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Introduction 

Gone are the days of trial closes, cold calls and talking about your 
prospects golf pictures to build rapport. 
 
The sales landscape has changed and unless you’re prepared you 
will be doomed to compete solely on price, because in the absence 
of value price becomes the deciding factor. 
 
So here’s the new reality; your customers are more demanding, 
better educated and have more choices than ever.  
 
So what can you do? 
  
Begin by setting clear expectations with everyone on your team. The 
number one reason we see sales initiatives fail is because of a huge 
gap in expectations between sales people and the management of 
the company. Get everyone involved in setting clear and 
measurable goals. 
 
You need to offer more than products and services. You must bring 
more to the table than product knowledge; your customers can find 
that online with the click of a mouse.  
•   How can you affect their business?   
•   What insights can you bring to them that your competitors can’t?  
Your team needs to become resources and people your customers 
can count on, not just sales people. 

 
Communicate with your market using multiple streams. Today you 
need to use a combination of traditional media, web, social media 
and direct tactics to break through the noise and get your message 
in front of the right people at the right time. 
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Develop sharable content. You and your team need to establish 
credibility and standout in your market. A great tool to accomplish 
this is to develop content your customers need and find 
interesting. It can be as simple as a blog, or you can create videos 
or even reports and complete eBooks. The goal is to establish you 
as a thought leader in your category. 
 
Know that you can never rest. You and your team need to stay 
hungry. This means continuous learning and improvement of skills 
and tools.   
 
The best way to accomplish this is to meet with customers regularly 
and ask them what they need now that they didn’t need before. 
The more you stay focused on what your customers are telling you 
and not sitting in your office making hunches,  you’ll see 
measurable success. 
 
This report will give you the step-by-step strategy and tools you’ll 
need to sell successfully in today’s environment. 
 
 



What a sales person needs today 

If you were to ask most sales people what are the top three 
things they need to be successful, what they need in their 
“sales tool kit”, what do you think they would be? 
 
We usually hear: 
 
1. Product knowledge 
2. Good leads 
3. More time in the day 
 
The truth is that’s not what successful sales people need today, 
what’s really needed is a new way of looking at sales. 
 
We believe the top three things a sales person needs today is: 
 
1. Credibility in the market – them not just their company 
2. The ability to understand their customers business beyond 

the products and services they sell 
3. The ability to understand and manage the right numbers 
 
Before we get into how to achieve these goals, let’s first look 
at how someone buys. 
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Let’s start with how people buy 

No matter who you are, when you purchase something you sub-
consciously go through five stages. At each stage you need different 
information to help you move on to the next stage or to decide to stop. 
 
The first stage is Awareness. At this stage you become aware that 
something is not right. You see human beings won’t change until what 
they are currently using no longer works for them. This is why 99.9% of the 
promotional messages aimed at you go ignored. You only pay attention 
to those that are relevant to your current reality. So this stage is important, 
but most of the marketing aimed at you will still go ignored unless the 
“pain” is too great, which then moves you to the next stage. 
 
Interest is the next stage, and the big difference here is that you are 
prepared to take some form of action to eliminate the pain. This is where 
you will start not only paying attention to promotional messages related to 
your current need, you’ll start to seek them out. 
 
As you start to gather information, you move to stage three which is 
Evaluation. Here you’re on a fact finding mission. You’re looking for 
product/service information, reviews, testimonials, and credible sources. 
As a marketer this is where you have a chance to stand out and show why 
you’re unique. This is where sales and marketing come together to help 
move the person to the next stage. 
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Let’s start with how people buy 

As you become better informed and start to clarify what your real need is, 
you move to stage four; Analysis. In stage three you were gathering as 
much information as possible, in stage four you’re now narrowing your 
choices. This is typically where you start comparing your top choices 
based on a criteria of value that is tied to what you believe is important. 
 
The final stage is Commitment. Here you make a final choice. And that 
doesn’t always mean you make the purchase. Your decision may be to 
stick with what you have because the price is greater than the perceived 
value. 
 
This process can take seconds “I’m hungry” to months or years “I need to 
buy a new car”. But as a marketer you need to have information 
available that speaks to your market at each stage and answers their 
questions to help them move from one stage to the next. 
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The sales funnel 

Just as an individual goes through five stages when making a purchase, 
those same stages exist when we sell. We call this a sales funnel, because 
as we work with people our primary job is not to “close” someone. That 
went out with plaid sports coats in 1987. Your job is to qualify them. 
 
What we mean by qualify is that your job is to help them determine if your 
solution is right for their problem. As you ask more of the right questions you 
help them get clearer about what’s important to them, then the solution 
becomes apparent and closing is redundant.  
 
How the sales funnel works: 
 
Contacts 
• Companies or individuals you’ve identified that you believe would buy 
what you sell, but you’ve not contact as of yet 

 
Prospects 
• Companies or individuals you’ve contacted and qualified that they do 
buy what you sell, but they have not indicated an urgency to act 

 
Leads 
• Companies or individuals that have an urgency to take action and 
that are interested in you helping them 

 
Proposals/Quotes 
• Companies or individuals that you have discussed detailed solutions 
with and have provided a specific offer to 

 
Customers 
• Companies or individuals that have agreed to do work with you via 
payment or PO 
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Through our work with hundreds of B2B companies and their sales teams, we have identified five key areas that 
we believe make a sales person and a sales department successful. 
 
The team 
• Skills and attitude 

 
Your offer 
• Stop selling products and services and start selling value 

 
Credibility 
• Become known for something to your market and be a resource beyond the sale 

 
Knowing the numbers 
• Measure more than just sales. Focus on activity, behavior and conversion rates 

 
90-day plans 
* Set clear expectations, manage the sales funnel and continuous skills training  
 
We will now walk you through each of these five steps and give you recommended steps to take to see positive 
results with your sales efforts. 
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The Team 
 
There are five critical areas of importance when developing your sales team: 
 
1. Willingness to learn 
2. Ability to self-manage 
3. Teamwork 
4. Ability to build trust, respect and rapport 
5. Work ethic 
 
Each is equally important. As the owner of the company or sales manager, this is the first step in developing 
a powerful sales team. Remember you can’t fix people. If you start with a poor team, you will get poor 
results. 
 
If you start with people that have these key attributes you can easily train them in selling skills and product 
knowledge. If however, they are stuck in their ways, believe they already know all there is to know about 
selling or want to coast on past performance, your chances for success are slim. 
 
When hiring, don’t focus as much on experience focus more on attitude and personality. No matter how 
much training you provide for someone you can’t teach them to like people. 
 
While sales skills can take time to learn, someone who is easy to like, works hard and is eager to learn will 
always surpass the old stuck in past sales rep. 
 
Remember that the goal of sales is to transfer confidence, therefore you need to ensure your people are 
confident, prepared and can influence others. You can always train for sales skills but never attitude. 
 
Invest your time in getting the right people, this is by far the most important step in today’s sales 
environment. 
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Your Offer 
 
If you are competing more and more on price, then you are not viewed by your customers as a resource or 
a partner, rather you’re simply a product peddler. To them you bring no added value so the deciding 
factor is the lowest price. 
 
That’s the fastest way to go out of business. 
 
To combat this the first thing you need to do is to ensure that you and your team understand your 
customers business beyond the products and services you sell. 
 
You might think this is a waste of time. “My customers are busy they don’t have time for all this stuff”.  
 
The reality is you and your team only talk to them about what you want, not about their business.  All of your 
conversations are about the things you sell. When you walk into their place of business they automatically 
think “what does he want to sell me today”.  
 
To truly build a relationship with a customer they have to see and believe that you have their best interest 
at heart. To do this requires a full understanding of their business and what’s important to them. This way you 
can be helpful. 
 
This is a change in how you look at selling. Are you after sales or customers? 
 
There is a concept called LTV, it stands for Life Time Value. It means that a customer is worth more than a 
single transaction, they are worth a lifetime of transactions, service upgrades and referrals. 
 
You can’t win a customer for life with the lowest price. If you win them on price you will lose them on price. 
 
 



Recommendations 

12 

Credibility 
 
Each of your people need to be known to your market. We don’t mean 
known only that they work for you, rather, that they have knowledge, 
ideas and solutions that are beyond what you sell and are beneficial to 
the people you want to connect with. 
 
To do this each member of your team should employ as many of these 
tactics as possible: 
 
Content Creation 
Speaking 
Networking 
Social Media 
 
You don’t need to be “the” expert, but you need to show your market 
that you and your team have expertise and that you’re willing to share 
it. 
 
A simple exercise to help you get started is to identify the top 25 
questions you get asked most by your customers. This will become your  
best content and at the same time position you and your team as 
knowledgeable, intuitive and approachable. 
 
Imagine at your next tradeshow if your sales leaders were key note 
speaking instead of just standing at your booth. 
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Knowing the numbers 
 
While revenue numbers are important, they are not the only numbers that 
are critical to the success of your sales efforts. We have found that the 
successful B2B teams we work with focus on these numbers: 
 
• Sales Funnel Conversion rates (From contact to customer – each stage) 
• Dollars pitched 
• Dollars committed 
• Activities 

• Contacts 
• Touches 
• Appointments 
• Proposals/Quotes 

 
By monitoring and understanding these numbers, you will be in a much 
better position to act quickly should the market fluctuate, competitors 
become more aggressive or new opportunities present themselves. 
 
Each member of your team will perform at a different rate based on 
personality, ability, customer base and experience. You should never 
determine one set of numbers for the whole team to reach. Work with each 
team member individually to set targets that are reachable, but at the 
same time tough (stretch goals).  
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90-Day Plans 
 
When sales people are left to develop their own success plan, most fail. To ensure this doesn’t happen 
we have been using a tool for years called the 90-Day Plan. 
 
Why 90-days? Three reasons: 
 
1. It allows your team to break down their annual goals into a more manageable size so it doesn’t seem 
so daunting 
2. It’s a long enough time period to see results but not too long to not be able to correct mistakes  
3. It allows you and your sales person (or just you) to be part of the planning process and have a stake in 
creating your results 
 
We believe in the old saying of Henry Ford “failing to plan is planning to fail.  The 90-day plan is a tool that 
brings everything that is important for success into the play. 
 
Elements of The 90-Day Plan 
 
• Quarterly revenue target 
• Current customers you want to increase business with 
• Lost customers you would like to win back 
• New prospects you want to target 
• Touch campaign 
• Activity requirements (touches, calls, appointments, quotes/proposals) 
• Competitors 
• Tools and Resources needed (technology, training, product knowledge) 
• Milestones – 30 day and 60 day targets to ensure the sales rep is on track 
 
You can feel free to add or subtract what ever you want from the list above. Just the fact that you are 
focused on doing and monitoring the right things will have a tremendously positive effect on your results. 



About the author 

I get approached by business owners because they are not happy with sales, 
development, team performance and growth.   After our first conversation I usually 
find out they have trouble getting things done because of one or two things. The 
company has grown to a new size, or they simply do not have the right people in the 
right places. Because of this, they are unsure about what to do next.  
 
So I am known for helping companies do four things:  
 
1.   I work with your team, to make sure you have the right people in the right roles  
 
2.   I work with your company to ensure you have a clear and committed corporate 
vision and strategy 
 
3.   I work with you and your team to better communicate with and service your 
market and customers 
 
4.   And lastly I put everything into action with dates, commitments, resources and 
accountability. I measure results and help you drive change  
 
These owners tell us they do not want theories and books, they want me to get s@#! 
done.  
 
If that sounds like something you need, let’s talk. 

Neil Thornton  
The Thornton Group 

Direct: (905) 401-1434 
neil@thorntongroup.ca 

thorntongroup.ca 
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