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Maximizing Accountability, Development, and Sales Results Through Quarterly Sales Reviews (QSRs)

Overview
Effective Quarterly Sales Reviews focus on learning from reality, developing sellers, and identifying key actions and metrics to achieve desired results moving forward. They also follow these principles:

· Do not require massive input of information. 
· Use short templates and focus the conversation only on the most important elements.
· Focus on supporting and helping the seller vs. being a ‘check-the-box’ judgment or interrogation session.
· Don’t waste time reviewing past deal details; instead, focus on what can be learned from  the past quarter:what to replicate and what to improve or stop doing. 
· Emphasize seller development and strategy vs. in-depth discussions of how we are going to win specific deals. Save account deep dives for separate top deal reviews.
· Emphasize skill and knowledge development and continuous reinforcement with the help of monthly reviews. To increase buy-in and focus, It’s important to tie the skills to critical metrics and only focus on two skills per quarter.

Instructions:

· Review the sample QSR template. Add or delete elements and customize to your specific needs. Remember, the best QSRs are short. Avoid the temptation to add more sections and require more information.
· Send the blank template with instructions and an introductory paragraph to sales account executives stating the intent, purpose, outcomes and expectations of the QSR process.
· Tell the sales account executives to send the completed QSR template to their sales manager 48 hours in advance of the scheduled QSR meeting
· If multiple executives will be attending the QSR, direct managers should meet 1:1 with their sellers  ahead of time to ensure sellers fully prepare for a productive QSR discussion.




Key Sections

· Section 1- Previous Quarter Reflection
· Metrics (Goals and Actuals for top metrics)
· Skills Focus (Goals and Actuals for two key skills identified in previous QSR)
· Diagnosis (3 things to replicate moving forward and 3 things to improve moving forward; these can be related to strategy, tactics, skills, leveraging resources or a seller’s ability to manage their territory)

· Section 2- CRM/ Data Pledge
Actions / Plan to maintain or improve
· Accuracy
· Updates
· Forecasting

· Section 3- Skill Development
· Skills- Two key skills agreed upon and tied to metrics that matter

· Section 4- Current Quarter Plan
· Optional: Insert current AE dashboards from CRM
Note: This will depend on the dashboards you have created in the CRM, and which ones are the most impactful to see at a glance. Avoid duplicative work and administrative time for sellers by telling them which dashboards to insert and giving simple instructions on how to do it. 
· Q4 Outlook- Key Metrics
· Opportunity Creation Calculator
· Key Plays or Initiatives (to hit the goals)
· Include up to and no more than 3 to focus on quality and avoid ‘laundry listing’










QSR Template Example
Account Executive: ______________________________
Preparation Date:    ______________________________

<,Insert Message to the Team>

Objectives: 

(1) Set the tone and reinforce key cultural value such as:
· Acting like an owner
· Learning from reality
· Being solutions focused
(2) Focus sellers on the future - what specific strategies and tactics do they need to execute to succeed this quarter?
(3) Establish the cadence you will follow throughout the quarter to monitor and reinforce the QSR so that it becomes a living document that informs progress and needed audibles.

In this document you will find 4 Sections:
1.) Previous Quarter Reflection 
a.) Metrics
b.) Skill Focus
c.) Diagnosis 
2.) CRM Pledge
a.) Accuracy 
b.) Regular Updates
c.) Forecasting 
3.) Skill Development 
a.) Skill Focus
b.) Development Plan
4.) Current Quarter Plan
a.) Q4 Outlook
b.) Opportunities Needed (Opportunity Calculator)
c.) Play Calls to Support Your Personal Quarterly Goal

INSTRUCTIONS FOR THIS DOCUMENT:
1.) Make a copy of the document
2.) Add your name to the title and the header of the document 
3.) Include the created date
4.) Share with your leader a final version 48 hrs before presenting

Section 1 - Previous Quarter Reflection

A) Metrics

Objective: Review the previous quarter plan and actual results. This should be done ahead of time by leaders so that the bulk of: 
· The previous quarter discussion focuses on learnings from reality 
· The QSR focuses on the future rather than the past and recital of working opportunities in the past quarter

Note: If your sales operations team has the time and capability to prepopulate these metrics, leverage them to reduce seller administration time. Otherwise, AEs should insert these from CRM.


	Metric
	Previous Quarter Attainment

	Quarter Quota
	$_______

	Personal Q3 Revenue Goal: (Use Number from Q3 QSR)
	$_______

	Quarter Actual $
	$_______

	% of Quota
	___ %

	% of Personal Quota Goal
	

	Weekly Opp Create Goal vs Actual 

· # of meetings 
· # of qualified opportunities
· $$ size of qualified opps
	Weekly Meetings Goal: X Meetings
Weekly Actual: Y

Weekly Opportunity Goal: X Opps
Weekly Actual: Y

Weekly $$ Size of Opps: X $$
Weekly Actual: 

	Win Rate:
	__%

	# of Opportunities Closed Won:
	

	Average Deal Size:
	$_________________









B) Skills 

Objective: Effective QSRs focus on more than numbers and strategy to get to the next quarter’s numbers – they also focus on developing the skills of sellers. Limit focus skills to two per seller per quarter.

Example
	Focus Skill
	Target Result
	Actual

	Focus Skill from previous quarter #1
	Measurable target
	Actual measurable result

	Focus Skill from previous quarter #1
	Measurable target
	Actual measurable result




C.) Diagnosis 
This can be related to deals, managing your business, achievement to goals set, etc.

Objective: Focus on the most important aspect of reviewing the past quarter during a QSR, learning from reality to assess self-awareness and reinforce strengths, and using the session as a coaching tool.

Example
	3 Things to Replicate Going Forward
	3 Things to Improve Going forward

	
	

	
	

	
	

















Section 2 - CRM / Data Pledge

In this section, outline your plan for reflecting your business accurately, making regular updates to your opportunities and maintaining an accurate forecast of your deals in the CRM.


Objective: Leverage the QSR as an instrument to reinforce the importance of good data/CRM hygiene and develop seller business acumen by helping them make the link between data accuracy, updates and more accurate forecasting.

Example
	Pledge Factor
	Specific Actions / Plan

	Accuracy
	· 

	Updates
	· 

	Forecasting
	· 



3) Current Quarter Skill Development

In this section, collaborating with their sales managers to agree on the skills and development plan, sellers should outline two specific skills that they would like to develop this quarter and their plan for holding themselves accountable.

Objective: Continually maintain skills and personal development.

Example
	Goal
	Focus Skill
	Target Result & Actions
	Actual

	
	
	
	

	
	
	
	




4) Current Quarter Plan
Objective: Use data to support the current plan. Collaborate with operations to make this as easy as possible for sellers so that more time is devoted to forward-looking thinking and strategy vs. importing screenshots and documents.




Insert the following dashboards from the CRM:
< Link to dashboard #1 >
< Link to dashboard #2 >
< Link to dashboard #3 >

Examples of potential dashboards
· AE Individual dashboard containing some of the following:
· Annual quota
· Weekly opps created trend
· Current quarter pipeline
· Current quarter weighted pipeline
· Days to win by revenue tier
· Days to lose by revenue tier
· Win rate
· Average days in sales stage
· ‘Clean Your Room’ AE dashboard containing some of the following:
· Opps past close date
· Aging deals (> X number of days)
· Early stage opps with close dates in the next X weeks
· Opps stuck in stage for > X number of days
· Open opps without activity in the last X weeks
· Prospecting dashboard
· Active territory leads by status
· Completed activity by week
· Leads progressed by week

A) Current Quarter Outlook

	Metric
	Previous Quarter Attainment

	Quarter Quota:
	$ _______________

	Personal Quarterly Quota Goal
	$ _______________

	Personal % of Quota Goal
	_______ %

	Weekly Opp Create Goal (# of opps & revenue)
	100% of quota ___ opps $___ rev
Personal quota goal  _ opps $___ rev

	Win Rate 
	

	# of Opportunities Closed Won
	__%

	Average Deal Size:
	$_______________




B) Opportunity Creation Calculator
             Template: Current Quarter Calculations

	Metric
	100% of Quota
	150% of Quota (Personal Goal)

	Quarter Quota:
	
	

	Win Rate
	
	

	Gap to Goal
	
	

	Opportunities Needed ($$)
	
	

	Open Opportunities ($$)
	
	

	Opp Created Needed ($$)
	
	

	Average Deal Size:
	
	

	# of Opportunities Needed
	
	

	Weeks to Work
	
	

	# of Opps Needed Per Week
	
	

	Opp $$ Needed Per Week
	
	



C) Play Calls to Support Your Goals This Quarter

        Example
1. < Insert actionable play #1 with supporting bullet points >
2. < Insert actionable play #2 with supporting bullet points >
3. < Insert actionable play #3 with supporting bullet points >
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