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Successful selling is a blend of skills, knowledge, 
and values. Surveys are the perfect tool to 
expose a knowledge gap, but they are marginal 
at discovering a flawed value system, and 
honestly, strike out when assessing real skills. If 
you haven’t heard, denial and a lack of self-
awareness is kind of a thing. Just tune into 
“American Idol” and you’ll see how people can 
do a very poor job of assessing their own skills. 
This trend has also been validated in numerous 
studies, including a recent one that stated 95% 
of college professors think they are above 
average. What does that tell us? Even college 
professors fail to fill out surveys assessing their 
abilities accurately. 

SO WHAT’S THE SOLUTION? 

There’s a four-step approach ASLAN® has been 
using for over a decade, and it has proven 
incredibly accurate at determining the 
developmental needs of a sales organization 
and maybe, more importantly, getting buy-in 
from all the stakeholders.

Think about it: When’s the last time you got 
everyone to agree on what training is needed 
and how much you should invest in it? It's 
possible. Here's our approach.

Your goal is to understand the needs of the 
sales organization and build the perfect training 
program. But getting an accurate pulse on 
a large sales organization isn’t easy: it’s 
like getting input from 500 people about an 
upcoming dinner party. And if you miss the 
mark, the most vocal people in the company 
have no problem communicating how they feel 
about the “party.” 

We get it. We’ve been assessing massive sales 
organizations for decades. And just like you, 
we don’t have the luxury to get it wrong. So 
how do you get it right? In the absence of any 
other reasonable options, most people focus 
on surveys. While that’s important for  getting 
a grasp on perceived needs and appetite 
for change, surveys don’t reveal actual sales 
capabilities. 

If you wanted to assess someone’s ability to 
cook, an athlete’s skill level, or someone’s ability 
to sing, you wouldn’t base your assessment on 
how they answered a few questions. You would 
taste their food, watch them play, or listen to 
them sing before making a call on what needs 
to improve. Selling is no different: To assess a 
seller, you have to watch a seller.  

You’ve been assigned a daunting task: Assess a large sales force.  

Assessing a Large Sales Organization
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Think about how you would assess a golfer. 
Golf has four basic capabilities: driving the ball 
off the tee, hitting irons, chipping, and putting. 
All are measured by one, very simple outcome: 
where the ball lands. Someone who’s never 
played the game could accurately assess those 
four capabilities. 

When you begin assessing a large sales 
organization, you should use a similar method.  
Like golf, develop a list of capabilities that can 
all be measured by a result. For example, 
consider these four basic capabilities related to 
mastering the one-to-one conversation with a 
customer:

ENGAGE – customer agrees 
to the meeting agenda

DISCOVERY– customer reveals needs, decision-
drivers, and key stakeholders

BUILD VALUE – customer embraces 
recommendation or demonstrates a 
willingness to consider a new idea about 
how to solve their problem

ADVANCE – customer commits 
to the next, best step  

As you can see, each of the one-to-one 
capabilities are based on what the customer is 
asked to do. This tactic not only guarantees 
accuracy, but it simplifies the assessment from 
50+ behaviors (i.e., listening, questioning skills, 
offering benefits) to four essential criteria. This 
gives you an accurate and actionable snapshot 
of the seller’s ability to effectively lead a one-
to-one meeting. 

Here’s the beauty of this approach:  
No one can argue with the outcome. People love 
to debate if an insight was communicated, if 
the right questions were asked, or if a benefit 
was truly a benefit. But not even a resistant 
leader who struggles to invest in training —or 
an arrogant seller — can argue with the key 
question: Did the customer agree to the next, 
best step in the process?  

While the goal is to define capabilities clearly, 
you still want to leave room for varying degrees 
of performance when scoring. For example, the 
seller may have captured the required level of 
information during discovery, but you see they 
could have uncovered more. To account for this, 
we use the following scoring system:  

1 – needs development
2 – performing
3 – perfect
N/A – no opportunity to demonstrate capability

One indicates the outcome was not achieved 
while two and three communicate that the 
outcome was achieved but distinguish between 
good and great. 

Now that we have broken up sales into definable 
capabilities (the what) it’s time to focus on  
"the how."  

The first step: Simplify and quantify what you measure.  

Step 1 – Redefine Capabilities
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Capabilities help you quickly determine and prioritize the gap; 
behaviors shed more light on the specific training that’s needed. 

Once capabilities are defined, we must identify the relevant 
behaviors that drive the desired outcome next. For example, 
what should a golfer do to effectively drive a golf ball 275 yards? 
They should pick the right club, stance, swing, etc. Likewise, to 
effectively discover the customer’s needs, a seller must know 
what questions to ask, develop questioning skills, listen, 
acknowledge, etc. 

As you develop your list of behaviors for each capability, it’s 
helpful to distinguish between knowledge and skill. Is the gap in 
discovery due to a lack of information needed to offer the best 
solution or is it due to how the seller framed their questions? 
The answer leads to different training solutions. For sellers who 
need more information, eLearning may be the best solution. 
However, if skill development is necessary, the best training will 
involve interaction. Whether with a coach or in a workshop, 
developing skills requires time and practice. 

Use our tested sales team assessment to get started.  
Click here to send us a note and we will send it your way.

Step 2 – Identify Behaviors

https://www.aslantraining.com/contact
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Once the assessment has been created, it’s time 
to answer the hard question: How do you asses 
a large sales force in its entirety? The answer is 
simple. You don’t. 

Instead of focusing on the entire sales force, you 
should begin by choosing five representative 
sellers in three categories: high performers, 
average performers, and low performers. Once 
chosen, watch them “play golf” and score their 
level of capabilities and corresponding 
behaviors. Typically, only two or three 
customer/prospect meetings are needed to 
accurately score their sales ability. 

To get started, clearly communicate the sales 
situation you want to observe. Without clear 
direction, the sellers will choose “friendly” 
accounts where the toughest challenges can be 
avoided. To assess their ability to prospect, have 
the sellers choose a cold prospect. If you want 
to assess discovery capabilities, ask to observe 
first-time meetings. If the goal is to assess  
presentation skills, focus on highly-competitive 
opportunities.   

Over decades of conducting hundreds of 
assessments, we’ve learned that working with 
a small number of reps reveals the needs of 
the entire salesforce. Not only is this approach 
manageable, but it’s also accurate. 

This concept also reveals the developmental 
needs of your sales organization and provides 
an in-depth view of the attitudes of your sellers. 
By having a deeper level of interactions, you gain 
a greater understanding of their beliefs about 
selling, change, and the organization as a whole.

Additionally, understanding and articulating the 
point of view of those you serve is where all 
effective training starts. Whether you're 
developing your PR campaign for an upcoming 
event, kicking off a workshop, or at the 
beginning of a module, the most effective way to 
enhance receptivity to change is by 
communicating the participant’s point of view.        

Step 3 – Pick a Relevant Sample
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Assess Your Assessment

As you build or refine your assessment, 
here’s a checklist to keep you on track:   

• Have you identified a handful of distinct, measurable
capabilities that are required for success or are you looking
at the dozens of vague behaviors?

• Could someone from accounting complete the assessment
accurately?

• Are behaviors organized by the need for more information
(i.e., a knowledge gap) or skill development?

• Have you chosen three to five reps for each performance
level: low, average, high?

• If you have multiple divisions and/or multiple sales roles,
are they distinct enough to deserve their own assessment?

• If you don’t offer a unique assessment for certain divisions,
will you risk losing the support of key stakeholders?

• Have the sales scenarios you want to observe been clearly
communicated in writing to the participants (i.e., first
meeting with qualified prospect)?

If you need some additional  guidance in building a more 
effective assessment, let us know. We’re happy to share what 
we’ve learned over the last few decades. Just click here, tell us 
about the type of sales organization you have, and we will send 
you the most relevant assessment. 

https://www.aslantraining.com/contact-us/
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