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Introduction

Time is every sales team's most valuable asset. Without it, even the most talented reps
and most forward-thinking sales managers come up short. In fact, the equation is pretty
simple: Less time means fewer deals.

The good news is that the opposite is just as true: More time means more deals. Sales
managers who find ways to give their reps more time to prospect and connect with op-
portunities are, in essence, allowing their reps to close more business.

The million dollar question is: What can sales managers do to increase the amount of
time they have to connect with decision-makers?

To answer that, you must first know where your reps' time is going.

“Where has the day gone?”

Inthe moderninside sales landscape, sales reps are required to do alot more than just call
decisions-makers and make their pitch. They must comb through leads, identify and en-
gagetheentirebuyingteam, selectthe bestopportunities towork, tailor their presentations
to each specific opportunity, find the right marketing materials, and pass along the prop-
er contract paperwork at the right time.

Forced to juggle all of these tasks, it's no surprise that most inside sales reps feel pinched
for time. In fact, recent studies show that the average sales rep spends 6.5 hours a week
searching for the right content to send to prospects. And that's just one piece of the puz-
zle! Countless hours are also spent logging the right information into their CRM, iden-
tifying non-buyers in (and removing them from) the pipeline, and finding the necessary
paperwork to complete the deal.

Facing this dilemma, sales managers are always looking for ways to give their reps more
time. Unfortunately, they can't extend the hours available in the workday (legally, at least)
or number of weeks in the quarter. Instead, sales managers must give their reps the tools
and training they need to use their time more efficiently.

Broadly speaking, this is called sales enablement, which refers to organizational efforts
to provide sales reps with the resources, documents, information and people at the right
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point in the sales cycle. Typically, this means aligning sales, marketing and operations
so that they have the same goals, KPIs and priorities and can work together to make the
sales process as smooth as possible.

For newcomers, sales enablement can seem daunting. How can a sales manager insti-
tute all of the right policies, priorities and practices to ensure that his sales reps are able
to optimize their time? Where should he start? How can he measure success?

This eBook aims to help sales managers answer these questions by breaking down
sales enablement into its fundamental components. To do that, the eBook is divided into
the following sections:

+ How Marketing can contribute to sales efficiency
+ What Sales Analytics can do to optimize the sales process
+ Why Content Management is essential for sales enablement

Together, these three sections will give sales managers all of the information they need to

make their reps more efficient and start closing more deals. It may not add more hours to
the workday, but it can help your sales reps get more out of the hours they already have.
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Chapter 1

How Marketing
Can Contribute to
Sales Efficiency



Summary

Your company's sales process begins in marketing. Marketing is where the leads that will
ultimately become customers are generated, and it is where their first interactions with
your company take place. There is no denying that the effectiveness and efficiency of
your sales process is heavily influenced by the way your marketing team functions.

Because of this, it is important for sales leaders to understand how the marketing depart-
ments in their companies operate and what they can do to make the sales reps’ jobs easier.

In this chapter, we will break down the 3 key ways marketing contributes to sales enablement:
+ Content creation

* Lead nurturing and scoring
* Lead intelligence
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Content Creation

As the primary content creators in the organization, it is marketing's task to create the
“right information” which sales enablement is dependent on. Marketing must provide
sales with tailored and targeted content that generates qualified leads and helps push
sales opportunities down the funnel.

Sales enablement concerns people, processes, and technology, but at its very core is
content. Content has grown increasingly important as buyers have evolved. Research
from Google and CEB found that today's B2B buyer completes 57% of the sales pro-
cess before even engaging the sales rep. Buyers are leveraging the wide array of freely
available digital resources to conduct their own research on products that address their
specific business needs.

As a result, lead generation has undergone a significant shift in recent years. By sup-
plying most of the materials to buyers, marketing is, in essence, making the first sales
call. Traditional outbound marketing methods like ads, trade show appearances, and
cold calling are being increasingly ignored by the self-directed B2B buyer who, through
a simple Google search, can access an abundance of information about your product.
Lead generation is becoming more reliant on inbound marketing efforts based on unique
and value-adding content, much of it coming under the concept of thought leadership.
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Tying Content to the
Buyer's Journey
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Image 1: What can marketing learn from existing con-
tent to shape the content roadmap?

Companies today are acutely aware of the need to tai-
lor content to specific buyer needs and they are behav-
ing accordingly: The Information Technology Services
Marketing Association reports that companies are
now spending 16% of their overall budget on market-
ing content. Effective inbound marketing centered on
high-quality and targeted content helps supply sales
teams with the best leads.

And it's not just lead generation. As the buyer moves
through the sales funnel, relevant content can also be
leveraged to overcome objections.

Creating high-quality content that enables sales reps
is not always easy, though. There are a number of steps
companies should follow to create the type of content
necessary to improve the effectiveness of the sales
organization.

Content Marketing
Cheatsheet

& Follow the Buyer's Journey
Leverage the buyer's journey as the
main design point for all future con-
tent. The buyer's journey has three
stages: awareness, consideration,
and the decision. Create content that
addresses each of these stages.

& Audit Current Content

Assess the state of your current col-
lateral. Sales enablement tools allow
you to quickly gauge the ROI of each
asset and sales teams can pinpoint
the weaker assets in your armory.
Sales can also help marketing to map
existing assets to the relevant stage
of the buyer's journey.

& Content Creation Plan

Sales leaders should meet with mar-
keting to devise a content creation
plan. Sales leaders can provide in-
sight into what content gaps cur-
rently exist and what type of content
should be developed to target specif-
ic customer personas. Sales leaders
can play the role of trusted advisor to
content creators in marketing.

& Mobile Content Creation

It goes without saying that much of
your sales content will be accessed
via mobile device. Demand Gen Re-
port's 2014 Content Preferences Sur-
vey found that 55.8% of respondents
regularly access B2B content on their
mobile devices. Sales can help mar-
keting define use cases for mobile
content.

& Use CTAs Effectively

Add CTAs to your content that align
with the subject matter to keep po-
tential customers engaged. Oth-
er best practices for CTAs include
positioning above the fold, using
action-oriented language, apply-
ing colors that contrast with your
website's theme, and regularly
testing CTA effectiveness.
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Lead Nurturing and Scoring

While content can play a central role in lead generation, it is far from the only way that
marketing can contribute to sales enablement. Unless marketing and sales are in align-
ment, the sales enablement initiative will struggle to increase the efficiency and effec-
tiveness of the sales organization. According to MarketingSherpa 79% of marketing
leads never convert into sales. Marketing teams may be too eager to hand leads off to
sales who, in many cases, do not deem the lead to be sales ready.
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Another stat provided by MarketingSherpa points out that while 61% of B2B marketers
send all leads directly to Sales, only 27% of those leads will be qualified. Sales leaders
need to meet with marketing to create a shared set of guidelines on lead hand-offs. A
one size fits all approach to lead management will not work; companies must develop a
formula that is specific to their situation.

A useful starting point is an agreement between marketing and sales about what quan-
tifies a marketing qualified lead (MQL), a sales accepted lead (SAL), and a sales qualified
lead (SQL). A shared lead scoring system can help to demarcate the lines between the
types of lead. Lead scoring is a methodology used to determine sales readiness. Lead
scoring might involve a lead rating system based on factors such as number of web-
site visits, job title, and company size. Depending on which behavioral and demographic
criteria the lead meets, they are placed in categories that indicate their sales readiness
such as “cold", "warm", and “hot". Regardless of the specifics of the lead scoring system,
it is paramount that sales and marketing are acting in unison.
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Sales effectiveness can also be increased through lead nurturing and personalized email
marketing campaigns. Market2Lead research found that nurtured leads have a 23%
shorter sales cycle and a 9% higher average deal size. Include ungated thought lead-
ership pieces in your email marketing campaigns to build trust and demonstrate your
expertise in your field. You should also segment your lead database for more effective
lead nurturing. MarketingSherpa research found that segmented emails are 50% more
likely to be opened.
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Lead Behavior

Once marketing hands over qualified lead to sales, they still have a role to play for proper
sales enablement. All leads behave differently in the marketing funnel, and the differenc-
es in this behavior play an important role in how sales reps decide to engage with them.
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Image 2: Having a readily accessible list of your organization's most popular pieces of
content makes it easy for your reps to decide which pieces to send and to determine

what their leads have been engaged with.

As marketing passes a lead to sales, they should provide the answers to these questions:
* How did the lead first hear about our company?
« What content did they read?

« Which pages on our website did the lead visit?
+ Did they engage with anyone on the marketing team?
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The answers to these questions will not only help sales reps identify the most engaged,
sales-ready leads (which will save them time), but they will also help the reps plan for
their calls, write more personal emails, and handpick the best pieces of content to pass
along to each individual lead.

But what happens once marketing passes over the lead to the sales team? How can an
organization ensure that the sales reps, once they have a steady stream of marketing
qualified leads, have the tools they need to work them as efficiently as possible?

That's where sales analytics comes in.
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Chapter 2

What Sales
Analytics Can Do
to Optimize the
Sales Process



Summary

One of the key advantages of inside sales is that it allows reps to handle more open op-
portunities at once. However, juggling dozens (and sometimes hundreds) of opportuni-
ties simultaneously means that reps often end up investing too much time on low-quality
opportunities and not enough time on the opportunities they have a real shot of winning.
This is especially true in growing sales teams, where quantity of opportunities is often
prized above quality. Inside Sales Reps (ISRs) are put in the unenviable position of trying
to hit their quota by feverishly working through as many opportunities as they can.

But this isn't necessarily the ideal solution. Data-driven sales teams are finding that it
is usually more effective to help ISRs out by qualifying opportunities more stringently
earlier in the sales process in an effort to separate the wheat from the chaff and allow
each rep to work only the best opportunities. This way they can devote the necessary
time to the right opportunities instead of spreading themselves too thin and investing
time into low-quality opportunities that probably shouldn't have been in their pipeline to
begin with.

How can sales managers do this? What can they do to help their reps prioritize their
pipeline and use their time more efficiently?

The answer is in sales analytics. By giving their reps the information they need to sepa-
rate the likely winners from the likely losers in their pipelines (early in the sales process),
sales managers can make their reps more efficient and reduce the amount of time they
spend chasing unlikely-to-convert opportunities.

This is where the sales side of sales enablement comes in. The best sales managers
help their reps prioritize their pipelines by giving them instant and easy access to the
sales analytics tools that can help them budget their time smarter and understand the
metrics that distinguish high-quality opportunities from low-quality ones.

What are these metrics? In this chapter, we cover the key 3:
* Deal Size

+ Sales Cycle by Stage
+ Lead Source
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Deal Size

Not all deal sizes are created equal. Many companies specialize in selling smaller deals
to smaller companies. Some companies (like those in the enterprise market) have exact-
ly the opposite experience. Either way, the bottom line is that opportunity size says a lot
about your sales team's likelihood of winning a given opportunity.

Sales managers who give their reps access to tools that track the correlation between
deal size and win rate (as in the graph shown below) typically find that their reps are
better at identifying losing opportunities early. After they exclude opportunities that are,
say, 3x their average deal size, they are left with a much more manageable pile of oppor-
tunities that they can invest more energy in and, ideally, close at a higher rate.

Trailing

How does opportunity value correlate with our win rate?

T T — Ea
0 win rate for closed opportunities created in the previous 12 months
Averag
1
t 1 to$1 t 1 t
ﬁ Top 15 Nene >+ Filtering Export
Opportunity Value Range + Win Rate %+ Closed Opportunities Wins '+ Losses 3+ Open Opportunities
& Less than $2,000 51% 380 194 186 7
4 $2,000 to $5,000 27% 530 144 386 177
& $5,000 to $10,000 23% 506 116 390 146
4 $10,000 to $15,000 24% 181 44 137 96
4 $15,000 to $20,000 1% 103 11 92 19
4 $20,000+ 10% 378 38 340 B0

That's why you should give your reps access to data about how opportunity size affects
your team's win rate. For example, knowing that, your sales team wins 50% of deals
under $2k and only 10% of deals larger than $15k (as shown in the chart above) allows
your reps to better pick the opportunities that they focus on pushing past the finish line.
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Sales Cycle by Stage

If an opportunity has lingered for weeks or months in the same stage of your pipeline,
it's probably not going to turn into a deal, right? This may seem obvious, but without the
right tools it's very difficult for your reps to know how long is too long for an opportunity
to spend in the same stage.

Sales analytics can help your reps in this regard by displaying how long opportunities
that eventually converted into deals spent in each stage of your pipeline vs. how long
losing opportunities did.

In the image below, for example, you can see that eventual losers spent almost 4x as
long (16 days vs. 4 days) in the qualifying stage as eventual winners!
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With this information, one of your reps can look at an opportunity in the qualifying stage,
see that it's been in there for 18 days and assume that it's significantly less likely to con-
vert into a deal. This doesn't mean they have to immediately throw that opportunity into
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Closed-Lost. They can feel emboldened by this information to call the opportunity and
say something like “My sales data shows me that someone who takes this long to see a
demo after | reach out rarely ends up buying. Is this a bad fit or do you think it is worth
seeing if my product can help your organization?"

Rather than spending time working this opportunity in a traditional manner, this straight-
to-the-point approach can help your rep better decide how to spend his time.

What Sales Analytics Can Do to Optimize the Sales Process // 17



Lead Source

Just as not all deal sizes are not created equal, not all lead sources are either. In some
organizations, leads that come in from organic searches convert at extremely high rates,
while at others these are seen as low-quality leads. The best sales organizations give their
reps the information about the relative win rates for different lead sources so their reps can
prioritize their pipeline and work the opportunities that come from the best lead sources.

In the chart below, you can see an example of how opportunity win rate is affected by
lead source.

How many of our opportunities do we win, by lead ‘
source? ' —

7% closed in the previous 12 months

Lost Count
Won Count
* Win % (Count)

Y EE RN

With this information in hand, your reps can use their time more efficiently by quickly
identifying the open opportunities in their pipeline that they are most likely to win.

Marketing can help improve rep performance by being thoughtful and thorough with the
leads they pass over to the sales team, but sales analytics is essential for helping reps
more efficiently work the leads and opportunities they have.

Once your reps identify the best, most qualified leads to work, what can you do to help
them become even more efficient and close as many deals as possible? For that, you
need to ensure that they have all of the content — marketing collateral, sales documents

and contracts — they need to push the opportunity past the finish line.

In the next chapter, we cover how content management can help you enable your sales reps.
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Chapter 3

Why Content
Management

IS Essential For
Sales Enablement



Summary

The third area the sales enablement leader can use to improve sales efficiency and ef-
fectiveness is content management. With detailed analytics that weed out bad oppor-
tunities and steps to take to ensure marketing develops the kind of customized value
content modern buyers require, sales enablement initiatives are well placed to succeed.

However, unless these efforts are supported by effective content management, they run
the risk of falling flat. While sales teams may devote their time to the most deserving
opportunities and marketing may produce precisely the type of content needed to fur-
ther the sales opportunity, it will all be in vain if content mismanagement prevents sales
teams from instantly accessing this content.

Ineffective content management is one of the biggest stumbling blocks to sales en-
ablement today. As SiriusDecisions has pointed out, 70% of the content that marketing
creates goes unused by sales.

In this chapter, we look at how executives can use content management to empower

their teams by:
+ Reducing the time reps spend searching for the right content

+ De-silo content creators and sales reps
+ Creating clear and organized content repositories
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Content at Reps' Fingertips

While more time and resources are being devoted to developing tailored content to meet
the needs of the modern buyer, sales productivity has gone into a paradoxical decline.
With an abundance of content now stored in enterprise content repositories, potentially
valuable content is drowning in an inaccessible sea of files and folders. Traditional file
and folder structures were not developed with today's big data in mind.

Sales productivity is suffering as reps waste valuable time searching for content. IDC
surveys find that the time spent searching for information averages 8.8 hours per week,
at a cost of $14,209 per knowledge worker per year. IDC and McKinsey also report that
sales reps waste 10 to 20 hours per week on unproductive tasks related to information
retrieval such as re-creating existing slides, curating materials for presentations, and
searching through documents. In a 1,000-person company this leads to $50M in lost
revenue opportunities and a waste of more than $5 million in annual salary costs.
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Image 1: Easy access to the right content can save sales reps a lot of time.
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Bridging the Gaps Between Silos

One of the primary causes of content mismanagement which sales leaders must tackle
is the development of silos. Content is now being stored in a number of repositories
across the enterprise. While cloud storage services such as Dropbox, Box, and Google
Drive provide many benefits including document version control and real-time collabo-
ration, the cloud is yet another location sales reps must search through in order to find

relevant content.

Other content repositories include shared drives, local storage, Microsoft SharePoint,
company wikis, and even email inboxes. Docurated research has shown that 68% of
organizations have 5 or more storage repositories. Silos are continuing to develop in
spite of attempts to simplify IT infrastructure. Cloud services have made content cre-
ation easier than ever before. Hundreds of thousands of documents are being added
to these repositories each year. Indeed, a SanDisk statistic confirms this trend with re-
search showing that the volume of business data is doubling every 1.2 years.

Traditional measures of taxonomy including naming conventions and manual tagging
are limited when it comes to dealing with such large amounts of data. Manual work
that reduces selling time will immediately be resented by sales teams. To eliminate the
content management issues that hamper sales productivity, the sales leader must look
towards new and emerging technologies specifically designed to combat the relatively
modern content management problems.
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Tips and Tools to Help Keep Content
Organized

The need for this technology is so glaring that 62% of IT executives surveyed in a recent
Docurated survey cited content management as a key investment area in 2014. These
technologies, when implemented carefully, can quickly eradicate content management
inefficiencies and bridge the gap to sales effectiveness at your company.

When implementing sales enablement technology there are a number of best practices
to adhere to.

1. Assess the state of content management at your company. Identify the weaknesses
in your current content management processes. Give sales a voice to uncover the
precise content management weaknesses that hamper sales effectiveness.

2. Invest in sales enablement technology that makes instant content retrieval a reali-
ty. The speed with which business is conducted at today means sales rep time has
become increasingly valuable. Reps must be able to instantly retrieve the targeted
content that marketing develops as buyer needs arise.

3. Prioritize next generation search functionality. The sheer volume of content compa-
nies create means traditional search methods that retrieve content by file name are
no longer sufficient. It is not realistic to expect sales reps to remember the name of
each file that contains relevant content. Leverage solutions that provide next genera-
tion search capabilities that allow teams to perform page-based searches to instant-
ly surface the most relevant paragraph, slide, image, or chart.

4. Create a single knowledge reservoir of sales content. Dismiss the popular notion of
a single centralized content repository that requires tiresome manual uploading and
embrace solutions that integrate with your existing infrastructure to provide reps with
a single access point to all content.

5. Measure the ROI of your content. Close the marketing sales feedback loop with solu-
tions that provide robust metrics around the best and most relevant content.

6. Pilot your chosen solution. The pilot phase is perhaps the most important step in the
implementation process. Sales enablement leaders should identify key pilot users,
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stage roll-out, measure utilization and impact, instigate a use it or lose it policy, and
make white glove service a non-negotiable requirement.

7. Initiate roll out. Roll out the successfully piloted content management solution and
set up regular follow up meetings to accurately track progress.
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Image 2: Instant access to content is a pre-condition for effectiveness and efficiency.

Instant access to the best and most relevant content is now a precondition to sales
efficiency and effectiveness. The content retrieval issues brought about by the rapid
increase in content production are a relatively modern business problem that require a
modern solution. New technologies have emerged that can address these content man-
agement inefficiencies. It is the responsibility of the sales enablement leader to select,
introduce, implement, and oversee the adoption of technology that improves the effi-
ciency and effectiveness of the sales organization.
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Conclusion

Why is sales enablement the rocket fuel for scaling sales teams? Hopefully this eBook
gave you a clearer understanding of this concept, and a useful frame for fueling the
growth of your own team.

All sales managers want to help their reps do their jobs as efficiently and effectively as
possible, but most sales teams don't know the best practices for doing this. In recent
years, sales enablement has attempted to answer this question. But the truth is that
most sales teams don't truly understand the ins and outs of sales enablement.

This eBook aims to provide an introduction to, and blueprint for, proper sales enable-
ment. To do that, it broke sales enablement into 3 broad categories:

+ Marketing Operations
+ Sales Analytics
+ Content Management

Together, these 3 pillars form the foundation of an effective, efficient sales team that is
set up to scale rapidly. It's important to remember that sales enablement is an ongoing
(and constantly evolving) process, but creating the proper foundation in your own orga-
nization is the best way to create a culture defined by efficiency and collaboration.
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Docurated

Docurated is a connectivity layer between enterprise users and their content, providing
sales, marketing, IT and anyone that has ever had to work with documents, a way to find
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users around the world use InsightSquared's award-winning analytics to maximize sales
performance,increase team productivity and close more deals. Basedin Cambridge, Mass.,
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