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PREFACE

In my early years I was not sure what to do with my life, and I think that
this may have eventually given me the credentials to write a book about sales
automation. Let me explain.
I studied as a physicist. When I look back, I took the easy way out. Doing
physics was the easy way out because I was reasonably good at it—good
enough to get a PhD. Unfortunately being good at something doesn’t always
mean you like it. Some aspects of research physics imposed disciplines that I
thought were good for me. I liked the logic and the questioning. I was taught
to question everything: Why? Why not? What does this mean? Why does
that happen? A physicist never writes anything down unless it is understandable and defensible before their peers.
But at last I realized that physics didn’t really excite me—but selling did.
Even though I wasn’t selling professionally, I was doing my best to persuade
everyone I knew that my way was the best, whether it was which car to buy,
or which book would make the best read. I wondered about a career in sales,
maybe selling the very complicated instrumentation that I used everyday in
my research. After all, I had some strong feelings about that too! So eventually, I escaped academia to start a career in high technology sales. Nine years
of learning and practicing physics left me with skills I might not otherwise
have had. The same skills helped me in my effort to find the best way of
using the computer in the sales process.
xvii

xviii
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That’s why this book looks at sales automation through a magnifying
glass. It examines the process of selling in a way that the technology would
want to see it—clearly, with no ambiguity. The origin of the earth in a “big
bang” can be described in the few lines of an equation. Why can’t an accurate
sales forecast depend on a nine-point Probability Matrix and the Priority
Cube? In fact, it can, because logic and mathematics are the easiest languages
for computers to understand. Existing sales methods need to be rethought so
they fit better with the computer. This is what I’ve tried to do, and I think all
those years in physics helped me get it right.
The Beginnings
In the early eighties, a few visionary companies introduced the personal
computer, and although it was tagged “personal,” it was quickly adopted for
business use, and driven by new spreadsheet and database applications that
were designed specifically for it. Around that time, I started a distribution
company specializing in the sales and service of high technology instrumentation. From the start, I was hooked on the way PCs could assist in all facets
of business, even if it had very limited power by today’s standards.
Business first adopted the PC in the financial and accounting departments (the Back Office). This is understandable, as the pure number crunching environment of the Back Office suits the computer best. But soon, other
high value uses were found. Graphics and Desktop Publishing applications
transformed the effectiveness of the marketing department. Networking and
electronic mail made it possible for everyone to get connected. Also everyone
quickly realized that networked PCs provided an excellent solution for the
storage and dissemination of information. In large organizations, the PC was
a genuine alternative to the mainframe; in small companies it was the first
engaging taste of the possible impact of technology on business success.
Sales teams became interested. They are in the Front Office and their concerns were different to their Back Office comrades. While they do deal with
numbers, much of their vital information was stored in the form of text. If a
salesperson engineered a last minute tactic that saved a sale, the details could
be recorded, and the information could be reused to secure future deals. To
do this, technology was needed that could store all the significant events in
a company’s history with its customers, and then to make that information
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universally accessible to anyone who might need it. Previously the Mainframe
could do it, but, now the PC could too. Technology’s promise of connected
work teams combined with easy and low cost access to an abundant store of
customer information was Nirvana to the early champions of automation in
the Front Office.
The technology that first enabled true electronic collaboration between
members of the sales team was Ray Ozzie’s brainchild, Lotus Notes. Notes
brought the essential pieces of the puzzle together in a gloriously unified and
easy-to-use package: messaging, synchronization, security, collaboration,
databases, and on top of all that, fast application development. In 1993, I
realized that our company had to move to Notes if we really wanted a culture
in which customer knowledge was created and shared by everyone, no matter
where they might be, or what time of day it was.
We took the data from the endless files that resided in the marketing, sales
and service departments. Files from paper, computers and people’s heads
were all put into one Notes database. Then we wrote the applications that
allowed everyone to put information in, and take information out. When we
finished, we had developed our own Customer Relationship Management
(CRM) software. But, going forward from the progress we had made, we
were fascinated by another important question. Given that the computer had
so much capability to store information and analyze it in a million different
ways, should it not also have the potential to help win a sale? I don’t mean in
the sense of being a glorified secretary, but actually getting involved in the
sales process itself. The hopeful result would be that the salesperson would
win more sales.
SFA and CRM
The term “Customer Relationship Management” or CRM, describes the
vision and effort used by a company to develop close bonds with its customers. In the last ten years, software applications have been developed that are
indispensable in making CRM objectives happen. CRM is predominantly
focused on Front Office (customer facing) processes, and sales is a very
important part of the Front Office.
The sales department is only one (albeit very important) element of
the Front Office. Processes that happen in the sales department contribute
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to the overall CRM effort. Sales Force Automation (SFA) is about using
computers to make sales teams perform better, and part of that mission is
tightly integrated with CRM process, but part of it is not. This is why the
understanding of CRM and SFA has too many businesses and salespeople
confused.
The terms SFA and CRM are often confused and wrongfully equated.
Sales Force Automation should focus on increasing the effectiveness of the
salesperson, that is, to make them more competitive in the sale itself. This is
a little outside of the scope of CRM, which is more focused on the efficiency
of the salesperson in handling the customer transaction. As you can see, SFA
and CRM are closely intertwined and even though some readers might think
this book should be called “Customer Relationship Management done
right,” that would not be correct. Sales automation done right strives to demystify
the separate identities of CRM and SFA by focusing on the impact of technology on sales effectiveness.
My company’s early work in using technology in the business had given
us a CRM tool in which we could embed our sales automation. After all, we
had a company to run and our business was selling. Our primary objective
was to give a computer to every salesperson and let them run with it. When
we looked at existing sales methods, we realized they were designed in an
earlier time—before computers were so easily accessible. We now had to
devise a method to fit the computer.
Developed and Tested in Real Life
Over a ten year period, we crafted the ideas and methods that form the bulk
of sales automation done right. The design team was a wonderful mix of seasoned
(but open-minded) sales veterans and enthusiastic young computer programmers. The ideas presented here evolved through debate, argument, and
acres of diagrams scrawled over whiteboards and the backs of napkins. As
we developed the ideas, we rolled them out through the software to the sales
force. We had a dozen salespeople, so we quickly got feedback on whether
our stuff worked, and in many cases we had to do some fine tuning.
The reason that I am a zealot for automation in sales is that I have first
hand experience of the dramatic benefits it can bring to the success of the
company. Our CRM and SFA infrastructure enabled our business to sustain
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double digit growth over many years, with very little increase in administrative and support overhead. Our salespeople were able to win more sales by
being more competitive and more efficient. The thing is, any company can
do it, but sadly, most don’t. Large enterprises have rushed to embrace sales
automation (through CRM), but small business is lagging way behind. It’s
a pity, because the payback can be very high and the returns come quickly.
There’s no doubt that managers and executives who have the ability to make
the changes are thinking about it, but with this kind of business change, it’s
easy to deliberate on the issue for far too long. I hope that some of the ideas
presented here will provide the catalyst to hasten more budding projects into
reality.
How to Read It
If I pick up a new book, I always skim it. I gravitate to books that lend themselves to be read that way, so it’s no surprise that sales automation done right is just
like that. For that reason, there are a lot of diagrams. The chapters tend to be
short, and are divided into five Parts. Essential points are summarized at the
end of each chapter. In Parts 2, 3 and 4 there is an underlying thread which is
important for the reader to understand.
Part 1 talks generally about SFA, what it is and how it relates to CRM.
It discusses the impact of CRM and SFA on the company and the people
within it, and how it affects and changes company culture. There is also
an illustration of the natural steps that organizations follow in adopting
technology to solve operational and process pains, and how to short track
the final solution.
Part 2 shows how the day-to-day selling activity evolves around four core
competencies of selling management. It shows how sales automation can
have a positive impact on the administration, organization and management
challenges associated with those competencies.
Part 3 is the heart of the book and centers on the meaning of “selling”
and the need to describe it in a language that the computer can understand.
It shows how customer interactions fall into two distinct categories, one of
which leads to the framework of the sales process. A picture of the sales cycle
evolves with fundamental selling skills used in the appropriate way as the sale
develops. A generic way to gain consistency in forecasting is presented, and a
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link is drawn between the judged value of a sale at a specific point in the sales
cycle to the priority that the sale has in a portfolio of opportunities.
Part 4 homes in on technology and the different ways it impacts the goals
of sales automation. There is discussion of how a model of the sale can
be derived, which can then be stored in the computer and used to measure
progress in an actual sale. The importance of good interface design is explored, along with the advances in hardware and connectivity that make the
application useable.
Part 5 briefly discusses the issues that are important to make sure the
sales automation project works, warns of potential pitfalls, and reflects on
the importance of technology as applied to improving sales effectiveness.
A few words about the layout: Propositions are scattered liberally in most
of the chapters, and are meant to be thought-provoking. Bolding stamps out
big words that are essential to the concept and italicizing reinforces the power
of the word in its context.
A number of definitions appear in the text, where appropriate, mainly in
discussion of the sales method. A more complete collection of definitions is
included in the glossary.
Even though the content of sales automation done right was conceived in the
working business environment of a company that was at the smaller end of
the SME (Small to Mid Enterprise) designation, I think that the material
is of value to anyone in sales, from the executive heading up the global sales
operation, to the manager of a small sales team, to the solo salesperson
working it out on their own. The wonderful thing about the sales process is
that it is simple, elegant and universal.
Whether you have the stamina to plough through it all, or you just catch
a piece that makes your sales effort stronger, I hope sales automation done right
makes an enjoyable read.
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Getting It Right First Time:
Watch out for well-known pitfalls.

Fortunately, there are a lot of companies actively using SFA and CRM, so
anyone thinking of doing it at this time can sift through a wealth of experience of what went right and what went wrong. In this chapter, we look at
some of the issues that, if handled badly, can scuttle a CRM project. As we
are focusing on the common aspects of CRM and SFA, we will refer only to
the term CRM.
In the past, CRM systems have been labeled as transformative technology because they literally transform business culture and the way companies
operate. Not only is information free-flowing and available to everyone, but
processes become well defined and smooth—they have to be, because they
are electronically enabled.
The initial experience won’t be pleasant if the CRM project is unplanned
or out of control. The existing state of the business has to be reviewed in
detail to see how the new technology will fit. Bad procedures have to be cast
aside and effort given to developing new ones that will work with technology.
This chapter looks at the critical hurdles to automation. It’s possible to
buy a complete book on what the next few pages will cover, so don’t consider
it as an exclusive guide to getting things right.
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Lock in the Vision
Because CRM technology influences every nook and cranny of an organization, it’s important that everyone touched by it is made aware of the
changes that might affect them. There should be a carefully documented
and well-broadcasted vision of the new company after the transformation
has occurred. A large enterprise will do this through a committee, whereas a
smaller company may rely on the vision of just one or a few top executives or
managers.
The main focus of the vision should be on why change is necessary,
and the answer will likely be because things are not working well at present. The decision to change is usually not immediate; rather, the impact
of imperfect processes, data or communication develops over a period of
time, until consensus is reached that something must be done. The starting
state of the business is one with which people are dissatisfied, and CRM
is being introduced to change that. This is why the vision must be written
down at the beginning of the project, and must include a clear description of
the problems and issues that provoked the change, along with the expected
improvements at completion. The vision becomes an important part of the
implementation plan.
Develop the Plan
Even before the CRM system is purchased, there should be discussion
amongst all the functional groups within the company that might be impacted (and that will be pretty much the entire company). The vision will
begin to permeate through the organization. Just like any project, if there is
no implementation plan, things are bound to go awry.
The plan will include the vision, the overview of what has to be fixed, and
a detailed operational summary of how and when to do it. Key people will be
assigned as stakeholders and will take charge of the piece of the project that
they control or influence. Expectations have to be aligned with real tasks.
Measurement criteria have to be assigned. These can vary in scope depending
on the expected impact of CRM or SFA. A sales manager may set down the
goal of having a day-to-day bookings forecast available from the system,
one that he or she can rely on with 70 to 90 percent accuracy. Someone in
sales administration may want to see all customer information in one place
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and virtually error proof. A CEO may demand real time information about
any interaction between the company and the customer. A more general
expectation may be the ability for everyone in the sales department to have
nation-wide access to each other through electronic communication. CRM
is so all-encompassing that each company that adopts it will have its own
unique set of aspirations—the important thing is to get them written down
in a plan. That way, the success of the project can be monitored. A good idea is
to call the plan the Success Document to keep a focus on the ultimate objective.
Success can only be judged against initial expectations. CRM projects
are lengthy, and reflection upon past progress becomes clouded if influencing factors change: the original proponents of the project may leave the
company; original sources of discomfort may get fixed and forgotten about;
other needs may evolve and take over the field of view. For instance, a CRM
project may have an initial focus on consolidating customer information and
improving response time in customer service. The expectation is that if this
happens, sales will automatically go up. If over time, sales don’t go up then the
CRM initiative may get blamed, even though the customer service is much
better. The poor sales could be caused by other independent factors—the
Sales Manager could be incompetent, or the products may be uncompetitive.
That’s why the Success Document is so important. In order to get a value
on investment, the company must record all the initial expectations and the
frame of reference for them to be judged in the future. If expectations get
modified because new barriers are exposed, they must also be recorded along
with proposed methods of resolution.
Proposition
The Success Document is a living record of the company’s
efforts to embrace CRM.

Explicitly, it is an ongoing review and measurement of progress in implementing carefully planned initiatives that are calculated to resolve defined
business pain points.
Much has been written about failure, rather than success of CRM projects, and much of the problem can be traced to bad or incomplete documentation of expectations and action plans, coupled with a regular review of
progress against those documents.
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If changes in business culture are necessary for CRM to work, these
changes must be identified and become part of the “expectations” section of
the Success Document. That way, some time in the future, if the CRM project is faltering because the culture was not made to change, the true reasons
for potential failure are apparent, and can hopefully be remedied.
A simple example from the sales department illustrates this. One of
the goals of a particular sales department was to maintain good quality of
customer information, no duplicates, no misspelling, and all appropriate
contact data, like phone numbers or e-mail addresses present and correct.
To ensure this, the team decides that they will only let this information be
entered by one person, a database administrator. They purchase their CRM
system, but renege on hiring a database administrator to save some funds. In
order to keep things moving, all salespeople are allowed to enter customer
data any which way they want. Some do this well, but others don’t. The data
becomes quickly contaminated and incomplete, and everyone gets tired of
using it. The Success Document would show what the true problem was.
Without it, the CRM system would take the heat.
Top management must sign off on the plan and the vision. There should
be provisos for what happens if there is a change in management. Often,
CRM projects suffer because the vision disappears when the people who
carry it leave the company. There have been examples of companies adopting CRM only to see political changes that brought in a new CEO, who
then claimed that the old way of doing things on paper was the best. CRM
projects were promptly shelved, which moved the company back from Wave
Four to Wave One (see Chapter 6). That’s why CRM is most successful in
small, fast moving companies whose business is inspired by a single owner,
shareholder, entrepreneur, and visionary.
The last piece of advice concerned with planning the CRM project is
to not tackle too much at once. Yes, these projects are large, but they can
always be planned to occur in a logical, staged order. If good customer data
is a forefront requirement, do that first, and do processes next. The sales
team may even need to move onto a common sales method ahead of the
company-wide roll out to CRM. Decide the objectives, rate them in terms
of importance, and then decide if the plan can accommodate a graduated
installation of the project.
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Hone up the Processes
Chapter 4 talks about CRM technology in terms of process and knowledge.
Process is endemic to CRM systems; they live and breathe through process.
But this is not process based on moving paper around from desk to desk;
this is electronic process that moves around instantaneously on a computer
network. Existing processes will inevitably be tweaked or changed before
the CRM project gets underway. The better and more freely-flowing the old
process, the easier it is to duplicate it on the computer.
Bring the groups together that are responsible for processing the customer’s transaction and look how information flows between them. Is it efficient,
and does it work? In a meeting such as this, current problems will surface
very quickly. Moving to CRM provides an excellent excuse to get on a new
page and to fix the disruptions, road blocks and delays caused by established
bad practice.
Develop the Database
Inadequate, non-existent or unobtainable customer information is one of
the prime incentives for companies to move to CRM. Chapter 5 discusses
the Customer Knowledge Store and what should be in it. The challenge
to the company embarking on a CRM project is creating a new Customer
Knowledge Store from their legacy information, whatever and wherever that
may be. It is probably going to come from multiple sources including paper
files and computer disks from various departments, in the Front and Back
Offices. In the case of the sales team, the data may be dispersed in the files
of whatever Contact Management application each salesperson thinks is the
latest and best.
A great danger lies in imposing a new set of data on everyone, one that
is different to their own personal much-loved system, only for them to find
that it has lower quality information and a load of stuff belonging to other
folks that they don’t want to see. Don’t invent new information, take the old,
then sift through and cleanse it. The more carefully and accurately this is
done, the better. It’s better to err on the light side rather than try to include
too much of the old, bad stuff. Go into listing some sensible rules for cleaning information. Use the computer to correct batches of data or remove
duplication. Establish a Database Manager who believes in the vision, and
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who knows that clean data is integral, and give them the power to control the
situation.
Monitor Progress
The Success Document is the best way to ensure that this is done. There
should be regular reviews of vision, objectives, tasks and achievements driven
by what is laid down in the Success Document. In these meetings, issues are
identified and a plan is set up to take care of them. The project will have
tentacles reaching out to everywhere in the organization, and the best tactic is
to elicit help from all the people they touch.
Lay Down the Rules
In a sharing culture, everyone has to participate, even though they may not
want to initially. If there is a common vision, there can’t be any deviations.
By definition, most salespeople have large egos, and will want to do things
their own way. If they have learned the advantages of working in a team, they
will suppress the ego and join in. If they don’t, they will have to be managed
by rules. Anarchy cannot be the order of the day. The Sales Manager has
responsibilities, and has to report performance up to the boss. This job gets
tough if forecasts come through in a host of different ways, simply because
each salesperson sees their own way as the best.
At the outset of the CRM project, the vision has to be carefully articulated with an acknowledgement that change is always difficult, but that the
end result is worth the pain. The benefits to the individual, by working as a
team, have to be laid down. If the team does not naturally evolve under the
new environment, rules may have to be enforced to encourage the process.
One way to ease in the rules is to blend them into administrative processes. Examples of the “You can’t do that, until you have done this” philosophy
have been scattered throughout sales automation done right, and it has been found
to work well in practice. One of the best uses of this is in achieving the logging of sales opportunities early in the sales cycle. Usually, in the early stages
of their buying process, customers request product information. Doesn’t it
make sense to open an IBO at this point? If so, make a rule that says that
any time a customer requests product information, an IBO should exist in
the CRM system, and if it doesn’t, then a new IBO should be created. If the
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salesperson finds out that the information has been requested for information only, the IBO can be removed.
Experience shows that when rules are applied through process, there will
be initial groaning from salespeople, but that quickly dissipates as time goes
on and the benefits materialize.
Share the Results
Everyone that the new system touches has a stake in it, and can influence its
success. They have the right to know how the project is progressing. There
should be regular meetings in which the original expectations are reviewed
along with the current measurement criteria that determine success. If people
are experiencing a bit more process to guarantee that customer data is getting
better, then they should be shown directly in what way the improvement
is taking place. Is there more data? Is there cleaner data? Is the transaction
flowing faster? Is the information easier to retrieve? These issues will become
apparent much quicker than the macro effects such as forecasting becoming
more accurate or sales revenues going up.
If it Starts to Fail, Put it Right
CRM and SFA are here to stay. There is nothing mystical about it. It is just
a way to do good business and if you haven’t got it, your business is working
under a huge compromise.
If past projects have failed, you can be sure something in this chapter was
neglected or not done correctly. If your project hesitates, take a deep breath,
don’t panic, regroup and start again.
Points to Remember
1. Understand and recognize the initial reasons that drove the CRM/SFA
project.
2. After committing to a solution, make sure to record the progress, good
or bad, at fulfilling the initial goals.
3. If the project goes off course, immediately put in the measures to get it
back on track.

CHAPTER

27

Final Thoughts
There’s still a long way to go

This book was not written quickly. In fact, it’s been over ten years since
the idea first came about. The thing about creating a sales method is that it
just doesn’t happen overnight—it’s evolutionary and the picture gradually
emerges. Ideas are triggered by real problems experienced in the sales process.
Attempts are made to fix them, leading to changes which, in turn, are tested
in the field. In response to results from real sales experience, the ideas may be
tuned, changed or added to. At some point, it’s possible to take a pause, look
at the results and say, “We have a method.” This is what happened in devising
the story that weaves its way through most of sales automation done right. If
the ideas of the method are sound when things get started, the progress of
development is a logical evolution of what’s gone before. For instance, the
idea of two selling styles based on relationship or opportunity focus evolved
a number of years after the concept of the Critical Interaction, and yet supports the original thinking extremely well.
The fact that the story still continues is very encouraging. The book
just skims the surface of what is possible from the marriage of computer
and sales. There is still much to be done, and a long way to go. This chapter
reflects on the changes over the past ten years and reviews what has moved
forward, and what has stayed still.
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Progress Made to Date
Chapter 1 talks about the two “faces” of sales automation, defined by efficiency
and effectiveness. I hesitate to bring in the overused “e” words again, but there is
no better way to discuss the cause and effect of CRM and SFA.
The efficiency side of the equation is well proven and acknowledged,
and this is where most of the benefits have shown up in the past ten years.
Companies have realized that the computer is an essential tool for their sales
teams to react quickly and be competitive. Communication has never been
better, information flows freely and work can be done anywhere, even when
traveling. All of this leads to much more efficient selling, and revenues are
stronger because of it. Sales efficiencies fueled by computerization are so
recognized today that they are virtually taken for granted.
The same cannot be said for sales effectiveness. In fact, whether CRM
is delivering the goods when it comes to sales effectiveness is an issue under
constant discussion. In my opinion, true sales effectiveness has not been
influenced much over the past ten years, and one of the reasons is that,
somehow, SFA morphed into CRM sometime in the mid-nineties. CRM has
efficiencies, not sales methodology, at its heart. Let’s take another look at the
true meaning of sales effectiveness.
Sales Effectiveness
The definition of sales effectiveness has to be put in terms of how well we
sell. How strong are our true selling skills against a competitive alternative?
Some salespeople are better at it than others, and some sales teams are better
at it than others. One of the most important success factors in effective
selling is sales team culture. Even a poor salesperson can get swept along by
a winning team. This culture is founded on focused and visionary leadership
combined with a sharing organization and sales professionals who have respect for their team and their own selling abilities. You don’t need technology
to make this chemistry work. All that’s needed is a telephone, a pen and a pad
of paper—countless companies have been doing it for decades.
CRM has unfortunately been promoted as a technology that will increase sales effectiveness, and therefore increase revenues. CRM tools are
often looked upon as magic seeds sown to make sales blossom overnight.
Companies blame the software if sales don’t go up; I wish it were that
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simple. CRM can yield more effective sales through its SFA component.
Unfortunately, a long time ago, someone managed to confuse building customer relationships with using selling skills. It’s a shame, because if the
original SFA definition would have been left in place, it might be easier to
resolve the difference between CRM and SFA technology. SFA has to lead
the way to sales effectiveness, and CRM left to take care of the efficiencies.
Customer Relationship Management philosophy has been wonderfully
supported over the last ten years with technology that provides invaluable
assistance with its core ideals—easily accessible and accurate customer information, the ability to tailor service to customer needs, and a universal
invitation for everyone in the company to share the “customer experience.”
With properly implemented CRM tools, the processes that deal with the
customer transaction become seamless, smooth and quick. Yes, CRM technology works, if there is corporate sponsorship and belief, and if internal
business culture and process can be adjusted to fit the vision. Which of the
two “e” words best fits the competencies of CRM? It has to be “efficiency.”
Everything is known about the dealings with the customer. All the information is freely available to the teams that need it. The customer’s demands
are identified and the transaction is fulfilled. Ongoing recognition of the
customer and product satisfaction is established, measured and acted upon.
This is everyone’s idea of CRM, and it is because of the successful implementation of “efficiency.”
It’s time to resurrect the term “Sales Force Automation” and give it the
importance that it richly deserves. Only then will we see the true potential
that comes from sales effectiveness. When the difference between the terms
SFA and CRM are thoroughly understood by both industry and customers,
there can finally be a chance to push ahead with building sales models for
computerization, which can, in turn, be embedded within the CRM tool to
provide the benefits from both efficiency and effectiveness.
In Chapter 1, I defined sales automation as “the application of technology to improve efficiency or effectiveness.” Since that was written, and
reflecting on the entrenchment of CRM in business, I would like to make
the suggestion that SFA be more tightly defined, to separate its common
element (efficiency) from CRM.
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Sales Automation: The enablement of sales effectiveness through the use
of technology.
Somehow this has a better ring to it. We’ve extracted the confusing piece.
Efficiencies such as information sharing, electronic processes, single data
stores and effortless communication are common to both CRM and SFA,
simply because the two technologies got mixed up in the frantic shift toward
moving technology into the Front Office.
Once agreement has come on this definition, the importance of the sales
method becomes evident. Technology and techniques—computer and sales
method, the two are inseparable for tomorrow’s trailblazing sales teams. It’s
worth reflecting on the sales method and fully understanding what it means.
Sales Method
The term sales method encompasses just about every kind of idea that suggests a systematic way of selling. Most of the methods followed today delve
deeply into the face-to-face interaction with the customer, an area that could
come under the general heading of the relationship—specifically, the relationship between salesperson and customer during the progression of the sales
process (the customer’s buying process). Methods outline everything that a
salesperson needs to do in their interactions with the customer: how to ask
the right questions, how to overcome any objections, how to demonstrate
competitive capability, how to judge customer reactions. In short, how to
probe, prove and close. I label most of these methods as tactical. They are very
important, but they may not be well suited to the computer.
Over two-thirds of sales automation done right is devoted to the details of
constructing a sales method that comes alive when it works hand-in-hand
with a computer, and there is not much in the method about tactics. Yes, there
is the idea of the fundamentals skills, probe, prove and close. But they are
introduced to cover the description of how the sales cycle responds to the
evolution of the customer’s natural buying process, which follows three fairly
distinct sequential stages. Dividing the sales cycle into three corresponding
skill-focused stages is a very appropriate way to tune the sales method to the
computer. The computer handles all issues of timing within the sales cycle,
when interactions should occur, and which skills are necessary, with relative
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ease. To the salesperson handling many sales capabilities, this functionality
is invaluable.
My point is that sales methods designed for computers inevitably come
out different than those that dwell on well-defined face-to-face tactical planning. If there is one single message that sales automation done right has to evangelize, this would be it. The issue can be made clearer by dissecting the major
components of the sales method described in this book to show the relationship between the sales method (technique) and the computer (technology).
Figure 27-1 shows this.
The sales method and the computer work hand-in-hand to assist the
salesperson directly in their sales efforts. This is only possible if the sales
method is designed specifically to fit the unique capabilities of the computer.
We said earlier that the method we have developed is not heavy on tactics.
The emphasis is on aspects of the sales method that the computer is really
good at, such as the analytics surrounding the sales opportunity and the sales
cycle. But the book does not neglect tactics completely. It does discuss the
skills of selling, but more so in terms of the view from sixty-thousand feet.
It talks about the skills of proving, but doesn’t explain how to prove—that is
for the tactical sales method to discuss. It addresses the relationship focused
sales style, but doesn’t elaborate on how to become relationship focused or
how to improve on existing relationship strengths. In fact, if we consider the
2x2 matrix that is formed from the considerations of relationship versus
opportunity focused styles that is explained in Chapter 14, we see that sales
automation done right is really about how a Quadrant 2 salesperson can move into
the coveted Quadrant 4 spot. We don’t talk about moving the Quadrant 3
salesperson over to Quadrant 4 because that would require a whole other
book on the skills of relationship building.
So, the framework for tactical planning is there, under the general headings of probe, prove and close, but there is no detailed advice on how to
use these skills within the interaction. However, any sound tactical sales
methodology can be easily layered over the method of sales automation done
right, which can be considered a sales methodology platform for automation.
Tactical sales methodology relies heavily on salespeople planning ahead for a
customer interaction in a well-structured format, and then analyzing results
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TECHNIQUES
Sales Method

TECHNOLOGY
Computer

Recognize the actual sales cycle—defined from
the time the sales opportunity is found to the
time the deal closes.

Log sales cycle and measure position in sales
cycle. Adjust sales cycle as expected close
date changes. Advise user how much time has
elapsed and how much time is left.

Define the use of fundamental sales skills in
response to the natural progression of the
customer’s buying process.

Calculate the three skill phases of the sales
cycle and maintain update on re-estimation of
sales cycle. Advise user which phase they are
currently in, and the correct blend of skills to
used at a particular point in the sales cycle.

Define the probability of winning a sale in
terms of two separate issues that affect it—(1)
the chance that the sales will go through to
completion, and (2), the competitive issues in
winning the sale.

Store the user’s response to each question as
one of three possibilities on a 3x3 matrix, and
allocate the point on the matrix to one of six
possible percentage values of probability.

Recognize that the value of a sales opportunity
is governed by two factors—the probability of
winning it, and the position in the sales cycle,
specifically, the skill phase of the sales cycle.

Plot a point on a 3x3x3 cube which is
determined by the probability of the sale
happening and which of three possible skill
phases the sale is in. Compare to a lookup
table of possible consequences determined
by expert sales experience, and report to
the user.

Define opportunity focused and relationship
focused selling styles and how they should be
used in a customer interaction.

Log and classify customer interactions as
relationship or opportunity focused. Associate
relationship focused with the contact
and opportunity focused with the sales
opportunity.

Define the opportunity focused interactions
occurring within the sales cycle as Critical
Interactions.

Display the set of Critical Interactions with
the sales opportunity to which they belong,
such that the salesperson can easily see their
ongoing progress in the sales process.

Define the sales process as a set of Critical
Interactions that have been found to be best to
win the sale.

Store an ideal sales process in the form of
a Critical Interaction set, for comparison to
the current interaction history in the sales
opportunity.

Define Sales Environment as all issues that
affect the outcome of the sale, and show how
the fundamental skills are used to discover and
influence it.

Quantify current state of Sales Environment
through salesperson’s answers to a series of
questions. Calculate “Will it happen?”, and
“Will we get it?” and any corresponding
changes in probability and priority. Present
to salesperson in format of an Intelligent
Response.

Figure 27-1: The match between sales method and computer
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after the interaction has occurred. This can be done with a pencil and paper,
or the paper form can be made electronic within the computer; the result is
the same. Sales automation done right rigorously defines the Critical Interaction
as the major component of the sales process, and it is within the Critical
Interaction that the tactical selling occurs—the two sales methods work well
together.
Sales Training
If the sales team decides on a sales method, then that method must be trained.
The ineffectiveness of sales training gets almost as much attention as the
issue of sales effectiveness. Companies will go through the expense of bringing their sales force in from the field for a few days to get intensive training
on perfectly good sales methods, only to find that the positive effect of the
training is short-lived. The problem is that ongoing, regular reinforcement is
prohibitively expensive. The onus is on the salespeople to dust off their three
inch-thick sales manuals every month to check if they are following the plan.
Inevitably, they don’t do it.
There is, however, one sure way to reinforce the sales methodology, and
that is to weave it inextricably into the CRM system. Assuming that the
CRM software has become the central focus of administration and business
process within the sales department, it shouldn’t be too difficult to ensure
that salespeople get exposed to the sales method whenever they are processing or updating a sales opportunity. The system should be designed such
that they cannot do anything but.
What better way to reinforce a capable and sound sales method than to
immerse into the CRM software that the salespeople have to use everyday,
and get everyone on the same page, with consistent sales processes, consistent forecasting and a consistent image to the customer. The method that
the sales team practices in front of the customer has to be the same one that
is in the computer. Everyone has to believe in it, and it has to be rigorously
adhered to. If this can happen, the wonderful synergies of efficiency and
effectiveness can be realized.
New sales methods designed specifically for automation must also be
subject to thorough classroom training. The reasons for the method must be
understood and respected. But from there on in, reinforcement is much eas-
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ier as salespeople experience the method every day through their computer.
The team has to make the message clear—to work in sales in this company,
you must use a computer with this CRM tool and the accompanying sales
method.
Conclusion
So there it is, and there is still a long way to go. I hope that sales automation
done right will act as stimulation for your sales department going forward.
Whether you are an executive of a large company with concerns about your
sales team, or just a solo salesperson striving to be the best in your field, the
material in this book should help immensely. Some ideas will apply directly,
some may not, and many can be extracted intact from the methodology and
used alone, or modified to fit individual circumstances.
The exercise of making a sales method work with a computer forces a
deep investigation in all the mechanisms that make your sales process work.
This alone often justifies the decision to automate. Perhaps this book has
challenged you to do exactly that, if so, good luck along the way. Not only
will you have a lot of fun, but your sales team will be a lot more effective
when you reach Nirvana.

Keith Thompson
Toronto, 2005

Glossary

There are many definitions scattered throughout sales automation done right. This
glossary throws in a few more, along with examples that are framed specifically from the point of view of the salesperson. Making a short, all-encompassing description of what a word or few key words should mean is tough
to do. As I’ve learned in my years of designing SFA and CRM solutions,
there will be controversial elements in some of these explanations. But then
it is up to the reader to look at other reference material to formulate their
own ideas. That can only help foster a better understanding of the concepts.
ACCOUNT

An account is a logical grouping of people who work for a common organization and therefore, have shared interests. The account is designated by the
Sales Manager to be conveniently targeted by the sales team with a planned
sales strategy. Account Management is one of the four core competencies of
the management of selling.
Example: “My Sales Manager gave me a new account. It’s a new division of Image
International Corp, whose Baltimore group have been good customers of ours for years. This
new Buffalo division should need at least twenty Industrial Copiers to get started.”
See related topics: Contact, Sales Cycle, Territory.
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ACTUAL SALES CYCLE

The actual sales cycle is the amount of time that the salesperson has to
sell their product to the customer. It is the time between the salesperson
discovering the sales opportunity and the time that the customer awards the
business to the successful vendor.
Example: “I could kick myself for not visiting Global Diodes more often. I’ve learned that they
want five High Speed Printers, but the competitors have been working on the requirement for
over three months. I’ve only got a month to show them we have a better solution.”
See related topics: Average Sales Cycle, Buying Process, Customer’s Sales Cycle.
ART OF SELLING

The art of selling is the salesperson’s ability to secure a sale through their
natural skills at communicating, building relationships and engendering
trust.
Example: “I’m in good shape. I get on really well with the purchasing agent at Global Diodes,
after working on our relationship for the past year—we are both avid sports fans. I know that
he will give me the business if it comes to a tie.”
See related topics: Relationship Focused Interaction, Science of Selling.
AVERAGE SALES CYCLE

The average sales cycle is the most probable length of time that it takes for a
salesperson to sell a given product or service. The sales team will only be able
to derive the average sales cycle through experience of many sales opportunities over a period of time. There will be deviations in the average sales cycle
(shorter or longer) because of abnormal influences on the customer’s usual
buying process.
Example: “It usually takes six months to sell a Type 560 printer, but this customer already
has five on the shop floor, and they are pressured by workload. We’ll see this one go through in
a month.”
See related topics: Actual Sales Cycle, Buying Process, Customer’s Sales Cycle.
BACK OFFICE

The Back Office is, collectively, the departments or functional groups in the
company which are essential to the successful operation of the company,
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but are not regularly in direct contact with the customer. These could be
finance, manufacturing, development, inventory control, shipping/receiving
and others.
Example: “I rely upon my manufacturing group to consistently produce a good product.
Otherwise, I would find my sales commitment tough to fulfill.”
See related topics: Front Office.
BINARY SALES FORECAST

A binary forecast is a prediction of future revenues by the sales team that is
determined on a decision of which actual sales opportunities will be sold,
rather than taking some form of average or weighted summation over a
number of possible sales opportunities.
Example: “I’m including the GDPN deal in my binary forecast for April. Even though the
Welland deal could close that month, I’m not sufficiently confident to include it, but it will
show up in my weighted forecast.”
See related topics: Sales Forecast, Weighted Sales Forecast.
BUYING PROCESS

This is a process that most customers use to purchase a product or service
from start to finish. The buying process proceeds in three distinct stages:
recognizing the need, evaluating solutions, and negotiating value.
Example: “A customer called for information on our new series of printers. She thinks she will
want one for her new production line, and is in the early stages of researching what’s available.
She’ll want to try out her own protocol on a selected few before coming to a final decision.”
See related topics: Sales Process.
CLOSE PHASE

The Sales Model defines the Close Phase as the final phase in the three phase
sales cycle in which the dominant skill used is closing. In this phase, the
salesperson and the customer work together to negotiate a mutually agreeable value proposition that hopefully leads to a successful conclusion for the
salesperson. The other two fundamental skills, probing and proving, are used
to support the closing effort.
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Example: “We’ve finally shown how our printer will do everything they need. They should have
enough information to go ahead. We’d better start finding out if there’s any reason for them not
to place an order.”
See related topics: Close Skill, Probe Phase, Prove Phase.
CLOSE SKILL

The fundamental skill of closing is the ability of the salesperson to uncover
any barriers that prevent the customer from placing an order, and to overcome those barriers such that a decision can be made.
Example: “I think all the objections to making a decision have been answered satisfactorily. I
overcame their concerns about budget by working out an extended payment plan reaching into
their new fiscal year—we should get the order.”
See related topics: Close Phase, Probe Skill, Prove Skill.
CONTACT

A contact is a person who could buy your product or who may influence the
decision to buy your product. Contact Management is one of the four core
competencies of the management of selling.
Example: “Ms. Corning is the one with the immediate need for an Industrial Copier and is
directing the sale, but she won’t buy without consulting her associate in Baltimore. I also think
the purchasing agent will have a say in the matter.”
See related topics: Account, Sales Cycle, Territory.
CRITICAL INTERACTION

A Critical Interaction is an opportunity focused interaction that occurs
within a sales cycle. Strategies and tactics designed to win the sale are played
out in Critical Interactions with the customer. Critical Interactions are most
often two-way, but can be one-way.
Example: “I sent the buyer our final offer which showed a 5% discount and an extra year of
warranty.”
See related topics: Customer Interaction, Non-Essential Interaction, One-Way Interaction,
Opportunity Focused Interaction, Relationship Focused Interaction, Two-Way Interaction.
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CRM (SEE CUSTOMER RELATIONSHIP MANAGEMENT)
CRM PROCESS

The CRM process is the process that governs the smooth flow of responsibilities between the three Front Office groups of marketing, sales, and
service, in their ongoing efforts to find customers, sell them product or
service, and maintain their level of satisfaction.
Example: “I’m glad that marketing are still targeting the GDPN organization even though they
are one of our loyal and trusted customers. Every so often a new manager is hired, who has had
no experience of our products, and we need to make sure they get to know who we are quickly.”
See related topics: Customer Acquisition and Retention Loop, Customer Relationship
Management.
CUSTOMER ACQUISITION AND RETENTION LOOP

The customer acquisition and retention loop is a closed loop multi-step process diagram that shows how a new customer’s transaction is passed between
marketing, sales, and service in a CRM system. In this case, the customer
transaction encompasses everything between learning about a product, to becoming a lifetime user, and potentially a repeat customer (hence the loop).
Example: “This is the third generation of Industrial Copier that GDPN has purchased. I’m
pleased that Smith’s vision of providing lifetime value and service is paying off.”
See related topics: CRM Process, Customer Relationship Management.
CUSTOMER INTERACTION

A customer interaction, or simply, an interaction, is any event in which the
company touches (relates with) the customer, regarding mutual business
relationship.
Example: “I met with the purchasing agent of Lexington, and they seem set to go ahead with
our offer. I’ll enter this into the CRM system so everyone can share the news.”
See related topics: Critical Interaction, Non-Essential Interaction, One-Way Interaction,
Opportunity Focused Interaction, Relationship Focused Interaction, Two-Way Interaction.
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CUSTOMER KNOWLEDGE STORE

The Customer Knowledge Store is the company’s bank of information about
all the dealings that have occurred with the customer in the past, good or
bad. The Knowledge Store is a historical database of all interactions between
the company and the customer.
Example: “I looked back at what had happened with Lexington two years ago when Brad had
that account. Brad was very close to the customer, but was suffering from the bad performance
history of the old Type 520. I think that stuff is still haunting us.”
See related topics: Customer Interaction, Customer Relationship Management.
CUSTOMER RELATIONSHIP MANAGEMENT

Customer Relationship Management, or CRM, is a way of doing business
with a focus on creating a long term relationship with the customer, such
that the customer is more inclined to offer continued business rather than
seeking competitive solutions. As such, this definition does not imply any
connection with technology. But the term CRM has grown to mean the
computer-based networking and software applications that make the closeness to the customer more easily achievable.
Example: “We’ve been doing business with Lexington for over ten years, and the efforts we’ve
been putting in with servicing their account and tailoring our product to their specific issues
are really paying off. They are very reluctant to try anything from Universal, as the trust just
isn’t there.”
See related topics: Sales Force Automation.
CUSTOMER’S SALES CYCLE

The customer’s sales cycle is the time that elapses between the customer
initiating the buying process, and the point at which a decision is made on
which product to buy. If the salesperson is close to the customer from the
very start of the buying process, the actual sales cycle will be equal to the
customer’s sales cycle.
Example: “Mr. Smith told me that he had been thinking about getting a High Speed Printer,
and today his boss said it was a good idea, as funds were available, so he is starting to collect
information. I’m glad I’m in at the start of this situation. He said he’ll plan to get a unit
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installed in October, so he will need to make a decision by the first week of September, which is
only six months from now.”
See related topics: Actual Sales Cycle, Average Sales Cycle, Buying Process, Sales Cycle.
DIRECT BENEFITS OF SALES AUTOMATION

The direct benefits of sales automation enable salespeople to make best use
of their selling skills, resulting in an improvement in the ratio of sales won to
sales lost. The salesperson becomes more effective.
Example: “I checked my progress in the Global Diode sale with my sales automation system.
It suggested that I need to spend more time with the economic decision maker. That is not a bad
idea.”
See related topics: Indirect Benefits of Sales Automation.
FRONT OFFICE

The Front Office is the collection of departments or functional groups
within the company that deal directly with the customer. Typically these are
marketing, sales and service.
Example: “I see from my CRM system that the service group was out at Lexington today, and
they have discovered that the customer could use another CL-250.”
See related topics: Back Office.
FUNDAMENTAL SKILLS

The three fundamental skills of selling are probing, proving and closing.
Each of the three skills is dominant in a particular phase of the sales cycle.
The fundamental skills are comprised of a set of lower level skills necessary
to achieve the primary objective of the parent skill. In any Critical Interaction
at least two, and sometimes three of the fundamental skills are used to differing degrees, dependent on the position in the sales cycle.
Example: “It’s near the end of the sale and in tomorrow’s meeting, my objective is to show the
customer that my service can meet all of his expectations, in spite of this being a competitor’s
account. That’s going to take all of the diplomacy (probing), product knowledge (proving), and
negotiating (closing) capabilities that I have.”
See related topics: Closing Skill, Critical Interaction, Probing Skill, Proving Skill.
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IBO (SEE IDENTIFIED BUSINESS OPPORTUNITY)
IBO ESSENTIALS

The IBO Essentials are three pieces of information that the salesperson uses
to characterize a sales opportunity. The important parameters of Probability
and Priority can be calculated directly from the IBO Essentials. The three
pieces of information are “Will it happen?” “Will we get it?” and “When
will it happen?”
Example: “This IBO is my best shot at booking something in August (‘When will it happen?’
is August). The customer is happy with the machines he has already bought from us (‘Will we
get it?’ is High), and the need is very high (‘Will it happen?’ is also High)
See related topics: “When will it happen?”, “Will it happen?”, “Will we get it?”.
IDENTIFIED BUSINESS OPPORTUNITY

The Identified Business Opportunity is a term used in sales automation done right
to describe the sales opportunity. Emphasis is on the fact that the salesperson has correctly qualified the opportunity as real. In the sales automation
system, IBOs are given unique numbers to distinguish them from each other
(i.e. IBO #2020).
Example: “After talking to marketing about their meeting with GDPN at the Print Show, I’m
going to open up an IBO for a Type 560 for the GDPN Boston facility.”
See related topics: Sales Opportunity.
INDIRECT BENEFITS OF SALES AUTOMATION

The indirect benefits of sales automation enable the salesperson to work
more sales opportunities by making administrative, support, and connectivity tasks much easier—in other words, by making the salesperson more
efficient.
Example: “Since we implemented sales automation, doing quotations has become a cinch—no
more scribbles on pieces of paper that get sent off to Head Office. Now everything flows
electronically, and I can see when support has completed the quote and sent it out. It’s freeing up
more time for me to sell.”
See related topics: Direct Benefits of Sales Automation.
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INTELLIGENT RESPONSE TECHNOLOGY

Sales automation done right uses Intelligent Response Technology on the computer to compare the salesperson’s current performance against a model of
the most successful strategies used in the past. If necessary, the computer
provides advice to the salesperson on changing strategies to win the sale.
Example: “I entered my best guess on the sale as to whether it would go through and whether we
would get it. Then I detailed out my progress—the computer disagreed, and felt that my ‘Will
it happen?’ was not High, but Medium. It suggested that I do more talking with the economic
decision maker.”
See related topics: Sales Environment, Sales Model.
LEAD

A lead is an expression of interest in your product or service, and represents
a potential sales opportunity.
Example: “I got a message from the receptionist this morning. Mr. Smith from Lexington called
to request information on the new Industrial Copier.”
See related topics: Long Term Lead, Sales Opportunity.
LONG TERM LEAD

A long term lead is one that cannot be qualified immediately to a positive
result (an opportunity), or a negative result (close the lead, the customer is
not buying anything). Rather, the customer is not buying now, but there is a
strong possibility that they will buy in the future. The long term lead is kept
open, and the salesperson follows up regularly in order to be ready when the
lead turns into an opportunity.
Example: “The service engineer called to tell me that the customer only expected an in-service
life of three years, and at that time, would need to buy a larger unit. I will enter this as a long
term lead.”
See related topics: Lead, Sales Opportunity.
MARKETING DEPARTMENT

The marketing department is the functional group that finds potential customers, qualifies them and hands over positively qualified leads (IBOs) to
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the sales department. In the customer acquisition and retention loop, the
marketing department comes before the sales and service departments.
Example: “I received ten new IBOs from marketing today. They were qualified at the Los
Angeles Print Show.”
See related topics: Sales Department, Service Department.
NON-ESSENTIAL INTERACTION

A Non-Essential interaction has no real importance in measuring the relationship with the customer or impacting the strategy of winning the sale. As
such, it need not be recorded into the CRM system.
Example: “I called the purchasing agent to check into the state of Mr. Smith’s requirement, but
she was not there, and I did not leave a message.”
See related topics: Critical Interaction, Customer Interaction, One-Way Interaction,
Opportunity Focused Interaction, Relationship Focused Interaction, Two-Way Interaction.
ONE-WAY INTERACTION

One-way interactions occur when one party contacts the other, but there is
no immediate connection or response. A response may never come, if so, the
interaction stays one-way. If a response comes later, the interaction becomes
two-way.
Example: “I’ve sent an e-mail to the purchasing agent saying that we will meet Universal’s
warranty proposition, but I haven’t heard back from them. It’s been a week already.”
See related topics: Critical Interaction, Customer Interaction, Non-Essential Interaction,
Opportunity Focused Interaction, Relationship Focused Interaction, Two-Way Interaction.
OPPORTUNITY FOCUSED INTERACTION

In opportunity focused interactions, the salesperson’s primary objective is to
use true selling skills to win the sale from the competition.
Example: “The final presentation of our proposal went down well with everyone. The President
said that we would definitely get the order.”
See related topics: Critical Interaction, Customer Interaction, Non-Essential Interaction,
One-Way Interaction, Relationship Focused Interaction, Two-Way Interaction.
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OPPORTUNITY PORTFOLIO

The Opportunity Portfolio is the list of open sales opportunities that the
salesperson is currently working on, and has yet to close.
Example: “Right now my sales automation system tells me I’m working on fifty open opportunities—this time a year ago, I had only thirty.”
See related topics: Sales Opportunity.
PRIORITY

The priority assigned to a sales opportunity is a measure of its importance
with respect to other opportunities that need to be worked.
Example: “This is a new opportunity that’s at the start of the sales cycle. The customer heavily
favors the competition, but if I leave it alone, I don’t stand a chance. It’s tough to prioritize it, as
I have a lot of other situations that are about to close in which I am favored vendor. I think I’ll
deal with those first and then come back to this one.”
See related topics: Probability Matrix, Priority Cube, Probability Index.
PRIORITY CUBE

The Priority Cube takes the idea of the Probability Matrix one step further
by adding in another three-point possibility, which is skill phase (Probe,
Prove or Close). With the Priority Cube, an opportunity has three parameters associated with it: “Will it happen?”, “Will we get it?”, and skill phase.
Each of the parameters has three options, leading to a three-by-three-bythree matrix or cube, with twenty-seven possibilities.
Example: “I’m very confident that this sale will happen (‘Will it happen?’ is High), but I’m not
so sure that I will win it (‘Will we get it?’ is Medium), which gives me a probability of 60%.
I’m in the Probe Phase (skill phase), and I still have time to improve on this situation. I’m
going to give it top priority with the hope of moving the ‘Will we get it?’ to a High.”
See related topics: Probability Matrix, Skill Phase, “When will it happen?”, “Will it happen?”,
“Will we get it?”.
PROBABILITY

Probability is an expression of the chance that a sale will be won. It is most
often expressed as a numerical percentage (i.e. 50%). In sales automation done
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right, the probability is calculated from a matrix constructed from the salesperson’s answers to the questions “Will it happen?” and “Will we get it?”
Example: “This sale has a fifty percent chance of us winning in April.”
See related topics: Probability Index, Probability Matrix, “Will it happen?”, “Will we get
it?”.
PROBABILITY INDEX

The Probability Index is a unique point on the three-by-three Probability
Matrix constructed from the possible answers to “Will it happen?” and
“Will we get it?” Each answer can be one of the three possibilities: High,
Medium or Low.
Example: ““Will it happen?” is High, but “Will we get it?” is Low.” That’s position 3 on the
Matrix and a probability of 25%.”
See related topics: Probability, Probability Matrix, “Will it happen?”, “Will we get it?”.
PROBABILITY MATRIX

The Probability Matrix is a three-by-three grid constructed from the answers
to the questions “Will it happen?” (High, Medium, Low) and “Will we get
it?” (High, Medium, Low).
Example: “This customer will definitely buy in June, and I’m sure we’ll get the order. ‘Will it
happen?’ is High, and ‘Will we get it?’ is High. That’s position 9 on the Matrix and a probability of 80%.”
See related topics: Probability, Probability Index, “Will it happen?”, “Will we get it?”.
PROBE PHASE

The Probe Phase is the first in a three phase sales cycle in which the primary
focus of the salesperson is on the skill of probing. The skill of proving will
also be used to a lesser or equal degree in support of probing.
Example: “This is a six-month sales cycle. I should be focusing on probing for the first three
months.”
See related topics: Close Phase, Probe Skill, Prove Phase.
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PROBE SKILL

The fundamental skill of probing is the ability of the salesperson to find out
everything about the customer’s requirements and to discover all the issues
that are behind their decision to purchase a product or service.
Example: “I’ve got to get to the bottom of how this decision will be made—I have a suspicion
that purchasing may try to rein in the budget towards the end of the deal.”
See related topics: Close Skill, Probe Phase, Prove Skill.
PROVE PHASE

The Prove Phase is the second in a three phase sales cycle in which the foremost objective for the sales team is to prove. The associated skills of probing
and closing will be used with lesser degree to support the proving effort.
Example: “I’m reaching the three-quarter point in the sales cycle. Now is the time to get the
customer in front of a machine to test how their application works.”
See related topics: Close Phase, Probe Phase, Prove Skill.
PROVE SKILL

The fundamental skill of proving is the ability of the salesperson to provide
evidence to the customer and to convince them that the solution that they
offer is the best.
Example: “At the factory demonstration today, Ralph proved conclusively that our High Speed
Printer could outperform Universal’s demonstrator unit on both throughput and color control.
He managed to shoot down all the claims that Universal salespeople were making about their
demonstrator.”
See related topics: Close Skill, Probe Skill, Prove Phase.
QUALIFICATION

Qualification is the process of checking that a lead has the potential to
become a sales opportunity. If it is qualified positive, an opportunity has
been discovered. If it is qualified negative, there is no sales opportunity, but
the record of the lead can be kept for future marketing activity.
Example: “I called Mr. Smith this morning. He is just interested in what’s new in the industry
and does not need or even use Industrial Copiers. I’ve qualified the lead as negative.”
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See related topics: Lead, Long Term Lead, Sales Opportunity.
RELATIONSHIP FOCUSED INTERACTION

In opportunity focused interactions, the salesperson’s primary objective is to
measure, nourish and build the relationship with the customer.
Example: “It’s been six months since the copier was installed. I paid a visit to see if the
customer was still happy, and everything seems to be just fine. They would be happy to become
a reference site.”
See related topics: Art of Selling, Critical Interactions, Customer Interactions, NonEssential Interactions, One-Way Interactions, Opportunity Focused Interactions, Two-Way
Interactions.
SALES AUTOMATION (SEE SALES FORCE AUTOMATION)
SALES CYCLE

Measured in units of time (days, weeks, months, years), it is the lifespan of
the sales opportunity. It also represents the only available time to get the selling job done. According to whether you are the customer or the salesperson,
the sales cycle may be different. Sales Cycle Management is one of the four
core competencies of the management of selling.
Example: “I made one of my routine calls to the Lexington facility to talk to the VP of
Production. I showed him the flyer on the new Type 560, and he was thrilled. It has all the
features he has been asking for. He checked his budget and he has enough funds to buy one. I
think he’s serious. This IBO could close in just six weeks.”
See related topics: Actual Sales Cycle, Average Sales Cycle, Customer’s Sales Cycle, Account,
Contact,Territory.
SALES DEPARTMENT

The sales department is the functional group within the company that takes
positively qualified leads (IBOs) from the marketing department and attempts to win as many of them as possible. In the customer acquisition and
retention loop, the marketing department comes before the sales department, and the service department comes after.
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Example: “Over 50% of the leads I’ve received from marketing in the past year have resulted
in won orders. I’m keeping the service group very busy with installations.”
See related topics: Marketing Department, Service Department.
SALES ENVIRONMENT

Sales Environment is used to describe everything about the sale that will
ultimately determine its outcome.
Example: “I think I’ve identified all the decision makers, but I’m not sure about the politics of
this sale, and who is really driving the purchase.”
See related topics: Sales Model.
SALES FORCE AUTOMATION

Sales Force Automation, or Sales Automation, is a way to use technology
to improve sales performance, directly or indirectly. Directly, by improving
the salesperson’s effectiveness, and indirectly, by improving the salesperson’s
efficiency. Sales automation done right suggests that a more appropriate definition
is one that leaves efficiency to CRM and effectiveness to SFA.
Example: “Since we’ve installed a sales automation system, I’ve found it frees up more time for
selling, and the built-in sales method also helps too.”
See related topics: Customer Relationship Management.
SALES FORECAST

An estimate of future sales usually provided in terms of booked revenue, but
sometimes in terms of product units. A forecast is usually generated by the
individual salesperson, and the manager rolls up the total across the entire
sales team.
Example: “I don’t expect to book much in June, so this quarter won’t be too good, but next
quarter looks as if it will be a winner.”
See related topics: Binary Forecast, Weighted Forecast.
SALES MODEL

The Sales Model is a set of descriptions, understandable by the computer,
that attempt to define the ideal performance of the salesperson as they prog-
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ress through the sales cycle. It is built up from four key components: time,
fundamental skills, Critical Interactions, and information.
Example: “I’m about three-quarters of the way through this sale and I should be focusing on
proving the benefits of my product. The next time I meet with the customer, I’m going to take
my Product Manager to try to see if there are any details of the customer’s application I have
missed.”
See related topics: Customer Interaction, Fundamental Skills.
SALES OPPORTUNITY

The Sales Opportunity is the chance given to a salesperson by a prospective
customer, to offer their product or service to fulfill the customer’s requirements and needs. In sales automation done right, the Sales Opportunity is called
the IBO, which stands for Identified Business Opportunity.
Example: “Mr. Parker called to say that the old Universal machine had died, and they have an
immediate need for a replacement. They will have to follow the normal tendering routine. I’ll
enter it into the system as a new IBO that will probably close in September.”
See related topics: Identified Business Opportunity.
SALES PROCESS

The sales process is a proven, repeatable and well-established set of Critical
Interactions through which the sales team implements their strategies and
tactics to win the sale.
Example: “We’re about three-quarters through this sales cycle, and I need to think about
organizing a demonstration of the Type 560. Seeing the performance of this machine usually
puts us ahead.”
See related topics: Buying Process, Critical Interaction.
SALES STRATEGY

A strategy is a plan to move from the current situation to a preferred situation in the future. A sales strategy is a predefined plan to win the sale from
the competition. Ideally the strategy starts at the beginning of the sales cycle
and is enacted through Critical Interactions as the sales progresses. Strategy,
tactics and process are intimately linked.
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Example: “This is a key sale in a competitor’s account. We need to do everything we can to win
this one, including offering the best price.”
See related topics: Sales Process, Sales Tactics.
SALES TACTICS

Tactics are the actions that are used to put strategies into effect. If tactics are
executed successfully, as planned, then the strategy is on the way to happening. Tactics are executed through Critical Interactions and are the “hook”
between the strategy and the sales process.
Example: “I know that Roger Smith is central in the politics of the organization. I’ll take him to
lunch to see if he knows how the decision will be made.”
See related topics: Sales Strategy.
SALES TEAM

The sales team is the group of people whose mission is to convince the customer that their solution is better than that of their competitors. The team
can comprise of field salespeople, inside salespeople, sales administration,
technical support or any other group that supports the sales effort.
Example: “If Ralph from Technical Support had not come with us to the factory, the customer
would not have been convinced that the Type 560 could do the job.”
See related topics: Sales Department.
SCIENCE OF SELLING

The science of selling is a set of rules that describe how to handle a sale,
specifically, where certain skills and strategies should be employed, and to
what degree they should be used. These rules have been compiled and refined
over many years by sales professionals.
Example: “I’m about halfway through this sale, and still have a lot of proving to do with this
customer—I would be stupid to try to close this now.”
See related topics: Art of Selling.
SERVICE DEPARTMENT

The group within the company responsible for all aspects of supporting a
product or service after a customer has purchased it from the sales depart-

286

Glossary

ment. In the customer acquisition and retention loop, service follows on
from sales, but the CRM process flows from service to marketing, because at
the end of a product’s life cycle, the customer may need a replacement, and
marketing must be aware of this new potential for business.
Example: “Bob from service called me to say that GDPN Boston have two of our old Type
90’s that will need replacing next year. I’ll alert marketing to make sure they meet up with
them at next week’s Print Show in Los Angeles.”
See related topics: Marketing Department, Sales Department.
SFA (SEE SALES FORCE AUTOMATION)
SKILL PHASE

A skill phase is a phase of the sales cycle in which one of the fundamental
skills of selling is dominant over the others. There are three skill phases corresponding to the three fundamental skills of probe, prove and close.
Example: “My sales automation system is telling me that I have twelve opportunities that are
in the Close Phase. I only have two in Prove Phase and none in Probe. I need to bug marketing
for some more leads.”
See related topics: Close Phase, Probe Phase, Prove Phase.
TERRITORY

The Territory is the list of accounts over which a salesperson has been given
the responsibility to sell their products. Territory Management is one of the
four core competencies of the management of selling.
Example: “My territory was expanded today, from everywhere south of Broad Street and west
of 67th, to the whole southern half of the city.”
See related topics: Territory Group, Account, Contact, Sales Cycle.
TERRITORY GROUP

The Territory Group is the administrative structural organization of the
territories belonging to a specific sales team. The territory group concept
makes it easier to administer changes in territory responsibilities that happen
through company growth or product expansion.
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Example: “When Steve leaves, I get his territory, which means that I sell the IC line, and take
on the extra geography of the East.”
See related topics: Territory.
TWO-WAY INTERACTION

Two-way interactions are willing dialogues between the customer and the
salesperson that happen in real time (face-to-face, or on the phone), or quasi
real time (e-mail, voice mail, or even fax or letter).
Example: “I sat with the customer for two hours, and we had ample opportunity to discuss how
our product could solve a lot of issues in his process.”
See related topics: Critical Interaction, Customer Interaction, Non-Essential Interaction,
One-Way Interaction, Opportunity Focused Interaction, Relationship Focused Interaction.
WEIGHTED SALES FORECAST

A sales forecast in which the revenue associated with each sales opportunity
is multiplied by the percentage probability of winning the order. The results
are then summed across all opportunities.
Example: “The Lexington deal is huge; around $1,000,000. But at 10%, our chances are
really low. That will still contribute $100,000 to my weighted forecast.”
See related topics: Binary Sales Forecast, Sales Forecast.
“WHEN WILL IT HAPPEN?”

The answer to “When will it happen?” is the salesperson’s best estimation
of when the customer will finally decide which vendor will receive their business and awards an order. “When will it happen?” is one of the three IBO
Essentials.
Example: “We’ve been working at this for nine months. I am sure we will see the order two
months from now, at the end of our third quarter.”
See related topics: IBO Essentials, “Will it happen?”, “Will we get it?”.
“WILL IT HAPPEN?”

“Will it happen?” is a question that tests the salesperson’s opinion on whether
a sales opportunity will go through to completion. The answer to “Will it
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happen?” can be one of three choices: High, Medium, or Low. “Will it happen?” is one of the three IBO Essentials.
Example: “This customer has budgeted for a Type 560 and is acting like he will get the cash,
but he’s tried before and has been unsuccessful. I would say that ‘Will it happen?’ is Medium.”
See related topics: IBO Essentials, “Will we get it?”, “When will it happen?”.
“WILL WE GET IT?”

“Will we get it?” is a question that tests the salesperson’s opinion on his or
her chances of winning the sale over the competition in the event that the sale
goes through to completion. “Will we get it?” can be one of three choices:
High, Medium, or Low. “Will we get it?” is one of the three IBO Essentials.
Example: “This division of Lexington has nothing else but Universal Equipment. The customer
is happy, and I think for this sales opportunity, ‘Will we get it?’ is Low.”
See related topics: IBO Essentials, “Will it happen?”, “When will it happen?”.
WORKFLOW

Workflow is the process of getting a task completed by dividing it into discreet chunks, each of which is handled by a different person or group. When
complete, the chunk is moved to the next person or group in the process.
Workflow works best when it moves electronically, and not using paper.
Example: “The new system for processing orders works well. The salesperson checks the customer’s purchase order, and if it’s OK, passes it to sales administration to write up. The details then
go to order entry for processing.”
See related topics: CRM Process.
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implementation. See Success Document
indirect benefits 9–11, 276
communication and administration 9
electronic workflow 10
integrating communications 9
list management 10–11
network 11
shared database 11
synchronization 11
workflow 10
influencing sales cycle length. See Sales
Cycle Management
Information Technology 197
SFA and CRM 197
intelligent advice 13, 173–176,
199–217
Intelligent Response Technology
200–202, 207–225, 277
and Close Phase 213–214
and gap. See gap
and IBO Essentials 217, 217–223
and probing. See Sales Environment
and Sales Method 200
Case Study 217–223
computer feedback. See Sales Environment
definition 200
devising questions. See Sales Environ-

Index

ment
evaluating Degree of Proof. See Sales
Environment
probing and decision makers. See Sales
Environment
quantifying results 214–217
relationship with decision-makers.
See Sales Environment
interactions. See customer interaction
Internet 243–244
subscription CRM solutions 244

L
lead 19, 277
definition 19, 100
long term. See long term lead
qualifying. See qualifying leads
lists 10, 43. See also Four Waves, the
list management. See indirect benefits
long term lead 101, 277
definition 101

M
Managing multiple sales cycles. See Sales
Cycle Management
marketing department 102, 277
definition 102
mobility 241–243
multilevel account structures. See Account
Management
multiple disconnected databases. See Customer Knowledge Store

N
network 4, 11–12
indirect benefits 11–12
shared database 11
synchronization 11
Non-Essential Interaction 126, 278
user interface 234–235
notebook computer 242–243

O
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Index

opportunity 19
definition 19
opportunity focused 28–29
and competitive selling 103
balance with relationship focus 92–95
four types of salespeople 93
Sales Cycle Management 92–94
opportunity focused interaction 278
and Critical Interactions. See Critical
Interactions
definition 110, 278
within the sales cycle 111
Opportunity Portfolio 162–171, 279

P
paper 12
elimination of, 12
paper-based processes. See Four Waves,
the
phases of sales cycle 135–149
and sales automation 145
changes in duration of sales cycle
145–146
Close Phase 144
degree of focus 136–138
Probe Phase 143
Prove Phase 143
skills and interactions 138–141
skill curves 142
working consistently 147
phase three. See selling skills
politics 30
predicting close dates. See Sales Cycle
Management
priority 161–171, 279
and sales cycle spread 162–165
and Sales Environment 191–192
association with probability 161
building priority 167–168
managing opportunities at different
phases 165–166
Opportunity Portfolio. See Opportunity Portfolio
time 167–168

Priority Cube 171–185, 279
and the computer 181–182
combinations 178–181
example of High-High 174–175
example of High-Low 175–177
example of Low-Low 172–174
intelligent advice 173–176
probability 149–161, 279
and Sales Environment 190–192
and sales forecast 150–151
assigning probabilities. See Probability
Matrix
association with priority 161
binary forecast. See forecasting
forecasting 151–153
forecast consistency 151
IBO Essentials. See IBO Essentials
importance of probability 150
Proabability Index. See Probability
Matrix
Probability Matrix. See Probability
Matrix
problems with forecasting 151–153
weighted forecast. See forecasting
Will It Happen? 153–155
Will We Get It? 153–155
Probability Index 280. See Probability
Matrix
Probability Matrix 280
assigning probabilities 156–158
examples 172–178
Probability Index 158, 178–181
Probe 131–132
and Phase One 131–132
and Sales Environment 187
Probe Phase 142–144, 280
probe skill 281
Prove
and Sales Environment 188–189
Prove Phase 142–144, 281
prove skill 281

Q
qualifying leads 100, 230, 230–232,
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281
definition 100
inconsistency 100
positive and negative 100
user interface 230, 230–232

R
relationship between competencies.
See core competencies
relationship focused 28–29
and Contact Management 91–92
balance with opportunity focus 92–95
four types of salespeople 93
relationship focused interaction 282
definition 109
value 126
relationship with decision makers 212

S
sales automation 4–47
and effectiveness 7–47, 283
and efficiency 7–47, 283
and phases of sales cycle 145
and sales methodology 6
benefits/rewards of,. See direct benefits;
See also indirect benefits
definition 7, 264
Front Office CRM process 23–27
politics. See politics
sales team 29
solo salesperson 248, 248–249
technology 4–5. See technology in
sales
Sales Cycle 55, 80–89, 282
actual, 82–83
and spread. See priority
customer’s, 81–83
definition 19, 80
phases of. See phases of sales cycle
shortened sales cycle 82
spread. See priority
Sales Cycle Management 53, 79–89,
92–95

Index

actual sales cycle 83–84
and opportunity focused 92–94
balancing relationship and opportunity
focus 92–95
customer’s sales cycle 81–83
influencing sales cycle length 87
multiple sales cycles 86
opportunities at different phases.
See priorities
predicting close dates 85–86
timing 84–86
sales department 102, 282
definition 102
sales effectiveness. See effectiveness
sales efficiency. See efficiency
Sales Environment 185–193, 207–219,
283
Advisor Guidance 217, 217–223
and closing 188–189, 213–214
and IBO Essentials 189–193
and Intelligent Response Technology
209–219
and probing 187, 209–212
and proving 188
and sales opportunity 189
computer feedback 209
definition 186, 283
devising questions 208
evaluating Degree of Proof 212–213
influencing the, 188–189
probability and priority 190–193
probing and decision makers 211–212
quantifying results 214–217
relationship with decision-makers 212
Sales Model 201
strategic selling 185
understanding of, 186–187
updating IBO Essentials 191–193
Sales Force Automation 283. See SFA
sales forecast 283
sales method 6, 12, 17–47, 264,
264–267
ambiguity of definitions 18
consistency 17
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Index

definitions 18
sales methodology. See sales method
Sales Model 200–217, 283
and Close Phase 213–214
and Intelligent Response Technology.
See Intelligent Response Technology
and probing 209–212
and Sales Environment 203–204
computer feedback 209
definition 201
devising questions 208
evaluating Degree of Proof 212–213
information 203
interactions 203–204
probing and decision-makers 211–
212
quantifying results 214–217
relationship with decision-makers 212
skills 202
time 202
user interface 236, 236–237
sales opportunity 80–81, 284
and Sales Environment 189
definition 80
sales process 111–114, 284
closing 132
definition 112
probing 131
proving 132
sales strategy 284
sales tactics 285
sales team 29, 285
sales automation 29
sales training 267, 267–268
science of selling, the 14, 285
rules 14
selling skills 129–135
and buying process 130
phases of buying process 130
Phase One (Probing) 131–132
Phase Three (Closing) 132–133
Phase Two (Proving) 132
priority 165–168

selling styles. See opportunity focused; See
also relationship focused
selling techniques. See techniques
service department 285
SFA 21, 27–28, 198, 198–202
and CRM 21, 263
and information analysis 198–199
expectations 27
information 198, 198–199
knowledge 197–198
sharing information 29–47
accessibility of information 37–38
and Wave Three 45–46
culture of, 30–31
single level account structure. See Account
Management
skill phase 286
subscription CRM solutions. See Internet
Success Document 254, 254–259
CRM vision 254
developing the database 257
implementation 254
monitoring progress 258
planned implementation 254
planning 254, 254–256
processes 257
results 259
rules 258, 258–259
synchronization 11, 37

T
technical decision maker 211–212
and probing 211
techniques 5–6
constant reinforcement of, 6
technology 4–5
networks 4
used inwardly 3
used outwardly 3
technology in sales 241, 241–249
mobility 241, 241–243
PDA 246, 246–248
solo salesperson 248, 248–249
the Internet 243, 243–244
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wireless 244
Territory 54, 57–58, 286
definition 58
Territory Group 286
administering Territory Groups 55–56
definition 61
organizing Territory Groups 55–56
Territory Management 53, 57–65, 89.
See Territory Management
administering Territory Groups 61–63
and automation systems 59–60
organizing Territory Groups 60–61
time management 52–53
chunks 52–53
priorities. See priorities
types of salespeople. See opportunity focused; See also relationship focused

U
user decision maker 211
and probing 211
user interface 225, 225–238
and Sales Model 236, 236–237
and the PDA 238
entering interactions 234, 234–235
help system 237, 237–238
logging IBO Essentials 233, 233–234
maintaining data quality 226,
226–227
navigating core competencies 228,
228–230
promoting and enabling process 228
qualifying leads 230, 230–232
quality of information 225
reinforcing sales method 227–228
simplifying and minimizing data entry
226

W
Wave Four. See Four Waves, the
Wave One. See Four Waves, the
Wave Three. See Four Waves, the
Wave Two. See Four Waves, the

Index

weighted forecast 287. See forecasting
When Will It Happen? 287. See IBO
Essentials
Will It Happen? 287. See IBO Essentials
Will We Get It? 288. See IBO Essentials
wireless technology. See Internet
workflow 288. See indirect benefits

Want to know more?
To view a continuing discussion on the ideas presented in sales
automation done right, visit the SalesWays Web Site at:

www.salesways.com
•

communicate with the author, and the team of creators
of the sales methods described in the book

•

learn about OPM (Opportunity Portfolio Management)
Sales Training programs, that explore these sales methods
in more depth

•

join the ongoing blog discussion on new ideas and
developments in sales methodology, techniques, strategy,
and all technological issues that affect sales

•

check on the latest CRM and SFA technology products
that employ the ideas of sales automation done right

