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Introduction 

One of the great personal benefits of the benchmarking work we do here at CSO Insights is that we get 

to tap into the wealth of experiences and wisdom of numerous sales and marketing thought leaders. In 

light of the significant challenges surfaced from surveying over 1,800 companies worldwide during the 

course of our 2009 Sales Performance Optimization (SPO) study, gaining insights into how to improve 

the effectiveness of our sales teams is more critical today than ever. Because of this, we decided to 

produce a series of e-books to share some of the knowledge our colleagues in the sales world have 

shared with us.  

 

In each e-book we will first overview some of the key findings from our latest SPO research. We will 

then present a series of commentaries generated from interviews we conducted that profile the 

approaches that CSOs and their teams are utilizing to effectively leverage people, process, technology, 

and knowledge to improve sales results, even in tough economic times.  

 

For the purposes of this initial e-book, we selected six interviews that we felt covered a broad range of 

issues and ideas that would be of interest to many sales and marketing executives. In future e-books 

we will be taking specific topics such as territory and compensation management, improving lead 

generation, hiring and developing new sales talent, optimizing cross-selling and up-selling, effectively 

leveraging CRM technologies, more effectively engaging channel partners, improving sales 

management via analytics, etc. 

 

To receive these additional e-books, simply send us your contact information. In the body of the email, 

please describe your areas of interests. As we continue our research benchmarking efforts and 

complete reviews of additional sales effectiveness initiatives that fit your areas of interest, we will 

email the new e-books with our compliments. Through this continuing exchange of insights we hope to 

mailto:kim.cameron@csoinsights.com?subject=To%20receive%20additional%20e-books%20please%20send%20us%20your%20contact%20information


Sales Management 2.0  Optimizing Sales Performance 2009 ς Volume 1 
 

© CSO Insights CSOiCL67112 Page | 2 
 

make this e-book series an ongoing educational process for sales executives, versus a one time learning 

event. 

 

All indications are that the business environment described (and endured) here in 2009 is the one 

ȅƻǳΩƭƭ ōŜ ŦŀŎƛƴƎ ǘƘǊƻǳƎƘ ǘƘŜ ŦƛǊǎǘ ƘŀƭŦΣ ƛŦ ƴƻǘ ŀƭƭΣ ƻŦ нлмлΦ {ƻ ƘƻǇŜŦǳƭƭȅ ǘƘŜ ƛƴǎƛƎƘǘǎ ȅƻǳ ŀǊŜ ŀōƻǳǘ ǘƻ ǊŜŀŘ 

will be of assistance in helping you weather that storm. 

 

We believe the issues that are about to be raised have broad applicability and we invite you to share 

this e-book with your colleagues. But even so, we encourage you to only use this information as the 

basis for brainstorming how to deal with the operational challenges your organization faces. Everyone 

can benefit from understanding what strategies and tactics others are using, but in the end we must 

implement strategies and tactics that fit our specific business needs and not those of other firms. 

 

If you have any questions about the information contained in this publication, would like to discuss 

your specific challenges, or if you would care to share some of your experiences and lessons learned, 

please call or email us.  

 

We wish you good luck in successfully optimizing the performance of your organization. 
 

Jim Dickie           Barry Trailer 
                                  jim.dickie@csoinsights.com     barry.trailer@csoinsights.com 

                                            (303) 521 4410                         (415) 924 3500 

 

mailto:jim.dickie@csoinsights.com
mailto:barry.trailer@csoinsights.com
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Executive Summary  

The motivation for this e-ōƻƻƪ ǎŜǊƛŜǎ ǿŀǎ ŀ ƪŜȅ ŦƛƴŘƛƴƎ ŦǊƻƳ /{h LƴǎƛƎƘǘǎΩ нллф {ŀƭŜǎ tŜǊŦƻǊƳŀƴŎŜ 
Optimization (SPO) study. As part of our survey we asked the participating sales executives to share 
with us the top three objectives they had for the next 12 months. A summary of their input is seen in 
the following chart: 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

Clearly, all of these are important areas that need improvement to ensure sales is performing as 

ŜŦŦŜŎǘƛǾŜƭȅ ŀǎ ǇƻǎǎƛōƭŜΤ ōǳǘ ǿƘŀǘ ŜȄŀŎǘƭȅ ŘƻŜǎ άōŜǘǘŜǊέ ƭƻƻƪ ƭƛƪŜΚ ²Ƙŀǘ ŎƘŀƴƎŜǎ Řƻ ƻǳǊ ŦƛŜƭŘ sales; 
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telesales; sales support; sales operations; and sales management teams need to make in order to 

optimize their performance to help achieve key objectives? And what help should they be looking for 

from the rest of the enterprise? 

 

aƻǎǘ ǎŀƭŜǎ ŜȄŜŎǳǘƛǾŜǎ ƘŀǾŜ ōŜŜƴ ōƻƳōŀǊŘŜŘ ǿƛǘƘ άǘƘŜƻǊƛŜǎέ ŀōƻǳǘ ǿƘŀǘ ƳƛƎƘǘ ǿƻǊƪΦ CƻǊ ǘƘƛǎ ŦƛǊǎǘ Ŝ-

book we focused on intervieǿƛƴƎ ǎŜŀǎƻƴŜŘ ǎŀƭŜǎ ǇǊƻŦŜǎǎƛƻƴŀƭǎ ŀƴŘ ǾƛǎƛƻƴŀǊƛŜǎ ŀōƻǳǘ ǿƘŀǘ άƛǎέ ǿƻǊƪƛƴƎ 

in the following areas: 

 

 Deepening Customer Relationships: Our past analysis has shown a direct relationship between 

the level of relationship with customers and sales performance. Joe Batista, Chief Creatologist 

at Hewlett Packard, contributes insights into how HP is leveraging other assets they have--

besides the products they sell--that they can leverage to show their customers a value-add. 

 

 Effectively Sharing Best Sales Practices: There is a wealth of sales intelligence inside your 

ŎƻƳǇŀƴȅ ǘƘŀǘ Ƙŀǎ ƴŜǾŜǊ ōŜŜƴ ǿǊƛǘǘŜƴ ŘƻǿƴΦ IŜŀǊǘƭŀƴŘ tŀȅƳŜƴǘ {ȅǎǘŜƳǎΩ /{hΣ {ŀƴŦƻǊŘ .ǊƻǿƴΣ 

shares how his firm is leveraging sales knowledge management technology to collect, 

synthesize, disseminate, and manage this typically untapped asset. 

 

 Optimizing Incentive Management: The vast majority of companies have sales compensation 

packages that have a variable pay component that is intended to help direct sales rep behavior. 

Cathy Martin, Director of Field Operations at ArcSight, profiles how her sales organization 

moved from managing this strategic aspect of sales with analysis-limiting spreadsheets to a true 

sales analytics system.  

 

 Realigning How You Sell to How Customers Buy: ¢ƘŜ άōǳȅ ŎȅŎƭŜέ ǘƻŘŀȅ ƛǎ ǎƛƎƴificantly different 

ŦǊƻƳ ǿƘŀǘ ƛǘ ƭƻƻƪŜŘ ƭƛƪŜ ŜǾŜƴ ŦƛǾŜ ȅŜŀǊǎ ŀƎƻΦ ¢Ƙƛǎ ƛǎ Ƴŀƛƴƭȅ ŘǳŜ ǘƻ ŎǳǎǘƻƳŜǊǎΩ ƛƴǎǘŀƴǘΣ 

ubiquitous access to information via the Internet and the reduced ability of individuals to make 
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decisions (versus committee buying). CEO of TerraGo ¢ŜŎƘƴƻƭƻƎƛŜǎΣ wƛŎƪ /ƻōōΣ ǎƘŀǊŜǎ Ƙƛǎ άƴŜǿ 

ǘǊǳǘƘǎέ ƻŦ ǎŀƭŜǎΦ 

 

 Selling Effectively When Selling Virtually: When we were first exposed to WebEx in 1995, the 

focus of the system was on how marketing could leverage technology to host virtual events. 

Seth Bohart, Managing Director for ComputerShare in Australia, outlines how his sales teams 

are leveraging Web collaboration technology to support their face-to-face selling efforts in 

China with virtual sales meetings.  

 

 Reassessing Major Account Management and Pricing: Are we challenging the status quo within 

our own companies often enough? Harvard Business School Professor Ben Shapiro shares his 

insights around two areas; how we effectively manage our strategic accounts and how we 

should be rethinking pricing. 

 

We are keenly interested in how useful the perspectives of your peers are in helping you reexamine 

how your firm is choosing to sell. If you have comments on this e-book, and would like to suggest 

topics for future volumes, please send us your thoughts. 

 

 

mailto:kim.cameron@csoinsights.com?subject=Current%20e-book%20feedback%20or%20future%20suggestions
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Joseph Batista 

 
When I first met Joe Batista at a sales effectiveness symposium where we were both speaking, I was 

immediately intrigued with his title: Director & Chief CreatologistτHewlett-Packard Corporation. As a 

ΨŎǊŜŀǘƻƭƻƎƛǎǘΣΩ WƻŜ ƛǎ ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ǘƘŜ ƎǊƻǿǘƘΣ ǎǘǊŀǘŜƎȅ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ ŎǊŜŀǘƛǾŜ ŜƴǘŜǊǇǊƛǎŜ ŀƴŘ 

Internet businesses. He concentrates on building value by leveraging capital, labor, market and 

technology assets. He actively works with emerging companies as a business advisor, formulating 

innovative ways to leverage technology, marketing and strategy to create a competitive advantage.  

aŀƴȅ ƭŀǊƎŜ ŎƻǊǇƻǊŀǘƛƻƴǎ ǎŜŜƪ WƻŜΩǎ ΨŎǊŜŀǘƛǾŜ ŀǇǇƭƛŎŀǘƛƻƴ ǘƘŜƻǊȅΩ ƻŦ ŀǇǇƭȅƛƴƎ ǊŜŀƭ ǿƻǊƭŘ ǘŜŎƘƴƻƭƻƎȅ ŀƴŘ 

strategy to business domain challenges and business value creation. Joe has been recognized by many 

ƻǊƎŀƴƛȊŀǘƛƻƴǎ ŦƻǊ Ƙƛǎ ƛƴƴƻǾŀǘƛƻƴǎΣ ƛƴŎƭǳŘƛƴƎ ōŜƛƴƎ ŀǿŀǊŘŜŘ /Lh aŀƎŀȊƛƴŜΩǎ ¢ht рл ²Ŝō !ǿŀǊŘǎ ŦƻǊ 

building a leading edge corporate portal to leverage internal knowledge assets. Joe holds a Masters of 

Science degree from the University of Pennsylvania. 

             
Jim Dickie 

       

hǊƎŀƴƛȊƛƴƎ ǘƻ ŎǊŜŀǘŜ ǾŀƭǳŜ ƛƴ ǘƻŘŀȅΩǎ ŜŎƻƴƻƳȅΣ ŦƛǊƳǎ Ƴǳǎǘ ŜȄǘŜƴŘ ōŜȅƻnd delivering excellent 
products and quality services; we also need to offer our clients expertise and insights. We need to 
leverage all our intellectual capitalτmarket position, supply-chain of contacts, and technology and 
process portfoliosτǘƻ ŎǊŜŀǘŜ ΨƴŜǘ ƴŜǿΩ ǾŀƭǳŜ ŀƴŘ ǘŀƴƎƛōƭŜ ǊŜǎǳƭǘǎ ŦƻǊ ƻǳǊ ŎƭƛŜƴǘǎΦ 

 

 

What does a Chief Creatologist do? My responsibility is to act as a resource to our valued clients and 

the HP Field Account Professionals. Our focus is to live at the intersection of business and technology 

domains and uncover or create competitive advantage for our clients. For example, we might create a 

ΨǎŜŎƻƴŘ ŎǳǊǾŜ ǊŜǾŜƴǳŜ ǎǘǊŀǘŜƎȅΩ ōȅ ŘŜǾŜƭƻǇƛƴƎ ŀ ƴŜǿΣ ŜƴƘŀƴŎŜŘ ǎƘƻǇǇƛƴƎ ŜȄǇŜǊƛŜƴŎŜ ŘŜǎƛƎƴŜŘ ǘƻ 

capture and leverage information. This is an innovative concept for companies in the retail industry, 

and involves utilizing a consumer key chain device, integration of retail infrastructure, and a unique 
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ōǳǎƛƴŜǎǎ ƳƻŘŜƭΦ It ŎƻǳƭŘ ōǊƛƴƎ ŀƭƭ ƻŦ ǘƘŜǎŜ ƛǘŜƳǎ ǘƻ ǘƘŜ ǘŀōƭŜ ǘƻ ŘŜƭƛǾŜǊ ΨƴŜǘ ƴŜǿΩ ǾŀƭǳŜ ǎǘǊŜŀƳǎ ǘƘŀǘ 

accelerate a new market reality for our customers. 

 

²Ƙŀǘ ǿŜ Řƻ ƛǎ ǘǊƛŀƴƎǳƭŀǘŜ ƻǳǊ ŜȄǇŜǊƛŜƴŎŜǎΣ ŀƴȅ ƴǳƳōŜǊ ƻŦ ŘƛŦŦŜǊŜƴǘ ŀǎǎŜǘǎ ƛƴ ItΩǎ ǘŜŎƘƴƻƭƻƎȅ ŀƴŘ 

business portfolio, and dialogue with the client on real business challenges. Our passion for our 

customers is an HP mantra. The outcomes include a variety of projects, innovative alliances, 

ǇŀǊǘƴŜǊǎƘƛǇǎΣ ǘŜŎƘƴƻƭƻƎȅ ǎƻƭǳǘƛƻƴǎ ŀƴŘ ƴŜǿ ōǳǎƛƴŜǎǎ ŎƻƴŎŜǇǘǎ ǘƘŀǘ ǊŜŀƭƭȅ ƛƳǇŀŎǘ ƻǳǊ ŎƭƛŜƴǘǎΩ 

businesses. 

 

For instance, we are working with clients to understand the office-of-the-future. How do you begin to 

ƻǇǘƛƳƛȊŜ ȅƻǳǊ ƪƴƻǿƭŜŘƎŜ ǿƻǊƪŜǊǎΩ ŜƴǾƛǊƻƴƳŜƴǘΚ .ȅ ǇǊƻǾƛŘƛƴƎ ΨŎƻƴǘŜȄǘΩ ǘƻ ǎǇŀŎŜΣ ǎƻƳŜ ƛƴǘŜǊŜǎǘƛƴƎ 

value propositions begin to evolve for the healthcare, services, and retail firms looking to coordinate 

and leverage staff and assets within this context.  

 

CREATOLOGY BEGINS WITH A DIALOGUE 

 

Our primary objective is to fundamentally enhance the client process. We know we will have to have 

traditional conversations with our clients. We will have to understand what they are looking to do 

technology-wise, what are their requirements from an IT perspective, what types of products have 

they already installed, what additional solutions have they budgeted for, etc. These are all very 

predictable conversations with our clients, and we at HP are fortunate in having excellent and 

extensive product offerings to meet the most demanding of needs. But at HP, that is just the 

beginning.  

 

For example, I was invited visit a banking client in Buffalo, NY to have a technology-focused discussion 

regarding how the bank could leverage or enhance their intranet as a tool for their knowledge workers.  

While HP has a number of hardware and software products to meet this need, we also have extensive 

practical knowledge from having built intranets inside our company, and from being a pioneer in the 

whole concept of Business to Employee (B2E) portals. So, rather than continue with an agenda 
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targeted upon technology, we shifted the conversation toward lessons learned, what works and 

ŘƻŜǎƴΩǘ ǿƻǊƪΣ ǊŜǘǳǊƴ ƻƴ ƛƴǾŜǎǘƳent techniques and best practices, etc. that we at HP have uncovered 

in solving this business challenge for our own company. 

 

By having these types of conversations, we enhance the working relationship. Customers do not view 

us as someone who is just trying to sell them something, but rather as a partner with a wealth of 

knowledge that they can leverage around a particular business domain, such as optimizing the 

ǇŜǊŦƻǊƳŀƴŎŜ ƻŦ ǘƘŜƛǊ ƪƴƻǿƭŜŘƎŜ ǿƻǊƪŜǊǎΦ .ǳƛƭŘƛƴƎ ƻǊ ƛƴǾŜƴǘƻǊȅƛƴƎ ǘƘŜǎŜ ΨǇƻƻƭǎ ƻŦ ƪƴƻǿƭŜŘƎŜΩ ŀƴŘ 

ǎƘŀǊƛƴƎ ǘƘŜƳ ǿƛǘƘ ŎƭƛŜƴǘǎ ŎǊŜŀǘŜǎ ŀ ΨƴŜǘ ƴŜǿΩ ǾŀƭǳŜ ǎǘǊŜŀƳΦ 

 
I believe most sales executives would agree that this is the selling model of the future. We cannot just 

rely on delivering excellent products to the marketplace and expect to be successful. Even bundling or 

repackaging products into solutions is not enough. We have to go beyond that and help our clients see 

how the solutions can be successfully integrated into their organization to solve their real business 

challenges, with a sensitivity that eacƘ ŎƻƳǇŀƴȅΩǎ 5b! όǘŜŎƘƴƻƭƻƎȅΣ ŎǳƭǘǳǊŜΣ ǇŜƻǇƭŜΣ ƳŀǊƪŜǘǎύ ŀǊŜ 

different. 

 

IDENTIFYING YOUR PORTFOLIO OF ASSETS 

 

To apply this concept to your marketplace, you first need to understand all the value you can bring to 

the table, and then unleash this on your cliŜƴǘǎΦ ²ƘŜƴ ȅƻǳ ƳƻǾŜ ǘƻ ǘƘŜ ƳƛƴŘǎŜǘ ƻŦ ǘƘƛƴƪƛƴƎΣ ΨIƻǿ Ŏŀƴ 

ǿŜ ƛƳǇŀŎǘ ǘƘŜ ōǳǎƛƴŜǎǎ ƻŦ ƻǳǊ ŎƭƛŜƴǘǎ ǳǎƛƴƎ ƻǳǊ ŎƻƳǇƭŜǘŜ ǇƻǊǘŦƻƭƛƻ ƻŦ ŀǎǎŜǘǎΚΩΣ ƻƴƭȅ ǘƘŜƴ ŘƻŜǎ ȅƻǳǊ 

journey begin. 

 

First, you have to begin defining your traditional assets. For a company like HP, these include 

hardware, software, communications and services. Cataloguing these assets is relatively easy to do. 

But we cannot stop there; we then need to explore and really understand our intellectual capital. Let 

me offer some suggestions of where to look. 



Sales Management 2.0  Optimizing Sales Performance 2009 ς Volume 1 
 

© CSO Insights CSOiCL67112 Page | 9 
 

Untapped or Re-oriented Knowledge τ Part of our intellectual capital is the knowledge that resides in 

the minds of our employees. Maybe some individual down in Florida has developed a unique approach 

for handling certain internal processes that could be reoriented for a customer. Understanding these 

assets becomes the key challenge. We need to determine ways to find these insights, collect them, 

repurpose them and then share them with customers. 

 

Supply Chain of Contacts τ Part of our intellectual assets could be our Rolodex. On any given day we 

are involved in innovative work with our suppliers, our business partners and our customers. By simply 

being aware of all of the things going on in these three areas, we could provide significant value to 

customers by putting them in touch with people working on problems similar to theirs; resources they 

never even knew existed. 

 

Linking τ Link two or more organizations or business units within a corporation to build something 

ΨƴŜǘ ƴŜǿΦΩ CƻǊ ƛƴǎǘŀƴŎŜΣ ǿŜ ŎƻǳƭŘ ƭŜǾŜrage an internally developed algorithm, software application or 

business process and bundle it with a piece of equipment. We could link any given product group with 

R&D to develop a new offering. Or, working with an alliance partner with a new product, we might 

develop an innovative co-branded service. There are any numbers of linkage options to create new 

revenue streams. 

 

bƻǿ ǘƘŀǘ ȅƻǳ ƘŀǾŜ ǘƘƛǎ ǇƻǊǘŦƻƭƛƻ ƻŦ ŀǎǎŜǘǎΣ ǿƘŀǘΩǎ ƴŜȄǘΚ aŀƴȅ ŎƻƳǇŀƴƛŜǎ ƘŀǾŜ ŀ ƘǳƎŜ ǇƻǊǘŦƻƭƛƻ ƻŦ 

assets that go way beyond the traditional products they sell; the problem is that not many firms invest 

the time and energy to figure out how to reorient those assets to benefit their customers. That is a 

shortcoming. 

 

M x V = ah /w9!¢LbD ahΧ 

 

You often hear executives speak about wanting to create momentum in their marketplace or 

momentum within their firms. What is momentum? Remember Physics 101? Mass times velocity is 

what creates true momentum, or what I call MO.  
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What I am advocating is for companies to understand their true mass, which is represented by their 

total portfolio of assets. They then need to develop innovative methods to reorient those assets in 

ways that create velocity in terms of the speed at which customers can solve problems. If they do that, 

then they will achieve their maximum momentum in revenues and customer satisfaction. 

 

Client Conversations  

How do you do that? From our experience, there are three essential ingredients. First, we need to 

create a forum to openly dialogue with our clients about problems, not products. Based on work we 

have done with our client base, I developed a program called iVelocity: a not-so-structured format 

designed to help our clients express their business challenges, competitive threats and market 

expansion plans.  

To optimize this client conversation, we need to assemble a collection of knowledge assets and people 

ŦǊƻƳ ōƻǘƘ ǘƘŜ ŎǳǎǘƻƳŜǊ ǎƛŘŜ ŀƴŘ ǘƘŜ It ǎƛŘŜΦ ¢ƘŜ ŎǳǎǘƻƳŜǊΩǎ ǘŜŀƳ ŎƻǳƭŘ ƛƴŎƭǳŘŜ ōǳǎƛƴŜǎǎ ǇŜƻǇƭŜΣ L¢ 

professionals, finance analysts, etc. HP might contribute people with expertise in technology, process 

flow, business innovation, etc. The goal of this phase of the project is to develop a clear and well-

rounded understanding of where the customer is and where they ultimately need to be.  

The second ingredient is a little more difficult to explain. Here is where Creatology comes into play. If 

we are going to help our clients extract new ideas and value out of these sessions, we want to involve 

people who effectively examine and understand things as they are, but then think outside the box and 

explore brand new ways of dealing with an issue.  

 

That is why, from an HP perspective, we focus on contributing people who have a real passion for 

innovation. Re-orientation and an awareness of our portfolio of assets form the basis for new and 

powerful combinations. Adding this to a very talented array of individuals who can test and explore 

ōǳǎƛƴŜǎǎ ǘƘŜǎŜǎ ŘǳǊƛƴƎ ǘƘŜ ƛ±ŜƭƻŎƛǘȅ ǎŜǎǎƛƻƴ ǿƛƭƭ ŎǊŜŀǘŜ ŀ ΨƴŜǘ ƴŜǿΩ ƛƳǇŀŎǘΦ 
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The third ingredient that helps a team develop innovation is access to the complete library of assets 

their company has at their disposal, and the ways those items have been previously reoriented or 

repurposed. When this knowledge base is added to an understanding of where things are, then 

creative people can develop solutions that generate significant momentum. 

 

Many sales executives may think that this is the type of work their sales force should be doing. But the 

program I am suggesting goes far beyond what we can expect from our talented sales professionals. 

Today, tremendous demands are placed on our selling teams. On a daily basis, they have numerous 

customer issues to deal with, a flood of email and information requests to read and respond to, plus 

they have to keep up-to-date with an ever-expanding product line that changes every couple of hours. 

Even if they had the time to do it, training sales professionals to perform this function becomes a 

challenge. In many cases these conversations fall outside of a traditional product-services dialogue. 

They end up being very detailed business conversations that require a lot of expertise to carry on at 

the depth the customer wants to take them. We have found that a blended team approach where each 

individual contributes significantly to the process is a winning combination. 

 

CREATIVE PROCESS IN ACTION 

 

Here is a real world example. Global services organizationsτauditing firms, healthcare institutions, 

manufacturing firmsτface a significant challenge regarding how to certify the thousands of people 

working for them worldwide on a yearly basis. They are looking for innovative ways to train a highly 

mobile work force on issues surrounding such things as certification and testing. 

 

When we have discussions with these firms, we center on ways to accelerate, track and leverage the 

knowledge assets within the firm, either for competitive advantage or to meet regulation issues, or 

both. This is not a conversation about what types of servers you might need; how many terabytes of 

data will be involved; what type of maintenance contract you need for your hardware; or anything 
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along those lines. We are not anywhere near caring about those issues at this point; we are looking for 

Ƙƻǿ ǘƻ ƎŜƴŜǊŀǘŜ ŀ ΨƴŜǘ ƴŜǿΩ ƛƳǇŀŎǘ ƻƴ ōǳǎƛƴŜǎǎΦ 

 

During our discussion, we may zero in on the fact that everyone requires mandatory training of 

approximately 15 credit hours, the delivery mechanism requires video broadcasting, and professionals 

ǿƛƭƭ ƘŀǾŜ ǘƻ ǘŀƪŜ ǘƛƳŜ ŦǊƻƳ ǘƘŜƛǊ ōǳǎȅ ǎŎƘŜŘǳƭŜǎ ǘƻ ǇƘȅǎƛŎŀƭƭȅ ǘǊŀǾŜƭ ǘƻ ǘƘŜƛǊ ŎƻƳǇŀƴȅΩǎ ƻŦŦƛŎŜ ƭƻŎŀǘƛƻƴǎ 

to receive training. 

 

I think yoǳΩǊŜ ƎŜǘǘƛƴƎ ǘƘŜ ǇƛŎǘǳǊŜ ƻŦ ǘƘŜ ōǳǎƛƴŜǎǎ ƛǎǎǳŜǎΦ hǳǊ ŎƘŀƭƭŜƴƎŜ ōŜŎŀƳŜΣ άIƻǿ Řƻ ǿŜ ǎŜǊǾƛŎŜ ǘƘŜ 

training needs of the highly mobile professional in a way that leverages a media-rich learning 

environment, and that is flexible enough to enhance the learning environment without requiring 

ǘǊŀǾŜƭΚ !ƴŘ Ƙƻǿ Řƻ ǿŜ ōǳƛƭŘ ŀ ǎƻǳƴŘ whL ŎŀǎŜ ǘƘŀǘ ǎǳǇǇƻǊǘǎ ǘƘŜ ƴŜǿ ŀǇǇǊƻŀŎƘΚέ 

 

We came up with a whole collection of ideas, but immediately began to converge on four themes: 1) 

Product Assetsτexisting mobile appliances; 2) Business Relationshipsτemerging technology market 

entrants; 3) Intellectual Capitalτa pool of talented people to integrate and design the solution; and, 4) 

Business Mechanicsτthe ability to build a solid ROI model. 

 

Existing Product Assets and Emerging Technology 

We created a centrally developed courseware strategy that would be distributed and executed on a 

mobile device. The learning module could be conducted anywhereτat home, in the airport, during 

lunch. The mobile appliance delivered on two promises; first, it allowed for the richness of content and 

learning experience, and second, the instant-on capabilities allowed the learning module to be used 

anywhere. 
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Intellectual Capital 

Now, the important part. Since we needed to know and track who successfully completed the 

certification or training, linking the courseware on the mobile appliance to a corporate Learning 

Management System (LMS) was very important. By providing knowledge and functionality on how to 

accomplish this, we allowed the HR or training team to track and report who had successfully 

completed the training. This functionality was very important because it was mandatory for reporting 

purposes to complete certification. 

 

Business Mechanics 

Implementing this type of strategy requires expertise in needs assessment, design, deployment, risk 

mitigation, collaboration and business case development. By bringing our knowledge to these areas, 

we were able to help deploy a mobile strategy for delivering a closed-loop learning process that 

created a new model for learning success. We now call this m-Learning. 

  

Through this process, we were able to tap into relationships HP has with other companies; our 

experience with enterprise integration and creating learning systems; our product leadership in mobile 

appliances; and our idea generation and business sensitivity to an economic model and deployment 

strategy that made financial sense. 

 

Bottom line, we built a new market category environment called m-Learning that not only met the 

needs of our existing client, but quite honestly could become the next killer app for knowledge-

intensive enterprises, especially those requiring regulatory certification or rapid learning deployments 

to mobile staff. 
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ULTIMATE GOAL: CREATING ΨNET NEWΩ VALUE 

 

If we fast forward a few years powerful new transformations within enterprises will occur with those  

companies that take advantage of new technologies and combine them with legacy assets to create 

ΨƴŜǘ ƴŜǿΩ ±ŀƭǳŜ ǎǘǊŜŀƳǎΦ 

 

Our charter is to create differentiation and value in the eyes of the customer. To do that, you have to 

dedicate resources to identify, understand and create sources of innovation. You cannot just mouth 

ǘƘŜ ǿƻǊŘǎ Ψƻǳǘ-of-the-ōƻȄ ǘƘƛƴƪƛƴƎΤΩ ȅƻǳ ƘŀǾŜ ǘƻ Řƻ ǘƘŜ ǿƻǊƪ ǘƻ ƳŀƪŜ ƛǘ ǊŜŀƭ ŀƴŘ ǘŀƴƎƛōƭŜΦ hǳǊ ƎǊƻǳǇ ƛǎ 

a collection of very talented professionals across the HP enterprises that live an HP mantra of passion 

ŦƻǊ ŎǳǎǘƻƳŜǊǎΦ Lǘ Ƴŀȅ ǎƻǳƴŘ ŎƻǊƴȅΣ L ƪƴƻǿΣ ōǳǘ ƛǘΩǎ ƻǳǊ ŎǳƭǘǳǊŜΦ 

 

Clearly, the center of gravity in the marketplace is shifting from product leadership to a customer 

intimacy model. This is a new marketplace, and we need to play by new rules. The solution providers 

that win in this environment will be the ones that can deal with the complexity of challenges their 

clients are facing by bringing together a vaǊƛŜǘȅ ƻŦ ŀǎǎŜǘǎ ǘƻ ŎǊŜŀǘŜ ǎƻƳŜǘƘƛƴƎ ǘƘŀǘ ƛǎ ΨƴŜǘ ƴŜǿΦΩ ¢Ƙŀǘ ƛǎ 

what customers will ultimately want to purchase: business impact and competitive advantage! 
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Sanford C. Brown 

 

Having followed the growth of Heartland Payment Systems for years, I have found them to be one of 

the most innovative entrepreneurial sales operations in America. For sales professionals that value an 

environment and culture with full disclosure and complete open candor and honesty throughout the 

entire organization, I see Heartland as a great place to work.  

 

Heading up their sales organization is Sanford Brown. After joining Heartland at its inception, Sanford 

was its first sales employee west of the Mississippi. From late 2000 to 2003, Sanford served as 

IŜŀǊǘƭŀƴŘΩǎ ǎŜƴƛƻǊ ǾƛŎŜ ǇǊŜǎƛŘŜnt of hospitality marketing, charged with developing and nurturing 

relationships with trade associations nationally. 

 

{ŀƴŦƻǊŘ ǿŀǎ ǘƘŜƴ ƴŀƳŜŘ IŜŀǊǘƭŀƴŘΩǎ ǎŜƴƛƻǊ ǾƛŎŜ ǇǊŜǎƛŘŜƴǘ ƻŦ ǎŀƭŜǎ ƳŀƴŀƎŜƳŜƴǘ ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ǎŀƭŜǎ 

infrastructure, sales policy, and formulating business development strategies. In early 2006, he was 

promoted to chief sales officer. That same year, he was recognized by Selling Power magazine as the 

National Vice President of Sales of the Year. Sanford was a student at Northern Arizona University. He 

and his wife Heather and their son live in Belle Meade, NJ. The following insights show how Sanford is 

leveraging knowledge networking to optimize the performance of their sales teams.  

Jim Dickie 

 

¢ƘŜǊŜΩǎ ŀ ŎŜǊǘŀƛƴ ƭŜǾŜƭ ƻŦ ǊŜŀƭƛǘȅ ȅƻǳ ƘŀǾŜ ǘƻ ŦŀŎŜ ŀƴŘ ȅƻǳΩǊŜ ōŜǘǘŜǊ ƻŦŦ ǘŀƪƛƴƎ ŘǊŀƳŀǘƛŎ ŀŎǘƛƻƴΣ ŜǾŜƴ ƛŦ 

ƛǘΩǎ ŜȄǘǊŜƳŜƭȅ ǇŀƛƴŦǳƭτwhich it always isτand living to have a chance to rebuild. The global 

ŜŎƻƴƻƳȅ ƛǎ ƴƻǘ ƳƻǊŜ ǎŜŎǳǊŜΤ ǘƘŜǊŜ ŀǊŜ ƳƻǊŜ ŦƭǳŎǘǳŀǘƛƻƴǎ ŀƴŘ ƛǘΩǎ ƳƻǊŜ ŜǊǊŀǘƛŎ ǘƘŀƴ ŜǾŜǊ ōŜŦƻǊŜΦ hƴŜ 

of our ŜȄŜŎǳǘƛǾŜǎ ǎŀƛŘΣ άL ƘƻǇŜ ǘƘƛǎ ƛǎ ǘƘŜ ƭŀǎǘ ǘƛƳŜ L ŜǾŜǊ ƘŀǾŜ ǘƻ ƳŀƪŜ ǘƘŜǎŜ ƪƛƴŘǎ ƻŦ ŘŜŎƛǎƛƻƴǎΦέ L ǘƻƭŘ 

ƘƛƳΣ άLŦ ȅƻǳ Ǉƭŀƴ ǘƻ ǎǘŀȅ ƛƴ ǘŜŎƘƴƻƭƻƎȅ ŀƴƻǘƘŜǊ ǘǿŜƴǘȅ ȅŜŀǊǎ L Ŏŀƴ ǇǊƻƳƛǎŜ ȅƻǳ ƛǘ ǿƻƴΩǘ ōŜΦέ ¸ƻǳ 

better hone your skills on how to manage a fluctuating workforce in a dynamic economy. 
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AN OVERVIEW OF HEARTLAND PAYMENT SYSTEMS 
 
Historically, our job at Heartland has been to earn the right to handle various payment types for small 

and mid-sized businesses in America. Over the past few years, we have become more sophisticated in 

our capabilities and we are now moving aggressively into the upper mid market and into corporate 

markets. What people find unique about Heartland is that we operate in a fully disclosed manner 

where we pull back the curtain and expose the complexities of our industry.  We are the Wizard of Oz, 

if you will, to our customers.  

 

We demystify the world of payment processing and educate customers so they understand our 

business, how we make money, and can trust that they are always going to get a fair deal in an 

industry that is well-known for financial engineering and tricks to basically bilk customers out of fees 

that they never agreed to pay. 

 

Heartland has about 3,000 employees today. The sales and account management organization has 

approximately 1,750 professionals representing field salespeople, front line account managers, and 

professionals in upper management.  We are twelve years old and we are still growing at a pretty rapid 

pace.  

 

The structure of the organization has evolved over those years, but the core sales job has remained the 

same since day one. In addition, the compensation plan for our organization, which is a 100% 

commission plan, has remained virtually unchanged since our founding. This is unheard of in almost 

any sales business, but in particular the payments industry.  

The Sales Organization 

Over the years we have built a relationship of deep trust with the men and women who represent our 

services in the marketplace.  To preserve this, one of our ongoing key objectives in sales management 

is to maintain an open connection between the field and management that allows information to flow 
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freely up and down the chain without fear of personal agenda or retribution. This enables us to 

assemble the most relevant data for making the right decisions to take care of the customers and 

employees.  This is a cornerstone of the business. 

 

Our relationship manager position is our primary sales function. These individuals are responsible for 

the day-to-day prospecting, canvassing and sales presentations to our core customer base. They in turn 

report to a territory manager (TM).  The TM is a challenging hybrid position that is a combination of 

making personal sales and mentoring other sales professionals.  

 

While it may not initially seem ideal to have management positions where people need to serve two 

masters, selling and managing, we have deliberately crafted this position to provide for both of these 

responsibilities. We almost try and scare territory manager prospects out of the job before they begin 

ōŜŎŀǳǎŜ ǿŜ ŘƻƴΩǘ ǿŀƴǘ ǘƻ ƻǾŜǊǎŜƭƭ ƛǘΦ ¢ƘŜȅ ǎŜŜ ŦǊƻƳ ǘƘŜ ǎǘŀǊǘ ǿƘŀǘ ŀ ŎƻƳƳƛǘƳŜƴǘ ƛǘ ƛǎ ǘƻ ƳƻǾŜ ƛƴǘƻ 

management.  If they find it is not a fit for them, they can transition back into the pure relationship 

manager role.  

 

At any time, we probably have 125 or 130 people in a territory manager role. This position is designed 

to be a stepping stone into what we call a division manager (DM) role. We have about 85 division 

territories across the United States today, of which about 70 of those DM positions are filled at any one 

time. Some individuals have more than one territory based upon their capacity.  

 

The DM is the level of management where people give up all rights to personal sales and focus strictly 

on building a team. Their goal shifts to specific margin production goals in a defined geographic 

territory. Geographical areas can be defined by state, or by county or zip code, depending on the 

population density of the area. So in Los Angeles, for example, we have several managers because the 

ŀƳƻǳƴǘ ƻŦ ōǳǎƛƴŜǎǎ ƛƴ ǘƘŀǘ ǘŀǊƎŜǘ ƳŀǊƪŜǘ ƛǎ ǎƻ ŘŜƴǎŜ ǿŜ ŎŀƴΩǘ ǎǳǇǇƻǊǘ ƛǘ ǿƛǘƘ ƻƴŜ ƛƴŘƛǾƛŘǳŀƭΦ  

 

DMs report into 17 distinct geographic regions in the company. Those regions then report into four 

market owners called Executive Directors (EDs). These EDs are the kingpins of the sales management 
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organization. Each has about 25% of the total production responsibility for the sales plan, and they 

have autonomy and control over design and execution of the sales strategy within rules agreed to by 

senior management. 

 

Launching a Knowledge Sharing Initiative 

So there you have an overview of the full sales hierarchy. As I mentioned earlier, this is a dispersed 

sales organization that is also primarily field-based, where people are operating from their home 

offices, small office suites and automobiles; and that can present a real challenge. How does one go 

about creating a tangible community for a dispersed field sales force whereby the individuals can 

participate in a cause much larger than their own individual success, and also be shielded from that 

isolation that can come from being self directed in the field?  

 

Let me share with the readers an innovative approach we have adopted to leverage technology to 

foster an environment of team building, collaboration and insights sharing that has allowed us to 

become effective at delivering and managing information. This effort has created an amazing sense of 

community in a virtual neighborhood. Our sales professionals now work together with one another and 

build tremendous relationships and mutual respect, often before they ever meet each other.  

 

Back in 2005, our knowledge sharing initiative started out as a way for us to be more efficient at 

disseminating materials used for training new sales reps. It was a time of rapid growth for Heartland. 

We were bringing on board a lot of new sales reps, who would come into the business and 

immediately need access to knowledge in order to be able to sell effectively. 

  

The problem was that our managers at the division level and above, were out in the field the majority 

of the time working with people. This resulted in ramp-up issues as new reps were often waiting for a 

manager to be free to work with them. At a time when they needed access to information the most, to 

continuŜ ǘƻ ōǳƛƭŘ ǘƘŜƛǊ ƳƻƳŜƴǘǳƳ ŀƴŘ ǘƘŜƛǊ ŎƻǳǊŀƎŜΣ ǎŀƭŜǎ ǊŜǇǎ ŎƻǳƭŘƴΩǘ Ŝŀǎƛƭȅ ŀŎŎŜǎǎ ƛǘΦ ²ƘŜƴ ȅƻǳ ŀǊŜ 
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in an entrepreneurial environment, getting answers now versus tomorrow is the difference between 

potentially making a sale and losing it to a competitor.  

 

We rŜŀƭƛȊŜŘ ǘƘŀǘ ƳŀƴŀƎŜƳŜƴǘΩǎ ōŀƴŘǿƛŘǘƘ ǿŀǎ ŀ ǇǊƻōƭŜƳ ǿŜ ƘŀŘ ǘƻ ŀŘŘǊŜǎǎΦ ¢ƘŜ ŎƘŀƭƭŜƴƎŜ ōŜŎŀƳŜ 

Ƙƻǿ ǘƻ ǘŀƪŜ ŀ ƳŀǎǎƛǾŜ ƻǊƎŀƴƛȊŀǘƛƻƴ ǘƘŀǘΩǎ ƎǊƻǿƛƴƎ ƛƴŎǊŜŘƛōƭȅ Ŧŀǎǘ ŀƴŘ ŎƻƳŜ ǳǇ ǿƛǘƘ ŀ ǎȅǎǘŜƳƛȊŜŘ 

approach to giving sales reps a way to ask questions and get answers as needed. We also wanted to 

ensure the insights were not only created by the right subject matter experts, but that once the answer 

was developed that it could be catalogued and stored in an internal forum as long as it was relevant, so 

that the next person with the same question could access the answer immediately. 

 

Creating the Knowledge Network 

We spent the better half of 2005 investing the time to fully understand the sales knowledge 
management solutions that were available on the market and how they fit our needs. We ended up 
contracting with StreetSmarts, which became the technology partner for helping us build what we call 
IŜŀǊǘƭŀƴŘΩǎ YƴƻǿƭŜŘƎŜ bŜǘǿƻǊƪΦ 
 
We licensed StreetSmarts as a Software-as-a-Service solution in September 2005, and after proving its 

value, we made the decision to host the system internally, and launch a beta of the Knowledge 

Network in October 2005. After the beta started I made a decision to assign dedicated resources to the 

project, specifically administrators and content managers. While this was a leap of faith at the time, it 

became apparent to me that management of a system like this would not be a part-time job.  

 

That investment of resources proved to be successful in preparing for a company-wide launch of the 

Knowledge Network which took place in January of 2006. When the system went live, it contained a 

wealth of knowledge reps needed. Everything from our training materials, to the history of the 

ƻǊƎŀƴƛȊŀǘƛƻƴΣ ǘƻ ǾƛŘŜƻ ǇǊŜǎŜƴǘŀǘƛƻƴǎ ōȅ ǎŜƴƛƻǊ ƳŀƴŀƎŜƳŜƴǘ ƻƴ ǘƘŜ ŎƻƳǇŀƴȅΩǎ Ŏǳƭture and direction, to 

best practices for selling, to sales policy, product information, competitive intelligence on every 

competitor in the industry, and the list goes on and on.  
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The adoption rate by the salespeople was amazing. Through 2006, the Knowledge Network became 

the storehouse that everyone turned to for relevant sales information. That level of adoption in and of 

itself would have been judged as a huge success. But somewhere along the line in 2007, the Knowledge 

Network shifted from a historical repository to a learning management system. It has changed our 

whole thought process regarding training.  

 

Moving Beyond Training to Virtual Mentoring  

²Ŝ ŘƻƴΩǘ ǳǎŜ ǘƘŜ ǿƻǊŘ ǘǊŀƛƴƛƴƎ ŀǘ IŜŀǊǘƭŀƴŘ ŀƴȅƳƻǊŜ ōŜŎŀǳǎŜ ǿŜ ƘŀǾŜ ƳƻǾŜŘ ƻǳǘ ƻŦ ǘƘŀǘ 

environment of training, which in our view is static. The difference is that training is often something 

that is forced on people and we have found that interactive learning is something our people want to 

participate in. To create buy-in from the very beginning, we engaged users and gave them reasons to 

use the system. As reps experienced firsthand how knowledge could make them more effective, use of 

ǘƘŜ YƴƻǿƭŜŘƎŜ bŜǘǿƻǊƪ ŜȄǇƭƻŘŜŘΣ ŀƴŘ ƛƴ нллт ŀƴŘ нллу ǿŜΩǾŜ ǎŜŜƴ ǘƘƛǎ ǎƻƭǳǘƛƻƴ ǊŜŀƭƭȅ ŎƻƳŜ ƛƴǘƻ ƛǘǎ 

own in ways we could never have fathomed. 

 

In our organization today, at any one time, we have about 1000 active users of the Knowledge 

Network, and another subset of probably 300+ sporadic users. Our relationship managers make up the 

main body of users. A key benefit of the Knowledge Network is the speed at which reps can find the 

information they need. We find on average that our field users access the tool for about seven minutes 

a day, and it is a combination of researching different items relevant to what they are going to sell that 

day and then contributing a couple of insights they have learned from the previous day. In fact, of all 

the knowledge and intelligence in the system, 80% has come from contributions from the field.  

 

The most recent growth of new users over the last year has been from other departments in the 

organization such as our service center, accounting, product people, etc. These individuals are now 

tapping into the Knowledge Network to understand what makes our salespeople tick and to build 

relationships with our sales teams to break down the barriers that often exist between the operational 

and administrative functions of a business and sales.  
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It has been surprising how valuable it has been for non-sales users to leverage the system. There is a 

personal efficiency gain from using the Knowledge Network. It has become an avenue for them to post 

information that salespeople need one time, and know that the whole sales force has access to that 

knowledge, versus having to handle the same questions over and over as reps call in. The ability to ask 

questions and get answers has helped build a bond of respect between sales and the rest of Heartland. 

 

The Knowledge Network ROI 

Looking back at the ROI for the Knowledge Network initiative, we immediately started generating hard 

dollar savings from moving out of an environment where we used to distribute hard copy training 

materials, binders and portfolios to the sales force. Using the Knowledge Network to create packages 

of information and deliver them in various media formats has eliminated several hundred thousand 

dollars of expense in a year alone. That savings has allowed us to reinvest the funds saved to 

significantly expand our sales learning technology and tools and add more staff to the sales learning 

team. This has allowed us to enhance the learning environment, make our sales learning even more 

effective, and better support the needs of our rapidly growing sales team. 

 

There are many performance improvements we are achieving by using the Knowledge Network. The 

improvement that immediately comes to mind is that the on-boarding process is greatly enhanced by 

the tool. The Achilles heel in our industry is that selling initially appears to be deceptively simple. In 

fact, a sales rep can learn enough in a week or two and with decent sales skills that rep can go out and 

do a job of professional selling.  

 

However, as sales reps go out and sell, they quickly see that this type of selling is endlessly complex 

and there are so many nuances that it is very easy for a new hire to question their sales abilities. The 

Knowledge Network gives us the ability to really control what we want new reps to learn and gives 

them a virtual mentor to turn to if they have uncovered something that is new or uncomfortable for 

them.  
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We have a standardized training plan that every new sales representative goes through. It is a four-

phased training program that takes place over a 120 day period, during which they touch every single 

manager in the hierarchy all the way up to the executive director. The program is a combination of 

field exercises, inspection exercises with the manager and self study homework where the information 

is generated from the Knowledge Network. To a team of rookies, the Knowledge Network also serves 

as a virtual support group. Through this approach we have reduced our new hire integration time to six 

months. If we can get a new rep past that hurdle and keep them successfully engaged for one year, our 

retention rate is about 90%. 

 

Another benefit is that the Knowledge Network has greatly increased our ability to differentiate against 

the competition. According to the old way, when information of competitive relevance surfaced, 

people would distribute the knowledge via phone, email, conference calls or meetings, etc. By the time 

the sales force was in a position to actually do something with those insights, the relevancy of the 

ŜǾŜƴǘ ƴƻ ƭƻƴƎŜǊ ŜȄƛǎǘŜŘ ƻǊ ƛǘ ǿŀǎ ŀ ƳŜƳƻǊȅ ƛƴ ǘƘŜ ŎǳǎǘƻƳŜǊΩǎ ƳƛƴŘΦ  

 

Through the Knowledge Network, the pace of harvesting collective intelligence about our competitors 

has just been phenomenal. It is so amazingly fast that as soon as something happens that is relevant 

for our sales organization to leverage to gain business, it is almost instantly shared with the entire sales 

force. We have seen our average margin per account increase about 10% over the last several years. I 

would probably attribute half of that to the community of users on our knowledge tool. 

 

¢ƘŜ ƭŀǎǘ ŀŘǾŀƴǘŀƎŜ ǿŜΩǾŜ ǎŜŜƴ ƛǎ ǘƘŀǘ ǘƘŜ YƴƻǿƭŜŘƎŜ bŜǘǿƻǊƪ Ƙŀǎ ƎƛǾŜƴ ǳǎ ŀ ƭŜǾŜƭ ƻŦ ŀŎŎƻǳƴǘŀōƛƭƛty and 

Ǿƛǎƛōƛƭƛǘȅ ƛƴ ǘŜǊƳǎ ƻŦ Ƙƻǿ ǿŜ ǘǊŀŎƪ ǿƘƻ ƛǎ ŘƻƛƴƎ ǿƘŀǘΦ ²Ŝ ƴƻǿ ƘŀǾŜ ŀ ǎŜǘ ƻŦ ƳŜǘǊƛŎǎ ǘƘŀǘ ǿŜǊŜƴΩǘ 

available to us before implementing the tool. We now have reports  based upon what people are 

studying, what types of sales knowledge are most useful, what are the biggest issues reps are dealing 

with, what are our competitors doing, etc. This creates a tremendous amount of information that we 

Ŏŀƴ ŀŎǘ ƻƴ ǾŜǊȅΣ ǾŜǊȅ ǉǳƛŎƪƭȅΣ ǿƘƛŎƘ Ƙŀǎ ǾŀƭǳŜ ōŜȅƻƴŘ ƳŜŀǎǳǊŜΦ L ŎŀƴΩǘ ŜǾŜƴ ōŜƎƛƴ ǘƻ ǉǳŀƴǘƛŦȅ ǿƘŀǘ ǘƘŀǘ 

meant to us in terms of time saved, and ideas that we have implemented that have helped grow the 

company to where it is now. 
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Advice to Peers 

We have been very pleased with our relationship with StreetSmarts. From the start we quickly began 

testing the limits of their technology. We were very lucky to find a partner that would work with us to 

develop features that would allow us to expand our concept for what the Knowledge Network could 

originally do.  

 

Because of how fast we found new uses for the solution, we wound up with a tool virtually customized 

for us. That was a benefit for Heartland because it gave us what we needed, but I also think it was a 

benefit to StreetSmarts because our experiences were applicable to other large organizations that they 

work with. It has been a nice marriage and has resulted in a tool that supports our sales organization in 

the exact way we sell. I would encourage anyone considering a similar project to first find the right 

partner to make it happen. 

 

My second recommendation would be to start small, learn about the potential of the tool, and get 

people to give feedback on how they are leveraging it to disseminate information. Next, I would 

suggest involving the intended users of the system to help define the best way to implement the 

system as opposed to making those decisions from a top down perspective. If a sales organization can 

get to that particular point, I would recommend they be cautious about how much they lock down the 

system. I know in some industries that is a necessity, but I believe to encourage adoption of the system 

you have to give salespeople creative license to make contributions so they appreciate the usefulness 

of the tool, as opposed to feeling it is crammed down their throats. 

Third, I would recommend that when you start the project you implement a hosted, Software-as-a-

Service (SaaS) solution. This can help you get up to speed quickly. However, I also believe you want to 

have the flexibility to migrate off the hosted solution and take control of your own destiny over how 

the system is used and to also realize the financial benefits of moving away from a SaaS model if the 

usage adoption explodes as ours did. 
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Cathy Martin 

 
/ŀǘƘȅ aŀǊǘƛƴ Ǉƭŀȅǎ ŀƴ ƛƴǘŜƎǊŀƭ ǊƻƭŜ ƛƴ !ǊŎ{ƛƎƘǘΩǎ ŎƻƳǇŜƴǎŀǘƛƻƴ ǇƭŀƴƴƛƴƎ ŀƴŘ ŀƴŀƭȅǘƛŎǎΦ !ǎ 5ƛǊector of 
CƛŜƭŘ hǇŜǊŀǘƛƻƴǎΣ ŜƴŎƻƳǇŀǎǎƛƴƎ ǎŀƭŜǎ ŀƴŘ ǎŜǊǾƛŎŜǎΣ /ŀǘƘȅΩǎ ŜȄǇŜǊƛŜƴŎŜ ƛƴ ƛƴŎŜƴǘƛǾŜ ƳŀƴŀƎŜƳŜƴǘ 
includes years of working with large, complex sales organizations. At ArcSight, Cathy is at the heart of 
sales operations working strategically to determine how they are going to hit their revenue targets. Her 
ŦƻŎǳǎ ƛǎ ƻƴ ŘŜǾŜƭƻǇƛƴƎ !ǊŎ{ƛƎƘǘΩǎ ŀƴƴǳŀƭ ǇƭŀƴΣ ǿƘƛŎƘ ƛƴŎƭǳŘŜǎ ƘŜŀŘŎƻǳƴǘ ǇƭŀƴƴƛƴƎΣ ōǳŘƎŜǘƛƴƎΣ 
compensation planning, sales model planning, and quota allocation.  
 
Equally important, Cathy works on back office operations and is responsible for the analysis and 
measurement of the business, determining how well the company is performing in different segments 
ŀƴŘ ǎŜŎǘƻǊǎΣ ŀƴŘ ǇǊƻǾƛŘƛƴƎ ŜȄŜŎǳǘƛǾŜ ƳŀƴŀƎŜƳŜƴǘ ǿƛǘƘ ƪŜȅ ƛƴǎƛƎƘǘǎ ƛƴǘƻ ǿƘŀǘΩǎ ǿƻǊƪƛƴƎ ǿŜƭƭ ŀƴŘ 
whaǘΩǎ ƴƻǘΦ  
 
As with many companies, the analytics, modeling and financial planning was formerly accomplished 
using spreadsheets. When ArcSight looked to automate its processes, Cathy was at the forefront 
helping to develop the new procedures and working with the partners needed to accomplish the 
ŎƻƳǇŀƴȅΩǎ ƎƻŀƭǎΦ ²ƘŜƴ ǿŜ ƛƴǘŜǊǾƛŜǿŜŘ /ŀǘƘȅΣ ǎƘŜ ǎƘŀǊŜŘ ǿƛǘƘ ǳǎ ǘƘŜ ŦƻƭƭƻǿƛƴƎ ŜȄǇŜǊƛŜƴŎŜǎ ŀƴŘ 
insights she encountered in implementing this key sales effectiveness initiative for ArcSight. 
 

 Jim Dickie 

 

Incentivizing and compensating salespeople is normally seen as a key part of sales strategy 

development. Yet far too often, the method that companies use to manage this process is 

spreadsheets. My years of experience have shown this to be complicated, time consuming, and error 

prone. There is a much more effective way to handle this aspect of sales management. 
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ARCSIGHT SALES OVERVIEW 

 

By way of background, at ArcSight, the majority of our bookings are generated through a direct sales 

force comprised of 40 reps. As part of that direct model we have five lead generation people that work 

in partnership with the field sales reps to help them surface new opportunities. In addition, over the 

past year we have also been developing a channel sales force that sells indirectly through our resellers, 

and we have a small inside sales team focusing on selling into the installed base.  

 

Without going into the details, our compensation plan structure would be considered fairly standard 

for a software company. The target amounts salespeople can make are very competitive, and the 

leveraged compensation component is sizeable in order to motivate reps to perform well. We pay 

commissions on a monthly basis based on two parameters; one is license/support bookings and the 

other is services bookings. 

 

INCENTIVE MANAGEMENT IMPROVEMENT OBJECTIVES 

 

The motivation behind our initiative to optimize our incentive management process was both 

efficiency and effectiveness driven. Previously, we were paying reps based on a spreadsheet-based 

approach that was a very manual process. Because of this it was very error prone. If credit changed 

ōŜǘǿŜŜƴ ǊŜǇǎΣ ǘƘŜƴ ȅƻǳ ƘŀŘ ǘƻ ŎƘŀƴƎŜ ƛǘ ƴƻǘ ƻƴƭȅ ƻƴ ǘƘŜ ǊŜǇǎΩ ǎǘŀǘŜƳŜƴǘǎΣ ōǳǘ ŀƭǎƻ ƻƴ ǘƘŜ ƳŀƴŀƎŜǊΩǎ 

statement and then for all of the pre-salespeople who got credit for that deal, not to mention any 

overlays. As you can imagine, it was a time intensive task. 

 

Our initial project objective was to streamline that process and then automate it. It became clear that 

the second part of this task would require us to implement technology to allow our finance 

organization to effectively manage that process, saving them time, as well as ensuring accurate, timely 

payments.  
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INCENTIVE MANAGEMENT SYSTEM EVALUATION 

 

At ArcSight, our sales team was already leveraging Salesforce.com fairly extensively. Because of that 

we chose to look only at software-as-a-service (SaaS)-based incentive management platforms. From 

both a finance and sales perspective, we wanted a solution that was easy to implement and very user 

friendly.  

 

From my experience at previous companies, I was aware of other options available that were not built 

on a SaaS platform at the time. While these were established firms, they did not offer any SaaS-based 

capabilities so we did not include them in our evaluation. 

 

Ultimately, we selected Xactly, headquartered in San Jose, CA. They had all the capabilities and 

functionalities we needed to optimize our incentive management process, and their future direction 

was also aligned with ours. In addition, we teamed up with Astadia, a management consulting firm 

with offices in the San Francisco Bay area where we are located, to help implement Xactly. 

 

PROJECT IMPLEMENTATION  

 

We knew almost immediately as we started the project that we had made the right choice of partners. 

To kick off the implementation of the new compensation plan for FY09 (our FY09 began in May), we 

had our first meeting with our lead project consultant from Astadia on a Tuesday. We reviewed our 

new compensation plan with her, including all the changes we were making to our incentive plans. She 

had everything changed in our system and ready for review within four business days.  We had one 

more follow up meeting to review some fine-tuning. She did this and then we were ready for testing.  

 

Lƴ Ƴȅ ŜȄǇŜǊƛŜƴŎŜΣ ŀƴŘ LΩǾŜ ǿorked in the compensation department of other companies as well as 

sales finance, it is just unheard of to basically have all your plans rewritten and ready for testingτall 

within a week. We completed our tests in a couple of days and then processed our payments for the 

first month of the new fiscal year, right on time. 
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You need to know that our finance organization is pretty small, and during this process they were still 

closing the books from the previous fiscal year. To have Xactly and Astadia step in, get everything 

implemented so quickly, with all aspects of the new plans working correctly the first time, was huge to 

our finance group.  

 

CHANGES IN INCENTIVE MANAGEMENT FOR SALES 

 

We are now completing our first year of system usage, so let me share with you what has changed 

during that timeframe. The first thing is that our salespeople have the ability to see and to view their 

earnings in real time. Prior to implementing Xactly, reps had to wait to get a spreadsheet that was sent 

to them via email from finance. More often than not, they would misplace the spreadsheet and would 

have to request another copy. 

 

Today, sales reps are able to see where they are at any point in time. They can track how they are 

performing in relation to their quota, what they are being paid on, and how much. If they have any 

questions, they can drill down into the details, and they can do this online whenever it is convenient 

for them, on the road, at home, 24/7. 

 

Another major improvement is that managers have access to commissionsΩ data not just for their 

direct reports, but for anyone in their organization. In cases where managers manage other managers, 

ǘƘŜȅ Ŏŀƴ ǎŜŜ ŀ ƳŀƴŀƎŜǊΩǎ ŎƻƳǇŜƴǎŀǘƛƻƴ Ǉƭǳǎ ŎƻƳǇŜƴǎŀǘƛƻƴ Řŀǘŀ ŦǊƻƳ ŀƭƭ ǘƘŜ ǊŜǇǎ ǊŜǇƻǊǘƛƴƎ ǘƻ ǘƘŀǘ 

manager. This significantly improves their visibility into sales performance because then they can see 

which reps are doing well, which reps are short of quota, which reps are making their quota just in 

specific areas, such as services bookings, how many licenses they have, etc. These insights are a very 

effective management tool for helping managers monitor and measure the performance of the people 

in their organizations.  
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Xactly has reports that show where each rep is in terms of quota, monthly quota and quarterly quota. 

You can see how much each rep has earned each month. You can then click on the earnings link and 

see specifically the deals that comprise the earnings. Usage of the system is very intuitive in terms of 

getting quota data details. The other thing I want to mention is since we moved to Xactly, everyone is 

more comfortable with the quality of the information than they were with spreadsheets because the 

process was so manual in nature. Now, sales reps are spending far less time reconciling or making sure 

that their commission calculations are correct.  

 

Getting the reps and managers to use the new system was fairly easy. We gave each user a login and 

then showed them some specific information that they needed to view. There were a couple of key 

reports that we knew they would be very interested in seeing, and showing them that information 

helped create buy-in. The system itself is one of the more user-friendly compensation packages that 

LΩǾŜ ǎŜŜƴΣ ŀƴŘ ƛǘ ŘƛŘ ƴƻǘ ǘŀƪŜ ƳǳŎƘ ǘƛƳŜ ǘƻ ƎŜǘ ǘƘŜ ŜƴǘƛǊŜ ǘŜŀƳ ǳǇ ǘƻ ǎǇŜŜŘ ƻƴ Ƙƻǿ ǘƻ navigate through 

the application to get the information that was of most interest to them. 

 

CHANGES IN INCENTIVE MANAGEMENT FOR FINANCE 

 

As far as the people behind the scenes in finance, the ones doing the calculations and setting up the 

system, they required just a few days of training at Xactly headquarters. It was very straightforward 

and after nearly a year of usage, the benefits to finance resulting from this initiative are numerous.  

 

At the top of the list is that our compensation payments are accurate. If you have ever been involved in 

the details of reconciling commissions, you know that if you need to change a deal it is a complete 

nightmare to update the commissions. First of all, you need to figure out all the people who should get 

credit for the transaction, go back into each spreadsheet and change it for everybody, and then also 

ensure that all the changes roll up to all their managers. It sometimes takes several hours to fix just 

one deal. With a manual process like this, there is always the possibility of human error in terms of 

ƎŜǘǘƛƴƎ ǘƘŜ ŎŀƭŎǳƭŀǘƛƻƴǎ ǿǊƻƴƎ ƻǊ ǳǎƛƴƎ ƛƴŎƻǊǊŜŎǘ ŦƻǊƳǳƭŀǎΦ ¢ƘŀǘΩǎ ǿƘȅ ǎŀƭŜǎ ǊŜǇǎ ǿƻǳƭŘ ǎǇŜƴŘ ǎƻ ƳǳŎƘ 

time checking to make sure their commissions were accurate. They knew the room for error was high. 
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Automating our incentive management with Xactly has eliminated errors. In addition, Finance is now 

able to calculate the payments and finish the commission accrual very rapidly. This is critical because 

they are on a tight schedule to close the books every month and every quarter end, and get the final 

numbers to our CFO. The combination of accuracy and speed is very important because incentive 

compensation is a significant expense in the P&L. You need to ensure the numbers are right, without 

taking a long time to do so. 

 

INCENTIVE MANAGEMENT TODAY 

 

The redesign and optimization of our compensation process has also been great for internal morale. In 

the past, people were really frustrated with the spreadsheet-based method; now the things that used 

to bother them are non-issues.  

 

The way ArcSight looks at this project in terms of ROI is tremendous time savings for everyone. 

Salespeople can see how they are doing with a few clicks of the mouse, and know that what they are 

viewing is correct. Finance is spending less time doing many of the tasks previously mentioned: 

reconciling commission calculations, doing commission accrual, and calculating any adjustments. 

Managers can also get the details they need to better understand the business flow.  

 

Some of the specific improvements I can share are that: 

 Monthly commission calculations are now completed in less than one business day (versus 

three days previously), 

 Changes to credits now take a few minutes (versus an hour or longer previously) ,  

 Better audit trails are being produced without an increase in staff time to do so, 

 Automated process for the quarterly sales rep certification letters using document 

management is now in place, 
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 Compensation issues can be resolved before pay day, because employees have earlier visibility 

into commissions earned. 

 

It has been a win/win/win for sales reps, finance and sales management. 

 

LOOKING FORWARD: INCENTIVE PLAN MODELING 

 

When we were doing the planning for last fiscal year (again, we are on a May to April fiscal year), I was 

using spreadsheets to do the modeling because we had only been live on Xactly for a month or two. 

We normally do a lot of modeling of our plans. Without going into the details I can tell you that 

modeling by using spreadsheets are very time consuming.   

 

LΩƭƭ ōŜ ǎǘŀǊǘƛƴg that work in the next month or two to model for FY10. This time though, the modeling 

ǇǊƻŎŜǎǎ ǎƘƻǳƭŘ ōŜ ŦŀǊ ŜŀǎƛŜǊ ŀƴŘ L ŜȄǇŜŎǘ ǘƘŀǘ ·ŀŎǘƭȅ ǿƛƭƭ ǎŀǾŜ ƳŜ ŀ ƭƻǘ ƻŦ ǘƛƳŜΦ LΩǾŜ ŀƭǊŜŀŘȅ ǿǊƛǘǘŜƴ 

some reports in Xactly Analytics that will give me the data I need ŀƴŘ LΩƭƭ ōŜ ŀōƭŜ ǘƻ Řƻ ǘƘŜ ƳƻŘŜƭƛƴƎ 

ƳǳŎƘ ƳƻǊŜ ǉǳƛŎƪƭȅΦ {ƻ L ƪƴƻǿ ǘƘŀǘ ƛǘ ǿƻƴΩǘ ǘŀƪŜ ƳŜ Řŀȅǎ ŀƴŘ Řŀȅǎ ǘƻ Řƻ ƭƛƪŜ ƛǘ ŘƛŘ ƭŀǎǘ ȅŜŀǊΦ    

 

FINAL COMMENTS 

 

In my experience working at my last company with 500 payees, we grew very quickly and because it 

was difficult to manage the process via spreadsheets, we kept having to add commissions analysts to 

keep up with the growth. Having an automated system would not only have saved a lot of time, it 

would also have enabled us to grow without having to add as many people as we did. 

 

Looking back, our new process for incentive management did have costs associated with it. But I 

believe the cost of staying on spreadsheets is much more expensive in the long run than the cost of 

managing compensation plans in a more modern, updated and automated way.  
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If I was talking to a peer who was thinking about changing/moving from spreadsheets to an automated 

ǇǊƻŎŜǎǎΣ LΩŘ ǎŀȅ ǘƻ ŀōǎƻƭǳǘŜƭȅ Řƻ ƛǘΦ !ƴŘ ƴƻǘ ǘƻ ǘƘƛƴƪ ƻŦ ƛǘ ƛƴ ǘŜǊƳǎ ƻŦ ǘƘŜ ƻƭŘ ǎƻŦǘǿŀǊŜ ǇǳǊŎƘŀǎƛƴƎ ƳƻŘŜƭ 

ǘƘŀǘ ƛǘΩǎ ƎƻƛƴƎ ǘƻ ōŜ ŜȄǇŜƴǎƛǾŜΣ ƛǘΩǎ ƎƻƛƴƎ ǘƻ ǊŜǉǳƛǊŜ ŀ ƘǳƎŜ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ŜŦŦƻǊǘ ǘƘŀǘ ǿƛƭƭ ǘŀƪŜ ƳƻƴǘƘǎ 

and months to complete. OuǊ ŜȄǇŜǊƛŜƴŎŜ ǎƘƻǿǎ ǘƘŀǘΩǎ Ƨǳǎǘ ƴƻǘ ǘƘŜ ŎŀǎŜΦ  

 

With partners like Xactly and Astadia, our implementation time was just astounding actually! We found 

Xactly to be extremely customer focused. During the ramp up time for our salespeople, when we were 

ƛƳǇƭŜƳŜƴǘƛƴƎ ǘƘŜ ǎȅǎǘŜƳΣ ƛŦ ǘƘŜȅ ƘŀŘ ŀƴȅ ǉǳŜǎǘƛƻƴǎ ·ŀŎǘƭȅΩǎ ǎǳǇǇƻǊǘ ǘŜŀƳ ǿŜǊŜ ǾŜǊȅ ǊŜǎǇƻƴǎƛǾŜΤ ǘƘŜȅ 

were always helpful and more than willing to answer any question any of us had regarding the use of 

the application.  

 

L ŎŀƴΩǘ ǎŀȅ ŜƴƻǳƎƘ ŀōƻǳǘ Ƙƻǿ ǊŜǎǇƻƴǎƛǾŜ ŀƴŘ ƘŜƭǇŦǳƭ ·ŀŎǘƭȅΩǎ ŎǳǎǘƻƳŜǊ ǎǘŀŦŦ ǿŀǎΦ !ƴŘ ǘƘŜƛǊ ƭŜǾŜƭ ƻŦ 

support continues after the implementation in terms of dealing with any issues or questions that have 

come up since the system went live. Xactly delivered a solution that absolutely met our needs in a 

timely, cost effective manner. Their entire team is very customer focused making the transition from a 

manual system to an automated one very seamless and transparent.  

  

Based on our experiences, I feel very comfortable telling my peers that your finance organization, your 

sales reps, your sales management team will save a significant amount of time if you optimize this sales 

process. In addition, doing so will reduce the possibility for error and everyone will be more confident 

with the commissions that are being paid.  



Sales Management 2.0  Optimizing Sales Performance 2009 ς Volume 1 
 

© CSO Insights CSOiCL67112 Page | 32 
 

Rick Cobb 

 

 

When I first interviewed Rick he was Vice President of Worldwide Sales and Strategic Alliances with 

Intraspect Software.  He moved from there to become Chief Operating Officer at Approva and in May 

нллуΣ ōŜŎŀƳŜ /ƘƛŜŦ 9ȄŜŎǳǘƛǾŜ hŦŦƛŎŜǊ ƻŦ ¢ŜǊǊŀDƻ ¢ŜŎƘƴƻƭƻƎƛŜǎΦ  wƛŎƪΩǎ ōŀŎƪƎǊƻǳƴŘ ƛƴŎƭǳŘŜǎ ƎǊŀŘǳŀǘƛƴƎ 

from the U.S. Naval Academy, helping to build four successful technology start-ups, and an eight-year 

stint at Cadence Design Systems.  The latter half of his Cadence stay was in Asia Pacific; his last position 

was in Singapore as Vice President and General Manager of APAC.  With more than 20 years of 

experience in high-tech, Rick has seen the cyclical ups and downs of the business world.  We talked 

ŀōƻǳǘ ǘƘŜ ƴŜǿ ΨǎŀƭŜǎ ǘǊǳǘƘǎΩ ǘƘŀǘ ŀǇǇƭȅ ǘƻ ǘƘŜǎŜ ŎƘŀƭƭŜƴƎƛƴƎ ǘƛƳŜǎΦ  .ŀǎŜŘ ƻƴ ǘƘŜ ǊŜǎǇƻƴǎŜ LΩǾŜ ƎƻǘǘŜƴ 

ǿƘŜƴ ǇǊŜǎŜƴǘƛƴƎ ǘƘŜǎŜ ΨǘǊǳǘƘǎΩ ŀǘ ǎŜǾŜǊŀƭ ǎŀƭŜǎ ƳŜŜǘƛƴƎǎΣ ŀƴŘ ǘƘŜ ŦŀŎǘ ǘƘŀǘ current opinion polls indicate 

ǿŜ ŀǊŜ ŦŀǊ ŦǊƻƳ ƻǳǘ ƻŦ ǘƘŜ ǿƻƻŘǎΣ L ǘƘƛƴƪ ȅƻǳΩƭƭ ŦƛƴŘ wƛŎƪΩǎ ŎƻƳƳŜƴǘǎ ŀƴŘ ƻōǎŜǊǾŀǘƛƻƴǎ ŜǎǇŜŎƛŀƭƭȅ 

relevant.  

Barry Trailer 

 

¢ƘŜǊŜΩǎ ŀ ŎŜǊǘŀƛƴ ƭŜǾŜƭ ƻŦ ǊŜŀƭƛǘȅ ȅƻǳ ƘŀǾŜ ǘƻ ŦŀŎŜ ŀƴŘ ȅƻǳΩǊŜ ōŜǘǘŜǊ ƻŦŦ ǘŀƪƛƴƎ ŘǊŀƳŀǘƛŎ ŀŎǘƛƻƴΣ ŜǾŜn if 

ƛǘΩǎ ŜȄǘǊŜƳŜƭȅ ǇŀƛƴŦǳƭτwhich it always isτand living to have a chance to rebuild. The global 

ŜŎƻƴƻƳȅ ƛǎ ƴƻǘ ƳƻǊŜ ǎŜŎǳǊŜΤ ǘƘŜǊŜ ŀǊŜ ƳƻǊŜ ŦƭǳŎǘǳŀǘƛƻƴǎ ŀƴŘ ƛǘΩǎ ƳƻǊŜ ŜǊǊŀǘƛŎ ǘƘŀƴ ŜǾŜǊ ōŜŦƻǊŜΦ hƴŜ 

ƻŦ ƻǳǊ ŜȄŜŎǳǘƛǾŜǎ ǎŀƛŘΣ άL ƘƻǇŜ ǘƘƛǎ ƛǎ ǘƘŜ ƭŀǎǘ ǘƛƳŜ L ŜǾŜǊ ƘŀǾŜ ǘƻ ƳŀƪŜ ǘƘŜǎŜ ƪƛƴŘǎ ƻŦ ŘŜŎƛǎƛƻƴǎΦέ L ǘƻƭŘ 

ƘƛƳΣ άLŦ ȅƻǳ Ǉƭŀƴ ǘƻ ǎǘŀȅ ƛƴ ǘŜŎƘƴƻƭƻƎȅ ŀƴƻǘƘŜǊ ǘǿŜƴǘȅ ȅŜŀǊǎ L Ŏŀƴ ǇǊƻƳƛǎŜ ȅƻǳ ƛǘ ǿƻƴΩǘ ōŜΦέ ¸ƻǳ 

better hone your skills on how to manage a fluctuating workforce in a dynamic economy. 
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THE FOUR SALES TRUTHS 

 

[Ŝǘ ƳŜ ƛƴǘǊƻŘǳŎŜ ǿƘŀǘ LΩǾŜ ōŜŜƴ ǇǊŜǎŜƴǘƛƴƎ ǘƻ Ƴȅ ǘŜŀƳ ŦƻǊ ǘƘŜ Ǉŀǎǘ ǘǿƻ ȅŜŀǊǎ ŀǎ ǘƘŜ Four New Sales 

Truths. 

1. LŦ ȅƻǳΩǊŜ ƭǳŎƪȅΣ ƭŀǎǘ ȅŜŀǊΩǎ ŘŜŎƛǎƛƻƴ ƳŀƪŜǊ ƛǎ ŀƴ ƛƴŦƭǳŜƴŎŜǊ ǘƘƛǎ ȅŜŀǊΦ 
2. As a result of #1, triangulation is essential. 
3. You will do three to five times the work to get 20% of the results. 
4. tŜƻǇƭŜ ŀǊŜ ǎǇŜƴŘƛƴƎ ƳƻƴŜȅ ƛƴŦǊŜǉǳŜƴǘƭȅ ƻƴ ǘƘŜƳǎŜƭǾŜǎ ōǳǘ ǿƘŜƴ ǘƘŜȅ Řƻ ǎǇŜƴŘΣ ƛǘΩǎ ƛƴ 

response to: 

 ŀ ƪŜȅ ŎǳǎǘƻƳŜǊ ǘƘŜȅΩǾŜ Ǝƻǘ ǘƻ ǿƛƴ 

 ŀ ǇǊƻŘǳŎǘ ǘƘŜȅΩǾŜ Ǝƻǘ ǘƻ ƭŀǳƴŎƘ 

 the need to support existing strategic initiatives 

 
LΩƭƭ ŀŘŘ ŀ ŦƛŦǘƘ ƻōǎŜǊǾŀǘƛƻƴ ŀ ōƛǘ ƭŀǘŜǊΤ ŦƻǊ ƴƻǿΣ ƭŜǘΩǎ ŎƻƴǎƛŘŜǊ ǘƘŜǎŜ ŦƻǳǊΦ 

 

DECREASE IN INFLUENCE 

 

The first sales truth may shock and dismay you and your high-level customer contact(s).  As the 

economy has slowed, companies to a surprising extent have withdrawn the authority of individuals to 

make or approve purchasing decisions.  Vice presidents of sales, CIOs, even company presidents now 

may have to take their recommendations to higher levels or to their board for final approval.   

 

LŦ ȅƻǳΩǊŜ ƭǳŎƪȅΣ your contact is still credible and retains some influence with this higher authority. 

 

TRIANGULATION 

 

My second sales truth is the importance of triangulation. The level of involvement of your 

management team and the visibility it needs into deals are much ƘƛƎƘŜǊ ǘƻŘŀȅ ǘƘŀƴ ǘƘŜȅΩǾŜ ŜǾŜǊ ōŜŜƴΦ  

Getting proper triangulation within business and IT means that both organizations need to be aligned.  
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In the past, it seemed that there were some business folks that could spend whatever they wanted and 

jam it down the throat of IT.  There were some IT people that could spend whatever they wanted and 

turn around and tell businesses what to do.  We are seeing much less of either of these today. 

 

Triangulation is important because there may be competing projects that you may not even be aware 

of.  Or, the team you are working with may be fully budgeted with millions of dollars to be spent, only 

ǘƻ ƘŀǾŜ ǘƘŜ /Ch ŘŜŎƛŘŜΣ ά²ŜΩǊŜ ƻƴƭȅ ƎƻƛƴƎ ŦƻǊǿŀǊŘ ǿƛǘƘ ǘǿƻ ƻŦ ǘƘŜ ǘƘǊŜŜ ǇǊƻƧŜŎǘǎΦέ hǊΣ ά²ŜΩǊŜ ŦǊŜŜȊƛƴƎ 

all non-critical expenditǳǊŜǎ ŦƻǊ ǎƛȄ ƳƻƴǘƘǎΦέ 

 

The way that you identify holes in your strategy is to have a strategy in the first place.  This is another 

aspect of triangulation.  Having an account plan and an account strategy is really critical.  You must 

have some process whereby in a collaborative environment you can test your plan, triangulate on 

ǘƘƛƴƎǎ ȅƻǳΩǊŜ ƘŜŀǊƛƴƎ ŀƴŘ ǎŜŜƛƴƎΣ ŀƴŘ Ǉƭŀƴ ȅƻǳǊ ƴŜȄǘ ŀŎǘƛƻƴ ƛǘŜƳΦ  ²ƛǘƘƻǳǘ ǘƘŀǘΣ ǇŜƻǇƭŜ ŀǊŜ Ƨǳǎǘ ŦƭȅƛƴƎ 

blind.   

 

¢Ƙƛǎ ƛǎ ǎƻƳŜǘƘƛƴƎ ǘƘŀǘ LΩǾŜ ŀƭǿŀȅǎ ǳǎŜŘ ƛƴ Ƴȅ ŎŀǊŜŜǊ ŀǎ ŀ ƳŀƴŀƎŜǊ ŀƴd as an individual contributor 

because I thought it would help me to win more frequently.  And, the funny thing is that the more I 

reinforce this, the more we win better and bigger business.  There are some people that either refuse 

to use a process like tƘƛǎ ƻǊ ǘƘŜȅ Ƨǳǎǘ ŘƻƴΩǘ ƎŜǘ ƛǘΦ  !ƴŘ ǘƘŜȅΩǾŜ ōŜŜƴ ǊŜƭȅƛƴƎ ǾŜǊȅ ƳǳŎƘ ƻƴ ǘƘŜ ŦŀŎǘ ǘƘŀǘ 

there was abundance out there.  If they made enough calls in a day, they would find several people 

that would end up being customers whether or not they understood how the customer bought.  So, 

ǿŜΩǾŜ ǊŜŀƭƭȅ ƛƴŎǊŜŀǎŜŘ ǘƘŜ ŦƻŎǳǎ ƻƴ ƳŀƴŀƎŜƳŜƴǘΩǎ Ǿƛǎƛōƛƭƛǘȅ ŀƴŘ ǘƘŜ ŎƻŀŎƘƛƴƎ ǇǊƻŎŜǎǎ ǳǎƛƴƎ ŀ 

structured format. 

 

WORKING HARDER TO GET 20% OF THE RESULTS 

 

Along the lines of working three to five times harder to get 20% of the results, we have tried to slim 

down the number of things we are directly working on; other areas can be pursued by our developing 

ŎƘŀƴƴŜƭǎ όƳƻǊŜ ƻƴ ǘƘƛǎ ƛƴ bŜǿ ¢ǊǳǘƘ рύΦ  {ƻΣ ǘƘŜ ŦƛǊǎǘ ǘƘƛƴƎ ǿŜΩǾŜ ŘƻƴŜ ƛǎ Ŏǳǘ ōŀŎƪ ŎƻƴǎƛŘŜǊŀōƭȅ ƻƴ ǘƘŜ 
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vertical markets that we are pursuing.  Also, we want repeatable, truly focused messaging.  We want 

markets that are real markets, where our people have structured avenues to communicate from 

company to company and throughout an industry. 

 

Our focus has increased by reducing the number of verticals we pursue and emphasizing strategic 

accounts within these verticals.  We have channeled our team efforts on very specific marketplaces 

ǿƘŜǊŜ ƻǳǊ ǊŜŦŜǊŜƴŎŜǎ ǿƻǳƭŘ ǇǊƻǾƛŘŜ ǘƘŜ ƭŀǊƎŜǎǘ ƛƳǇŀŎǘΦ  ²ŜΩǾŜ ŀƭǎƻ ƛƴŎǊŜŀǎŜŘ ǘƘŜ ŎƻŀŎƘƛƴƎ ŀƴŘ 

planning on our account management requirements.  Those are our two biggest accomplishments.  In 

focusing on the vertical markets, we have relied more than ever on reference selling.  So, having a 

good ROI-based story about a competitor or someone in the same vertical space and leveraging those 

materials has been our most successful sales approach. 

 

RETURN ON INVESTMENT 

 

A notion that comes up a lot with respect to the fourth truth is return on investment (ROI).  Regarding 

ROI, some decisions that people make are absolutely necessary, like having tires on your car.  However, 

ŜǾŜƴ ǿƛǘƘ ŜǎǎŜƴǘƛŀƭǎΣ ǘƻŘŀȅ ǎƻƳŜōƻŘȅ ǿƛƭƭ ŀǎƪΣ ά²ƘŀǘΩǎ ǘƘŜ whL ƻƴ ƘŀǾƛƴƎ ǘƘƻǎŜΚέ ¸Ŝǘ ƴŜŀǊƭȅ 

everybody today has the required essential products to operate a business.  

 

It used to be that you had emŀƛƭ ƻǊ ŀ ǿŜō ōǊƻǿǎŜǊ ΨōŜŎŀǳǎŜ ŜǾŜǊȅōƻŘȅ ŜƭǎŜ ƘŀŘ ƛǘΦΩ  ¢ƘƻǎŜ Řŀȅǎ ŀǊŜ 

over.  People spent bazillions of dollars on products because everybody else had them.  After-the-fact 

ROI was frequently measured from a CYA standpoint, because all of a sudden people were saying, 

ά²ŜƭƭΣ ƎŜŜΣ ǿƘŀǘ ŘƛŘ ǿŜ ƎŜǘ ŦǊƻƳ ǘƘŀǘ Ϸмр Ƴƛƭƭƛƻƴ ǿŜ ǎǇŜƴǘ ƻƴ /waΚέ  ²ŜΩǾŜ ǎŜŜƴ ǎŀƭŜǎ ǊŜǇǎ ƎƻƛƴƎ 

back to justify additional consulting that was twice the cost of what was originally proposed.  Some of 

that after-the-ŦŀŎǘ whL ƛǎ ƧǳǎǘΣ ά[ŜǘΩǎ Ƨǳǎǘ Řƻ ŀ ƭƛǘǘƭŜ ǘƻ ŎƻǾŜǊ ȅƻǳǊ ōǳǘǘ ƘŜǊŜΦέ  

 

¢ƻŘŀȅΣ ǇŜƻǇƭŜ ƘŀǾŜ ǘƻ ƳŀƪŜ ŀǘ ƭŜŀǎǘ ǎƻƳŜ ŜǎǘƛƳŀǘƛƻƴ ƻŦ whLΦ  Lǘ ŘƻŜǎƴΩǘ ƘŀǾŜ ǘƻ ōŜ ƳŜŀǎǳǊŜŘ ƛƴ ǎƻƳŜ 

grandiose, strategic sense; it can be very tactical.  For example, I may want to shut down 12 servers 

that carry sƻƳŜ ŎƻƳǇŀƴȅ ǎƻƭǳǘƛƻƴ ǿŜ ōǳƛƭǘ ǘƘŀǘΩǎ ŎƻǎǘƛƴƎ ƳŜ · ƴǳƳōŜǊ ƻŦ ŘƻƭƭŀǊǎ ƻƴ ŀ ȅŜŀǊƭȅ ōŀǎƛǎ ǘƻ 
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maintain.  ROI can be measured very easily along those lines.  People frequently try to measure ROI on 

the strategic side as increased revenue.  But when you get into that level of ROI, everybody is going to 

claim some piece of the increase in revenue, so it becomes more of a positioning game.  

 

In talking about ROI, there are different levels:  business-based ROI, personal-based ROI, strategic and 

revenue-based ROI, and very tactical, cost-saving ROI.  You may deliver a lot of strategic return on 

investmentτcustomer retention, increased revenue, profits, etc.τbut I think today you really have to 

show strong cost savings.   

 

THE FIFTH NEW TRUTH 

 

I mentioned earlier a fifth observation about the current economic environment.  Difficult times call for 

ŘƛŦŦƛŎǳƭǘ ŀŎǘƛƻƴǎΦ [Ŝǎǎƻƴǎ ƭŜŀǊƴŜŘ ŦǊƻƳ ǘƘŜ ǘŜŎƘ ōǳōōƭŜΩǎ ƛƳǇƭƻǎƛƻƴ ƘŀǾŜ ƘŜƭǇŜŘ ǳǎ ƳŀƪŜ ǘƘŜ ǘƻǳƎƘ 

decisions and recognize the need for action much earlier in this downturn. Back in 2002 companies 

ǊŜŦǳǎŜŘ ǘƻ ŦŀŎŜ ǊŜŀƭƛǘȅ όǘƘŀǘ ǘƘŜ ōǳōōƭŜΩǎ ƳƻƳŜƴǘǳƳ ŀƴŘ ǎǇŜƴŘƛƴƎ ǿŜǊŜ ŜƴŘƛƴƎύ ŀƴŘ ǘƘŜȅ ƳŀƛƴǘŀƛƴŜŘ 

more optimism about recovery than there should have been. Delaying this recognition meant we did 

not earn the right to be an ongoing successful venture. [Note: Intraspect was sold in 2003 for less than 

what was considered market value.] 

 

So, this time around (at TerraGo Technologies) we were not interested in clinging to hypothetical 

growth rates we might achieve if things were just a little better as much as planning results we could 

absolutely guarantee our owners, employees and customers. We cut the size of our company by more 

than half, yet we are increasing sales 15% year-over-year with software license sales (a more telling 

measure) increasing 40% year-over- year (2009-нллуύΦ IƻǿŜǾŜǊΣ ƛǘΩǎ ƴƻǘ Ƨǳǎǘ ŀōƻǳǘ ŎǳǘǘƛƴƎ 

headcountτƘŜǊŜΩǎ Ƙƻǿ ǿŜ ŘƛŘ ƛǘΦ 

 

You need to become better at managing a virtual employment base and outsourcing certain elements 

ƻŦ ǿƻǊƪΦ LǘΩǎ ƴƻǘ Ƨǳǎǘ ŀōƻǳǘ ǉǳƛŎƪƭȅ ƘƛǊƛƴƎ ŀƴŘ firing people real-ǘƛƳŜΦ  ¢ƻŘŀȅ ƛǘΩǎ ǊŜŀƭƭȅ ŀōƻǳǘ Ƙƻǿ ǘƻ Ǌǳƴ 

ȅƻǳǊ ōǳǎƛƴŜǎǎ ǎƻ ȅƻǳΩǊŜ ŀƭǿŀȅǎ ƭŜŀƴΤ ȅƻǳ Ƴǳǎǘ ōŜ ŀōƭŜ ǘƻ ƭŜǾŜǊŀƎŜ ǇŀǊǘƴŜǊǎ ŀƴŘ ŜȄǘŜǊƴŀƭ ǊŜǎƻǳǊŎŜǎ 
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when needed and as business demands change. In the future, executives will have even greater 

pressure to be good at managing through dramatic/dynamic swings in the economy. Those that are 

only builders and only able to deal with growth and are not able to handle restructuring are going to 

find themselves out of favor. 

 

For example, we found outsourcing marketing services, web and content design to a local firm proved 

very useful in our rebranding efforts. Many elements of IT services lend themselves to being 

outsourced fairly easily. Lead generation services in initiating sales cycles can be outsourced and you 

can look at your channel development efforts to pursue these cycles without building an entire direct 

sales force. 

 

!ƭƻƴƎ ǘƘŜǎŜ ƭƛƴŜǎ ǿŜΩǾŜ ƘŀŘ ƎǊŜŀǘ ǎǳŎŎŜǎǎ ƻǳǘǎƻǳǊŎƛƴƎ ƻǳǊ ƛƴǎƛŘŜ ǎŀƭŜǎ ǘƻ ŀ ŦƛǊƳ ǘƘŀǘ ƛǎ ƻƴŜ ƻŦ ǘƘŜ Ƴƻǎǘ 

successful partners in their space (Federal sector GSA procurement). And they are way better than us 

at what they do and who they know in this area because they represent ten or fifteen good size 

companies and have been doing so for years. Their order processing, marketing and lead generation 

ǇǊƻƎǊŀƳǎ ŀǊŜ ŀōǎƻƭǳǘŜƭȅ ǘǊŜƳŜƴŘƻǳǎΦ ²Ŝ ŀƭǎƻ ƘŀǾŜ ŘƛǎǘǊƛōǳǘƛƻƴ ǇŀǊǘƴŜǊǎ ƛƴǘŜǊƴŀǘƛƻƴŀƭƭȅ ǿƘŜǊŜ L ŎŀƴΩǘ 

afford to put a full-time sales rep (due to a relatively low volume of business) but still want somebody 

in country that knows the local customs, the people and have relationships in place. Thirdly, we also 

have OEM partners who are in our space. For this to work you need to provide something that easily 

folds into their products that they can easily integrate and sell (along with their solution). 

 

IŀǾƛƴƎ ǎŀƛŘ ŀƭƭ ǘƘƛǎΣ ǿŜ ǎǘƛƭƭ ƘŀƴŘƭŜ ǘƘƻǎŜ ǘƘƛƴƎǎ ǘƘŀǘ ŀǊŜ ƪŜȅ όŎƻǊŜύ ǘƻ ƻǳǊ ŎƻƳǇŀƴȅΩǎ ǎǳŎŎŜǎǎΦ  ²Ŝ Ŏŀƭƭ 

on our key accounts, and we own developing core technologies key to our business. We pick partners 

that make the most sense in rounding out our teŀƳ ŀƴŘ ǿƘŜǊŜ ƛǘΩǎ ǇǊŀŎǘƛŎŀƭ ŦƻǊ ǘƘŜƳ ǘƻ ŎƻƳǇƭŜƳŜƴǘ 

ǿƘŀǘ ǿŜΩǊŜ ŘƻƛƴƎτnot taking over core functions key to our business long-term. 
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NARROW YOUR FOCUS 

 

We focused on our entire process front-to-back and are not taking anything for granted. For example, 

before everything went in the tank, how long it could take an opportunity to move from one step to 

ŀƴƻǘƘŜǊ ǿŀǎ ƴƻǘ ŀ ǿƻǊǊȅΤ ƴƻǿΣ ƛŦ ȅƻǳ ŘƻƴΩǘ ǎǘŀȅ ƻƴ ǘƻǇ ƻŦ ȅƻǳǊ ŘŜŀƭǎ ȅƻǳΩƭƭ ǿŀǘŎƘ ȅƻǳǊ ōǳǎƛƴŜǎǎ 

evaporate. And the people that were able to make decisions in the past, and had taken things through 

procurement a hundred times in the past, had an individual in procurement stop the deal and say, 

ά²ŜΩǊŜ ƎƻƛƴƎ ǘƻ ƴƻǘ ǎǇŜƴŘ ǘƘŀǘ ƳƻƴŜȅ ƴƻǿΣέ ƻǊΣ ά²ŜΩǊŜ ƎƻƛƴƎ ǘƻ ōǊŜŀƪ ǘƘŀǘ ŘŜŀƭ ǳǇ ƛƴǘƻ ǎŜǾŜǊŀƭ ǇƛŜŎŜǎ 

ǎǇǊŜŀŘ ƻǾŜǊ ǘƛƳŜΦέ 

 

So we stay focused on our process, our positioning, our messaging, specific verticals and major 

accounts. 

 

PROCESS HAS TO BE PART OF THE VERNACULAR 

 

To make this process happen for us, the first thing we did was to train our people.  The second step 

was to make the process part of our vernacular.  Every vice president of sales has a process.  The ones 

ǘƘŀǘ ŘƻƴΩǘ ŀǊŜ ŀōǎƻƭǳǘŜƭȅ ǿƻǊǘƘƭŜǎǎ ŀǘ ǘƘƛǎ ǇƘŀǎŜΦ  LŦ ȅƻǳ ŘƻƴΩǘ ƘŀǾŜ ŀ ǿŀȅ ǘƻ ŜǾŀƭǳŀǘŜ ŀ ŘŜŀƭ ŀƴŘ ǘŀƭƪ 

about it, then you are going to get wiped out.  You must have a common vocabulary.  Without it, you 

ŎŀƴΩǘ ŎƻƳƳǳƴƛŎŀǘŜ ǘƻ ȅƻǳǊ ƳŀƴŀƎŜƳŜƴǘ ǘŜŀƳΣ ȅƻǳǊ salespeople, and your systems engineers; you 

ŎŀƴΩǘ ŀǎƪ ǉǳŜǎǘƛƻƴǎ ŀƴŘ ƎŜǘ ŎƻƴǎƛǎǘŜƴǘ ŀƴǎǿŜǊǎ ǘƘŀǘ ŜǾŜǊȅƻƴŜ ǳƴŘŜǊǎǘŀƴŘǎΦ 

 

If there is a common vernacular, then when L ŀǎƪ ȅƻǳ ǎƻƳŜǘƘƛƴƎΣ ȅƻǳΩƭƭ ƪƴƻǿ ŜȄŀŎǘƭȅ ǿƘŀǘ ƛǘ ƛǎ ǘƘŀǘ L 

am asking you; if not, we are going to fail.  Just as there are salespeople today who have found 

ǘƘŜƳǎŜƭǾŜǎ ƛƴ ŀ Ǿŀǎǘƭȅ ŘƛŦŦŜǊŜƴǘ ŜƴǾƛǊƻƴƳŜƴǘ ǘƘŀƴ ǘƘŜȅΩǾŜ ŜȄǇŜǊƛŜƴŎŜŘ ƛƴ ǘƘŜ ǇŀǎǘΣ ǘƘŜǊŜ ŀǊŜ ǾƛŎŜ 

presidents of sales who must be struggling like crazy right now. Some companies seem to have totally 

lost all ability to close business and, of course, blame it on the product, or the market, or the 
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customers.  But sales execution plays a role in any environment, and having that ability is absolutely 

critical.  Equally critical is giving our people the tools they need, including a well-defined sales process.  

 

There was a time when people said that, if you use the same standards that you used two to 10 years 

ŀƎƻΣ ȅƻǳ ǿƛƭƭ ŎƭƻǎŜ ŀ ǘƘƛǊŘ ƻŦ ȅƻǳǊ ōǳǎƛƴŜǎǎΣ ȅƻǳΩƭƭ ƭƻǎŜ ŀ ǘƘƛǊŘ ƻŦ ȅƻǳǊ ōǳǎƛƴŜǎǎΣ ŀƴŘ ŀƴƻǘƘŜǊ ǘƘƛǊŘ ǿƛƭƭ ōŜ 

ƭƻǎǘ ǘƻ ŀ Ψƴƻ ŘŜŎƛǎƛƻƴΩ ƻǊ ǘƻ ŀ ŘŜƭŀȅΦ  ¢ƻŘŀȅΣ ƛŦ ȅƻǳ ƭƻƻƪ ŀǘ ǘƘŜ ŜŀǊƭȅ ǇŀǊǘ ƻŦ ǘƘŜ ŦǳƴƴŜƭ ŦƻǊ ŀƴȅ ǉǳŀǊǘŜǊΣ 

you probably have to double your pipeline amount.  You need to adjust either your measurement or 

your criteria and better define what is a qualified opportunity. 

 

LΩƳ ƴƻǘ ǎŀȅƛƴƎ ǘƘŀǘ ƛƴ ǘƻŘŀȅΩǎ ŜƴǾƛǊƻƴƳŜƴǘ ȅƻǳ ƴŜŜŘ нр҈ ƳƻǊŜ ƻǇǇƻǊǘǳƴƛǘƛŜǎ ǘƻ ǎǘŀǊǘ ǿƛǘƘΦ  ¸ƻǳ ƴŜŜŘ 

almost twice as much.  In the past, to achieve a $10 million quarter we needed $30 million in the 

ǇƛǇŜƭƛƴŜΦ  Lƴ ǘƻŘŀȅΩǎ ŜƴǾƛǊƻƴƳŜƴǘΣ ǿŜ ƳƛƎƘǘ ƴŜŜŘ Ϸрл ƳƛƭƭƛƻƴΦ  ¢Ƙƛǎ ƳŜŀƴǎ L ƘŀǾŜ ǘƻ Řƻ ǘƘǊŜŜ ǘƻ ŦƛǾŜ 

times the amount of work for 20% of the results.  That is a bit facetious, but if you haǾŜƴΩǘ ŎƘŀƴƎŜŘ 

your pipeline measurement or qualification mechanism, you need to start now.  You need to estimate 

a much larger pipeline to get the same amount of business that you could have gotten a year or a year 

and a half ago. 

 

On the one hand, you need two-plus times as many opportunities, and on the other hand, you are 

ƭƻƻƪƛƴƎ ŀǘ ŦŜǿŜǊ ŘŜŀƭǎ ŀƴŘ ŀǊŜ ǉǳŀƭƛŦȅƛƴƎ ǘƘŜƳ ƳƻǊŜ ǊƛƎƻǊƻǳǎƭȅΦ  .ŜŎŀǳǎŜ ǿŜΩǾŜ Ŏǳǘ ƻǳǘ ǎƻƳŜ ǾŜǊǘƛŎŀƭǎΣ 

ǿŜΩǊŜ ƴƻǘ ǎǇǊŜŀŘƛƴƎ ƻǳǊǎŜƭǾŜǎ ǘƻƻ ǘƘƛƴ ŀŎǊƻǎǎ ǘƘŜ ōƻŀǊŘΦ  .ǳǘ ǇǳǊǎǳƛƴƎ ŦŜǿŜǊ ǾŜǊǘƛcals means we have 

to pick the ones that are big enough to yield sizable volumeτthat is key. And we rely upon our channel 

partners to build our volume and give us broader coverage. 

 

The other thing you have to do is make sure expectations are lowered.  How much a sales person can 

achieve is going to be less than in the past.  In my view, you have to set expectations within your own 

company and build these into your model.  I heard about another company that used to assign $3 

million to $5 million quotas per head and fire any salesperson who missed two quarters in a row.  I 

think that company is in very poor shape right now because they never adjusted their expectations.  
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They turned over everybody regardless of real talent.  There was no qualitative measurement of their 

people; it was all quantitative.   

 

INCREMENTAL BUYING 

 

Lƴ ǘƻŘŀȅΩǎ ŜƴǾƛǊƻƴƳŜƴǘΣ ǇŜƻǇƭŜ ŀǊŜ ōǳȅƛƴƎ ƛƴ ƛƴŎǊŜƳŜƴǘǎΦ  hƴŜ ƻŦ ƻǳǊ ŎǳǎǘƻƳŜǊǎ ǿŀǎ ǊŜŎŜƴǘƭȅ ǉǳƻǘŜŘ 

as saying that they are reducing the number of things they are investing in, and are also making sure 

that whatever they buy works before they buy more of it.  The days of the $5 million quota and the 

drive-by sale are gone.  Today, customers begin with a limited pilot.  They want to prove it out, and 

ǘƘŜƴ ǘƘŜȅ ǿŀƴǘ ǘƻ ōǳȅ ƳƻǊŜΣ ōǳǘ ǘƘŜȅ ŘƻƴΩǘ ǿŀƴǘ ǘƻ ōǳȅ ŀƴȅ ƳƻǊŜ ǘƘŀƴ ǘƘŜȅ Ŏŀƴ ŘŜǇƭƻȅΦ  LŦ ȅƻǳ ŘƻƴΩǘ 

readjust expectations in your company, then you are going to have some very disappointed investors 

and executives.   

 

¸ƻǳΩŘ ōŜǘǘŜǊ ƳŀƪŜ ǎǳǊŜ ȅƻǳ ŀǊŜ ǘǊŀŎƪƛƴƎ ǿƘŀǘΩǎ ǊŜŀƭƭȅ ƎƻƛƴƎ ƻƴ ƛƴ ȅƻǳǊ ƳŀǊƪŜǘǇƭace; you may not be 

able to hit the growth rates that you were hitting, or you may not be able to hit the profitability 

ƴǳƳōŜǊǎ ǘƘŀǘ ȅƻǳ ǿŜǊŜ ƘƛǘǘƛƴƎΦ  !ƴŘ ǘƘŜƴΣ ƛŦ ȅƻǳ ŎŀƴΩǘ ƎŜǘ ǘƻ ǘƘƻǎŜ ƴǳƳōŜǊǎΣ ȅƻǳ ƴŜŜŘ ǘƻ ŀǎƪ ȅƻǳǊǎŜƭŦΣ 

ά²ŜƭƭΣ Ƙƻǿ ŎƻǳƭŘ L Řƻ ǘƘŀǘΚ  ²Ƙŀǘ are my alternatives?  Is a merger or acquisition appropriate to 

increase the breadth of my product?  Should we open up alternative channels to increase the 

ǇǊƻŘǳŎǘƛǾƛǘȅ ƻŦ Ƴȅ ǎŀƭŜǎ ŦƻǊŎŜΚέ  ¢ƘŜǎŜ ŀǊŜ ŀƭƭ ǉǳŜǎǘƛƻƴǎ ȅƻǳ ƴŜŜŘ ǘƻ ŀƴǎǿŜǊΦ 

 
SALES IS A TEAM EFFORT 
 

All the factors that make a sales organization greatτhigh quality people, referenceable customers, 

etc.τŀǊŜƴΩǘ Ƨǳǎǘ ǘƘŜ ǎŀƭŜǎ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǊŜǎǇƻƴǎƛōƛƭƛǘȅΦ  ¢ƘŜ ƴǳƳōŜǊ ǎƘƻǳƭŘ ōŜ ƻǿƴŜŘ ōȅ ŜǾŜǊȅōƻŘȅΦ  LŦ 

ȅƻǳΩǊŜ ƭŀǘŜ ōȅ ŀ ŎƻǳǇƭŜ ƻŦ ƳƻƴǘƘǎ ǿƛǘƘ ŀ ǇǊƻŘǳŎǘΣ ƻǊ ȅƻǳ ƘŀǾŜ ōǳƎǎ ǘƘŀǘ ŎŀƴΩǘ ōŜ ŦƛȄŜŘΣ ƛǘΩǎ ŘŜŦƛƴƛǘŜƭȅ 

ƎƻƛƴƎ ǘƻ ŀŦŦŜŎǘ ȅƻǳǊ ǘƻǇ ŀƴŘ ōƻǘǘƻƳ ƭƛƴŜǎΦ LǘΩǎ ŎǊƛǘƛŎŀƭ ŦƻǊ ǇŜƻǇƭŜ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ǘƘŀǘ the objective of a 

company, of all the functions, is to sell.  ¢Ƙƛǎ ƛǎƴΩǘ ŀǎ ƳǳŎƘ ŀ ǇǊƻōƭŜƳ ƛƴ ŀ ǎƳŀƭƭ ŎƻƳǇŀƴȅ ōŜŎause so 

ƳǳŎƘ ƻŦ ǘƘŜ ŎƻƳǇŀƴȅ ƛǎ ōǳƛƭǘ ŀǊƻǳƴŘ ŎǳǎǘƻƳŜǊǎΦ  .ǳǘΣ ŜǾŜƴ ƛŦ ǘƘŜ ŎƻƳǇŀƴȅ ƛǎ ǎƳŀƭƭ ŀƴŘ ŜǾŜǊȅōƻŘȅΩǎ 

ǊŜŀƭƭȅ ƛƴǾƻƭǾŜŘ ǿƛǘƘ ŎǳǎǘƻƳŜǊǎ ŀƴŘ ŘŜŀƭǎΣ ȅƻǳ ǎǘƛƭƭ ƴŜŜŘ ǘƻ ƳŀƪŜ ǎǳǊŜ ȅƻǳΩǾŜ Ǝƻǘ ǘƘŜ ǇǊƻŎŜǎǎŜǎ ƛƴ ǇƭŀŎŜ 
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to communicate productively.  People want to kƴƻǿ ǿƘŀǘΩǎ ƎƻƛƴƎ ƻƴ ŀƴŘ Ƙƻǿ ǘƘŜƛǊ ŀǊŜŀ ƻŦ 

responsibility makes an impact. 

 

When you interviewed me several years ago I started off by talking about having great people, so let 

me end on that subject, as well.  Now the approach may be differentτvirtual employees, channel 

partners, indirect repsτbut the same principles apply.  And they apply to channel partners as well as 

individuals. 

 

For now, I think the days of average performers making big bucks are over.  The number one thing I 

look for in a candidate is purposeful behavior.  There are very specific ways that you can measure 

purposeful behavior.  Give me a person who has actually demonstrated that she can choose a path and 

execute on that, rather than someone who has tripped through life and kind of happened to be 

wherever he was.   

 

¢ƘŜ ƴŜȄǘ ǘƘƛƴƎ L ƭƻƻƪ ŦƻǊ ƛǎ ŀŎŎƻƳǇƭƛǎƘƳŜƴǘ ŀƴŘ ŀ ŎƻƴǎƛǎǘŜƴǘ ǘǊŀŎƪ ǊŜŎƻǊŘ ƻŦ ǎǳŎŎŜǎǎΦ  LǘΩǎ ƴƻǘ ŜƴƻǳƎƘ 

that people choose to try things.  They also need to accomplish those things.  These are critical factors 

to me.  Also, I like to see that in the business world, even through the dot-ŎƻƳ ŜǊŀΣ ǘƘŜǎŜ ǇŜƻǇƭŜ ŘƛŘƴΩǘ 

have a new job every 12 to 18 months.   

 

This is another critical factor. There is nothing you could possibly do to convince me that you were the 

performer you described on your resume if you were at a company for a year.  The first six months, 

ȅƻǳΩǊŜ ƎŜǘǘƛƴƎ ȅƻǳǊ ƘŀƴŘǎ ŀǊƻǳƴŘ ǘƘƛƴƎǎΦ  ¸ƻǳǊ ƴŜȄǘ ǎƛȄ ƳƻƴǘƘǎΣ ȅƻǳΩǊŜ ōŀǎƛŎŀƭƭȅ ǘǊȅƛƴƎ ǘƻ ŎƭƻǎŜ ǎƻƳŜ 

deals that maybe were already in the funnel.  When people give me resumes of 250% of quota every 

year in their whole career, and every year they went to a new company, that tells me that they were 

just floating along the top of the bubble.   

 

I want to see a minimum of one job that lasted more than two years.  I used to look for one job that 

lasted more than three or four years. 
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These are challenging times to be sure; but the world is not coming to an end.  To survive and even 

thrive requires staying focused, redoubling effort, running lean, leveraging virtual resources (people 

and technology) and working within a process. You need outstanding people in these times but, as we 

have seen, when they pull together even smaller numbers can deliver outstanding results. 



Sales Management 2.0  Optimizing Sales Performance 2009 ς Volume 1 
 

© CSO Insights CSOiCL67112 Page | 43 
 

Seth Bohart 

 

 
Established in 1978 in Melbourne, Australia, Computershare was launched as a technology service 
provider to Australian stock transfer agents. Listed on the Australian Stock Exchange in 1994, 
Computershare now has a market capitalization of AU$4billion. Today, Computershare employs over 
12,000 employees worldwide, serving approximately 17,000 corporations. The company is a global 
leader in share registration, employee equity plans, proxy solicitation, and other financial governance 
and communication services.  
 
Computershare, like many corporations, had an interest in the Chinese marketplace for several reasons: 
number of companies, size of the employee population and economic expansion of the country. Also, 
with only one service provider supporting employee equity plans, the company recognized a potentially 
large growth opportunity. This was in 2005. 
 
By 2008, Computershare had established a skilled, China-focused operations team, developed key 
strategic partnerships and had driven significant growth for the business line that delivers employee 
equity plan administration. The Chinese operation is now a profitable, multi-million dollar service 
provider with over forty Chinese clients.  
 
To learn how Computershare established a presence in China in such a short period of time through 

effective sales collaboration, I reached out to Seth Bohart, Computershare Plan Managers, Managing 

Director, China/Hong Kong. Seth has over ten years of experience in equity plan administration and 

became part of the Computershare team after the company acquired his former employer, 

Transcentive. 

 

Seth had spent several years driving sales growth for Transcentive on the West Coast.  He was 
subsequently selected for an international assignment to gain an in-depth understanding of global 
share plan markets and associated practices. Shortly after that, Seth made his first visit to China to 
complete a market opportunity assessment for Computershare.  
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¢ƘŜ ŦƻƭƭƻǿƛƴƎ ŀǊŜ ƛƴǎƛƎƘǘǎ ǘƘŀǘ {ŜǘƘ ǎƘŀǊŜŘ ǿƛǘƘ ƳŜ ǊŜƎŀǊŘƛƴƎ Ƙƛǎ ǎŀƭŜǎ ǘŜŀƳΩǎ ŜȄǇŜǊƛŜƴŎŜǎ ƭŜǾŜǊŀƎƛƴƎ 
sales collaboration to support effective virtual selling. 
 

Jim Dickie 

 

LƴƛǘƛŀƭƭȅΣ ǿŜ ǿŜǊŜ ƴƻǘ ŎƻƳǇƭŜǘŜƭȅ ǎǳǊŜ ǿŜ ŎƻǳƭŘ ōǳƛƭŘ ŀ ǇǊŜǎŜƴŎŜ ƛƴ /ƘƛƴŀΧΦ!ŦǘŜǊ ƴǳƳŜǊƻǳǎ ǎŀƭŜǎ 

engagements, client meetings and training sessions in the country, Computershare has displaced the 

local competitive incumbent and we have established ourselves as the leading providing of employee 

share plans in China. 

 

 

ENTERING THE CHINESE MARKET 

 

By way of background, Computershare Plan Managers is a specialized division within our company that 

focuses on the administration of employee and executive share plan solutions. With over 3,000 share 

plan clients and three million employee plan participants worldwide, we are the dominant player in 

this field. We work closely with our clients to create the right share plan solution to meet their needs 

and maximize their return on investment.  

 

Computershare Plan Managers has a strong reputation as an innovative and customer-focused service 

provider around the globe. However, there are some markets where we are or were not a known 

entity, such as China. To establish ourselves in new markets, it is important for us to prove that we are 

an excellent service provider. To explain how we do this, let me share with you the experiences of our 

Australia-based sales force and our efforts to build the business in China. 

 

Initially, we were not completely sure we could build a presence in China. Our first consideration was 

how we might secure new clients to prove that Computershare could have a viable business. This was 

not an easy task given our lack of local infrastructure: a non-existent service offering specifically 

designed for the Chinese market, and limited funding to develop the business.  
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As part of our initial selling efforts, we were very fortunate to have the assistance and support of our 

sister company in Hong Kong, Computershare Hong Kong Investor Services.  Although they represent a 

separate line of business (share registry), they were able to introduce us to many of the influencers, 

prospects, regulators, and other stakeholders related to share plans in the region. We quickly 

determined that, although the industry was in its infancy, there was significant potential in the market.  

 

One of our greatest challenges was that we could not develop the Chinese market-specific technology 

solutions without first securing the revenue needed to justify development. We were, fortunately, able 

to convince some of our first clients to invest in development of the technology required to service 

their plans.  

 

Today, after numerous sales engagements, client meetings and training sessions in China ς 

Computershare has displaced the local competitive incumbent and we have established ourselves as 

the leading provider of employee share plans in China with over forty of the largest clients in the 

market. Computershare has built the largest native Mandarin-speaking services team in the industry, 

and we are currently generating a desirable profit.  

 

Computershare is the first employee plan provider to establish a local company in mainland China, as a 

wholly-owned foreign entity. We are in the process of relocating the team to China and I am now the 

managing director responsible for overseeing the Chinese business, which includes solution 

implementation, product and technology development, client services, payment and trading processes, 

financial reporting, and sales and marketing. 

 

PATH TO SUCCESS 

 

So, how did we get to where we are now?  
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When we entered China, I was selling the same services that I did when I was back in North America. 

However, I found the sales cycle to unfold in quite a different manner. 

 

In the US, a Computershare salesperson would typically have one or two prospect visits with a decision 

maker from a company interested in our services. Each meeting would last an hour or two and after 

those few visits, the potential client would select a service provider. 

 

The process in China did not work in the same way and it simply took longer to move through the sales 

cycle. Each sales engagement required at least ten meetings with a prospective client before a service 

provider decision would even be considered. In general, building relationships in China was simply a 

more complicated task. 

 

In addition to many more meetings, we had to answer an extraordinary number of questions ς 

sometimes providing information several times to address the same question. We also had to find 

several creative ways to prove our capabilities, prove our services, and prove our dedication to the 

market. 

 

In comparison to the US or North American market, I would describe the Chinese selling environment 

as more consultative with an emphasis on relationship building where patience and gentle persistence 

are required. We learned that being too pushy can seriously jeopardize a potential new client 

relationship.  

 

We also had the obvious challenges that any company would have when trying to enter a new market, 

whether it is in North America, Europe, the Middle East, or Africa. The sales process was further 

complicated by the cultural, language and business etiquette nuances of China. Importantly, we 

discovered that the Chinese perceive value quite differently than decision makers in North America.  

 

hǳǊ ŜȄǇŜǊƛŜƴŎŜ ƛƴ /Ƙƛƴŀ Ƙŀǎ ǎƘƻǿƴ ǳǎ ǘƘŀǘ ŀ ǇƻǘŜƴǘƛŀƭ ŎƭƛŜƴǘΩǎ ŦƛǊǎǘ ƻōƧŜŎǘƛƻƴ ƛǎ ŀƭǿŀȅǎ ǇǊƛŎŜΦ ²Ŝ ŀƭǎƻ 

found that most of our prospects believed they could build their own employee plan service 
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capabilities in-house for less money than we would charge as an outsource provider. Therefore, it was 

very important for us to sell the value of our knowledge and to sell our demonstrated service 

capabilities as some of the best in the world. It was also essential for us to highlight our system 

capabilities and our relationships globally with brokerage houses and other value-add areas that could 

help us implement the required processes and procedures for providing services in China.  

 

Although the majority of the decision makers with whom we spoke were fluent in English, we needed 

to be sensitive to the language preference in China. As a result, we produced all of our marketing 

materials, presentations and brochures in English and simplified Chinese.  Computershare has now 

hired a Chinese sales staff and our entire team is conversant in Chinese; we have the largest Mandarin-

speaking team in the industry. Therefore, the language barrier and nuances to communicating in a 

language other than English are much less of an issue now.  We have realized a much shorter sales 

cycle as a result. 

 

A VIRTUAL APPROACH 

 

Selling Virtually 

It is interesting to note that Computershare has only recently hired equity plan administration staff to 

work in China. We accomplished a great deal through our Australia-based team and received counsel 

and introductions though our stock transfer team based in Hong Kong. Our ability to succeed in selling 

into China without having local equity plan administration staff is surprising to many. However, we 

found that selling and providing our services remotely has not been as big of an issue as some might 

imagine.  

 

Computershare developed processes and service components to make it look and feel like we were 

ƻǇŜǊŀǘƛƴƎ άǊƛƎƘǘ ƴŜȄǘ ŘƻƻǊΦέ CƻǊ ŜȄŀƳǇƭŜΣ ǿŜ ǇǊƻǾƛŘŜ ŎƭƛŜƴǘǎ ǿƛǘƘ ŀ ƭƻŎŀƭ /ƘƛƴŜǎŜ ǘƻƭƭ ŦǊŜŜ ƴǳƳōŜǊ ǘƘŀǘ 

rings through to our Chinese-speaking team in Australia. Another approach that we adopted was the 
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use of web-based tools to service our clients as well as sell to our prospects. This has been very 

effective. 

  

In our sales environment, the use of an online/web-based presentation, conferencing and meeting 

technology has become an essential part of our sales artillery. We use it quite frequently, especially if 

there is urgency for us to meet with a local Chinese client. The common misconception is that Australia 

is in close proximity to China. In reality, it is a twelve and a half hour flight from Sydney to Beijing. 

 

Two key advantages of Web conferencing for us are the time and expense we save from not traveling 

to remote provinces across China. In the past, even once we arrived in Beijing, we would spend up to 

another day and a half traveling to remote areas or provinces to visit with potential clients such as the 

largest dairy manufacturer in China or the largest solar manufacturer in Mongolia.  

 

When you spend that much time traveling in trains, buses and taxi cabs just to get to the client, it can 

be extremely expensive. Web conferencing has allowed us to become much more efficient in the 

number of prospect touches we can facilitate and it decreases the amount of travel time. It also allows 

us to be much more strategic about which meetings require a trip to China.  

 

Using web-based meeting and collaboration tools, we have also been able to effectively execute 

specific sales tasks such as a customer needs analysis.  More importantly, we have been able to deliver 

high-impact presentations to review core service capabilities, value-added services and unique value 

propositions with potential clients. 

 

Web conferencing is much more effective than a phone-based conference call. People want to see 

visual presentations, as they can be easier to follow and much more interesting. I believe you can only 

effectively show complicated process flows and complex interactions amongst numerous parties when 

you actually have a visual, diagrammed presentation where you walk the client through step by step. 

We have found that we can more clearly articulate our messages through the use of the web-based 

technology, and our prospective clients more clearly understand and retain what we are conveying. 
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Virtually Servicing Clients 

Another thing we have found is that Web conferencing tools are very effective for training our cƭƛŜƴǘǎΩ 

employees. We offer on-site as well as remote web-based training. I have personally found that on-site 

is always more effective as you can assess how things are going through visual observation. However, 

when considering time and expenses as well as overall efficiency, our web-based training approach is 

actually preferred by our clients three to one.  

¢ƻ ōŜ ŜŦŦŜŎǘƛǾŜ ǿƛǘƘ ƻǳǊ ǘǊŀƛƴƛƴƎΣ ǿŜ ŘŜǾŜƭƻǇ ŎǳǎǘƻƳƛȊŜŘ ƳŀǘŜǊƛŀƭǎ ŦƻǊ ƻǳǊ ŎƭƛŜƴǘǎΩ ŜƳǇƭƻȅŜŜǎ ǎǇŜŎƛŦƛŎ 

to their plan or plans, and then we provide online sessions for their employees no matter where they 

are located. Many of our China-based clients have employees located in various provinces. So, we will 

set up two to three sessions to deliver training to 700 to 1,000 employees, rather than traveling to five 

different locations over six days to provide 20 to 25 sessions. This approach has been very effective for 

ǎŀƭŜǎ ǇǊŜǎŜƴǘŀǘƛƻƴǎ ŀǎ ǿŜƭƭ ŀǎ ŦƻǊ ƻǳǊ ŎƭƛŜƴǘǎΩ ǘǊŀƛƴƛƴƎ ŀƴŘ ŜŘǳŎŀǘƛƻƴŀƭ ƴŜŜŘǎΦ 

 

Considerations for Presenting Online 

As web-based meeting, presentation and collaboration tools are user-friendly and easy to implement, 

we did not have any challenges within Computershare. However, we did experience some difficulty in 

convincing prospective and current clients to take advantage of the technology. Many of them simply 

preferred face-to-face meetings, and/or because they had not previously used web-based presentation 

and collaboration tools, there was the fear of the unknown. 

We were persistent and requested that our audience simply give us ten minutes to show them how 

easy it was to get set up and how easy it was to use. In the past, we had preferred to meet in person as 

well. So, we were very focused on making sure our prospect was aware that the use of a web-based 

conference technology was not intended to replace all face-to-face meetings with them. It was simply 

a means of getting to know one another quickly and easily.   
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It is important to know that there are risks associated with virtual selling. Sometimes there is too much 

focus on improving efficiency and saving expenses rather than emphasizing the effectiveness of the 

selling process.  

 

It is important to spend time developing the presentation. We have found that using a story-telling 

approach is very effective in China. To do this, a needs assessment should first be completed and then 

leveraged in developing a presentation customized to the specific requirements of the prospect. This is 

an important component to delivering a high-impact, presentation for use in web-based meetings. This 

will ensure ǘƘŀǘ ǘƘŜ ŀǘǘŜƴǘƛƻƴ ƻŦ ǘƘŜ ŀǳŘƛŜƴŎŜ ƛǎ Ŧǳƭƭȅ ŎŀǇǘǳǊŜŘ ōȅ ǎǇŜŀƪƛƴƎ ǘƻ ǘƘŜ ǇǊƻǎǇŜŎǘΩǎ ƴŜŜŘǎ ŀƴŘ 

requirements.  

 

I would highly recommend that those intending to use web-based tools hone their online presenting 

skills through mock presentations or role-plays before getting in front of a potential client. We do this 

with the Computershare team. The presenter sits in one room delivering the presentation online to a 

mock audience in another room.  

 

Through many sales engagements, we learned that the verbiage and content of a presentation should 

be in Chinese and include a lot of process flow diagrams, screen shots and pictures to support the 

story. A presentation delivered on-site is usually used as a prop in that you speak to the presentation. 

We have found that a virtual presentation is essentially relied upon more heavily. With a remote 

presentation, you need to speak directly to it and guide the prospective client through the message 

flow.  

 

Finally, during a remote sales call, it is important to create a dialog with the prospect rather than 

delivering a monologue. Again, because it is not possible to be in the room with the audience, it is 

important to be actively engaged with them, and the presentation content needs to be specifically 

directed to their needs and requirements.  
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Impact on Sales Success of Virtual Selling and Servicing 

Looking back, we could not have entered the Chinese market without support from our colleagues in 

Hong Kong while spending time in the country to develop local relationships. Once we had the clients 

and proved that we could service Chinese companies, Web conferencing became a very effective tool 

for us. While certain prospects prefer that we meet them face-to-face and we can accommodate this 

while many do not have this requirement.  Without the cost and time of travel, selling over the Web is 

clearly efficient when done well. 

 

With this technology, we are able to save time and connect with many more clients in the same 

amount of time needed for just a few face-to-face meetings and at a much lower expense. Today, 

leveraging Web collaboration tools in addition to having Chinese clients to reference has allowed us to 

ǎƘƻǊǘŜƴ ƻǳǊ ǎŀƭŜǎ ŎȅŎƭŜ ōȅ сл҈ ƻǊ ƳƻǊŜ ǎƛƴŎŜ ǿŜ ōŜƎŀƴ ƻǳǊ ǎŀƭŜǎ ŜŦŦƻǊǘ ƛƴ /ƘƛƴŀΦ [ŀǎǘƭȅΣ ǿŜ ŘƻƴΩǘ ƘŀǾŜ 

to wait to move things ahead by going back to China to meet locally with our clients.  

 

SUMMARY OF SUCCESS IN CHINA 

  

There is no one secret or key to success in China. For Computershare, it came down to a combination 

of efforts: we built on solid relationships our colleagues in Hong Kong had cultivated; we were 

frequently in China in the initial phases to get to know all the important players and their issues; we 

adapted to the local culture and were prepared to have that culture drive our sales cycle in the early 

stages; we listened to our clients for their actual needs; and finally, we used all the technology 

available to drive improvements in communication and efficiency while effectively demonstrating why 

this new virtual way of doing business will benefit clients and their employees.   
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Benson P. Shapiro 

CSO Insights Classic: Initially Published in 2002 

 

I was introduced to Ben Shapiro by a friend who had attended an executive program at Harvard.  I was 
surprised to find him accessible and responsive.  I was not surprised to find him a good thinker and 
articulate on sales and marketing.  Ben is a well-known authority on marketing strategy and sales 
management with particular interests in pricing, product line planning, and marketing organization.   
He is also the Malcolm P. McNair Professor of Marketing Emeritus at the Harvard Business School, 
where he taught a wide variety of MBA courses, including Industrial Marketing, Sales Management, 
Creative Marketing Strategy, and Integrated Product Line Management from 1970 to 1997.  He 
ŎƻƴǘƛƴǳŜǎ ǘƻ ǘŜŀŎƘ ǘƘŜǊŜ ƛƴ ǎŜǾŜǊŀƭ ŜȄŜŎǳǘƛǾŜ ǇǊƻƎǊŀƳǎΣ ƛƴŎƭǳŘƛƴƎ ǘƘŜ /9h tǊƻƎǊŀƳΣ ¸ƻǳƴƎ tǊŜǎƛŘŜƴǘǎΩ 
Program, and Business Marketing Strategy.  Professor Shapiro is the author, co-author, or editor of 14 
books and 19 Harvard Business Review articles.  Since 1997, Professor Shapiro has concentrated his 
professional time on consulting, speeches, boards of directors, and writing.  
 

Barry Trailer 

 

!ǎ L ƭƻƻƪ ŀǘ ǘƘŜ ƳŀǊƪŜǘǇƭŀŎŜ ǘƻŘŀȅ ό{ŜǇǘŜƳōŜǊ нллнύΣ ǘƘŜǊŜ ŀǊŜ ǘǿƻ ōǊƻŀŘ ŀǊŜŀǎ LΩŘ ƭƛƪŜ ǘƻ ŀŘŘǊŜǎǎΦ  

The first is in response to the clamor in the business press about corporate abuses.  Many feel the 

need for greater governance and ethics, which may directly relate to everybody on the frontline 

dealing with customersτespecially major account management.  The second is the lack of strategic 

thinking in pricing and its impact on sales. 

 

DO THE RIGHT THING 

 

¢ƘŜǊŜΩǎ ōŜŜƴ ŀ ƭƻǘ ƻŦ ǘŀƭƪ ŀōƻǳǘ ŜƳǇƻǿŜǊƳŜƴǘ ŀƴŘ ŀōƻǳǘ ƎŜǘǘƛƴƎ ǇŜƻǇƭŜ ǿƘƻ ŀǊŜ ƻƴ ǘƘŜ ŦǊƻƴǘƭƛƴŜ ǘƻ 

Řƻ ǿƘŀǘΩǎ ǊƛƎƘǘ ŦƻǊ ǘƘŜ ŎǳǎǘƻƳŜǊΦ  ¢Ƙƛǎ ƛǎ ǇŀǊǘƛŎǳƭŀǊƭȅ ǘǊǳŜ ǿƘŜƴ ȅƻǳΩǊŜ ŘŜŀƭƛƴƎ ǿƛǘƘ ƳŀƧƻǊ ŀŎŎƻǳƴǘǎΦ  !ƴ 
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account manager who is responsible for a single account that represents significant business is treated 

as a high-ƭŜǾŜƭ ŜȄŜŎǳǘƛǾŜ ŀƴŘ ƛǎ ǘƻƭŘΣ ά¦ǎŜ ȅƻǳǊ ƎƻƻŘ ƧǳŘƎƳŜƴǘΦέ 

 

At the same time, the company has a strategy, a set of policies or guidelines, and lots of other people 

who are using their good judgment.  The tension comes when, for example, a national account 

ƳŀƴŀƎŜǊ ǎŀȅǎΣ άhŦ ŎƻǳǊǎŜ ǿŜ Ŏŀƴ ƳŀƪŜ ǘƘŀǘ ŎǳǎǘƻƳ ƛǘŜƳΦ  ²ŜΩŘ ōŜ ŘŜƭƛƎƘǘŜŘ ǘƻΣ ǇŀǊǘƛŎǳƭŀǊƭȅ ƎƛǾŜƴ ǘƘŀǘ 

yƻǳΩǊŜ ƎƻƛƴƎ ǘƻ ƎƛǾŜ ǳǎ Ϸр Ƴƛƭƭƛƻƴ ƛƴ ǎŀƭŜǎ ƻƴ ƛǘΦέ  ¢Ƙŀǘ ŀŎŎƻǳƴǘ ƳŀƴŀƎŜǊ ǘƘŜƴ ƎƻŜǎ ōŀŎƪ ǘƻ ǘƘŜ Ǉƭŀƴǘ 

ƳŀƴŀƎŜǊΣ ǿƘƻ ǎŀȅǎΣ άIŜƭƭΣ ƴƻΤ L ŎŀƴΩǘ ǎŎƘŜŘǳƭŜ ǘƘŀǘ ƛƴ ŦƻǊ ǘƘŜ ƴŜȄǘ ǘǿƻ ƳƻƴǘƘǎΦ  ¢ƘŜ ǎŜǘǳǇ ǿƛƭƭ ǘŀƪŜ 

ǘƘǊŜŜ Řŀȅǎ ŀƴŘ L ŘƻƴΩǘ ƘŀǾŜ ǘƘŜ ŎŀǇŀŎƛǘȅΦέ 

 

This can create enormous tension between what is right for a single customer, large or small, and what 

complies with your set policies, procedures, and strategies.   

 

I express this as a governance issue because, if you look at what caused the problem at Arthur 

Andersen, a lot of it involved conflict between responding to a revenue opportunity and doing what 

made more longer-term sense.  Arthur Andersen had a group of people in Houston who wanted Enron 

as a customer.  Those people were responsible for generating certain amounts of revenue and Enron 

was an enormously successful account for them.  

 

Meanwhile, the Andersen central accounting group was responsible for accounting procedures and 

correctly performing accounting protocols.  The Houston group sent their work through this audit 

protocol group and it was turned down.  What ensued was a big fight between doing what was 

ŦǳƴŘŀƳŜƴǘŀƭƭȅ ǊƛƎƘǘ ƛƴ ǘƘŜ ƭƻƴƎ ǊǳƴΣ ǿƘƛŎƘ ǿŀǎ ǘƻ ǎŀȅ ΨƴƻΩ ǘƻ 9ƴǊƻƴΣ ƻǊ ƳŀƪƛƴƎ ǎƘƻǊǘ-term revenue and 

profits, which the Houston people wanted.   

 

This issue in governanceτthe tension between centralization, strategies, procedures, and local 

empowermentτōŜŎƻƳŜǎ Ƴƻǎǘ ƛƳǇƻǊǘŀƴǘ ǿƘŜƴ ǿŜΩǊŜ ŘŜŀƭƛƴƎ ǿƛǘƘ ƛƴŘƛǾƛŘǳŀƭ ǎŀƭŜǎǇŜƻǇƭŜΦ  
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A less controversial and more common example of this same dynamic would be a vice president of 

ǎŀƭŜǎ ǎŀȅƛƴƎ ǘƻ Ƙƛǎ ƻǊ ƘŜǊ ƻǊƎŀƴƛȊŀǘƛƻƴΣ ά²Ŝ ŀǊŜ ƴƻǘ ƎƻƛƴƎ ǘƻ ƭƻǎŜ ƻƴŜ Ǉƻƛƴǘ ƻŦ ƳŀǊƪŜǘ ǎƘŀǊŜ ǘƘƛǎ ȅŜŀǊΣ 

ōǳǘ L ŘƻƴΩǘ ǿŀƴǘ ǘƻ ǎŜŜ ŀƴȅ aƛŎƪŜȅ aƻǳǎŜ ŘŜŀƭǎΦέ   

 

¢Ƙƛǎ ŎƻǳƭŘ ōŜ ƛƴǘŜǊǇǊŜǘŜŘ ŀǎΣ άbƻ ǇǊƛŎŜ ŎǳǘǘƛƴƎΦέ  CƻǊ ŜȄŀƳǇƭŜΣ ŀǘ ǘƘŜ ŜƴŘ ƻŦ ǘƘŜ quarter, companies 

that have very high fixed costs, such as high tech and software companies where incremental revenue 

turns into profits very quickly, will sell as much in the last two weeks as they sell in the other eleven 

weeks of the quarter.  That meŀƴǎ ǘƘŜǊŜΩǎ ǇǊƛŎŜ-cutting.  It may not be illegal, but it is often 

inappropriate and dumb.  If you take that one step further, you encourage your sales force to literally 

bribe the buyers. 

 

In addition to giving your people mixed messages, which is a governance issue, you also train your 

buyers to wait until the end of quarter.  I traveled with a key account saleswoman for Xerox in 1990.  

What one of her customers did to her on June 29th, the last business day of the half year, was brutal.  

The buyer said, άLΩƳ ōǳȅƛƴƎ ǘƘǊŜŜ ƻŦ ǘƘƻǎŜ ōƛƎ ŎƻǇƛŜǊǎΦ  L Ŏŀƴ ŜƛǘƘŜǊ ōǳȅ ǘƘŜƳ ǘƻŘŀȅ ƻǊ L Ŏŀƴ ōǳȅ ǘƘŜƳ 

ƻƴ aƻƴŘŀȅΦ  Iƻǿ ŀǊŜ ȅƻǳ ŘƻƛƴƎ ƻƴ ȅƻǳǊ ǉǳƻǘŀ ŦƻǊ ǘƘŜ ǉǳŀǊǘŜǊΚέ  IŜ ƪƴŜǿ ƘŜ ƘŀŘ ƴƻǘƘƛƴƎ ǘƻ ƭƻǎŜΦ   

 

·ŜǊƻȄ ǿŀǎƴΩǘ ƎƻƛƴƎ ǘƻ ǘǳǊƴ Řƻǿƴ ǘƘŜ ƻǊŘŜǊ ƛŦ ƛǘ ǿŀǎ ǇƭŀŎŜŘ ƻƴ aƻƴŘŀȅΣ ōut the customer could squeeze 

out as much as he wanted.  It seems to me that this is a very big issue that never gets talked about.   

 

WHEN EVERYTHING CHANGES 

 

I think it became clear during the summer of 2001 that the game had changed.  If you were a vice 

president of sales in 1999 or 1998, you had the wind at your back.  Everybody was worried about not 

losing orders, and about keeping their growth tracking with everyone else, particularly in the same 

industry.  The relevant question was:  are we investing Ŧŀǎǘ ŜƴƻǳƎƘ ǎƻ ǘƘŀǘ ǎƻƳŜōƻŘȅ ŘƻŜǎƴΩǘ ƎŜǘ ƛƴ 

front of us?   
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The trouble was that, in some industries, people lost sight of what were the important metrics.  For 

example, in telecommunications and Internet services you had some companiesτWorldCom is a great 

exampleτthat were reporting profits when they should have been reporting losses.  So, not only did 

you have the generalized euphoria of the market but the specific euphoria of an industry, which 

naturally led to overcapacity.   

 

If you look at high fixed Ŏƻǎǘ ƛƴŘǳǎǘǊƛŜǎΣ ȅƻǳΩƭƭ ǎŜŜ ǘƘŀǘ ǘƘƛǎ Ƙŀǎ ōŜŜƴ ƎƻƛƴƎ ƻƴ ŦƻǊ ŀƴ ŜƴƻǊƳƻǳǎƭȅ ƭƻƴƎ 

ǇŜǊƛƻŘ ƻŦ ǘƛƳŜΦ  Lƴ ǘƘŜ ǊŀƛƭǊƻŀŘ ƛƴŘǳǎǘǊȅ ǘƘŜǊŜ ǿŀǎ ǎƻƳŜǘƘƛƴƎ ŎŀƭƭŜŘ ǘƘŜ tŀƴƛŎ ƻŦ Ωто όƴƻǘŜΥ мутоύΦ  

¢ƘŀǘΩǎ ǿƘŜƴ ǘƘŜ ǊŀƛƭǊƻŀŘǎ ƘŀŘ ŀƭƭ ƻǾŜǊ-invested.  Between Albany and New York City, for example, 

three parallel railroad lines might have been built.  Each line competed a little on service, but mostly on 

price because they already had invested their fixed cost.  Essentially, whatever was run over those lines 

would give some incremental revenue. 

 

The overcapacity problem with telecom and Internet services is analogous because they had built 

parallel systems and were battling for any revenue.  The overburden was compounded by both the 

natural bias toward growth, and the fact that these emerging industries were high fixed cost industries 

ǿƛǘƘ ƭƻǘǎ ƻŦ ΨƴŜǘǿƻǊƪ ŜȄǘŜǊƴŀƭƛǘƛŜǎΣΩ ƻǊ ΨƴŜǘǿƻǊƪ ŜŦŦŜŎǘǎΦΩ  ¢Ƙŀǘ ƛǎΣ ǘƘŜ ƳƻǊŜ ŎǳǎǘƻƳŜǊǎ L ƘŀǾŜΣ ǘƘŜ ƳƻǊŜ 

variable is the product.  This is true of eBay; the more people who are selling and buying on eBay, the 

more attractive eBay is to the new seller or buyer.   

 

FAULTY SIGNALS 

 

In addition to this problem, we now know the situation was exacerbated by greed and what clearly 

look to be illegal activities.  In a normal and honest arena, other competitors would have been seeing a 

yellow or red light in terms of investing in more capacity.  Instead, everyone was seeing a green light.   

 

Lƴ ŀ ƴƻǊƳŀƭ ƳŀǊƪŜǘΣ ƛǘΩǎ ŀǎ ǘƘƻǳƎƘ ȅƻǳ ƘŀǾŜ ŀƴ ƛƴǘŜǊǎŜŎǘƛƻƴ ƻŦ ŦƛǾŜ ǎǘǊŜŜǘǎΦ  {ƻƳŜ ƻŦ ǘƘŜ ƭƛƎƘǘǎ ŀǊŜ ǊŜŘΣ 

some are turning yellow, and one is green.  With the misreporting and cooked numbers, the net effect 
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was that all the lights were green.  Everybody was investing and you got a collision as they all came 

together in the same space.  The shenanigans played made it worse.   

 

bƻǿΣ ƭŜǘΩǎ ǊŜǘǳǊƴ ǘƻ ǘƘŜ ǾƛŎŜ ǇǊŜǎƛŘŜƴǘ ƻŦ ǎŀƭŜǎ ǿƘƻ ǎŀȅǎ ȅƻǳ ƘŀǾŜ ƴƻ ŎƘƻƛŎŜ ōǳǘ ǘƻ ƳŀƪŜ ǉǳƻǘŀΦ  !ǎ 

ǘƘŀǘ ǇŜǊǎƻƴΣ L ŎŀƴΩǘ Ǝƻ ǘƻ ǘƘŜ ōƻŀǊŘ ŀƴŘ ǘŜƭƭ ǘƘŜƳ ǿŜΩǊŜ ƎǊƻǿƛƴƎ ƭŜǎǎ ǘƘŀƴ ол҈ ŀ ȅŜŀǊ ǿƘŜƴ ǘƘŜ ǿƘƻƭŜ 

industry is growing 30% a year.  I have investors whƻ ŀǊŜ ǇƛƭƛƴƎ ƻƴ ǎŀȅƛƴƎΣ άD.CτƎŜǘ ōƛƎ ŦŀǎǘΦέ  !ƴŘΣ 

LΩǾŜ Ǝƻǘ ǘƻ ǳǎŜ ǳǇ ŀƭƭ ǘƘŜ ǊŜƎǳƭŀǊ ŎŀǇŀŎƛǘȅ Ǉƭǳǎ ŀƭƭ ǘƘŜ ŀŘŘƛǘƛƻƴŀƭ ƻǾŜǊŎŀǇŀŎƛǘȅ ƛƴǾŜǎǘŜŘ ŘǳŜ ǘƻ ǘƘŜ 

ǎƘŜƴŀƴƛƎŀƴǎΦ  Lƴ ǘƘƛǎ ǇǊŜǎǎǳǊŜŘ ǎƛǘǳŀǘƛƻƴΣ ΨƎƻƻŘ ƧǳŘƎƳŜƴǘΩ Ŏŀƴ Ŧƭȅ ǊƛƎƘǘ ƻǳǘ ǘƘŜ ǿƛƴŘƻǿΦ 

 

As a result of Ǉŀǎǘ ŜǾŜƴǘǎ ŀƴŘ ŎǳǊǊŜƴǘ ǉǳŜǎǘƛƻƴƛƴƎΣ L ǘƘƛƴƪ ǘƘŀǘ ǿŜΩǊŜ ƎƻƛƴƎ ǘƻ ōŜ ǊǳƳōƭƛƴƎ ŀǊƻǳƴŘ ƛƴ 

this lukewarm environment for a while. The trick will be to make very, very efficient and effective use 

of your sales and marketing resources to generate revenue and build a long-term position.  Those are 

ǾŜǊȅ ǘƻǳƎƘ ǘƘƛƴƎǎ ǘƻ Řƻ ǎƛƳǳƭǘŀƴŜƻǳǎƭȅΣ ǇŀǊǘƛŎǳƭŀǊƭȅ ƛŦ ȅƻǳΩǊŜ ŀ ǇǳōƭƛŎ ŎƻƳǇŀƴȅ ǳƴŘŜǊ ǉǳŀǊǘŜǊ-to-

quarter pressure to realize profitsτǿƛǘƘ ǘƘŜ ŀŘŘŜŘ ǎŎǊǳǘƛƴȅ ƻŦ ǘƻŘŀȅΩǎ ŜƴǾƛǊƻƴƳŜƴǘΦ   

 

All of this conflict has to be sorteŘ ƻǳǘΦ  L ǘƘƛƴƪ ǘƘŀǘ ǿŜΩǊŜ ƛƴ ŦƻǊ ŀ ŎƻǳǇƭŜ ƻŦ ǾŜǊȅ ŎƘŀƭƭŜƴƎƛƴƎ ȅŜŀǊǎ ŀƴŘ L 

ŘƻƴΩǘ ǘƘƛƴƪ ǘƘŀǘΣ ŀǘ ƭŜŀǎǘ ƛƴ ǘƘŜ ƴŜȄǘ ŘŜŎŀŘŜ ƻǊ ǘǿƻΣ ǿŜΩƭƭ ǎŜŜ ŀƴƻǘƘŜǊ ǇŜǊƛƻŘ ƭƛƪŜ ǘƘŜ ǊŜŎŜƴǘ ōƛƎ ōǳōōƭŜΦ  

It got bigger than normal, yet its correction is proving less painful than I expected, mostly because 

home building has held up so strongly along with other consumer durables, such as automobiles.  But if 

ǘƘŜǊŜ ŀǊŜ ǇǊƻōƭŜƳǎ ƛƴ ǘƘƻǎŜ ŀǊŜŀǎΣ ǘƘŜƴ L ǘƘƛƴƪ ǿŜΩǊŜ ƎƻƛƴƎ ǘƻ ǎŜŜ ŜǾŜƴ ƳƻǊŜ ƭƻƴƎ-term problems. 

 

A contributing factor is the very low interest rates.  They are so low partially because inflation is so low 

and partially because productivity is so high based on all those investments made during the late 

1990s.  In some ways that means employment, particularly of professionals, may be quite limited for 

the next couple of years.   

 

¢ƘŜǊŜΩǎ ŀƴ ƛƴǘŜǊŜǎǘƛƴƎ ŎƛǊŎǳƭŀǊƛǘȅ ǘƘŀǘ ŎƻƳŜǎ ōŀŎƪ ǘƻ ǘƘŜ ƛǎǎǳŜ ƻŦ ƎƻǾŜǊƴŀƴŎŜΦ  tŜƻǇƭŜ ǘƘǊƻǳƎƘƻǳǘ ǘƘŜ 

organization are asked to make very good decisions, but those decisions are very hard to make 

objectƛǾŜƭȅ ƛŦ ǘƘŜƛǊ ǾŜǊȅ Ƨƻōǎ ŀǊŜ ƛƴ ƧŜƻǇŀǊŘȅΦ  ¢Ƙƛǎ ƛǎ ǿƘȅ ȅƻǳΩǾŜ Ǝƻǘ ǘƻ ƘŀǾŜ ŀ ŎŜƴǘǊŀƭ ǎŜǘ ƻŦ ǎǘǊŀǘŜƎƛŎ 
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ǇǊŜŎŜǇǘǎ ŀƴŘ ǎƘŀǊŜŘ ǾŀƭǳŜǎ ǘƘŀǘ ƎǳƛŘŜ ǇŜƻǇƭŜΦ  ²ŜΩǾŜ ǎŜŜƴ ǘƘŀǘ ǘƘŜǎŜ ǇǊŜŎŜǇǘǎ ǿƛƭƭ ōŜ ŎƘŀƭƭŜƴƎŜŘ 

ǿƘŜƴ ȅƻǳΩǊŜ ŘŜŀƭƛƴƎ ǿƛǘƘ ǾŜǊȅ ƭŀǊƎŜ ŎƘǳƴƪǎ ƻŦ ǊŜǾŜƴǳŜΦ   

 

BIG DEALS, BIG DILEMMAS 

 

¢ƘŀǘΩǎ ŀƴƻǘƘŜǊ ŘƛŦŦŜǊŜƴŎŜ ǘƘŀǘ ǿŜ ƘŀŘƴΩǘ ǎŜŜƴ ōŜŦƻǊŜΦ  ¢ƘǊƻǳƎƘ ǘƘŜ мффлǎ ŀƴŘ ƎƻƛƴƎ ōŀŎƪ ǘƻ ǘƘŜ мфулǎΣ 

ǿŜ ƘŀŘ ŀƴ ŜƴƻǊƳƻǳǎ ŀƳƻǳƴǘ ƻŦ ŎƻƴǎƻƭƛŘŀǘƛƻƴΦ  ! ǎƛƳǇƭŜ ŜȄŀƳǇƭŜΣ ƛŦ ȅƻǳΩǊŜ ƻƭŘ ŜƴƻǳƎƘ ǘƻ ǊŜƳŜƳōŜǊ ƛǘΣ 

is the independent neighborhood toy store.  Today, three retailersτWal-Mart, Kmart, and Toys R Usτ

do about 85% of the retail toy business in the U.S.  If you built and sold locomotives years ago, you had 

lots of independent large customers, possibly up to 40 in number.  Now there are two or three.  We 

have seen this consolidation in industry after industry.   

 

This has put enormous pressure on prices, and it means that the orders have become huge and come 

in big chunks.  You either get Wal-aŀǊǘ ƻǊ ȅƻǳ ŘƻƴΩǘΦ  !ƴŘ ƛǘΩǎ ƴƻǘ ƎƻƛƴƎ ǘƻ ƛƳǇŀct a single territory 

(e.g., Boston, New Jersey, Cincinnati).  Either you have Wal-aŀǊǘ ƻǊ ȅƻǳ ŘƻƴΩǘΦ  L ǘƘƛƴƪ ǘƘƛǎ Ƙŀǎ ŀŘŘŜŘ ǘƻ 

ǇǊƻŘǳŎǘƛǾƛǘȅ ƛƴ ǎƻƳŜ ǿŀȅǎΣ ōǳǘ ƛǘΩǎ ŀƭǎƻ Ǉǳǘ ŜƴƻǊƳƻǳǎ ǇǊŜǎǎǳǊŜ ƻƴ ŎƻƳǇŀƴƛŜǎ ǘƻ ƭƻǿŜǊ ǇǊƛŎŜǎ ŜǾŜƴ ŀǎ 

total deal size has gotten much larger. 

 

WHAT YOU SHOULD KNOW 

 

I am amazed that very few major account managers, especially those who are responsible for a million 

to well over a billion dollars in revenue, have been thought of in terms of their ability to negotiate.  

Very few companies have provided enough training in negotiation or looked hard enough at pricing.   

 

¢ƘŜǊŜΩǎ ƴƻ ǉǳŜǎǘƛƻƴ ǘƘŀǘ ŎƻƳǇŀƴƛŜǎ ŀǊŜ ǇŀȅƛƴƎ ƳƻǊŜ ŀǘǘŜƴǘƛƻƴ ǘƘŀƴ ōŜŦƻǊŜΣ ōǳǘ ǘƘŜ ŎƻƳǇƭŜȄƛǘȅ ŀƴŘ ǘƘŜ 

ǎǘŀƪŜǎ ƘŀǾŜ ƎƻƴŜ ǳǇ ŦŀǎǘŜǊ ǘƘŀƴ ŎƻƳǇŀƴƛŜǎΩ ŀōƛƭƛǘȅ ǘƻ ŀƴŀƭȅȊŜ ǘƘŜƳΦ  LǘΩǎ ƛƴǘŜǊŜǎǘƛƴƎ ǘƻ ƳŜ ǘƘŀǘ ƻǾŜǊ ǘƘŜ 

last couple of years, there has been a big surge around the issue of pricing software.  If I were running 

a good-sized sales force, I would spend a lot of time making sure that my key account and global 



Sales Management 2.0  Optimizing Sales Performance 2009 ς Volume 1 
 

© CSO Insights CSOiCL67112 Page | 58 
 

account sales managers understood an enormous amount about negotiating and pricing, and that they 

were supported by the best kind of analytics. 

 

aƻǎǘ ŎƻƳǇŀƴƛŜǎ ŀǊŜƴΩǘ ǾŜǊȅ ǎƪƛƭƭŜŘ ŀǘ ǇǊƛŎƛƴƎΦ  ¢ƘŜȅ ŦƛƎǳǊŜ ƻǳǘ ǿƘŀǘ ǘƘŜȅ ǘƘƛƴƪ ŀǊŜ ǘƘŜƛǊ ŎƻǎǘǎΣ ŀŘŘ ƻƴ 

some margin, or charge what they think the market will bear until the competition shows up.  But 

there is damn little going on in actually understanding what value they contribute to an end user, their 

ŎǳǎǘƻƳŜǊΦ  ¢ƘŜȅ ŘƻƴΩǘ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ŎǳǎǘƻƳŜǊΩǎ ǇŜǊŎŜǇǘƛƻƴ ŀƴŘ ǉǳŀƴǘƛŦƛŎŀǘƛƻn of value. 

 

²ƘŜƴ ȅƻǳ ǎŜǘ ŀ ǇǊƛŎŜΣ ƛǘΩǎ ŀōǎƻƭǳǘŜƭȅ ŎǊƛǘƛŎŀƭ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ǾŀƭǳŜ ǘƘŀǘ ŎǳǎǘƻƳŜǊǎ ŜȄǇŜǊƛŜƴŎŜΦ  hƴŜ 

of the jobs of the salesperson is to make sure that the perception is as high as the reality.  The second 

ǘƘƛƴƎ ǘƘŀǘ ȅƻǳΩǾŜ Ǝƻǘ ǘƻ ƪŜŜǇ ƛƴ Ƴind is your own cost structure; yet very few companies understand 

their costs well. 

 

CǳǊǘƘŜǊΣ Ƴƻǎǘ ŎƻƳǇŀƴƛŜǎ ŘƻƴΩǘ ƪƴƻǿ ǿƘƻ ŀǊŜ ǘƘŜƛǊ Ƴƻǎǘ ǇǊƻŦƛǘŀōƭŜ ŎǳǎǘƻƳŜǊǎΦ  ²ŜΩǾŜ Ǝƻǘ ǎƻ Ƴŀƴȅ 

different pieces of data, whether you look at it from an operations perspective, a marketing 

perspective, or an accounting perspective.  People have to be able to figure out the profitability at the 

order levelτat the customer level.   

 

I was teaching a cost accounting case on account profitability to a group of senior executives at 

Harvard.  Here are a hundred people in one of our big amphitheater classrooms.  I was halfway up the 

ŀƛǎƭŜ ŀƴŘ ǘǳǊƴŜŘ ŀǊƻǳƴŘ ǘƻ ǿŀƭƪ ōŀŎƪ ǘƻ ǘƘŜ ōƻŀǊŘΦ !ǎ L ŘƛŘΣ L ǿŀǎ ǊŜǎǇƻƴŘƛƴƎ ǘƻ ǎƻƳŜƻƴŜΩǎ ǎǘŀǘŜƳŜƴǘ 

ŀōƻǳǘ ǎǘǊŀǘŜƎƛŎ ŀŎŎƻǳƴǘǎΦ L ŀǎƪŜŘΣ ά²Ƙŀǘ ƛǎ ŀ ǎǘǊŀǘŜƎƛŎ ŀŎŎƻǳƴǘΚέ  {ƻƳŜƻƴŜ ŦǊƻƳ ǘƘŜ ōŀŎƪ ƻŦ ǘƘŜ ǊƻƻƳ 

ȅŜƭƭŜŘ ƻǳǘΣ άLǘΩǎ ŀƴ ŀŎŎƻǳƴǘ ǿƘŜǊŜ ȅƻǳ ƭƻǎŜ ƳƻƴŜȅΗέ   

 

I turned around and nobody would admit to saying it.  It is interesting that salespeople can inevitably 

find a good reason to sell to somebody.  And whŀǘ ȅƻǳ ƻŦǘŜƴ ƘŜŀǊ ƛǎΣ άIŜȅΣ ǘƘƛǎ ƛǎ ŀ ƎǊŜŀǘ ǇƛŜŎŜ ƻŦ 

ōǳǎƛƴŜǎǎΦέ  ²Ƙŀǘ ȅƻǳ ŘƻƴΩǘ ƘŜŀǊ ƛǎΣ άLǘΩǎ ŎƻƳƳƛǎǎƛƻƴŀōƭŜΦ  Iƻǿ ŎƻǳƭŘ ƛǘ ōŜ ŀƴȅǘƘƛƴƎ ōǳǘ ƎǊŜŀǘΚέ  Lƴ Ƴƻǎǘ 

organizations, the salespeople get commissions whether an account is profitable or not.  Many sales 
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managers get so enamored with accounts of high testimonial value or size that they neglect the 

profitability issue. 

 

STRANGE BEDFELLOWS:  FINANCE AND MARKETING? 

 

Back to the governance issue, finance and marketing are coming much closer together.  In todŀȅΩǎ 
world, the sales and marketing vice presidents better go to lunch with the CFO because the strength of 
your balance sheet may determine how aggressively you can operate in the market today. 
 

As an example, General Motors just signed (Fall 2002) a deal with their Canadian unions that keep 

General Motors pumping.  Now, the UAW in Canada is taking a look at whether they should go after 

Chrysler or Ford, who are in much weaker positions.  They have less cash and their market share is 

going down, whereas it ƭƻƻƪǎ ƭƛƪŜ DŜƴŜǊŀƭ aƻǘƻǊǎΩ ƳŀǊƪŜǘ ǎƘŀǊŜ Ƴŀȅ ƘŀǾŜ ǎǘŀōƛƭƛȊŜŘ ƻǊ ŜǾŜƴ ƎƻƴŜ ǳǇ ŀ 

tiny bit.  What you see here is the circular relationship between marketing strength and financial 

strength.  

 

Marketing strength enables you to price well and get paid more for something than it cost you to 

ǇǊƻŘǳŎŜΦ  LŦ ȅƻǳΩǊŜ ǊŜŀƭƭȅ ǎǘǊƻƴƎΣ ȅƻǳ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ǇŜǊŎŜƛǾŜŘ ǾŀƭǳŜΣ ŎƻǎǘΣ ŀƴŘ ƭƻƴƎ-term situation, so 

you are constantly upping your price, making money, and building financial strength.  If the CFO has 

been doing this rigƘǘΣ ȅƻǳΩǊŜ ƴƻǘ ƎƛǾƛƴƎ ǘƘŜ ƳƻƴŜȅ ŀǿŀȅ ǘƘǊƻǳƎƘ ǎǘƻŎƪ ōǳȅ-backs or other activities.  

¢ƘŜǊŜΩǎ ŀ ǎǘǊƻƴƎ ōŀƭŀƴŎŜ ǎƘŜŜǘ ǘƻ Ǝƻ ŀƭƻƴƎ ǿƛǘƘ ǘƘŜ ǎǘǊƻƴƎ ƛƴŎƻƳŜ ǎǘŀǘŜƳŜƴǘΦ   

 

I would argue that a strong income statement is, to a good extent, the responsibility of the sales and 

marketing vice presidents; the CFO is in charge of the strength of the balance sheet.  Ten years ago, 

ȅƻǳ ŘƛŘƴΩǘ ǎŜŜ ǘƘŀǘ ƪƛƴŘ ƻŦ ƛƴǘƛƳŀŎȅ ōŜǘǿŜŜƴ ǎŀƭŜǎκƳŀǊƪŜǘƛƴƎ ŀƴŘ ŦƛƴŀƴŎŜΦ  hƴŜ ƻŦ ǘƘŜ ǘƘƛƴƎǎ ǘƘŀǘ ǿŜ 

must improve is managing our large accounts, not only from a sales perspective and a competitive 

perspective, but also from a financial perspective.   
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²Ŝ Ƴǳǎǘ ƎŜǘ ōŜǘǘŜǊ ŀǘ ǇƭŀȅƛƴƎ ŀ ŎƘŜǎǎ ƎŀƳŜ ƻǾŜǊ Ƴŀƴȅ ƳƻǾŜǎΦ  Lǘ ƛǎƴΩǘ ǎƛƳǇƭȅΣ άLΩƭƭ Řƻ ǘƘƛǎ ŀƴŘ ǎŜŜ ǿƘŀǘ 

ǘƘŜȅ ŘƻΦέ  LǘΩǎ ƳǳŎƘ ƳƻǊŜΥ  άLΩƭƭ Řƻ ǘƘƛǎΣ the customer will respond this way, and the primary competitor 

ǿƛƭƭ ǊŜǎǇƻƴŘ ǘƘŀǘ ǿŀȅΦ  ¢ƘŜƴ LΩƭƭ Řƻ ŀƴƻǘƘŜǊ ǘƘƛƴƎ ŀƴŘΣ ƛƴ ŀƭƭ ƭƛƪŜƭƛƘƻƻŘΣ ǘƘƻǎŜ ǘǿƻ ǇƭŀȅŜǊǎ ǿƛƭƭ Řƻ ǘƘŜǎŜ 

ǘƘƛƴƎǎΦ  !ƴŘ ǘƘŜƴ LΩƭƭ Řƻ ŀƴƻǘƘŜǊ ǘƘƛƴƎΦέ  ±ŜǊȅ ŦŜǿ ŎƻƳǇŀƴƛŜǎ ǘƘƛƴƪ ǘƘŀǘ ǿŀȅ ǇǊƻŀŎǘƛǾely or have a 

strategy down at the major transaction level.   

 

¢ƘŜȅ Ƴŀȅ ƘŀǾŜ ŀ ǾŀƎǳŜ ǎǘǊŀǘŜƎȅ ǳǇ ƛƴ ǘƘŜ ŎƭƻǳŘǎΣ ōǳǘ ǿƘŜƴ ȅƻǳΩǊŜ ŘŜŀƭƛƴƎ ǿƛǘƘ ōƛƎ ƻǊŘŜǊǎ ǘƘŀǘ ƘŀǾŜ 

ŜƴƻǊƳƻǳǎ ŦƛƴŀƴŎƛŀƭ ŀƴŘ ŎƻƳǇŜǘƛǘƛǾŜ ƛƳǇŀŎǘΣ ȅƻǳ ƴŜŜŘ ŀ ŘŜŦƛƴƛǘƛǾŜ ǎǘǊǳŎǘǳǊŜΦ  ¸ƻǳΩǾŜ Ǝƻǘ ǘƻ ŦƛƎure out 

ǿƘŀǘ ȅƻǳ ǿƛƭƭ Řƻ ƛŦ ȅƻǳ ƎŜǘ ǘƘŜ ƻǊŘŜǊΣ ǿƘŀǘ ȅƻǳ ǿƛƭƭ Řƻ ƛŦ ȅƻǳ ŘƻƴΩǘ ƎŜǘ ƛǘΣ ǿƘŀǘ ȅƻǳǊ ŎƻƳǇŜǘƛǘƻǊ ǿƛƭƭ Řƻ 

if you get it, whether or not you have to cut your price, and so on.  Most people are still running in 

reactive mode.  They are still walking into the next boxing glove hitting them in the face rather than 

ǉǳŜǎǘƛƻƴƛƴƎΣ άLŦ L ŘǳŎƪ ƴƻǿ ŀƴŘ Ƙƛǘ ƘƛƳΣ ǿƘŜǊŜ Ŏŀƴ L ǘƘŜƴ ƳƻǾŜ ǘƻ ǇǊƻǘŜŎǘ Ƴȅ ŦŀŎŜΚέ 

 

For companies that may be feeling on the ropes, or may in fact be there, it can be especially difficult to 

take the long view.  A lot of the American psyche still goes back to the gunslinger mentality. We could 

sit around and try to figure this out, but instead elect to just go shoot something. 

 

¢Ƙƛǎ ŎƻƴŘƛǘƛƻƴ ƛǎƴΩǘ ǎǳǊǇǊƛǎƛƴƎ ƎƛǾŜƴ ǘƘŀǘ Ƴƻǎǘ ǎŀƭŜǎ ǾƛŎŜ ǇǊŜǎƛŘŜnts are salespeople who learned to be 

ǊŜŀŎǘƛǾŜΦ  tƭǳǎΣ ǘƘŜȅ ŜƴǘŜǊŜŘ ƛƴǘƻ ǎŜƭƭƛƴƎ ōŜŎŀǳǎŜ ǘƘŜȅ ǿŜǊŜ ŀŎǘƛƻƴ ƻǊƛŜƴǘŜŘΦ  bƻǿ ǿŜΩǊŜ ŀǎƪƛƴƎ ǎŀƭŜǎ 

vice presidents to actτbut to think before they act. 

 

Metrics 

Yet the folks who do sit back and think are generally operating more off their experience or intuition 

ǘƘŀƴ ŀƴŀƭȅǘƛŎǎΦ  LŦ ǘƛƳŜǎ ƘŀǾŜ ŎƘŀƴƎŜŘ ŀǎ ƳǳŎƘ ŀǎ ǿŜΩǊŜ ǘŀƭƪƛƴƎ ŀōƻǳǘΣ ǘƘŜƴ ŀ ƭƻǘ ƻŦ ǿƘŀǘ ǘƘŜȅ Ƴŀȅ ōŜ 

intuiting could be completely wrong. 
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¢ƘŜǊŜΩǎ ƴƻ ǉǳŜǎǘƛƻƴ ǘƘŀǘ ƛŦ L ōǳƛƭǘ Ƴȅ ƛƴǘǳƛǘƛƻƴ ƛƴ ŀ ŘƛŦŦŜǊŜƴǘ ǿƻǊƭŘΣ ǘƘŜƴ ƛǘ ǿƻƴΩǘ ǿƻǊƪ ƘŜǊŜΦ  LŦ LΩƳ ǳǎŜŘ 

ǘƻ ƘƛƪƛƴƎ ƛƴ ǘƘŜ ƴƻǊǘƘŜǊƴ ǘŜƳǇŜǊŀǘŜ ŦƻǊŜǎǘǎ ŀƴŘ L ƎŜǘ ǎǘǳŎƪ ƛƴ 5ŜŀǘƘ ±ŀƭƭŜȅΣ L ǿƻƴΩǘ ƪƴƻǿ Ƙƻǿ ǘƻ 

operate.  One of the questions I like to ask is how often people do post-audits.  For example, you hire a 

salesperson ŀƴŘ ƘŜ ŘƻŜǎƴΩǘ ǿƻǊƪ ƻǳǘΦ  5ƻ ȅƻǳ ǎƛǘ Řƻǿƴ ŀƴŘ ŀǎƪ ǿƘȅ ǘƘƛǎ ǇŜǊǎƻƴ ŘƛŘƴΩǘ ǿƻǊƪ ƻǳǘΣ ŀƴŘ 

ǿƘŀǘ Ŏŀƴ ǿŜ ƭŜŀǊƴ ŦǊƻƳ ǘƘƛǎ ǎƻ ǘƘŀǘ ǿŜ ŘƻƴΩǘ ǊŜǇŜŀǘ ǘƘŜ ǎŀƳŜ ƳƛǎǘŀƪŜΚ   

 

L ŘƻƴΩǘ ƪƴƻǿ ŀƴȅ ŎƻƳǇŀƴȅ ǘƘŀǘ ǊŜƎǳƭŀǊƭȅ Ǉƻǎǘ-audits pricing decisions.  There are some companies that 

post-audit investment decisions and there are a few that post-ŀǳŘƛǘ ƴŜǿ ǇǊƻŘǳŎǘ ŦŀƛƭǳǊŜǎΦ  .ǳǘ L ŘƻƴΩǘ 

know of a single company that post-audits pricing or sales force decisions that addresses the issue, 

άIŜǊŜ ǿŀǎ ƻǳǊ Ǝƻŀƭ ƛƴ ǘƘƛǎ ǇǊƛŎƛƴƎ ŘŜŎƛǎƛƻƴΣ ŀƴŘ ƘŜǊŜ ŀǊŜ ƻǳǊ ŜȄǇŜŎǘŀǘƛƻƴǎΦ  5ƛŘ ǘƘƻǎŜ ǘƘƛƴƎǎ ƘŀǇǇŜƴΚέ  

LŦ ȅƻǳ ŘƻƴΩǘ ƘŀǾŜ ŀ ŦŜŜŘōŀŎƪ ƭƻƻǇ ǘƻ Řƻ Ǉƻǎǘ-audits and learn, then you are bound always to be 

reactive.   

 

If you are running a sales force with 100 people today, you have 100 individual experiments going on at 

ǘƘŜ ǎŀƭŜǎǇŜǊǎƻƴ ƭŜǾŜƭΦ  LŦ ȅƻǳǊ ǇŜƻǇƭŜ ŀǾŜǊŀƎŜ ǘƘǊŜŜ Ŏŀƭƭǎ ŀ ŘŀȅΣ ȅƻǳΩǾŜ Ǝƻǘ олл ƴŀǘǳǊŀƭ ŜȄǇŜǊƛƳŜƴǘǎ 

going on daily.   

 

I once sat on the board of a large wholesale company that had 220 branches in the United States.  We 

figured out which branches were best at pricing, analyzed what they were doing, and shared these 

insights with the other branches.  If you look at post-audits and figure out what is successful, then you 

ƘŀǾŜ ŀ ŎƘŀƴŎŜ ƻŦ ƭŜŀǊƴƛƴƎΦ  ²ƛǘƘƻǳǘ ǘƘŀǘΣ ȅƻǳΩǊŜ ƎƻƛƴƎ ǘƻ ŦŀƛƭΦ  ¢ƘŜƛǊ ŀŎtivities were still a series of 

experiments, but they proved to be immensely successful because they were done with rigorous 

discipline and analytics. 

 

Customer Relationship Management (CRM) 

The most frequent place to hear anything about process and/or metrics in conjunction with sales or 

marketing is customer relationship management (CRM).  However, CRM is stalled out right now 
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ōŜŎŀǳǎŜ ŀύ ŎƻƳǇŀƴƛŜǎ ŘƻƴΩǘ ƘŀǾŜ ƳǳŎƘ ŀǇǇŜǘƛǘŜ ŦƻǊ ƳƻǊŜ ǎƻŦǘǿŀǊŜΣ ŀƴŘ ōύ ŀ ƭƻǘ ƻŦ ǘƘŜƳ ŀǊŜ ƘǳƎŜƭȅ 

disappointed with their forays into that area.   

¢ƻƳ {ƛŜōŜƭ ƛǎ ǎŀȅƛƴƎ /wa ƛǎ ŘŜŀŘΣ ŀƴŘ ǿƘŀǘΩǎ ƴŜŜŘŜŘ ƛǎ 9waΣ ǿƘƛŎƘ ƛǎ ōŀǎƛŎŀƭƭȅ ƭƛƴƪƛƴƎ /wa ǘƻ 

enterprise resource planning (ERP):  back and front office all combined so that everybody has perfect 

ƪƴƻǿƭŜŘƎŜΦ  .ǳǘ ǘƘŀǘ ƛŘŜŀ ŎŜǊǘŀƛƴƭȅ ƘŀǎƴΩǘ Ǉroved out to date.   

 

LǘΩǎ ōŜŜƴ Ƴȅ ŜȄǇŜǊƛŜƴŎŜ ǘƘŀǘ ǘƘŜ ǎƳŀƭƭŜǊΣ ǎƛƳǇƭŜǊ ƛƴŦƻǊƳŀǘƛƻƴ ǎȅǎǘŜƳ ǇǊƻƧŜŎǘǎ ƘŀǾŜ ōŜŜƴ ƳƻǊŜ 

successful. Siebel has been incredibly successful, so I hate to disagree with him, but ƛŦ ōƛƎ ƛǎƴΩǘ ǿƻǊƪƛƴƎΣ 

ȅƻǳ ŘƻƴΩǘ Ǝƻ ǘƻ ƘǳƳƻƴƎƻǳǎ.  Anybody who has done an SAP implementation hated it. 

 

Lƴ ŦŀŎǘΣ LΩǾŜ ƘŜŀǊŘ ǎŜǾŜǊŀƭ /9hǎ ǎŀȅ ǘƻ ƳŜΣ άLΩƭƭ Ǝƻ ǘƘǊƻǳƎƘ ǘƘƛǎ ƻƴŎŜ ƛƴ Ƴȅ ƭƛŦŜΦ  LΩƳ ƎƻƛƴƎ ǘƻ ǊŜǘƛǊŜ 

ōŜŦƻǊŜ ƛǘ ŎƻƳŜǎ ǳǇ ŀƎŀƛƴΦέ  L ǿƻǳƭŘ ŀǊƎǳŜ ǘƘŀǘΣ ƛŦ L ǿŀǎ {ƛŜōŜƭ ŀƴŘ ǊŜŎƻƎƴƛȊŜŘ ǘƘŀǘ ΨōƛƎΩ Ƙŀǎ ōŜŜƴ 

difŦƛŎǳƭǘΣ ŀƴŘ ǘƘŜƴ LΩŘ ǿŀƴǘ ǘƻ Ǉǳǘ ƛƴ ǎƳŀƭƭŜǊΣ ƳƻǊŜ ŦƻŎǳǎŜŘ ǇǊƻƧŜŎǘǎΦ  L ǿƻǳƭŘ ǎŜƭŜŎǘΣ ŦƻǊ ŜȄŀƳǇƭŜΣ ŀ 

simpler sales reporting system than an integrated CRM-ERP system.   

 

I think Siebel has a problem in thinking that either they or SAP are going to win, depending on which 

one brings this humongous system to market.  I think that for the next N years, smaller projects are 

going to be the watchword, and being able to put them together will be very important.  We need to 

get the little things done and then go to the next level of getting the big things done.   

 

{ƛŜōŜƭ Ƴŀȅ ƴƻǘ ŀƎǊŜŜ ōŜŎŀǳǎŜ ǘƘŀǘΩǎ ƴƻǘ ǘƘŜƛǊ ǎǘǊŜƴƎǘƘΦ  Lƴ ǎƻƳŜ ǿŀȅǎΣ ƛǘ Ǉƭŀȅǎ ǘƻ ǘƘŜ ǎǘǊŜƴƎǘƘ ƻŦ ǘƘŜƛǊ 

more limited competitors.  But humongous systems such as SAP that take forever to install and force 

ȅƻǳ ǘƻ Ǌǳƴ ȅƻǳǊ ōǳǎƛƴŜǎǎ ŀǊƻǳƴŘ ǘƘŜƛǊ ǎȅǎǘŜƳ ŀǊŎƘƛǘŜŎǘǳǊŜ ŀǊŜ ƻŦǘŜƴ ƳƛǎŘƛǊŜŎǘŜŘΦ  aƻǎǘ ǇŜƻǇƭŜ ŎŀƴΩǘ 

ƛƳǇƭŜƳŜƴǘ ǘƘŜƳ ōŜŎŀǳǎŜ ǘƘŜƛǊ ōǳǎƛƴŜǎǎ ǿŀǎ ŘŜǾŜƭƻǇŜŘ ƛƴǎǘŜŀŘ ŀǊƻǳƴŘ ǘƘŜ ŎǳǎǘƻƳŜǊΩǎ ƴŜŜŘǎΣ ŀƴŘ ǘƘŜ 

secondary need was to make a profit.   
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When you try to drive corporate architecture with software architecture and tell the customer to 

organize the way you want them to organize, most customers are going to say no.  Customers will find 

ŀ ŎƻƳǇŀƴȅ ǘƘŀǘΩǎ ŜŀǎƛŜǊ ǘƻ Řƻ ōǳǎƛƴŜǎǎ ǿƛǘƘΦ 

 

Lƴ ŦŀŎǘΣ ǘƘŜ ǇƘǊŀǎŜ ΨǳǎŜǊ ŦǊƛŜƴŘƭȅΩ ŘƻŜǎ ƴƻǘ ŀǇǇƭȅ ƻƴƭȅ ǘƻ ǎƻŦǘǿŀǊŜΤ ƛǘ ŀǇǇƭƛŜǎ ǘƻ ŎƻƳǇŀƴƛŜǎΦ  L ŘƻƴΩǘ ǿŀƴǘ 

ǘƻ Řƻ ōǳǎƛƴŜǎǎ ǿƛǘƘ ȅƻǳ ƛŦ ȅƻǳ ŦƻǊŎŜ ƳŜ ǘƻ Řƻ ōǳǎƛƴŜǎǎ ȅƻǳǊ ǿŀȅΦ  !ƴŘ ƛŦ LΩǾŜ Ǝƻǘ ŀƴƻǘƘŜǊ ƻǇǘƛƻƴΣ LΩƭƭ 

ǘŀƪŜ ƛǘΦ  ²ƛǘƘ aƛŎǊƻǎƻŦǘ ƻƴ Ƴȅ t/Σ L ŘƻƴΩǘ ǘƘƛƴƪ L ƘŀǾŜ ŀƴ ƻǇǘƛƻƴΣ ǎƻ ƛŦ aǊΦ Gates makes it hard for me to 

ǳǎŜ 9ȄŎŜƭΣ LΩƳ ƻǳǘ ƻŦ ƭǳŎƪΦ ²ƛǘƘ /waΣ ƛǘΩǎ ŘƛŦŦŜǊŜƴǘΦ  ¢ƘŜǊŜ ŀǊŜ ƭƻǘǎ ƻŦ ƻǇǘƛƻƴǎ ŀƴŘ ǇŜƻǇƭŜ ǿŀƴǘ 

something with a short payback, not an enormous return on investment in 15 years. 

 

PARTING SHOT 

 

For many people, the confluence of sales management and selling on the one hand, and pricing on the 

other, is where the action is.  You should think about this balance between transactions and 

ǊŜƭŀǘƛƻƴǎƘƛǇǎ ŜǾŜǊȅ Řŀȅ ŀƴŘ ŀǎƪΣ ά²Ƙŀǘ ŀƳ L ŘƻƛƴƎ ǘƻ ƳŀƪŜ ƳȅǎŜƭŦ ƳƻǊŜ ǾŀƭǳŀōƭŜ ŦƻǊ Ƴȅ ŎǳǎǘƻƳŜǊ?  To 

ƳŀƪŜ Ƴȅ ǇŜƻǇƭŜ ƳƻǊŜ ŎŀǇŀōƭŜ ŀƴŘ ƳƻǊŜ ƳƻǘƛǾŀǘŜŘΚ  !ƴŘΣ ŀǘ ǘƘŜ ǎŀƳŜ ǘƛƳŜΣ ǘƻ ƳŀƪŜ ƳƻǊŜ ƳƻƴŜȅΚέ  

Notice the order:  customer, employees, company.   

 

If you think about it that way then you can gain one hell of a lot.  Marketing leadership means 

understaƴŘƛƴƎ ǘƘŀǘ ȅƻǳ ŘƻƴΩǘ ƳŀƪŜ ƳƻƴŜȅ ǳƴƭŜǎǎ ȅƻǳǊ ŎǳǎǘƻƳŜǊ ŘƻŜǎ ǿŜƭƭΦ  !ƴŘΣ ȅƻǳ ŎŀƴΩǘ Řƻ ǿŜƭƭ 

ǳƴƭŜǎǎ ȅƻǳǊ ŜƳǇƭƻȅŜŜǎ ŦŜŜƭ ƭƛƪŜ ǘƘŜȅΩǊŜ ŘƻƛƴƎ ǿŜƭƭτonly then can you make a lot of money.   
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