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COPIES AND COPYRIGHT

As always, members are welcome to an unlimited number of copies of the materials contained within this handout. Furthermore, members may copy any graphic herein for their own 
internal purpose. The Corporate Executive Board Company requests only that members retain the copyright mark on all pages produced. Please contact your Member Support Center 
at +1-866-913-6451 for any help we may provide.

The pages herein are the property of The Corporate Executive Board Company. Beyond the membership, no copyrighted materials of The Corporate Executive Board Company may 
be reproduced without prior approval.

LEGAL CAVEAT

The Integrated Sales Executive Council has worked to ensure the accuracy of the information it provides to its members. This report relies upon data obtained from many sources, 
however, and the Integrated Sales Executive Council cannot guarantee the accuracy of the information or its analysis in all cases. Furthermore, the Integrated Sales Executive Council 
is not engaged in rendering legal, accounting, or other professional services. Its reports should not be construed as professional advice on any particular set of facts or circumstances. 
Members requiring such services are advised to consult an appropriate professional. Neither the Integrated Sales Executive Council nor its programs are responsible for any claims or 
losses that may arise from a) any errors or omissions in their reports, whether caused by the Integrated Sales Executive Council or its sources, or b) reliance upon any recommendation 
made by the Integrated Sales Executive Council.
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A LOOMING CRISIS IN SALES TALENT

Sales Employee Engagement Trends
2007–2009

Implications for 2009

1. PERFORMANCE 
IS DECLINING

Every 6% decline in eff ort reduces 
an employee’s performance by 
two percentile points.

2. ONE IN FOUR STARS 
PLANS TO QUIT

In spite of the tough job market, 
high performers continue to be 
10% more likely to leave than the 
general employee population.

3. TALENT DEVELOPMENT 
MUST BE A TOP PRIORITY

Without investing in talent 
development now, fi rms risk 
losing their stars and coming 
out of the downturn with core 
employees who lack key skills.

A DROP IN PRODUCTIVITY
The decline in employee engagement is decreasing overall productivity by 3–5%.

Percentage 
of Employees 

Displaying 
High Levels 

of…

…Intent to Stay

…Discretionary Eff ort

Time

Q4 2007 Q1 2008 Q2 2008 Q3 2008 Q4 2008 Q1 2009

Source: Engagement Survey and Analysis Tool; Corporate Leadership Council research.

While intent 
to stay has 
increased 
3.5% in recent 
quarters…

…the number of 
sales employees 
exhibiting 
high levels of 
discretionary 
eff ort has 
steadily dropped 
across 2008.

The current economic 
crisis raises the stakes 
of retaining stars 
and developing core 
performers before 
recovery begins.

 ■ Low-performing, disengaged 
employees are 24% less likely 
to quit in 2008 than they 
were in 2006.

 ■ Star performers, on the 
other hand, are in just as 
high demand as ever, and 
are more likely to seek jobs 
elsewhere.

 ■ As a result of this 
combination of trends, 
fi rms risk losing their stars 
while retaining increasingly 
disengaged core reps.
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Most training dollars are 
wasted on programs that 
neither drive behavior 
change nor satisfy reps.

 ■ Sales training consumes 
a large majority of fi rms’ 
learning and development 
expenses, and yet only 13% 
of that training is retained on 
the job.

 ■ Few sales reps are satisfi ed 
with their companies’ 
investment in their 
development.

FAILED DEVELOPMENT PROGRAMS

Sales Training’s Impact Over Time

Rep Satisfaction with Development Programs
“How satisfi ed are you with your company’s programs to improve business and sales skills?”

Percentage 
of Sales 
Training 
Retained

n = 1,320.

Day 1 Day 30

100%

13%

Unsatisfi ed Satisfi ed

39%
61%

Reps lose 87% of what 
they learned in training 
within 30 days.

Source: Integrated Sales Executive Council research.
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Traditional training fails 
because of rep resistance 
and barriers to applying 
lessons on the job.

 ■ Many sales training programs 
fail because they neglect the 
simple step of convincing 
reps they need improvement 
in the fi rst place.

 ■ Rather than poorly 
designed training content, 
the biggest barrier to 
improved performance lies 
in barriers to applying new 
skills on the job.

 ■ Reps may leave training 
excited to try out new 
skills, but then panic in-
the-moment and revert to 
familiar tactics.

 ■ While companies expect 
managers to reinforce reps’ 
new skills learned in training, 
managers often did not 
practice these same sales 
approaches and thus are 
unfamiliar with how to coach 
them.

IN ONE EAR, OUT THE OTHER

Reasons Most Training Fails to Drive Behavior Change

Training Programs Fail to Change Rep Behavior

Failure to Apply

On-the-job barriers hinder 
application of new skills

Failure to Learn

Reps resist 
learning new skills

Day-to-
day job 

tasks derail 
opportunities 

to practice 
new skills

Managers 
have no 
frame of 
reference 

for coaching 
what they 
did not do 
themselves

Reps believe 
they already 
do the right 

things

Reps believe 
new skills will 
not help them

Requests 
from other 
functions 

confl ict with 
training 
lessons

Source: Integrated Sales Executive Council research.
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Building next-order sales 
skills requires experience 
and repeated practice, 
unifi ed under a common 
framework.

 ■ Although tacit skills such 
as business acumen require 
base knowledge (e.g., 
diff erence between income 
and cash fl ow statement), 
the real learning happens by 
applying that knowledge in 
multiple situations over time.

 ■ Because tacit skills cannot 
be reduced to discreet, 
repeatable steps, reps must 
learn by doing, “discovering” 
for themselves what works 
and what does not.

 ■ A “sales university” is the 
best way of developing reps 
because it links all stages of 
development together under 
the same framework.

Sales University: A development 
organization within a fi rm that 
houses the fi rm’s training, assesses 
individuals’ capability in order to 
prescribe appropriate training, 
structures post-training coaching 
and skill application, and tracks 
progress.

THE SOLUTION

Principles of World-Class Sales Development Programs

Develop reps with a unifi ed, long-
term learning process, not with 
a series of one-off  knowledge 
transfers (training sessions).

Guide reps to “self-discover” how 
to do their jobs better through 
examples and experience (don’t 
just “tell” them what to do).

Equip managers with resources 
designed to reinforce specifi c 
concepts introduced in training.

Publicly recognize reps for 
exhibiting desired behaviors
 (not just results).

Only require individuals to attend 
training relevant to their needs.

World-class development 
programs adhere to the 

following principles:

Source: Integrated Sales Executive Council research.
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SALES ACADEMY (GEN-I)

OVERVIEW

Gen-i develops sales talent through a comprehensive learning process spanning classroom training, on-the-job 
application and coaching, and formal certifi cation.

SOLUTION HIGHLIGHTS

Unifi ed learning framework
“Prepare, Learn, Apply, Perfect” framework links all stages of the learning process from start to fi nish.

Learning through self-discovery
Training in which reps improve work brought in from their jobs, and follow with immediate application and coaching in 
the fi eld, drives learning.

Need-driven training
Sending reps only through training their managers deem they need removes rep excuses that training is irrelevant.

Incentives to learn
Graduation from the Sales Academy is tied to career advancement and MBA credits, motivating participation.

SCENARIO

 ■ Gen-i ramps up training eff orts on business acumen, but after years of training fi nds little discernible behavior change.

 ■ Trainers discover that some reps dismiss training as irrelevant, while others struggle to apply what they have learned 
in their jobs.

COMPANY SNAPSHOT

Gen-i Australasia
Industry: Telecommunications Gen-i is the business-to-business solutions division of Telecom 

Corporation of New Zealand Ltd.2007 Sales: U.S. $1.6 B
Employees: 3,000

Source: Gen-i Australasia; Integrated Sales Executive Council research.
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Gen-i’s Sales Academy 
spans all stages of 
employee development.

 ■ Before presenting to a 
graduation panel, a rep must 
be certifi ed by her manager 
as having “mastered” all fi ve 
competencies.

SALES ACADEMY

Mechanics of Gen-i’s Sales Academy

Determining individual 
development needs

Managers assess 
reps’ profi ciency 
in fi ve core 
competencies

Gen-i’s sales competencies
 ■ Sales Planning
 ■ Business Acumen
 ■ Team Leadership
 ■ Product Knowledge
 ■ Selling Skills

Classroom 
training 
introduces reps 
to new concepts

Details
 ■ Each competency has a defi ned 
development track, with training and 
coaching modules, for each role

 ■ Reps bring projects from their jobs into 
training to work on

Reps present 
their work to 
graduation panel 
for evaluation

Panel members
 ■ CEO or GM
 ■ Head of Sales 
Academy

 ■ Regional Head of 
Sales

 ■ Head of Human 
Resources

Managers select 
training modules 
to close rep skill 
gaps

Reps apply new 
skills in the fi eld, 
with manager 
coaching

Development 
over time

Certifi cation and 
Graduation

Source: Gen-i Australasia; Integrated Sales Executive Council research.
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Prepare
 ■ Agree to development 
goals with manager

 ■ Pre-training homework

Apply
 ■ Apply new skills 
on the job

 ■ Manager coaching

Learn
 ■ Classroom 
training

Perfect
 ■ Ongoing practice
 ■ Certifi cation and 
Graduation

Element #1: Gen-i links 
all stages of the learning 
process under a start-to-
fi nish framework.

 ■ Unlike most development 
programs, classroom training 
constitutes only a small 
portion of the overall Sales 
Academy framework.

 ■ Most of the actual 
learning and skill 
improvement happens as 
reps repeatedly “apply” and 
“perfect” new knowledge 
and skills on the job.

 ■ Linking development under 
the same framework, with 
common metrics, language, 
and materials, prevents 
elements of the learning 
process from falling through 
the cracks over time.

START TO FINISH

Gen-i’s Sales Academy Learning Process

Linkage #1: Real-world 
training content
Reps bring a project 
they are currently 
working on to training, 
which serves as the 
basis for training 
content.

Linkage #2: Course-
specifi c coaching 
guides
Managers receive 
coaching guides for 
each training module to 
build on specifi c lessons 
from training.

Linkage #3: Job-
embedded certifi cation
Reps are certifi ed only 
after demonstrating 
repeated success 
in the fi eld in all 
required competencies 
by presenting to 
assessment panel.

Source: Gen-i Australasia; Integrated Sales Executive Council research.
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Element #2: Rather than 
teaching reps exactly 
what to do, Gen-i leads 
reps to self-discover 
better ways of doing 
their jobs.

 ■ Rather than merely 
explaining benefi ts of 
training logically, Gen-i leads 
reps to discover through 
experience why they need to 
improve skills.

 ■ Bringing actual work from 
their daily jobs to training 
allows facilitators to draw 
reps’ beliefs about what 
constitutes “good” out into 
the open before challenging 
those beliefs.

 ■ During training, reps apply 
new learnings toward 
improving the work they 
brought in, and execute the 
improved versions in the 
fi eld post-training.

 ■ Experiencing both 
current approaches’ 
failure and new methods’ 
success powerfully creates 
receptivity to learning and 
applying new skills.

“AHA” MOMENTS

Stages of Rep Self-Discovery

Initial experience 
using new approach

Success applying new 
approach in real world

Receptivity to 
learning new approach

Conditions 
necessary for 
self-discovery 

to occur

How Gen-i 
does it

 ■ Repeated application 
of new skills or tools 
on the job.

 ■ Reps attribute newfound 
success to new skills 
or tools.

 ■ Reps execute improved 
projects in the fi eld with 
manager coaching.

 ■ Reps and managers identify 
further opportunities to 
apply new skills.

 ■ Recognition that training 
directly improves what they 
do on the job.

 ■ Learning occurs through 
doing, not just being told.

 ■ Reps work to bring their 
projects in line with 
accepted standard under 
facilitator’s guidance.

 ■ No excuse for own work 
not measuring up to the 
accepted standard.

 ■ Recognition that current 
behavior cannot achieve 
acceptable results.

 ■ Reps bring a current 
project for a commercial 
interaction to training.

 ■ Facilitator contrasts 
project with example of the 
accepted standard.

Business Proposal:
Fiber-Optic Networking

Business Proposal:
Fiber-Optic Networking

Hidden Dispatch Costs:
A Technology Solution

Our Values Our Values

Price Schedule Price Schedule Your Costs Versus Competitors

Manual Dispatch: Huge CostsGlobal Reach Global Reach

Source: Gen-i Australasia; Integrated Sales Executive Council research.
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Element #3: Reps take 
only the courses they 
need, and only when a 
critical mass of reps need 
the training.

 ■ While most companies send 
all reps through the same 
training programs, Gen-i 
trains individuals only in 
skills that need improvement.

 ■ Managers and reps agree on 
goals and targets for post-
training skill improvement, 
giving reps a clear sense 
of what they want to 
accomplish and how they 
will measure success.

 ■ A training course is only 
off ered when enough reps 
have been identifi ed as 
having a need for it, keeping 
costs down.

DEMAND-DRIVEN TRAINING

Matching Training to Individual and Organizational Need

Assessment Tip

Keep assessments simple to 
boost manager participation:

 ■ Limited number of 
competencies

 ■ 3–5 point rating scale
 ■ Assess two times per year

Individual 
Competency 
Assessment

Suffi  cient 
Organizational 

Need for Course

Competency Assessment

Sales Rep:

Sales Manager:

Sales Planning:

 ■ Communicates and executes sales and technology plans.
 ■ Uses CRM for accurate contact information and 
forecasts.

Business Acumen:

 ■ Analyzes the customer business and value drivers.
 ■ Develops proactive strategic business cases.

Send to 
Training:

 ■ Business 
Acumen 201

Certifi ed 
Mastery

Critical mass of reps 
who need Business 

Acumen 201 reached

Rep: 
Richard 
Starkey

Course Occurs

1

1

2

2

3

3

4

4

5

5

1

2

Source: Gen-i Australasia; Integrated Sales Executive Council research.

Richard Starkey

Brian Epstien
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Element #4: Opportunities 
for career advancement 
and recognition motivate 
sales professionals to 
undertake the Sales 
Academy.

 ■ As reps perfect each target 
competency, managers certify 
them as having achieved 
“mastery.”

 ■ When reps reach mastery in 
all required competencies, 
their managers nominate 
them to go before a 
graduation panel for fi nal 
assessment.

 ■ This “pre-certifi cation” step 
prevents reps from going 
before the graduation panel 
before they are ready, while 
avoiding a one-size-fi ts-all 
development timeframe.

MAKING IT WORTHWHILE

Incentives for Completing the Sales Academy

Continued practice and 
coaching.

Graduation

Failure

Manager certifi es rep’s 
mastery of all competencies 
and registers rep for 
graduation assessment.

Rep presents before 
graduation panel.

Source: Gen-i Australasia; Integrated Sales Executive Council research.

Benefi t #2:
Internal Prestige

Recognition at national 
sales meeting.

Benefi t #1:
Career Opportunities

Graduates recognized as 
“best talent” for future 
promotions.

Benefi t #3:
External Recognition

Course credit toward 
MBA at New Zealand 
business school.
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2004 2009

23%

10%

Rating: "Requires Improvement" Rating: Outstanding (Mastery)

37%

7%
11%

32%

Gen-i’s Sales Academy 
framework upgrades the 
company’s sales talent 
profi le.

 ■ Managers’ assessments of 
rep capability have increased 
each year since the Sales 
Academy was launched in 
late 2004.

RESULTS

Benefi t #1: Rep Skill Improvement
Manager Assessment of Direct Reports’ Sales Capability

“One new hire told us he 
signed with us for 
$20,000 less than our 

direct competitor because of the 
opportunity for development 
off ered by the Sales Academy.”
Manager, Sales Academy
Gen-i Australasia

2004 2009

39%

69%

Benefi t #2: Talent Retention and Engagement
Sales Force Turnover Employee Engagement

2004

2009

 = (81%)

 = (57%)
 = 77%

 = 191%
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Source: Gen-i Australasia; Integrated Sales Executive Council research.
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