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SSaalleess  MMaannaaggeemmeenntt  MMeetthhooddoollooggyy  

Maximizing Short-term Results 

While Building a Sustainable Sales Methodology 

 

 
 

 

TWO PREREQUISITES FOR GOOD SALES MANAGEMENT METHODOLOGY 
 

 

CCuullttuurraall  CCoommppaattiibbiilliittyy  

A powerful sales engine is more than just the energy and passion of a sales organization. 
It is also the long-term sales culture that leads them through the hard times. It is the set 
of skills and attributes, which remain constant as people, products and markets change.   

 

The key to organizational excellence is a like-mindedness that can be intelligent, 
versatile and reactionary, yet still function as a single entity. Without this like-
mindedness, all you have is managed chaos, which only appears, at times, to be 
successful.  

Believe deep down in your heart that you’re 

destined to do great things. 

ðJoe Paterno 
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There should be a constant desire to have a well-defined sales methodologyτyet 
one, which can be examined and changed as the environment dictates. If each 
individual pursues business based on their own set of values and beliefs, it will be 
difficult (if not impossible) to meaningfully evaluate sales performance at the 
corporate level. Vocabulary, definitions and goals will differ, and projecting future 
performance will become an extrapolation of incompatible variables. 

I believe that there are five skills, which promote great sales performance. These are 
the foundation of a solid, long-lasting, productive sales culture.  

The five skills are:  

¶ Pipeline Managementτ the ability to have the right amount of activity in 
every phase of the sales cycle to assure that there is an opportunity to 
succeed. 

¶ Consultative Selling Methodologyτ the ability to ask the right questions to 
uncover the true value proposition which will streamline the sales process 

¶ Decision Process Managementτthe ability to understand the formal and 
informal buying process. Who are the players and what are their roles? 
What is the buying criterion required to close the deal? 

¶ Opportunity Strategy Managementτ the ability to understand how to get 
to who you want, what is the competitive response, and how do I make the 
go/no go decision? 

¶ Closing Plan Managementτ the process of developing deal-specific, time 
frame oriented plans to close business and meet monthly and quarterly 
objectives. The last step in the process is closing the deal by concentrating 
on time specific measurable activities. 

 

 

 

 

There are several keys to success in implementing these skills corporate-wide. 

 First and foremost, the implementation must be directly related to results. It is not 
meant to look pretty or meet an internal requirement for uniformity. It should drive 
results. Second, it requires the acceptance and use of a common language with 
specific definitions. If we speak of a Step Four Opportunity or a Qualified Prospect, 
everyone from the CEO on down should know what has been already accomplished 
in the sales cycle, and what tasks still need to be performed to generate revenue. If 
we refer to a Closing Plan, everyone should know what to expect.  The third key is 
the universal use of a standard set of tools. These tools represent concise 
documents, like a Pipeline Report, a proposal; Fox Guide or a Blue Sheet. Each step in 
the sales cycle should have a documentation trail which can be used to integrate 
other resources into the process without time-consuming presentations and 

Leadership must be demonstrated, not 

announced. 

ðFran Tarkenton 
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reviews. And finally, everyone from the CEO on down should be required to 
integrate this into his or her lexicon of business practices. If leadership does not 
demonstrate the value, then the teams will not believe it is important. 

FFooccuuss  

The second prerequisite to good sales management methodology is sales focus. In 
both large and small companies there can be a tendency to want to eat the whole 
elephant in one bite. Whether the goal is $5 million or $5 billion, everyone is seen as 
a potential client. Most companies will at least acknowledge that their target market 
is based on corporate size (for instance, Fortune 500 or Fortune 1000). Some will 
even look at industry segmentation. But most look only at application of their 
product or solution. The target market is based almost exclusively on the potential 
use of the product. Almost no thought is given to the profitability of selling to a 
particular segment. 

This really comes to light when you look at the number of companies which have 
gone out of business without ever reaching a cash-positive position. In many cases, 
a closer look reveals that their sales and support structures were national in scope, 
even though their new customer objective was relatively small. In larger companies, 
the tendency may be to enter marginal markets before fully exploiting the larger 
markets.  

This tendency, in part, comes from the old adage bigger is betterΦ ¢ƘŜ ƳƻǊŜ άŦŜŜǘ ƻƴ 
ǘƘŜ ǎǘǊŜŜǘέ ȅƻǳ ƘŀǾŜΣ ǘƘŜ ōŜǘǘŜǊ ȅƻǳǊ ƻǇǇƻǊǘǳƴƛǘȅ ǘƻ ǎǳŎŎŜŜŘΦ The reality is a lack of 
focus dilutes your ability to succeed by spreading resources too thinly over fertile 
ground while trying to exploit barren ground. The cost associated with supporting 
marketing, sales and support activities drains the company of their ability to focus 
on the real goal. As General Patton put it, you outrun your supply lines. Your army of 
sales people marches so far ahead of your ability to support them, you put yourself 
in a disadvantaged position. The disadvantaged position might be manifest in the 
inability to delivery product, the inability to service your customer orτthe worse 
case scenarioτrunning out of cash as you try to spend your way out of the problem. 

The classic reason given by most companies for attacking the entire market is the 
need to capture market share. Although there is credence in this argument, there is 
also danger. How much market do you have to capture to be the leader? How many 
resources do you have, versus your competition, to achieve this goal? It would be a 
good idea to re-read The 22 Immutable Laws of Marketing by Al Ries and Jack Trout, 
ǘƻ ŦƛƴŘ ǘƘŜ ǎǘǊŀǘŜƎȅ ǿƘƛŎƘ ōŜǎǘ Ŧƛǘǎ ȅƻǳǊ ŀǾŀƛƭŀōƭŜ ǊŜǎƻǳǊŎŜǎΦ ¸ƻǳ ŘƻƴΩǘ ǿŀƴǘ ǘƻ ƎŜǘ 
sucked into playing by someone else rules.  Pick a battle you can win, one that 
achieves the goals of the corporatƛƻƴΣ ŀƴŘ ǘƘŜƴ Ŧƻƭƭƻǿ /ƻǊǘŜȊΥ ά.ǳǊƴ ǘƘŜ {ƘƛǇǎΦέ 

The point is this: no sales methodology is going to help you if you bite off more than 
you can chew. It is generally not the size ƻŦ ǘƘŜ Ǝƻŀƭ ǘƘŀǘ ŘƻƻƳǎ ŀ ǾŜƴǘǳǊŜΣ ƛǘΩǎ ǘƘŜ 
focus used to attack the goal that is the real culprit. 
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SSAALLEESS  MMAANNAAGGEEMMEENNTT  MMEETTHHOODDOOLLOOGGYY  
 
 
 
 
 
 
 

PPiippeelliinnee  MMaannaaggeemmeenntt  

The first step in the effective management of sales revenue is to establish 
obtainable goals. For the purpose of field sales management this is more a process 
of breaking down the overall scope of responsibility into smaller, more manageable 
task targets. Once the individual responsible understands both the number of 
discrete tasks and the chronology of those tasks, they can back into a required 
activity level which assures success. 

 

Definition of Discrete Tasks: 

 Each complex sale cycle has its own profile. The profile is based not only on the 
actions required by the sales organization to secure and implement a sale 
successfully; it also depends on the decision process of the target market.  There are 
certain steps which will always be present. These steps may be broken down into 
multiple steps as required. Be careful to minimize the number of steps (the task list 
for the sales executive) required to assure uniform understanding and applicability.  
With each step there should be an identified entry point and exit point. It should be 
easy to identify when the opportunity entered a certain sales step, and what must 
be done to move it to the next step.  

Examples: 

Suspect ς Defined as a company, a division of a company or a department which has 
both the potential for benefiting from our value proposition and the physical 
infrastructure to support a solution using our product (This, as with the other 
definitions, is the entry point). The exit point would be the collection of first-hand 
information which validates the infrastructure does in fact support our solution and 
the business problem underlying our value proposition does exist. 

Prospect ς Defined as a company, a division of a company or a department which 
has confirmed the business problem is a priority, has allocated budget and has a 
formal decision process in place to solve this problem. The exit point is when all 
information required to evaluate the sales potential has been collected. It is 
ƛƳǇƻǊǘŀƴǘ ǘƘƛǎ ƛƴŦƻǊƳŀǘƛƻƴ ōŜ ŘƻŎǳƳŜƴǘŜŘ ŦǊƻƳ ŀ ǇǊƻǎǇŜŎǘΩǎ ƛƴǘŜǊƴŀƭ ǎƻǳǊŎŜǎΦ ²Ŝ 
should not assume our previous experience with this prospect or other prospects in 
the same industry is an indication that we understand the buying process, or that 
money can be made available, or the business problem both actually exists and is a 
priority of management. 

Qualified Prospect ς Defined as a company, a division of a company or a department 
for whom you have a solution which meets their buying criteria. A prospect usually 

Each problem that I solved became a rule, 

which served afterwards to solve other 

problems. 

ðRené Descartes 
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becomes qualified via an internal process, but this step needs to be verified at the 
conceptual level by interviewing the appropriate influencers within the prospect. 
The exit point is when the prospect has agreed that the conceptual solution solves 
their business problem within the constraints of the buying criteria. Again, part of 
the exit strategy for this step should be a specific statement by the prospect that 
your conceptual solution provides a unique value which cannot be matched by your 
competitors. 

Proposal ς Defined as the formal presentation of your solution to the prospect. 
Based on the complexity of the sales cycle, it will include a written proposal, but 
may also include an oral presentation.  The proposal should emphasize the cost of 
the business problem, the value of the solution, the specific configuration, 
implementation schedule, and the required contractual agreement. The exit point 
would be a verbal agreement to buy the solution. 

Contract ς Defined as the actual signature of the decision-maker on the appropriate 
documentation required to implement the solution. This step consists mainly of the 
negotiation of the details. The exit point is the acceptance of an implementation 
plan after contract signing. 

Implementation Plan ς Defined as all of the required steps to deliver the required 
benefits to the client. The exit point should be closure with the client after the 
invoice has been paid. 

 

Territory Sales Plan: 

 

 

 

 

Once we understand what steps are critical in managing the sales process, we can 
create an annual Territory Sales Plan.  

To do this, you first establish the average value of a sale. Then you divide the annual 
quota assignment by the average value of a sale. This will give us the number of 
sales required to make quoǘŀΦ  CƻǊ ŜȄŀƳǇƭŜΣ ƭŜǘΩǎ ǎŀȅ ȅƻǳ ƴŜŜŘ ǘǿŜƭǾŜ ǎŀƭŜǎ ǘƻ ƳŀƪŜ 
quota. The Territory Plan would then look like this: 

 

Sales Step Probability of Moving 

Forward 

Total 

Opportunities 

Suspect 33 percent 127 

Prospect 50 percent 42 

Qualified 75 percent 21 

Spectacular achievements are always 

preceded by unspectacular preparation. 

ðRoger Staubach 
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Prospect 

Proposal 75 percent 16 

Contracts  12 

 

You now know you need 127 suspects to make our annual quota. If you contact 11 
new suspects every month and the probability table is correct, you should make our 
number. The Sale Manager needs to monitor several aspects of the Territory Plan to 
really make this a success. First, is the average value of a sale and the average value 
of a deal in the pipeline consistent? If they are not, then adjustments need to be 
made to the Territory Plan. Second, are our probability ratios tracking with the plan?  
If not, two problem areas need to be addressed. First, the percentages used for the 
probability of moving forward to the next step must be adjusted. Second, the Sales 
Executive cannot execute the plan and needs coaching.  

Coaching issues can be isolated quickly as the Territory Plan is reviewed.  The 
definitions of the Sales Steps above include both the definition and exit point. Can 
the Sales Executive achieve the exit point? Is the issue activity level? Performance 
Improvement Plans can be put in place to address deficiencies before they put 
quota achievement in jeopardy.  The Territory Plan gives an objective window into 
the performance of the sales individual. It is a tool that can be used to identify and 
correct problems before they jeopardize success. 

 

CCoonnssuullttaattiivvee  SSeelllliinngg  MMeetthhooddoollooggyy  

Consultative Selling or Solution Selling is the best way to position yourself in a more 
advantageous position than your competition and minimize the pressure of 
discounting on the sale.  There are many books published on this subject. I am going 
to try to pick out some of the more critical components that lead to success.  

 

Who Feels the Pain? 

The first thing to recognize is this: pain experienced by a business problem is felt at two 
levels. The company feels pain in lost sales and/or increased expenses. The decision maker 
feels the pain because the ability to relieve the business pain reflects personally on him or 
her. Buying is a personal decision. Both issues must be addressed even though the personal 
aspect may be hard to uncover or understand. 
 

What is the Value of the Pain? 

It is important to define the explicit need. An explicit need is a clear buyer problem, 
dissatisfaction, or difficultyτwhich can be addressed by our solutionτand a clear 
statement from the buyer of their desire to solve the problem. 
Some questions to help you determine explicit need: 
 

¶ Who has to deal with the problem? 
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¶ What is causing it? 

¶ When did it start? 

¶ Where is it occurring? 

¶ Why do you think its happening? 

¶ How much of your production is involved? 

¶ How many locations are effected? 

¶ How often does it happen? 

There is a need to show, with client statements, the interrelationship of profitability, 
cost, productivity, quality, competition, ease of operation, reliability, capability, 
credibility, versatility, safety, morale, buyer satisfaction, or reputation/image. 

Creating the Value Proposition 

Most successful sales people can create a desire to buy or sense of urgency. This is 
sometime called creating the Driving Mechanism. No matter how obvious the 
business problem or how great the business pain, there needs to be a clear path to 
the solution that both addresses the value of the solution and the simplicity of 
implementing it. The buyer needs to be well within the lines of the buying criteria 
without creating a quagmire of tasks and functions required to achieve those 
benefits. Even if all of the proposed benefits are not achieved, the solution needs to 
be cost-effective. The buyer needs to be able to sell the solution internally as 
neither disruptive to the ongoing process nor so complex in its implementation that 
benefits will not be seen within the budget window. 
 
The second most important aspect is the ability to define the benefits such that 
there is a clear value to getting the solution from the seller.  You are successful only 
when the prospect says that your solution has a unique benefit that your 
competitors cannot match. In the natural decision-making process, there are three 
types of thinking, which are usually performed in the following order:  
 
Cognition thinking allows the decision-maker to understand the situation.  
Divergent thinking helps the person explore options and solutions.  
Convergent thinking enables the person to select the best solution.  
 
All too often, salespeople turn the customer's decision-making process on its head. 
Why? Because that's what they've been trained to do. 
 
Salespeople have typically been told that their job is to make the customer think 
that he needs whatever they have to sell. They've been told that the whole point of 
selling is to get him to see you as the answer - in other words, to make the final, 
convergent-thinking selection in your favor even though he hasn't been through the 
two earlier thought processes. This process ignores cognition and divergent thinking 
entirely because they "get in the way" of pushing the product and securing the 
order. Only if the sales person takes the time to help the buyer understand both the 
value of the problem and the benefit of the solution can they position themselves to 
be the natural selection. 
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DDeecciissiioonn  PPrroocceessss  MMaannaaggeemmeenntt  

Many deals are lost because the sales organization was either unaware of the true 
decision process or overconfident of their value in this process. Often sales people 
get trapped in the notion that the decision process is more or less linear. There is a 
hierarchy of groups or individuals, which ultimately report to single person with 
total authority over the decision. This is very seldom true. There is a person who has 
been given the responsibility to sign the contract. That person may have 
tremendous leeway in making the ultimate decision. But most of the time the one 
given the responsibility to sign the contract does not feel they have the total 
authority to sign it. Most of the time responsibility and authority are two totally 
different processes. 
 
To get to the bottom of this complex transaction, one must first understand the 
nature of the business problem. As an example, the IT manager who is trying to buy 
a new processor has been given the specifications, budget and responsibility to 
acquire the needed resources. But he or she does not own the business process that 
is driving the need. The value the IT manager puts on the purchase is driven by 
competition and budget. The value to the functional manager responsible for the 
business problem is something entirely different.  
 
A big part of decision process management is the ability to understand the needs 
and responsibilities of everyone involved in solving the business problem. The IT 
manager is involved in a formal process with defined rules designed to be 
impersonal to the organization. This process is several steps removed from the 
functional business needs assessment because the business understands that the IT 
manager does not need to fully understand the ultimate reason for acquiring the 
data processing equipment.  
 
The informal decision process is soft and pliable and is based on factors which 
change from deal to deal. The informal process is very self-motivated.  Informal 
dŜŎƛǎƛƻƴ ƳŀƪŜǊǎ ƘŀǾŜ άǎƪƛƴέ ƛƴ ǘƘŜ ƎŀƳŜΦ ¢ƘŜȅ ƎŜƴŜǊŀƭƭȅ ƘŀǾŜ ŀ ǘŀǊƎŜǘ ǊŜǘǳǊƴ ƻƴ 
investment that they must deliver. He or she generally has the ability to make 
decisions for solutions that are outside the box of traditional thinking. 
 
How many times has the IT manager either dismissed a creative solution as not 
ǿƛǘƘƛƴ ǎǇŜŎƛŦƛŎŀǘƛƻƴǎ ƻǊ άōǳƳǇŜŘ ǘƘŜ ƛŘŜŀ ǳǇǎǘŀƛǊǎ ŦƻǊ ǊŜǾƛŜǿΦέ ¢ƘŜ ŘŜŎƛǎƛƻƴ ƻŦ ȅƻǳǊ 
sales team to engage any set of players in the decision process is an important step 
ƛƴ ƎŜǘǘƛƴƎ ǘƘŜ ŘŜŀƭΦ 5ƻƴΩǘ ƳŀƪŜ the decision process more complex than it needs to 
be. But understand there can be other forces involved, and make an effort to 
determine exactly where they stand. Make every effort to know the entire process 
so that you can make an informed decision as to how to proceed, keeping in mind 
the true influencer might be a mentor who is not directly involved in either the 
business process or the formal decision process.  
 
There are three fundamental levels of resistance when it comes to making decisions. 
The first level is the logical process of understanding the need. When you see a 
ǇŜǊǎƻƴΩǎ ŜȅŜǎ ƎƭŀȊŜ ƻǾŜǊΣ ŜȅŜōǊƻǿǎ ŦǳǊǊƻǿΣ ƻǊ ƘŜŀŘ ǘƛǇ ǎƭƛƎƘǘƭȅ ǘƻ ƻƴŜ ǎƛŘŜ ƻǊ ǘƘŜ 
ƻǘƘŜǊΣ ƘŜ ƛǎ ǎŜƴŘƛƴƎ ȅƻǳ ŀƴ ǳƴǎǇƻƪŜƴ ƳŜǎǎŀƎŜΥ άL ŘƻƴΩǘ ƎŜǘ ǿƘŀǘ ȅƻǳΩǊŜ ǎŀȅƛƴƎΦέ 
¢ƘŀǘΩǎ ȅƻǳǊ ŎǳŜ ǘƻ slow down and touch base with the person before he or she gets 
so confused or lost in the morass of your idea that he or she loses interest 
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ŀƭǘƻƎŜǘƘŜǊΦ !ŦǘŜǊ ŀƭƭΣ ƛŦ ƘŜ ƻǊ ǎƘŜ ŘƻŜǎƴΩǘ ƎŜǘ ȅƻǳǊ ƛŘŜŀΣ ǘƘŜǊŜΩǎ ƴƻ ŎƘŀƴŎŜ ǘƘŜȅΩƭƭ 
support it. The consultative approach to selling will help overcome this. 
 
The second level is s based in the emotion of actually implementing change. 
Concern that something about your idea will make the other person look bad or lose 
status in the eyes of others, worry that your idea will cost the person his job or 
endanger his financial security, Nervousness that your idea will cause the person to 
fail, perhaps as a result ofτand in the wake ofτyour success.  Much of what we 
have discussed here should help to understand the personal risk involved with 
moving forward.  
 
The last level is the lack of a trusted relationship. Focus on conversation, not 
ǇǊŜǎŜƴǘŀǘƛƻƴΦ !ǎƪ ǉǳŜǎǘƛƻƴǎ ǘƻ ŦƛƴŘ ƻǳǘ ǿƘŀǘΩǎ ƎƻƛƴƎ ƻƴ ƛƴ ǘƘŜ ƻǘƘŜǊ ǇŜǊǎƻƴΩǎ ƳƛƴŘ 
and why he or she opposes the idea. Find ways to connect with others. Paraphrase 
ǘƘŜƛǊ ŎƻƴŎŜǊƴǎ ǘƻ ǎƘƻǿ ǘƘŀǘ ȅƻǳΩǊŜ ƭƛǎǘŜƴƛƴƎΣ ŜƳōǊŀŎŜ ǎǳƎƎŜǎǘƛƻƴǎ ǘƘŀǘ ǇƛƎƎȅ-back 
ƻƴ ȅƻǳǊ ƛŘŜŀΣ ŀƴŘ ƳŀƪŜ ƛǘ ŎƭŜŀǊ ǘƘŀǘ ǘƘŜǊŜΩǎ ǊƻƻƳτand opportunityτfor others to 
join you as you move forward to implement the idea. 
 
Take time upfront to understand this thoroughly. It will improve your chances of 
success and streamline the sales process. 

 

OOppppoorrttuunniittyy  SSttrraatteeggyy  MMaannaaggeemmeenntt  

At this point, everything comes together. Periodically throughout the sales process 
there is a need to assess progress. This is where the sales team needs to understand 
all of the elements of the sale to determine next steps. As sales people, we have a 
tendency to chase all revenue. The bigger the carrot the harder we run. This is 
counterproductive. Why spend resources oƴ ŘŜŀƭǎ ȅƻǳ ŎŀƴΩǘ ƎŜǘΚ ½ŜǊƻ ǇŜǊŎŜƴǘ ƻŦ ŀ 
hundred million dollars is the same as one hundred per cent of nothing. The only 
thing that changes is the cost. 
 
I want to introduce two very important concepts that are critical to successfully 
closing business. TƘŜȅ ŀǊŜ ά5ǊƛǾƛƴƎ aŜŎƘŀƴƛǎƳέ ŀƴŘ ά/ǊƛǘƛŎŀƭ 9ǾŜƴǘέΦ ¢ƘǊƻǳƎƘƻǳǘ 
the sales process if you only get two important facts straight, these are them. If you 
ŘƻƴΩǘ ǳƴŘŜǊǎǘŀƴŘ ǿƘŀǘ ƛǎ ŘǊƛǾƛƴƎ ǘƘŜ ŘŜǎƛǊŜ ǘƻ ŎƘŀƴƎŜ ȅƻǳ ǿƻƴΩǘ ǳƴŘŜǊǎǘŀƴŘ ǿƘȅ 
the deal should even happen. There are a lot of projects with very strong business 
ŎŀǎŜǎ ǘƘŀǘ ƴŜǾŜǊ ƎŜǘ ƛƳǇƭŜƳŜƴǘŜŘΦ ¢ƘŜȅ ŘƻƴΩǘ ƳŜŜǘ ǘƘŜ ǳǊƎŜƴŎȅ ŦŀŎǘƻǊΦ aŀƴŀƎŜǊǎ 
ƻƴƭȅ ƘŀǾŜ ǎƻ ƳǳŎƘ ǘƛƳŜ ƛƴ ǘƘŜ ŘŀȅΦ ¢ƘŜȅ ŎŀƴΩǘ ǎƻƭǾŜ ŜǾŜǊȅ ǇǊƻōƭŜƳΣ ǎƻ ǘƘŜȅ ǎƻƭǾŜ 
the ones that have someone or something driving them to conclusion. 
 

Almost every professional sales person has now figured out that they have to solve 
a business problem to stand a chance of closing the deal. They understand that 
uncovering and validating the pain is important, if not critical. The top echelon even 
goes as far as to have the prospect validate the value of the pain in their own words. 
They get the solution to belong to the prospect by having them articulate the need 
and the value to themselves of meeting that need. Mike Bosworth ƛƴ ά{ƻƭǳǘƛƻƴ 
Selling, Creating Buyers in Difficult Selling Markets (McGraw-Hill 1994) defines a 
prospect as a buyer who has admitted a problem. So you understand the buying 
process, you are dealing with the decision maker, they have a budget allocated, you 

http://www.mikebosworth.com/
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have not only uncovered the business pain, you have gotten the buyer to admit to it 
and put a value on it. Deal closed, right! 

Why is the deal still in the pipeline three months from now? How do you overcome 
objeŎǘƛƻƴǎ ǿƘŜƴ ǘƘŜǊŜ ŀǊŜƴΩǘ ŀƴȅΚ  

The reason is there are no driving mechanisms and/or critical events to cause the 
decision to be implemented. Your prospect, the CFO or the VP of Purchasing has 
never processed the paper because there are other pressing issues or no issues at 
all. In James Clavell ōƻƻƪ ά{ƘƻƎǳƴέ ό/ƻǊƴŜǘ .ƻƻƪǎ мфтрύΣ [ƻǊŘ ¢ƻǊŀƴŀƎŀ Ŏƻƴǎǘŀƴǘƭȅ 
reinforces to Blackthorn that no decision should be made until it has to be made. 
The driving mechanism might be a face-off with his arch-rival, but there is no attack; 
therefore no critical event. The same is with sales. There must be a driving 
mechanism such as a reorganization, critical financial crisis, or new business 
process. Something which causes the potential buyer to consider alternatives to 
what they are doing today. This is what got you to the presentation and the 
ǇǊƻǇƻǎŀƭΣ ōǳǘ ƛǘ ǿƻƴΩǘ ŎƭƻǎŜ ǘƘŜ ŘŜŀƭΦ ¢ƻƻ Ƴŀƴy times we get this far and assume the 
deal will now close. 

This is where understanding the critical event becomes extremely important. If I am 
ƎƻƛƴƎ ǘƻ ŦƻǊŜŎŀǎǘ ǘƘƛǎ ǎŀƭŜΣ L ƘŀŘ ōŜǘǘŜǊ ǳƴŘŜǊǎǘŀƴŘ ǿƘŜƴ ŀƴŘ ǿƘȅ ƛǘΩǎ ƎƻƛƴƎ ǘƻ ŎƭƻǎŜΦ 
If my solution is part of a process required to achieve a goal, I need to work 
backward from the launch or introduction date of the new process to create my 
ŎǊƛǘƛŎŀƭ ŜǾŜƴǘΦ άLŦ ǿŜ Ŏŀƴƴƻǘ ǎǘŀǊǘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ōȅ ƴŜȄǘ ǿŜŜƪΣ ǿŜ Ŏŀƴƴƻǘ ƳŀƪŜ 
the launch date of May 17thΦέ άLŦ ȅƻǳǊ ƴŜǿ Ǉlant is scheduled to go into production 
on July 1stΣ ǘƘŜƴ ǿŜ ƴŜŜŘ ǘƻΧΦƴƻǿέ 

LŦ ǘƘŜȅ ǿŀƴǘ ǘƻ ƛƳǇǊƻǾŜ ȅƻǳǊ !w ǇǊƻŎŜǎǎ ƻǊ ǘƘŜƛǊ ǎŀƭŜǎ ǇǊƻŎŜǎǎΣ ōǳǘ ƘŀǾŜƴΩǘ ŀŎǘǳŀƭƭȅ 
ŎƻƳƳƛǘǘŜŘ ǘƻ ǿƘŜƴ ǘƘŜȅ Ƴǳǎǘ ŀŎŎƻƳǇƭƛǎƘ ƛǘΣ ǘƘŜƴ L ŎŀƴΩǘ ŦƻǊŜŎŀǎǘ ǘƘŜ ŎƭƻǎŜ ŘŀǘŜ ƻƴ 
my deal. If tƘŜȅ ǿŀƴǘ ǘƘƛƴƎǎ ǘƻ ōŜ ōŜǘǘŜǊΣ ōǳǘ ŘƻƴΩǘ ƘŀǾŜ ŀ ǘƛƳŜ ƭƛƴŜ ŦƻǊ ƳŀƪƛƴƎ ǘƘŜƳ 
ōŜǘǘŜǊΣ ǘƘŜƴ L ŎŀƴΩǘ ǇǊŜŘƛŎǘ ǿƘŜƴ ǘƘŜȅ ǿƛƭƭ ōǳȅΣ ƛŦ ŜǾŜǊΦ 

Even when the pain is real and the cost of the solution is less than the problem, 
without something driving the buyer to implement the solution, there is no deal. 
¢Ƙƛǎ ƛǎ ǿƘȅ ƻǇǇƻǊǘǳƴƛǘƛŜǎ ƭƛƴƎŜǊ ƛƴ ǘƘŜ ǇƛǇŜƭƛƴŜ ŦƻǊ ƳƻƴǘƘǎ ŀƴŘ ǘƘŜƴ ŦŀŘ ŀǿŀȅΧΦΦ 

 
Once I am sure of the Driving Mechanism and the Critical Event it is time to evaluate 
the business problem cost versus the cost of the solution. The decision process and 
where you are strong and where you are weak. What will the competitive reaction 
be? How much time is it going to take to close the deal? What is the opportunity 
cost of working on this deal instead of another? Is there a driving mechanism that 
can be used to make the process come to a positive conclusion? Is there a critical 
event which will kick-off some level of activity? Are you positioned with all of the 
right people?  
 
In essence, you are asking yourself: Do we understand the cost of doing business? Is 
the risk acceptable? Is there a reasonable chance of winning without selling the 
farm? How much farther are we willing to go before we need to see significant 
positive feedback? Whiteboard this discussion. Document your findings so that you 
can go back to them during the next opportunity review to determine what has 
changed. Use the changes you have documented as part of the decision process. 

http://www.amazon.com/exec/obidos/search-handle-url?%5Fencoding=UTF8&search-type=ss&index=books&field-author=James%20Clavell
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5ŜŎƛǎƛƻƴǎ ŘƻƴΩǘ ŀƭǿŀȅǎ ƘŀǾŜ ǘƻ ōŜ ōŀǎŜŘ ƻƴ ŀ ǎŜǘ ƻŦ ǊǳƭŜǎ ǘƘŀǘ ŜǎǘŀōƭƛǎƘ ǿƘŀǘ 
acceptable risk is. You can chase a questionable deal as long as you make an 
ƛƴŦƻǊƳŜŘ ŘŜŎƛǎƛƻƴΦ ¢ƘŀǘΩǎ ǿƘŀǘ ƳŀƴŀƎŜƳŜƴǘ ƛǎ ŀōƻǳǘΦ Wǳǎǘ ƪƴƻǿ ǿƘŀǘ ǘƘŜ Ŏƻǎǘ ƻŦ 
doing business is before you decide to go forward. If you are a risk-taker and you 
have resources, your tolerance level for mistakes is much greater than someone 
who must deliver at least a breakeven on every deal. 
 

CClloossiinngg  PPllaann  MMaannaaggeemmeenntt  

If everything tracks to this point, the chances of success should be great. You are 
down to discrete elements that must be achieved to get the business. One of the big 
reasons for Closing Plans is because too many deals lumber on forever without ever 
closing. They sit on the forecast until someone decides to remove them. Weeks or 
months later the deal may actually happen. The lack of a Closing Plan does two 
things: first, it makes revenue projections unreliable, and second, it prolongs the 
sales process. 
 
You know as managers that the ability to project revenue accurately is extremely 
important to the corporation. Revenue forecasts not only give the management 
team the ability to judge progress against plan, it gives them insight into operational 
issues. There is always discretionary spending built into the budget. There are 
usually step-level changes that need to take place as the corporation grows. These 
changes are not achieved over night. The ability to accurately project when those 
changes will be required is what makes the change seamless. Disaster looms if the 
change is implemented and then not supported by revenue achievement, simply 
because the forecast was optimistic. 
 
From a sales methodology perspective, what you really want to focus on is 
streamlining the sales process. A Closing Plan does just that. It puts in place a finite 
set of tasks that will lead to a successful deal within the shortest possible time. And 
the best Closing Plans are written with customer input. Your customers are the best 
source of what needs to be accomplished before the contract can be signed. If you 
cannot get their agreement to the required tasks or timeframes, then maybe the 
deal is not close enough for a Closing Plan. After all, at this point you have 
established the business problem, developed a solution that the client supports and 
believes has unique advantages, and tested it with all of the decision-makers.  
 
The Closing Plan is very simple. Establish a list of tasks in chronological order that 
are required to be completed before the customer will sign the contract. If these 
tasks are all completed, then the customer will sign. Each Closing Plan is unique to 
the deal. Some have many tasks that are each complex. Other Closing Plans have 
very few, seemingly simple tasks. The next critical step in writing a Closing Plan is to 
assign completion dates to each task. Two critical aspects to assigning dates are that 
they must give adequate time to complete the task accurately and they must match 
ŀ ǘƛƳŜƭƛƴŜ ŜǎǘŀōƭƛǎƘŜŘ ōȅ ǘƘŜ ŎƭƛŜƴǘΩǎ ŘŜŎƛǎƛƻƴ ǇǊƻŎŜǎǎΦ  
 
As an example, if you are going to load software as a demonstration, does the client 
have a role in this task? When can the client have resources available? When can 
you? If you get the demonstration in place, has the client allocated time to review 
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it? Have you agreed on the specific criteria that will allow us to call the 
demonstration a succeǎǎΚ LŦ ǘƘŜ ŘŜƳƻƴǎǘǊŀǘƛƻƴ ƛǎ ŀ ǎǳŎŎŜǎǎΣ ǿƘŀǘ ƛǎ ǘƘŜ ŎƭƛŜƴǘΩǎ ƴŜȄǘ 
action? This goes on and on until you achieve closure. 
 
The last step in establishing a Closing Plan is to allocate resources to each task.  To 
be successful, every team member must know what is expected of him or her and 
when it is to be completed. Experience says now is not the time to be shy. If 
everyone agrees that the highest probability of success is to have your CEO, or your 
CTO make a call, get it on his or her calendar. 5ƻƴΩǘ ŀōǳǎŜ ǘƘe privilege just to get 
ŜȄǇƻǎǳǊŜΣ ōǳǘ ǳǎŜ ŜǾŜǊȅ ǊŜǎƻǳǊŎŜ ǘƻ ƻǳǊ ŀŘǾŀƴǘŀƎŜΦ ±ŜǊȅ ŦŜǿ ά/έ ƭŜǾŜƭ ƳŀƴŀƎŜǊǎ ǿƛƭƭ 
turn down an opportunity to help close a deal unless it is unclear what value they 
provide. 
 
Now all that is left is to work the plan. If it is well thought out and involves the 
client, it should work. The Sales Managers role is to assure that it stays on track and 
that every task is completed as per the plan. 
 

 

 

 

 

 

CCoonncclluussiioonn  

 

High margin revenue is what it is all about. Driving this type of revenue starts at the 
top and is pushed down through the ranks. It requires using a true business based 
problem solving methodology that compares the cost of the total solution to the 
Ŏƻǎǘ ƻŦ ǘƘŜ ǇǊƻōƭŜƳΦ LǘΩǎ ƴƻǘ ŀōƻǳǘ ǇǊƛŎŜ ŀƴŘ ƛǘΩǎ ƴƻǘ ŀōƻǳǘ ǘŜŎƘƴƻƭƻƎȅΦ LǘΩǎ ŀbout 
making your clients business stronger because they did business with you. 
 
There are a lot of very good books and training programs that can teach you specific 
ǎŀƭŜǎ ǎƪƛƭƭǎΦ aƻǎǘΣ ƛŦ ƴƻǘ ŀƭƭΣ ŘƻƴΩǘ ǘŜŀŎƘ ȅƻǳ ǘƘŜ ŜƴǘƛǊŜ ǇǊƻŎŜǎǎΦ .ǳǘ ǘƘŀǘ ƛǎƴΩǘ ǘƘŜ 
major hurdle to success. The major hurdle is the lack a consistent, disciplined 
application of sound business fundamentals. When times are good we take short 
cuts because we believe that we are doing all of the right things, just not dwelling 
on them. The clieƴǘ ǳƴŘŜǊǎǘŀƴŘǎ ǿƘȅ ƘŜ ƻǊ ǎƘŜ ƛǎ ōǳȅƛƴƎΤ ǿŜ ŘƻƴΩǘ ƴŜŜŘ ǘƻ ƪƴƻǿ 
why as long as they buy. The reality is that we have become lazy. We start to build 
ōŀŘ Ƙŀōƛǘǎ ǘƘŀǘ ŘƻƴΩǘ ƳŀƴƛŦŜǎǘ ǘƘŜƳǎŜƭǾŜǎ ƛƴ ƭƻǎǘ ōǳǎƛƴŜǎǎ ǳƴǘƛƭ ƻǇǇƻǊǘǳƴƛǘƛŜǎ 
become more competitive. By then, we have forgotten many of the steps required 
to truly sell in a competitive environment.  
 
The other great failure of not following a sound consultative sales methodology is 
the inability to understand what has gone wrong when it does. A methodology 
provides a baseline experience against which day-to-day activity can be evaluated. 
With the right methodology, bad habits can be recognized and corrected before 
they affect results.  The sales methodology becomes an innate part of their 
workday. It becomes a winning habit that takes no more effort than breathing.  
 

 
 

 

 

In theory, there is no difference between 

theory and practice. But in practice, there 

is.  

ðJan LA van de Snepscheut 

Winning is habit. Unfortunately, so is 

losing. 

ðVince Lombardi 



13 
 

 

 

 
WƛƳ /ƻƭƭƛƴǎ ƛƴ Ƙƛǎ ōƻƻƪ άDƻƻŘ ǘƻ DǊŜŀǘέ Ƙŀǎ ŘŜǘŜǊƳƛƴŜŘ ǘƘŀǘ ƎǊŜŀǘ ŎƻƳǇŀƴƛŜǎ Ŧƻƭƭƻǿ 
a distinct pattern in their approach to building and operating the business. The 
concepts that apply to this paper are first they find the right people. People who 
have a natural desire to be better than they are and the discipline to achieve it. His 
ǎǘŀǘŜƳŜƴǘ ƛǎ ǘƘŀǘ άtŜƻǇƭŜ ŀǊŜ ƴƻǘ ŀ ŎƻƳǇŀƴȅΩǎ greatest resource, the right people 
are a ŎƻƳǇŀƴȅΩǎ greatest resource. The second rule is discipline. The company must 
discipline everyone to consistently work within the sales methodology established. 
This is not discipline in the nature of a taskmaster, but discipline in the nature of 
rewarding behavior consistent with the goals of the corporation. Third is what he 
Ŏŀƭƭǎ ǘƘŜ άIŜŘƎŜƘƻƎ /ƻƴŎŜǇǘέΦ ! ƘŜŀŘǎ ŘƻǿƴΣ ōǳǊƴ ǘƘŜ ǎƘƛǇǎ ŘǊƛǾŜ ǘƻ ōŜ ǘƘŜ ōŜǎǘ ƛƴ 
a narrowly defined market.  
 
This is the goal of a great sales force; an efficient, repeatable, disciplined approach 
toward revenue generation. 
 
 

Tomme Stevenson has been in sales leadership for over 30 years. 
He has run sales organizations with over 2,000 employees down to 
as little as six. Prior to starting Strategic Sales Performance, 
Tommeôs sales organizations finished over 100% 14 of the last 18 
years. He integrates current sales methodologies with custom Key 
Performance Indicators to maximize performance.  
 
Here is just a small list of his formal business sales training.  
 
AT&T Consultative Selling Curriculum (Certification Board Chairman) 
Massachusetts Institute of Technology Executive MIS Program 
PDMA Product Development Methodology Training 
Spin Selling - Huthwaite, Inc. 
Strategic Selling/Conceptual Selling - Miller Heiman 
Fox Training (Power Based Selling) - Holden Corporation 
The President's Club - Sandler Sales Training 
Relationship Strategies - Tony Alessandra 
Sales Negotiation Strategies - Mack Hanan 
The Psychology of Winning - Denis Waitley 
Competitive Analysis - American Management Institute 
Competitive Strategies - American Management Institute 
High Trust Selling ï Todd Duncan 
Customer Centric Selling - Michael Bosworth 
 
Tomme has an MBA in Finance from Georgia State University and a 
Bachelor of Science from Bradley University. His business website is 
www.strategicsalesperformance.com and his blog is http://tomme-
stevenson.blogspot.com  
 

http://www.strategicsalesperformance.com/
http://tomme-stevenson.blogspot.com/
http://tomme-stevenson.blogspot.com/

