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Sales Metrics & Analytics:
Unlock Your Data and
Increase Revenue

Define which sales metrics are important, setup
reliable measures, and drastically improve your
sales culture. Be data-driven.
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01 - INTRODUCTION TO SALES METRICS

When it comes to sales, most people don't immediately think of concepts like data collection,
metrics, or analytics.

When most people think of sales, they picture an upbeat, maverick salesperson who woos
customers on the golf course through sheer wit, charm, and natural instinct. In reality, this fast and
loose approach to sales is losing out to a more methodical approach.

Like everything else in business today, sales is quickly evolving. Sales organizations today are
incorporating new technologies and data analytics capabilities to help them adapt to these rapid
changes.

This new, systematic, data-driven approach helps salespeople hone their skills, check their gut
instincts against hard data, and leverage technology to automate repetitive tasks, become more
efficient, and close more deals in less time.

More importantly, business leaders can now rely on data and advanced sales analytics in order to
make smarter decisions, rather than basing important business decisions on mere guesswork and
intuition.

That's not to say that there’s no art to the process of selling. Salespeople must still be
people-oriented, engaging, and charismatic. They must be able to think quickly on their feet, be
sympathetic to the needs of their customers, and be highly-aware of the logical and emotional
motivators of each stakeholder involved in the buying process.
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While these “soft skills” are still valuable and necessary, increasingly, the organizations that refine
their selling practices using hard data end up coming out ahead. Relying on imprecise methods of
decision-making leaves you vulnerable to disruption by smarter, more data-savvy competitors, no
matter what industry you're in.

In order to continue driving higher revenue and profits, you must be able to identify and collect data
on the right sales metrics that can help you spot risks and opportunities for growth.

“Everybody gets activity metrics at this point. | think that's an old story. What you're seeing
people do a better job of — though it’s still not good — is really understanding which
metrics are making a difference.”

- Steve Richard, CRO, ExecVision [Source]

Fortunately, a sales analytics program is relatively easy to set up, and it can deliver drastic profit
increases by improving decision-making, increasing efficiency, and expanding your capacity to satisfy
more customers and close more deals.

02 - WHY ARE SALES METRICS IMPORTANT TO TRACK?

It should come as no surprise that sales organizations that rely on metrics, data, and analytics
outperform the competition in all areas.

By measuring the right sales metrics and utilizing smart management methods, you
can:

Achieve and maintain more predictable revenue growth

Provide a better customer buying experience
Build and lead a high-performing sales organization

Reduce your customer acquisition cost and increase your sales contribution margin
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According to research by McKinsey Global Institute, data-driven organizations achieve a significantly
higher likelihood of above-average performance across the entire customer lifecycle:

e The likelihood of generating above-average profits is 126% higher for data-driven
companies.

e 50% of data-driven companies are likely to have above-average sales, compared to only 22%
of their less data-savvy competitors.

e Data-driven companies are 2.6 times more likely to have a significantly higher ROI than their
competitors.

% of companies above competition’

B No extensive use of customer analytics®

Profit B Extensive use of customer analytics
Sales Extensive users of
customer analytics
are more likely to
outperform the market
Sales growth
ROl

'Based on “Please describe the performance of your firm/business unit in the following areas relative to your average competitor”. “Above
competition” defined as 6 to 7 on 7 point scale: 1= Well below competition, 7 = Well above competition.

“Based on “Please indicate how much you agree or disagree with the following statement: In our firm/business unit, we extensively use customer
analytics”. Scale 1 to 7:1 = Strongly disagree, 7 = Strongly agree. Comparison of Low 2 vs. Top 2 Box.

Source: McKinsey Global Institute

In addition, McKinsey found that data-driven companies are:

e 23 times more likely to clearly outperform their competitors in terms of new- customer
acquisition

e Otimes more likely to surpass them in customer loyalty

e 19 times more likely to achieve above-average profitability
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Performance index’ B Low performer®
W High performer
Strategic KPI's Tactical KPI's
Customers Sales to existing
acquired customers
None of the
customer relevent
Customers Customer key performance
retained profitability indicators must be
missed. Goals
Customer Value delivered need to be set for
both strategic and
£, {0 customers tactical indicators
Customer Migration to
satisfaction profitable
segments

'Based on “Please describe the performance of your firm's/business unit's marketing group in the following areas relative to your average
competitor (consider the immediate past year in responding to these items).” “Above competition” defined as 6 to 7 point scale: 1 = Well below
competition, 7 = Well above competition.

“Based on "Please describe the performance of your firm/business unit in the following areas relative to your average competitor”’: Aggregate
index derived from the dimensions Sales, Sales Growth, Profit, ROl. Comparison of bottom vs. top quartile.

Source: CMAC CLM Serviceline — DataMatics team

Source: McKinsey Global Institute

McKinsey also found that 53% of fast-growing companies rate themselves as effective users of
analytics.

Fast-growing sales organizations use analytics more
effectively, but most organizations struggle.

Companies rating their use of analytics as extremely effective or moderately effective,
% of companies

Fast growers'  Slow growers Overall

Source: McKinsey & Company
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However, even though most business leaders now realize the importance of being data-driven,
McKinsey's research also found that most sales organizations today (57%) still do not view
themselves as effective consumers of advanced analytics.

If you feel like your organization is beginning to fall behind, you're not alone. Several
measures of average sales performance have been declining steadily nationwide.

According to the 2017 CSO Insights World-Class Sales Practices Report, the average quota
attainment was 63% for U.S. salespeople in 2012. That's across all geographies, industries, and
company sizes.

In 2016, the average dropped to 53%.

Average quota attainment for U.S. salespeople in decline

-

2012

2016

Source: Running Up the Down Escalator: 2017 CSO Insights World-Class Sales Practices Report

Source: 2017 CSO Insights World-Class Sales Practices Report

Why is sales performance declining?

Several reasons have been cited in various studies for the decline in sales performance:

Competition has intensified. Customers have more choices of alternative products
and services
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Customer buying decisions involve more people and more business units. Users are
becoming more influential in purchase decisions about systems and technologies
Misalignment of quota assignments due to inaccurate or incomplete sales data

Sales cycles are getting longer

It's harder to generate high-quality sales leads

0000

In addition:

Customer expectations have risen. Sales processes haven't kept pace
Turnover in sales jobs is increasing. Higher turnover reduces productivity
Ramp-up times for new sales reps are longer

Economic, political, and technology disruptions are increasing

03 - WHAT ARE TOP-PERFORMING SALES ORGANIZATIONS DOING
DIFFERENTLY?

While most sales organizations continue to struggle, there is a small group of organizations that
continue to buck the average trend, and are being rewarded very well for doing so.

Here are the 5 things that set top-performing sales organizations apart from their competitors:

1. High-performing sales leaders use data and analysis to inform their
decisions

Data-driven companies are 5% to 6% more profitable than their competitors, according to research
from McKinsey.

The days of relying on intuition and guesswork to make important business decisions are over.
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While high-performing sales leaders do use the intuition they've developed from experience, they
also understand its limitations. They know that reflexive decisions often spring from bias, and bias
often leads to bad decisions.

They see sales data as one of their most valuable management tools.

And, in order to make sure their sales metrics are always accurate and up to date, they get data
delivered automatically.

2. They see their sales organization as a system

While they understand that sales is a people-oriented art form, high-performing sales organizations
also make sure that everything they do is informed by data, and carried out in an orderly, systematic
manner.

World-class sales leaders see their organization as a team, not a group of solo performers.

If their sales team isn't producing the results it should, they look for ways to improve the system.
They don't seek scapegoats.

3. They have easy access to data they can trust

They use technology to capture sales data and measure sales metrics from many sources, including
email, phone calls, social media, and other sources.

Because of this, the data is always accurate. It's not distorted by the agendas of individual sales reps.

With better data, they can make better decisions. They know their executives and board members
are likely to trust data-based recommendations over intuition or gut-level guesses.

4. They develop their team.

They invest in coaching and training. They provide coaching that's based on key sales metrics and
custom-tailored to the needs of individual sales reps.

5. They help their team deliver a great buying experience for customers

They use key sales metrics to help ensure that customers get the right level of attention. They
ensure that salespeople provide the right information at the appropriate time.

If a sales rep leaves the team unexpectedly, they use existing sales data to inform the next person
who becomes responsible for the account, ensuring continuity and consistency.
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04 - 10 WAYS TOP-PERFORMING SALES ORGANIZATIONS ARE
HARNESSING THE POWER OF SALES METRICS

Oftentimes, even if an organization does realize the importance of collecting data to measure key
sales metrics, it's still incredibly difficult to figure out exactly how to sift through all that raw data,
make sense of it, and put it to good use.

To help you brainstorm different uses for data in your own organization, we've compiled a list of 10
ways top-performing sales organizations are utilizing their sales data and key sales metrics to
generate more revenue and outmaneuver their competitors:

1. Disruption and innovation

In order to remain competitive, you must be able to quickly adapt to changing marketing conditions,
trends, and customer demands. In such a dynamic, fast-moving business environment, a
well-designed sales analytics program could easily become your competitive advantage.

Reliable data allows you to accurately predict changes in the marketplace. With this foresight, you
can disrupt your own organization, leverage the latest technology to create innovative, new business
models, and better meet the needs of your customers before a more nimble, data-driven competitor
does.

2. Predictive sales forecasting

One of the most obvious benefits of tracking sales metrics is the ability to predict future sales based
on historical data. Unlike ambitious goal-setting, historical data gives you an accurate and realistic
picture of how much revenue your team should be generating within a certain time period.

In addition, Al sales tools can now relate your current transactional and customer interaction data
(emails, meetings, phone calls, etc.) to actual sales outcomes in order to predict future revenue to an
extremely high degree of accuracy.

When you can accurately forecast what revenue will be and spot risks early, you can use that
knowledge to allocate resources and manage your workforce more efficiently. In addition, cutting
waste enables your organization to be more agile so you can quickly respond to changing market
conditions.

Historical sales data also allows you to compare your organization’s performance to industry
averages to see if you're on track. If you discover that your sales metrics do not align with industry
averages, you can now begin the process of identifying the root cause and making the necessary
corrections.
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3. Territory coverage

One of the more advanced ways of utilizing sales data to maximize efficiency and optimize resources
is to discover and fill gaps in the coverage of assigned sales territories.

Top-performing sales organizations look for signs that sales activity in each territory may either be
too narrow in scope, or not deep enough in key accounts or opportunities.

They use transaction and customer data to first define each territory. Then, each territory is
reviewed to ensure they have sufficient resources to meet company goals.

Once territories are defined, sales strategies are deployed, further data is collected, and territories
are realigned accordingly.

4. Positioning

By becoming data-driven, you can ensure that you are always saying the right thing, to the right
customer, at the right time.

Most organizations find it extremely challenging to develop value propositions that are effective at
convincing each segment of customers they target to buy from them. While most companies opt for
a one-size-fits-all approach, data-driven companies are able to test many different value
propositions on different segments of customers to identify which are the most effective.

By collecting and cross-referencing many data points, it's possible to build highly-personalized value
propositions tailored to the specific needs of each customer segment.

Another challenge is setting the price of new products and services to ensure maximum sales and
revenue. Using market data and dynamic-pricing engines, companies can test many different price
points to determine what the optimal price is for each solution, and even for each segment of
customers.

Some companies have discovered that, in order to maximize revenue, they actually needed to raise
prices. While price increases may cut the number of potential sales, by growing the average size of
each sale, you may be able to achieve an increase in overall revenue.

5. Product portfolio management

Sales metrics provide many valuable insights that your organization can use to cut costs and
improve your product offerings.

By analyzing transactions, you can spot products whose sales are under-performing overall, or
under-performing in certain customer segments. Then, you can investigate why they are
under-performing, and use the feedback from customers to refine products to better meet their
needs.
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In addition, you might determine that some products are no longer worth producing or supporting.
By cutting these under-performing products, you can decrease costs, and focus more time and
resources on products that drive the most revenue and profits.

6. Performance management

By tracking and analyzing the right sales metrics, managers can be more effective at correcting
performance issues, setting realistic sales goals, incentivizing high performers, and motivating their
team.

When sales managers have reliable data, they can create a sales forecast for each, individual sales
rep, and compare their current performance to their performance in the past.

If a sales rep has unusually low performance, sales managers can focus more time on coaching and
training that sales rep.

On the other hand, if a sales rep has unusually high performance, sales managers can now
acknowledge and reward that rep’s hard work.

7. Customer retention

According to research by Esteban Kolsky, 67% of customers report bad experiences as a reason for
churn, but only 1 out of 26 unhappy customers complain.

Many companies use historical customer data to identify the top factors that cause customers to
churn and spot at-risk accounts so they can proactively reach out to those customers to address
their concerns and make sure they are thoroughly satisfied.

In addition, you can analyze your transactional data to identify large and growing accounts so that
you can focus on taking care of them to ensure the highest customer satisfaction and retention
rates possible.

This also includes identifying customers who have signed up for a trial of your product but haven't
begun using it. When you are able to identify these accounts in the trial stage, you can reach out to
them, offer assistance or tutorials, and help them immediately see the full value of using your
product.

8. Product recommendations

By comparing customer data to transactional data, you can identify which products and services
each of your leads are most likely to be interested in.

You can also identify highly-relevant, new products to recommend to your existing customers based
on the kinds of products they've purchased in the past.

According to McKinsey, a full 35% of purchases on Amazon come from these kinds of
highly-personalized product recommendations.
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9. Lead scoring and prioritization

By analyzing demographic, transactional, and customer interaction data, you can now segment leads
in your pipeline based on how profitable they are likely to be and how engaged they are (an
indicator of how quickly they are likely to close).

Instead of wasting time reaching out to leads that aren't likely to be interested in your products, Al
algorithms can now use your sales data to generate a list of the most viable and profitable
opportunities to contact first.

This data can also allow you to identify and fix weak points and bottlenecks where leads are getting
stuck in the sales process, or falling out of your pipeline completely.

10. Segmentation and targeting
By utilizing data to improve the targeting of your advertising efforts, you can avoid wasting money

targeting customers that aren't likely to be a good fit for your company.

Based on data points you have on your most profitable customers, you can now target and acquire
more customers only if they exhibit similar behaviors and characteristics, maximizing the return on
your marketing spend.

Over time, you can also gather data on which types of marketing collateral is most effective at
converting different types of customers. You may learn that some customers prefer short, concise
sales presentations, and other customers prefer more in-depth, detailed demonstrations of the
product.

All of this information can be used to tailor your marketing and sales efforts, reduce waste, cut down
the sales cycle, and drastically increase revenue and profits.

05 - WHAT'S THE DIFFERENCE BETWEEN METRICS, DATA, AND
ANALYTICS?

While these words are often used interchangeably, it's important to understand the difference
between each concept, as they are all very different from one another.

Metrics

Metrics are the various aspects of your business that you choose to measure in order to determine
how well you're performing.
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Metrics in business are similar to health markers in medicine. A doctor can choose to measure all
kinds of “metrics” about your body, They can even use precise medical instruments to collect
highly-accurate data on all of those metrics.

However, only a portion of those metrics (such as blood pressure, BMI, cholesterol levels, etc.) are
truly useful for determining whether your body is healthy and functioning well. By measuring these
key metrics, you can use the data to guide you toward reaching your health goals.

In the same way, the key to achieving your business goals is to always be measuring the right
metrics, and make sure you are collecting accurate data on each of them.

Care must be taken not to base important business decisions off of misleading “vanity” metrics that
might sound good on paper, but don't actually give you an accurate idea of your organization’s
performance.

Each individual business must decide which metrics are meaningful and indicate that their
organization is on track to reaching their goals.

Key Performance Indicators (KPIs)

There is a special subset of metrics that are especially strong indicators of whether or not your
organization is performing well. This subset of metrics is commonly referred to as “Key Performance
Indicators” (KPIs).

According to OnStrategy, there is a small, but important distinction between metrics and KPIs:

“Metrics and KPIs are often confused, but the clear difference is KPIs are the key measures that will
have the most impact on moving your organization forward. They clearly articulate and provide
insight into what your organization needs to measure and achieve to reach your long-term
objectives. Great strategic plans have 5-7 clear Key Performance Indicators that keep the pulse on
how you’re performing against your plan.

It's easy to use the two terms interchangeably, but here is a good way to think about it. Key
Performance Indicators help define your strategy and clear focus. Metrics are your “business as
usual” measures that still add value to your organization but aren’t the critical measure you need to
achieve.”
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What are Key Performance Indicators?

What they are: What they are not:

» Quantifiable/measurable * Metrics that are vague or
and actionable unclear

* Measure factors that are s “Nice-to-know's” or
critical to the success of metrics that are not
the organization actionahle

* Tied to business goals » Reports (e.g., top search
and targets engines, top keywords)

* Limited to 5-8 key metrics * Exhaustive set of metrics

* Applied consistently Refutable

throughout the company
- oo

Source: Adobe.com

According to LevelEleven's post titled What Is a Sales KPI? (You Might Have it Wrong), a KPl is really 3
things: “an instrument to help you meet your end goal, it’s trackable and monitored on a regular basis,
and it's a tangible piece of data to indicate you are headed towards your desired outcome.”

Data

While you can choose which metrics and KPIs to measure, and what your goals are for each, you
can't choose your data. The data just is what it is.

For example, let's say one of the metrics your sales team has chosen to measure is how many SQLs
are converted to Closed Deals each month. They've chosen a 10% close rate as their goal.

Last month, they only had an 8% close rate, missing their goal by 2%.

While the metrics, KPIs, and goals you choose to measure may change, that data (8% close rate)
remains unchanged.

If one of your sales reps converted several SQLs into closed deals but never recorded that data in
your CRM, your metrics will now be incomplete and no longer accurately represent reality. This
would completely throw off your projected revenue, and any decisions made based on that
projected revenue will be flawed.

That's why it's vitally important to make sure that the data you are collecting on each metric are as
accurate and complete as possible.
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Analytics

If metrics are “what” you choose to measure, then analytics is the “so what?"

Analytics consists of thoroughly examining all of your metrics in order to identify patterns and glean
insights that can be used to guide your decision-making in the future.

06 - THE MOST COMMON SALES KPIS TO TRACK

While there are nearly limitless amounts of different metrics you can track in your organization, it's
important to try to cut through all the noise, and only focus on the KPIs that matter the most.

When trying to brainstorm ideas for which metrics and KPIs to track, we've found that it's helpful to
look at what other sales organizations are tracking, and what they've found to be most helpful when

it comes to guiding performance management and decision-making.

The LevelEleven research team sought to answer that very question by analyzing 3,000+ KPIs being
used by 800+ sales teams.

As you might expect, the most commonly used KPIs differ by selling role (inside sales, field sales,
hybrid sales, sales development and account management).

Here are the top KPIs by selling role, in order of popularity:
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Top sales metrics by selling role

ACCOUNT SALES

INSIDE SALES FIELD SALES HYBRID SALES MANAGEMENT | DEVELOPMENT

% Sales Teams Using this KPI

Wins 22% 21% 24%, 14% 9%

Progressing
Opportunities

Calls 15% 4% 7% 12% 22%

KPI

16% 1% 13% 16% 10%

Meetings 14% 33% 16% 13% 24%,

Activities 1% 5% 1% 20% 10%

Creating Opportunities 1% 15% 21% 5% 15%

Demos 4%, 4% 3% 1% 2%

Quotes & Proposals 3% 7% 4% 3%

Emails 2% 1% 1% 3% 4%

Meeting Schedule 1% 2% 4%

Cases 10%

Source: LevelEleven’s Sales KPI Report
If you need even more sales KPI ideas, HubSpot has put together a fairly exhaustive list here.

Most common time frames for setting KPI goals

According to LevelEleven's research, sales leaders set goals and monitor KPIs using different time
frames (i.e., monthly, weekly, or quarterly goals) so they can stay on pace and course-correct in the
moment, if necessary.

Here are the most common KPI goal time frames uncovered by their research:
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OVERALL

Metric Category Daily Weekly Monthly Quarterly

Meetings 20% 40% 37% 3%

Progressing Opps 18% 14% 68% 0%
Wins 9% 4% 56% 31%
Cases 0% 25% 0%
Creating Opps 6% 35% 12%

Emails 17% 33% 50% 0%

Quotes & Proposals 0% 0% 33%

Demos 0% 63% 38% 0%

Meeting Scheduled 0% 100% 0% 0%

Grand Total 21% 30% 39% 10%

Monthly is the most common goal time frame overall. J

Source: LevelEleven’s Sales KPI Report

Expert Advice:

“You need to be able to measure the KPIs you choose, meaning the data must actually be
available and accessible. Each employee should be able to track their own progress and
management should be monitoring them for weekly, monthly and quarterly progress. This
should lead to coaching opportunities that will ensure that the appropriate praise or
corrective measures are taken in the near term instead of finding out you have issues too
late.”

- Darren Suomi, SVP of Global Sales, VidYard [Source]
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07 - HOW TO DETERMINE WHICH SALES KPIS YOUR ORGANIZATION
SHOULD TRACK

Sales organizations that successfully implement a sales analytics program typically follow 4 steps to
identify which sales KPIs are the most valuable and meaningful for their specific needs and
objectives.

1. Define your sales organizational structure

Each role within your sales organization has different responsibilities and goals; therefore, each role
needs different KPIs to guide them toward success.

While some of these KPIs might overlap, you will still need to divide up your sales organization by
role and determine which KPIs are the most useful for each.

For this first step, we recommend drawing out a rough org chart, such as this one;

Sales
director

1

]

Sales Distribution Business Promotion Logistics
supervisor manager manager supervisor supervisor
sal Sales Distribution Business Business Promotion Logistics
Sales enginee - ; : : ; ;
€0 representative executive representative assistant executive staff
Staffs Staffs

Source: Lucidchart

2. Interview team members

Once you've drawn out your org chart, it's time to start gathering input from different team
members on what kinds of activities they think contribute to success the most. These activities will
form the basis of the metrics and KPIs your organization will begin measuring when you implement
your sales analytics program.

In addition to discovering ideas for sales metrics you may not have thought of on your own, this
process has the additional benefit of involving your team members in the process and making them
feel invested in the outcome. Once you implement your sales analytics program, this feeling of
investment will go a long way towards ensuring successful buy-in from each member of your team.
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LevelEleven suggests conducting short, one-on-one interviews with the following team members:

2 Top-performing salespeople: Ask them what activities they perform on a regular
basis that they believe contribute most to their success. As top-performers often do
these things naturally and unconsciously, it may take some probing to uncover some
of these activities. In addition, ask top-performers which activities they don't see
other salespeople doing enough of that might help them be more successful.

2 Middle-performing salespeople: Ask them what activities they think might help
them get more sales, and what activities they wish they could be doing if they
weren't so busy or distracted. In addition, ask them what they think top-performers
are doing that they struggle with, and what low-performers aren't doing enough of.

2 Low-performing salespeople: As with middle-performers, ask them what
activities they think might help them make more sales, what top-performers do
differently that they struggle with, and what other salespeople don’t do enough of.

2 to 3 Front-line sales managers: Ask your front-line managers which activities they
think contribute most to the success of their team, in addition to which activities they
think middle and low-performing salespeople should be doing more of.

2 to 3 Executives (such as the CEO, COO, VP of Sales / CRO, etc.): Ask them more
high-level questions, such as what activities they think contribute to the success of
top-performing sales teams. Also, consider asking them which metrics they would
like to be able to show to board members, investors, and other stakeholders.

3. Identify leading vs lagging sales KPIs

As you conduct your interviews, keep an ongoing list of all of the activities that your team believes
most contribute to their success that you can then develop into metrics, KPIs, and goals to track.

Once you are finished compiling this list, begin sorting them into one of two categories: leading
indicators or lagging indicators.
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LevelEleven defines leading vs lagging indicators this way:

“Lagging indicators measure the result of what came before it — for example, closed sales,
average deal size and sales cycle length. It's a measure, but you can't really do anything
about it anymore because it already happened.

Leading indicators, on the other hand, are measures that reveal whether you are headed
towards achieving your desired result, and ideally, they're controllable. If you are behind on
a leading indicator, you can change your behavior to affect the result.

For example, if your lagging indicator goal is higher deal sizes, a leading indicator may be
that you are completing ROI evaluations with decision-makers, or are always including a
certain add-on product to your proposals.”

Leading Analyse

past
performance

Influence
future

performance Lagging

Source: HighDefinitionBanking.com

A simple way to think of it is that leading indicators are the activities you perform (phone calls,
emails, quotes and proposals, demos, etc.), and lagging indicators are the outcomes of those
activities (leads generated, opportunities created, deals closed, etc.).

The purpose of making the distinction between these two categories is to identify which activities

your team members are performing (leading indicators), and then measure how those activities
contribute to your goals (lagging indicators).
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By turning these leading and lagging indicators into KPIs, setting goals for each, collecting the data,
and analyzing the results, you can then identify areas where further training, coaching, or resources
are needed to maximize your team'’s performance.

4. Develop your KPI hypotheses

Whether you are rolling out your sales analytics program for the first time, or your organization’s
needs have changed and you need to overhaul your KPIs, you won't know exactly which KPIs are the
best for each role without a bit of “guess and check”.

When using a data-driven approach to sales, it's helpful to keep in mind the scientific definition of a
“hypothesis”, which is simply an educated guess that you then test to determine its accuracy.

Using your current knowledge of your sales organization, combined with the input you've gathered
by interviewing team members, and LevelEleven's research on the most commonly used sales KPIs,
you can begin making educated guesses on which KPIs will be best for each role in your sales
organization.

You don't need to spend a lot of time or worry about making mistakes during this stage. The most
important thing is to start with a handful of KPIs, start gathering data, and then review the results so
you can adjust accordingly.

Based on their research, LevelEleven recommends selecting 3-4 leading indicators and 2-3
lagging indicators for each role in your sales organization to focus on as your KPlIs:

“Selecting too many measurements will result in a lack of focus. Don’t overwhelm people
with numbers and information — this process is supposed to help them prioritize and
succeed.”

Once you've refined your list of KPIs, present them to the members of your team that you
interviewed, explain your reasoning, and ask them for their input. You want to make sure that the
KPIs you selected make sense in the context of your team'’s current sales process, workflows, and
objectives.

Once you get sufficient agreement on which KPIs to align your team around, it's time to begin

implementing your sales analytics program, measuring the results, and revising and adjusting where
necessary.
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Expert Advice:

“I tell sales leaders to have 3-5 KPIs, tops. There’s such a bias or inclination or gut reaction
toward measuring this and that and the other thing, and suddenly the list becomes 8-10
things. And you can't focus on all of those. The key to making the whole introduction and
maintenance of KPIs successful is having the right number of them.”

- Everett Hill, President, Catalytic Advisors [Source]

08 - HOW TO IMPLEMENT AN EFFECTIVE SALES ANALYTICS
PROGRAM

Now that you've selected the KPIs you want to measure, and set goals and time frames for each, it's
time to implement your analytics program and start collecting data.

According to research by McKinsey, successful companies take 5 specific actions in order to
implement an effective sales analytics program:

Internal and Analytics Sales Change
external data talent workflows management
sources
Human action or Communication
decision

Analytics

tools and

technology n

b Incentives

| T —— ] Automated digital E

action or event
Training

0 Continuously Improve

Source: McKinsey & Company
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1. Gather data from internal and external sources

The first step is to begin allocating time and resources toward data collection, both internally, and
from external sources.

Considerations:

Check the quality of data in your current CRM system. How much can you trust it?
How complete, accurate, and up-to-date is it?

Define the quality of data you need. How fresh and accurate do you need your
activity data to be? How often must the data be updated?

Define what other data you'll need. In addition to sales activity data, you'll also need
up-to-date revenue forecasts. What else?

2. Acquire analytics talent
The second step involves acquiring talent with advanced data science and analytics skills who can

translate insights into actionable guidance for reps in the field.

3. Analytics tools and technology

The third step is to implement low-cost analytics tools, many of which can be deployed quickly and
easily from the cloud.

SalesForce Automation (SFA) tools like ZynBit work transparently in the background to record 100%

accurate sales activity data and automatically sync it with your CRM, freeing your team to focus on
more important activities.

4. Sales workflows

Fourth, begin embedding analytics into pre-existing sales tools (such as the CRM system) and related
processes.

Considerations:
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Identify your team'’s most important communication channels. How do your sales
reps communicate with customers and prospects? Through phone calls?
Teleconferences? Email? Text messaging? Social media? What else?

Identify efficient ways to capture and secure relevant activity data from all key
channels. What data do you need from each communication channel? How will you
gather the data efficiently, so it's accurate and up to date?

Consider what data you're likely to need in the future. What information should you
gather now to support future growth models and possible restructuring?

Identify important steps in the buyer journey's and your sales process. Collect data
that helps you understand and track key milestones and activities for customers and
salespeople.

In addition, identify sales activities and processes that don't generate revenue. Look for ways to
reduce, delegate, or eliminate them.

5. Change management

Finally, in order to maximize adoption, insights must be accompanied by clear communication,
incentives, training, and performance management.

Help your sales team see how their activity data makes them more successful. When they see how

the data helps them succeed, they'll be much more likely to adopt and utilize the new tools and
processes you've provided to them.

Expert Advice:

“Expectations, goals, and quotas need to be set before you roll out KPIs. Everybody knows
their expectations, goals, and quotas, as well as when they’re going to be reviewed. If they
understand that in roll-out, I've found that it makes that a lot easier.”

- Ali Choiniere, Director of Inside Sales, FreightCenter [Source]
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“Adding sales metrics is healthy and should make sense to the reps that are using and
tracking them. If they understand how the metrics help shape their behaviors and activities,
they are more likely to embrace them.”

- Phil Brabbs, Managing Director, Torrent Consulting [Source]

09 - HOW SALESFORCE'S EINSTEIN Al CAN ENHANCE YOUR SALES
ANALYTICS PROGRAM

Many businesses are learning that harnessing their data and reaping the benefits is more difficult
than they first imagined, due to the sheer amount of data being collected.

By 2020, the number of digital bits of information stored on the web will reach 44 trillion gigabytes,
according to EMC.

This rapid explosion of data has led companies worldwide to begin hiring Data Scientists as fast as
they can in order to make sense of it all.

According to the Harvard Business Review, Data Scientists are “a high-ranking professional with the
training and curiosity to make discoveries in the world of big data”.

Unfortunately, the August 2018 LinkedIn Workforce Report found that there was a shortage of more
than 151,000 people with data science skills nationwide, with “acute” shortages in New York City, San
Francisco, and Los Angeles.

The lack of data science talent is causing serious constraints to organizations, not only in the U.S. but
worldwide.

Fortunately, new technologies are being developed to fill these gaps and not just help organizations
tame their large stores of data, but turn them into valuable insights that can increase performance,
efficiency, and profitability.

One of these new tools is Salesforce’s Einstein Al.
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Salesforce summarized the capabilities Einstein that provides in a blog post introducing the
new technology:

“Powered by advanced machine learning, deep learning, predictive analytics, natural
language processing and smart data discovery, Einstein’s models will be automatically
customized for every single customer, and it will learn, self-tune, and get smarter with every
interaction and additional piece of data. Most importantly, Einstein’s intelligence will be
embedded within the context of business, automatically discovering relevant insights,
predicting future behavior, proactively recommending best next actions and even
automating tasks.”

One way of thinking about Einstein is that it's like a “Smart Assistant” that works in the background
to perform time-consuming tasks, find connections in your data, provide actionable insights, and
ensure that each member of your sales team is able to make the right decision, at the right time,
based on data.

Salesforce lists the following benefits of utilizing Einstein:

“Einstein enables you to become an Al-first company so you can get smarter and more
predictive about your customers.

@ Sales can anticipate the next opportunities and exceed customer needs
Service can be proactive by resolving cases before they happen

Marketing can create predictive journeys and personalize experiences like never
before
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IT can embed intelligence everywhere and create smarter apps for employees and
customers”

With Einstein, the benefits of data science and Al are no longer restricted to highly-skilled data
experts, or large organizations with enough capital to develop their own Artificial Intelligence
programs.

Salesforce aims to “democratize” data science and Al, so that business people of all kinds “can direct
the analysis without having to fight for scarce data-science resources. Suddenly hundreds — or even
thousands — of business users can run their own analyses, unlocking their own opportunities for
improvement.”

While Salesforce’s Einstein Al looks incredibly promising, there is one critical problem that can not

only cripple the value you are able to get out of tools like Einstein, but can also cause your entire
sales analytics program to fail.

That problem is this:

Einstein can do amazing things, but only if the data it's analyzing is
reliable.

So, how will you get your sales reps to accurately and thoroughly collect all of the critical data from
their sales activities and customer interactions (such as calls, emails, texts, meetings, etc.), and then
manually enter all of this data into your CRM?

Without this data, not only is advanced Al technology like Einstein rendered useless, but your entire
sales analytics program is put into jeopardy.

10 - WHY DO SALES ANALYTICS PROGRAMS FAIL?

Unfortunately, even with the best of intentions and the right steps in place, many organizations
encounter problems in places they least expected.

Most sales analytics programs don't fail because of a lack of advanced technical skills or the growing
complexity of their tools and algorithms.

They fail because of basic, fundamental, human reasons.
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Manual data entry continues to be the #1 biggest obstacle

You can only derive valuable insights from your sales activity and customer interaction data if you're
collecting it in the first place. This is where the biggest challenge lies for most sales organizations.

The process of manually entering this into a CRM such as Salesforce is often extremely tedious and
frustrating, decreasing the chances that your sales reps will actually take the time to do it.

In fact, sales professionals cited manual data entry as their #1 biggest challenge to using their CRM,

according to HubSpot's State of Inbound: Sales Edition Report.

WHAT IS YOUR BIGGEST CHALLENGE IN

USING YOUR EXISTING CRM?
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Source: HubSpot's State of Inbound: Sales Edition Report
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The report goes on to state:

“Data entry time negatively correlates to user satisfaction. Practitioners and executives alike
prefer time spent selling to time spent on manual tasks that software should help avoid....”

There's no wonder why only 40% of sales updates are ever entered into the CRM, on average,
according to ActiveCampaign. Even when data is entered into the CRM, there’s no telling how
accurate it is. Even small typos by hurried salespeople can ultimately add up to major errors down
the road.

Unfortunately, even cutting-edge technologies like Salesforce’s Einstein Al aren’t capable of forcing
your sales reps to collect and manually enter this data in a thorough and accurate manner.

Because critical sales data isn't being tracked in any kind of systematic or consistent way, business
leaders are too often forced to make strategic decisions based on poor data, guesswork, or intuition.

While getting sales reps to enter accurate and thorough data is an uphill battle, you simply can't
afford to not have this data.

The only viable solution is to find a way to eliminate manual data entry entirely and make the whole
process automatic. However, until recently, there has been no reliable technology capable of doing
this.

11 - HOW TO AUTOMATE SALES DATA ENTRY

Fortunately, Sales Force Automation (SFA) tools have become extremely helpful at automatically
handling all kinds of mundane, tedious administrative tasks.

According to SiriusDecisions:

“These improved systems are capturing information automatically so that reps spend less
time doing data entry, and they're analyzing the data they capture to help reps target the
best prospects and accounts, offload tasks such as calendaring, and guide reps using
insights from the SFA data. SFA systems are finally becoming a valuable tool for reps and
sales operations.”
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ZynBit, for example, is an SFA tool that works transparently in the background to automatically
record and track 100% accurate sales activity data so your team is free to focus on more important
activities, like attracting, delighting and retaining your customers.

With ZynBit, your sales reps can carry out their work like they normally do, sending emails, booking
appointments, making phone calls, etc. As they work, ZynBit automatically tracks all of their sales
activities, without them having to think about it.

By eliminating manual data entry, ZynBit gives your sales team hours of valuable time back that they
can use for high-impact sales activities and coaching.

It's like having a virtual sales assistant working behind the scenes to record events in Salesforce,
book meetings, and find the data-driven insights your team needs to deliver sales quotas.

With ZynBit:
Your sales reps always know how to prioritize their pipeline

@ Managers know where to focus to improve team performance

Sales leaders can easily see the data they need to optimize strategies and goals
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About ZynBit

ZynBit powers data-driven sales teams to optimize sales capacity.

ZynBit captures high-value customer interactions enabling your sales, management, and operations
to understand pipeline activity, sales performance, and territory management patterns.

It integrates seamlessly with your existing sales workflows across mobile, browser, email and
calendar simplifying the day-to-day of customer relationship management. At the same time, it

collects meaningful customer data needed to optimize sales operations.

ZynBit makes salespeople more efficient and empowers management with valuable insights needed
to run the business, improve customer acquisition and drive retention.

ZynBit. Be Data-Driven.

Sales Ready: Mobile | Salesforce Sidebar | Salesforce Sync | Meeting Scheduling | Opportunity
Insights
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