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Introduction

Towards the end of 2009, I was
talkingto a former client getting his
view on where he seesthingsgoing
in 2010 and beyond. He was
optimistic in many ways, but also
somehow seemed resigned that
things were not goingto change"a
whole much". He looked at me
knowinglyandsaid,"Youknow how
it is Tibor, it's the old 80/20 rule,
20% of your team will deliver 80%
of results,which in turn comesfrom
20% of your clients. So I got to
believethat if I focuson the 20% I
should be able to move things."
Thatstatementstayedwith me for a
few days, not because it was
profound, but the opposite, how
much substanceit lacked,and how
little impact proponentsof the rule
reallyhaveon the outcome.

As I thought about it somemore, I
decided to challengenot only my
former client, but readers of my
blog,ThePipeline,to go

beyond the 80/20, see if we can
achieve70/30. The thinking being
that if we can truly maximizethe
20%, and at the sametime expand
the playingfield to 30% from 20%,
you could really makea difference,
and havemeaningfulimpact on the
outcome. SoI put together a series
of postslookingat just that, how to
expand 20% to 30% by examining
where the 80/20 is applied most
often.

As I beganto get feedbackon the
posts,it waspointedout that what I
ineloquently kept calling the 80/20
rule is better known as The Pareto
principle, (alsoknown as the 80-20
rule, the law of the vital few, and
the principle of factor scarcity)1.
One of the commentson the first
post was from a reader enthused
about the potential lift and impact
of movingthe bar from 20%to 30%,
and saidhe would promote it to his
clients as a means of improving
their salesefficiencies,and dubbed
it "TheShantoPrinciple".

ThiseBookletreprints the five areas
coveredwhere one can put a focus
on increasingthe playing field by
10%, andexecutingmoreeffectively
to improve overall output and
results. We are also including a
piecepostedshortly after the series
calledthe "8%Solution". Thispiece
built off a finding that an 8%
increase in efficiency equals the
improvement realized if you were
to increaseyour salesforce by 27%.
So it is not quite the 10%, but the
exponential benefit of the 8% will
makeup for that, more importantly
makefor a greatcompanionreadto
the other five pieces.

Enjoy,execute,profit and talk back,
we want to hear what you think,
how you are putting things to work
in you world, and other success
factors you want to sharewith the
world, (or at leastthat smallfraction
of the world that regularly visits,
reads and benefits from what we
post on The Pipeline). As always,
we closeby asking:

What's in Your Pipeline?
Tibor Shanto

1.  Wikipedia -
http://en.wikipedia.org/wiki/Pareto_principle
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80/ 20This!

ά²Ŝ ǿƛƭƭ ōŜ ƎŜŀǊŜŘ ǘƻǿŀǊŘǎ ǘƘŜ ŀǾŜǊŀƎŜ ǊŀǘƘŜǊ ǘƘŀƴ ǘƘŜ ŜȄŎŜǇǘƛƻƴŀƭέ
Gerald Bostock/Ian Anderson (take your choice)

Aswe approachthe homestretch in 2009, most of us are lookingto 2010asa freshstart in more waysthan
one. But that alsobringsthe challengeof what will we do differently, what will we take in to the NewYearto
helpusmoveforward andwin. If weŘƻƴΩǘchangehow we do things,we arenot likely to changeresults. With
a month out, I am hearingsometepid optimism, but when pushedfor strategyor plan of execution,there
seemsto be adherence(if not clinging)to the sameold sameold. When I askwhy not embracechange,we
heardifferent reasons,one that comesup often is that no matter what you do, youŎŀƴΩǘchangethe fact that
in salesyou haveto live anddealwith the 80/20 rule. Reallyscarything this passiveacceptanceof the 80/20
rule asthe statusquo; especiallysincethe statusquo is the mortalenemyof everysalespro.

Thequote at the top unfortunatelyringstrue for manyin salesandin manyaspectsof sales. Whilemanystrive
to improveandmovethe scienceand art form forward, all too manyare quickto not only acceptbut preach
the mediocritysoaptly andsadlycapturedby the quote andthe 80/20 rule. A rule that not only allowsfor but
rationalizesthe fact that many in salesare allowed, no, encouragedto wallow in the άŀǾŜǊŀƎŜέ. How else
would you explain this casualacceptanceof 80/20? Evenif it were true, you would think and want sale
professionalsand leaders to want to defeat and slay the beast, but instead it is used to deflect the
accountabilityrequiredto evolveandwin.

I am for everamazedat the how the 20%whoάŘƻέΣthosethat arecreditedandrecognizedfor driving80%of
the revenue,tolerate the fact that they haveto carrythe excessweight. I amalmostasamazedthat theά80%έ
who don't, is content playingthe role of the paperweight in salesdepartment. I am alsoat lossto understand
why an organizationcarriesthe "80%", especiallysincethey saysalariesare one of the largestexpensesa
corporationhas. Seemsto me that if youhavea non-performingassetyouget rid of it, yet salesmanagersand
organizationsare reluctant to dealwith their non-performingassets. I know it is a tough decision,I know we
aredealingwith humanbeings,but I think everyonewouldbenefit from toughbut cleardecision.

4Whatõs in Your Pipeline?
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If in fact the 80/20 rule is prevalent,it would makemoreeconomicsenseto just let 80%of the teamgo,adopt
someSales2.0 or 3.07 tools and reap the marginimprovements. I ŘƻƴΩǘbuy the BSthat it is better to have
someonein the territory than to haveit neglected; better a short periodof neglectthan longterm damage. If
you knowthey arenot goodenough,then sodo your customersandthat will reflect on youasthe manageror
the company. I canseeit if one is activelylookingfor a replacement,fine, but usuallythey are not. I usedto
work with colleagues,directors,who would admit the ineptnessof their team members,but insist that it was
onlya questionof time beforethey improveor leaveof their own volition. Sure,they get a weeklycheckwhen
they know that they are the 80%, andthey are goingto leave? OK,and if I clickmy heelsthree times I will be
in Kansas,andget frequent flyingpointsto boot.

Soin this set of postsI want to look at how the 80/20 rule continuesto presentitself in salesanda few small
stepsthat canbe considered,taken,to tilt things. What if, andgo with me here, in 2010we changethingsto
get to 70/30? After all, all we needto do is impact20%of the 80%andwe couldmakegreatstrides. Overthe
next few postsLΩƭƭlookat someareaswherewe cantakea bite out of the 80%. It will not covereverything,but
I will look at a few areasto considerand act, so as I do, I invite you to not only take inventory in your sales
world, but sharewith us ideaswhere we canchangethe balance,so everyonecanhavea chanceto abandon
the 80%!

OriginallypublishedNovember302009, ThePipeline,RenborSalesSolutionsInc.'s weblog
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80/ 20- TheManager

Well leadingthat marchneedsto be the front
linesalesmanager.

We often tell clients that a dollar investedin
improving the effectivenessof their sales
manager is worth five invested in skills
training for the front line reps. Further,I was
recently shown a quote attributed to the
Harvard BusinessReviewwhich stated that
increasingthe effectivenessof your existing
salesteam by 8% provides the same lift as
increasingtheir sizeof the team by 25%. This
just confirms the power and opportunities
inherent in sales managers, as they are
responsiblefor the improvedefficiency.

Unfortunatelymanyfront line salesmanagers
are thrust in to the position without much
preparationor ongoingdevelopment. All too
often newsalesmanagersaresuccessfulsales
peoplewho arepromotedasa rewardor asa
means of retention, not because of their
management skills. (See Management by
Osmosis)

Giventhe fact that I believe the role of the
salesmanageris to managethe salesprocess
andcoachtheir teamsto consistentlyexecute
that process,this type of promotion is fraught
with potential challenges. Thesechallenges
are often evidencedin the fact that 80% of
salesmanagersare ill-equipped to succeed,
usually through no fault of their
own. Addressingthis takeseffort by both the
individualand the organization,preferablyin
synch.

Organizationallythey can look at two simple
things,andpleaserememberthe goalhere is
to movethe dial a little towards70/30, which
meanssmall steps to gain momentum, and
then you can build on it. First is a High
PerformanceIndividual Program,something
done by some companies with various
degreesof success. The degreesare often
determined by who is running the program,
HR or sales. The problem with HR is they
tend to focus on the generic aspects of
managing, rather than the specifics of
sales. The challengewhen sales runs the
program, is they often have the previous
generation ά80 percentersέis running it,
whichjust perpetuatesthings.

6Whatõs in Your Pipeline?
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But done right you canensurea long stream
of dividendsby investingin potential future
salesmanagerlong before they assumethe
role. By teachingthem the importanceof a
salesprocess,defining, adhering while it is
their job to execute it will better position
them to manage and coach around the
processwhen they step in to a management
position.

The secondthing they can do is to actually
have a defined, documented, and clearly
communicatedsalesprocess. (Perhapsthis
should be the first) Without that you ŎŀƴΩǘ
really succeedin sales,and it goes without
sayingyou ŎŀƴΩǘindoctrinate up and comers
to believein and benefit from it so that they
will then pass on the habit to the next
generation. Changingthe heritage from the
old ά80 percentersέ to the new ά30
percentersέ

On the individual front is to understandthe
difference between truly managinga sales
teamandbeingsupersalesguy. Manystepin
to the role feeling that they have to be all
thingsto all their peopleand spendverylittle

of their time actually managing and/or
coaching. They continue to get involved in
deals,salvagingthem rather than developing
their teams. (Althoughat times they should
be firing them). Dependingon the studies
you read many sales managersspend less
than 50% of their time doing what sales
managersshould be doing, and doing things
the sales people should do, juggling things
hopingtheyŘƻƴΩǘfall betweenthe cracks. In
the process their team rarely develop or
evolve and they themselvesware out and
become disillusioned, pining for the days
when they used to closedealsand earn full
commissionfor the work they do. It is not
uncommonto seeteamswhere the repsbird
dogleadsandthe managerrunsaroundbeing
super-closer!

By taking the steps on both the individual
level and the organizationallevel, progress
canbe madeandin the processof developing
and leading a proper salesprocessyou will
likely see more High PerformanceIndividual
surface, more efficient sales teams, and a
definitemovementin the directionof 70/30.

Originally published December 1, 2009, The Pipeline, Renbor Sales Solutions Inc.'s weblog
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80/ 20- The Client

Continuingon with the dismantling of the 80/20 rule for sales,we now look at the
clients. Another widely acceptedaspect of the rule is that in B2B sales,80% of your
customersupport resources,time, and attention get suckedup and consumedby those
customersthat generateonly20%of yourrevenue.

On the upside,the small group of customerswho do generate80% of your revenueare
generallyso much lessdependentand demandingthat one can usuallystill servicethem
andsatisfytheir minimalrequirementswhenwe shouldbedoingsomuchmore.

Manyof theάŘŜƳŀƴŘƛƴƎ80ǌare the clientsyouknewwould be a problemevenbeforeyou
closedthem, in fact you know youǎƘƻǳƭŘƴΩǘhaveevenclosedthem, but you did and now
you find that you are spendingdisproportionatetime, energy,and emotion on them. All
that bandwidthwouldbe better spentgrowingthe 20%who generate80%of your revenue,
andfindingotherslike them.

Sohow do youmoveto the 70/30space?

Well this time of year is a great time to review, measureand fire those clients that ŘƻƴΩǘ
stackup. ²ƘŀǘΩǎthe worst that canhappen; they go to your competitor and waste their
time, resourcesand opportunities. With your new found bandwidth you canconcentrate
on replacingthe deadwoodwith freshclientsthat lookandact like the 20%youlove.

Whatõs in Your Pipeline?
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With the many outputs available in ǘƻŘŀȅΩǎ/waΩǎΣit is a simple process to create
straightforward and meaningful benchmarks. Margins are good, cost of sale, payback
period,andongoingprofitability. Youcanalsoincludefactorssuchassupportandpayment
records, and more. Once you decide on which metrics make sensefor you and your
company,the rest is easy. Firethe bottom 10%, bottom 20%, or if you are feelingqueasy,
start with 5%now,anddo anotherroundin June,just start.

Youshouldalsoreviewandtakea goodlookat the 20%that areyour bedrock. Studythem,
knowthem soyoucantakeyournew foundbandwidthandreinvestit into findingmore like
them. Findout what they like about you, your company,andwhy they selectedyou in the
first place. Thenyou candevelopan actionplan to find more companieslike them, willing
to pay,evena premium,for thosesameattributes,andhavefun doingit.

Onceyou grow theseaccountsto be 30%of your accountbase,the exponentialgrowth in
revenuewill more than makeup the revenueyou fire. Theopportunity for solid referrals
andother dividendsare just a bonus.

It is easyto be busyputting out firesdealingwith the 80%of customersthat hold you back,
but once you fire that bottom bunch, you can get busyhavingfun filling, executingand
monetizingyourpipeline.

OriginallypublishedDecember2, 2009, ThePipeline,RenborSalesSolutionsInc.'s weblog
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80/20 - Continuous Development

ά²Ƙŀǘ ǿŀǎ ǘƘŜ ƭŀǎǘ ōƻƻƪ ȅƻǳ ǊŜŀŘΚέ

When I washiring salespeople in the corporate
world, I alwaysaskedthe candidatethree related
questions. The goal was to see the character
behind the facade, and as an indicator as to
whether the personin questionwas likely to be
in the 80% or the 20% group. The questions
were:

FirstQuestion:
ά²Ƙŀǘwasthe lastsalesbookyouǊŜŀŘΚέ

Thiswouldeliminateabouthalf the candidatesas
they would fidget and straighten themselves
uncomfortably trying to come up with a name,
before finally admitting that they had either not
read one at all, or it hasbeen a long time since
they thumbed through TomHopkinsclassicHow
ToMasterTheArt OfSelling.

Questiontwo:
ά²Ƙȅthat ƻƴŜΚέ

Straightforward, allowedme know if it waspart
of their routine to focuson selfdevelopmentor it
was an anomaly. A lot people ask candidates
about self development and they get the
standardblurb, I wanted to seeit in action. This
usuallyprunedanother20%or soof the heard.

Lastquestion:
ά²Ƙŀǘdid youlearnfromƛǘΚέ

They were able to impress me with almost
anything here, especially if I ƘŀŘƴΩǘread the
book. Of course the ones that said άƴƻǘƘƛƴƎΣI
knewmostof it ŀƭǊŜŀŘȅέΣwent no further.

To this day it strikes me odd that so few sales
peopleactuallyreadsalesbooksregularly. In fact
how few embarkon a programcontinuousof self
development. Sure there are those that are
required to accumulate continuous education
credits to maintain their licence. Real estate,
insurance,financialadvisors,but even theseare
not all sales courses, many are just product
related courses provided by vendors, thinly
disguisedproductpitches. ²ƘŀǘΩǎevenfunnier is
whenthey refer to salestrainingassoft skills,ha,
ŘƻƴΩǘthese people realize sales is a contact
sport!

Evenin those instanceswhere a book does not
present anything new, it still is a positive
experienceto read it. Lastyear I was invited to
attend a BrianTracypresentation. When I came
backmy wife askedme if I had learnedanything
new. I said no not new, but I remembered a
whole bunch of things I stopped doing that I
shouldstart doing again. SoI did and it made a
difference.

Originally published December 3, 2009, The Pipeline, Renbor Sales Solutions Inc.'s weblog
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Anotherplacewherethe 80/20 rule playsa largein salesis in the salespipelines. Some80%of
the "opportunities" in the average B2B pipeline either do not belong there or are
miscategorised. Theformer is either due to neglect,the unwillingnessof the rep who ownsit
to remove it even though there is little or no chanceof a deal materializing; and most
depressinglywhen repsare forcedby managementto leavean 'opportunity' in the pipelineto
padthings.

Theproblem stemsfrom the fact that the seller and buyer are not in synch. We can spend
time figuringit out but the result is the fact that they are out of synch,and at times not even
movingin the samedirection. Tosomedegreeme andmy ilk are to blame,putting a focuson
the salesprocess; but in our defence I think most sales trainers emphasisethe need to
understandand work within the buyers decisionprocess. As a result often there is not a
sharedview of what the desiredoutcomeshouldbe,andcertainlythere is no mutuallyagreed
on courseof action,no viableplanthat both sellandbuyerarecommittedto.

Therefore,the opportunities like theseare not activeand shouldbe pulled from the pipeline
and either placedbackin the "leadsfunnel" or put into the recyclingbin to be revisitedat a
future date. Bythe way,this future date couldbe three monthsfrom now, a yearfrom now or
three years. For exampleif you are sellingwirelesssolutionsand the prospectjust yesterday
signeda three yearcontractwith another provider, it is not likely that you will directly revisit
them for 18monthsor so. Youmayaddthem to youre-mail newsletterlist, keepingin "touch"
regularly,but as nice as the personmay be, they do not belong in your pipe, things in your
pipelineneedto be "active".

The great thing about this 80/20 reality is it is easy to resolve,well easy if you have the
discipline. It starts at the organizationallevel, you need to have a clearly defined and
documentedsalesprocessthat is both easyto executeand at the sametime drivescorporate
objectives. Core to Objective BasedSelling is that the salesorganization'sobjectives are
completelyalignedwith thoseof the wholeorganization.

Whatõs in Your Pipeline?
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For exampleif the companyand marketingare pursuinga strategyof market share,having
salesfocusedon revenuesat all cost,evenforfeiting a deal, is not the best,anda processthat
reinforcesthat is just sillyanda processfor the sakeof process. I onceworkedfor a VPThereal
underlyingissueis not somuchthe quality of the opportunities,but the time wastedtrying to
work with theseopportunities,all for the causeof lookingbusyandproductive. Whileyoucan
recycleleadsandcomebackto them at a moresuitabletime, youwill neverbe ableto recover
the time wasted,knowinglywasted.

Goingbackto the questionof how to move 80/20 realitiesto 70/30, it is very easyto set up
rulesasto what shouldbe in your pipelineandhow it shouldbe categorized. Noneof this 30-
60-90 day pipedream,where opportunities are moved around the pipeline like pawnson a
chessboard. Probablynot the best analogyin light of the fact that chessrequiresa strategy,
and the pipelinesin questionseemto completelyrecoil from one. Therulesneedto basedon
experience,what is the pattern of a successfuldeal, break it down step by step, meetingby
meeting. What are ideal outcomes, what questions and action lead to those outcomes,
capture,documentandimplement. If it fits the pattern work it to the nextstage,if the client is
not movingwith youto the nextstage,review, adjustandactaccordingto plan,if they still are
not in synch,pull them andwork on the onesthat fir the pattern. If you caneliminate10%of
the "maybes",10%of the "depends",andreinvestthe time andenergyinto the onesunfolding
according to the winning pattern, and gain more than a 10% return. One last thing to
rememberand do, alwaysreview, update and adjust the "winning pattern" to keep current
andcontinueto be at 70/30.

who seemed to have a business to run their process, rather than a business that

helped her successfully run her business, alas she is not alone, there are many of

these situations out there. The good news is, I guess you can call it that, is that most

sales processes are not adhered to so the damage is usually different.

Originally published January 4, 2010, The Shanto Principle, eBooklet
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The8%Solution

A few yearsback, in a piece in the HarvardBusinessReview,it was stated that an 8%
improvement in the productivity of your existingsalesteam will result in the samesales
growth asif you were to add27%more reps. I am surethe numbersmayhavechangedin
the three yearssince it was published,the underlyingreality has not. In fact what has
changedis the ability of organizationsandmanagersto addheadcount,in the post-Lehman
Brothers-era,costrestraint is the overridingmantra. Sowith the addedstressanddemands
on the averagesalesrep and team, the questionbecomeshow to achievethis productivity
without distractingthe teamor breakingtheŎŀƳŜƭΩǎback.

To me if you have to focus on only thing it would be time allocation to improve sales
velocity. If you can focusyour resourceson better opportunities,you will not only move
them through the processquicker,but create a way to not deal with opportunities that
either will neverhappenor whosetime hasyet to come. If you canallocateyour time to
those activities that have the highest RPAReturn Per Activity, while developing the
disciplineto only executethoseactivitiesthat move a saleforward, than you will increase
productivityandsalesclosed.

Toachievethisyouwill needto understandtwo keythings:
1. Whatactivitiesyoushouldallocatetime for andin what proportion?
2. Whatdoesthe right prospectlook like?
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While number one is the more important, you really ŎŀƴΩǘdeal with it until you answer
numbertwo. Thegoodnewsis that it is not ashardasit mayfirst sound; it is laboriousand
dry work at times, but onceyou havethe basictemplate, it is easyto updateand will pay
ongoingdividends. Gobackandlook at all the dealsyou havewon over the last18 months,
and see what are the most common attributes sharedby these. 5ƻƴΩǘjust do it on an
accountbasis,that iswhat thesecompanieshavein common,but alsoon a dealbasis. How
did the deal unfold, number of meetings, people involved, roadblocks, accelerators,
language,bet right down to cellularlevel. Why did they engagewith you in the first place,
did they engageright away,or did you haveto nurture them for a while; if yesthen how
long, what did they respondto, what were they hoping to accomplish,why did they not
engageright away. Asa rule, if you are not the numberonesalespersonin your company,
you want to spendtime looking at the above factors for the best rep at your company,
reallyparkyouregoandmakesomemoney.

Do the samefor dealsyou lost or did not happen,look at the onesyou lost early,half way
throughyour predictablecycleόȅƻǳΩƭƭknowwhat your cycleis from doingthe above),at the
end of the cycle. Again,how did you engage,were they in your lead pipe (different than
yourprospectpipewhichactiveopportunities)too longor not longenough?

Once you have done this, you will have two profiles, ones that you want to pursue
vigorously,and those you want to avoid like Tiger does the media. In some ways the
economicclimateover the last 12ς18 monthsprovidesa goodtime to do this exercise,as
youcantruly seewho clearlyfits in to eachgroup.
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Now you can focuson who and how to best engagewith the type opportunities that will
help you work with peoplewho will act like your successfuldeals. Whenyou engagewith
these peoplethey will movemore predictably,not alwaysfaster. Rememberthat velocity
involvesboth speedanddirection.

Thereis an optimal speed,andwhenyou reachit, it is not a gooduseof resourcesto keep
pushing. Where you can add to velocity and results is by fine tuning your direction, and
wheninvolvedwith theάǊƛƎƘǘέprospect,their direction,after all youhavethe advantageof
knowingbecauseyoudid yourwork andwent after them for a reason.

While it may be obvious, it is worth pointing out that the biggest impediment to
productivity is time and resourcesspenton prospectsthat will not closeNOW,this is why
we raisednurturingleads. Somearenot readyNOW,soƭŜǘΩǎmanagethem,put them in the
άƭŜŀŘǎŦǳƴƴŜƭέΣwhichshouldhaverulesandattribute likeyoursalesfunnel.

Onceyou know who (specifically),and how, and how long, you can now allocatetime to
those activitiesthat are necessaryto consistentlyexecute,and not allocatetime to things
thatŘƻƴΩǘleadto sales.

Eliminatewaste; accentuatethe right activities,easy8%right there.

Originally published December 16, 2009, The Pipeline, Renbor Sales Solutions Inc.'s weblog
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