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You may work in research and development, or in finance, or in technology, or perhaps in 
human resources. Your job title might even refer to serving the customer. The real fact of today’s 
complex and turbulent world of products and services, solutions, and continuous change is that 
all must be customer-centric in approaching their jobs.  

Complex times call for complex solutions. As change affects your world and that of your customers, they 
need you to be responsive to their ever changing needs. A virtual partnership must evolve that includes 
your customer and everyone in your organization. It is not enough for just your sales professionals to 
have this relationship. This implies that everyone in your organization understands the customer and 
what will incent that customer to continue to buy your products and services. That means that everyone’s 
in sales: senior management, who must invest necessary dollars in customer-centric programming; 
senior sales leaders, who must invest time and commitment to sales professionals; sales professionals, 
who must invest their energy and commitment to developing their sales skills and expertise; and all 
other members of your organization, who must understand the sales workflow and customer needs 
in that process.

EVERYONE’S IN SALES.  WHAT DOES THIS MEAN?  

SO HOW CAN YOU BE SURE THAT THIS SALES CULTURE FOCUS IS ESTABLISHED 
AND MAINTAINED IN YOUR COMPANY?  
This paper describes a set of practices that will help your organizational members create this 
environment for themselves and your customers. It describes a model that is urgently needed and 
critical to any organization that chooses to be successful in today’s turbulence and complexity. 
Further information defines the stakeholder in a vibrant sales culture, what that culture entails, how 
one builds such a culture, and, finally, what business results can be expected from your investment 
in that sales culture.

Tactical implementers of daily routines, aligned to 
strategic direction setting.

Operational managers who provide 
translation of strategy and direction 

to tactical implementers.

Executive strategist
 who provide 

enterprise
 direction.

LEVELS OF 
COMMITMENT
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CREATING A SALES CULTURE ENVIRONMENT

CUSTOMER

SALES
CULTURE

Creating this environment drives results from 
within the company. Everyone focuses first and 
foremost on the customer as driven by a vital 
and dynamic sales engine, which is made up of 
strategically motivated and compensated sales 
professionals, a “we” versus “them” mindset, and 
low sales force turnover.  

Creating this customer-centric sales culture 
is essential in maximizing your company’s 
success. An important aspect, we can all 
agree, of maximizing your success lies in sales 
professional measuring and meeting sales 
objectives. Tracking, measuring, and sharing 
sales results underlies this culture. Sharing 
tangible status and information, as well as 
interpreting it for all members of the organization, 
is very motivating. It also gives context for 
connecting individual activities to these 
objectives. It is these practices that set the tone 
for a sales culture. When employees in the R&D 
organization understand that their activity might 
impact those metrics, it becomes clear that they 
must be customer-centric in their thinking. When 
the accounting personnel see that being creative 
on payment terms might impact a sale, they too 
become customer-centric in fulfilling their daily 
responsibilities.

Please note that a sales culture mentality 
is essential no matter the industry you are 
considering. Every enterprise and company has 
customers, sales professionals, internal service 
providers, and a need to work cohesively to bring 
these factions together for successful business 
results. People who work together effectively 
tend to continuously satisfy each others’ needs 
and produce excellent results. These people 
must include all stakeholders throughout the 
organization.

When sales professionals build this culture to 
understand and integrate all the stakeholders, 
your value proposition to your customers will 
change. Mediocrity will prevail without it. You 
will perhaps survive without it; however, moving 
to assured heights of performance can be 
achieved with the proper attention to creating 
a collaborative and integrated sales culture.  
This model creates and drives a complex and 
collaborative organization to deliver unique 
results in complex times.

Let’s move on to describing the stakeholders.
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THE CUSTOMER

If the customer doesn’t find 
value, he is not going to 
continue to buy. This means 
that the customer is critical to 
keeping your business afloat.  
Now that seems like a very 
obvious conclusion; however, 
the implications to each 
employee are not so obvious.  
As each employee actually 
contributes a specific and 
distinct role to the overarching 
value proposition, it makes 
sense that each employee be 
accountable to consider what 
will satisfy the customer that is 
within that employee’s realm 
of control. The customer also 
provides value by educating 
you on their evolving needs.  
Input to your value proposition 
comes in many forms if you are 
listening to your customer.

Customer satisfaction, a main 
economic indicator today, also 
happens in many ways. The 
customer experience comes 
to mind. Customers may love 
your product and its features, 
but they also might love that 
you are always ready to solve 
special situations or challenges 
when using your product. If 
continuous billing problems 
arise, the customer might 
experience a level of frustration 
that supersedes a generally 
acceptable satisfaction level.   

UNDERSTAND THAT THE CUSTOMER IS PROBABLY THE MOST IMPORTANT 
COMPONENT OF A BUSINESS’ VALUE PROPOSITION. 

So if everyone understands 
how each job contributes to a 
customer’s satisfaction, there 
will be less risk of losing that 
customer. That being said, 
it naturally follows that the 
customer and his satisfaction 
are critical elements of the 
sales culture. So how does 
a company ensure that it is 
creating a customer-centric 
sales culture?

Just as everyone’s in sales, 
everyone also serves 
customers with a focus on 
their needs, as they impact 
ability and desire to buy.  
Customer service is known 
to be important, but actual 
focus on customers and their 
individual needs during the 
sales campaign is different. It 
is not done according to a set 
of customer service guidelines 
or department processes; it 
is done according to specific 
customer needs during the 
sales campaign. Everyone 
is accountable to serve 
customers so that needs are 
fulfilled through the close of 
a sale. The marketing and 
documentation professionals 
need to support products 
and services with useful and 
timely information to enable 
easy understanding and use.  
Customer-centric analysis 
would be critical to those 
endeavors.

A customer’s holistic 
experience with your 
company, products, and 
services is critical. 
Even when a prospect is 
considering buying, it is 
important that confidence is 
built in the organization that 
will be providing support 
during the relationship.  

Managing the customer is 
usually the responsibility of 
the sales professional. This 
is a huge responsibility. The 
face of your company is that 
of the sales professional. It 
is thought that sales sustain 
your company through the 
acquisition and retention of 
your customers. Let’s be crystal 
clear here, this responsibility 
must be shared by many in 
the organization. Essentially, 
everything that everyone does 
touches the customer!!

So let’s explore how sales 
professionals model, 
share, and distribute those 
responsibilities throughout your 
organization for best results.

SO IF EVERYONE 
UNDERSTANDS HOW EACH 
JOB CONTRIBUTES TO A 
CUSTOMER’S SATISFACTION, 
THERE WILL BE LESS RISK OF 
LOSING THAT CUSTOMER.
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THE SALES PROFESSIONAL

GOOD SALESPEOPLE BUILD RELATIONSHIPS WITH THEIR CUSTOMERS AND WORK TO 
CONTINUOUSLY SATISFY THEIR NEEDS, PERHAPS EVEN INTERPRETING THEIR NEEDS 
BEFORE THE CUSTOMER ACTUALLY REALIZES WHAT THEY ARE.
Primarily relating, interpreting, and understanding 
needs are essential, but even more important 
is being able to deliver a solution for those 
needs. This secondary responsibility is where 
the salesperson must use those external 
relationship-building skills to create a virtual team 
within your company. This team will provide the 
ability to design and deliver solutions to fulfill the 
customer’s identified needs. The responsibility 
of satisfying and retaining your customers, then, 
falls to a larger group. Educating and including 
that larger group in the customer experience is 
what a sales culture is all about.  

The art of sales includes weaving together 
constituents, people, needs, and requirements 
to close the sale. The artist is the sales 
professional, having a highly-honed and 
developed set of skills needed to identify the mix 
of all of these components in the right timeframe 
to get the job done. Just as a painter uses a 
canvas to combine paint, light, perspective, and 
color in a complex process to make a beautiful 
and pleasing painting, a sales professional does 
the same to find and engage the right mix of 
people, information, discovery, and strategy to 
navigate through a complex sale.

Conversely, the science of sales includes the 
systematic use of those specific and highly-honed 
skills and tools to enable this mix to work together 
to close the sale. These skills include personal, 
relational, and professional business skills.  
Tools are focused on researching, measuring, 
and communicating effectively. Processes for 
measuring sales should be granular, quantitative, 
and qualitative, ensuring sales professionals’ 
accountability for business results. They can then 
share clear, concise, and measurable information 
and expectations with all organizational members.

Combining this art and science is the 
foundation of a sales culture that facilitates 
the close of a complex sale in complex 
times. Your sales professionals, being the link 
between customers and employees, are the 
most likely people for creating a sales culture 
that understands, embraces, and masters this 
environment. They are the external face of 
the company, products, and services to your 
customers. When your sales professionals are 
supported with a sales culture, your customers 
are effectively served. There is a systemic 
downstream effect that serves the customer and 
your company very well. Everyone is thinking 
about the customer. Customer-centric activity is 
the only activity and this environment, in return, 
serves and supports all stakeholders with a viable 
and thriving enterprise.

Sales professionals are accountable to create 
this culture just as all organizational members are 
accountable to contribute from their respective 
areas of expertise. Training and customer service 
representatives must work together to ensure that 
training is relevant to each customer.

So how do sales professionals go about creating 
this sales culture? Essentially, they must 
build virtual teams to ensure the participation 
and collaboration of all experts. Hiring sales 
professionals with strategic understanding of the 
need for a strong sales culture is a good start.  
Then you must equip them with the skills needed 
to form and manage these virtual teams.

THE STAKEHOLDER GROUPS MUST ALL UNDERSTAND 
ALSO WHAT THEY GAIN FROM SUCCESSFUL SALES 
CAMPAIGNS. STAKEHOLDERS CONTRIBUTE MORE 
EFFECTIVELY IF THEY UNDERSTAND THE GAINS TO BE 
MADE AS A RESULT OF THEIR HELP.
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DEVELOPING YOUR SALES PROFESSIONALS

SALES PROFESSIONALS ARE A CRITICAL COMPONENT OF ALL HEALTHY, 
GROWING ORGANIZATIONS.  

As all critical-path components, these professionals need significant nurturing. Company and sales 
leaders must ensure continuous investment in educational opportunities, essential skill 
development, and learning systems. Sales leaders, especially, have a responsibility to coach, train, 
and develop their sales professionals. Their investment is central to having great sales professionals, 
a virtual team, and a sales culture.  Strategic investment in your sales professionals leads to the viability 
and sustainability of your company, providing a measurable return on this investment.

Exceptionally important is the sales professionals’ development and strict use of quantitative 
and qualitative measures to track sales objectives as well as the effectiveness of a sales culture. 
Sales professionals prepared to extend themselves, their skills, and sales metric expectations to the 
organization create the virtual teams necessary to foster and manage a strong and viable sales culture.    
A sale, including all work towards quantitatively measured returns, becomes everyone’s campaign.  
How could that approach not return huge dividends?
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THE VIRTUAL TEAM MODEL

THE VIRTUAL TEAM IS 
ACCOUNTABLE FOR 
A GREAT CUSTOMER 
SOLUTION AND 
EXPERIENCE. 
The team uses a top to bottom 
methodology that transforms 
attitudes and actions for 
success.  

THE VIRTUAL TEAM IS LED BY THE 
SALES PROFESSIONAL AND MADE 
UP OF A GROUP OF EMPLOYEES 
WHOSE ROLES SUPPORT 
THE CLOSING OF A SPECIFIC 
SALES CAMPAIGN, DELIVERY 
OF A PROMISED SOUTION 
THROUGHOUT THE LIFE OF THE 
CUSTOMER RELATIONSHIP.

It integrates specific beliefs and 
behaviors into the fabric of the 
organization, revolutionizing 
the ability to connect with 
customers and maximize 
revenue.  

• The team empowers
everyone in the organization 
who might impact a specific 
customer and sale.  

• It is virtual because the
members are often 
in different locations, 
departments, and/or within 
different reporting structures. 

• The sales professionals
must influence relevant and 
appropriate participation, 
even when most members 
will have no direct reporting 
responsibilities to the sales 
professional. 

The idea is to support these 
team members in their 
understanding of the art 
and science of sales so that 
they are able to support 
the sales campaign. The 
sales professional helps 
employees connect their 
roles and responsibilities 

with the customer, the 
customer’s needs during a 
sale, and their continuing 
needs for service. The 
virtual team is led by the sales 
professional and made up of 
a group of employees whose 
roles support the closing of 
a specific sales campaign, 
delivery of a promised 
solution, and the support 
of that solution throughout 
the life of the customer 
relationship. An example of a 
virtual team might include a 
technology expert, a contracts 
professional, a customer 
service representative, and 
a documentation specialist.  
This team might be charged 
with creating a package 
of services to accompany 
a piece of software that is 
being integrated into a larger 
technical solution.  

Candidates for a virtual 
team are those within the 
organization who understand 
the importance of the sale, 
the customer, and how their 
roles can positively impact the 
sales campaign. Finding the 
right people who want to 
do the right thing, serve the 
customer, stay in business, 
and do well for the company 
is the task of the sales 
professional in creating the 
virtual team. This involves 
coalescing a team to combine 
efforts for the customer from 
a big picture perspective and 
for longer term value. The 
sales professional will create 
this team based on needed 
expertise, stakeholdership, 

When employees understand 
these connections, they are 
able to create a sales culture 
within their organization.  
Forming and leading virtual 
teams to facilitate successful 
sale closings, then, requires 
that the sales professional 
prepare and educate the 
supporting employees to be 
good contributors to their virtual 
teams. This includes creating 
transparency around the sales 
workflow, a solid understanding 
of the art and science of 
sales, and an expectation of 
accountability for contributing 
one’s expertise to customer, as 
well as, team needs.

Creating transparency around 
the sales workflow lays the 
foundation for building the 
understanding of the art 
and science of sales. These 
efforts are meant to truly 
empower everyone to impact 
a customer and a sale.

and a member’s ability to work 
in goal-oriented and trusting 
relationships with others.  
It should be an honor to be 
invited onto a virtual team!!
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SALES TRANSPARENCY

EVERYONE ON A VIRTUAL TEAM MUST KNOW THE DETAILS OF THE SALES CAMPAIGN.  
Each customer has a different set of needs. A successful sales campaign is going to have an enormous 
amount of communication going on, such as pipeline status, metrics of the customer’s objectives and 
goals, the context of your own metrics, and general needs that the discovery process has lifted.  As all 
of this information is compiled by the sales professional, technology and CRM solutions can be used to 
make it available to all members of the virtual team. The technology experts are charged with enabling 
this communication to effectively support the sales culture. When the technologists understand their 
role as being customer-centric as opposed to being technology savvy, there is a greater coordination 
of efforts towards results that serve the customer, both internal and external.  CRM and technical 
“know-how” are essential, but only as they enable the right activities. This is a huge step towards 
creating a sales culture.

It is also wise for the sales professional 
to make sure that the team members fully 
understand the information provided, 
as well as what that information 
means to their specific campaign.  
This is where the sales professional 
is responsible for continuous 
and obsessive communication.  
Every person on the team should 
understand the campaign activity, 
requirements, and next steps.  
People want to be in the “know,” so 
the sales professional should never 
miss an opportunity to communicate.

In addition to sharing information regarding 
the specifics of the campaign, the sales 
professional has an opportunity to build 
relationships with virtual team members, 

recognizing their importance to the culture 
of sales. Acknowledgement of an extra 
insight, a job well done, or a customer-
focused perspective goes a long way to 
reinforcing team members’ contributions and 
integration into the sales culture.

Are your sales campaigns transparent?
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THE ART AND SCIENCE OF SALES

\

IN A SALES CULTURE, THE ART AND 
SCIENCE OF SALES IS INTEGRATED INTO 
THE FABRIC OF THE ORGANIZATION.   
The art of sales presumes an understanding of 
how each role creates value and contributes to 
the process of selling, satisfying, and serving 
the customer, encompassing the full range and 
depth of all stakeholders’ views. With a vested 
interest in the sale, each team member must be 
considered a stakeholder in a sales campaign 
and, consequently, part of the sales culture 
as well. The interdependent and collaborative 
thinking of these stakeholders is essential to 
maximizing sales results. Examples of these 
stakeholders include the CIO, marketing experts, 
and R&D resources.

Understanding how the pipeline works and 
where each potential customer is in that pipeline 
is essential to making that contribution as 
meaningful as it can be. Virtual team members 
will be able to integrate their thinking and 
collaborate with other team members, including 
the sales professional who is linked most closely 
to the customer, to expedite the close of a sale.

The science of sales includes the development 
of personal, relational, and professional business 
skills as they relate to the company’s objectives 
and goals in serving its customers. The sales 
organization can look to the human resource 
(HR) professionals to integrate these skills into 
the roles of virtual team members. These HR 
professionals have the capability to build these 
customer-centric dimensions of performance into 
the fabric of the organization by including them 
in job descriptions and training and development 
programs.

Understanding, having confidence in, and using 
one’s expertise as it contributes to the sales 
process is foundational to creating a sales 
culture. HR can set this expectation as well as 
enable it with tangible programs that support this 
way of thinking.

Fundamental personal, relational, and 
professional business skills that are critical to 
being a successful sales professional are the 
same skills that are critical to being a good 
customer-centric virtual team member. There 
are two sets of customers to be served: the 
internal customer (virtual team members) and the 
external customer. It is so important to recognize 
that serving internal customers well will enable 
the virtual team to ultimately serve the external 
customer well, too. 

Additionally, everyone knows the value 
proposition. Each can articulate it clearly, using 
action words and quantitative language. It is a 
succinct statement that undisputedly clarifies 
what the product does for the customer.

Can all stakeholders in your organization 
articulate your value proposition and how each 
person contributes to the art and science of the 
sales campaign?

ACCOUNTABILITY FOR CONTRIBUTING EXPERTISE
Virtual team participants, potential or current, should 
expect and be expected to understand customer-specific 
sales campaigns and how they can help move that 
campaign towards close. This expectation sets-up the 
notion of everyone’s accountability for understanding 
and serving customer needs within the sales campaign, 
as opposed to thinking more generally of the traditional 
customer service role.

This is probably the most important aspect of a sales 
culture because it is the thought process that ensures 
its effectiveness. Accountability for contributing is 
multi-directional. 

All individuals must consider their responsibility to 
everyone whom their actions touch. This accountability 
requires and ensures that all have an understanding of 
their impact on delivering business results.

Do your stakeholders feel accountable for contributing 
to a sales campaign?
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BUILDING THE SALES CULTURE

Now that we have defined the 
concept of a sales culture, 
it makes sense to discuss 
how one might actually build 
this environment within an 
organization.  

There are two initiatives that 
happen simultaneously when 
building a sales culture.  
Both build customer-centricity 
into the fabric of the company, 
but in slightly different ways.  

The first initiative occurs 
within the sales organization, 
whose members must create 
and lead virtual teams 
effectively to close sales, build 
and solidify relationships with 
customers, and retain those 
customers by ensuring their 
satisfaction into the future.  

The second initiative 
duplicates the sales 
organization’s culture for the 
rest of the company. This 
initiative helps virtual team 
members use sales skills to 
satisfy each other so that all 
can contribute effectively to 
each sales campaign. 

This may seem daunting, so 
let’s clarify.

HOW DOES ONE 
ACTUALLY BUILD THIS 
ENVIRONMENT WITHIN 
THE ORGANIZATION?

A first step in developing a sales culture within a sales 
organization is to complete an assessment of the sales 
organization.  Measuring and investing in sales professionals’ 
personal, relational, and professional business skills while creating 
a plan for mastering these skills is essential. As noted above, 
partnering with HR will be helpful.

Another aspect of building a sales culture in the sales organization 
is to check on the elements of the sales infrastructure, such as 
relevant and appropriate metrics and measures, compensation 
plans, and appropriately targeted hiring. Strategic hiring will never 
diminish in its importance to creating a sales culture. Another 
aspect of building a sales culture in the sales organization is to 
check on the elements of the sales infrastructure, such as relevant 
and appropriate metrics and measures, compensation plans, and 
appropriately targeted hiring. Strategic hiring will never diminish in 
its importance to creating a sales culture.

Are all of these elements reinforcing and rewarding your sales 
culture activity, your virtual teams, and virtual team members’ 
contributions to closing sales?

The next step is to assess the sales organization’s workflow. How 
are potential customers being managed through the pipeline?  How 
are company experts being consulted and used in this process? A 
virtual team for each campaign should be the norm. If it is not, then 
you should consider creating it.  

Next, what are the touch points within the company that the sales 
professionals have identified and developed? Assessing and rating 
the relationships that support each of these touch points will provide 
a view into the value that these professionals are able to contribute 
to the sales culture.

WITHIN THE SALES ORGANIZATION
1.  ASSESS THE SALES ORGANIZATION.

2. BUILD SALES SKILLS AS NEEDED.

3. HIRE STRATEGICALLY TO ENHANCE SKILLS.

4. ASSESS AND BUILD SALES WORKFLOW TO BE INCLUSIVE.

5. MEASURE SALES RESULTS.
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BUILDING THE SALES CULTURE CONTINUED

WITHIN THE COMPANY AND/OR VIRTUAL TEAM
 1.   ASSESS PERCEPTIONS OF THE SALES ORGANIZATION.

 2.  EDUCATE ALL ON A SALES CAMPAIGN AND ON BUSINESS RESULTS AND
DRIVERS THAT DIRECT INDIVIDUAL CONTRIBUTIONS.

 3.  ASSESS MATRIX OF COMPLEMENTARY RELATIONSHIPS FOR EFFICIENCY 
AND ALIGNMENT.

4.  MEASURE SALES RESULTS.

Finally, how are you 
measuring your virtual 
teams’ effectiveness? 
Is the full gamut of expertise 
within the company being 
utilized?  Is the matrix of 
stakeholders complete?

It is also important to look 
at the sales organization’s 
effectiveness in sales 
success and customer 
retention rates.  
Does the natural consequence 
of today’s sales process 
indicate success and 
sustainability for the company?  
This question and answer 
are so important that they 
may change a company’s 
perspective on how it expects 
its sales organization to 
function. What expected 
outcomes are reasonable, 
feasible, and perceived to meet 
the longer term goals of the 
company?

Is your sales organization 
operating with maximum 
effectiveness?

Developing a sales culture 
within a company or virtual 
team is similar to but not 
exactly the same as creating 
that culture within the sales 
organization. The first step of 
evaluating the current state is 
foundational to that difference.  

Step one analysis entails 
understanding the perceptions 
of the sales organization as 
held by the other employees of 
the company. 

If the perception is anything 
other than a recognition that 
sales professionals have 
tremendous responsibility for 
representing the company to its 
buyers and stakeholders, with 
a fundamental need for expert 
support services, and having 
actual “make or break” power 
over company viability, it needs 
to be changed. This involves 
an education campaign to help 
these employees understand 
the sales workflow (pipeline 
understanding), need for their 
contributions, and urgency of 
creating a sales culture within 

the company. This campaign 
should include the idea that 
sales skills are essential 
for all employees to foster 
trusting relationships within the 
organization to work together 
as virtual team members when 
asked to participate.

A second step to building 
a sales culture across 
the company includes 
an initiative to help all 
employees understand how 
each contributes to a sales 
campaign, required business 
results, and what business 
drivers are impacted by each 
individual’s expertise. “How 
does my service and expertise 
contribute to the close of a 
sale?” is a question that any 
team member might ask.  
Testing for understanding of 
the sales organization’s 
workflow would be essential.  
If this workflow is not 
thoroughly understood, how 
could employees know when, 
where, or in what way to 
contribute?
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BUILDING THE SALES CULTURE CONTINUED

• What does each expert
contribute in helping 
substantiate the request 
for the order? 

• What is the connection
between one’s expertise and 
the ability to close a sale?  

• Can billing be deferred in a
way that enables the 
customer to buy sooner 
rather than later? 

• Can some customized code
make the integration of the 
solution easier and less 
costly to the customer?  

These are just a few of the 
potential considerations that an 
expert might ponder as part of 
the virtual team discussion.

The third step involves the 
relationships among virtual 
team members.  Does 
their matrix of relationships 
(differentiated expertise) 
complement each other?  
Is there awareness of the 
touch points among these 
stakeholders and how they can 
help or align their activities for 
greater efficiency and value for 
the customer?  This question 
suggests the ultimate value 
creation for the customer-
centric company.

Finally, an evaluation of the 
natural consequences of 
current activity is important.  
It sets up a discussion on the 
current workflow and alignment 
of company resources and how 
they might impact success in 
the future. 

The sales organization’s 
leaders and members are the 
most logical and experienced 
individuals to manage the 
work needed to create a 
sales culture within their 
organization. They will be 
dependent upon others, for 
sure, but their connection to 
both internal and external 
customers makes them the 
perfect catalyst to create a 
sales culture – a thought 
decidedly worth investment.

Does your sales culture engage 
and maximize the contributions 
of all stakeholders?

PIPELINE/FUNNEL WITH 
DIFFERENTIATED EXPERTISE
As customer is engaged: technical compatibility?

As enhancements are considered: customized 
design specification

For expense approval purposes: delivery and 
implementation estimate

For implementation planning: documentation and 
training specification and estimate

For budgeting purposes: negotiate 
price/payment plan

Close sale
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THE RESULTING CULTURE

“HOW CAN I HELP?” IS THE 
PREDOMINATE MINDSET.
Once a company has explored 
and developed a sales culture, 
there is tremendous synergy 
among its employees. It is 
amazing how customer-
centric thinking can establish a 
common direction and thought 
process that automatically 
underlies all activity. It also 
becomes apparent that all 
employees are aware of what 
it takes to close a sale, as well 
as the attributes needed to 
do so. All start to demonstrate 
sales skills and techniques 
in their internal and external 
interactions. A “How can I 
help?” mind-set seems to 
proliferate the organization.  
It is similar to the networking 
process. Aggressive and 
robust networking creates solid 
relationships.

Customers are understood.  
Their value to the company 
is also understood. Once a 
potential customer starts down 
the pipeline, why would any 
organizational member not 
want to see the sale close? 
The efforts of all are maximized 
when this happens and 
everyone understands that 
impact to company success.

Retaining the customer 
with excellent service and 
accommodation of needs 
also becomes important to 
all employees who can help 
this happen, since everyone 

now understands the effort 
necessary to replace that 
customer with another, from 
pipeline start to close.

The right people are thinking 
and working corroboratively, 
consistently doing the right 
activities. Working within the 
matrix is closing sales. It is 
a continuous and consistent 
process. Everyone thinks 
“customer needs” in an all 
encompassing way, everyday, 
in every activity.

Job titles take a back seat 
to what you can contribute 
to the customer. The tone 
for this environment is set 
by a good sales leader, who 
manages people, not individual 
customers or portfolios. These 
leaders are empathetic and 
great teachers.

Everyone is operating within 
the same context and with 
the same end in mind - an 
invaluable and unstoppable 
scenario.   

THE MOST CRITICAL ELEMENT 
OF THE SALES CULTURE: 
Educating the Client and the 
Client Educating You

One most important element 
of a sales culture has not yet 
been discussed, but I save the 
best for last. Everyone in your 
sales culture should be open 
to and will most likely have the 
opportunity to add this value to 
your company.

When anyone or everyone 
in your organization interacts 
with a customer, there is 
the potential to educate the 
customer, as well as to be 
educated by the customer.

Educating customers on 
industry trends, interesting 
facts, innovative ways to use 
your products, or how they can 
benefit from your products and 
services fosters a continuation 
and strengthening of the 
relationship with that customer.  
It is also an opportunity to 
help the customer understand 
some additional value of your 
products or services that 
might have gone unnoticed 
or been left out of previous 
conversations. This could lead 
to a new sale.

Additionally, being educated 
by your customers is of 
great value to your company.  
Insights into how they think, 
company direction, new 
issues arising, an acquisition, 
or any change in company 
initiatives or activities provide 
great leverage for your sales 
professional. Information of this 
sort also helps your company 
define its next strategy, based 
on customer challenges, 
insights, or new direction.
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THE RESULTING CULTURE CONTINUED

Being open to customer 
education allows you to 
help them change their “no” 
response to a sales proposal 
to “yes.”  Their information 
gives you the ability to interpret 
and understand their obstacle 
in a way that directs your 
virtual team to remove it and 
consequently close the sale.  
This process happens often 
through the trusting relationship 
that virtual team members can 
build with customers.
 
Seeking customer information 
should be an active pursuit; 
it should be thought of as a 
unique opportunity to better 
understand your customers 
and their needs. Knowledge 
of these needs enhances your 
ability to meet them. Seeking 
this information creates a 
solid and assured return on 
time invested in building the 
mentality of a sales culture 
throughout your organization.  
There is no greater value than 
that found when listening to the 
customer.

AS THE CUSTOMER EDUCATES 
YOU, EDUCATE THE CUSTOMER.

KNOWING THAT YOU HAVE A 
STRONG SALES CULTURE
So how do you know that you 
have a strong and vibrant 
sales culture? Indications of 
your strengths include many 

tangibles, such as stakeholder 
retention, super-engaged 
employees, new sales 
referrals, better qualified sales 
professionals, and increasing 
revenue.  

Employees and customers 
remain where they feel satisfied 
and a part of the culture. They 
will work together to solve 
problems and appreciate 
each others’ contributions 
and value. They will innovate 
together, providing input to your 
company’s next strategy. They 
will collaborate and impact 
company successes.

As customers tend not to 
leave you, they contribute to 
your efficiencies since you do 
not incur the cost of replacing 
them. They also sell for you 
through referrals as they 
provide your best testimonials.  

Employees also stay since they 
are satisfied as recognized 
contributors to the creation of 
value. Everyone has a pipeline 
of customers, some internal 
and some external, but the 
customer-centric mind-set is 
prevalent in all activity and 
initiatives. This pipeline of 
customers actually defines 
the critical path of one’s 
contribution to the objectives 
and goals of the organization.  
Employees are all able to tell 
you what their critical path is 
for impacting a customer and 
a sale. They also understand 
each others’ pipelines and 
role of others and how they 

contribute to organizational 
objectives and goals.  

The matrix of cross-functional 
activity is understood by all.  
All members have energy 
and passion for the value 
of their individual roles and 
contributions to the pattern 
and fabric of the organization.  
Each can clearly and simply 
articulate the value proposition 
of your company. Customers 
don’t hear a different message 
from different people with 
whom they interact.

You will also attract 
better, more qualified 
and accomplished sales 
professionals. These people 
value winning situations.  
They recognize that the 
joint, collaborative work of all 
stakeholders cannot fail.  

Revenue will increase because 
you have introduced a level 
of stability into your workflow, 
which maximizes synergies 
and overcomes obstacles with 
a flexibility to accommodate 
changes, and, therefore, 
contribute to closing sales.  

And finally, the customer is 
perceived to be king and 
everyone knows it!

Are your customers considered 
royal?

GOOD SELLING!

-Todd Cohen
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TODD COHEN is the nation’s leading voice on building Sales Culture. 

A dynamic, engaging and motivational keynote speaker and trainer, Todd’s message is relevant 
to any organization striving to increase revenue, strengthen relationships and improve client 
satisfaction. Using humor and real-life examples, Todd demonstrates how every conversation is a 
“selling moment” and how everyone can contribute to the growth and profitability of the organization. 

Averaging 90 appearances per year, Todd’s audiences range in size from small groups to upwards 
of 5,000 people. His diverse clientele includes Subaru of America, Inc., NFL Players Association, 

Corning, The American Institute of Architects, EY LP, and Investors Bank. 

In 2015, Todd was awarded the title of Certified Speaking Professional (CSP), 
the highest-earned designation awarded by the National Speakers Association 
(NSA). He is the principal of Sales Leader LLC and author of “Everyone’s in 
Sales” and “Everyone’s in Sales; STOP Apologizing.” 

Todd is co-chair of the NSA Sales Professional Education Group, a member 
of the NSA Chapter Leadership Council and the immediate past president 
of NSA’s Philadelphia Chapter. He serves on the board of the Greater 
Philadelphia Senior Executives Group (GPSEG) and is co-chair of GPSEG’s 

Sales and Marketing Group. Todd is a member of the American Society 
of Training and Development and previously served on the board of the 

Pennsylvania Society of People and Strategy. 

He is a regular contributor to the Philadelphia Business Journal, has 
written for numerous trade and association magazines and has 

a monthly newsletter titled, “Sales Culture Newsletter.”

Todd is a frequent guest lecturer at Temple University, 
Drexel University, Pierce College and Pennsylvania 
State University. From 2010-2012, he served as the 
Sales Executive in Residence at Temple University 
Fox School of Business where he mentored students 
on entrepreneurship. Todd regularly coaches people 
in career transition teaching them how to sell 
themselves to get the position they want.  

Prior to launching Sales Leader LLC, Todd 
coached and led dozens of sales teams to 
deliver more than $850 million in revenue for 
leading companies including Xerox, Gartner 
Group, Thomson-Reuters and LexisNexis. 
Todd holds a Bachelor’s Degree in Business 
Administration from the Fox School of Business 
at Temple University.

TODD COHEN, CSP, AUTHOR OF “EVERYONE’S IN SALES” IS 
THE NATION’S LEADING VOICE ON BUILDING SALES CULTURE.


