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Sales Productivity is a Common Concern
for Business and Sales Leaders
The average B2B sales person wins just 3
out of every 10 of their opportunities.
With 5 million B2B salespeople in the US
and 750,000 in the UK, this means that
across these two countries, the equivalent
of 4 million sales people spend every
working day losing sales. This is a massive
cost to industry.

The problem affects sales forecasting. CEOs
and MDs repeatedly acknowledge they lack
the predictability, reliability and consistency
of business results demanded by their
shareholders and investors. As a result, this
leads to a lack of confidence in Sales, stress
and a feeling of being out of control.
Sales productivity is high on the agenda.

Top salespeople win 7 or more out of every
10 of their opportunities
Why is this? They:
• Use strict qualification criteria

Good qualification means DOUBLING your
selling and prospecting time and improving
your win rate.

• Refuse to bid on the unwinnable
• Spend more time on opportunities they 		
can win
• Devote some of the saved time to 		
prospecting.
Good qualification means you use most of
your time and resources chasing and winning
winnable sales – thereby maximising sales
productivity.
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Increased prospecting time results in a
healthier pipeline and makes effective
qualification possible by creating the luxury
of choice. You can afford to walk away from
poor sales opportunities.
If every member of a sales force can learn to
replicate the way in which top salespeople
operate, be clear about which of their
opportunities are winnable and concentrate
on those, they will shorten the odds against
winning considerably, and sales productivity
will improve.
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Improving Sales Process Management
People respect what you inspect, not what
you expect. If you inspect the wrong things
you get the results you deserve. Managers
need to inspect both the quality and
quantity of key sales processes.

Organisations with a strong sales
management process often still have gaps,
though. Their measures are internally
focussed. They measure what the salesperson
is doing. They should also measure what the
prospect or customer is doing to move the
sale forward. This is the true measure of sales
process quality, which of course has a major
impact on level of sales productivity achieved.

More complex sales need a structure based
on sales calls and associated events
• You need to consider the politics
• You need to have the right planning skills
in place.

One very important purpose of qualification is
to help salespeople identify and plan the sales
calls and events needed to win the business.
The plans should include the customer or
prospect commitments that the salesperson
needs to secure (a commitment is an action
taken by the prospect at the salesperson’s
request that moves the sale forward).
The larger and more complex the sale,
the greater will be the number of people
involved on the buyer’s side. Internal politics
often come into play. Managing the politics
and securing commitments from the most
influential people can make the difference
between winning and losing. So good
qualification helps salespeople win ‘political
sales’.
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How can win rates and sales time
management be improved?
Qualification and the associated sales
behaviours had been a major issue for many
years, particularly with larger opportunities,
bids and tenders. Poor qualification has
always led (and stills leads) to selling time
being wasted and win rates depressed.
Dermot Bradley, the well-known sales
consultant and trainer, understood the issue
fully, and set about addressing it.

The next section of this paper is his
description of how he created our widely
used SCOTSMAN® qualification mnemonic
and methodology, the result of which, when
properly applied, is a significant improvement
in the effectiveness of how salespeople spend
their time, the win rates they achieve and the
quantity and quality of the business they win.
The third section describes how we have
taken SCOTSMAN® forward with an app
that effectively embeds planning, qualifying
and managing the sales process into your
CRM, together with the provision of the
information and insight needed to have a
forensic understanding of pipeline quality.

Remember...
There are really only two reasons why you
lose a sale:
• Either you were outsold
• Or you should never have been there in 		
the first place.

SCOTSMAN® tells you they are serious
about the project and buying a solution.
Commitments tell you they are serious
about you and your solution!

Two sides of the same coin.
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SCOTSMAN® – Past and Present
by its Creator

www.commitmentbasedselling.com
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Introduction
In these few pages, I would like to summarise
my thoughts on an important aspect of
selling by describing the history of how the
ideas developed.

This history represents a period of great
excitement for me, as each idea that I had
was superseded by a further idea of greater
utility. Each shift in perspective was like
suddenly coming out of a fog, only to realise
that even clearer vision was possible.
Dermot Bradley

Qualification
I used to work as a salesperson for IBM
before I set up my sales training business.
When I first started talking to experienced
salespeople outside the IBM sphere of
influence, I noticed that they used the word
Qualification. Surprisingly, at that time in IBM
the word did not exist. IBM expected to win
everything. After all at that time it owned 60%
of the whole market.

The salesperson would continue to qualify
all the way through the sale. Salespeople
often consulted with colleagues to help. My
first reaction to this idea sprung directly from
my IBM days. I felt sure that the result of this
activity would be that salespeople would
walk out of sales that they could easily win
if they played the politics properly. It looked
like too easy a way out.

The definition of this word was that the
salesperson would sit down and think about
the sale. He or she would then make a
decision on whether or not to bid. However,
this thinking process was not a one-time
event.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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But Nobody Quits!
But after a while, I noticed a strange fact.
Although everyone talked of qualification,
I came across very few salespeople who
actually walked away from sales.
Indeed, I came across many sales where I
could see (with the dispassion of an outsider)
that the salesperson had absolutely no
chance of winning; and yet the salesperson
would defend to the death his or her right
to stay in there. Clearly, the theory and the
practice of qualification were some distance
apart.

It occurred to me that there was a good
reason for this discrepancy. It requires
superhuman courage to walk away from a
sale if you have no other opportunities to
work on.
As most salespeople have very few
opportunities on the go at any one time, it
was not surprising that qualification was in
disrepute.
However, the real meaning of this perception
is that Qualification and Prospecting are
inextricably linked. The only salespeople who
could qualify sales properly were those who
did a lot of prospecting, i.e. those who had
other opportunities to fall back on.

Good Qualification Needs Good Prospecting

This perception improved my views on
qualification, but somehow there was still
something missing.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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We Need Some Criteria
The problem centred on the criteria used for
qualification. Those few salespeople who did
walk away seemed to make their decisions
on an instinct for good business. They had a
nose for the sale they could win.
Instinct is not an easy thing to teach and it
worried me. Clearly, qualification was crying
out for a formal checklist against which the
sale could be measured. On my courses, I
asked students to identify the criteria that
made for a Big or an Easy Sale.

This list was the basis for a qualification
checklist. Certainly, no salesperson would
want to work on the Small and Hard sale.
This checklist took a pattern over many
companies and I came to believe that the
checklist was almost company independent
but at this stage, I did not develop that idea.

Good Qualification Needs a Checklist

I tried to qualify various sales in this way over
a period of a few months and it became very
clear that the definition of Qualification was
wrong. Qualification is not a black and white
process. The purpose of Qualification is not
to make a decision on whether or not to bid.
It is much more subtle than such a simple
decision.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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Qualification is a Three Way Process
It is certainly possible that you may decide
to walk away, but there is another option
that is more common. It works like this.
As we went through the checklist, we would
get unsatisfactory answers to some of the
questions. In nearly every sale, some of the
answers would be unsatisfactory.
Rather than walk away from the sale at
this point, the sensible approach to these
problems is to try to persuade the customer
to change his or her requirements or
criteria.

Only when there were ‘too many’ negatives
would the salesperson walk away. For
example, if you could not meet the
customer’s delivery requirements you would
discuss this with the customer before saying
that you had a bad answer to that question.
This pragmatic way of handling qualification
shows that Qualification is not a simple YES/
NO decision.
It is in fact a three way process the results
being:
YES, I will bid;
NO, I won’t bid;
YES, I will bid but only IF…
In fact, this third option is the most
important option because it enables you to
handle obstacles to the sale early on. This
realisation was a major breakthrough.

Qualification Is A Process Of Realistically
And Formally Assessing The Problems
You Will Have To Face, Challenging These
Problems, Finally Walking Away Only If They
Are Insurmountable

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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Qualification Defines Sales Calls
This idea, that Qualification is a three way
process, has proved to be very valuable. The
result of most qualification evaluations is
that a number of punchy calls are planned
on the customer. For example, if you have
been barred from meeting the decision
maker you might plan a call along the lines:

There is no point saying this unless you
mean it. Qualification is about having the
courage of your convictions.
In this sort of situation, you are taking a
potential hazard and forcing it to be all good
or all bad.

‘Yes we would love to bid. We have a good
solution to your problem, competitively
priced. We can meet your delivery
schedules. However, it is our experience
that if we do not meet the decision makers
early in a sale then our chances of winning
are very low. So we would only bid if we
can meet them now’.

The Yes If… Option of Qualification is to take
Potential Problems and to Polarise them into
No Problem or Real Problem

A true assessment on the chances of
winning can only be made when all the
difficulties have been realistically tested in
this way.
We have come a long way. The salesperson
who does a lot of prospecting can check
their sales against a formal checklist and
draw up a list of issues which must be
handled to their satisfaction.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.

If they are satisfactorily resolved, they
will continue. If they are too many issues
that are not resolved then he will have
no hesitation in getting out. It sounds so
obvious when it is said, yet the number of
people who do it is minute.
The big unresolved question from the
above analysis is ‘What do we mean by ‘too
many?’’
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The Biggest Waste of Time
It looks as if we are still left with instinct
as the final arbiter. Almost a year went by
before I got the answer to this problem.
At the same time as these ideas were
developing, I was trying to solve another
puzzle which turned out to be closely
related to the subject we have just
discussed.
I had been invited as a guest speaker
on someone else’s course and one of
the sessions I sat through was on Time
Management, a very in-vogue subject.
The main themes of the session were the
importance of having a daily prioritised
TO DO LIST and the need to distinguish
between the urgent and the important.

Everything that was said was sensible
but for some undefined reason I felt very
dissatisfied with the result of the session.
Later, I realised that if you applied all these
techniques you could end up doing all the
wrong things very efficiently.
You could lose sales very efficiently.
Let me explain. I have come to believe that
there was an unwritten law in the sales
game that salespeople win about one in
three to one in five of the quotations they
submit. My concern over Time Management
is clear...

The Biggest Waste of a Salesperson’s Time is
the Sales he or she Loses

If a salesperson is winning one in four sales
then 75% of his or her time is wasted. I
suddenly had a major realisation.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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Good Qualification is the Salesperson’s Most
Important Time Management Tool

Good qualification would be more effective
than any number of TO DO LISTS. Use them
together and they make a powerful team.
By tremendous good fortune, I was able to
confirm these ideas soon after I developed
them. I had run my courses for the sales
leaders in a major IT company and they had
been very successful. As a follow up, I was
invited to run the course as a prize for their
12 top salespeople out of about 350.

These twelve were a very skilled and select
group. These salespeople were not winning
one in three of their sales; they were
winning 80% to 90%.
At first, I did not believe them but it was true.
And the reason, they said, was that they only
bid when they were sure that they could
win. They had no checklists but, by superb
instinct, they had a nose for good business.
Here was living proof that Qualification had
an enormous effect on sales results.

Good Qualification can Double your Sales

All this discussion is fine but you, like me,
must be slightly frustrated. We can draw
the curtains back on Qualification and have
a look inside it to see its structure, and the
structure is sound but hidden away in the
depths it always seems to come down to
having the right instincts.
Instincts are not a very satisfactory tool,
particularly if you have not got instinct. After
a while, I got the answer; the ideas suddenly
crystallised. When you have been fretting

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.

away at problem and you suddenly get the
answer, the relief is intense. Archimedes had
nothing on me; I yelled ‘Eureka’ too.
I was discussing these ideas on
Qualification, with Malcolm Fowler, one of
the best salespeople I knew. He said that
he had a mnemonic device that was his
qualification checklist.
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MANACT
His sales manager, while delighted with
his success, wryly complained ‘It’s almost
impossible to get Malcolm interested in a
deal’. Malcolm told me that he was taught it
several years ago, so others may well use it
too. I believe it comes from Philips. Whoever
it was, they have my undying admiration.

During the call, he covered all these areas.
If he got a positive response to them all he
would bid. If he got more than one or two
doubtfuls, he would not bid. If he had only
a few doubtfuls, he would try to overcome
them before deciding on whether to bid or
not. But he would only bid if he got them all
positive.

MANACT is a mnemonic for the
qualification process he used. Before going
on any approach call, he wrote the letters
MANACT in large capitals across the top of
the page.

This process formalised qualification and
if properly applied, it ensured a ruthless
approach to ensure that you only bid the
ones you can win.

Each letter represented a different
qualification check he made:

He could score his sales out of six using this
mnemonic. Magic.

Money
Does the Prospect have the budget for the
project? Can he afford my price?

Suddenly, I had a way of measuring ‘too
many’ negatives. Six out of six you bid, three
out of six you walk away.

Authority
Does he have the authority to buy? If not,
can I meet the man with authority? Are
consultants involved?

In between, you have a YES IF...

Needs
Does he really need the product? If not can
I persuade him he does?

Beautiful, but not quite perfect. The
principle of a mnemonic was exactly what
was needed but I did not like MANACT.
The problem is that MANACT was
incomplete.

Areas
Are there areas where the unique features of
my offering are very useful?
Competition
Are too many competitors bidding? Is he
biased towards a particular competitor? Can
a particular competitor beat me easily?
Timescale
Do the project timescales make sense?
Can I deliver on time? Are they so far away I
should move on?

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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What was missing?
At that time, I was using a Big and Easy
framework for qualification. It had become
clear that many salespeople often spent
a lot of time on sales that were just too
small. It would be better to walk away
from the small ones and use that time for
prospecting.
A second problem was to do with the
solution being bid. One of the main reasons
salespeople lost was that their company
really did not have the right product for their
prospect’s needs, so they end up stretching
the capabilities of their equipment.

I loved the idea of a mnemonic but I felt
that this particular method left out two
important questions:
• Is the job big enough or too big for me?
• Do I have a good solution?
MANACT does not cover Size and Solution
as qualification criteria.

SCOTSMAN®
So, one evening, I played with the idea. The
result was SCOTSMAN®.
Sales could be scored out of eight:
• Solution
• Competition
• Originality
• Timescales
• Size
• Money
• Authority
• Need
Instinct was dead!

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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The Purpose of Prospecting
However, the development of Qualification
does not stop here. I have observed that
Qualification and Prospecting are closely
related. The salesperson with lots of
opportunities is likely to be the only one
with the courage to handle YES IF... properly.

Most salespeople believe that the purpose
of prospecting is to find sales to work on.
I am convinced that this view of prospecting
is wrong. There is a very much more fruitful
perspective.

Only by having this courage can the
salesperson avoid intimidation by the
prospect. I came to realise that prospecting
is the salesperson’s great liberator if it is
handled properly.

The Real Purpose of Prospecting is to find
Sufficient Sales so that you can
Throw Out The Bad Ones

It is not just to find sales. You have not done
enough prospecting until you are turning
business away. Unless you have this ‘Luxury
of Choice’, you cannot qualify properly.
You are not playing the odds. This new
perspective made me realise that most
salespeople stop their prospecting far too
soon.

The salesperson is shopping around for
the good sales to work on. Usually, it is
potential customers who shop around,
not salespeople but the phrase accurately
describes the salesperson’s attitude. Again,
it sounds obvious once said, but few people
do it.

Prospecting is often regarded as a time
wasting chore, whereas it really can put
the salesperson on top, not just in terms
of opportunities but much more in terms
of attitude of mind; no customer can push
him or her around. The salesperson can be
relaxed and natural.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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Some Good Salespeople do Almost No
Prospecting
Unfortunately, this fine theory of shopping
around doesn’t always fit the facts. Some
of the most successful salespeople I know
actually seem to spend less time prospecting
than their less successful colleagues. So
how can they have this Luxury of Choice I
described. It took me a while to spot it, but
there is a simple explanation.

These salespeople are experts at
approaching people who are likely to be
interested in the first place. They have
an instinct (Oh dear! Not instincts again)
for the ‘ripe plum’, the Big and Easy Sale.
Prospecting splits into two parts.

Segmentation
The first task is to do sufficient research
to identify what look like ripe plums. This
process is one of ‘Segmentation’. It involves
formally looking where your company has
been successful in the past and following
that up. It involves formally asking who is
likely to be interested in the unique facilities
of your offering.

Frequently when I ask salespeople what is
unique about their offering they will reply,
‘our people’. This answer is far too airy-fairy
for prospecting work.
The second task is to approach a sufficient
number of these so that you have to turn
business away.
Now you can really qualify.

Segmentation Capitalises on Previous Success
and Unique Features. It Identifies the Ripe Plums

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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My original concept of Big and Easy now
needs to be expanded. Before making
their approach, salespeople make a
judgement on what are likely to be the Big
and Easy sales. However, they are making
a judgement on very little information so
they are likely to be wrong quite frequently.
After they approach the names on their list,
they are in a position to throw out the cases
where their judgement was wrong.

We have come a long way. We started
with a rather incomplete idea called
Qualification. The systematic expansion of
this concept has produced a multi-faceted
process with considerable internal structure
and this process would appear to be almost
the most important thing in selling many
types of products; far more important than
some of the verbal skills traditionally given
this honour.

Customer Commitments
I really believed that I had all the main
concepts of qualification clear in my mind
until about two years later. Then I had a
major shift in thinking which to my mind
doubled the power of the method. This
breakthrough arose for two reasons.

Secondly, when salespeople were using
SCOTSMAN® to qualify their sales I always
told them to be pessimistic. After all, the
problems that they identified will not go
away. They have to be handled. Yet, I was
usually appalled at how unrealistic they were.

Firstly, for a long time I had been advocating
that salespeople should sell timetables to
their prospects.

‘Do I have a good solution to the prospect’s
problem?’

‘If you, are looking at me seriously then I’d
like to agree a timetable with you which
leads up to your decision’.
In general, the prospect who is looking
at you seriously has no problem with this
request. The prospect who is not serious has
an immediate problem with this seemingly
innocuous request. This request qualifies the
sale very easily. Clearly, qualification has got
a lot to do with customer commitments.
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‘Of course I do; we have the best product in
the market place.’
‘Do they have a real need?’
‘Of course they do? They have a really big
problem in this area.’
They would give these answers when the
reality was manifestly different. I worried
about how these issues could be addressed
by the framework.
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Then I suddenly realised that qualification is
measured by customer commitment.
Do you have a good solution? The only way
you know is when the prospect tells you.
Does the prospect have a need? He or she
may have a problem but does not have a
need until he or she has created a decision
making project – a timetable.

Do you have anything unique? You may think
so but you cannot say so until the prospect
has built them into his or her decision criteria
or has allocated time to look at them in
detail.
In each case, the only way to qualify is to
examine the customer commitments.

Qualification is Measured by Customer Commitments

Selling is a Process of ‘Creeping
Commitment’. Qualification is not complete
without the commitment. From this idea,
I totally rewrote the checklist based on
SCOTSMAN®.

In each case, the questions probed the
commitments that the customer had made.
Where commitments were lacking, the
salespeople’s task was clear.

The Purpose of Qualification is to Identify
Sales Calls, stated in Terms of the Customer
Commitments wanted by the Salesperson

SCOTSMAN® tells you that they are serious
about the project.
Commitments tell you that they are serious
about you.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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SCOTSMAN® – Present and Future

www.commitmentbasedselling.com
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Losing deals you expect to win destroys sales
productivity and has a negative impact on sales
forecasting and predictability of business results.
Qualifying sales with SCOTSMAN® has a
pivotal role to play in bringing the business
under (better) control. Many of our customers
enjoy the benefits of rigorous qualification,
and the associated sales behaviours.

Sales becomes more science than art.
We recently launched our SCOTSMAN®
Commitment Manager app, currently
available for Salesforce and Microsoft
Dynamics 365 CRMs. Early adopter
customers are enjoying the additional
benefits of using the app.

Properly used, SCOTSMAN®:
• Helps you to set out a structure of
events measured by the quality of 		
customer commitments
• Supports sales professionals to plan and 		
win deals, or lose quickly and move on to
something better.

SCOTSMAN® Commitment Manager is a
three-dimensional solution, comprising:
• A SCOTSMAN® qualification checklist

SCOTSMAN® Commitment Manager:
• Helps you create a clear road map for 		
inspection

• An event and commitment planner and 		
tracker

• Enables leaders to be more effective 		
coaches, better equipped to guide their 		
salespeople

• Online training accessible direct from
your CRM.
It’s a complete solution – the tools and
training to practise robust qualification.
SCOTSMAN® Commitment Manager
provides the information and insight to have
a forensic understanding of pipeline quality.
Built around best practice, it promotes the
use of a common language across sales
teams, and accelerates individuals’ and teams’
Commitment Based Selling skills development.
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• Powers CRMs to actively help with the 		
winning of business
• Encourages use of the CRM by 			
salespeople, who can now see how much
value it can be to them.
The return delivered by the investment in a
CRM improves as a direct consequence.
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The app also:
• Equips Business leaders to communicate
with their board using factual data

• Enhances communication between 		
salespeople and management – better 		
1:1s and deal reviews.

• Helps salespeople to plan and win 		
business, or lose quickly

Sales managers inspect the right things.
Salespeople focus on quality prospects,
win them in a controlled way, develop
confidence and achieve bigger targets:

Most importantly, ’best of the best’ is
based on experience and common sense
embedded into the sales culture, behaviours
and processes of the organisation,
replicating top performers who:

• More selling and prospecting time
• WIN more orders
• Higher productivity
• WIN bigger orders
• More lead generation
• WIN more profitable orders
• Higher quality pipeline
• WIN them more quickly.
• Better forecasting and pipeline 			
management
• Enhanced sales behaviours and skills

Sales productivity is enhanced, predictability
becomes the norm and forecasts are met
more frequently.

• Ability and confidence to throw out bad 		
opportunities.

© 2018 Advanced Selling Skills Academy Limited. All Rights Reserved.
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Contact Us
We trust you found this white paper thought
provoking.

If you want your sales leaders, managers and
teams to enjoy the benefits we’ve described,
and would you like to learn more:
Email us at:
sales@advancetm.com

Advanced Selling Skills Academy
@commitmentsales

Call us on:
+44 (0) 113 823 2877

Advanced Selling Skills Academy

We look forward to hearing from you.

www.commitmentbasedselling.com
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