Å0Å7Å8ÅATLÅCHI Metro

Å0Å0Å23Å44ÅLA MetroÅSFO Metro

Å0Å0Å7Å15ÅDENÅCHI Metro

Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9ÅSFO MetroÅNYC Metro

Å5Å9Å17Å9ÅLA MetroÅNYC Metro

ÅDLÅCOÅAAÅUAÅDestinationÅOrigin

ÅAirline

ÅOAG Departure Information for June 2004 (Directional Thursday FlÅying)
ÅBasic Offering

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅBasic Offering

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

Network Value Demo Tool
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Å0Å0Å6Å11ÅSEAÅCHI Metro
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Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9ÅSFO MetroÅNYC Metro

Å5Å9Å17Å9ÅLA MetroÅNYC Metro

ÅDLÅCOÅAAÅUAÅDestinationÅOrigin

ÅAirline

ÅOAG Departure Information for June 2004 (Directional Thursday FlÅying)

Å0Å0Å20Å31ÅWAS MetroÅCHI Metro

Å0Å0Å0Å15ÅWAS MetroÅSFO Metro

Å0Å0Å6Å11ÅSEAÅCHI Metro

Å0Å0Å12Å11ÅBOSÅCHI Metro

Å15Å0Å7Å8ÅATLÅCHI Metro

Å0Å0Å23Å44ÅLA MetroÅSFO Metro

Å0Å0Å7Å15ÅDENÅCHI Metro

Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9

Network Value Demo Tool

Å0Å0Å20Å31ÅWAS MetroÅCHI Metro

Å0Å0Å0Å15ÅWAS MetroÅSFO Metro

Å0Å0Å6Å11ÅSEAÅCHI Metro

Å0Å0Å12Å11ÅBOSÅCHI Metro

Å15Å0Å7Å8ÅATLÅCHI Metro

Å0Å0Å23Å44ÅLA MetroÅSFO Metro

Å0Å0Å7Å15ÅDENÅCHI Metro

Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9ÅSFO MetroÅNYC Metro

Å5Å9Å17Å9ÅLA MetroÅNYC Metro

ÅDLÅCOÅAAÅUAÅDestinationÅOrigin
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ÅOAG Departure Information for June 2004 (Directional Thursday FlÅying)

Å0Å0Å20Å31ÅWAS MetroÅCHI Metro

Å0Å0Å0Å15ÅWAS MetroÅSFO Metro

Å0Å0Å6Å11ÅSEAÅCHI Metro

Å0Å0Å12Å11ÅBOSÅCHI Metro

Å15Å0Å7Å8ÅATLÅCHI Metro

Å0Å0Å23Å44ÅLA MetroÅSFO Metro

Å0Å0Å7Å15ÅDENÅCHI Metro

Å1Å13Å30Å25ÅNYC MetroÅCHI Metro 

Å2Å7Å7Å9ÅSFO MetroÅNYC Metro

Å5Å9Å17Å9ÅLA MetroÅNYC Metro

ÅDLÅCOÅAAÅUAÅDestinationÅOrigin

ÅAirline

ÅOAG Departure Information for June 2004 (Directional Thursday FlÅying)
ÅBasic Offering

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅBasic Offering

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

ÅÅÅWhat is accountôs ability to shift share 
Ågiven its travel management policy and 
Åpast behavior

ÅÅÅWhat are appropriate goals for contract 
Återms

ÅÅÅWhat can be priced into contract given the 
Åcompetitive environment

ÅÅÅWhat are hurdles for performance based 
Åincentives

Develop Opportunity Tailor Value Prop. Build Deal Maximize ValueNegotiate
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Not all tools are IT systems.  Some are reference cards and other forms 

types of enablers.

Guide:  Call Planning Excellence

1. Review notes & news

2. Identify the ñadvanceò to be achieved

3. Articulate how advance will be achieved
1. ID key decision-makers & their personal 

objectives / issues
2. ID potential barriers to achieving advance

1. Anticipated ñtoughò questions
2. Objections, hot-spots

3. Determine how to ask for the advance

4. Conduct account analysis & research

5. Prepare a professional set of materials
1. Objectives, agenda, key questions, insights, 

recommendations, next steps

6. Clarify selling roles
1. Orchestrate participation & define roles for 

other resources
2. Brief other participants in advance

7. Confirm & validate call plan with customer
1. Meeting time, participants, objectives, agenda

8. Practice / dry run

Call Planning Questions

ÁWhat advance are we trying to achieve 
with this account today?

ÁHow will this advance be achieved?

ÁWhat is the agenda for the call?  What 
roles should we play?

ÁWhat materials are planned for use 
during the call to support the desired 
advance?

ÁWhat obstacles or barriers exist?  What 
tactics will you use to overcome these 
obstacles?

Case Example

-12-



Module 3 - Sales Process 04-10-10 v1.2© 2010 ZS Associates

Transforming behaviors & skills requires significant focus and energy on 

all stages critical to the individual change process

Believe

ÅRationale

ÅFeasibility

Motivated

ÅRewards

ÅEffort & Risk

Enabled

ÅKnowledge/Skills/Capacity

ÅSystems/Tools

Understand

ÅObjectives

ÅReqôd Behaviors / Skills

Trial

Quality

Experience/

Results

Adoption Rejection

-13-
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Wave 2 EnablersWave 1 Enablers

Case Example:  New tools were developed real time to support the 

Early Experience Teamôs actual customer interactions

Implementation Planning 

Template

8

KPI Scorecard

9

Quarterly Review Meeting 

Template

10

Solutions Review Template

7

Market Offerings Inventory

6

Needs Inventory

1

Needs Assessment Interview 

Trees

2

Needs Synthesis Process

3

Needs Assessment Template

4

Business Case Framework 

5

Communication Pillars &  

Change Management Strategy

All

-14-
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Sales force competency models must explicitly emphasize the 

behaviors and attitudes most critical to value-based selling

XX

XX

our

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

our

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

our

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

XX

© 2009 ZS Associates

Case Example
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Case Example:  

Sales Transformation at United Airlines (1 of 4)

Sales Force Evaluation

Á Price & friendship 

Á Lack of discipline 

Á Culture of externalization & ñwe 
already do thatò 

Á Few tools or enablers

Á Unprofitable relationships, declining 
share

Desired Capability

ÁMore science, more discipline

ÁRigorous needs assessments 

ÁCommunicate & leverage total 
value ïnot just price

ÁReinforce value delivered

ÁAssist customer business 
process changes

ÁCreate a performance-focused, 
highly accountable sales culture

ÁExceed performance 
expectations

Situation

Á Increasingly sophisticated buyers, 
competitors, and commoditization

Á Sales and share with largest accounts 
growing too slowly and at high risk

Á Consistently missing profitable growth 
targets
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Case Example:  

Sales Transformation at United Airlines (2 of 4)

Now

ÅFull needs assessment 

conducted with multiple 

constituents at the account

ÅSupported by the new tools, 

convey all of the ways we 

create value for the account 

(beyond price)

ÅCompare the value we create 

with their next best alternative

ÅReinforce value with structured 

account reviews

Before

ÅOnly communicating a 

subset of our offering

ÅOver-focusing on price

ÅNot linking sufficiently to 

customer needs and 

priorities
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Case Example:  

Sales Transformation at United Airlines (3 of 4)

ñMost professional sales process Iôve seenò

ñNot observed anything like this in the airline industry beforeò

ñThe immersion and negotiation process by United was some of the most thorough 

work seen from any airline, which was tailored specifically around our needs and 

priorities.ò 

ñThe United Airlines global account review was the most comprehensive, world-

class and eye catching review weôd ever seen.ò
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Case Example:  

Sales Transformation at United Airlines (4 of 4)

Quality of Portfolio 

Revenue

yr 0 yr 1

Agency Performance

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Corporate Portfolio Performance

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

New Business Development

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Corporate Portfolio 

Performance

Agency Portfolio 

Performance

New Business 

Development, Net of 

Losses

+$200mn

17% improvement 29% improvement

+3%
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Sales Process Design and Implementation: Suggested Action Items

1. Design your sales process

ï Review, document and assess key sales and marketing activities

ï Map out sales process steps and sub activities, including key metrics and deliverables

2. Identify key roles and competencies required for sales process implementation

ï Define responsibilities and required competencies by process step 

ï Assess your people vis-à-vis required competencies

3. Develop required sales aids

ï Identify and develop required sales aids and templates, including sales process playbook

ï Design performance reports and map for monitoring process

-20-



Module 3 - Sales Process 04-10-10 v1.2© 2010 ZS Associates

Sales Process Exercise:

Process Design and Implementation

Design key sales process stages for a newspaper sales force in one of the following 

segments:

ÁMega Accounts ïLargest advertisers

ÁSMB Existing Accounts ïSmall and medium-sized existing accounts

ÁSMB Prospective Accounts ïSmall and medium-sized prospective accounts

For each stage, list key required activities.

List key improvement opportunities for your organization in each stage.

Describe at least three things that you can do to ensure effective implementation of this 

sales process and attainment of the improvement opportunities

-21-
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For More Information é

-22-

ZS Associates

Ron Siahpoosh, Associate Principal

312-233-4875

ron.siahpoosh@zsassociates.com

Tobi Laczkowski, Manager

847-492-3190

tobi.laczkowski@zsassociates.com
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