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Sales teams rarely miss target because one person forgot to care.

The problem is usually practical: unclear standards, loose qualification, weak
coaching, inconsistent follow-up, poor CRM discipline, and too much time lost to
admin.

Current buyer behaviour makes that harder. B2B buyers are doing more research
before speaking to sales. They compare suppliers, test credibility and expect
consistent answers across your website, proposals, emails and conversations.

That means your team needs more than motivation.

They need a clear sales rhythm, strong buyer insight, useful proof, and leadership
that spots issues before the forecast turns ugly.

Use this guide to review the system around your sales team and tighten the parts that
affect performance.

BEFORE WE START...



The structure of a
stronger sales team
Before looking at tactics, look at the standards your
team works to. A stronger sales team has shared
definitions, clear expectations and a process people
can actually follow.

Tip #1: Define what good looks like
Everyone should know what counts as a qualified
opportunity, what a real next step looks like, and what
evidence is needed for a deal to sit in the forecast.

Without those definitions, pipeline becomes guesswork
in a CRM.

Tip #2: Know how your team actually sells
Review calls, emails, CRM notes and proposals.
Look for patterns: weak discovery, vague follow-up,
pricing too early, deals sitting with no buyer action, or
opportunities created from poor-fit accounts.

Set targets your team
can manage
Revenue targets matter, but salespeople also need
leading indicators they can influence.

Tip #3: Connect goals to behaviours
Break targets down into pipeline needed, conversion
rates, average deal value, sales cycle length, discovery
quality and next-step discipline. That gives the team
something more useful than “sell more”.

Tip #4: Create a weekly sales rhythm
Use weekly pipeline reviews to test deal quality, not
just activity volume.
Ask what has changed, what the buyer needs next,
who else is involved, and what evidence supports the
forecast.
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Build trust through
useful management
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Trust comes from consistency.

A sales team should know how decisions are
made, how performance is measured, and what
support is available before the number turns red.

Tip #5: Manage with evidence
Use CRM data, deal notes, buyer actions, call
feedback and proposal movement.
Personal opinions are a poor substitute for what
the buyer has actually done.

Tip #6: Make learning safe and specific
Review lost deals without turning them into public
trials.
Ask better questions: where did we lose control,
what did we assume, what signal did we miss, and
what would we do differently next time?

Coach the work
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Sales coaching works best when it is close to real work.
The useful material is already there: calls, emails, proposals, objections, stalled deals and
follow-up.

Tip #7: Train around real buyer situations
Focus on discovery, qualification, value explanation, pricing conversations, multi-person
buying groups and follow-up. Judgement matters. Scripts only get you so far.

Tip #8: Make proof easy to use
Give the team case studies, objection responses, comparison points, ROI logic and simple
explanations they can use when buyers need to build confidence internally.



Motivation that lasts
longer
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Motivation fades quickly when the process is messy.
People perform better when goals are clear,
progress is visible, and good work is recognised
properly.

Tip #9: Recognise the right behaviours
Celebrate clean qualification, useful discovery,
strong handovers, honest forecasting, good CRM
hygiene and deals the team chooses to walk away
from.
Those behaviours protect revenue.

Tip #10: Remove the drag
If reps are buried in admin, tool-hopping and
internal chasing, selling suffers.
Simplify templates, approvals, CRM stages and
handovers so the team can spend more time on
useful buyer conversations.

Communication that protects
the sale
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Buyers lose confidence when your website, proposal, sales call and follow-up all sound like
different companies.
A confused message makes the buyer’s decision harder.

Tip #11: Create one clear commercial message
Agree the problems you solve, who you solve them for, the proof you can use, how pricing is
explained, and what buyers need to know before they say yes.

Tip #12: Keep departments connected
Sales, marketing, customer service, finance and delivery need shared information.
Weak internal communication shows up quickly in the buyer experience.



Effective sales
conversations 07
Buyers need sellers who understand context, ask better questions and make the decision
easier to explain internally.
The conversation should help the buyer make sense of the problem, the options, the risk
and the next step.

Tip #13: Listen for the real decision
Ask what triggered the conversation, who else is involved, what happens if nothing
changes, what risk they see, and how they will judge success.
That gives you more than surface-level pain points.

Tip #14: Give feedback quickly
After calls, review what worked, what was missed and what the next step should be.
Specific feedback in the same week is more useful than vague feedback months later.
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Bring in commercial support
When sales performance stalls, more activity only helps if the system behind it is sound.
Review the strategy, process, pipeline quality, sales leadership and buyer evidence before
pushing the team harder.

Introducing Paula Bolton Consulting
We help B2B businesses improve sales performance by reviewing the full sales system:
positioning, pipeline, CRM, team rhythm, buyer messaging, conversion and follow-up.
The work is practical, commercially focused and built around what your team needs to sell
better.



Sales team review: We identify what is affecting pipeline quality,
conversion, forecasting and team performance.

Practical implementation: We help improve the sales process,
messaging, CRM rhythm, follow-up and tools your team uses every
week.

Senior commercial experience: We bring 17+ years’ experience
across sales, marketing, leadership and business growth.

Clear, useful next steps: You get focused recommendations and
practical support to strengthen how your team sells.

Ready to build a stronger sales team?
Book a sales assessment or visit:

Why work with us

Paula Bolton Consulting

http://www.paulaboltoncoaching.co.uk/
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