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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 ï10:00 am)

Module 5: 

Incentive Compensation

(10:45 am ï12:30 pm)

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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World-class sales organizations maximize sales effectiveness by 

focusing on the fundamental drivers
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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

1. Customer 
Needs, Buying 
Processes & 
Potentials

2. Segmentation

3. Growth 
Strategy

4. Market 
Offerings & 
Value 
Propositions

5. Pricing 
Strategy

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

I.  Sales 

Strategy

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
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We will focus on two types of sales effectiveness improvement 

opportunities in this session

ÁSales effectiveness transformation

ÁSales effectiveness quick wins

-4-

We will share examples of sales effectiveness transformation opportunities, 

based on what we have heard from you in the past two days

You will share quick win examples

Quick wins: things you can begin within one week of returning to the office, 

can complete within one month, and which will have a measurable impact on 

the company bottom-line
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Survey Summary

3.0

3.5

4.0

4.5

5.0

Sales Strategy Sales Force 
Design

Sales Process Knowledge and 
Skills

Culture and 
Motivation

Current Practices (1 to 7)
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Based on the discussions of the past two days, we will review 

seven key transformational sales effectiveness ideas
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II. Sales Force 

Design

6. Sales Force 
Structure & 
Roles

7. Sizing & 
Allocation

8. Territories

9. Account 
Targeting

12.Competency 
Model

13.Hiring & 
Selection

14.Training

15.Coaching

IV. Knowledge 

& Skills

V. Incentives & 

Measures

16.Sales Culture

17. Incentives & 
Goals

18.Recognition & 
Rewards

19.Measures & 
Reporting

20.Performance 
Reviews

© 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

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

11.Selling Tools & 
Enablers

III. Sales

Process

Segmentation

1

Value 

Proposition

2

Structure

3

Sales Process

4

Hiring & 

Recruiting

5
Incentive 

Compensation

6

Performance 

Monitoring and 

KPIs

7
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Clarity about market potential and segments is critical to 

transforming sales effectiveness
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Large

# companies = 15

Market = $45M

Medium

# companies = 320

Market = 50M

Small

# companies = 12,000

Market = $60M

Drive solution-based programs and 

partnerships

Drive expanded breadth of offerings

Drive targeted new account acquisition, 

with self-service fulfillment

Market Segments

(Local Market)

Segment Strategy

Illustrative 

Example

1 Segmentation
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Segmentation Approach and Checklist 
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Key steps / milestones By:

1. Define account potential and needs

Å Integrated account database (current and prospective accounts)

Å Inputs from internal experts

Å Primary research (formal or informal) with customers to understand needs

Å Estimate potential at account-level

2. Design segments

Å Define segments (simple segments (e.g.: large, medium, small) are best as a starting 

point)

Å Assign accounts to segments

3. Develop segment-level coverage strategy and targeting plan

Å Define coverage strategy for each segment

Å Develop specific targeting plan (e.g.: reach, selling intensity) for each segment

Å Link to appropriate sales force design

4. Execute and monitor coverage and targeting plan

Å Train sales force on new segmentation and targeting plan

Å Monitor performance against segments and make required coverage refinements

1 Segmentation
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Developing a clear and compelling value proposition begins with 

making a list of key offering elements
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2 Value Proposition

Products Features Aesthetics, packaging, utilization, é

Services Support Advice and consulting, problem solving, trouble-shooting, other support, 

reliability, é

Fulfillment Availability assurance, order quantity, order initiation, turnaround time, 

é

Systems Management systems, tracking, design tools, ROI calculation tools, é

Programs Economic Price, deals, terms, conditions, off-invoice, co-op allowances, 

rebates/bonuses, guaranteed ROI, é

Partnership Co-design, multi-platform solutions, marketing programs, é

Relationship Business Business knowledge, getting things done, trusted advisor, consulting 

support, marketing education, é

Personal Friendship, network, é
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Offering Elements (Illustrative Example)
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Value Proposition Approach and Checklist 
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Key steps / milestones By:

1. Determine segment specific value propositions

Å Inventory your companyôs full portfolio of market offerings

Å Map market offerings to segments, and develop list of benefits

Å Compare to competitor offerings

Å Establish customer benefits & economic worth of offerings & differentiation

Å Document clear value proposition for each segment

2. Develop tools to help tailor and communicate value proposition

Å Tools to understand needs and tailor value propositions

Å Presentation templates to communicate solutions and associated benefits & worth & 

differentiation

Å Implementation plan (e.g. ïtraining, coaching) to ensure that company is consistently 

and effectively communicating value proposition in sales and marketing efforts

2 Value Proposition
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Clarity about market potential and segments is the starting point 

of transforming sales effectiveness
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3 Structure

Account Managers

Print Offerings Digital Offerings

Large

Medium

Small

M
a

rk
e

t 
P

o
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n
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a
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Strategic Account 

Executives

Digital 

Special.

New Account Acquisition 

Specialists +

Self-Service

Strategic Account 

Executives (SAEs)

ÅResponsible for 

building and 

expanding 

programs and 

partnerships with 

largest accounts

Account Managers

ÅResponsible for 

expanding breadth 

of relationships with 

large and medium 

accounts

Digital Specialists

ÅResponsible for 

partnering with 

appropriate sales 

personnel to drive 

digital solutions

New Account Acquis. 

Specialists

ÅOften phone-based, 

responsible for 

acquiring new small & 

medium accounts, 

usually óhanding them 

offô to self-service 

solution

Coverage Model Example
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Structure Approach and Checklist 
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Key steps / milestones By:

1. Document and review current structure
Å Positions and reporting

Å Role definitions (activities, offerings, account types)

Å Coordination requirements

Å Accountabilities

Å Authorities

2. Identify key structure related issues hindering growth
Å Develop list of key issues (e.g. ïstrong print reps not able to sell digital, salespeople

spending too much time on non-selling activities, salespeople more reactive and not 

proactively driving new business development)

3. Design and assess key structure alternatives
Å Identify key structure alternatives

Å Assess structure alternatives based on strategic fit, effectiveness, efficiency, 

manageability and implementation ease

Å Assess and document the importance of key advantages and disadvantages for each 

alternative

4. Make structure decision
Å Review key trade-offs with key stakeholders and make structure decision

3 Structure
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Being clear about your sales process can help drive more 

consistent and effective selling activities
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4 Sales Process

Sales Process Overview

ÅTarget existing 

and potential 

customers 

ÅMake multi-

tactical 

customer 

contacts

ÅHelp customer 

determine their 

needs & 

priorities

ÅUnderstand key 

decision 

makers

ÅReinforce value 

delivered

ÅIdentify & 

pursue 

additional sales 

ÅTranslate 

customer needs 

into specific 

deal terms and 

proposal

ÅFinalize deal 

agreement

ÅDevelop, 

articulate & 

ñproveò offering 

& value

ÅDifferentiate in 

meaningful 

ways

Make Initial 

Contacts

Assess Needs 

and Priorities

Tailor Value 

Offering

Reinforce 

Value 

Delivered & 

Grow

Negotiate,  

Refine, & 

Close

Generic Sales Process

What are key stages in the sales process? What are key activities in each stage? What 

are key roles, deliverables and metrics for each activity?

What are tools and enablers required for effective implementation of the sales process?
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Sales Process Approach and Checklist 
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Key steps / milestones By:

1. Identify an Early Experience Team (EET) to design your sales process
Choose sales personnel that are:

Å Highly skilled and successful (e.g., we would like to get other sales persons to emulate 

the rigor and skill they bring to selling) 

Å Well respected by their peers (e.g., their endorsement and support for the model will 

be motivating) 

Å (Also include one or more first-line managers)

2. Design sales process
Work with Early Experience Team to:

Å Develop detailed understanding of customer buying process and to identify current 

sales rep and management practices

Å Review current sales process materials, and inventory current tools

Å Design initial sales process, including key activities, roles, deliverables and metrics

3. Validate and refine sales process
Å Early Experience Team will validate and refine sales process with select customers

4. Develop sales process implementation tools and roll-out to broad team
Å Sales process playbook and tools (e.g.: account profiling tool, tailored value offering 

tool, account review tool)

4 Sales Process
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A systemic hiring process that includes structured interviews and 

work sample tests can improve candidate evaluation
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5 Hiring and Recruiting

Predictive Technique
Validity 

(correlation coefficient)

Work sample tests .54

Employment interviews (structured) .51

Behavior consistency methods .45

Job tryout procedures .44

Employment interviews (unstructured) .38

Assessment centers .37

Biographical data (data on resume and application) .35

Reference check .26

Job experience (years) .18

Graphology (handwriting analysis) .02

Coin flip .00

Age -.01

Source: Schmidt, Frank, and John Hunter (1998), ñThe Validity and Utility of Selection Methods in Personnel Psychology: Practical and Theoretical 

Implications of 85 Years of Research Findings,ò Psychological Bulletin, 124 (2), 262-274.

ÅStructured interviews are much more predictive than unstructured interviews

ÅCombinations of techniques lend the best results
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Hiring and Recruiting Approach and Checklist 

-16-

5 Hiring and Recruiting

Key steps / milestones By:

1. Define job definition and candidate profile
Å Define in terms of several dimensions: (a) What are the goals and objectives of the 

sales job? (b) What activities & selling processes are required to achieve these goals? 

(c) How will achievement be measured?

Å Determine what is required to be successful within the job based on salesperson 

experience, external job analysis, and statistical analyses

Å Specify the ñsuccess profileò for each role

2. Identify applicant pool
Å Identify the most effective candidate sourcing options

Å Can include referrals, current employees, campus recruiting, web site, recruiters, 

competitors, trade shows, etc.

3. Design selection and attraction process
Å Develop a candidate database and sift through all the information in the database to 

determine which candidates would be best

Å Design attraction process including the offer (job itself and attractive characteristics) 

and follow-up (how the offer is communicated and managed)

4. Set up specific ongoing improvement process
Å Success statistics and process refinements
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When designing incentive plans, a number of key elements must 

be considered
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6 Incentive Compensation

Overall Incentive Plan

Guiding Principles 

Aligned with Corporate Strategic Goals; Motivational; Simple; Fair; Fiscally Responsible

ÅHow much 

should the 

position be 

paid?

ÅWhat should 

be the salary 

to incentive 

mix?

ÅWhat 

performance 

objectives 

should be 

built into the 

plan?

ïProduct(s)

ïIndividual or 

team

ïMBOs / 

Performance 

Objectives

ïComponent 

weights

ÅWhat should 

be the 

measuring 

metric for 

each of the 

components 

identified?

ï$ Sales

ïUnit Sales

ïShare

ïContribution

ï# of new 

customers

ïSelling activity

ÅWhat plan 

type should 

be used?

ïCommission

ïGoal Based

ïForced 

Ranking

ïMatrix

ÅWhat will the 

pay for 

performance 

relationship 

look like?

ïThreshold

ïSlopes

ïAccelerators

ïKickers

ïMatrix / Grid 

based

ïEtc.

ÅHow long is 

the plan 

period?

ÅWhat is the 

payout 

frequency?

ïMonthly

ïQuarterly

ïSemi-annually

ïAnnually

ïTrue-ups or 

draws?

ÅEligibility

ÅContests

ÅAwards

ÅTrips

Level Mix

Plan Design

Plan Period
Other 

Elements
Components Metrics Plan Type Payout Rate

$200K

$50K

100% 

Salary

100% 

Incentive
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Incentive Compensation Approach and Checklist 
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Key steps / milestones By:

1. Develop plan options

Å Conduct a quantitative and qualitative review of the current plan

Å Finalize guiding principles for plan design

Å Develop several leading plan design options and facilitate review of each options

2. Conduct financial modeling of different options

Å Construct financial model from inputs and finalized compensation plan

Å Estimate payouts at various national performance levels

Å Determine individual rep impact year over year to apply fairness testing

3. Rollout plan

Å Review steps for implementation and ensure owners

Å Create strategy for communicating plans

Å Develop communication materials, plan documents

6 Incentive Compensation
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To drive improved sales effectiveness, you must be very 

specific about key sales effectiveness metrics
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7 Performance Monitoring and KPIs

COMPANY 

RESULTS

CUSTOMER 

RESULTS
ACTIVITYSALESPEOPLE

Å Sales, sales growth

Å Account retention

Å Existing account 
growth

Å # of offerings per 
account

Å New account sales

Å Customer 
satisfaction

Å Net promoter score

Å Attitudes about 
company

Å Attitudes about 
offerings and 
solutions

Å Calls per day

Å Reach

Å Opportunities

Å Proposals

ÅWin rate %

Å Sales

Å Up-sell %

Å High competency %

Å Product 
knowledge

Å Lead 
generation

Å Value-add 
selling

Å Rep satisfaction

Å Coaching days per 
year

Å Turnover

ñWhat gets measured gets doneò

What are key metrics that we need to regularly measure and monitor?
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Performance Monitoring and KPIs Approach and Checklist 
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Key steps / milestones By:

1. Identify key categories that need to be measured

Å Company results categories (e.g.: overall results, retention, existing account growth, 

new account acquisition)

Å Customer results categories (e.g.: customer satisfaction, willingness to promote, 

attitudes about company, attitudes about offerings)

Å Selling activities (e.g.: segment reach, pipeline activities and advancement rates, 

activity allocation)

Å Salespeople (e.g.: Competencies, motivation, satisfaction, coaching, turnover)

2. Identify key performance indicators

Å Primary KPIs

Å Secondary metrics that need to be regularly measured

3. Design performance reports

Å Performance reports for managers and sales personnel (both results, and the ówhyô of 

the results)

Å Data collection and dissemination process

4. Implement performance review process

Å Set up and implement performance review process

7 Performance Monitoring and KPIs
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Quick Wins (1 of 2)

ÁFree up sls mgr time by prioritizing 

key activities

ÁImprove sf structure & sizing

ÁAudit time allocation of mgrs & reps

ÁImprove databases (Bacons)

ÁAdd travel expense management 

component to IC

ÁShadow mgrs

ÁID/Define account & territory 

potential

ÁDefine Major Acct Strategy

ÁCheck sf sizing

ÁCheck disconnect b/t plans & 

execution (sls process)

ÁReduce number of KPIs

ÁRefine training program (mgrs/reps)

ÁDefine/refine sls process, KPIs, 

collaborate with field experts

ÁID best practices

ÁRight-size the staff

ÁFormalize sls process, engage the 

team, ñdesign for the averageò

ÁEvaluate & realign territories

ÁDeal with performance issues

ÁCreate value prop for customers

ÁDevelop criteria for measuring 

managersô coaching performance

ÁID and develop segment strategy

-21-
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Quick Wins (2 of 2)

ÁRefine generalist/specialist strategy 

& sls process definition

ÁRefine IC plan (updated 

commission rates & gates, modify 

for generalists/specialists)

ÁRefine sf sizing

ÁExpand offerings & sophistication 

beyond print into broader media 

market

ÁProvide field with info and direction 

re: targeting strategy & acct 

potential

ÁUse available data in more robust 

way

ÁUnderstand the ñHoustonò model 

and replicate where possible

ÁDevelop local segmentation & 

strategy for each segment

ÁRefine KPIs

ÁOperationalize best practices, 

develop a clear playbook

ÁDefine / refine priorities (short- vs

long-term)

ÁUpdate sales process to make it 

precise and clearly defined

ÁRefocus on retention accounts 

(structure, incentives, etc.)

ÁAnalyze recent performance & 

projections, make modifications

-22-
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Creating change is really hard

Áñ75% of change initiatives failed to reach their goalsò

ï Conquering Organizational Change, Mourier and Smith

Áñ60% failure rate for all organizational change effortsò

ï Mourier, P. (1998). How to implement organizational change that produces results. Journal of Performance 

Improvement, 37(7), 19-29.

Áñ90% of TQM projects miss their targetò

ï Crosby, P. (1989) Quality is free. New York, McGraw Hill

ÁñBusiness Process Reengineering fails 50-70% of the timeò

ï Steward, T.A. (1993) Reengineering: the Hot New Managing Tool, Fortune, 128, 4 pp 32-37

The remarkable thing about change management is that it is 

talked about so much but fails so frequently
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Why x What x How > Resistance

Why are we changing?

ÅVision: What we want to 

achieve

ÅBurning platform: What 

we want to avoid

ÅBusiness Case

ÅPersonal purpose

What are we changing?

ÅThe technical aspect of 

the change

ÅWhat gaps and 

opportunities

ÅWhat solutions

ÅWhat capabilities

How will we get the result?

ÅClient-facing abilities

ÅOrganizational techniques

ÅSponsoring the change

ÅAligning the organisation

ÅEstablishing the change

ÅDealing with resistances

ÅProject management

ÅGovernance

ÅManagement

What resistances?

ÅRational

ÅTechnical

ÅPolitical

ÅCultural

ÅEmotional

To succeed, positive forces will need to overcome that resistance
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éTo ensure success from the client perspective

<

What matters in the end, is the increase in organizational performance

Buy-in will be critical. To deliver on this, we will be pragmatic in making 

required trade-offs and involving teams in the design of the final 

solution

80% rigor x 90% true buy -in100% rigor x 50% true buy -in

50% 72% 
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Q x A = E
Quality of a solution 

x 

Acceptance by the people 

= 

Effectiveness

To ensure long term success, the quality of the solutions need to be 

closely coupled with the level of acceptance by the teams

Ensuring a strong buy-in is critical and need to be core to all elements of the approach. It 

should not be wishful thinking or an after-thought
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ME

The Organization
The New

Organization

ME

The Organization
The New

Organization

New 

ME

Involving teams in the change process will enable them to be 

active participants in the design of their own future


