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CSO Insights’ Sales Management 2.0 eBook  

Project Overview 

 
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. Because 

of this, we are committed to continue to publish our series of Sales Management 2.0 eBooks to share the 

salient knowledge and first hand experiences that our colleagues in the sales and marketing world have 

shared with us. In each eBook, we present a series of commentaries from the interviews we conduct 

where we 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 this eBook we looked to industry leaders to provide insights into the following topics that are top of 

mind for many sales and marketing executives: 

 Sales Transformation: Allan Lam, Executive Vice President, Worldwide Sales and Marketing, Fairchild 

Semiconductor, found through his company’s sales transformation initiative that sales transformation, by 

definition, means making major changes. Once you start this initiative, it is all up hill, especially at the very 

beginning of the project. You need to rally support, both from inside your own sales organization as well as 

from your peers on the executive team. You need to find and justify the funding. You need to deal with the 

resistance to change that will undoubtedly arise. You need to be able to deal with much of the uncertainty, 

because business will still have to carry on. No one can tell you how long this process will take. Real sales 

transformation could take three years, it could take five. Based on all of this, the most important question 

a sales executive has to ask him or herself is, “Do I have the capacity to persevere, do I have the stomach 

to face failure?” 

 

 Pipeline Visibility and Predictability: Jeffrey Althaus, Senior Vice President of Sales Operations and 

Worldwide Sales at Carrier IQ has a complex sales process. He needed a pipeline management tool to help 

him gain visibility and predictability into their pipeline. He found Pipeline Manager, and after 

http://www.csoinsights.com/
http://www.fairchildsemi.com/
http://www.fairchildsemi.com/
http://www.carrieriq.com/
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implementation realized there were shifts in the business that needed to be made. First, he found that 

companies shouldn’t let business drive their behavior. It should be the other way around. For that to 

happen, companies must make a commitment to obtain the metrics needed to understand the specific 

activities that need to be done to complete a sale. Metrics need to be continually monitored and 

measured. Second, companies need to understand which metrics are important for driving a successful 

outcome such as an acquisition, an IPO, increased shareholder value, etc. Third, companies need to 

develop the ability to measure the state of their business in order to drive their business. 

 

 Helping Your Channel Sell: When Roger Koenig was the CEO of Carrier Access (now part of Force10 

Networks), he made it a goal for his company to find ways to make it easier for channel partners to 

effectively sell his products. In this interview, Roger shares how he and his team took the time to 

understand the challenges facing their channel’s sales forces. They then developed tools that these sales 

reps could leverage when meeting with clients, which allowed them to tap into the expertise that Carrier 

Access had to conduct comprehensive needs analysis. With this information, they were able to effectively 

configure and accurately price a solution. With the explosion of tablet devices—like the iPad in sales 

today—we thought revisiting what Roger did a decade ago would be very timely. 

 

 Why Sales Transformation Projects Fail: Billions are spent each year on people, process, technology, and 

knowledge in an attempt to increase the efficiency and effectiveness of sales teams. Yet, in numerous 

studies we have done, the majority of the companies report that their sales transformation efforts 

underperform expectations. In this interview, our own Jim Dickie, Managing Partner at CSO Insights, shares 

nine pitfalls we have repeatedly seen companies encounter that can reduce the ROIs that companies 

achieve as a result of their investments in sales optimization.  

Through this continuing exchange of insights, we hope to make this eBook series an ongoing, educational 

process for sales executives—not simply a one-time learning event. If you have suggestions for topics you 

would like to see covered, or if you have a story you would like to share, please contact Jim Dickie, 

Managing Partner at CSO Insights, at jim.dickie@csoinsights.com or phone 303-521-4410. 

http://www.force10networks.com/
http://www.force10networks.com/
http://www.csoinsights.com/
mailto:jim.dickie@csoinsights.com
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Allan Lam 

 
Allan Lam was appointed Executive Vice President, Worldwide Sales and Marketing, in 2007. He leads 

Fairchild Semiconductor’s sales and marketing organization worldwide. Allan has more than 30 years of 

experience in the industry. Prior to his current position he was Senior Vice President of Fairchild’s 

Standard Products Group (SPG), which represented one quarter of the company’s business. Allan has 

held a number of high-level positions such as Vice President of Sales for Vishay Intertechnology Asia and 

Vice President of their Standard Products unit. He has also held positions in management, quality, 

marketing, sales and engineering with Temic, BBS Electronics, CiNERGi, SGS-Thomson Microelectronics 

and National Semiconductor. Allan holds a BA in business administration from the Royal Melbourne 

Institute of Technology in Melbourne, Australia. He also holds diplomas in both management studies 

from the Singapore Institute of Management and electronics engineering from Hong Kong Polytechnic. 

Allan is a fluent speaker of Cantonese, Mandarin, and English. 

—Jim Dickie 

 

The key to sales transformation success is management buy-in. The reason I 

say this is that I have always believed that a Class A plan with a Class B 

execution will lose out to a Class B plan with a Class A execution. Without the 

sales management’s commitment, a sales transformation initiative like the one 

we took on at Fairchild could fail in no time. 

 

When Mark Thompson came on board as CEO, revenue and gross margin at Fairchild Semiconductor 

had been stagnant for several years, and we could not seem to break away. Mark’s objective from the 

beginning was to transform the company. To support that vision, he brought in a few new executives, 

including myself. 

http://www.fairchildsemi.com/
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When we first came on board we had a sales force that was, in the words of Mark, “trying to sell 

something to everybody.” To replace this all things to all people mentality, Mark’s initial objectives was 

to move the product portfolio to a higher position in the value chain. But in order for that to be 

effective in the marketplace, you need a sales force that can effectively deliver that value proposition.  

When we looked at the sales organization at that point in time, what they were essentially doing was 

selling based on price and availability. With that type of positioning your margins are always capped 

because of the constant price pressure from your customers. Based on that, it is very difficult to know 

what tomorrow will look like, because you don’t have strategic relationships with your customers and 

therefore there is not a compelling reason for them to do business with you. 

When I was asked to take over sales, my charter was to move to a value-based sales approach. We 

needed to implement a customer-centric sales process that moved beyond price and availability, and 

showed our customers that we could help solve key challenges they were facing. Through deeper 

relationships we would gain insights that would help us predict our business better, and by delivering 

better value we could justify higher margins. We believed that there was great customer value in the 

quality of our supply chain, and in our ability to partner with our customers to deliver technology they 

needed to meet their challenges. We knew what we wanted to do, the question was, how?  

The sales organization was badly beaten down at the time, so my first goal became to restore the self-

esteem of the sales force. To get to where we wanted to be, sales needed to be the elite force that 

connected the company to the outside world. We needed to create an environment where they walked 

tall down the hallway, as opposed to with their heads hung down. 

I gave a lot of thought to where we were and what needed to change. Over a several month period, I 

started to conceptualize where transformation would lead us. I wanted to make sure things were very 

clear in my mind before asking people to get on board with a new way of selling solutions versus price. 

As soon as the vision was established in my mind, I started to share it with my management team. I 

wanted to take them through the thought process, step-by-step. I didn’t try to do this in one session. It 

was done over the course of several staff meetings so the team had time to digest the ideas.  
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It was critical to me that everyone had to be on board with the changes we were considering. During 

the initial sessions, as we discussed where we needed to go and to explore how to get there, we started 

surfacing roadblocks that could be in our way. Early in the discussions, we actually identified 36 barriers 

to success—32 of which, in the team’s opinion, were unsolvable. 

It ended up taking six months to arrive at the point where we all agreed to go ahead with a new sales 

methodology. But the process of getting to that point was very valuable. When we reviewed the list 

again, we still had the 36 barriers, but now the team’s opinion was that 33 of those issues were very 

solvable, and the last three were hard, but also solvable. At that point in time, I went around the room, 

one by one, to make sure each person on my team understood what we were going to accomplish, how 

we were going to do it, and saw this as achievable. There was no blood on paper, but I did ask for a 

personal commitment from each individual for what they were signing up to. 

What I was asking my team to do was be ambassadors for our transformation efforts. Inside of the sales 

organization they needed to help train, reinforce the concepts, enforce compliance, review their 

people, share success stories, etc. They also needed to interact with the other functional units in the 

company to explain and promote what we were doing. I didn’t want them watching it happen, I wanted 

them to be part of making it happen.  

In this regard, I asked each individual to actually draw up their own adoption plan and agree to be 

measured by that. Part of the senior sales management’s compensation package is a variable pay 

component tied directly to specific MBOs. So for a period of time, I included the adoption plan as part of 

the management objectives. This meant that a significant portion of their variable pay was linked to this 

initiative. 

With the senior team on board, we partnered with a sales process firm: Sales Performance Academy 

out of Singapore. They worked with us to develop the new sales process, selling tools, and coaching and 

mentoring methodology. Building those items was one thing; we then needed to get everyone effective 

at, and committed to, using them. 

http://www.sales-performance-academy.com/
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We conducted a three-day training class for all the sales people and sales managers so that everyone 

had the same fundamentals regarding our new focus on selling solutions. In addition to that, we then 

did a two-day course for all sales managers where they were given training on new tools for coaching, 

reviewing their sales people, measuring the strength of sales, etc. 

At the beginning of this initiative, in terms of looking at how we were selling from a sales relation and 

sales process perspective, we saw us as being a Level 1.6 Sales Performance organization (see Figure 1). 

Our original goal was to get to Level 3. We put the new programs into action, and over the next twelve 

months we tracked our progress. In assessing our evolution, we were more like 2.5.  

 

 

 

 

 

 

 

 

 

 

Figure 1 

CSO Insights 2012 Sales Relationship/Process Matrix™ 
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We had the form, we had the shape, but we still lacked some of the substance. We still needed to do 

more to change the behavior of the sales people when they are in front of a customer. We started 

asking questions. Do our managers consistently review and coach our sales people? Do they know how 

to do it? Our conclusion was that this was not being sufficiently done. 

One of the areas we looked at was the profile of sales managers and how we promote people into those 

positions. Many of them were good salespeople, who generated solid sales revenues, and because of 

their achievements we promoted them into management. When you looked at the training we provided 

them, it was always how to sell, and how to sell well. We realized if we were going to get to a Level 3 

performance, what we needed to do was get them to effectively manage the troops on the ground. 

It became clear that this was the missing link. We realized if we improved the performance of our sales 

managers, we could, in turn, improve the performance of the five or six people that reported to them. 

To support this, we organized our first ever sales management convention. We brought in all of the 

managers from around the world for a three-day session. Prior to that conference, each manager had to 

go through a training course on process, coaching, and mentoring. That was a requirement to attend. 

We needed everyone to come to the session with the same set of skills; otherwise the things we 

covered would not make any sense to them. 

The investment we made in the sales conference again reinforced our commitment to the sales 

transformation efforts. It was also a chance for us to get each manager’s commitment to the efforts, 

which we did from my direct reports down to each of the first line sales managers. 

We also used this as an opportunity to celebrate the success we had already made. In moving from a 

Level 1.6 to 2.5, we had already made a difference in performance. We had improved our gross margins 

by seven points. I won’t claim the full credit for that, but a major portion of that achievement was due 

to the changes we made in how we sold and how we added value to the customer. We had changed 

behavior, we had a different mindset. Because of our new focus on solving customers’ problems, we 

could justify a higher price. These were things to celebrate at the sales convention in addition to setting 
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the path to get to where we ultimately wanted to be. We left that meeting with the confidence that we 

were going to get there. 

ADVICE TO PEERS 

Sales Leader’s Commitment 

In thinking back about the lessons we have learned from our sales transformation efforts, there are 

many things I could share, but let me focus on three. First and foremost is the necessity of the sales 

leader’s personal commitment to make change happen. When you start this process, you need to 

understand that it will be a long journey, and more often than not, you will find times when you are all 

alone on that journey. 

Sales transformation by definition means making major changes. Once you start this initiative, it is all up 

hill, especially at the very beginning of the project. You need to rally support—both from inside your 

own sales organization as well as from your peers on the executive team. You need to find and justify 

the funding. You need to deal with the resistance to change that will undoubtedly arise. You need to be 

able to deal with much of the uncertainty, because business will still have to carry on. No one can tell 

you how long this process will take. Real sales transformation could take three years, it could take five. 

Based on all of this, the most important question a sales executive has to ask him or herself is, “Do I 

have the capacity to persevere, do I have the stomach to face failure?” Let’s be really frank. If you 

embark on a journey like this and two years down the road the efforts are not showing any results, you 

can lose your job. But I also believe that if you don’t do anything, you are going to get fired anyway. So 

you might as well take the chance and go for it. Just realize that this is going to mean transformation on 

a very large scale; not just for sales but the whole company. That is the challenging part, but at the 

same time the fun part.  
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The Right Team 

The second thing I would like to share is only second in terms of the sequence of conversation. To me, it 

is just as important as your own personal commitment. You need to build a strong team before you 

even think about making a commitment to this type of initiative. Without an effective team I can almost 

guarantee failure. 

By strong, I do not mean pulling together a group of very strong individuals. On the contrary, we do not 

need each member to be the most brilliant or the smartest. Each key member of the team will have 

their own strengths and weaknesses, including us as the leader. That’s fine as long as the team has 

sufficient variety in their skill sets and personalities so that one person’s strengths can cover another’s 

weaknesses, and vice versa. There must be willingness to help each other. That is an absolute 

requirement if you are going through a journey like this. 

It is not necessary for everyone on the team to agree with each other. But they must be able to 

communicate with each other straight and square. You can’t allow any passive aggressiveness. It 

someone doesn’t agree with certain things, they must say it now or never. We need to have people 

express different points of view before decisions are made. But once you have a final decision—not a 

final agreement, a final decision—I expect everyone to support that whole heartedly. 

As a leader you must be willing and able to make changes along the way, including changes in the team. 

As leaders, we make judgment calls, and one of those is picking who is on the team. In some cases those 

decisions could be wrong. When that happens, we need to watch the team dynamics and plan changes 

very carefully. But the full commitment of the team has to be there. By full commitment, I don’t mean 

having everyone say, “Hey boss, I support whatever you want to do.” Rather, I want them to sign up to 

fully support what we are doing and to execute to perfection. 

Open Communication 

My third piece of advice is to over-communicate. Right from the beginning, make sure that those who 

will be counted on to make change happen understand fully the details of the initiative. That includes 
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being open about the barriers. The easiest way to deal with the barriers to your path to success is to 

face them directly. 

When the program is getting ready to launch, you then need to over-communicate to the entire 

audience that will be impacted by the changes you are making. It’s very much like election campaigns. 

We need to let people know where we are going, what needs to change, what the benefits and 

intended results are, and again, we need to be open about the difficulties that can arise. It is also useful 

to explain the consequences of not doing anything. 

To make this happen at Fairchild, I ran a series of internal webcasts to introduce to the entire sales force 

the ideas behind the initiative before we officially embarked on the journey. Then, over the following 

five months, while we were doing a lot of preparation and the groundwork, I did a few more webcasts 

to update them on the progress that was being made, to keep them informed. So by the time we rolled 

the changes out, people understood them and felt more comfortable. 

IN CLOSING 

To sum all this up let me say one last thing: be consistent. There will be many people out there waiting 

for things not to work right, including your own people. Not everything will work perfectly the first time. 

Expect that, and when it happens be persistent. Don’t let go, or at least don’t let go easily. We ran into 

some challenges, and we were able in each case to work through them, and you need to do that 

because the reward when you succeed is very large. 

Customers now see us as problem solvers. And this is not just throwing new technologies at problems. 

We are also coming up with innovative ways of applying existing technologies to deal with issues that 

have been irritating customers for a long time. That, in turn, inspires them to continue to work with us. 

In the past, many customers only brought us into the discussion when they got to the RFP stage in their 

development process. Now a number of very innovative customers are bringing us into conversations 

looking far out on their strategic planning roadmaps. Based on that, we are able to work to envision 

solutions together, and those deeper relationships will help us for years to come.  
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As external customers are respecting us more, we are also finding that internal customers, mainly the 

product divisions, are also seeing us in a different light. They respect what we are doing, and that is 

making them more willing to listen to what we and our customers have to say. 

One last observation: when you think about sales transformation, it should not be from the angle of 

“how well can my sales reps sell?” Rather, it should be about how much we can improve the lives of our 

reps altogether. If we enrich their careers, we make reps not just more efficient but more effective. 

They will do a better job of serving their customers, and, in return, the customers will reward you with 

deeper relationships. 
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Jeffrey Althaus 
 

As Senior Vice President of Operations and Worldwide Sales at Carrier IQ, Jeffrey is responsible for 

growing the company's global market position and delivering carrier-grade solutions through 

professional services, hosting services, and customer support, while managing the worldwide sales 

organization's expansion throughout the global markets. Most recently, Jeffrey helped lead the Self 

Service team at Siebel Systems to a record year, prior to being acquired by Oracle. Previous to Siebel, he 

helped eDocs accelerate revenue from $15M to $50M in three years. Jeffrey led the top team at Pivotal 

Corporation, helping to drive revenue from $10M to $110M in three years. He was also a top 

contributor at Bankers Systems, helping grow the company from $30M to $100M in revenue. Jeffrey 

earned a bachelor's degree in business management from the University of Wisconsin. 

–Jim Dickie 

 

Visibility into the sales pipeline is critical if you are going to have a 

predictable business. But when getting the information you need starts to 

take days or even weeks to obtain, you need to find a new way of doing 

pipeline management. 

 

Carrier IQ is the world’s leading provider of Mobile Service Intelligence solutions. They were founded in 

2005 by a management team steeped in the mobile telecom industry. They are a privately held 

company that is funded by some of the leading players in the venture capital industry. They are 

headquartered in Mountain View, California, with additional offices in Chicago, Boston, London (UK), 

and Kuala Lumpur (Malaysia). Carrier IQ’s mission is to provide mobile carriers and device OEMs with 

http://www.carrieriq.com/
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unprecedented insights into service performance and usability to enable them to deliver higher quality 

products and services to their customers. 

With the proliferation of mobile devices (cell phones, smartphones, tablets, etc.), ensuring these 

devices are working properly is a key goal for all of the solution providers in the mobile solutions 

marketplace. To support this, Carrier IQ analyzes thousands of parameters that are taking place on 

these wireless devices. For instance, let’s say you call into your cell phone service provider’s customer 

care group. Our technology can tell the support person everything from poor signal strength, problems 

with battery life, issues with streaming data, or trying to download a new application. The information 

provided can dramatically shorten the time spent to solve problems and reduce the number of follow-

on calls by dealing with multiple issues on a single call. 

To take our solutions to market, the primary sales focus is calling on wireless operators. In addition, we 

do business with the manufacturers of mobile devices, chip set manufacturers, and consumer survey 

firms that are in interested in understanding mobile usage patterns. 

SALES FOCUS 

From a direct sales perspective, something that is very important to me is focus. For example, while 

there are well over 1,000 mobile operators in the world, we have identified 221 that are really 

important to us. We realize we can’t be all things to all people, so we want to spend our time and 

energy working with firms that are a great fit for what we sell and to whom we can bring value. To 

support the rest of the market, we have partnerships with other firms that can concentrate on 

representing us on a regional basis. 

We have a fairly complex sales process. Our average opportunity size is in the 10+ million dollar range, 

and we have to deal with many requirements and questions to close an account. In the early days of 

the company, the length of the sales cycle was 24–30 months. In that type of environment, as the VP of 

Sales, I was very keen on optimizing two things: visibility into the pipeline and predictability of moving 

deals through the process. 
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As a venture capital (VC) backed firm, I wasn’t the only one interested in those two items. Over the last 

seven years we have raised four rounds of funding. Our existing and potential investors weighed our 

sales performance heavily in deciding how much to invest in us and at what valuation. As each VC firm 

has different ways of assessing businesses, I needed to be able to slice and dice the pipeline data a 

number of different ways to meet their needs. 

THE ACCOUNT MANAGEMENT CHALLENGE 

Initially, I relied on Salesforce.com as the primary engine for monitoring account management and 

sales activities. When our business expanded and moved into Asia and Europe, our CRM application 

alone didn’t provide the functionality to quickly and easily get to the information I needed to have, and 

the required visibility into all the deals we were working on. This started to cause challenges in terms 

of managing the day-to-day business, as well as meeting the expectations of our investors. 

I found myself investing an incredible amount of effort getting ready for our monthly board meetings. 

It was literally taking me the better part of two weeks to pull the necessary information out of our CRM 

system, and a variety of Excel spreadsheets and reports we were using to monitor and manage our 

business. This was in addition to my normal job―driving revenue for the company.  

Visibility wasn’t the only challenge I had. As the company grew, so did my role in the company. On top 

of worldwide sales and business development, I took over management responsibility for presales 

support, cloud based SaaS operations, internal IT, and worldwide professional services and consulting 

organizations. What was going on in sales had a huge impact on all of these functional areas both 

during the sales cycle and after we closed an account. For those areas to effectively manage their 

resources and budgets, they needed sales to provide accurate information on the status of all 

opportunities. 

IMPLEMENTING SALES ANALYTICS 

I knew we had to do things differently. In 2010 I started researching new approaches for tracking our 

business. In looking into sales management analytics solutions, I came across a company called Pipeline 

http://www.pipelinemanager.com/
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Manager and started working with their CEO, Michael Bonner, to replace the way we were managing 

accounts with something more efficient, effective, and comprehensive. 

The first thing I did when implementing Pipeline Manager was to implement our detailed sales 

methodology into the system. At Carrier IQ, we have a direct sales team, channel team, and strategic 

partnerships team that all have unique sales processes. Within a few days I developed multi-stage sales 

processes and rolled them out to each group. This contained 50+ steps that manage both the internal 

and external activities needed to efficiently complete each opportunity. 

The reason I drill down to this level of detail is that I need to get to the data necessary to understand 

and measure what is happening at each step in the process. For example, if an account is in stage 3 of 

the process, I want to know how many days it will take sales to get to and complete stage 7. Are we 30 

days away from closing the deal, or is it 60, 90, or 180 days? Also, based on system history, I am able to 

determine that when an opportunity reaches stage 5, we have an 87% confidence rating of closing the 

deal. This is critically important information in terms of resource planning—not just in the areas I 

directly manage, but also in other areas such as finance, engineering, and customer support. 

An aspect of Pipeline Manager that I found useful is the user interface, which has a graphical user 

design. Because of this, I can easily move through the user interface and gather information without 

drilling down into the data for each account. It is also easy to create reports to provide insights into the 

data from a variety of perspectives. That was especially important to me, as I am also the system 

administrator. So when I need reports, I have to be able to generate them myself.  

IMPROVED VISIBILITY 

As we analyzed the data from our selling efforts, I looked for areas to improve the process, which 

became evident. For example, in the original sales methodology, we conducted a trial in stage 3 of the 

process. Historically, that was what prospects expected vendors to do, and we followed their lead. 

However, in analyzing our performance, at a minimum it was taking 9–12 months to complete stage 3. 

http://www.pipelinemanager.com/


Sales Management 2.0  Optimizing Sales Performance 2012 – Volume 8 
 

© CSO Insights CSOiCL67112 Page | 18 
 

It became clear we had to stop doing trials and replace them with other ways to meet the customer’s 

expectations.  

That became the springboard for creating our proof-of-concept program. Pipeline Manager was a very 

useful resource in this process. As we were navigating deals through the old sales process, we were 

collecting a lot of specifics as to what customers were trying to learn during the trial (e.g., what types 

of tests they were running, how they were calculating the ROI, and what functionality is commonly 

critical).  

Through that analysis, we developed a platform that had all of the major evaluation tasks customers 

wanted to accomplish in a prebaked trial system. This provided us with a repeatable process that we 

could take the customer through that delivered answers to all of their questions in a fraction of the 

time and at a fraction of the internal cost of doing a trial.  

After having the proof-of-concept process in place for several months, we had a baseline of real-world 

metrics that we could leverage to predict the length and resource requirements of our future selling 

efforts. Today, when an account moves into stage 3 of the process, the professional services and 

hosting operations teams know the workload that is coming. Therefore, they can effectively plan and 

allocate resources to support the customer during the proof-of-concept efforts. 

This enhanced level of visibility—knowing we are 90, 60, 30 days away from closing an opportunity 

with a confidence level of X% to close—allows us to manage our business more effectively than we 

ever could doing account management the old way. We can ensure we have the system capacity to 

handle those accounts, that we have the right number and type of resources to support prospects and 

customers. 

If you remember, I said when we started the business, our sales cycles were 24–30 months. With the 

emphasis on detailed account management and Pipeline Manager in place to manage the process, we 

were able to reduce the sales effort to closer to 12–14 months. This resulted in the company having 

the best year in our history and we were able to manage to our first profitable quarter. 



Sales Management 2.0  Optimizing Sales Performance 2012 – Volume 8 
 

© CSO Insights CSOiCL67112 Page | 19 
 

Another thing worth sharing is that we were then able to drill into each deal and get insights into what 

product capabilities produced the best return on investment for specific types of companies. This has 

helped us further improve our ability to target the right companies and deliver a value proposition that 

supports justifying higher margins. Because of this, we have seen the length of contacts and the dollar 

size of the deals increase. 

ANNUAL PLANNING/TRACKING OPTIMIZATION 

What we have accomplished has transformed how the entire company works. For example, our annual 

planning process is now driven off of Pipeline Manager. When all of the functional areas of the 

company meet, we look at the business that existing customers have done with us and determine if it 

is repeatable and multiples of growth. We also have greater visibility into what new business should 

close. This enables us to make more educated decisions during the planning process.  

This is something that is very important to our existing and future investors. They want to know what 

our projections are for growth and have the confidence that these are based on metrics rather than 

guesses. Let me share with you the impact this has on a company. I mentioned that we have had four 

rounds of funding. Our valuation from the third round to the fourth doubled. That increase was not the 

result of our sales doubling during that time period. While revenues went up, it wasn’t by that 

multiple. What justified that increase in valuation was that we were able to show investors that we 

could, with confidence, predict the lifetime value of an account. This was a key metric in how the 

investors based their future valuation. 

At a recent board meeting, one of our VCs asked a question regarding the strength and depth of our 

company pipeline. I walked the board through our version of Pipeline Manager—everything from the 

graphic display of our seven-stage pipeline to the 50+ steps required for every opportunity to pass 

through. The VC commented that he now had a better understanding of why we have great visibility, 

predictability, and consistency in our business.  
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ADVICE TO MY PEERS 

Based on the experiences we have had, I have a few things I would want to share with others who 

might want to go down a similar path. The first is don’t let business drive your behavior. It should be 

the other way around: your behavior should drive your business. For that to happen you must make a 

commitment to obtain the metrics you need to understand the specific activities that need to be done 

in the sales process to complete a sale, and you need to continually monitor and measure that those 

activities are consistently occurring. 

Second, you need to understand which metrics are important for driving a successful outcome. In the 

start-up world, that successful outcome could be a next round of funding, an acquisition, an IPO. For a 

publically held company, this might revolve around increasing shareholder value and improving the 

price that the markets value your stock. 

My third recommendation is to, sooner rather than later, develop the ability to measure the state of 

your business. A sales management solution such as Pipeline Manager is a must-have. It is the 

difference between driving your business off of the key metrics that determine your success versus 

sitting back and wishing and hoping for a successful outcome.  
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Roger Koenig 
A CSO Insights Classic Interview  

 

When I interviewed Roger Koenig in 2002 for our book The Sales & Marketing Excellence 

Challenge, he was CEO and Founder of Carrier Access (a firm that is now part of Force10 

Networks). At that time Roger was a leader in the communications and electronic equipment 

industries, known for his expertise in business leadership, executive management, product 

development, and building successful companies. Prior to Carrier Access, Roger founded Koenig 

Communications and he also held engineering and management positions for ROLM and IBM 

Europe. Over the years Roger has won many awards, including the Esprit Entrepreneur of the 

Year, the Ernst & Young Entrepreneur of the Year, and a seventh place ranking among the 200 

Best Small Companies as selected by Forbes magazine. Roger has a Master of Science degree in 

Engineering Management from Stanford University, and a Bachelor of Science degree in 

Electrical Engineering from Michigan State University. Since many firms are still looking to crack 

the code on how to effectively sell though channels, I thought that republishing this CSO Classics 

interview would provide solid lessons from the past that can be applied today. 

—Jim Dickie 

 

When you are selling through a channel, you need to understand that 

your ‘sales in’ is a result of your channel’s ‘sales out’. If you want the 

channel to sell, you have to go beyond providing them a great product 

and value proposition; you also have to make it easy for them to sell 

these values. 

 

http://www.force10networks.com/
http://www.force10networks.com/
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At Carrier Access, we manufacture equipment that enables our customers—including many 

incumbent carriers and wireless service providers—to expand service revenue, lower operating 

costs, and extend capital budgets. By reducing capital expenditures, customers are able to 

deliver more network functionality and service for the same amount of money. As you can 

imagine, this has a very positive impact on capital constrained telecommunications businesses.  

To give you an example without getting too technical, a major component of a wireless carrier’s 

operating expense is the cost of connecting cell sites that are all over the landscape, back to the 

switching offices so it can in turn route calls and connect people.  

We’re in the process of delivering new equipment for nationwide deployments in the wireless 

business that consolidates the number of transport lines—T1s, DS3’s, etc.—needed to make 

those connections. Providing the same service with fewer lines will result in a significant 

improvement to that wireless service provider’s bottom line. 

Since we started in 1995, our company has consistently raised the issue of capital savings. We 

promised our customers that we would provide systems that did a superior job of 

communications service integration, at a lower cost.  

We delivered on that promise and then waited for the orders to come in. To be honest, the 

volume was not what we expected. We went back to our customers and said, “We delivered a 

killer solution for digital Centrex desktop services. We overcame a huge capital expense 

challenge. We overcame the operating cost problems of actually getting this installed. Why 

aren’t you selling a lot more digital Centrex subscribers?” 

We felt we had delivered a solution to a universal problem, but our concern was that the only 

markets that seemed to be getting any traction were government applications, such as the 

state of Pennsylvania, and federal government agencies. We wanted to know why they were 

not taking this offering out to a much broader user base.  
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The answers that we got back from our customers were surprising in their consistency. While 

the products we delivered were great, they were too complex for our telecom service providers 

to easily sell to their end-user business customers. 

WHEN VALUE PROPOSITION IS NOT ENOUGH 

We’re proud that our solutions can handle a multitude of situations, but we found that the 

flexibility of our offerings were often intimidating to the sales people working for our telecom 

customers. For them to effectively represent our products to their customers, they first needed 

to determine what the needs of that individual client were, and then work through a network 

proposal. Once that was defined, they then needed to develop an accurate quote for the cost of 

the system. 

So, while we offered a strong value proposition to the firms we sold to, in the end that was not 

enough. We were expecting the channel sales people to invest too much time and effort to get 

to the point where they could close a deal. 

As a result, we realized we had a critical training problem that we needed to overcome. Up to 

that point, the focus of our sales process was on the steps that we needed to go through to 

convince our customers of the value our solutions represented to them. We decided we 

needed to go beyond that and determine ways we could help their sales people translate and 

apply those value propositions to their customers. 

THE REALITIES OF YOUR CHANNEL’S WORLD  

Yet, at the same time, we knew we also had to work within the realities of today’s marketplace. 

The first reality was that end user customers, the people ultimately using a telecom service 

provider, really want solutions to their specific communications needs. They want to 

communicate with other people—not all other people, just the business associates, colleagues, 

or family members they choose—when they want to talk to them. And if that person is not 
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available, then those customers want to be able to leave a message, so the recipient can call 

back at his or her convenience.  

From the end user perspective, this appears to be a simple objective. But as you start to view 

the whole world of telecommunications you quickly realize that ours is a very technology-

encumbered universe. End users find they need multiple phone numbers: office, cell, even 

home. Each has its own voice mailbox, and each mailbox may have different methods for 

retrieving messages. They don’t want to deal with all of this; they want to purchase services 

from a provider who can make the complexity go away. 

The second reality was that these end users work for all different sizes of companies, from 

Fortune 1000 firms spending millions per month on services, to mid-sized companies spending 

thousands or tens of thousands a month, to very small firms spending just hundreds a month. 

Obviously, solutions for a Fortune 1000 company will need to take into account many more 

variables than those for a ten-person firm. 

The third reality was that the sales people calling on these accounts are often much more 

product focused than solution focused. Over the years we have created silos of sales expertise. 

Today, there are sales people who are great at selling voice, but are weak at selling data, or 

vice- versa. This situation is in direct conflict with the goals all carriers strive for today, which is 

to blend a combination of voice and data services that work on a variety of software and 

hardware systems, so they can create a differentiation in the marketplace. 

A perfect example is Virtual Private Network voice services, where companies put their 

enterprise voice connectivity on their data networks. For an end user firm, this saves money; it 

provides better efficiency and has great bottom line value. But for the service provider, it is still 

a specialized craft to sell and deliver these solutions. This product orientation will change over 

time, but in the near term we cannot count on these sales people to be able to single-handedly 

manage the entire front-end of the process for a solution sale. 
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It would be great if these sales people could turn to their systems engineers (SEs) for help. But 

the fourth reality of the marketplace is that those people already have more than they can 

manage today. In our current soft economy, and the subsequent cost cutting atmosphere, the 

ratio of sales people to SEs has gone from two or three sales people to one SE, to as high as 15 

to one. To expect a fewer number of SEs to learn all the intricacies of selling more complex 

solutions is simply too much to ask. 

FOCUSING ON YOUR CHANNEL’S SALES PROCESS  

It became clear that in order for us to grow more quickly, we needed to enable a service 

provider’s sales team to simply and quickly analyze the needs of their customers, then 

communicate what a solution would look like and how it would benefit them. 

We focused our thinking on ways we could take responsibility for the front-end of the sales 

process for our customers. Ideally, it would have been great to have a Carrier Access person 

available to go on every end user customer call, but for financial and resource availability 

reasons that was impractical. Yet that idea did help set the stage for our initiative to reengineer 

the sales process. Our task was to determine how we could provide our customer’s sales people 

with access to the wealth of knowledge our company had, so they could easily do the front-end 

sales tasks themselves. 

The answer we came up with was to create a web-based expert sales facility that would focus 

on two goals. The first would be a detailed needs analysis capability. Our objective here was to 

enable any sales person, with a minimal amount of training, to leverage our sales support 

system. They would walk their customer through a structured series of questions that would 

identify the end user firm’s communications needs, and match those needs to one of our 

service offerings. 

Our second goal was to have the system generate a detailed proposal based on those end user 

needs. This would start with a plain English description of the problem that needed to be 
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solved, followed by an overview of how we were going to deal with those issues. Our objective 

here was to take over the responsibility for generating the proposal, building a detailed view of 

how the network would function, spelling out all the hardware and implementation costs, and 

so on.  

We felt that if we could achieve these two goals, we could take out a lot of the pain and 

frustration associated with selling our solutions, and also help the service provider’s sales 

people become much more productive at delivering digital services. As their ‘sales out’ 

increased, our ‘sales in’ would go up correspondingly. 

TECHNOLOGY ENABLES THE CHANNEL’S EFFECTIVENESS  

To accomplish this, we first started looking at the complexities of the detailed business 

discussions taking place between the service provider sales person and the prospect. To do this, 

we actually sat down with our customers and jointly walked through the process. 

Through these discussions we realized that during this customer interaction several steps 

needed to be completed in order to determine the client’s needs. We also needed to educate 

them on the idea that new solutions may exist to meet those needs and then motivate them to 

do something about those issues now. 

The needs analysis was the first hurdle to overcome. Today, when you walk into a retail store 

and start to talk to the owner about their communications needs, they’ll say, “Well, we have a 

point-of-sale network, and we can’t impact that because it is backed up and is redundant. Then 

we have this for our voice communications, we have that for sales people, and another system 

for the warehouse.” As you can see, things start getting very complicated, very fast. But this is 

typical in business environments today. 

We really took the time to understand all the issues that could come up in these customer 

conversations and then looked for ways to optimize that process. Our goal was to provide a tool 
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for service provider sales reps that would guide them through a simple, easy process for 

conducting a comprehensive needs analysis.  

What we came up with is a very streamlined process that is based on 14 questions at most, in 

plain English, that the sales person needs to get answers to in order to cover all of the cases 

that could come up. Behind these questions is a sophisticated model that understands all the 

implications, co-requisites, and prerequisites for dealing with the prospect’s communications 

environment. 

The system is designed so that the rep could record the answers during the conversation and 

enter them into the system later, or actually use the system interactively during the call.  

The next step was to have the system take the customer’s input and build a comprehensive 

proposal for the sales person to present. Based on the answers to these questions, the system 

creates network diagrams, overviews on all the equipment and part lists, and all the relevant 

pricing data. The proposal also covers the implementation plans. 

OPTIMIZING THE SALES CALL  

Now, compare this selling approach to how these sales people had been working. Prior to this, 

to ensure they got all the information they needed, they would often have to conduct the 

needs analysis process through multiple calls that could take hours. Now they can do it in 

minutes, with a single call. 

Next, in the past, lacking the full product line knowledge themselves, the sales person would 

have to farm out parts of the data to various expertise silos within their company to attempt to 

understand what the customer told them, and then what they could do to improve that 

communications environment. Again, this typically involved getting access to those SE 

resources that were already stretched to the limit.  
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Now that expertise is available to the sales person literally at his fingertips, and that knowledge 

base is always current. As things change—prices, features, compatibility issues, etc.—those new 

data elements are updated in the central system. This process ensures that sales people are 

working with the most current information available. 

Finally, again looking at how things were once done, when sales reps had an idea of the various 

technologies that needed to be integrated, they then faced the task of translating those 

concepts into a business language that the customer could understand. They needed to create 

proposals that translated technology into plain English answers for their customers. They also 

needed to spell out the business value that would be created by making these communications 

changes.  

Today, our system completes that process automatically. When channel sales people use the 

system, it creates the proposal verbiage, network diagrams, and the implementation plan for a 

given customer’s situation. Since this information is based on the knowledge elements in the 

centralized sales expert system, the consistency and accuracy of these documents is 

significantly improved as compared to the past ‘one-off’ proposal approach. 

We named the system WICK (WAN Integrated Connection Kit). It is actually an application we 

developed in-house and is very cost effective because we built it using generally available web-

based software development tools.  

The response we have received from our customers has really exceeded our expectations. The 

first thing they say is that they have never seen anything like it. The next thing they tell us is 

that they feel appreciated and that their success really matters to someone else. Because we 

developed this tool for their use, we’ve demonstrated that we understand the sales challenges 

they are facing. 

To maximize the acceptance of the system by their sales people, we have designed the 

application so that it can be integrated directly into the service provider’s existing Internet site 
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or sales portal. It can also be branded with their company name, versus appearing to be a 

separate program from Carrier Access. 

THE VALUE OF OPTIMIZATION  

The value of WICK is evident the very first time you use the system. When we demonstrate the 

application to service provider sales people, their jaws drop open. They see that they can go 

through the needs analysis, solution creation, and proposal generation steps of the sales 

process in 10 to 15 minutes, and actually can leave the customer with a very detailed 35-page 

proposal at the end of the call. 

This changes the entire sales process. The first benefit is that it facilitates the sales person in 

making the transition from selling products to selling solutions. And, sales reps do not have to 

spend months becoming experts on all the intricacies of the technologies involved. This shift 

increases the value of these reps in the eyes of the end user, because they are now more 

knowledgeable and professional compared to their product-focused counterparts. 

Secondly, this system collapses the front-end of the sales process down to its absolute 

minimum. Now in the course of a day, a sales person has time to see more customers and easily 

generate more high quality proposals. More times at bat translates into more sales, for both 

our channel partner and us. 

A third benefit, tied to the collapsing of the sales process, is that new markets are now open to 

the service provider. It has been interesting to watch the telecommunications space develop 

over time. Most firms segment the market into large accounts (Fortune 1000 or 2000), mid-tier 

firms, and small accounts.  

Because of the economics of sales—cost versus revenue potential—most companies target 

their selling activity towards the larger accounts. So you have thousands of sales people 

targeting the Fortune 1000, and only a few calling on the rest of the world. 
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However, if you are able to make a single call on a mid-tier or smaller firm, and complete a full 

sales process during that call, now you change the economics and make those accounts more 

attractive targets. If you dedicate part of your sales force to this portion of the market, you are 

tapping into a much less competitive environment, where often your sales person may be the 

only rep that company encounters. 

The fourth benefit, which we achieve jointly, is the movement towards becoming stronger 

business partners with our customers. When they see us come in the door, they don’t 

automatically see us as a vendor. Instead, they see Carrier Access as a company who is 

genuinely interested in their business, and willing to make the investments needed to help 

ensure they are successful in the marketplace. 

CREATING A WIN, WIN, WIN ENVIRONMENT  

Ultimately, to be successful in sales today you have to understand what the ‘win’ is for all the 

parties involved in the process. Make no mistake; our objective at Carrier Access is to sell more 

products. But that need has to be blended with the objectives of others. 

The service providers we sell to want to get beyond commoditization of telecommunications 

services and create real value-added solutions that will meet the needs of the marketplace and 

create more customer loyalty.  

Their sales people need to be able to achieve the sales volumes their companies expect. In 

order to achieve their goals, they need help and services that fundamentally increase their 

effectiveness and also support them in making the transition to solution sales. 

Our success depends on our ability to help the service providers we work with, and the sales 

people that work for them, meet their goals. We think the WICK initiative goes a long way 

towards that, and in doing so creates a final win for the end user firm, as they get the value 

they really wanted to buy-in in the first place.  
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Jim Dickie 
 

Jim Dickie is the Managing Partner of CSO Insights, a research firm that specializes in 

benchmarking how companies are leveraging people, process, and technology to optimize the 

way they market to, sell to, and service customers. He has over 29 years of sales and marketing 

management experience. Jim began his career with IBM and Sterling Software and then went on 

to launch two successful software companies. Jim is a contributing editor for CRM Magazine, 

CustomerThink, SoftwareMag.com, a contributing author for Harvard Business Review, and an 

often-requested keynote speaker at sales effectiveness, sales management, CRM, and Sales and 

Web 2.0 conferences. He has authored several books on sales effectiveness and CRM, and is a 

board member for Baylor University’s Center for Professional Selling. Outside of work, Jim is a 

Trustee and Past Board Chair for The Morris Animal Foundation. For this interview I asked him 

to share insights on why sales transformation projects underperform. 

 ―Kim Cameron 
 

Optimizing the performance of our sales teams is something all CSOs talk 

about. And we back that talk with investments in skills training, 

technology, sales operations, marketing, etc. Yet, after nineteen years of 

benchmarking sales transformation initiatives, I have found that the 

number of programs that underperform far outnumber those that 

generate great results. In retrospect, the reason for this is that there are 

nine pitfalls that can cause companies to not realize the full ROI potential 

from their transformation efforts. 

 

http://www.csoinsights.com/


Sales Management 2.0  Optimizing Sales Performance 2012 – Volume 8 
 

© CSO Insights CSOiCL67112 Page | 32 
 

Pitfall #1 - Under Commit:  

Let me start with an observation that if your executive management team does not 

fundamentally believe that successfully redesigning your sales process is one of the top 

strategic challenges your company faces, don’t even start a sales transformation project.  

The biggest, single mistake companies make is to under commit to their initiative. There are 

three main symptoms of under commitment you should look for: 

First, look to see if there is a lack of senior executive attention. The reason this is important is 

that sales transformation inevitably crosses functional business lines within a company, so a 

mid-level manager will not have the clout necessary to ensure that changes are made. 

Executive sponsorship is required to resolve internal conflicts quickly to keep politics, resistance 

to change, and inertia from bogging down progress. 

The second thing to avoid is a tactical project orientation. Instead of investing the time required 

to develop a comprehensive sales transformation vision, a temptation occurs to look at making 

a series of minor, tactical changes. Our benchmarking shows that improvements require that 

you develop an enterprise-wide understanding of how things really work. Taking a microscopic 

view of one sub-process after another, in many cases, ends up generating no improvement at 

all, as it further complicates other aspects of the current process. 

Third, is there a part-time attitude toward fixing things? Asking IT to code up a few sales reports 

in their spare time, or looking to sales to take a few hours to assess where their sales cycle is 

failing, or requesting marketing to give a little thought as to what kind of feedback they need 

from the field to design more effective lead generation programs, are all prone to fail. A sales 

transformation initiative is a major undertaking, requiring the full-time assignment of people 

for the duration of the project. A part-time approach will generate part-time results that will 

not make you happy. 
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If you have solid business reasons that keep you from making this level of commitment today, 

then put this effort on hold for a while. Starting a project before you are ready to see it all the 

way through will result in your people becoming impatient, confused, and distracted. From this, 

they may conclude that sales reengineering doesn’t work. This will create a huge barrier for you 

to overcome when you are ready to make a serious effort, so you are better off not starting 

until you are ready. Just don’t wait too long. 

Pitfall #2 - Try to Pave the Goat Path:  

A second mistake that is easy to make is expecting too much out of CRM technology. When you 

hear about substantial gains from implementing CRM systems at industry conferences, 

discussions with your peers at other firms, or through articles and reports, you may end up 

assigning too much importance to the hardware, software, and communications components 

that are used. A comment that technology visionary Jessica Keyes made has always stuck in my 

mind. 

Technology does not necessarily beget competitive advantage any more than painting a canvas 

begets a Van Gogh. There is more, much more, to the art of using technology to gain a 

competitive toehold than just a mere application of technology. The real art lies in wrapping 

technology around a company, much like a glove, so that the company can more flexibly extend 

its reach and take advantage of the new market opportunities it finds. 

This thought needs to become a cornerstone of your sales transformation efforts. Time and 

again, I have heard executives lament about how they started focusing on technology too soon 

in the process. They got caught up in seeing vendor presentations before they had defined the 

specific challenges they were trying to solve. The end result, in many of these cases, was that 

products that demoed wonderfully ended up sitting on a shelf. My old friend John Williams, 

who was SVP of Sales at StorageTek, once told me, “If you are using 21st century technology to 
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pave a goat path, you can end up with a real smooth goat path, but in the end it was still just a 

goat path.”  

Transformation success involves optimizing an effective sales process with the intelligent use of 

technology. If your process has fundamental flaws, technology may give you a little boost, but 

more likely it will end up helping you do inefficient or ineffective things faster than ever before. 

So before you start looking at tools, give serious thought to what you want to do with them. 

Pitfall #3 - End Up in Point-Solution Hell:  

Successful sales effectiveness initiatives often require an enterprise-wide orientation. If you let 

each of your departments attempt to deal with their portion of the sales process 

independently, you may create a configuration that even Rube Goldberg couldn’t figure out. As 

an example, let’s take an actual case of one company I benchmarked a couple years ago. For 

several years they had been attempting to attack the issue of sales process redesign, but 

approached it on a departmental basis. Each functional area conducted their own process 

analysis to identify improvement areas, evaluated alternatives to deal with their problem areas, 

and implemented their own solution. 

The issue they ran into was that there was no coordination of workflow. Processes conflicted 

with each other; systems didn’t talk to each other, even incentive plans for one functional area 

caused problems in another. After looking at their efforts and results, the company was 

convinced that their hard work generated more problems than they began with. 

While you may start your sales transformation initiative in a single department, you have to 

take the time up front to set overall process and architectural parameters that everyone agrees 

to work within. Otherwise, somewhere down the road you will end up reconstructing at least 

part of your system, which will be very expensive and frustrating for all involved. 
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Pitfall #4 - Champagne Dreams/Beer Budgets:  

Trying to implement sales transformation cheaply is another mistake companies come to 

regret. Funding for these initiatives is often not included in the budget when companies kickoff 

their effort. It is therefore tempting to take a low-cost approach to the problem, in order to not 

create any waves in the current fiscal year plan.  

Let me share with you a personal belief. Cost should never be the first thing you focus on when 

evaluating sales transformation solutions; benefits should be the first order. Over the last 

nineteen years I have benchmarked some extremely successful programs that have generated 

huge revenue increases and cost savings. But they don’t come free. If you haven’t budgeted for 

sales transformation, then do it. Figure out what you want to achieve, determine what it will 

cost to get there, compare the benefits to the costs, and decide if it is a good investment. 

Pitfall #5 - Pick the Wrong Partner: 

Every year we ask companies if they used outside resources to support their sales 

transformation efforts. Through this process we have amassed a database of over 700 firms 

that offer sales effectiveness solutions—everything from training, technology, consulting, to 

outsourcing, project management, etc. If you decide you need help to identify and deal with 

the issues that are impacting your sales performance, you should be able to find a partner that 

meets your specific sales effectiveness needs.  

But a word of warning: don’t make your vendor choice based on what they did to help 

someone else. Everyone touts the one, two, or three customers that they help. The temptation 

is to start to think about what would happen to your performance if you achieved results 

similar to these referenced companies. No two companies sell exactly alike, so a solution for 

one company may create a problem for yours. 
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By all means, as part of your evaluation process get references. But more importantly, share 

your challenges and what you see as the causes behind those problems and then ask the sales 

effectiveness vendors to give you specifics on how they would apply what they know or the 

products they have created to optimize your performance. If you can’t see clearly how they can 

help you change how you sell, don’t move forward until you do. The path to success should be 

clear to everyone before you invest in a partner. 

Pitfall #6 - Expect to Just Add Water: 

Assuming that optimizing your sales process will be similar to optimizing manufacturing or 

finance can be a huge mistake. The degree of complexity involved in sales transformation 

efforts is significantly higher than the other two examples. The reason is the issue of 

standardization. Governmental and industry regulations have brought a degree of conformity 

to how finance is managed. Standards also exist for manufacturing. Where are the standards in 

sales? The answer is there aren’t any. Very few companies sell exactly the same way, so each 

sales transformation effort will have its own unique twists. 

Everyone involved in the project needs to understand this up front. No sophisticated sales 

effectiveness strategy will work perfectly the first time. Regardless of which solution you 

choose, you have to build into the project plan the expectation of time required to adapt that 

solution to your process. I recommend avoiding the temptation to retrofit your operations to fit 

the tools or technologies you might acquire. This approach typically results in confusion, if not 

outright chaos. Instead, modify these solutions to meet your unique sales process 

requirements. 

Pitfall #7 - Avoid the Human Side of the Equation: 

A critical pitfall to avoid is focusing too much on process and technology, and not enough on 

the people who will be using the solutions. You can design the best processes in the world, and 
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back it with the latest and greatest technology, but if your people don’t buy into the project, it 

won’t work. There are two people-related issues that have surfaced in many of the sales 

transformation programs I have reviewed that are worth noting. 

The first is what I call the Fear-of-Change Syndrome. Your sales reengineering initiative is not 

really creating a new way of marketing, selling to, and servicing customers as much as replacing 

existing methods and procedures. There is an important difference here.  

You already have a sales process in place. It may be based on tribal wisdom, old methodologies, 

manual systems, but it does work to some extent and people are familiar with it. Reengineering 

requires change. Fear of change needs to be dealt with early on, or the very people that the 

process improvements are designed to help, will be the ones to see that it fails. 

The second issue is Big Brother Syndrome. Be aware that horror stories about the hidden 

reasons that companies implement sales transformation initiatives may already be circulating 

through your sales force. They may have heard how new systems and coaching methods are 

designed to track their every move, just waiting for them to make a mistake so that 

management can pounce on them. This initial distrust is a very serious issue that must be dealt 

with swiftly.  

Leaving these types of concerns unresolved will only result in bigger problems when you get 

ready for implementation. They need to be dealt with head-on so that everyone is on board 

and supportive of what the company is trying to accomplish. 

Pitfall #8 - Being Too Diplomatic:  

Fundamentally, your sales transformation initiatives have to succeed or your firm’s long-term 

future may be in jeopardy. I remember reengineering expert Michael Hammer making a great 

observation on what it takes to make a project successful: “To succeed at reengineering you 
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have to be a visionary, a motivator, and a leg breaker.” Let me address the issue of leg 

breaking. There are several mistakes companies encounter as a result of trying to be too 

diplomatic in their sales transformation programs.  

Let me first reinforce something I already said. Sales transformation must have executive team 

buy-in. From day one, the efforts need to have the full support and endorsement of every 

member of the executive team. Its implementation will ultimately cross every functional 

boundary in your company. Inter-departmental turf-wars can erupt if employees don’t see that 

their senior managers are behind the strategy. 

Accepting anything less than 100% user buy-in is a mistake. You need to make it clear that your 

new way of selling is not an option; it is a requirement of employment. As soon as you let a 

single person get away with not using the process, tools, and technologies because it’s too 

hard, or they haven’t had time to get used to using them, or they think they are personally 

more productive doing something else, the foundation for your project will start to crumble.  

Finally, avoid the temptation of backing off at the first sign of problems: no matter how much 

thought you put into your sales transformation efforts, you can count on running into 

unanticipated problems when you implement new approaches to selling. Backing off at the first 

sign of problems will cause confusion, and ultimately chaos if it happens too often. 

While you want to be sensitive to the human factors described earlier, keep in mind that you 

cannot please everyone. Some people may end up with less responsibility, some may not be 

able to adjust to the new way of doing things, and some may lose their jobs. There will be a 

temptation to try to make sales transformation fit your organization instead of changing your 

organization to sell a different way. Taking this course of action will either diminish the results 

you achieve or significantly delay the benefits that come from optimizing how you sell. 
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Pitfall #9 - Assume that Done is Done:  

You may have clearly defined your project plan, involved all the right people in turning the 

vision into a reality, done a superb job of rolling the program out across the enterprise, but if 

you stop at this point your program can still fail for a variety of reasons. 

It is important that as you start your sales reengineering efforts you realize three things: 

It is not easy; it is not fast; it is not cheap! Also, remember that it is not an option! As soon as 

one key player in an industry segment successfully reinvents how they market to, sell to, and 

service customers they set the new benchmarking standard which all competitors must meet. 

Turning how you sell into a competitive edge can be done. The key is to make sure you are the 

first one to do it in your marketplace.  
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About CSO Insights 

 
CSO Insights benchmarks the challenges faced by today’s sales and marketing organizations. We track 

trends in the usage of people, process, technology, and knowledge to improve sales effectiveness. 

Research is the core of our business. Each year, we survey thousands of Chief Sales Officers (CSOs) to 

learn the challenges they see as most critical. We also review offerings from solution providers to 

retain our position as the experts on solutions for CSOs. 

We offer Advisory Services, write numerous articles, and speak at major sales and marketing 

conferences to share what we’ve learned from executives like you. 

Founded by Jim Dickie and Barry Trailer, CSO Insights has served sales and marketing executives for 

over 18 years. We offer only pragmatic suggestions, experienced-based examples, and the kind of 

insights you’ll want before your next executive strategy session or board meeting! 
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