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Knowledge Transfer Does Not 
Ensure Behavior Change
In the United States alone annual spend on corporate sales training is estimated to be at least 3 billion dollars 
per year and rising. In spite of these investments, and billions more in sales technology, annual quota attainment 
is on a five-year decline. 
 
As global corporations continue to invest billions annually on sales training and improvement initiatives, 
organizations need to critically re-evaluate their approach to human capital development.  

“Why are learning investments not translating into (the right) behavior 
change?”

71% increase in training expenditures 
between 2012-17, for +100 employee 
US companies. An estimated $3B 
spent per year on sales training, in 
the US alone

105% increase in global sales 
tech spend by companies, to an 
estimated $37B per year in 2017

21% decrease in share of sales reps 
achieving quota, from 63% in 2012 to 
50% in 2017. 

Growing Training 
Spend

GROWINIG SALES 
TECH SPEND

DECLINING SALES 
PERFORMANCE

Multiple factors contribute to limited behavior change (and sales results) in most cases:

1. Training is not aligned clearly with growth strategy and related goals
2. Knowledge transfer is considered the “end game” for training initiatives
3. Reinforcement is either ad hoc or primarily focused on knowledge retention alone
4. Managers lack specific guidelines and criteria for behavior observation

This perspective explores these 4 factors and proposes a practical solution for the commercial leader to 
address each of them….
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Moving from a Learning Journey to a 
Rigorous, Measurable “Performance 
Journey”
There have been many advancements to drive higher levels of learning efficacy over the past 3-5 years.  
Learning “experience” platforms are providing new and improved methods for learning retention and ongoing 
reinforcement.  However, learning alone falls short of essential practice and real-world application – with actual 
guidelines for observation and coaching.  

A performance development approach drives real change and results by utilizing a rigorous 
Learn>Practice>Apply>Coach (LPAC) approach for both sellers and managers (as depicted below).

We now have tools, platforms, data analytics and artificial intelligence capabilities that not only allow a learner 
to “learn, practice and apply” in a digital environment but we can quickly answer some important questions.

• Where should we focus our developmental efforts?  Where should we not focus our efforts?  
• Who is participating in the learning journey?  Who is not participating? 
• Who is performing? Who is not performing?  
• Who is coaching?  Who is not coaching?  
• Is learning impacting specific business results or is it not?

So, what might have been seen as a “learning journey” is evolving to a results-focused “performance journey”.  
Consider the effectiveness that LPAC can deliver today with the advancements in technology.
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1 Learn: Consume topical, short mobile 
learning lessons

Today’s sales professional still needs required knowledge to effectively perform in and out of the field. 
However today’s sales professional as a learner - is a demanding one. They want the most useful content 
available to be engaging, accessible and to the point! 

From SPI1’s business strategy connected topical mobile lessons

A. Learn the right things C. Learn based on what supports the busi-
ness’s strategic direction

D. Learn at your time and locationB. Learn only what you need

The modular learning content is based on a collection 
of proven and updated best practices from the Solution 
Selling® suite of intellectual property. It provides sales, 
management and marketing professionals learning for 
the most critical sales competencies. 

The learning content is amassed to support strategic 
sales competencies. The strategic sales competencies 
are linked to support specific growth strategies (new or 
existing markets against new or existing offerings).

The mobile-friendly access to learning content allows 
you to learn anytime, anywhere and from any device.

The content is made available in a number of global 
languages including Spanish, French, German, Chinese, 
Italian, and Brazilian Portuguese.

Many of the short, mobile-friendly lessons allow 
learners to complete a lesson-related assessment 
to skip related learning content for an individualized 
learning experience.
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2 Practice: Consume topical, case study 
simulation lessons

Its rare that in any developmental journey there isn’t some form of practice (around concepts learned) 
prior to “going live”. Doctors practice. Lawyers practice. Entertainers practice. And Athletes practice. Sales 
professionals should practice before applying as well.

These mobile-friendly, 
competency-specific case-study 
lessons allow the learner to apply 
acquired knowledge and best 
practices in a series of topical sales 
scenarios.

It is not wise to practice a new 
concept or skill for the first time 
with a real account or opportunity. 
The case study environment allows 
learns to practice in a simulated 
situation prior to real-world 
application.

The mobile-friendly access to the 
case-study based content allows 
learners to practice anytime, 
anywhere and from any device.

The case study content is made 
available in a number of global 
languages including Spanish, 
French, German, Chinese, Italian, 
and Brazilian Portuguese.

A. Practice what you’ve 
learned

B. Practice in a safe environ-
ment  

C. Practice at your time & 
location
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3 Apply: Demonstrate through real-
world application assignments

Learning and practice are all theoretical until put into actual use. And application is only effective is done 
well and done well consistently. Application is often where the goals and objectives of the learning and sales 
organizations meet!

As any learning professional would 
attest, application is the key to 
turning learning into action. Here 
those actions (or assignments) 
hold even more weight as they 
are completed in the context of 
real opportunities and within real 
accounts.

Each assignment is supplemented 
with “what good looks like” 
checklists so learners can 
self-check their assignment 
submissions.

Each assignment is “turned in” so 
that a direct manager or a peer 
can inspect, provide feedback and 
ultimately mark the assignment as 
complete.

Each assignment is to be 
completed multiple times (e.g. 
three successful attempts) to 
demonstrate consistency, quality 
and mastery of execution in the 
real-world.

The mobile-friendly access to 
the assignments, templates and 
checklists allows you to apply 
anytime, anywhere and from any 
device.

The assignments, templates and 
checklists are made available in 
a number of global languages 
including Spanish, French, German, 
Chinese, Italian, and Brazilian 
Portuguese.

A. Apply knowledge & initial 
skills developed

B. Apply with quality, over-
sight & repetition

C. Apply at your time & 
location
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4 Coaching: Reinforce with structured 
sales manager interactions

Coaching is almost always cited as a universal need among sales organizations. However, the definition 
of coaching and the amount of time actually dedicated to it greatly vary across these same organizations. 
Coaching can and should be concise, consistent and intended to foster the desired behaviors of the sales 
organization.

Coaching and inspection best 
practices (competencies) are also 
based on a collection of proven 
and updated best practices from 
the Solution Selling® suite of 
intellectual property. 

Direct managers are notified of 
assignments being submitted by 
members of their sales team. Then 
they can use checklists to quickly 
inspect the quality of submissions 
and either accept them or deny 
them… often leading to purposeful, 
short-term coaching activities.

The mobile-friendly access to 
submitted assignments and related 
coaching lessons allows a manger 
to learn and coach anytime, 
anywhere and from any device.

The coaching content is made 
available in a number of global 
languages including Spanish, 
French, German, Chinese, Italian, 
and Brazilian Portuguese.

A. Coach and provide feed-
back based on best practices

B. Coach the desired 
behaviors of sales 
professionals in a rapid 
manner

C. Coach at your time and 
location
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The application of LPAC requires a content “architecture” that is organized around specific sales compe-
tencies, as illustrated below.

When integrated with technology, LPAC makes a modern, performance journey possible by:

• Providing what is needed to effectively learn, practice and apply - in a consistent, personalized 
manner

• Providing what is needed to effectively coach - in a concise, consistent, repeatable manner
• Answering the question, “Is the performance journey delivering the intended individual or team 

results?”
• Highlighting any area of the performance journey that is found to be lacking, so it can quickly be 

amended or omitted
• Linking the journey to measurable business results, so the learning journey truly becomes a 

performance journey

To learn how to evolve from just sales training to true behavior change and performance improvement, 
contact us at: www.spisales.com.

Partial example of sales competencies leveraging the LPAC model.

The LPAC Architecture applied to the 
entire sales cycle

Jimmy Touchstone has been with SPI since 1996 in roles spanning from Certified Training Instructor to 
Product Manager to Director of Learning Programs and now Learning Innvoation. Mr. Touchstone has been a 
key contributor and evangelist of the development of role-based curriculum focused around programmatic 
approaches to training, development and reinforcement. He created and led the development of learning 
program, has overseen product development of Solution Selling ® Sales Execution and the Solution Selling 
® Learning Library and has been instrumental in the creation of SPI’s competency-focused developmental 
solution and related components called SPI-1.
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