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What’s in the Report?
Compiled from independent research, studies, and sales and assessment 
testing of a broad spectrum of B2B sales roles, this report filters the 
information and presents a framework for sales success. 

Most significant findings:

The sales process has only shifted slightly over the last decade. An 
effective B2B sales strategy more than ever requires:

• Structure and planning, to reduce white space
• Highly skilled relationship specialists 
• Personally curated customer engagement

A success framework is needed, and it differs from past 
strategies. Coaching becomes critical both for manager/seller and 
seller/client. 

Buyers and the buying experience has changed:

• Committee and consensus purchasing is common
• Buyers have significantly more advanced knowledge
• B2B selling has longer and more complex sales cycles 
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Sales Has Changed. Leadership Must 
Change With It.

For decades, organizations have invested billions in CRM platforms, AI, marketing 
automation, sales methodologies and product training.

Yet many still struggle with inconsistent revenue growth, declining customer 
loyalty, inaccurate forecasting and uneven execution.

Exceptional organizations don't outperform because they have better 
salespeople—they build leadership systems that consistently create 
better salespeople.

T H E  L E A D E R S H I P  M U LT I P L I E R

Leadership establishes expectations

↓

Culture reinforces behaviours

↓

Coaching develops capability

↓

Customer Understanding creates trust

↓

Execution delivers results

Leadership is the first multiplier. Everything else multiplies from 
there.
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The Modern Customer Has Changed

How buyers decide today reshapes what winning organizations must deliver.

01
Today's customers research long before they ever speak with a 
salesperson. Information has become abundant; confidence has 
become scarce.

02
Customers no longer buy products alone—they buy confidence, 
clarity, strategic insight, reduced risk and better decisions.

03
Organizations that understand how customers buy create greater 
value than those focused solely on how they sell.

Customers don't buy because you know your business. They buy 
because they believe you understand theirs.
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What High-Performing Organizations 
Do Differently

Across industries, exceptional organizations consistently do six things well.

01

Develop leaders 
intentionally

02

Coach continuously

03

Build culture intentionally

04

Understand customers 
deeply

05

Create accountability

06

Learn faster than 
competitors

Sustainable sales excellence is an organizational 
capability—not an individual talent.
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The Method Effect Framework

Our work integrates leadership, coaching, customer understanding, culture 
and execution into one practical operating system.

01

Leadership Multiplier

02

Customer Value Equation

03

Sales Coaching Model

04

Coaching Continuum

05

Performance Culture 
Equation

06

Culture Pyramid

07

Commercial Value 
Progression

THE METHOD EFFECT
One integrated framework

Better Leadership → Stronger Culture → Better Customer Experiences → 
Superior Business Results
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A B O U T  T H E  R E P O R T

The 2026 B2B Sales Performance Report combines more than twenty-five 
years of management consulting, leadership advisory, executive coaching, 
behavioural science, sales assessment research and current global thought 
leadership.

It draws upon respected research from Gallup, Gartner, Deloitte, McKinsey & Company, 
Harvard Business Review, Salesforce, LinkedIn Sales Solutions, Statistics Canada, and 
proprietary studies conducted by The Method Effect.

Founded in 1998, The Method Effect is a management consulting and leadership 
advisory firm helping organizations transform strategy into measurable business 
performance through stronger leadership, coaching, culture, customer 
understanding and execution.

Organizations don't become exceptional by accident.

They become exceptional by design.

THE METHOD EFFECT
Better Leadership. Stronger Culture. Superior Performance.

www.themethodeffect.com
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Letter from the Founder 

 

Over the last decade, we have produced numerous reports, briefings and snapshots regarding 

B2B sales.  

What we now know is that for decades organizations have invested billions in sales training, 

CRM systems, technology and methodologies. Yet many continue to struggle with inconsistent 

growth.  

In our experience the problem is seldom a lack of effort; it is a lack of alignment between 

leadership, culture, coaching and customer engagement. The highest-performing organizations 

do not simply employ better salespeople. They build leadership systems that produce better 

sales outcomes.  

Leadership establishes expectations, coaching develops capability, accountability reinforces 

standards and culture determines everyday behavior.  

Skilled and mobilized salespeople round out the performance equation, and in the age of AI, 

sales professionals that can personify both the company and the client will be more impactful.  

This report combines respected published research with practical observations from The 

Method Effect. It is compiled from decades of sales team observations, coupled with current 

and future state views of sales. 

It is designed to stimulate executive discussion and help leaders build organizations where 

exceptional sales performance becomes the natural outcome of exceptional leadership. 

The perspectives presented throughout this report are drawn from three primary sources: 

- Published research from leading organizations including Gartner, Gallup, Deloitte, McKinsey 

& Company, Harvard Business Review, Salesforce and LinkedIn Sales Solutions. 

- More than twenty-five years of consulting, executive coaching and leadership advisory work 
across a broad range of industries. 

-  
Behavioural, motivational and emotional intelligence assessment data, together with 
organizational observations collected through client engagements conducted by The 
Method Effect. 

Where opinions or observations are presented, they reflect The Method Effect's interpretation 
of these combined sources and are intended to stimulate executive discussion rather than 
represent universal conclusions. 
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1: Leadership Is the Competitive Advantage 

Why Great Sales Organizations Are Built Long Before the First Customer Conversation 

Sales performance is not created in the sales department. It is created by the leadership systems 

that shape how people think, collaborate, learn, and serve customers. 

Executive Summary 

Organizations spend billions of dollars each year improving sales performance. They invest in 

customer relationship management systems, artificial intelligence, marketing automation, 

digital selling tools, product training, and sales methodologies.  

Yet despite these investments, many organizations continue to experience inconsistent growth, 

inaccurate forecasting, declining customer loyalty, and uneven sales execution. 

The question is not whether organizations are investing in sales. They are. 

The more important question is whether they are investing in the capabilities that produce 

sustainable sales performance. 

This report argues that one of the strongest predictors of long-term commercial success is not a 

sales methodology or technology platforms. It is leadership. 

Leadership establishes expectations. Leadership creates culture. Leadership determines how 

people communicate, how managers coach, how decisions are made, how customers are 

treated, and ultimately how consistently an organization performs. 

Sales is not an isolated function. 

It is the visible outcome of an invisible leadership system. 

Organizations that understand this distinction build performance that lasts. 

Organizations that ignore it often find themselves repeating the same cycle: introducing new 

sales initiatives while leaving the underlying leadership system unchanged. 

A Common Executive Assumption 

When revenue slows, many executive teams instinctively ask questions such as: 

• Should we hire more salespeople? 

• Do we need a better CRM? 

• Should we introduce a new sales methodology? 

• Is marketing generating enough leads? 

• Do we need better incentives? 

These are reasonable questions. Unfortunately, they often address symptoms rather than 
causes. 
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Consider two organizations operating in the same industry. 

Both employ experienced sales professionals. Both offer competitive products. 

Both invest in marketing. Both operate within similar economic conditions. 

Yet one consistently exceeds expectations while the other struggles to achieve predictable 
growth. 

Why? 

The answer frequently lies in the quality of leadership rather than the quality of selling. 

One organization has built systems that encourage collaboration, accountability, coaching, 
learning, and customer focus. 

The other depends largely on individual effort. 

One produces repeatable excellence. The other relies on exceptional individuals often 
performing individual heroics. 

That distinction defines sustainable performance. 

Sales Is an Organizational Capability 

Many organizations continue to think of sales as the responsibility of one department. High-
performing organizations think differently. 

They recognize that every department contributes to commercial success. 

Finance influences pricing > Operations influences delivery > Customer service influences loyalty 
> Marketing shapes expectations > Human Resources influences hiring and development. 

Leadership aligns all these functions around a common purpose. 

When organizations treat sales as an enterprise capability rather than an isolated function, 
customer experiences become more consistent and organizational performance becomes more 
predictable. 

The most successful organizations understand that customers do not experience departments. 

They experience one organization. 

“Leadership is not a title; it is a way of thinking.” 

The Leadership Multiplier 

Imagine two sales managers. Both inherit teams of ten capable sales professionals. 

The first manager spends most of the week reviewing reports, approving discounts, attending 
meetings, and responding to operational issues. 

The second manager protects dedicated time for coaching, opportunity reviews, strategic 
planning, and employee development. 
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After one year, which team is more likely to improve? 

The answer seems obvious. 

Yet many organizations unintentionally reward administrative efficiency while underinvesting in 
leadership capability. 

Leadership creates leverage. 

One manager influences ten salespeople. Those ten salespeople influence hundreds of 
customers. 

Those customers influence revenue, referrals, reputation, and long-term growth. 

Leadership multiplies every other organizational investment. 

From Activity to Capability 

Historically, organizations measured sales performance through activity. 

Calls made. Meetings completed. Proposals delivered. Opportunities created. 

While these metrics remain useful, they reveal only part of the picture. 

High-performing organizations increasingly ask different questions: 

• Are managers developing stronger decision-makers? 

• Are employees improving their business acumen? 

• Are customer conversations becoming more strategic? 

• Is collaboration improving across departments? 

• Are employees learning faster than competitors? 

These questions measure capability. Capability predicts future performance more effectively 
than activity alone. 

Organizations that develop capability create resilience. 

Organizations that focus exclusively on activity often experience short-term improvements 
followed by long-term stagnation. 

Customers Have Changed 

Today’s customers are better informed than at any point in history. 

Before speaking with a salesperson, buyers often research competitors, compare solutions, read 
reviews, analyze pricing, and consult colleagues. 

Information is no longer scarce. 

Attention is.   Trust is.  Judgment is. 
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The role of sales professionals has therefore evolved. 

Customers no longer seek someone who simply explains products. 

They seek someone who understands their business, asks thoughtful questions, simplifies 
complex decisions, and reduces uncertainty. 

Developing these capabilities requires leadership. 

No technology can substitute for critical thinking, sound judgment, empathy, or trust. 
Organizations that recognize this shift are redesigning their leadership practices accordingly. 

 

The Cost of Leadership Gaps 

Leadership deficiencies rarely appear immediately on an income statement. 

Instead, they emerge gradually; 

High employee turnover. Poor collaboration. Forecast inaccuracy. 

Customer dissatisfaction. Manager burnout. Inconsistent coaching. 

Difficulty recruiting high performers. Lower employee engagement. 

Reduced innovation. 

Eventually these challenges affect revenue. 

By the time sales decline becomes visible, leadership weaknesses have often existed for years. 

Organizations that wait for declining revenue before addressing leadership capability are 
responding too late. 

Leading organizations monitor leadership health with the same discipline they apply to financial 
performance. 

 

Organizations rarely struggle because they lack sales talent. They struggle because leadership 

systems fail to consistently develop sales talent. 
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The Method Effect Perspective 

Throughout our work with organizations across multiple industries, one observation has 
remained remarkably consistent. 

Exceptional organizations are not defined by extraordinary salespeople. They are defined by 
extraordinary leadership systems. 

These organizations communicate with clarity and coach consistently. 

They encourage accountability without creating fear and reward curiosity. 

They develop future leaders intentionally. 
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Most importantly, they understand that organizational performance is created long before a 
salesperson meets a customer. 

This report is built upon that belief. 

Executive Reflection 

Before continuing, consider the following questions: 

• If your highest-performing salesperson retired tomorrow, would your organization 
continue producing similar results? 

• Do managers spend more time developing people or reviewing reports? 

• Can every employee explain your organization’s three most important strategic 
priorities? 

• Are customer conversations becoming more consultative each year? 

• Would customers describe your organization as easy to do business with? 

• Do your leadership behaviors consistently reinforce the culture you hope to create? 

The answers to these questions often reveal more about future performance than quarterly 
sales reports. 

Five Leadership Principles 

As you read the remainder of this report, five principles will appear repeatedly. 

Leadership Creates Culture 

Culture is not created by mission statements. It is created by the behaviors leaders consistently 
encourage, tolerate, and reward. 

Coaching Creates Capability 

Training introduces knowledge. Coaching transforms knowledge into performance. 

Customer Understanding Creates Trust 

Organizations that understand their customers’ business challenges consistently create greater 
value than those focused primarily on their own products. 

Accountability Creates Consistency 

High-performing organizations establish clear expectations, measure meaningful behaviors, and 
create environments where commitments are honored. 

Continuous Learning Creates Competitive Advantage 

Markets change. Customers change. Technology changes. 

Organizations that learn faster than competitors adapt more successfully. 
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Looking Ahead 

The chapters that follow examine these principles in greater detail. 

We begin by exploring the changing nature of today’s customer and why organizations must 
rethink the traditional role of sales. 

From there, we examine leadership, coaching, organizational culture, customer experience, 
artificial intelligence, and the characteristics consistently associated with sustained high 
performance. 

Throughout this report, one message remains constant. 

Organizations rarely outperform because they employ extraordinary people. 

They outperform because they build extraordinary systems that enable ordinary people to 
achieve exceptional results. 

That is the leadership advantage. 

That is the Method Effect. 
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2: The New B2B Buyer 

Why Understanding How Customers Buy Has Become More Important Than How 

Organizations Sell 

The greatest change in sales over the past decade has not been in selling. It has been in buying. 

Executive Summary 

Organizations are operating in one of the most significant periods of commercial change in 
modern history. Customers have unprecedented access to information, artificial intelligence is 
accelerating research, purchasing decisions involve more stakeholders than ever before, and 
organizations are under increasing pressure to justify every investment. 

In this environment, traditional sales approaches have become less effective. 

Customers no longer need salespeople to explain products. 

They need professionals who help them make better decisions, who can navigate the dogmas of 
committee-based decision making and who can understand how their businesses operate and 
collaborate.  

The sales organizations achieving sustainable growth are those that understand the modern 
buying journey and adapt their leadership, customer engagement, and sales processes 
accordingly. 

This chapter examines how buying behavior has evolved and what executive teams should do in 
response. 

Buying Has Changed More Than Selling 

For decades, organizations focused on improving how they sold and as a result sales 
methodologies became more sophisticated. 

Customer Relationship Management (CRM) systems became more powerful. 

Marketing automation expanded while digital communication transformed prospecting. 

Artificial intelligence now assists with research, forecasting, proposal writing, and customer 
follow-up. 

Despite these advances, many organizations continue to experience slower sales cycles, 
increased competition, and greater pressure on margins. 

Why? 

Because customers have changed even faster than sellers. Today’s customer is more informed, 
more skeptical, and more selective. 

Sales organizations that fail to recognize this shift often continue applying yesterday’s selling 
techniques to today’s buying environment. 
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The Information Advantage Has Disappeared 

Twenty years ago, sales professionals possessed information customers could not easily access. 

Today, buyers can research: 

• competitors 

• pricing 

• product specifications 

• implementation reviews 

• case studies 

• customer ratings 

• industry benchmarks 

• financial performance 

• AI-generated comparisons 

…before speaking with a salesperson. 

The traditional information advantage has disappeared. Consequently, value must now be 
created elsewhere. 

Customers No Longer Buy Information 

They buy: 

Clarity | Confidence | Certainty | Judgment | Reduced risk | Strategic insight 

The modern salesperson has become less of a presenter and more of a trusted advisor. 

Organizations that recognize this transition outperform those that continue emphasizing 
product demonstrations and feature comparisons. 

The New Buying Journey 

Traditional Sales Funnel 

Awareness > Interest > Evaluation > Purchase 

Today’s Buying Journey 

Research > Independent Learning > Internal Discussion > Stakeholder Alignment >  
Supplier Evaluation > Risk Assessment > Decision > Implementation  
> Long-Term Partnership 

Sales organizations now participate in only part of the customer’s journey. 

Many buying decisions are already partially formed before the first conversation. 
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Customers Buy Confidence 

Perhaps the most significant shift in modern selling is that customers increasingly purchase 
confidence rather than products. 

Confidence that: 

• the solution will work 

• implementation will succeed 

• employees will adopt the change 

• leadership is making the right decision 

• risk has been minimized 

• future problems have been anticipated 

The salesperson who creates confidence creates value. 

 

Gartner found that 75% of B2B buyers preferred a rep-free buying experience in one study, 

highlighting the growing importance of digital self-service before and alongside sales 

engagement. 
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Every Purchase Is a Change Initiative 

Organizations rarely purchase products. 

They purchase change. 

Every purchasing decision requires someone inside the customer’s organization to answer 
questions such as: 

• Will this disrupt operations? 

• Will employees support it? 

• Can we justify the investment? 

• How quickly will we see results? 

• Who is accountable if this fails? 

These questions are not product questions. 

They are leadership questions. 

Consequently, successful salespeople increasingly understand organizational psychographics 
and change initiatives, rather than simply product features. 

Decision Making Has Become Collaborative 

Major business purchases are rarely made by one individual. 

Instead, buying teams frequently include: 

Executive leadership | Finance | Operations | Information Technology | Human Resources | 
Procurement | End users | Legal advisors 

Each participant evaluates success differently: 

• Finance seeks return on investment. 

• Operations seek efficiency. 

• IT evaluates security and integration. 

• Executives evaluate strategic alignment. 

• End users evaluate ease of use. 

The most successful organizations prepare for each audience differently. 

The Trust Economy 

Trust has always influenced buying decisions. Today it has become a strategic asset. 

Customers increasingly ask: 
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• Can we trust this organization? 

• Will they deliver what they promise? 

• Will they still be here in five years? 

• Do they understand our business? 

• Will they support us after implementation? 

Trust reduces perceived risk. Reduced risk accelerates decision making. 

Organizations that consistently build trust often compete successfully without being the lowest-
priced provider. 

What Customers Really Want 

Across industries, customers consistently value organizations that: 

• understand their business 

• listen carefully 

• ask thoughtful questions 

• provide practical recommendations 

• communicate clearly 

• respond quickly 

• deliver consistently 

• demonstrate integrity 

These characteristics describe organizational behavior—not sales techniques. 

Leadership determines whether these behaviors become part of organizational culture. 

The Method Effect Perspective 

One observation consistently emerges during executive conversations. 

Average organizations prepare to sell; however exceptional organizations prepare to 
understand. Before discussing solutions, they seek to understand: 

• the customer’s strategy 

• business pressures 

• financial objectives 

• competitive environment 
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• organizational culture 

• decision-making process 

• future priorities 

This creates fundamentally different conversations. 

Customers feel understood before they feel persuaded. 

That distinction changes relationships. 

 

Case Study 

Two Companies. One Opportunity. 

A manufacturing company invited two suppliers to present solutions for improving operational 
efficiency. 

The first supplier spent the first three quarters of the meeting explaining technical features, 
system capabilities, pricing, and implementation timelines. 

The second supplier spent the majority of the meeting asking questions: 

• How did production bottlenecks affect profitability? 

• What operational risks concerned leadership most? 

• How would success be measured twelve months after implementation? 
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Only after understanding these issues did they discuss potential solutions. 

Although the second proposal was not the lowest-priced option, it was selected. 

The deciding factor was not product superiority. 

It was confidence. 

Leadership believed the second supplier understood the business—not simply the product. 

Key Takeaways 

The modern customer has changed. 

Information has become abundant. 

Attention has become scarce. 

Trust has become essential. 

Organizations that continue focusing primarily on selling will find themselves competing on price 
and product features. 

Organizations that focus on helping customers make better business decisions will compete on 
insight, confidence, and long-term value. 

That distinction represents one of the greatest competitive advantages available today. 

Executive Reflection 

How much of your sales process focuses on understanding the customer rather than explaining 
ourselves? 

• Can every salesperson explain your customers’ strategic priorities? 

• Do your proposals describe products—or business outcomes? 

• How often do executives participate directly in customer conversations? 

• Are you measuring customer confidence or merely customer satisfaction? 

Research Snapshot 

This chapter draws upon themes found in research from: 

• Gartner – B2B Buyer Behavior and Commercial Growth 

• McKinsey & Company – Commercial Excellence and Customer Decision Making 

• Harvard Business Review – Insight Selling and The Challenger Sale 

• Salesforce – State of Sales 

• LinkedIn Sales Solutions – Buyer Preferences and Relationship Selling 

• Statistics Canada – Digital Adoption and Canadian Business Trends 

• The Method Effect – Papers and Private Corporate Studies 
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The Method Effect Principle 

 

Customers don’t buy because you know your business. They buy because they believe you 

understand theirs. 

 

Throw out your value proposition. Focus on what your client values instead. 
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3: The DNA of High-Performing Sales Professionals 

DISC • Driving Forces • Emotional Intelligence 

Great sales organizations do not recruit personalities—they recruit predictable patterns of 

performance. 

Executive Summary 

A study of our behavioral research reveals that elite performers consistently share a common 
set of observable behaviors, internal motivations and emotional capabilities.  

Gleaned from our database of sales assessments, we have extracted key information for a 
collection of known top performers, in the B2B space. Criteria used for selection were sales 
revenue achievement, quota and goal attainment and customer engagement and ability to 
execute sales strategy and tactics.  

This chapter synthesizes findings from multiple DISC, Driving Forces and Emotional Quotient 
assessments to identify the recurring characteristics of high-performing sales professionals we 
have tested. Rather than focusing on individuals, the emphasis is placed on the common 
patterns that consistently contribute to commercial success. 

DISC: The Common Behavioral Profile for High Performers 

The dominant behavioral pattern from our experience is High Dominance combined with High 
Influence. Individuals exhibiting this combination tend to be competitive, decisive, persuasive 
and optimistic. They naturally pursue opportunities, build relationships quickly and thrive in 
environments requiring initiative and adaptability. 

Dominance contributes urgency, accountability, confidence and a willingness to make difficult 
decisions. Influence contributes communication, enthusiasm, networking and the ability to 
create trust. Moderate or lower Steadiness reflects comfort with change, while generally lower 
Compliance encourages flexibility and innovation. 

Organizational strengths include rapid decision making, resilience, persuasive communication, 

entrepreneurial thinking and confidence under pressure. Development opportunities include 

patience, listening discipline, attention to detail and consistent process execution. 

 

Driving Forces: Why High Performers Do What They Do 

While DISC explains how high-performing sales professionals behave, Driving Forces reveal why 
they consistently invest their energy where they do. Analysis of the Driving Forces profiles 
across this population of top performers revealed a remarkable level of consistency. 

The strongest common pattern was a motivation toward creating measurable business value, 
with most participants demonstrating a Resourceful orientation that emphasizes productivity, 
efficiency, return on investment and tangible results.  
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The second most common characteristic was a strong orientation toward ownership and 
accountability, reflected by high Intentional and Commanding drivers that encourage initiative, 
personal responsibility, influence and a willingness to lead. 

Finally, these professionals consistently demonstrated an objective, business-focused approach 
to decision making, preferring evidence, logic and commercial impact over emotion when 
evaluating opportunities and solving customer problems. 

Supporting these primary characteristics, the group also demonstrated a preference for practical 
learning through experience and an appreciation for structured systems and proven 
methodologies that improve execution and scalability. Collectively, these findings describe a 
sales population motivated not simply by winning business, but by creating meaningful value, 
assuming responsibility for outcomes, solving complex customer challenges and continuously 
improving performance. 

Rather than relying solely on personality or charisma, elite sales professionals are united by a 
shared motivational architecture that consistently drives sustainable business results. 

1. Results-Driven – Motivated to create measurable business value through productivity, 
efficiency and commercial impact. 

2. Ownership & Accountability – Naturally take initiative, assume responsibility and 
influence outcomes rather than waiting for direction. 

3. Objective Decision Making – Make disciplined, evidence-based decisions focused on 
customer value and long-term business success. 

Additional recurring characteristics included: 

• Learning through practical experience and intuition. 
• Valuing structured systems that improve consistency and execution. 
• Solving meaningful business problems rather than simply selling products. 
• Maintaining a long-term focus on sustainable customer and organizational success. 

  

Emotional Intelligence 

Emotional Intelligence provides the execution capability that transforms behavioral potential 
into sustained performance. Successful sales professionals demonstrate healthy levels of self-
awareness, internal motivation and relationship development. 

They understand how emotions influence decisions while maintaining optimism and resilience 
during setbacks. The greatest development opportunities often involve emotional regulation 
under pressure, active listening, empathy during difficult conversations and slowing decision 
making when circumstances require greater reflection. 

The Integrated Sales Performance Model 

Elite sales performance is best understood as the interaction of three complementary 
dimensions: DISC explains how an individual behaves, Driving Forces explain why they behave 
that way, and Emotional Intelligence determines how effectively those behaviors and 
motivations are applied in real situations. 

http://www.themethodeffect.com/


©           2026 - B2B Sales Barometer       www.themethodeffect.com        21 
 

When these three dimensions align, organizations create professionals capable of building trust, 
influencing decisions and consistently delivering business results. 

Organizational Implications 

The findings have significant implications for recruitment, coaching and leadership 
development. Leading organizations recruit for behavioral fit as well as technical competence. 
Coaching should emphasize emotional intelligence alongside sales methodology. Performance 
management should reinforce both results and relationship quality. 

High-performing sales cultures intentionally balance entrepreneurial sales talent with structured 
operational support, enabling innovation without sacrificing execution. 

Key Takeaways 

Across industries, products and organizations, elite sales professionals consistently display ten 
recurring characteristics: 

• Competitive 

• Persuasive 

• Curious 

• Achievement-oriented 

• Adaptable 

• Optimistic 

• Relationship-focused 

• Comfortable with change 

• Self-motivated 

• Emotionally resilient 

The science is remarkably consistent. High-performing sales professionals differ in experience 
and personality, yet they share a common foundation of behaviors, motivations and emotional 
capabilities. Organizations that intentionally identify, develop and reinforce these characteristics 
create sales cultures capable of sustained competitive advantage. 
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A Note on Low Performers 

In contrast to the high-performing sales population, lower-performing sales professionals 

demonstrated significantly greater variation in both their behavioral styles and motivational 

drivers.  

Rather than clustering around a common pattern of commercial focus, ownership, and objective 

decision making, this group exhibited a broader range of priorities and work styles, suggesting 

less natural alignment with the demands of high-performance sales roles. Their profiles indicate 

a greater need for structured coaching, consistent accountability, and clearly defined processes 

to sustain performance.  

While these individuals bring valuable strengths in areas such as collaboration, customer 

support, and analytical thinking, the absence of a consistent motivational architecture may 

reduce their ability to proactively create opportunities, influence buying decisions, and 

consistently deliver measurable business results. 

The findings suggest that sustained sales excellence is driven not by a single personality type, 

but by the alignment of behavior, motivation, and emotional capability with the demands of the 

role. 
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High performance is not random. 

 

It is the result of repeatable behavioral patterns, aligned motivations, and emotional 

capabilities that organizations can identify, develop, and reinforce. 

 

 

The Method Effect Principle 
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4: Building a Coaching Sales Organization 

Why Coaching Is the Highest Return on Investment Most Organizations Underutilize 

Sales organizations do not improve because employees receive training alone. They improve 

because managers consistently coach people to apply what they have learned. 

Executive Summary 

Organizations invest significant time and resources in developing their salespeople. Every year 
they send employees to conferences, enroll them in training programs, purchase online learning 
platforms, and introduce new sales methodologies. 

Yet one question remains largely unanswered. 

Why do some organizations achieve dramatic improvements after training while others 
experience little lasting change? 

The answer is surprisingly consistent across industries. 

Training introduces knowledge, however coaching transforms knowledge into performance. 

The highest-performing organizations understand that capability is not developed in classrooms 
alone. It is developed through hundreds of conversations that occur after training has ended. 

These conversations shape judgment, improve decision-making, reinforce expectations, create 
accountability and most importantly, they build confidence. 

Organizations that intentionally develop coaching cultures consistently outperform 
organizations that rely primarily on formal training events. 

The Coaching Gap 

Many organizations believe they coach their sales teams. Far fewer actually do. 

Sales Managers are often consumed by operational demands: 

• forecasting 

• internal meetings 

• reporting 

• administration 

• customer issues 

• performing sales functions normally delivered by a salesperson 

• hiring, onboarding and dealing with difficult employees 

• budgeting and restating budgets  

• approvals and deal making 

All of these responsibilities are important, unfortunately, they leave little time for coaching. 

As a result, coaching often becomes: 
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• reactive 

• inconsistent 

• performance driven 

• reserved for struggling employees 

High-performing organizations reverse this pattern. 

Coaching becomes proactive and it works especially well if it is scheduled, expected, measured 
and continuous.  

Training Is Necessary and It Has a Shelf Life 

Think about the last professional development course you attended. How much of the content 
do you remember six months later? 

Research in learning and organizational development consistently demonstrates that without 
reinforcement, newly acquired knowledge declines over time. 

Employees often leave inspired and motivated. 

Within weeks, daily pressures gradually replace newly learned behaviors with familiar habits. 

Training changes awareness. Coaching changes habits. 

That distinction explains why organizations investing similar amounts in learning frequently 
achieve dramatically different results. 

Sales Coaching Is Leadership in Action 

Leadership is often described in broad terms. 

Vision | Strategy | Communication | Aligning | Culture   

While these concepts are important, leadership becomes visible through everyday 
conversations. 

Every coaching discussion communicates: 

• What matters. 

• What excellence looks like. 

• How problems should be approached. 

• How decisions should be made. 

• What behaviors are rewarded. 

Managers coach whether they intend to or not. 

The only question is whether they coach intentionally. 
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The Coaching Continuum™ 

The Method Effect proposes that organizations typically progress through five stages of 
coaching maturity. 

Level One 

Directive Management 

Sales Managers primarily tell employees what to do. Performance depends heavily on 
supervision, and learning is focused on basic and tactical skill development. 

Level Two 

Performance Reviews 

Feedback occurs periodically. Most conversations focus on historical performance while 
coaching remains event driven including reviews and forecasts of activities.  

Level Three 

Regular Coaching 

Sales Managers schedule recurring coaching sessions. Conversations include opportunity 
planning, customer strategy and skill development. Learning becomes more collaborative and 
decision tree focused.  

Level Four 

Development Culture 

Coaching becomes part of daily leadership. Coaching is hierarchical and lateral. Learning 
becomes continuous. Salespeople are evaluated on coachable metrics, while Sales Managers are 
evaluated on people development. 

Level Five 

High-Performance Coaching Organization 

Coaching becomes embedded throughout the sales organization. Salespeople actively seek 
feedback and learning becomes less tactical, more strategic. Continuous improvement becomes 
a competitive advantage. 
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From Telling to Asking 

Many managers believe coaching means providing better answers. 

Exceptional coaches understand their role differently. Their responsibility is not to provide 
answers. It is to improve thinking. 

Consider the difference. 

Management Conversation 

“You should have handled that customer differently.” 

Coaching Conversation 

“Walk me through your thinking. What options did you consider? What might you try differently 
next time?” 

One conversation transfers knowledge. The other develops judgment. 

Judgment produces long-term performance and teaches effective decision making.  

The Three Conversations Every Sales Manager Should Have 

Research shows that exceptional coaching organizations consistently emphasize three types of 
conversations. 
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Opportunity Coaching 

Questions include: 

• What problem is the customer really trying to solve? 

• Who else influences this decision? 

• What risks concern the customer most? 

• What assumptions might we be making? 

Performance Coaching 

Questions include: 

• What are you doing well? 

• What has become easier? 

• What remains challenging? 

• Which capability should we strengthen next? 

Mobility Coaching 

Questions include: 

• Where do you want your career to go? 

• Which sales leadership capabilities should you develop? 

• What experiences will help prepare you? 

• How can the organization support your growth? 

Organizations that consistently conduct all three conversations experience stronger retention, 
greater engagement and deeper leadership pipelines. 

The Economics of Coaching 

Suppose a Sales Manager coaches ten employees. 

Each employee improves productivity, revenue generation or quota attainment by just five 
percent. 

The cumulative organizational impact may exceed the financial return from hiring an additional 
salesperson. 

Unlike recruiting, coaching improves existing capability. 

Unlike incentives, coaching develops lasting behaviors. 

Unlike technology, coaching strengthens judgment. 

Leadership therefore becomes one of the highest-leverage compounding investments available 
to an organization. 
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Sales Coaching in the Age of Artificial Intelligence 

Artificial intelligence is likely to increasingly automate routine tasks. 

Research | Meeting summaries | Proposal drafting | CRM updates | Forecasting 

Artificial intelligence should also create arbitrage across all organizations, giving access to 
information and systems to all competitors regardless of size or resources.  

As administrative work decreases, leadership responsibilities increase and managers will have 
more opportunities to coach. 

Organizations that use technology to create more coaching time rather than more reporting 
time will develop stronger competitive advantages. 
 
Unique technological advantages will likely be short lived, without sales managers coaching their 
teams.  

Technology is improving efficiency and will continue to allow for improved coaching capabilities. 
Organizations need both.  

 

Sales representatives spend 60% of their time on non-selling tasks  

 

– Salesforce State of Sales, 2026. 
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Case Study 

Two Sales Managers. Two Different Outcomes. 

A national service organization promoted two high-performing sales representatives into 
management positions. 

Both inherited teams of similar size, comparable experience, and nearly identical territories. 

The first manager focused on monitoring activity. Weekly meetings centered on pipeline 
reports, call volumes, proposal counts, and monthly targets. When results slipped, the manager 
offered solutions, directed next steps, and increased reporting requirements. 

The second manager took a different approach. Weekly meetings focused on customer strategy, 
decision-making, and learning. Instead of providing immediate answers, the manager asked 
questions: 

• “What do you think is driving the customer’s hesitation?” 

• “Which stakeholder have we not engaged?” 

• “What assumptions might we be making?” 

• “If you could restart this opportunity, what would you do differently?” 

After twelve months, both teams worked hard, however only one improved consistently. 

The difference was not effort. It was coaching. 
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Executive Reflection 

Ask yourself: How many hours did your managers spend coaching employees last week? 

Now ask another question: How many hours did they spend attending internal meetings? 

The difference between those two numbers often predicts future organizational performance. 

Key Takeaways 

Sales organizations rarely become high-performing because they only train more. 

They become high-performing because leaders coach more effectively. 

Coaching transforms knowledge into judgment and judgment improves decisions. 

Better decisions improve customer experiences. 

Exceptional customer experiences create sustainable growth. 

Leadership begins with coaching. 

Coaching begins with conversation. 

Conversation changes organizations. 

Research Snapshot 

Themes in this chapter align with research from: 

• Gallup – Manager effectiveness and employee engagement 

• Gartner – Frontline sales manager effectiveness 

• McKinsey & Company – Capability building and commercial excellence 

• Harvard Business Review – Coaching and leadership effectiveness 

• International Coaching Federation – Coaching impact studies 
 

 

The Method Effect Principle 

 

Training changes what people know. Coaching changes what people become. 

 

Excellence comes from teaching people how to make the right decisions, rather than just the 

right decisions to make. 
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5: Building a High-Performance Sales Culture 

Why Culture Determines Performance Long Before Revenue Does 

Organizations do not achieve exceptional results because they have exceptional cultures. They 

have exceptional cultures because leaders consistently reinforce exceptional behaviors. 

Executive Summary 

Every sales organization has a culture. Some organizations intentionally build it, while other 
organizations simply inherit it. 

Regardless of whether it is designed or accidental, culture influences every customer 
interaction, every leadership decision, every employee conversation, and ultimately every 
business result. 

Culture is often described as something intangible, however in reality, it is remarkably practical. 

Culture determines: 

• how quickly salespeople solve problems 

• how decisions are made 

• how conflict is handled 

• how sales managers coach 

• how departments collaborate 

• how customers are treated 

• how innovation occurs 

• how accountability is demonstrated 

Organizations frequently attempt to improve sales performance by changing processes, 
compensation plans, technology, or organizational structure. 

High-performing sales organizations recognize that sustainable improvement begins somewhere 
else. 

It begins with culture. 

The Misunderstood Competitive Advantage 

Many executives still speak about culture as though it were a “soft” business topic. 

• Employee engagement. 

• Values. 

• Mission statements. 

• Recognition programs. 

• These initiatives have value. 
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But culture is much more than employee satisfaction. Culture is an operating system. It 
determines how work gets done every day. 

When culture improves: 

• decision making improves. 

• communication improves. 

• customer experiences improve. 

• innovation improves. 

• employee retention improves. 

• financial performance frequently follows. 

Culture is therefore not separate from business performance. It creates business performance. 

What Is Organizational Culture? 

The Method Effect defines sales culture simply. 

Culture is the collection of behaviors that leaders consistently encourage, tolerate and 

reward. 

 

Culture and commercial excellence occur when four critical elements intersect and create 

sustainable performance. 
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Every leadership decision reinforces culture, consider these examples: 

• A manager ignores poor customer service … Culture changes. 

• An executive publicly recognizes collaboration … Culture changes. 

• A leader encourages thoughtful risk-taking … Culture changes. 

• A supervisor punishes honest mistakes … Culture changes. 

Culture is not created annually … It is created hourly. 

The Performance Culture Equation™ 

The Method Effect proposes that organizational performance develops through a predictable 
sequence. 

Our client engagements show sales organizations that have been proven successful reflect this 
methodology. 

Six Characteristics of High-Performance Sales Cultures 

From our engagements we can state that across B2B sales organizations, exceptional teams 
consistently demonstrate six characteristics. 

1. Clarity 

Salespeople understand: 
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• organizational priorities and roles 

• customer expectations and values 

• performance standards 

• decision-making authority 

 

2. Structure 

 

High performing salespeople operate with defined parameters that act as guides, rather than 
unmovable barriers. They focus on the who, what, where, why, when and how.  

 

When guardrails are clear, high performers work at their best and maximize efficiency.   

 

3. Accountability 

High-performing organizations define accountability differently. Accountability does not mean 
punishment, it means ownership. 

Sales territories regardless of vertical or geo-regioned deliver excellent results when the sales 
professionals run them like a CEO, rather than a service attendant.  

Salespeople accept responsibility for commitments and managers support improvement. 

Group leaders and sales leaders model accountability themselves. 

4. Learning 

Exceptional organizations view learning as continuous. 

Training does not occur once a year. Employees learn: 

• from customers 

• from colleagues 

• from managers 

• from successes 

• from mistakes 

Learning becomes embedded in everyday work. 

5. Collaboration 

Customers experience one organization, rather than departments with differing agendas. 

Consequently, exceptional cultures remove barriers between: 

Sales | Marketing | Operations | Finance | Customer Service | Human Resources 
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The customer should never notice organizational silos. 

6. Trust 

Trust exists internally before it exists externally. 

Salespeople who trust leadership communicate openly and transfer that feeling of trust to their 
clients.  

Departments collaborate more effectively and show customers a united front.  

Innovation increases and becomes something that is sought, rather than found.  

Customer relationships strengthen. 

Trust becomes an organizational asset. 

7. Purpose 

Salespeople perform differently when they understand why their work matters. 

Purpose connects daily responsibilities with organizational impact. 

People stop completing tasks and zero-in on creating value. 

The Hidden Cost of Poor Sales Culture 

Culture rarely appears on financial statements. Yet poor culture is extraordinarily expensive. 
Consider the consequences: 

• Higher turnover and associated costs and new team attraction and recruitment. 

• Reduced engagement resulting in poorly executed communication.  

• Manager burnout, lethargy and complacency. 

• Customer frustration, often resulting in the need to discount or provide incentives to 
keep clients engaged.  

• Slow decision making. 

• Departmental conflict. 

• Innovation declines. 

• Revenue eventually suffers. 

Most organizations notice these outcomes, however only some identify culture as the root 
cause. 

The Culture–Customer Connection 

Customers rarely see organizational charts, instead they experience behaviors. 
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When employees collaborate effectively … customers notice. 

When departments communicate poorly … customers notice. 

When leaders create clarity … customers notice. 

When accountability is inconsistent … customers notice. 

Every customer experience reflects organizational culture. Culture therefore becomes part of 
the customer value proposition. 

The Method Effect Culture Pyramid™ 

 

Executive Reflection 

Discuss the following questions. 

Can every employee describe our culture using similar language? 
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Which behaviors are consistently rewarded? 

Which behaviors are unintentionally tolerated? 

Would customers describe our organization the same way we describe ourselves? 

How would our culture change if leadership meetings changed? 

Measuring Culture 

The Method Effect recommends that organizations evaluate culture using measurable 
indicators. Examples include: 

• Leadership trust. 

• Cross-functional collaboration. 

• Employee engagement. 

• Coaching frequency. 

• Decision-making speed. 

• Internal communication quality. 

• Customer satisfaction. 

• Employee retention. 

• Manager effectiveness. 

• Innovation participation. 

These indicators provide early evidence of organizational health long before revenue changes. 

The Method Effect Culture Index™ 

Organizations can assess themselves across five dimensions. 

Dimension Score (1–10) 

Leadership Clarity   

Coaching Culture   

Accountability   

Collaboration   

Customer Focus   
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Total Score   

41–50: High-Performance Culture 

31–40: Strong Culture with Growth Opportunities 

21–30: Inconsistent Culture 

11–20: Culture Requires Strategic Attention 

Key Takeaways 

Research Snapshot 

Themes within this chapter align with research from: 

• Gallup – Workplace Engagement and Organizational Performance 

• McKinsey & Company – Organizational Health Index 

• Deloitte – Global Human Capital Trends 

• Harvard Business Review – Organizational Culture and Leadership 

• Gartner – Leadership and Employee Experience 

• Great Place to Work Institute – High-Trust Workplace Research 

• The Method Effect – University Capstone Projects and Studies 

The Method Effect Principle 

Culture is the invisible system that produces visible results. Change the culture, and 

performance follows. Culture is a business strategy.  

It determines how leaders lead, how employees perform, how customers experience the 

organization, and how superior results are achieved. 
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6: Building Organizations That Consistently Outperform 

 

Leadership, coaching, culture, customer understanding and organizational alignment are not 

isolated initiatives. Together they form an operating system that shapes decisions, behaviors, 

customer experiences and sustainable growth. 

Long-term performance emerges when leadership establishes direction, culture reinforces 

behavior, coaching develops capability, customer understanding creates value and disciplined 

execution delivers results. 

The Commercial Value Progression™ 

Organizations often evolve from Order Taking to Feature Selling, Relationship Selling, Needs 

Selling, Multi-Level Selling, Consultative Selling and finally Partnership Selling. Each stage 

increases value for both the customer and the organization. 

 

Leadership Determines Your Position 

Sustainable commercial improvement begins with leadership. Leadership shapes thinking, 

communication, collaboration, coaching and ultimately commercial performance. 

Exceptional organizations are built through extraordinary systems that make exceptional 

performance repeatable. 
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The Leadership Multiplier™, Modern Buying Journey™, Coaching Continuum™, Culture 

Pyramid™ and Commercial Value Progression™ form one integrated leadership system. 

Executive Challenge 

Ask: Are we creating clarity? Are managers developing people? Do customers experience one 

organization? Do employees understand the customer's business? Are we intentionally building 

the culture required for future success? 

Practical Roadmap 

Strengthen leadership. Build a coaching culture. Deepen customer understanding. Align culture 

with strategy. Measure leading indicators such as trust, coaching and engagement. 

Leadership Legacy 

Products can be copied. Technology can be purchased. Leadership systems are far more difficult 

to replicate and become a lasting competitive advantage. 

Final Reflection 

Sales excellence is created through leadership decisions, coaching conversations, cultural 

expectations, customer understanding and disciplined execution. Performance is the outcome 

of many things working together exceptionally well. 

The Method Effect Principle 

Leadership creates culture. Culture develops capability. Capability creates exceptional customer 

experiences. Exceptional customer experiences produce sustainable commercial success. 

Closing Statement 

Better leadership. Stronger culture. Smarter coaching. Deeper customer understanding. 

Sustainable performance. 

 

Organizations don't become exceptional by accident. They become exceptional by design. 

 

That is The Method Effect. 
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About The Method Effect 

Founded in 1998 and based in Calgary, Canada, The Method Effect is a management consulting 
and leadership advisory firm that helps ambitious organizations turn strategy into consistent, 
measurable performance. 

We work with growing and evolving companies to strengthen the interconnected systems that 
drive business success: leadership, people, culture, sales, customer experience, process, 
technology, and execution. Rather than treating these areas as separate initiatives, we bring 
them together into one practical approach designed to improve how an organization thinks, 
operates, and performs. 

Through strategic advisory, management consulting, executive coaching, leadership 
development, sales effectiveness, and organizational performance work, we help companies 
clarify their direction, build stronger leaders, create accountable cultures, improve commercial 
performance, and develop the internal capability required for sustainable growth. 

Our work is practical, customized, and grounded in the realities of each organization. We do not 
simply deliver recommendations or isolated training programs. We work alongside leaders and 
teams to create meaningful change that can be understood, applied, measured, and sustained. 

For more than twenty-five years, The Method Effect has served organizations across a broad 
range of industries and B2B markets. Our clients are typically growth-minded businesses that 
want to perform at a higher level while building an organization where people are engaged, 
customers are valued, and the journey is as rewarding as the result. 

The Method Effect helps organizations build better leaders, stronger cultures, more effective 
commercial teams, and the operating discipline required to achieve lasting business results. 

www.themethodeffect.com                                                   info@themethodeffect.com  
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