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Donal Daly’s Digital Sales Transformation | In a Customer First World should be on every business leaders’ mandatory resource list, especially for those of us who know they need to boost their commercial team’s organic impact … but don’t know how to practically tackle all that needs to be done in such a complex customer / competitor world. Donal gives practical advice, processes and metrics that you can adapt to your own business circumstances and his contemporary and extensive research into how today’s customers are thinking and wanting to be served differently brings a critical mirror to reflect how well or not you are servicing your key and future accounts … and what you should be doing about changing the way you manage your sales force’s interactions with their customers. While much is talked about the data evolution and artificial intelligence, Donal breaks it down into a realism he coins as ‘augmented intelligence’ and again challenges us to apply these new tools in a smart way to overcome the tidal wave of overwhelming reports that fail to inform adequately or fast enough.


Patrick Hogan | Vice President Commercial Excellence | Honeywell


The customer of the future is not the customer of the past and sales organizations have to engage differently. At the core this book is a blueprint for the future of Digital Sales Transformation.


Tiffani Bova | Global Customer – Growth & Innovation Evangelist | Salesforce


Most people just assume the Digital Transformation is all about tech. I love that Donal sees what’s always been at the heart of transformational change – people. That sounds philosophical, but this book is actually more strategic and execution-oriented: a must-read for anyone in sales and post-sales leadership.


Nick Mehta | CEO | Gainsight


Customer first. Donal reminds the reader of this important theme. As we navigate in this complex world, a seller must stay focused on the customer, in order to be successful and truly transform sales. This book provides a blueprint and is one I recommend to anyone working in a Sales or Marketing organization.


Sanjay Poonen | Chief Operating Officer, Customer Operations | VMWare


Digital Transformation is driving profound change in how customers engage. With the right balance of methodology, technology and a focus on the customer, Digital Sales Transformation | In a Customer First World is the blueprint for salespeople to make their customers successful and outpace their competition.


Mark Roberge | Senior Lecturer | Harvard Business School / former CRO | Hubspot


Outstanding food for thought in this book for modern enterprise B2B sellers. Donal provides great insights around how to select the right customers and then create value for them. A clear guide on how to balance Augmented Intelligence with human judgment to achieve success.


Chano Fernandez | Executive Vice President, Global Field Operations | Workday


The future, with all its anticipated marvels and challenges, is not just around the corner; it is already here. Digital Transformation is impacting every aspect of our lives. The everyday flow of information and the attention that it demands is only going to increase, and all of us have to adapt to it in order to deliver business success. This ‘race for attention’ impacts our customers as well. Digital Sales Transformation | In a Customer First World does a wonderful job explaining the details and the technological impacts of these changes, as well as dedicating a lot of space in the book to describing the inevitable changes in the way that customer relationships will develop. Donal delivers vital advice for any sales manager living in our new digital era, at the same time putting his finger on a key and ever-relevant point, saying that the basics of sales aren’t gone. The first and perhaps the most important question a salesperson can ask himself is: “What problems does your customer have that you can solve better than anyone else?” This question is really timeless; business problems might be different, the way you solve them might be different, but the basic rules of selling are as relevant as ever.


Richard van Wageningen | Senior Vice President IMEAR | Orange Business Services


This book is thought provoking and inspirational. Donal explains with tremendous clarity how Digital Transformation can be used to get closer to customers. It is a must read for all sales leaders who value and aspire to a Customer First experience.


Jon Ireland | Business Change Executive | SDL plc


The world of selling (and buying!) is undergoing dramatic changes driven by Digital Transformation and most importantly, customer expectations. Donal provides a clear framework to assess these changes and enable leaders to adapt to extract value for themselves and their customers.


Avanish Sahai | Vice President Worldwide ISV and Technology Alliances | ServiceNow


Digital Sales Transformation is a recipe for collaborative customer success. Donal unveils his Customer Impact Architecture to explain how today’s customers want to buy and clearly explains how to apply methodology, process and technology for sales success. This book is extremely valuable to both buyers and sellers.


Ingrid De Doncker | CEO | iDDea


Donal’s book provides a comprehensive and thoughtful analysis of modern sales strategies, reflecting the twin dynamics of Digital Transformation and Customer Centricity. A must-read for those preparing for the future of selling, by one of the world’s foremost experts in sales transformation.


Umberto Milletti | CEO | InsideView


Sales process automation has become table stakes for organizations looking to maximize growth. In Digital Sales Transformation | In a Customer First World, Donal expertly outlines how you can take the next step by leveraging AI. The potential to deliver near real-time actionable insight to buyers based on where they are in the process is game changing. That being said, this is more than a theoretical discussion on technology. It’s a blueprint for how a company should run Sales. Any Sales Leader, CEO or Board Member would benefit from reading this book.


Don Soucy | Executive Vice President of Global Sales | Spok


The heart of digital transformation is the business model shift. In this post-sale, on demand, attention economy, we no longer sell products but deliver on a brand promise. This ‘must read’ book by Donal will help executives understand how the seller can start with empathy for the customer and build their transformation from this first principles design point.


R “Ray” Wang | Principal Analyst & Founder | Constellation Research, Inc.
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FOREWORD


Mike Rosenbaum
 EVP, CRM Apps, Salesforce


We are living in an era of unprecedented change. An obvious statement, sophomoric even, but it’s true. Technology has had a sweeping impact on society and nothing has been left untouched. Business models have been indelibly upended. Communication is constant – our daily lives are punctuated with texts, emojis and videos that capture every moment, from the mundane to the magical. How we communicate, how we relate to each other and what we expect from each other has changed forever. It’s also changed what we expect from companies, how we expect to relate to them and communicate with them, and what it means to be a customer.


At Salesforce, we call this the ‘Age of the Customer.’ In this book, Donal Daly calls it ‘The Customer First World.’ It’s the idea that information technology advances (the cloud, mobile, social, artificial intelligence, and whatever we think of next) have ushered in a new type of customer expectation. And the businesses that succeed will reorganize to put customers at the center of everything they do. Customer centricity isn’t radical. Family-run restaurants, neighborhood hardware stores and local coffee shops have practiced customer centricity for decades – they just called it ‘good business.’ But, the explosion of information technology has changed everything. Not just what’s possible but what’s expected and customer expectations are now sky-high. We want instant answers, fast customer service and effortless, frustration-free experiences that just work. We expect great service wherever we go – whether we’re ordering coffee at our local independent coffee shop or using the Starbucks mobile app. And when we don’t have a good experience, we’re underwhelmed, we’re annoyed, we tweet about it and we remember it.


The forward thinking companies that put customers first are setting a new standard that their competitors must compete with. Like 80 million others,1 I’m an Amazon Prime subscriber and at least once a week, I order something that usually arrives within one or two days. There is hardly ever a problem and when occasionally there is, fixing it is as easy as opening my Amazon app. Now ordering something from anywhere else is a risk, because a high bar has been set. I’m very happy with that bar and anything below that bar is frustrating. On a rational level, I understand that Amazon has a world class distribution network and an incredibly talented information technology organization that smaller companies can’t match. But on an emotional level, the bar has been set and I really want that consistently ideal experience. I am a demanding, exacting and somewhat irrational customer. We all are.


Amazon’s not unique. It has embraced technology (and supply chain, distribution and logistics) to create an amazing customer experience, but so have many other companies. Warby Parker has reinvented the once-painful process of buying glasses. Casper has made it possible to order a high-end bed online, saving you (and your marriage) a Saturday of mattress haggling. Tesla has redefined luxury cars – everything from the manufacturing to the purchasing experience – making their dealerships like Apple Stores, a place where high-pressure sales don’t exist and Tesla owners and enthusiasts are equally welcome.2


These brands and many others have digitally transformed so much so that they are actually technology companies. Information technology is such a disruptive force that every company today is a technology company, whether they want it or not.3 Almost every company that I meet with wants to digitally transform but faces trade-offs: legacy systems, competing priorities, budget, change management, the list goes on and on. There are always countless reasons why it’s hard to change. But I urge every single one of them – and you – to get started. Now. Today. Find a project where you can move and move fast. Do that one project, chalk up a win and then do another and another and another. You won’t regret it. In fact, you’ll be amazed by what you can accomplish.


Mike Rosenbaum
 EVP, CRM Apps, Salesforce


A Note from Anthony Reynolds, CEO, Altify


When I first met Donal I was excited about the company he had built. I was looking for a company to lead that could stake a claim, make a difference in a market, and solve an important problem. The vision, the product-market fit, the great customers were all the right core ingredients. So Donal and I got to talking.


Over a period of about five months I got to know Donal and Altify, and joined as CEO on February 1, 2017. Even though I had spent a lot of time before that doing diligence, talking to customers and getting to know the people at Altify, I still wondered a little about what I would find under the covers.


As a new CEO, you are always constrained by time and as a result you worry about two things when joining a new company. First, there’s the product. If the product doesn’t work, then it is really hard to grow a business and fixing product issues is often something that does not happen overnight. The reality at Altify is that I did not need to have any concerns there. This is the first time in my career as an executive where I have not had to give up a weekend to work on a customer’s problem with the product. It just works.


The other thing that is hard to fix is company culture and from our first company kick-off in Dublin, Ireland in February 2017, I have been struck by the amazing collegial, collaborative and supportive nature of the team at Altify. People just love to come to work every day to help each other and help our customers. Our customers’ success drives our operational priorities and is the bedrock of our culture. That is an asset I didn’t know we had, and it is a tremendous accelerator for growth.


But beyond all of this I am excited to lead a company with such a great vision, constantly challenged and always evolving. The company started in 2005 with a vision, in Donal’s words: “to improve the lives of salespeople.” I’ve seen so much evidence of that in my short time here.


So, I am delighted to introduce this book painting the vision, grounded in today’s realities, and peeking just a little around the corner into the future. The re-imagined methodology, and the creative application of technology are very exciting. The book lays out clearly the fact that there are better ways to do what we do today, and Donal has helped us to visualize how we can drive value for and with our customers in ways that heretofore seemed impossible.


I am proud to be CEO at this great company, and I hope you find this book as helpful and inspiring as I did. I look forward to joining you on your journey to Digital Sales Transformation | In a Customer First World.


Anthony Reynolds
CEO, Altify









CHAPTER 1: INTRODUCTION


It was a day in July, in the middle of summer, and it was raining. Not just light rain, but that kind that bounces off the roof of your car doing its best impression of a Buddy Rich jazz drum solo, staccato one minute and almost harmonious the next. I shouldn’t have been surprised. I was in Cork in Ireland, sitting in my car outside the Boole Library in my alma mater University College Cork (UCC). It rains a lot in Ireland, but that’s why the country is so beautiful, and the people so imaginative. When it’s raining all the time you need to be creative.


Now, a few decades after I graduated with a degree in Electrical Engineering, it was my daughter’s turn to start her university life. As she was registering with the college I was performing my duly appointed role as chauffeur. As I sat in my car I reminisced about the things I had learned during my time in UCC. I enjoyed college a lot (I mean really enjoyed it) so I might not have been the world’s most dedicated student of engineering. As I reflected on that time, it came to me that more than anything else, I discovered how to think and was taught how to solve problems. These skills have served me well. Thinking matters.


George Boole, he of the eponymous library, is famous not for spending time in Cork, Ireland – in 1849 he was appointed as the first professor of mathematics in UCC – but for the creation of Boolean Logic; you know all those ones and zeros that are the foundation of digital computing.4 (It all started in Cork, so just to annoy my Dublin friends I claim that the Internet was invented in Cork.)


Once the rain stopped, and the sun started to shine – it shines most days between the rain showers – I got out of my car to explore the Boole Library, and came across this quotation:




No general method for the solution of questions can be established which does not recognize the universal laws of thought.


George Boole: The Laws of Thought (1854)





With the evolution of language in the 160 years since, this sentence may now seem a little cumbersome or convoluted. But the key message that I took away from it was that thinking matters if you are to solve any problem.


Seems obvious, right?


But I worry about it. I am concerned that critical thinking skills are diminishing now that Google seems to provide all of the answers and appears to many people to be the ‘solution of questions.’ In too many situations we race headlong into quick answers to slow, deliberate questions. In sales, as in many other business professions, this is dangerous.


As I was driving home, Buddy Rich once more invoking the rain gods to drum on my roof, I asked my daughter what she thought about this. Her response: “Don‘t you help people think for a living? Isn’t that, like, what you do?” prompted me to write this book.


She’s right of course. All great sellers are strategic thinkers first, adopting the maxim of ‘measure twice and cut once’ before they meet with a customer or embark on a sales pursuit. Now, with the rapidly changing dynamics in the market, it seems a worthwhile endeavor to help all knowledge workers – with a particular emphasis on salespeople – to amplify their critical thinking skills.


In 1934, T.S. Eliot, the poet and playwright wrote:




Where is the life we have lost in living?


Where is the wisdom we have lost in knowledge?


Where is the knowledge we have lost in information?





Eliot was in many ways presaging the Internet Age, the reality shared by Gen-Xers, Millennials and the upcoming Thumb Generation:5 too much information – but too little insight. Millennials who are becoming an increasingly important force in the workplace are characterized by some as tech-savvy and proficient in applying technology to everyday problems efficiently.


But I wonder if the habits learned in an environment where the answer to everything is just a Google search away have in any way reduced their critical faculties, removed the need to develop ideas from first principles, or through that journey to nourish their own perspective. If that is the case with Millennials and indeed with an increasingly large proportion of Gen-Xers – the term ‘Millennials’ is representative much more of a mindset than an age group – then we need to be careful that this trend does not continue with the Thumb Generation.


We want our future sales leaders to leverage the wisdom of others. As they do, they will see the horizon more clearly if they stand on the shoulders of those who have gone before them. We want them to respect the value of lessons learned and to build on those lessons, and to stretch their minds, to extend those models, but we need them to seek insight, to learn the skills of primary research, to be inquisitive, curious and questioning.


We need to help them to think.


The Rise of Digital Transformation


The world in which we live is a world dominated by the race for attention. In the two minutes it has taken you to read to this point in this Introduction, the world sent 300 million emails, watched 15 million videos on YouTube, and searched 8 million times on Google. Salesforce customers processed 6 million transactions in that time, and together we managed to send 10 million emojis! The world is truly moving at Internet speed and it is only getting faster. I wonder though when we will realize that there is no deficit in information; there is a deficit in insight – and that insight is not solely the dominion of machines.


In case you hoped that one day things might slow down or you wouldn’t have to worry about things changing all of the time, well, unfortunately, today is not that day. The future is not around the corner. It just passed you on the street. The world is being digitally transformed as we watch and wonder. Boole’s ones and zeros are affecting every aspect of our personal and business lives:


• According to a September 2017 study6 from BT, the $30B British telecommunications company, 40 percent of CEOs have Digital Transformation at the top of boardroom agenda, with many CEOs leading the projects personally


• The Altify Business Performance Benchmark Study 20177 has similar findings, placing Digital Transformation as the top priority for 47 percent of the study’s 800 participants


• McKinsey & Company, the worldwide management consulting firm, takes it one step further, saying8 that expectations for growth are highest at companies that pursue digital to create new business.


The impact on business of Digital Transformation is clearly immense. Defining a Digital Sales Transformation blueprint to guide sales organizations to respond to this disruption as they struggle to catch up to their more digitally advanced customers is one of the core themes of this book.


The Customer First Mandate


Everything starts with your customers, of course. It always has – and that’s how it should be. But never before has the customer been under so much pressure, or so impatient. The business and personal productivity tools on their smartphones inform the mindset of digital business leaders, and they operate in a fast-moving attention-deficit economy. Wasting their time trying to sell them something they don’t want or need is the worst crime you can perpetrate against these executives.


There are reasons why:


• Only 25 percent of executives want to meet a salesperson9


• Salespeople in the US spend $574B per year in meetings with customers that never progress10


• 41 percent of buyers say they do not prefer incumbent suppliers.11


And yes, there are reasons why just 53 percent of salespeople make quota.12


The role of the salesperson is not just to communicate value to their customer. It is to create value with the customer. Consider the ‘one third problem:’


• Only one third of buyers think meeting a salesperson is valuable13


• In the Altify Business Performance Benchmark Study 2017, one third of sellers admit to not being able to uncover the customer’s problems


• In the same study one third of marketers say they do not understand their customers.


Customers need help. As the world increases in complexity, customers struggle to prioritize their growing list of business pressures. The imperative to make decisions and act quickly creates tremendous anxiety. There is extra-ordinary opportunity for the Customer First salesperson who seeks above all to solve the customer’s problem, understanding that the impact on a customer of a poor buying decision is usually greater than the impact on a salesperson of a lost deal. Winning sellers who adopt this approach rise to the top in the ever-growing SaaS economy. But this time SaaS means ‘Salesperson as a Service’ – always on, always connected, on-demand, in service of the customer, reliable and secure. That’s the path to recurring business.


Customer First is the second main theme of the book and I dedicate a large part of the book describing how to drive mutual value for seller and buyer.


Introducing Digital Sales Transformation | In a Customer First World


Digital Sales Transformation is not solely or primarily about ‘digital sales.’ It is about selling in a digitally transformed world. Ray Wang of Constellation Research defines Digital Transformation as more than just a technology shift:




The digital disruption comes from both transforming business models and shifting how brands, enterprises, people, and machines will engage.





Digital Sales Transformation changes how you sell and transforms how you engage with your customer. Gone are the days when sellers use worn out sales methodologies to battle with their customers, ‘deepen the pain,’ ‘burn the platform,’ or ‘drown them,’ however rationally. (Rational Drowning is one phase in one of the methodologies!) It is now about innovative ways to deliver value to the customer with integrity and respect.


How customers perceive value from a seller is shaped significantly by the impact on their business of the product / solution they purchase. It all starts with the customer.


In Chapter 2: Digital Sales Transformation | Part 1: Discover Impact, I suggest that if, for example, a customer buys a CRM system from Salesforce, the impact will be significant. Buying copier paper from Staples, not so much. When you can categorize customers into levels of Customer Impact you can select the optimum sales engagement model and discover potential sales problems that may exist.


Knowing what’s broken is one side of the coin, and is balanced in Chapter 3: Digital Sales Transformation | Part 2: Customer Engagement Model where I describe the technology components required at each level of Customer Impact to optimize the prescribed sales strategies and execution models. This is where our Digital Sales Transformation journey begins.


To ensure you are ready to begin the journey, in Chapter 4: Digital Sales Transformation | Part 3: Capabilities Assessment, I ask the question: “How do you know if you have a sales problem?” I suggest some symptoms that you might observe in your business and point to the underlying causes.


In a world responding to the Mega Trends of Digital Transformation and Customer First, companies are under pressure to act strategically, collaborate proactively and respond quickly, earning their customer’s business month on month, time over time. Chapter 5: The Ideal Customer Profile invites you to answer three questions to make sure that you’re selecting companies for whom you can best deliver value:


1. Is the company in your sweet-spot (industry, size, region, etc.)?


2. Are they likely to have problems that you can solve?


3. Will they be successful with your product / solution?


This is all about deciding what companies to call on so that you can ensure that you are playing on a field where you can deliver value and win.


The problem sometimes though is that, even when you identify the right companies, you struggle to build relationships with the right people. When I talk about building successful relationships, as I do in Chapter 6: Relationships: The Buyer’s Perspective, I’m talking about mutual authentic engagement between buyer and sellers, founded on trust and respect, guided by shared values in pursuit of shared goals. While this is a high threshold to achieve, it is what your customers deserve, it is how the best customers want to engage, and it provides a safe-zone for constructive brainstorming, bargaining and building rapport.


This not always easy to do, so in Chapter 7: A Structure for Building Relationships I get down to the nitty-gritty, and provide a framework to uncover:


• Who matters?


• How do they think?


• What is your current relationship?


• What is the relationship gap?


• How do you bridge that gap?


Most deals are not lost because you don’t have the best solution or the best price or the best terms and conditions. They are usually lost because you didn’t understand the people or problems. I will get to the problems in a minute, but first I want to spend a little time on the secret weapon that you might not know you have.


In many sales organizations one of the most under-utilized assets is the executive management team. When deployed effectively and with precision, as described in Chapter 8: The Executive Sponsor: Their Role in Large Accounts, companies can achieve deeper strategic relationships and an uncommon level of value alignment with their key customers by leveraging their senior executives. This results in accelerated value creation for you and your customer.


An executive swooping in to help close a deal is not an Executive Sponsor Program – it goes much deeper than that. It’s about the customer’s business and it’s about the long game. It comes down to knowing the customer’s business. Whether you are pursuing a single strategic opportunity or building a strategy to maximize revenue from a large customer, we know that this matters.


Most customers don’t care how much you know, until they know how much you care. The best way to convince customers that you care is to demonstrate you understand their business, their business issues, the cost of resolution, and the full implications of inaction. Chapter 9: Know Your Customer First explains how to get to know the customer’s business, the cornerstone to maintaining long term business relationships and delivering value to your customer. It sets out seven steps in a repeatable method to know the customer’s business and help them make progress:


1. Who is the customer (company)?


2. What goals matter to the customer and who are the key people that care?


3. Why do these goals matter to the customer?


4. What related projects or initiatives are in place?


5. What is broken that is stopping them being successful?


6. How can you help?


7. What is your gap in knowledge or solution?


Humans can be irksome creatures. When asked, they say they want to make rational decisions based on evidence and science. In practice that’s never the full story. Emotion plays a critical role.


If math was the single arbiter of customer decisions then the role of the salesperson would be greatly diminished. Anyone can present the facts, and as long as those facts are correct and independently verifiable, the messenger is less important than the message. But math without magic is just math, a cold accurate guardian of rational decisions, but a poor custodian of personal connections. In Chapter 10: Create and Communicate Value, I show how to create true insights – honed from deep knowledge of the account, the buyer’s persona, and their typical personal goals – to find the key to unlocking a connection that is both rational and emotional.


Customer engagement is a continuum with a constant focus: consistent delivery of value to the customer. Chapter 11: Communicate Value at Scale: Account Based Marketing introduces how you can begin to turn that value key for many customers at the same time. For any purchase, the customer goes through a number of phases, beginning with Awareness where they learn that you and your product exist. This is followed by Interest where they care about what you (and others) have. The next phase is the critical one: it’s when they establish Preference for a given solution or supplier. The determination of what specific value you can provide to a customer better than anyone else is the fulcrum upon which successful customer engagement is balanced. Once you have targeted the right accounts using your Ideal Customer Profile, and identified the personas, your vehicle to communicate this value at scale is your Account Based Marketing (ABM) play – but only as part of a Customer First integrated Account Planning and Management solution.


The explosion of Artificial Intelligence (AI) solutions is a wonderful opportunity for practitioners of Digital Sales Transformation. I am particularly excited about the work that Salesforce is doing in this area, democratizing AI in the same way that it has revolutionized cloud computing for all businesses. The optimum solution is a combination of data, science and human judgment, the last based on knowledge and experience. For me the ‘A’ in AI stands for ‘Augmented,’ not ‘Artificial.’


In Chapter 12: The Role of AI in Enterprise Sales, I talk about my AI journey and its pervasive role in all that we do to serve sellers. In 1988 I wrote my first AI book called Expert Systems Introduced. Its purpose was to demystify for the businessperson much of the enigma that was AI at that time, shrouded, as it was, in academic publications replete with inaccessible language. My goal back then was to deliver AI or expert systems for the rest of us. In hindsight that aspiration was perhaps a little premature. But now AI is exploding as a core part of Digital Transformation. My latest AI book Tomorrow Today: How AI Impacts How We Work, Live, and Think, published in late 2016, brings those concepts up to date.


Chapters 13: Sales Process, 14: Opportunity Management, 15: Account Management and 16: Sales Performance Management bring all the concepts of the book together to set you off on your Digital Sales Transformation journey. Mapping process, methodology and technology to the Customer Impact Levels defined in Chapter 2, and the Customer Engagement Model in Chapter 3, these chapters outline the methods – a systematic repeatable series of steps – so that you can execute on the applicable strategies.


This is a time of great opportunity for sellers and customers alike. Technology has enabled an unparalleled velocity of innovation, collaboration and communication. There has never been a time like this. Individuals can do more with their minds than ever before. Innovation offers new ways to do the tasks that we struggle with today and exposes new possibilities that were heretofore impossible. How this plays out is yet to be determined, but the choices we make are important. The coin has been flipped towards the sky and, as it spins in air, we get to influence how it lands for sales professionals and their customers.


I am optimistic about the future of the sales professionals who take a Customer First attitude with them to work every day. This book is intended to be their companion on that journey, equipping them to pause to think about the customer, and to consider the important questions, lest they stumble towards accidental answers.









CHAPTER 2: DIGITAL SALES TRANSFORMATION PART 1: DISCOVER IMPACT


Introduction


As Mike Rosenbaum said in the Foreword, we are living in an era of unprecedented change. Mike also acknowledges that saying this feels tired, worn, and perhaps obvious. We all know we are living in a whirlwind. We are feeling the wind in our faces every day. It feels like it has been that way forever – and we just work harder and dig deeper to get our jobs done.


But this time it feels different and this time there are facts, not just opinion, to support Mike’s assertion – particularly when it comes to individual sales contributors, sales managers and sales executives who make their living in enterprise business-to-business sales.


The facts:


• The percentage of salespeople who make quota (53 percent) is at its lowest in more than seven years14


• Sellers are losing four out of every five deals they pursue15


• One million B2B sales professionals in the US will lose their jobs to self-service technology by 202016


• The average sales win rate is 21.7 percent17


• One in five buyers say there is no need for sellers in the future18


• The direct cost to US sellers of meetings with customers that do not progress is $574B per year.19


On the other hand, progressive companies who deploy Digital Sales Transformation outperform Nasdaq and NSYE by 11 and 14 points respectively. That’s why I wrote this book.


If you are a sales leader, what do you see when you look around?


Stop. Look around.


What do you see?


Here’s some of what I’m seeing around the world, right now:


• Longer times for new sales hires to ramp and become fully productive


• Extreme deal slippage and surprise wins and losses


• Declining win rate and poor ROI on sales investment


• Severe friction between seller and sales manager / sales executive


• Customers treating more suppliers as vendors, not partners


• Pressure on customer retention and higher customer expectations


• Insufficient and poor quality pipeline


• Poor return from existing accounts with increasing pressure on incumbents.


If you recognize your company in any of these observations, you’re clearly not alone. (I address all these problems in Chapter 4: Digital Sales Transformation | Part 3: Capabilities Assessment.)


But why has it gotten so much harder than before? It’s not as if the world’s sellers have stopped working hard. I’ve not noticed a materially lower caliber of seller than I’ve seen in the past. It has always been hard to hire good salespeople. But now with such a low average win rate, companies need more coverage, and over-allocation of quota, just to standstill.


So, maybe Mike is right, at least in the world of sales. We are living in an era of unprecedented change. But what has changed? Well, the increasing pervasiveness of technology is obvious to everyone. Digital Transformation is knocking on your door, and tapping on your window. You can’t ignore that. But the seismic shift is a consequence of the pressure being felt by our customers, and the ensuing change in their behavior. Maybe we are seeing a change in how customers want to buy. Let’s start there.


The Buyer’s Problem


Like everyone else, B2B buyers are living in a more challenging and more complex world. Not all sellers think about it that way. The pace of change by itself brings additional complexity and risk. It drives a need for even more intricate and involved solutions that deliver increasingly impactful business solutions to resolve those more complex problems.




Figure 1: THE BUYER’S PROBLEM
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As cost increases and the complexity (intellectual property) of products or services being transacted grows, the greater the potential impact on an organization. As frequency of purchase decreases, organizational impact tends to increase. As risk increases with cost and complexity or IP value – for example, in the case of business infrastructure projects or a CRM system – organizational impact goes up, along with the buyer’s need to engage earlier and more intensively with sellers for guidance and input. The inverse is also true.


By extension, the opportunity for B2B sellers is to re-model their sales engagement, leveraging Digital Sales Transformation capabilities, to efficiently and effectively service the B2B buyer. Customers are already leveraging technology to optimize their buying activities. How a salesperson interacts with a customer to optimize the return from the sales effort ought to be informed by how the customer buys and the potential impact on the customer’s organization.


In this chapter I introduce the Customer Impact Architecture model (Figure 2), a way to determine the impact on, or disruption to, a buying organization as a function of the complexity of the solution being purchased, the opportunity for organizational gain, and the potential organizational risk.


The model categorizes customer impact in four levels, easily identifiable by mapping Product Complexity and Buying Complexity.




Figure 2: THE CUSTOMER IMPACT ARCHITECTURE MODEL
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The Seller’s Response


The challenges for the leadership of selling organizations are pretty clear. Firstly they need to embrace a Customer First approach and figure out how to map their sales engagement model to maximize customer impact. This is not about accepting that the customer’s buying model is best for the customer, or that the customer always knows what is in their best interest. The seller’s role continues to be about creating and communicating value, but doing so in a manner that is informed by the customer’s buying process and how they want to buy. As customers have evolved, sales organizations have invested in more headcount to try to catch up with their more progressive customers. This is one of the main reasons why the percentage of salespeople who are making their sales targets has continuously declined for the last seven years to just 53 percent today.20


To catch up with their customers, sales leadership must apply a model that optimizes the engagement between buyer and seller. As we work through the Customer Impact Architecture model you will recognize that a seller’s strategic value is directly proportional to the Customer Impact Level.


If the customer says: “Help me buy,” the sales organization’s complementary strategy should simply be ‘Align with Buying Process to Accelerate Sales.’ Figure 3 shows how the seller’s strategies correspond to the buyer’s statements.




Figure 3: THE BUYER’S STATEMENTS AND SELLER’S STRATEGIES


















	 

	Buyer’s Statement


	Seller’s Strategy







	Level 0


	I don’t need your help


	-







	Level 1


	Help me buy


	Align with buying process to accelerate sales.







	Level 2


	Guide me


	Build relationships through value creation (to win).







	Level 3


	Partner with me


	Create common vision to grow (in large accounts).













It makes sense, I think, that if the customer’s perspective is “Help me buy,” the seller’s activities should help the customer buy. No rocket science there. This does not in any way imply that salespeople can abrogate their responsibility to create value for the customer, to understand their requirements and to prove how they can help solve the customer’s problem; but by recognizing that different customers buy different things, in different ways, to solve problems of varying complexity and organizational impact, sales organizations can design optimal models of engagement to maximize value for the customer and the seller.


But, of course, the sales organization’s response cannot be limited to just Strategy. In this evolved world of Customer First engagement and Digital Transformation, there are four components necessary for a complete Digital Sales Transformation:


1. Sales Strategy


2. Sales Execution


3. Sales Management


4. Digital Sales Transformation Technology.


Once the Customer Impact Levels are understood, the complete Customer Engagement Model incorporates strategy at a high level and technology underpinning everything else. Between strategy and technology, capabilities need to be honed by sellers to execute their sales processes, methodologies and skills, and by sales managers to instill a coaching culture and apply both an inspection and improvement framework.


Customers will continue to have more complex problems to solve. As they become digitally enabled they will expect their engagement with their B2B sellers to complement that capability. The disruption to sales organizations will continue unless sales teams understand and embrace AI and the other Digital Transformation technologies that can improve sales performance. They must also accept the need to continually self-educate to remain valuable to their customers and competitive in the market.


Digital Sales Transformation


The Digital Sales Transformation model below sets out three steps for sales leadership to understand how a customer wants to buy, how a seller should engage, and how to make sure the necessary capabilities are in place.




Figure 4: DIGITAL SALES TRANSFORMATION IN A CUSTOMER FIRST WORLD
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Using the Customer Impact Architecture will guide you to understand the degree of benefit, complexity and risk for the customer of a solution such as yours. It will help you to map your sales engagement to the corresponding customer impact.


After Discover Impact, we move forward to the next step. In the Customer Engagement Model (CEM) you will learn the strategy or strategies that are applicable to your sales business and appropriate for engagement with your customers. CEM suggests behavior and practices for salespeople and sales management and outlines the technology that you can apply.


By applying Discover Impact and CEM you will see a clear path for how to optimally engage with your customers, but you might also wonder about your capabilities and where there may be opportunities to improve your sales effectiveness.


In the third part, Capabilities Assessment, I present an easy way to see where your sales effectiveness might not be quite as effective as you would like. I map the symptoms of potential sales weaknesses to the underlying causes so that you can make the connection with the CEM.


Introducing the Customer Impact Architecture Model


To determine how best to engage with different types of customers, and to assess the right Strategy, Sales Execution behaviors, Sale Management practices, and Digital Sales Technology, consider the four levels of buyer / seller engagement – the Customer Impact Levels – as seen from the customer’s perspective (the only perspective that really matters):


• Level 0: I don’t need your help


• Level 1: Help me buy


• Level 2: Guide me


• Level 3: Partner with me.


The four levels of Customer Impact are:


• Customer Impact Level 0 / I don’t need your help: For sellers currently at this level, represented primarily by sales of commodity products, the salesperson is just an order taker and the future is bleak. This is where the Internet is more convenient and more efficient. In this stratum, the seller does not matter. The buyer just wants her company to be served. Characterized by frequent purchases, low price and commodity products – think copier paper or other office consumables as examples – the Internet is the seller who wins: more efficient, always available, low selling cost, and equivalent or better service. As Andy Hoar, principal analyst at Forrester, said at the 2015 Forrester Sales Enablement Forum, “So as technology gets better at explaining things, we don’t need humans to explain anymore.” (Note: As my audience is primarily B2B Enterprise sellers who add value to their customers, I don’t address Level 0 any further in this book – it’s included here merely for completeness.)


• Customer Impact Level 1 / Help me buy: Where the product being purchased begins to adopt some complex characteristics, the buyer will usually have a buying process that, at an informal level, has more than a single buyer involved. The buyer will require detailed product knowledge from the seller and an ability to show the buyer how the product will meet her requirements and solve her business problem. Sales teams operating at this level will need to deploy a sales process, mapped to the customer’s buying process and implement a framework to achieve accelerated sales velocity, through consistent visibility and management of the process.


• Customer Impact Level 2 / Guide me: As the complexity of the product and the buying process grows, the impact on the customer increases correspondingly. The cost of sale also rises. Sellers need rigorous qualification skills to ensure that they are applying resources to sales opportunities that they can win and that, by winning those opportunities, they can deliver significant positive impact on the customers. Proficiency in relationship development is a basic requirement but, to be most effective at this level, sellers need to have significant business acumen. They need to understand the customer’s problems and aspirations and to project the impact their solution can have on the customer’s business. While sellers are working to win a specific opportunity, they also care about what happens after the sale and they are developing future relationships and potential future sales pipeline.


• Customer Impact Level 3 / Partner with me: At Level 3, the sales organization, and supporting functions in the company like Customer Success and Marketing, collaborate to take a holistic view of the customer’s company – not just the area of the business relating to a specific sales opportunity. Focus on creating, measuring and communicating value takes precedence in a ‘long game’ where the selling is a function of creating and delivering a common vision with the customer. Long term customer success, sustained relationships, and value creation are the tenets by which sales teams in Level 3 operate.


Discovering the Customer Impact Level


As you saw in Figure 2, customer impact generally maps to a combination of Product Complexity and Buying Complexity. To determine the applicable Customer Impact Levels that will inform your customer engagements there are eight factors to consider – four from the buyer’s side, and four from the seller’s side.




Figure 5: CUSTOMER IMPACT LEVELS – DETERMINING FACTORS
















	Buyer


	Seller







	Buying Process


	Revenue Opportunity







	Buying Committee Size


	Account Strategy







	Buying Cycle Duration


	Desired Relationship







	Impact of Offering


	Sales Engagement













I define these eight factors as follows:




Figure 6: CUSTOMER IMPACT LEVELS – DETERMINING FACTORS – DEFINITIONS
















	Buyer


	Seller







	
Buying Process


The series of steps that a consumer takes to make a purchasing decision. A standard model of purchase decision making includes recognition of needs and wants, information search, evaluation of choices, purchase, and post-purchase evaluation.



	
Revenue Opportunity


The value of a single sales opportunity or the aggregate of opportunities related to a sustained sales engagement.








	
Buying Committee Size


The number of people in a group of designated personnel informally gathered or formally established to review and evaluate suppliers and make recommendations and decisions on the most appropriate supplier, based on a set of informal or formal decision criteria.



	
Account Strategy


The applicability of an Account Based Strategy to the interaction between the supplier and the customer. An account strategy – an approach that suggests that your perspective extends beyond a single opportunity – is more likely to be required when the Impact of Offering is more significant.








	
Buying Cycle Duration


In some cases, a subset of the overall Decision Cycle and measured as the typical number of days from when a buyer initiates a project to purchase goods or services to when final contracts are signed. Buying Cycles can also include activities before a project is initiated and after contracts are signed, but excludes implementation.



	
Desired Relationship


The level on the Business Relationship Pyramid (Vendor, Credible Source, Problem Solver and Trusted Advisor) required to optimize the value of the interaction between customer and seller.








	
Impact of Offering


The measure of business improvement that the customer will experience by successfully deploying the supplier’s solution.



	
Sales Engagement


The extent of contact or engagement that the seller needs to maximize the Revenue Opportunity for each level.














In the next graphic you can see values of each of the eight elements for each of the Customer Impact Levels. These are guideline values based on my experience of dealing with a very large number of sales organizations all over the world – but need to be customized to your own situation. It’s the relative values that matter – not the absolute values.




Figure 7: CUSTOMER IMPACT LEVELS – DETERMINING FACTORS – GUIDELINE VALUES
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An opportunity may not display all the factors for a specific level at the values shown in Figure 7 so you may sometimes be a little unclear as to which impact level to choose. Sales is never completely black and white. Common sense should guide you as to which side of the dividing line your decision should fall. My advice is to err just a little on assuming greater impact than might at first be evident.


I recently had an insightful conversation with Mat Singer, a really nice guy, and a very experienced and successful sales effectiveness professional. I asked Mat to share his wisdom and perspective for this book. Thank you, and over to you, Mat …




A Practitioner’s Perspective
 Mat Singer, Level 3 / CenturyLink


Here at Level 3 Communications (soon to be CenturyLink) customers purchase many different types of services from us. A small retail store may just buy Internet access, but a regional bank is looking for a network solution that is reliable, secure, and can be managed by experts. The buying process for these customers is different and the sales process is different. We, Sales Effectiveness, have to prepare the sellers in each sales channel serving these customers with the process, tools and methodology so we help them, not burden them with administrative work. When calling on a retail store the seller’s engagement is not the same as when calling on a regional bank because the buying process, decision makers, and buying timeline are different and we focus on how we help the customer meet their business objectives. We have to know how to have the right business conversation in each case. If you were to walk into a meeting with the bank CIO and start talking bandwidth and implementation time, you’re out on your ear after the first meeting.


In our company we match our new or untenured reps to customers in the low ‘buying complexity’ and ‘product complexity’ part of the Customer Impact Architecture. They can get some repetition with the basics of sales before they graduate to solving for much more complex solutions and complex buying processes. The tools we provide them suit those engagements. For example, we don’t push an account planning framework or tool on our reps selling more transactional, lower complexity solutions.


We then offer a different toolkit of best practices and tools for the more senior reps who are looking to drive more solution depth with existing large accounts or who are targeting large new logos. We are guiding the reps to deliver optimal value to their customer in each scenario.


We couldn’t scale this approach without technology for two fundamental and game changing reasons.


First, we do our best to make it seamless for sellers and managers to do their job. When you incorporate the best practice framework right into the CRM system, it can really make it easy for a seller to qualify an opportunity the right way and make it easy for the sales manager to coach a rep on a deal. This removes inconsistency, the virus that plagues every sales organization.


The second game-changer for technology, particularly AI based technology, is that it can help a company move from antiquated means of monitoring sales performance to modern means. I like to use the book and movie Moneyball as my reference to the opportunity many companies have to use data to more effectively run a sales organization. Moneyball is a story about how the Oakland As baseball team used data and statistics to identify better players in the scouting process. Advanced analytical techniques are now used throughout professional sports teams these days. In the world of Sales, many companies still rely on a manual funnel review process, quota attainment levels, and average win rates as their core metrics.


Wow, what an opportunity to use AI to better predict outcomes of existing deals in the funnel. Imagine what kind of offensive or defensive adjustments could be made to squeeze out better performance for every single player (salesperson) on a team. Imagine what kind of improvements we could make to how we invest in tools and technology if we could better quantify the ROI. I know our sales organization at Level 3 / CenturyLink has so much opportunity to improve results as we can better define what it takes to be successful and better predict whether current actions are leading us towards the optimal results.
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