Sales is not “Magic”.
Process and data can make sales predictable and scalable

Sales is not a black box. Build a predictable, scalable sales machine.

Go-to-Market System Design

1. Hire salespeople
Peop Demand
Generation Revenue
Coaching

Sales Compensation
Hil"ing ales AcCtivitlies
Sales Process

2. Assign them quota

Buyer Journey




Optimal GTM System Design Depends on Context
Context consists of the product, buyer, and selling company

p i g
Generation Coaching
Compensation
Sales Pricing P Forecast

PRODUCT CONTEXT
» Complexity > Role(s)
> Price > Industry

» Category Maturity

» Product Maturity

» Onboarding requirements
» Competitive Landscape

» Buyer Journey
» Local Culture

E.LElN

‘ n . b
COMPANY CONTEXT
» Strategy

» Stage of Venture
>Cu|ture HARVARD | BUSINESS|SCHOOL



GTM System Design

Buying Journey and Sales Process

Demand
Generation

7
Coaching
Sales

e —.
Sales Process

Buying Journey

T —



Discovery Call Talk / Listen Ratios:

Top, Middle, and Low Performers

TALK LISTEN

https://www.gong.io/blog/deal-closing-discovery-call/




Pothole Alert!

Show up and throw up Alligator Selling

Big Mouth, Little Ears

‘ #1. Show up and throw up

(Inward-Out Approach) ﬂ
Quit talking about how Vi '

"

."’

great your product or
company is.

o

Nobody cares




Modern sales teams build a sales process the
“supports” the buying journey

Legacy Sales Teams Modern Sales Teams

Design sales process from inside out Design sales process from outside in

®

Product




Train Sales to “Live” in your Buyers’ World

Legacy Sales Teams Modern Sales Teams

Teach salespeople to pitch the offering Teach salespeople to walk in the buyer’s shoes




Modern Selling

Develop a Sales Process that Supports the Buyer Journey

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Sales Process

Buying Journey
8

Buying Journey




Components of the Modern Sales Playbook
The Buying Journey

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Buying Journey




Buyer Journey Framework

Awareness Consideration M

What are the buyers top
challenges or goals?

What categories of solutions
do buyers investigate?

What is the decision criteria
and who is involved?

When does the solution need to
be in place?

How will success be measured?
Who needs to be involved?



Buying Journey Example #1

Management Consulting and Software Vendor

P— Consideration »  Decision  »  Success 3

What are the buyers top What categories of solutions do What is the decision criteria? How will success be measured?
challenges or goals? | buyers investigate? | Who is involved? I  When does the solution need to be in place?

@ Aligned with DataCo CVP @8 Mis-aligned with DataCo cvP (D Playbook to Reframe Perspective



Buying Journey Example #2
Energy Saving Hardware

Awareness Consideration M

What are the buyers top What categories of solutions What is the decision criteria? How will success be measured?

challenges or goals? do buyers investigate? Who is involved? I When does the solution need to be in

I place?
p

|

|

Solutions for
electricity

Lower electricity bill

Power Miser MIT brand equity

Implement more eco- Selluniieme far water X - Competitor Increased environmental

friendly solutions score
; ™ ; Y - Competitor
Align facilities with MIT Solutions for recycling

Lower electricity spend
brand
Sustainable Differentiation of

Increase financial - Refrigerating liquids is Reduction in overall

- Sustainable Diff tiati f :
efficiency of facilities W typically the largest burden facilities spend
: on electricity usage

- Electricity has the most Power Miser is a new

|m|pr.ovemer;t po:]entlal : innovative product that
relative to the other options contributes to the MIT

brand

@ Aligned with Power Miser CVP @ Mis-aligned with Power Miser CVP @ Playbook to Reframe Perspective



Buying Journey Example #3
Culture Monitoring Product

What are the buyers 10p challenges or goals! What categories of soliutions 80 buyers investigate What vendor in the Buyer going with?

+ How does the Buyer quantify the goal o (hallenge? to addresa the challenges or goals? « What is the criteria used 10 make the decision?

« What are the implications of not addressing it? « Who is invelved in the decision? How does their
avthority and criteria differ?

« What is the Uming of the decision!

'
.

. SwveyMOonary
: stmchocientce ° m ° “

_ Recruting Struggies . Do Nothing

. Poor Culture - Pulse Technology
. Low Norale

Low Prodedtrmty

PULIA/ Beer Parties

o Ayt et tianspar e
o Proves methodoogy Typefreguency Uming of

Boring Offi .. ~ .
oring Office .m . |

B Aligaed with TN pulse B ssa atigned wah TINYpulse B Maytock 10 Nuence perigectve



Buying Journey Example #4

Collaboration Software Platform

What are the buyers 1op challenges or goalsy ! What categories of solutions 80 buyers investigate What vendor is the Buyer going with?

+ How does the Buyer quantify the goal or challenge? to addresa the challenges or goals? « What is the criteria used 10 make the decision?

« What are the implications of not addressing it? « Who is invelved in the decision? How does their
svthority and criteria dilfer?

« What s the tUming of the decision?

. Aligned with Inno . Mis-aligned with Inno ‘ Playbook to influence perspective
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Components of the Modern Sales Playbook
The Prospecting Guide

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Buying Journey
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Components of the Modern Sales Playbook
The Discovery Guide

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Buying Journey
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_Stagd

Aw arens

Discover Guide - Template

Example Questions

W &
oxt

Steps

Re¢

ol

1.

2.

3.

DataCo

Rapport Building
Attempt 1: Chit-chat that subtly transitions to

exploration
a) “Inoticed on LinkedIn that you recently added a
marketing ops leader. What triggered the hire?”
b)  “lI read that you added three global offices last year.

Has that affected your team?”

c) “You are 6 months into the acquisition of TOP
software. How has the company perceived the
progress?”

Attempt 2: Basic Open Ended
a) “What peaked your interest in a meeting with us?”

Attempt 3: Closed Ended Options
a) “lI know we only have 10 minutes so | did some

homework on you and your business. Based on
ACME'’s strategy as well as trends that others in
your industry have discussed with me, | assume
your biggest priority is either measuring return on
ad spend, improving attribution across campaigns,
or lowering marketing CAC. In order to make this
discussion as useful as possible to you, would you
mind indicating which is the highest priority for you?
Why?”
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Discover Guide - Template

Example Questions

DataCo

sderaton

one

Awareness Stage Questions

What is Marketing CAC today? How is it
calculated? Is it increasing or decreasing?

How confident are you in the accuracy of
your cost attribution? How does the
process work today? What gaps are you
most concerned about?

Why has campaign measurement become
a priority now? What changed?

What is being asked of you next year that

is different than past years? Do you feel
prepared?




"

Happort

Buikdng

tagd

Discover Guide - Template

Example Questions

DataCo

(.

Consideration Stage Questions \

Have you traditionally managed these
programs internally or externally? Why?
What is your preference in the future?

Have you implemented software in the
past to help with these efforts? What
worked and what didn’t?

Were you pleased with the outcomes of
past efforts? What gaps were
frustrating?

How often do you want insights into

these metrics? Are there certain
solutions that meet these timing needy

better than others?
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Buikdry

Happos

tgm

Discover Guide - Template

Example Questions

DataCo

/ Decision Stage Questions

1. “What criteria will you use to make the
decision? \What drives this decision
criteria?”

2. “Have you narrowed down the list of
vendors you are considering?”

3. “Is cost, time to value, or customization to

your precise goals most important in your
solution decision?”

“If you make no progress on these
programs between now and the end of the
year, is that an issue? Why?”

“Who else needs to be involved in this
decision?”




Discover Guide - Template

Stage Example Questions

DataCo

Recap & Next Steps Example

“Thank you for the time to catch me up to speed
Sarah. If | understand you correctly, ACME
Company’s executive team sees an enormous
opportunity to improve return on ad spend by
leveraging a best-in-class Bl tool that analyzes
recent historical data and is supported by an
outside expert who has helped peer companies
through this journey. By doing so, the company
hopes to increase website conversion rate by
10% by the end of the year. ACME corporation
tried to use a 3 party consultant last year but
the party struggled to process the amount of
data you had. You have a meeting with your
CEO in 6 weeks, at which time she will expect an
update on the strategy. Do | have this
information correct?”



Aligning Sales Playbook with Customer Retention
Qualifying Matrix for Buying AND Retention

Sales Qualifying Matrix Customer Success Qualifying Matrix
Customer Likelihood to Buy Customer Likelihood to Succeed
Examples Examples
[BJudget [M]etrics [Clontent [U]ser Bought In
[A]uthority [E]conomic Buyer [Clommitment [R]ealistic ROI
[N]eed [D]ecision Maker [Cloncept of a Lead [I]T Bought In
[T]iming [D]ecision Process [T]ech Feasible

[l]denitfy Pain
[C]hampion
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Components of the Modern Sales Playbook
The Presentation Guide

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Buying Journey




25

Components of the Modern Sales Playbook
The Presentation Guide

Buying Journey



Components of the Modern Sales Playbook
Create Presentation “Swim Lanes” to Tailor the Presentation to the
Discovery Findings

Sales Playbook

Presentation Option 1

v

Prospecting Discovery

Guide Guide Presentation Option 2
Presentation Option 3

Buying Journey

Presentation Best Practices
Recap buyer context
Share company vision
lllustrate service capability to meet buyer needs
Present case study aligned with buyer context
Discuss price, integration, training, etc.
Ask for questions
Recap findings and ask for the business /

6.@.01 PP’!\’.—‘\
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Components of the Modern Sales Playbook
Customer Success

Sales Playbook

Presentation Option 1

Prospecting Discovery : : Customer
Guide Guide Presentat!on 0 t!on 2 Success

Presentation Option 3

Buying Journey
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Components of the Modern Sales Playbook
Customer Success

Sales Playbook

: . Presentation Option 1

Prospecting Discovery - -
Guide Guide Presentation Option 2
Presentation Option 3

Buying Journey
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Components of the Modern Sales Playbook
Create Customer On-Boarding Swim Lanes to Match
Presentation Swim Lanes

Sales Playbook

Prospectin Discove Presentation Option 1 On Boarding Option 1
GEide < Guidery Presentation Option 2 On Boarding Option 2
Presentation Option 3 On Boarding Option 3

Buying Journey

Customer On-boarding Best Practices
1. Recap buyer context
2. Ask for customer verification / adjustment
3. Recommend tailored on-boarding process




Modern Selling

Develop a Sales Process that Supports the Buyer Journey

Sales Playbook

Prospecting Discovery Presentation Customer
Guide Guide Guide Success

Sales Process

Buying Journey Buying Journey

30



Use Daily Film Reviews to Optimize the Buying Journey and Sales Process

Film Review Setup
1 salesperson records call
1. Buyer Journey 1 salesperson prepares positive
2. Discovery Guide feedback
3. Presentation Guide Iterate Sales Conduct Daily 1 salesperson prepares needs for

Playbook Film Reviews improvement feedback

Film Review Meeting Flow

Listen to call as a team
Self assessment from
salesperson with recording
Positive feedback

Areas of improvement
Open for team comments
Manager recap

Reflect on and
Apply Learnings

Was the sales playbook optimal for
this prospect or were their gaps?

If there were gaps, are they unique to
this prospect or representative of the
customer segment?




Certify Each Salesperson on the Buyer Journey and Sales Process

Discovery Call Certification
SALESPERSON SUMMARY
Salesperson Name: John Doe
Primary Criteria Score: 80%
Summary of Strengths: <strength #1>

<strength #2>
Summary of improvement Areas: <improvement oreg #1»
<mprovement oreo 82>

Certification Achieved: Yes
PRIMARY CRITERIA Score Weight Weighted Score Max Score
{1to 10 Scale)

Preparation for Discovery Call 8 5 40 50
Logistics Setup 9 M 5 45 50
Energy/Voice Tone 9 Y 6 54 60
Rapport/Commonality 10 N 5 50 50
Trust Developmet 7 Y 7 49 70
Agenda/Expectations 5 ? s as 50
Understanding Buyer Goals 10 S 10 100 100
Understanding Buyer Plan 6 1 10 60 100
Understanding Buyer Challenges 6 7 ) a8 80
Understanding Buyer Timeline 9 1 10 90 100
Understanding Budget/Authority 4 8 32 0
Discovery on Traffic Generation 9 i 6 54 60
Discovery on Lead Conversion 8 Y 6 43 0
Discovery on Lead Nurturing S ? 6 54 60
Discovery on Analytics -3 T [ 48 &0
Challenge/Re-set Strategy 7 10 Y 100
Next Steps 10 2 8 80 80
TOTAL 967 1210

H

32 @markroberge



GTM System Design

Demand Generation

Generation Coaching

Sales Activities

Sales Process

Buying Journey
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) N B

How do you buy?

Cold Call?
Cold email?
Google?
Social Media?



Alignh Demand Generation with Modern Buyer

BLOG SEO SOCIAL MEDIA

() Signals Blog Signats Home
N2 -
\ )

EFFECTIVE EMAIL

How To Write Emails Prospects Want To

Respond To [SlideShare]

35 @markroberge



“JOURNALISTS” hold the keys to the
future of Demand Generation



Create Your Content Engine
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Create Your Content Calendar

PINTEREST
FOR BUSINESS




Create Your Content Calendar

PINTEREST.
FOR BUSINESS

eBook W/ LP / Month

. 4
B 4

Blog Posts / Month
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Create Your Content Calendar

How do Sperily, Instagrars, and Zymga uie effective calls-
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Your Content Calendar
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Create Your Content Calendar

PINTEREST.
FOR BUSINESS
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Demand Generation Case Study

GB * Recruiter for life sciences industry
PROCLINICAL - 8global offices (U.K., Germany, Switzerland, China, etc.)
« 120 employees

Problem Solution
» Over-reliance on cold calling
and event networking for

demand

» Clear definition of buyer
personas

E » Content campaigns focused on
» Stagnant visitor and lead growth i buyer education as opposed to
from company website : service offerings

» Misalignment between digital
content and buyer journey

» Served content to buyers based
on persona and stage of buying
process

@ k b ' https://www.hubspot.com/customers/proclinical
43 @markroberge



Demand Generation Case Study
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Demand Generation Case Study
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Demand Generation Case Study

GB * Recruiter for life sciences industry
PROCLINICAL - 8global offices (U.K., Germany, Switzerland, China, etc.)
« 120 employees

Problem Solution Result

» Over-reliance on cold calling
and event networking for
demand

» Clear definition of buyer
personas

» 14xincrease in web traffic (5K
per month to 70K per month)

» Content campaigns focused on
buyer education as opposed to
service offerings

» 15xin leads (80 leads per
month to 1200 leads per)
month while reducing spend

» Stagnant visitor and lead growth
from company website

» Misalignment between digital
content and buyer journey

» Served content to buyers based
on persona and stage of buying
process

» 100% annual revenue growth

https://www.hubspot.com/customers/proclinical
46 @markroberge



Demand Generation Case Study



Sales and Marketing Alignment




MQL vs. SQL:

How Marketers Should
Define and Qualify Leads

Step 1: Define MQL
- Agree with Sales
- Base on Company, not Contact




Step 2: Quantify Marketing Output

Channel Appointment -> Average Bookings Appointment Value
Customer % per Customer

Outbound 3% $100,000 $3,000
Marketing 5% $80,000 $4,000
Field Sales 8% $120,000 $9,600



Step 2: Quantify Marketing Output

Better Lead Engagement

>

>
CSute/VP A $800 $900 $1000
Director/Manager B é $200 $500 $750
aver  C | $100 | $250 | $400
Engagement
C B A

Blog Sign-Up eBook Download Demo Request

saluedwo) Aljend) Jjaneg



#4: Monitor Marketing Daily

Marketing SLA Status
120.0%

100.0%

80.0%

60.0%

40.0%

20.0% /

0.0%

1-Sep 8-Sep 15-Sep 22-Sep 29-Sep

—Plan —Actual



Inside Sales Demand Generation Research

CONTACTS MADE FROM FIRST DIALS

' According 10 smilar graphs, between 4om
and Spm & the best e 10 quality leads,

http://www?7.insidesales.com/file.aspx/infographic LeadResponseMgmt 4 .pdf


http://www7.insidesales.com/file.aspx/infographic_LeadResponseMgmt_4_.pdf

Inside Sales Demand Generation Research

NTACTSMALY FROM FIBST DoAY

. A -dry SR I L o i o »
- ST = I - R f Saen

om/file.aspx/infographic LeadResponseMgmt 4 .pdf

http://www?7.insidesales.c


http://www7.insidesales.com/file.aspx/infographic_LeadResponseMgmt_4_.pdf
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Inside Sales Demand Generation Research

ONIN Y AYTRALLE CALLATIEMNFTS BY S

‘ Comer KN A watn v v comdprad o ol By vow vy 0

e oy o gty wis wll evgerws s TN saae wman,

http://www?7.insidesales.com/file.aspx/infographic LeadResponseMgmt 4 .pdf


http://www7.insidesales.com/file.aspx/infographic_LeadResponseMgmt_4_.pdf

Disciplined Prospecting Aligned with Stage of Buyer Journey

Example Prospecting Cadence

Intro Phone Follow Up 3™
Call (VM) Phone Call -
Follow Up 2™ Offer Similar
. Phone Call- Comtent
Uinkedin Validate Info
Connect / Recofved
InMail
Mail Letter |

J

https.//salesbenchmarkindex.com/insights/how-to-build-a-lead-nurture-campaign/

4™ Phone Call
w/ CTA(Such as
Webinar Invite)

56

5* Phone Call

SO TR Owm W= .

f Hhrstcomatti s |\
nctachiovedafer |
I weeksofone-to-

O Rt ing.

review withLDR !
| Manager cogarcing |
l wperopratenext |
seps J




The Sales SLA

Sales SLA Criteria

. Contact new leads < 2 hours

. Contact leads > 3 times within
7 days

. Contact leads > 6 times within
21 days

. Close Sales Oppsin <6
months

Leads older than 2 Hours

with No Contact

D e

e e e

dsy

Leads older than 21 days
with < 6 Attempts

s

L —————

]

S —

D
Cant
Ly
[

§1¢e8

e |

Open Sales Opps older

19

Leads older than 7 days
with < 3 Attempts

1"

than 6§ months

”n



Monitor Sales Activity and Marketing Daily

Marketing SLA Status Sales SLA Status
120.0%
Leads older than 2 Hours Leads older than 7 days
100.0% with No Contact with < 3 Attempts
. (0]
Deh e e
80.0% O —— L eee—————
L L0
60.0% My — C em————
e | 4 . e 10 " ”
40.0% Leads older than 21 days Open Sales Opps older
with < 6 Attempts than 6 months
20.0%
/ e Ol
0.0% : : : : : A —, S —— Cat
1-Sep 8-Sep 15-Sep  22-Sep  29-Sep [Re—pe— o
S — Arery

—Plan —Actual ¢ ¥ » = = ¢$ 8 ¥ © =



Demand Generation Case Study

DT onclusion
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WATCH THE FREE WEBINAR

FIND) OUT MOW SHDe

fvinds

https://www.ictsviluppo.it/ecommerce/6-funzioni-irrinunciabili-shopify-plus



https://www.ictsviluppo.it/ecommerce/6-funzioni-irrinunciabili-shopify-plus

Old School Sales Prospecting

“Hi Michelle. This is Dwight from ICT. We specialize in
creating ready-to-sell e-commerce websites for your
business using the modern Shopify platform. Are you
free at 1 PM tomorrow to discuss?”

5/27 at 3 PM




Old School Sales Prospecting

Voicemail #1: 5/27 at 3 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce
websites for your business using the modern Shopify platform. Are you free at 1 PM tomorrow
to discuss?”

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-
to-sell e-commerce websites for your business using the modern
Shopify platform. Are you free at 1 PM tomorrow to discuss?”

5/29 at 2 PM




Old School Sales Prospecting

Voicemail #1: 5/27 at 3 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce websites for your business
using the modern Shopify platform. Are you free at 1 PM tomorrow to discuss?”

Voicemail #2: 5/29 at 2 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce websites for your business
using the modern Shopify platform. Are you free at 1 PM tomorrow to discuss?”

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-
to-sell e-commerce websites for your business using the modern
Shopify platform. Are you free at 1 PM tomorrow to discuss?”

6/1 at4 PM




Old School Sales Prospecting

Voicemail #1: 5/27 at 3 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce websites for your
business using the modern Shopify platform. Are you free at 1 PM tomorrow to discuss?”

Voicemail #2: 5/29 at 2 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce websites for your business
using the modern Shopify platform. Are you free at 1 PM tomorrow to discuss?”

Voicemail #3: 6/1 at 4 PM

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce websites for your business
using the modern Shopify platform. Are you free at 1 PM tomorrow to discuss?”

“Hi Michelle. This is Dwight from ICT. We specialize in creating ready-to-sell e-commerce
websites for your business using the modern Shopify platform. Are you free at 1 PM

tomorrow to discuss?”
6/4 at 3 PM




Modern Sales Prospecting ;
Step #1: Research Contact Background and Company g%
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Modern Sales Prospecting
Step #2: Review Lead'’s Interactions with Company
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Modern Sales Prospecting
Step #3: Follow up with personalized, helpful messages

“Hi Michelle. This is Ryan from ICT. | noticed you attended our webinar this
morning on ShopifyPlus. | took a look at your company’s current eCommerce
website and had a few quick ideas on how to improve the site’s conversion. | will
email them to you now. Let me if you would like to go over them.”

5/27 at 11 AM




Modern Sales Prospecting
Step #3: Personalize Outreach to Lead Context.

Voicemail #1 5/27 at 11 AM

“Hi Michelle. This is Ryan from ICT. | noticed you attended our webinar this morning on ShopifyPlus. | took a look at your
company’s current eCommerce website and had a few quick ideas on how to improve the site’s conversion. | will email
them to you now. Let me if you would like to go over them.”

“Hi Michelle. This is Ryan from ICT. | found a case study of one of our customers
in your industry that decreased their cart abandonment rate using Shopify Plus. |
will email you the case study and am happy to walk you through their process
when you have a moment.”

5/29 at 6 PM




Modern Sales Prospecting: Use CONTEXT

5/27 at 11 AM
“Hi Michelle. This is Ryan from ICT. | noticed you attended our webinar this morning on ShopifyPlus. | took a look at your

company’s current eCommerce website and had a few quick ideas on how to improve the site’s conversion. | will email them to
you now. Let me if you would like to go over them.”

5/29 at 6 PM
“Hi Michelle. This is Ryan from ICT. | found a case study of one of our customers in your industry that decreased their cart
abandonment rate using Shopify Plus. | will email you the case study and am happy to walk you through their process when you

have a moment.”

“Hi Michelle. This is Ryan from ICT. Since you were interested in the Shopify Plus
webinar, | though you might also be interested in this webinar on examples of
well-designed eCommerce sites. | am happy to point out which aspects of each

example is most applicable to your website.”

6/1 at12 PM




Modern Sales Prospecting: Use CONTEXT

5/27 at 11 AM

“Hi Michelle. This is Ryan from ICT. | noticed you attended our webinar this morning on ShopifyPlus. | took a look at your company’s
current eCommerce website and had a few quick ideas on how to improve the site’s conversion. | will email them to you now. Let me
if you would like to go over them.”

5/29 at 6 PM

“Hi Michelle. This is Ryan from ICT. | found a case study of one of our customers in your industry that decreased their cart
abandonment rate using Shopify Plus. | will email you the case study and am happy to walk you through their process when you
have a moment.”

6/1 at 12 PM

“Hi Michelle. This is Ryan from ICT. Since you were interested in the Shopify Plus webinar, | though you might also be interested in
this webinar on examples of well-desighed eCommerce sites. | am happy to point out which aspects of each example is most
applicable to your website.”

“Hi Michelle. This is Ryan from ICT. | have not heard back from you so | am going to assume
that increasing the effectiveness of your eCommerce website is no longer a priority. Call me

anytime if things change.”
6/4 at 10 AM




Defining the Decision-Making Unit (DMU)

Decision:
makers

Decision-making
Unit (DMU)

Source: HBS RC Marketing Wrap

The Moat Common Reason
Why Sales People Lose
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Source: https://ackbury.files.wordpress.com/2010/04/strategic_selling_primer_and_notes1.pdf



Buyer
Persona

Generic Buyer Personas in the Decision-Making Unit

Role in Decision-Making Unit General Tendencies

Source: https://ackbury.files.wordpress.com/2010/04/strategic_selling_primer_and_notes1.pdf
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Example Buyer Journey
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Complex Sales
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Source: https://www.akoonu.com/wp-content/uploads/2017/11/Akoonu_-_Buyers_Journey _Map_Example.pdf
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Buyer Persona / Buyer Journey Matrix
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Topic / Buyer Journey Matrix
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GTM System Design
Sales Hiring

== .
Coaching

Compensation
/ Sales Activities

Buying Journey




What do you look
‘ for in a sales hire?




The ideal sales hiring formula is
different for every company...



GTM Context Consists of Buyer, Product, and Company Components

Demand /
Generation Coaching
Compensation
Sales Pricing p  Forecast 4
Hiring Sales Activities

PRODUCT CONTEXT
» Complexity > Role(s)
> Price > Industry

» Category Maturity

» Product Maturity

» Onboarding requirements
» Competitive Landscape

» Buyer Journey
» Local Culture

ELLE (.

‘ |: s b
COMPANY CONTEXT
» Strategy

» Stage of Venture
» Culture



The ideal sales hiring formula is
different for every company...

but there Is a process to
engineer your formula.
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e
[Definition] Proactive desire
for feedback. Ability to absorb
and apply feedback.
Improvements are sustained
for the long term.
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[Scoring]
1. [8 - 10] Eager to learn and proactive in seeking
mentorship. Accepts constructive criticism graciously and
appreciatively. Shows immediate improvement after receiving
coaching during role plays. Had specific examples of
internalizing and acting on feedback.

2.[5 - 7] Handles constructive criticism well but would not
proactively seek it out. Shows some improvement after
receiving coaching during role plays. Had some examples of

internalizing and acting on feedback.

3.[1 - 4] Appears stubborn and defensive when receiving
feedback. Shows little or no improvement after receiving
coaching during role plays. Struggled to find examples of
internalizing and acting on feedback.
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Ly Jarhdate Aoverimars

i. [Definition] Naturally ask
inquisitive questions. Listens
and drills in with strong follow
on questions. Sounds genuine
in delivery and interest in the

responses.

L L
’

. -
»

- -
»

- »

- -

ii. [Scoring]

1. [8 - 10] In role plays and natural conversation without
guidance, led with questions, sounded sincere, and followed
up with a tailored question to explore the answer deeper.
Potentially re-framed perspective through the questions
asked.

2.[5 - 7] Started role play with 3 or 4 questions. Questions
were open-ended and built on each other. However, the
questioning was more scripted and did not explore the depth
of the buyer's perspective.

3.[1 - 4] Leads with product information at the beginning of
the role play or asked basic, non-sequential questions such as
why they were interested, whether they were the decision

maker, and whether this was a priority. /

-
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i. [Definition] Ability to absorb
complex concepts quickly and
e articulate concepts back.
ey Lrere vwe Communication style that
e ) o g exhibits a high degree of
intelligence.
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[Scoring]

1.8 - 10: Recalls over 70% of new concepts introduced to
them for the first time. Vocabulary and articulation in their
communication style is excellent. The candidate sounds
really smart. '
2.5 - 7: Recalls over 50% of new concepts introduced to

them for the first time. Vocabulary and articulation in their
communication style is above average.

3.1 - 4: Recalls less than 50% of new concepts introduced
to them for the first time. Vocabulary and articulation in
their communication style is average or lower. The
candidate does not sound smart. /
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[Definition] Top performer in / \
past sales environments, as [Scoring]
defined by rank among peers .10 - Top 1% of peers

.9 - Top 2% of peers
.8 - Top 5% of peers
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.6 - Top 15% of peers
.5 - Top 20% of peers
.4 - Top 30% of peers
.3 - Top 40% of peers
"o hmrons .2 - Top 50% of peers
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Test/Iterate/Learn to define your sales hiring formula

IMWLS
@ EMATED 6 months post- -
Ty INEWEN hi flact Assess hiring manager
N Ire, retiect on performance. lterate
- '@'i 5P why the hire is

sales hiring formula
great (or poor)

Assess and hire

candidates
88 @markroberge against formula



Engineer Your Own Sales Hiring Formula

Preparation
Adaptability
Domain Experience

Intelligence

Passion

Prior Success
Brevity

Repport Building
Voice Quality
Technical Aptitude
Objection Handling
Convincing

Needs Identification

Closing Ability

=
N
o
—
o
o
—
o
~N
o
w
o
¥
o
W

m Correlation
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OMG Analysis of Top Performing Salespeople

£ DATA BEMIND THE SCIENCE OF SALES FORCE SELECTION
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https://stats.objectivemanagement.com/443



https://stats.objectivemanagement.com/443

Pothole Alert!
Overweighing education, experience, and job knowledge

http://www.pspmetrics.com/selecting-successful-people/



Which criteria scored highest for us?

INTELLIGENT
or
COACHABLE

or
CURIOUS

92 @markroberge



The HubSpot Sales Hiring Formula

» Coach-ability
» Curiosity
» Intelligence

> Work Ethic

> Prior Success

93 @markroberge




My Sales Interview Process

[Interview starts in the lobby. Let the candidate lead.]
. Does the candidate break the ice?
. Did the candidate do any research on me?
. Does the candidate execute a genuine, natural set of questions about me, my weekend, the company, etc.?

Why are you interested in working at this company? Where do you hope to be in your career in 5 years?
= [Easy questions to warm the candidate up. Well articulated career goals never hurt.]

| see you are an account executive at [insert their company]. How many account executives are there?

What was your rank? Is that based on bookings or revenue? Is it based on the year or the quarter?
= [Assess “Prior Success”. Tope 5% is strong. Top 25% is the bar. If the candidate is not in the top 25%, the candidate
must be very strong in other areas.]

» What was it about your approach that allowed you to achieve such a high rank? Why weren’t you #17?

= Understand their perception of their strengths.

= Beware of external excuse making for the second question (i.e. bad manager, bad territory, bad product). A strong self
critique is preferable.

94 @markroberge



>

My Sales Interview Process (cont.)

Let’s do a role play. | will play the VP of Marketing at a small security software company. You will play a
salesperson at HubSpot. Let's assume | downloaded a whitepaper from your website on Inbound Marketing,
leaving my email and phone number, and this lead was provided to you this morning for follow up.
. Test whether sales candidate has a naturally curious sales approach.
=  Observe how the salesperson starts. A 10 minute pre-amble on their background and company is not good (show up
and throw up).
=  Aseries of thoughtful questions about the prospect’s goals in downloading the white paper is good

During the role play, ask a challenging question about how SEO or inbound marketing works?
» Tests candidate’s preparation and learning curve

[Stop the role play] How did you do?
=  “Excellent” is not a great response.
» Adetailed analysis of what the candidate did well and could have improved on shows humility and the openness to
coaching.

In every interview, | provide candidates with one strength and one area of improvement. [Deliver coaching]
= Tests openness to absorb coaching.

[Repeat the role play]
= Tests ability to apply coaching.

95 @markroberge



Quantifying the Salesperson’s Journey

Step #5: Iterate scorecard H Irin g

and methodology
Step #4: At 6 month employee anniversary,
compare scorecard to goal attainment. Assess

hiring managers on interview performance.

Step #2: Develop Interview < ) i ] .
interview scorecard Scorecard Quantified Step #1.: Quantify
Goals goals for each role
\_/-

Step #3: Develop Interview
interview methodology | Methodology

Promote

On Board

96 @markroberge



Quantifying the Salesperson’s Journey
On Boarding

Opportunity to assess hiring Opportunity to assess training program
manager and hiring formula
performance after 30-day training

by correlating training score to 6-month
salesperson performance
Interview Training Exams and Salesperson
Scorecard SKill Assessments performance
\_/- \_/—
Interview
Methodology Training Program
/

Promote

On Board

Develop

97 @markroberge




GTM System Design
Coaching

Demand
Generation

Revenue
P o

Sales
Hiring

Sales Activities
Buying Journey

Sales Process




Coaching:
Golf vs. Sales




“Data-Driven Sales Coaching”

Use data to diagnose the skill deficiency.
Customize a coaching plan.



Enabling Data-Driven Sales Coaching

Exhibit 3 - June Performance (by Account Executive)

- —
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Co-Creating the Skill/Development Plan

/ ONE-ON-ONE AGENDA \

1. Self assess qualitative performance

2. Self assess quantitative performance

3. Agree on a skill to work on - prefer one

4. Co-create a development plan

Q Schedule the plan /




Example causes of Closing issues

Exhibit 3 - June Performance (by Account Executive)

Causes of Close Rate Issues

» Developing sense of urgency
»  Getting beyond surface pain
» Reaching the authority

HARVARD | BUSINESS|SCHOOL




Example Coaching Playbook:
Closing Issues

DIAGNOSIS COACHING PLAN METRICS GOAL

Developing Sense of Urgency Pre-call planning and post mortem Discovery-call-to-customer % > 20%
reviews on urgency

Getting beyond surface pain Film review of discovery calls Discovery-call-to-customer % > 20%

Getting to power Pre-call planning and post mortem VP/C-Level interactions at 6 new
reviews on getting to power accounts per month



Implementing a sales coaching culture

1st Day of Month

Morning

Sales Person / Manager Independent Reviews
»  Think through qualitative performance

»  Review individual metrics

»  Think about Skill/Development Plan

2nd Day of Month

Director Meets with Manager
»  Review Skill/Development Plans
for each sales person

Afternoon

Manager Meets with Sales Person

»  Discuss qualitative performance
»  Review individual metrics

»  Co-Create Skill/Development Plan

VP Meets with Director
»  Review Skill/Development Plans
for each sales person

HARVARD BUSINESS|SCHOOL



Example monthly coaching plan

| REP |  DIAGNOSIS COACHING PLAN METRICS GOAL

Brian Over-investment in Weekly opportunity review of BANT post Demo-to-Customer ratio >
unqualified opportunities  discovery call. 30%

Erin Developing Sense of Pre-call planning and post mortem reviews on  Discovery-call-to-customer
Urgency urgency % > 15%

Place 2 hours of prospecting into daily
Fred Time management issues  calendar. Send daily email to manager of new
leads contacted and appointments set.

Average 10+ new
appointments per week

Personal conversation on financial goals. Average 10+ new

banles | L el eisersl oels Map to daily activity. appointments per week



June

DIAGNOSIS

Overinvestment in unqualified
opportunities

Developing Sense of Urgency

Time management issues

Lack of personal goals

oaching Plans

METRICS GOAL

COACHING PLAN

Pre-call planning and post mortem reviews on urgency.

Place 2 hours of prospecting into daly calendar. Send daily.
‘email to manager of new leads contacted and appointments
set.

Personal conversation on financial goals. Map to daily activiy.

Discovery-callto-customer % >
30%
Average 5+ new appointments per
week.

Average 5+ new appointments per
week

/

July

Overinvestment in unqualified
opportunities.

Developing Sense of Urgency
Time management issues

Lack of personal goals.

COACHING PLAN

Coaching Plans

METRICS GOAL

Pre-call planning and post mortem reviews on urgency

Place 2 hours of prospecting into daily calendar. Send daily
email to manager of new leads contacted and appointments.
set.

Personal conversation on financial goals. Map to daily activity.

Discovery-callto-customer % >
30%
Average 5+ new appointments per
week

Average 5+ new appointments per
week

/

Hold team, especially management, accountable
to coaching progre

August Coaching Plans

B DIAGNOSIS COACHING PLAN METRICS GOAL
Bi >30%
an opportunities
Eni

Developing Sense of Urgency

o | e rarsemertionss
«
o laskotpencaign

Precall planning and post mortem reviews on urgency.

Place 2 hours of prospecting into daily calendar. Send daily.
‘email to manager of new leads contacted and appointments
set.

on financial goals.

Discovery-calltocustomer % >
30%

Average 5+ new appointments per
week

Average 5+ new appointments per



Pothole: Assuming Your Top Saleperson will be a
Good Sales Manager

Sales Record, Promotion Probability, and Managerial Performance

Probability of promation |

108 @markroberge



The Role of the Sales Manager

#2 Coach salespeople
to the sales playbook

Demand

seneration
ompensation
Pricing

#1 Hire salespeople #3 Hold salespeople

accountable to the sales

activities that produce an
accurate forecast and,

ultimately, predictable revenue

HARVARD‘BUSINESS SCHOOL



Is this data-driven sales
management approach
applicable to a company selling

‘ higher priced products?

110 @markroberge



l
JOE VASTINE / \' |
Global Sales Operations Manager, Omnitracs ./f :



Data-Driven Sales Management Case Study

Fleet management system for trucking industry

Omunitracs : :o0Emon

a Qualcomm company

o-digit deal size
e 12,000 customers across 70 countries

Problem

» Incomplete sales opportunity
data from salespeople

» |Inaccurate revenue forecasts

» Unable to make data-driven
strategic decisions

112 @markroberge

Solution

» Implemented Bl and analytics
system on top of their CRM

» Generated daily dashboards for
the executive team, each
manager, and each salesperson

» Implemented 1-on-1 meeting
cadence to review activity

d as h boa rd S Wlth fro nt_l Ine https://www.bizjournals.com/dallas/news/2017/06/05/report-
sa | es peo p | e dallas-based-omnitracs-exploring-sale-could.html

http://www.insightsquared.com/our-customers/



Data-Driven Sales Management Applied to Field Sales

Less focus on
prospecting more
focus on opportunity
progression

\_

J
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Data-Driven Sales Management Case Study

Omnilracs

a Qualcomm company

* Fleet management system for trucking industry
1,000 Employees

o-digit deal size

12,000 customers across 70 countries

Problem

» Incomplete opportunity data
from salespeople

» |Inaccurate revenue forecasts

» Unable to make data-driven
strategic decisions

114 @markroberge

Solution Result

» Implemented Bl and analytics
system on top of their CRM

» Sold to PE firm for $800M in
2013

» Generated daily dashboards for
the executive team, each
manager, and each salesperson

> Forecasted $400M in revenue
in 2017

» Rumored valuation of $2B
» Implemented 1-on-1 meeting

cadence to review activity
dashboards with front-line
salespeople

https://www.bizjournals.com/dallas/news/2017/06/05/report-
dallas-based-omnitracs-exploring-sale-could.html

http://www.insightsquared.com/our-customers/



Quantifying the Salesperson’s Journey
Develop

Step #2: At 6 month employee anniversary,
compare coaching assessments to interview and
training assessments. Assess hiring managers
and trainers on performance.

On Boarc

115 @markroberge

< >
Interview
Scorecard
. Training Exams and
_ Skill Assessments
Interview
Methodology Training Program
\_/_

Step #3: Compare coaching assessments to goal
attainment. Assess hiring managers coaching

diagnosis and execution.

Quantified
Goals

 —

Coaching
Assessments

Step #1.: Hold organization
accountable to coaching
assessments

Coaching
Playbook

Promote
Develop




Sales is not “Magic”.
Process and data can make sales predictable and scalable

Sales is not a black box. Build a predictable, scalable sales machine.

Go-to-Market System Design
1. Hire salespeople

Demand
Generation
Coaching

Sales Compensation
Hil"ing ales AcCtivitlies
Sales Process

2. Assign them quota

Buyer Journey




Optimal GTM System Design Depends on Context
Context consists of the product, buyer, and selling company

p i g
Generation Coaching
Compensation
Sales Pricing P Forecast

PRODUCT CONTEXT
» Complexity > Role(s)
> Price > Industry

» Category Maturity

» Product Maturity

» Onboarding requirements
» Competitive Landscape

» Buyer Journey
» Local Culture

E.LElN

‘ n . b
COMPANY CONTEXT
» Strategy

» Stage of Venture
>Cu|ture HARVARD | BUSINESS|SCHOOL



Thanks!

Mark Roberge
Senior Lecturer, Harvard Business School
@markroberge




