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NOBODY KNOWS PHASE 2, 
BUT THEY ALL KNOW WHAT 
PHASE 3 IS: PROFIT!

COLLECTING 
UNDERPANTS

In an episode of the popular, irreverent 
cartoon South Park, the main characters 
visit a factory run by gnomes. The gnomes 
are stockpiling stolen underwear.

One of the main characters 
asks a gnome:
“So, what are you going to do with all of 
these underpants?”

The gnome responds:
“Collecting underpants is just phase one.”

The first character says:
“So, what’s phase two?”

The gnome pauses for a moment. Stands 
still, staring silently. He looks stumped. 
He asks another gnome:
“What’s phase two?”

The other gnome repeats that 
phase one is:
“collect underpants.” 

“Yes, but what’s phase two?”

He responds:
“I don’t know.” 

Phase 1

Collect
Underpants

Phase 2

?
Phase 3

Profit
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There’s even a chart demonstrating the plan, with a giant 
question mark under “phase 2.” Of course, this is a laughable 
business plan, and it’s intended to be.

Unfortunately, many sales organizations operate exactly like 
the gnome’s secret stolen underwear stockpiling facility. 

Phase 1 Collect salespeople

Phase 2 ??

Phase 3 Profit

While arguably a salesperson may be a better investment 
than stolen underpants, nevertheless the fact remains that 
most sales organizations lack clear visibility into what happens 
between when a salesperson is hired and when they start 
churning out a profit.

You may know a few key facts, such as win rates, quota attain-
ment, and sales cycle length, but even those data points 
are usually murky and ill-defined, and they fail to give orga-
nizations the kind of insights they need to effectively drive 
improvement.

In fact, in most cases, organizations continue to limp along 
with bloated pipelines, missed forecasts, and unpredictable 
quarter by quarter performance, unable or unwilling to make 
the changes necessary to gain control over their profits.

Traditional CRMs not enough
When CRMs were originally introduced, they were supposed 
to be a silver bullet for this problem, providing a new level 
of transparency into the workings of the sales team. But it 
hasn’t turned out that way.

Salespeople may or may not log all their activities, and even 
when they do, traditional CRM reports only provide managers 
with insight into how many and what activities are engaged in, 

not whether those activities were effective, whether they moved the sale 
closer to the close, or how likely the sale is to move forward.

Even with call recording technology, managers and executives have no 
consistent way to measure the effectiveness of specific activities and 
behaviors across the sales cycle, or to compare the success rate of pros-
pects by industry, size, competitors being considered, or other potentially 
critical factors.

In order to remove those giant question marks and replace them with 
actionable insights that drive continuous performance growth, organiza-
tions need to adopt a more scientific approach to collecting, managing, 
and analyzing their data to inform coaching and management efforts and 
drive higher performance.

In this paper, we present such a framework, one that yields dynamic, 
detailed, useful data and analytics and gives you the tools you need to 
coach more effectively, get more out of your enablement efforts, and 
drive continuous improvement on your sales teams.

Even if your giant question marks are already smaller and fewer than 
other organizations’, this framework will help you fine-tune what’s 
working and add a structure that gives you more actionable insight and 
fewer question marks.

If you implement the principles and steps in this guide, you’ll enjoy greater 
transparency into pipelines, more reliable forecasts, improved sales effec-
tiveness and overall better results.



MANAGING ONLY BY RESULTS
At the end of last quarter, how many of your salespeople had 
made their quotas? You can probably cite this number off the 
top of your head.

Likewise, each of your salespeople is acutely aware of their 
quota number and how they’re measuring up to it. In fact, 
there’s a good chance that this data point keeps them awake 
at night.

You may be using this number for a variety of purposes: To 
issue compensation, award department honors, and assign 
bragging rights. You may use it in hiring and firing decisions, 
and to determine who needs more coaching and training.

In fact, it’s possible that quota attainment, along with win 
rates and sales cycle lengths, are your primary management 
tools, and that you think of this as “managing by the numbers.”

And that’s a problem.

Quota attainment, win rates, and sales cycle length are 
useful indicators, but they are lagging indicators. There are 
also a number of issues in how win-rates and sales cycles are 
measured that add to this problem. Using these metrics to 
manage a team is like driving a car while staring in the rear 
view mirror.

You learn a lot about where you’ve been, but not much about 
how to get where you want to go.

“Managing by the numbers” in this way causes a host of 
problems on the sales team, including:

 � LOST PROFITS
Course adjustments that might have saved a sale can’t 
be made until after it’s too late. 
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″Running a sales department 
without the right analytics in 
place is like flying a jumbo jet 
in a blizzard without navigation 
equipment.″

Paul O’Donohue, Salesstar

WHY MANY 
ORGANIZATIONS FAIL THE 
SALES ANALYTICS TEST

While many organizations talk the talk when it comes to sales 
analytics, very few effectively leverage them to improve sales 
effectiveness and deliver better results. Historically, good ana-
lytics have been difficult to come by, for many reasons, and the 
sales team’s reluctance to record data certainly doesn’t help.

If you want to drive performance with analytics, you 
must first prevent the most common mistakes. Here are 
the top three.



 � INFLATED PIPELINES
Salespeople make unrealistically optimistic predictions based 
on gut instinct and/or a desire to keep management off their 
backs.

 � MISSED FORECASTS
Inflated pipelines and an inability to see anything other than 
historical data makes it impossible to accurately predict reve-
nues.

 � UNNECESSARY CHURN
Salespeople who could have been successful get frustrated 
and leave before corrections can be made.

If you’re seeing these problems, you’re not alone. The proac-
tive analytics you need in order to escape this cycle have not 
traditionally been easy to come by. Fortunately, the tools and 
frameworks for managing proactively are here now, and we’ll 
be exploring them in the second half of this paper.

MEASURING ACTIVITIES, BUT NOT 
PROGRESS
Perhaps you’ve been reading the previous section and 
thinking, “Not us! We measure activities too, which are a 
leading indicator.”

Pat yourself on the back, but maybe not too hard.

Activities can be leading indicators and are important to 
measure, track, and manage. They are a critical part of any 
effective, proactive analytics and management system.

But many organizations measure activities in a vacuum, 
devoid of crucial context. You may know how many cold calls 
a salesperson has made that week, how many meetings they 
scheduled, and whether they followed up on all their “live” 
leads. This is helpful information for course correcting when 
a salesperson isn’t doing their job.

But what if the salesperson is doing all of their activities, but 
their performance still lags? Identifying and addressing the 
problem then becomes far more difficult.

02.

″A leading indicator is… a 
measurement that signals 
the... direction in advance.″

Merriam, Webster dictionary



A more effective approach is to track 
activities and information in the context 
of progress. This requires that you collect 
data in the context of a clear and consis-
tent process, with stages, milestones, and 
steps, and that each sale is tracked through 
the process.

This information helps managers under-
stand where a salesperson may be strug-
gling, and provide the right coaching and 
enablement to improve their ability to 
move sales through the process.

Tracking activities in the context of prog-
ress also help you quickly see when a deal 
may be lagging, making it possible to inter-
vene before the sale goes sour.

Finally, tracking activities and information 
in context helps managers to understand 
which behaviors, activities, and situations 
are effective and when so that they can 
continuously improve the process and their 
coaching for the best possible outcomes.

MANUALLY MASSAGING 
THE DATA
You know this scenario. It’s time for reports. 
The sales manager generates one out of 
the system, a quick task. But then, the data 
has to be massaged.

This isn’t always a defensive gesture on 
the part of the manager. It’s a neces-
sary process because they know that the 
numbers coming out of the system aren’t 
going to provide an accurate view. Only 
they have the required insight to make the 
reports reflect reality.
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They know which salesperson’s pipeline is 
bloated because they’re consistently overly 
optimistic. They know which salespeople 
have a habit of coming through at the last 
minute with deals that they don’t enter 
into the pipeline until right before close. 
They know which salespeople enter every 
contact as an opportunity, and which ones 
only enter an opportunity when they’re 
confident the deal will close.

Over time, a lot of managers become quite 
good at this task. In those cases, the fore-
casts and reports can be a reasonable 
indicator of current and expected perfor-
mance.

But even in a best-case scenario, the task is 
time-consuming. The process is subjective 
and prone to error. And some managers 
are better at it than others.

It also means that you have no reliable way 
to glean clean data and analytics from your 
system because large portions of your 
organizational knowledge is locked inside 
the heads of managers and salespeople.

″Tracking activities and information in the 
context of progress requires that you have 
a clear and consistent process, with stages, 
milestones, and steps.″

George Brontén, Founder/CEO, 
Membrain.com



BUILD A SOLID DATA 
FOUNDATION
You know how important it is to build a 
house on a solid foundation. Set it on a bad 
foundation, and it won’t matter how beau-
tiful or elegant your home is… it will crumble 
away before you have time to enjoy it.

But on the right foundation, you can build 
the home of your dreams in confidence that 
it will be around for a very long time.

When it comes to your organization’s 
success, good data is a solid foundation, 
while messy, incomplete, and junk data is 
like shifting sands.

Your organization’s data is the foundation 
of your analytics. And, if you’re like most 
organizations, that data is simply not solid 
enough.

The root causes of garbage data are many 
and various, but they include:

• A lack of clear pipeline entry and exit 
criteria and a milestone-based process 
that is consistently tracked through every 
sales cycle.

• Salespeople who, out of native optimism 
or sheer bull-headedness, pack their 
pipelines full of poorly qualified pros-
pects, weigh their logs down with activ-
ities, or fail to record their activities at all.

• The absence of point-in-time tracking, to 
enable trendline analysis.

You can stick a fancy analytics engine on top 
of a hot mess of data and try to build some-
thing out of it, but the result is unlikely to 
be inspiring… and very likely to be uselessly 
skewed.

01.A FRAMEWORK 
FOR EFFECTIVE, 
ANALYTICS-ENABLED 
SALES PIPELINE 
MANAGEMENT, AND 
COACHING

Sales analytics alone won’t save your sales orga-
nization. But without reliable analytics, you’ll be 
some-what blind, severely less effective, and lose 
competitiveness over time.

But “data-driven” doesn’t always equal “effective.”

Here’s how to establish analytics across your or-
ganization that enables effective, proactive sales 
management.



Here’s How to Clean Up Your Data

1.1 Start with Process
Most organizations collect data on the number and type 
of activities their salespeople engage in, as well as general 
information about prospects, but without consistent 
criteria and a process-based system, this information is 
useless.

Start with your sales strategy, and design process that 
enables salespeople to execute effectively on it. You 
may need multiple processes depending on the type of 
engagement and type of sales workflow (prospecting, 
opportunity management, account growth planning). 
The key is to articulate it clearly and establish key criteria 
for each stage of the process. And not to confuse pros-
pecting with opportunity management, or account 
growth planning. 

As an example, to deliver clear opportunity pipeline 
data, your process should be divided into subsections 
including:

• Stages
These may include qualifying, discovery, solution 
design, proposal. Or you may prefer using a more 
buyer-centric approach like problem, require-
ments, solution, suppliers & validation, consensus.

• Milestones
Milestones are the major points within each stage 
that must be reached in order to move to the next 
stage. They may include things like identifying all 
major stakeholders, documenting the prospect’s 
success criteria, and/or uncovering obstacles.

• Steps
Steps are more granular than milestones, repre-
senting the activities salespeople must do in order 
to reach each milestone. They include things like 
asking specific questions of the prospect, holding 
discovery meetings, or making prospecting calls.

1.2 Establish Clear Criteria, Aligned with Buyers
For every stage, milestone, and step of the process, establish 
clear criteria that apply to every salesperson and every prospect 
engaging in that process. And ensure that you align milestones with 
what your buyers need to accomplish. This helps ensure that you 
compare apples to apples when you look at your data.

Every process will be unique, but most should at minimum estab-
lish criteria for:

• Entry qualification at each milestone and/or stage
Before a salesperson plops a prospect into the pipeline or 
moves it to the next stage of the process, that prospect should 
meet very clear and detailed criteria. This helps prevent 
bloated pipelines and reduces wasted time by making it clear 
when an opportunity should be dropped in favor of some-
thing better qualified.

″Without continual growth 
and progress, such words 
as improvement, achieve-
ment, and success have no 
meaning.″

Benjamin Franklin



• Stage and milestone momentum
In addition to static qualification criteria, 
opportunities should be measured for their 
speed through each stage and milestone. 
Over time, you will gain a clear view of 
what a healthy momentum looks like, and 
your analytics will be able to provide you 
with the tools to course adjust as needed.

• Weighted pipeline
You want to measure not just how many 
opportunities are in each stage of the pipe-
line, but the weighted value of each one, 
based on milestone progress, and adjusted 
based on win/loss insights - NOT just based 
on the stage deals are in.

1.3 Add Performance Goals 
For each team and team member to understand 
their progress, they need to see their goals and 
how they are doing. This feedback loop is crucial 
but not always transparent, or in real-time.

Well-defined goals help people focus their atten-
tion, and give them something concrete to strive 
for. Most sales teams are good at setting revenue 
goals, but in order to be more effective, it’s 
important to break goals down into milestones 
and actions that can be achieved along the way, 
and to track progress against those milestones 
and actions.

Make your goal-tracking process transparent 
and, better yet, set it up so that tracking can 
be viewed in real time. When salespeople have 
their goals and visual evidence of their progress 
in front of them at all times, they become more 
motivated to hit the next step or the next mile-
stone in their progress.

1.4 Include Trendline Data
Trendlines represent the “time” element of the 
sales process and are the most often missing 
element of sales analytics. You need to know 
things like whether an individual salesperson is 
improving over time and how their improvement 
over time compares to their goals, their peers, as 
well as whether certain competitors are creeping 
up on you or the industry is gaining (or losing) 
traction.

Establish your system so that it gathers data over 
time and maintains trendline data for compar-
ison and analysis and helps sales managers to 
identify who to coach, about what, and when.



″A lagging indicator... becomes 
measurable only after a... shift has 
taken place.″

Merriam, Webster dictionary

ARM YOUR MANAGERS 
AND COACHES WITH 
ACTIONABLE INSIGHTS
On a solid foundation of clean, clear, useful 
data, you can build analytics that arms 
your managers and coaches with action-
able insights. You want them to be able to 
see both leading and lagging indicators, 
compare salespeople to each other and to 
the average, compare industries, and view 
trendlines.

A simple, beautiful dashboard should be 
able to provide them with key metrics at a 
glance while allowing them to actively “drill 
down” for deeper information.

This will allow coaches to quickly see prob-
lems and then drill down to find the causes 
of those problems.
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As an example, a common problem salespeople 
exhibit is the “roller coaster effect”–sales perfor-
mance that has peaks and valleys.

The right analytics framework will allow managers 
to quickly understand why the roller coaster is 
happening. For instance, it may be that the sales-
person is not engaging in prospecting activities 
while delivering on sales, that they’re losing more 
deals than their peers late in the process, or that 
they’re spending too much time on smaller deals, 
leaving too little time to develop their pipeline 
while closing a large number of small deals.

By identifying the true cause, your coaches can 
focus on the right skills and activities to dramat-
ically improve each salesperson’s performance.

Granular analytics like this also allows you to 
measure the outcomes of specific behaviors 
and activities in a more general sense so that 
coaching can focus on the things that actually 
move the needle.



FORECAST WITH CONFIDENCE
When you put a clear, milestone-based process in place 
for your team, you enable better, more accurate fore-
casting, which goes beyond stage-based forecasting.

Establish clear entry and exit criteria for prospects and 
opportunities, based on a solid qualification model, 
and hold salespeople accountable to them. Capture 
the information that you know impacts your in-rates 
and adjust accordingly. Adjust probabilities based on 
historical insights about win rate influencers in certain 
industries, or against specific competitors.

Align the process with how the customer will make 
their decisions, to ensure you have insight into where 
they are, and assign win probabilities based on pace 
and progress through the process, not just the number 
of activities. Assign probabilities based on the comple-
tion of key steps and milestones, not just stage of the 
process.

Over time, clean data and a clear process will enable 
you to better define qualifications and designate prob-
abilities, making your pipeline forecasts more and more 
accurate.

DRIVE CONTINUOUS 
IMPROVEMENTS
Most sales organizations give lip service to win/loss 
analysis, but few use it to drive continuous improve-
ment.

With clean data and granular analytics, win/loss anal-
ysis can be so much more than a finger-pointing exer-
cise. You can use the data to compare opportunities 
across time and understand the factors that influence 
the likelihood of winning and losing.

This information can be iterated back into qualification 
criteria to help you improve which opportunities your 
salespeople focus their energy on.
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You can also use analytics to:

• Identify which types of opportunities each salesperson 
excels with, and assign them the accounts they are most 
likely to succeed with

• Help managers focus their coaching on the most important 
skills and processes

• Identify weak points in your process and methodology and 
improve them

• Identify strong points in your process and methodology 
and capitalize on them

• Understand where your teams need more training and 
support so you can provide it in a targeted manner

• Understand the factors that most influence a win, so your 
salespeople can focus on achieving those factors in each 
opportunity

CHOOSE THE RIGHT TECHNOLOGY 
FOR YOUR EFFORTS
Choose technology that sits at the center of your team’s 
workflow and guides them through your process and meth-
odology in a beautiful, easy-to-use manner, and that provides 
them with enough value that they want to input their data. It 
should also: 

• Be flexible and customizable, to provide the charts, time-
lines, and comparisons you need

• Deliver insights in real time

• Enable you to change your process and milestones and 
steps on the fly, according to those insights

• Provide a platform for embedding enablement content 
into the workflow, so salespeople can access it exactly 
when they need it

There are hundreds of CRM and sales enablement tools on 
the market today. It pays to take the time to find the one 
that will enable your organization to manage and coach your 
teams to top performance.
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THE BUSINESS 
CASE FOR SALES 
ANALYTICS

In summary, in order to make the most 
of your numbers, you need a metrics 
engine that makes it possible to:

• Reliably collect clean data with clear 
KPI definitions

• Differentiate between lagging and 
leading indicators

• Understand why you win and lose

• View trend lines across time

• Provide managers with the analytics 
to diagnose causes and not just effects

• Enable dynamic playbooks based on 
win/loss insights

When you manage effectively by the 
numbers, your team’s performance 
will improve consistently. You’ll:

• Improve win rates

• Increase deal sizes

• Decrease sales cycles

• Ramp up new hires quicker

• Forecast accurately

Effective data analytics are critical to 
ongoing sales success in today’s sales 
environment.

To calculate the ROI 
of increased sales 

effectiveness 

If you would like to learn 
more about how Membrain 

and its partners can help 
you design your sales 

workflows and analytical 
platform

https://www.membrain.com/sales-enablement-roi
https://www.membrain.com/book-a-demo


HOW YOU 
SELL MATTERS

MEMBRAIN.COM

SALES ENABLEMENT CRM FOR
TEAMS COMMITTED TO GROWTH

http://membrain.com
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