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Introduction

How successful are:
¥ Baseball players that strike out 9 out of 10 times?
¥” Hockey goalies that let 9 out of 10 shots through the five hole?

¥ Entrepreneurs looking for funding that failed in 9 out of their last
10 businesses?

You get the idea. Le t threw one more into the mix:

9 out of 10 sales training initiatives have
no lasting impact beyond 120 days*
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ducks for success, you want to know why sales traifaitgy And assuming you can avoid the failures, how you
can makeyourtraining initiativesucceed
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Now, on to the specifics.
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Introduction

Fact:48% of more than 1,600 executives from cifiosgtional business
RAAOALIE AySa AYRAOFGSR a2NBIYAO NBGSyY

goal?
Factgphz 2 F odza}\YSéé f SFRSNAR &adz2NBSe&SR o
AAIAYATFAOL Yy BoOSydzS INRGOK LIRGSYOGAlf

salesresources.

Fact:Between 85% and 90% of sales training has no lasting impact after 120
days?

Of the greater than 2,000 companies surveyed80 Insight93.9% are
investing in some kind of sales training.

75.6% of companies invest greater than $500 per sales person per
year, and 43.3% spend $1,501 to greater than $5,000 per person.®
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Introduction

Whether you eventually spend $7 per person or $7,000, before sales training initigitkesff, company
leaders sit around the table and talk about their hopes and goals. They tend to look something like this:
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Introduction

You know you need to increase
sales results. You know you
should have better results.

Yet sales training gets put on the
docket, sales training launches,
and sales training disappoints.

© 2011 RAIN Group | www:-RalaGroup.com Why Sales Training Fails 5


http://www.rainsalestraining.com/

/ Reasons Why Sales Training Fails

Sales trainingan be a disappointment right away wk  In our experience and in our research, we see sales
itjustR2Say Qi 32 ¢Sttt d LG « traininginitiatives fail most often for the following 7

Y2y GKa fF3GSNJ 6KSyYy NBa&dz reasons. ljou avoid these mistakes, you can set

Regardless, sales training strikes out a lot. When it yourself up for a successful training initiative that leads
R2S&a4> A0Q& dzadzZtfe& o6SOI tolongil SNY NBGSydzS INRGIKD 2 SQf
reasons.

1. Pipe Dreams and Pot Luck Learning i Failure to Define Business and
Learning Needs

Knowing is Half the Battle T Failure to Build Fluent Sales Knowledge
Square Pegs | Round Holes i Failure to Assess and Improve Attributes
On the Road to Nowhere i Failure to Define, Support, and Drive Action
Buehler, Buehler 1 Failure to Deliver Training that Engages

Lack of Reinforcementi Failure to Make Learning Stick and Transfer

N o ok~ WD

Stop or | 61l 1 T Baduyes @ EvalyatioA, deountdbility, and

Continuous Improvement
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PipeDreams and?ot-Luck Learning Failureto
Define Business and Learning Needs

il was bold in the

results they led. ©

Sales training has virtually no chance of producing
lasting results if business leaders:

¥” Base their objectives and expectations of res
on wishful thinking versustrong analysis

¥ Fall to analyze theeal learning needsf their
team

Regarding expectations of results, too often sales
GNIXAyAy3a Aa asSSy t+a |y
time, energy, and financial resources intended to
produce a specific business outcome.

pursuit

of knowledge, never fear

T Thomas Jefferson

same to us all the time. The academic community
experiences the phenomenon as well, noting that

business objectives for sales training are all too often

GLI FGAGddzZRSE NI G KSNSGKE Y NBI f
Withouti KS LINR LISNJ 6dzaAy Saa SELIS
impossible to design an intervention that will have a

lasting impact.

Doomed to fail before it starts.

For the most part, when business planning is either off

GFr NBSG 2N) odzaiAySaa fSIFRSNE |
We see this regularly, and company leaders reportt  €ffort, the most common outcoms:
Underr esourced sales training efforts that dot
they could, and often dondét produce much at
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PipeDreams andPot-LuckLearningg Failure to DefineBusinessand LearningNeeds

Soldier: What? A swallow carrying a coconut?
King Arthur: It could grip it by the husk!

Soldier:l t 6s not a question of where he grips it
five ounce bird could not carry a one pound coconut!

T Monty Python and the Holy Grail

Once we spoke with a business leader who hadjus LIN2 RdzOS | YI T Ay3 NB&adz & R2 !
scheduled a ¥ day sales training programwiththe A 0 Qa KA3IKE & dzyt A1Ste& GKIFG ac
SELISOGIGAZ2Y 2F aYl 8aAi @S results of anysignificance. Thproportion of the input
NBadzZ Ga¢ G2 GKS {GdzyS 2 F (thetraining initiative) needs to be rigorous enough to
sales. produce the desired output (the tens of millions of

dollars in sales).
Whether it was the buyer who wanted the big impac
and was only willing to invest in a% day of training, 52 Say Qi YI GGSNJ gKSNBE GKSe& 31
it was the trainer who said this was all they needed carry coconuts.

*African or European
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PipeDreams andPot-LuckLearningg Failure to DefineBusinessand LearningNeeds

Assess the Learning Needs of Your Team

In conjunction with business objectives, you need to assess the learning
needs of your sales team.

You need to figure out

»” Whereyour sales team is now regarding the skills, knowledge, and

A A ¥ A

FGGNROdzi Sa ySSRSR (2 adz00SSRoAy |
» Eachh Y RA @A Rdzl £ (patenfia¥ LINR @S Y Sy i

” In whgt sales [ole each individual i§ most likely to succeed (and where
GKS@QNB y20 tA1Ste (2

 WhatA i £ 2218 tA1S 6KSYy é02d2Q0S &dz008

Y Whatl] AYR 2F STFTF2NI yR (GAYS AdQa 32

According to research by Aberdeen Group’, best-in-class companies® provide 6.5 sales training
days per sales person per year versus just under 4 days per person per year for all others.

ManyO2 YLJI yASa FFAf (2 | aa Sigodusliea@ihNI G S|

*There are seven distinct sales roles.
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PipeDreams andPot-LuckLearningg Failure to DefineBusinessand LearningNeeds

What Happens When You Dondt Assess Needs

Sometimes companies fettlat the front end of the ¥ Failto deliver content at the right level of

pipeline is not full so they need training on prospect sophistication (e.g. too basic or too ) ]
Or they think that their team is not uncovering the ft RO YOSRX3ISUUAY3I Ald) 2dzadl
set of customer needs, so they provide training arot

asking questions. ¥ Failto build learning processes rigorous enough

to actually develop needed skills and knowledge
oA A L _p 3 to the point they transfer to ofthe-job
.dzu OKSNBQa Ftyvyzau Ftgl behaviors
O2YLI yASa R2yQl RA3I R2g
what it will really take to produce the desired result Comparedo laggard companies, 88% mdsestin-
_ S classsales companies assess their sales teams to
This produces sales training initiatives that: ARSYGATE 31 LA Ay NBljdANBR 23
y C oA o ... NBI &2y dbeshikchssQ NB
> Focugy 02y d8yd G KI reedi | a2y abeshi

¥ Leaveout content that the team doereed

Before implementing any training program the companies that succeed take
a much more serious look at their business objectives and the learning
needs of their teams.
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Knowingis Half theBattle- Failureto Build
Fluent Sale&Knowledge

AAN investment in knowledge pays the best interest. 0

At the risk of oversimplifying, sales training initiative
work when they help salespeople do things that
produce maximum revenue.

Without rigorous inquiry into what those things are,

and what it will take to make sure salespeople do th
effectively, the focus of sales training ends up heavi
skewed towardskills development.

2 KSGKSNI A0Qa LINRPaLISOGAY
needs, making sales presentations, maximizing acc

Figure 1 Right Skills + Right Knowledge = Can Do

T Benjamin Franklin

revenue, or something else, these kinds of skills topics
tend to dominate most training.

While sales skills are essential, they are only one side of
a very important coincapability.

Theother side of the coin is sales knowledge. (Get it?
Knowing is half the battle. Thanks, G.I. Joe.)

You need sales |

people who You need the right |

Key components

Can do

Capability — SIS and Knowledge
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Knowingis Half the Battleg Failure to Build Fluent Saldsnowledge

Example: Why Skills Training is Not Enough

One of the most important skills in sales is, as many Assuming the training is designed and delivered well,

people refer to itasking great questionsn skills
training, this often takes the form of:

this is laudable. Bus it enough?

Ask yourself

¥ Defining what asking great questions means

Y DAGAYy3 SEFYLX Sa 2F ¢
done right

» Walking through the process of asking great
guestions in specific stages (e.g. prospecting
needs discovery, overcoming objections) of t
sales cycle

¥ Allowing participants a little time to craft a
handful of great questions

¥ Giving practice asking great questions in role
plays and case studies

»  Sharing and discussing all the great questior

everyone came up with

Even i1 f your
lack of knowledget hat hol ds
g u e st o warksfar them.

WAL RREE@uD com

sal espeopl e
t hem back

¥ Evenif your salespeople practiced these skills in

a training class, could they ask questions that
uncover needsicross all products and services
your company offerg

Couldthey appropriately includall of your
products and servicess solutions to the various
needs that prospects might have

Wouldthey be abletdJ2 aA GA 2y (KS 02
value propositiorthe right way for the different
situations they encounter?

Wouldthey consistently get all of this rigit
the momentduring a sales conversation?

t he skil
from actu

have
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Knowingis Half the Battleg Failure to Build Fluent Saldsnowledge

Your salespeople need to haggpert sales knowledge job done. If there is some kind of test for knowledge
They must be able to speak fluently about: I AYSRI Al Qacculagydzt t f & 2yfe 7T

> The customeneeds you solve | (Mike) got As in Spanish all through high school and

_ : O2fftS3Se® L LIFaasSrR | t2a4 27
¥ Your products and services as solutions to th .
conversation in the language.
needs
problem with sales knowledg&alespeoplenust be
¥ Your company and your value proposition fluent in order to be able to use knowledge

appropriately in their sales conversations.
¥»  The competition and how you win

And more Accuracy is not enough.

Some2 T 82dz YEE 08 Al BAy3 Salespeople need fluency.

provide knowledge training. We even hold a retreat
SIOK &SI NJ F20dzaSR 2y VY
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Knowingis Half the Battleg Failure to Build Fluent Saldénowledge

Figure 2The Real Revenue Opportunity: Training Salespeople to Sales Knowledge Fluency

Top 10%

oUWFAY Y[l SNE £ We define fluency aaccuracyplusspeedplus
e appropriatebreadth and depth
z
é ig When knowledge training stops at accuracy (if
o ;’; it even gets this far) you miss out on a major
% E revenue growth opportunity had you trained
% Top 259 to fluency.
« Average

Bottom 25%

[ [
Beginner Accurate
(Off the mark and sloyv /r

|
Fluent

1

Real revenue
opportunity

Training usuall
stops here
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Knowingis Half the Battleg Failure to Build Fluent Saldsnowledge

According to Aberdeen Group, bastclass companies are better at demonstrating product knowledge,
understanding client business challenges, and mapping productseamitedo those challenge® In other
words, bestin-class companies have fluesdlespeople. ifou can build this kind of sales knowledge within
your team, you too can experience bastclass sales results.

Figure 3How Sales Knowledge Fluency Leads to Bestlass Sales Results

4.2
4.1 m Best in Class
4 m Average

3.9 . )
3.8 [ Laggar
3.7 -
3.6 1 Source:
3.5 1 Aberdeen
3.4 - Group, May
3.3 - 2010
3.2 -

Demonstrating Product Understanding your Mapping your products and

Knowledge in the Sales customers' and prospects'services to your prospect's

Process business challenges business challenges

n=472

7

Sales training will continue to fail until sales knowled¢ ¢2 (KA a f1Fad LRAYGS Ylye &l
a

training: . 2dz OFlyQi SELSOG &az2ySz2y$sS (2
gl 8¢ wAIKG gl ez (NUzao . dz
1. Takes its appropriate place alongside sales lot fasterthan it does at most companies.
skills training
2. Covers the right content Build knowledge experts, and trgin to fluency. i
Otherwisesalespeopl& 2 Yy QU 06S Ol LJ 0t S 2
3. Trains salespeople to fluency masterful sales conversations you need them to lead.
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Square Pegs|Round HolesFailure to
Assess and Improve Attributes

When | worked for a large company, | (John) used to
know a number of people who were top performers
really excellent results producegswvho retired. But
GKSNBE ¢la I 6A3 LINRoOfSY?
years, they just kept showing up to work, but they
GSNBY QU ySIFENIée (KS LINERc

They had thecapabilitiesto be top performers; they
could selk but they were no longeactually doing what
it took to produce results. After years of crushing sale

|l t6s not enough to

targets for this company, commitment waned. Results
dropped.

Commitment is amttribute, not acapability.

In this case, attributes were the difference between past
success and current mediocrity.

] ust ggelkydu hawe torknow e a m

if they have the attributes required for top performance. We call these
attributes drivers and detractors of sales success. Together these will tell you
not only who can sell, but who will sell at a high level.
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SquarePegs | Round Holeg Failure to Assess and Improvtributes

You Must Assess Attributes along with Skills and Knowledge

As the academics put it, sales jobs are complex,and ¢ KS& al &% itsute® A G Qa G NHzS oé
performance may be less attributable to skills,

knoy\{ledge_, and credentials, and m.ore.attributable to 1y26f SRIS ySSRaod 2KSy GKSa
positive attitude and selfmage, motivationand because:

emotional intelligenceTheyd 2 2y (2 y 21

GNHzS> FdaaSaaiAy3da aO2YLIS{:

attributes), is a must!12

Saledeadersmust assess attributeslong with skill and

Y Peopl e don odriversdovsaccdedt Beople end up in sales training and may
actually attain the requisite skills and |
drivers in place to achieve top performance, and, sometimes, any performance at all.

When this happens i and it often does i square pegsé

¥ People have detractors holding them back: People end up in sales training that
have the drivers in place to succeed, but may have detractor attributes that act like
weights pulling them down as they try to compete in the sales race.
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SquarePegs | Round Holeg Failure to Assess and Improvtributes

Sales Drivers and Detractors

Ifthedrivers2 ¥ a4dz00Saa ¢cVBBYR{YIAVKESE LISSE 2y R2Say Qi KI @S3x T2
sales, the necessary commitment to take action, the rightisedige, and soogA (0 Q& 1jdzA GS Ll2 aaAof
aKz2dzZ RyQi S@Sy o6S Ay (GKS GNIYAYyAy3a G Fffo

Much as you might want your kid to go to medical school, if all they want to do is teach art history, medicine
rarely works out.

If too manydetractorsare in place, the salesperson might know what to do and have the capability and drive to
do it, but they still often fail.

Figure 4 Right Drivers + Acceptable Level of Detractors = Will Do

You need sales | You need the right | Key components
people who
Can do Capability —> Skills and Knowledge
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SquarePegs | Round Holeg Failure to Assess and Improvtributes

Exampl e: But He Wonot

Saya salesperson is listening to a prospect talk abou
plans for a technology purchase. The prospect says |
plans to move forward in three areas: A, B, and C.

The salesperson, having been through these technol
challenges many times before, knows that A and B a
good ideas, but C is a disaster waiting to happen.

He should bring this up appropriately to the prospect,
4SS AT GKSNBQa a2YSUKAY:
thinks C is a bad idea, see if he can help get things c
right path. He might even have the conversation skill
be able to do this well.

But if thesalespersoias the detractoneed for
approvaEl A1 Qa ftA{Sfe KS g2y

Li ke Meé

salespeople with a need for approval have great difficulty
speaking with prospects about anything that might upset
the prospect or rock the boat in their relationship.

This detractor attribute will, in this situation and many
20KSNAR tA1S AlZ AYKAOAG GKS
prospect make better decisions, to build a trusted

advisor relationship, and set themselves apart from
competitors.

So while he had the capability to sell, something else
was holding him back from reaching top performance.

Neglect attributes i real, incisive inquiry into each person i and sales training
initiatives come out of the gate with weights tying them down.

WAL RREE@uD com
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On the Road ttNowhereo Failure toDefine,
Support, and Drive Action

z

9{ wSaSINDOK SadAayYlrasSa GGKFG dzLJ G2 Ttm: 2F O2potdssfy A Sa R
Sowhat, right?

According to sales researchers Iigkiel YR . I NNE ¢NJ} Af SNI AYy G! YRSNEGF YRAY:
I 3 Ay & Harvakd BusiteBBview402 YLI yASa GKIF G KIFI@S aReylYAOE O2YL
GF2NXIE ¢ aSttAya LINPOS&A $BuUltsKl S GKS F2ff26Ay3 RAFTFS

Figure 5A Dynamic Sales Methodology Improves Sales Results

90%
80%
70%
60%
50%
40%
30%
20%
10%

0%

79%

Accurately Target Properly Qualify Effectively Present Effectively Cross Sell Value; Avoid Effectively

Prospects Leads Features and Sell and Up Sell Excessive Introduce New
Benefits Discounting Products
m Level 4 Companie: mLevel 1, 2, and 3 Companie SourceHBR, August 200t
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Onthe Road to Nowhere; Failure to Define, Support, and Driv&ction

A check of th@010 versiorof the sameresearch®revealed the following comparisons between the lower two
process categorizations (Ad Hoc and Informal) and the top categorization (Dynamic).

Figure 6 A Dynamic Sales Methodology Improves
Sales Results Similarly Years Later

70%

60%

m Ad Hoc Level 1
50% -

m Informal Level 2

40% - m Dynamic Level 4

30% -

20% -

Source: CSO
Insights,

10% - 2010

0% -
Rep Quota  Proposal to Sale Deals Close as
Attainment >75% Forecast >75%

In the same research report, CSO noted that 86.7% of
companies that employed a specific sales methodology

F OKASOPSR aY2RSal 2N aA3IyATA
2yt e nodg: NBLR2NIAYy3I GKFG |
AYLI OG¢é 2y GKSANI NBadzZ Gao

Those 70% of companies tHat2 yh&vé a standard
process and methodology underperform those that do
by significant amounts.
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Onthe Road to Nowhere; Failure to Define, Support, and Driv&ction

Process and Methodology

The power of process anaiethodology cannot be Methodology: A system of strategies, principles, rules,

dzy RSNAR Gl WBR® | SNBQa guidelines, tools, learning approaché&mguageand
evaluation methods for selling.

ProcessA systematic series of actions, typically grou

in stages, aimed at producing a specific output » Methodologyprovides guidelines and tools for
how to do specific things in the sales process like
» Processs & | 3JdzA RS G2 | O leading sales conversations, prospecting,
on the road to nowhere. delivering presentations, closing, goals setting,

account expansion, and so on
»  Processelps people be efficient and get more

done »  Methodologycreates a shared language that
everyone in the company understands, uses, and

»  Procesgrevents reinventing the wheel follows.

” Processallows for process improvement. If you » MethodologyK Sf LJA RSTAYS aoKI G
can measure it you can manage it. Find the various areas of the process, and provides a
LIS2LX S GKIFG I NB &adz00¢ platform to share that across the sales force and
doing to succeed, and you can help other peo company.
do the same

| f you want sales training t o-lessawdc eed,
methodology-less vacuum. Provide a framework that salespeople can follow
systematically to move prospects through the pipeline.
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Onthe Road to Nowhere; Failure to Define, Support, and Driv&ction

Goals and Action Planning

Processand methodology are essentially guides for  In other research by Dav€urlan a review of

behavior. They help you know when to do certain assessment results of 400,000 salespeople compared
things (process) and how to do them well the top 5% versus the bottom 5%.
(methodology).

Amongthe results was the following
{1fSa GONXYAYyAy3I GKFG 3Sa

goal setting and action planning to further guide ” Top5% ofsalespeople100% have
behavior, misses a huge opportunity to boost result: written goals.

When researching one of our own books, we spoke ” Bottom5% ofsalespeoplel6% have
5N WAY | I NISNE DI f f dzLJ written goals 16

Workplace Management and Wa3keing. Gallup has
alSR 20SNI MmH®Pp YAtEAZ2Y Not hing says fAroad t o n

AAAAA

SELISOUSR 2% YS Fu 62N) K |ack of goals and action plans.
dzSadA2ys GaGNBy3Ife | 3N

N2 KSNJ g2NRasx 2dzad dzyRS
expected of them at work.

5N | I NISNJ FdzZNIKSNJ G2 R
suffers dramatically with those that answer below
WEGNRy3Afe INBSPQE
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