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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 4: Sales Management Roles, Talent Recruiting, Development, 

and Retention

ÁIntroduction

ÁSales Management Roles

ÁTalent Recruiting

ÁDevelopment and Retention

ÁSummary and Next Steps
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It is often said that people are the most important asset of any company

ÁIn todayôs sales forces, itôs truer now than ever, for two principal reasons:

ïProducts and services are more complex, yet on the surface less differentiated

ÅñKnock-offsò appear in almost every market by fast followers

ïSalespeople are less likely to stay long-term with a company unless there is clear 

value for them

ÅThe information asymmetry that formerly existed between companies and 

personnel has essentially vanished, opening up more opportunities for sales 

force turnover

ÁAs a result, the value of the sales force, and the right personnel making up 

that sales force, has increased to an unprecedented level

ïBuyers and sellers are turning to salespeople to help manage the complexity & 

tailor offerings to specific needs

ïHighly effective salespeople are a scarce resource

Introduction

Talent management has become an increasingly 

important function within successful organizations
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- Hiring Profiles: Profiles that increase the 

probability of finding top talent 

- Hiring Process: Process and tools to help 

managers select the very best candidates

- Competency Model: Behaviors exhibiting 

appropriate competencies & skills necessary 

for selling effectiveness & career path

- Certification Process: Defined process for 

evaluating level of skill and rewarding 

improvement (emphasis on learning/skill 

over participation in ñtrainingò)

- Coaching & Performance Management:

Tools & processes for managers to use with 

the team and in one-on-one coaching & 

performance management

- Retention and Motivation: Programs for 

retaining and motivating high performers, as 

well as identifying and off-boarding others

There are six key factors that companies should address to adapt their 

talent management approach

Hiring 
Profiles

Retention 
and 
Motivation

Hiring 
Process

Competency 
Model

Certification 
Process

Coaching & 
Performance 
.Management

Six key talent management ñfactorsò

Talent 

Management 

Success 

Factors
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Average 

salespeople and an 

excellent manager

Excellent 

salespeople and an 

average manager

Which would you rather have?

Introduction
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A review: How can we tell if we have a good sales force?

Introduction
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A review: How can we tell if we have a good sales force?

COMPANY RESULTSCUSTOMER RESULTSACTIVITIESSALESPEOPLE

ñAchieve revenue planò

ñProfitable growthò

ñGrowing faster than 
competitionò

ñDriving new businessò

ñCustomer retentionò

ñHigh repeat ratesò

ñStrong long-term 
relationshipsò

ñCustomer satisfactionò

ñBest selling processò

ñBest time allocationò

- Market

- Product

- Activity

ñNon-selling time kept to 
minimumò

ñKnowledgeableò

- Products

- Markets

- Selling skills

- Time utilization

ñMotivatedò

ñValue is communicatedò

ñGreat managersò

- Training

- Coaching

- Feedback

- Recognition

ñSuccess cultureò

ñRetentionò

Introduction
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A review: What are key metrics that we need to regularly measure and 

monitor?

COMPANY RESULTSCUSTOMER RESULTSACTIVITIESSALESPEOPLE

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

Å Win 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

Introduction
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A review: Sales force effectiveness drivers affect salespeople, who 

ultimately impact company results

ÅSales Strategy

ïCustomer Segmentation, Offering

ÅGo-to-Market Strategy

ÅSales Force Design

ïStructure, Size, Territory Alignment

ÅRecruiting

ÅTraining

ÅCoaching

ÅCulture Formation

SHAPERS

ÅCustomer Research

ÅTargeting

ÅData, Tools, CRM Systems

ENLIGHTENERS

ÅLeadership

ÅCompensation

ÅMotivating Programs

ÅMeaningful Work

EXCITERS

ÅPerformance Management

ÅCoordination Systems

ÅVertical & Horizontal Communication

CONTROLLERS

IMPACT
SALES FORCE 

EFFECTIVENESS DRIVERS

DEFINERS
Company

Results

Customer

Results

Activities

Salespeople

RESULTS

Customer Insight

Inspiration

Motivation

Expectations

Success

Measures

Skills

Capabilities

Values

Roles

Territories

Selling Process

Introduction
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A review: 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

Sales Force 

Drivers

Introduction
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The sales manager has three key constituents, each with a set of needs

ÅMeeting customer needs 

ÅAchieving company results

- AND -

ÅMeeting the salespeopleôs needs 

Customer Salespeople

Company

Sales Managers

Sales Management Roles
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Each of these constituencies demands something different from the 

sales manager ïEffective sales managers deliver value to all three

Customer Salespeople

Å Quality product

Å Good price/performance

Å Excellent value

Å Exceptional service

Å Product availability

Å Timely delivery

Å Product information

Å Consulting/solutions

Å Quick response to special 
requests

Å Security

Å Money

Å Professional growth

Å Education/training

Å Achievement

Å Acknowledgment

Å Recognition

Å Feedback

Å Social affiliation

Company

Å Sales

Å Expense control/ asset 
management

Å Profits

Å Market share

Å Customer satisfaction

Å Excellent people/ positive 
culture

Å Information

ïCustomer

ïCompetition

ïProduct

Demands

Sales Managers

Improving manager effectiveness will benefit all stakeholders

Sales Management Roles
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Research from other industries suggests that coaching is of primary 

importance to the sales rep

Reps believe that the first line managerôs primary role is asé

3%

6%

6%

16%

23%

26%

48% 80%

0% 10% 20% 30% 40% 50% 60% 70% 80%

Territory Expert

Liaison / Facilitator

Arbiter / Judge

Additional work capacity

Problem Solver

Motivator

Supporter / Rep Voice

Instructor / Sharer of Best Sales Practices

Source:  ZS Analysis

Sales Management Roles
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Salespeople
Sales Force 

Activity

Enable the Sales Team

ÅSelect the team

ÅBuild the team

ÅLead the team

ÅManage the team

ÅReward the team Facilitate the 

Sales Process

CompanyPlanning/Admin.

Customers

Sell

The Sales Managerôs Role

Achieve 

Results

ZS suggests the sales managerôs role is a combination of elements 

across several stakeholders

-16-

Sales Management Roles
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The highest performing managers tend to have a common set of 

approaches and skills which enable them to achieve better results

S
a

le
s

 P
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o
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a
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Potential HighLow

H
ig

h
L

o
w

ÅIncreased focus on customer relationships ïpersonal relationships with several top customers

ÅMore candid with reps about performance issues, stressing strengths and weaknesses

ÅCreate a culture of increased participation and accountability 

ÅAct more quickly to identify and manage out underperformers

ÅMore ambitious toward achieving results 

ÅMore apt to think of original solutions and generate ideas

ÅMore comfortable making fast decisions 

Illustration

Source: ZS Associates Analysis

Sales Management Roles
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Highly effective managers (HEMs) focus their efforts on the areas 

where they can add the most value during field visits

Field Visit Topic

HEMs Always 

Include

Average Mgrs 

Always Include

Both Include 

Equally

Territory analysis V

Coordinating efforts V

Product knowledge V

Using literature effectively V

Sample/gimmick management V

Sales results V

Repôs personal/professional 

development V

Follow-up plan for development V

Expectations for visit V

Pre-call planning V

Selling skills V

Specific areas for improvement V

Field Visit Topics for Highly Effective Managers vs. Average Managers

Source: Health Strategies Group, Inc., Improving District Manager Effectiveness, April 2002

Sales Management Roles
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ZS has found that some points of common wisdom actually do not tend to 

differentiate top managers (could be situation-dependent) 

When investigated as part of a blinded sample, top and average first-line 

managers (FLMs) are often the same in terms ofé.

ïtheir years of tenure as a manager

ïtheir years of tenure with the company 

ïtheir span of control

ïthe amount of time they take to fill vacancies in their district

ïhow much they make themselves available to reps outside work hours

Why is this?  Certain ñgood practicesò are used by all managers ïand so 

they do not differentiate an exceptional manager from an average manager

Source: ZS Associates Analysis

Sales Management Roles


