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Why use this playbook

B2B buyers don’t follow our sales processes -- they are on their own
journeys. And most of that journey happens before they engage directly
with sellers. This playbook helps sales organizations align sales
processes to how buyers buy -- pivoting from reactive selling to proactive,
signal-based execution. By aligning sales motions with real-time buyer
behavior and intent, the playbook ensures sellers show up at the right
time, with the right context, and close more of the deals that matter.

HOW TO USE THIS PLAYBOOK

e This playbook is organized by use case progression

e Complete the steps for each play in order, as future
progression plays are dependent on completing the plays
prior.

e Each progression stage contains plays with prescriptive steps
to complete.



Some plays leverage tools to aid in the completion of the play,
they will be linked in the play and can be accessed and
downloaded from the Tools section

If you need support while working through the playbook,
6sense strategic services in the professional services group
has packages that are designed to help customers execute
each use case and progression stage.

USE CASE OVERVIEW:

The Optimize Sales Strategy Playbook is a phased, operational

framework designed to enable data-driven growth across sales teams. It

provides clear guidance, best practices, and tactical plays to evolve how

sales organizations operate—from baseline awareness of performance

gaps to sophisticated, proactive optimization of sales motions.

The playbook unfolds through a Crawl-Walk-Run model:

Crawl Stage emphasizes establishing visibility and clarity.
Teams begin by defining sales processes, understanding key
metrics, and documenting existing inefficiencies. The goal s
to set a consistent foundation for strategic execution.

Walk Stage focuses on enabling strategic plays. Teams
develop and execute repeatable sales plays with initial
segmentation, territory prioritization, and forecasting rigor.
Performance baselines mature through better measurement,
coaching, and targeting.



e Run Stage drives scalable sales optimization. In this phase,
teams operationalize advanced analytics, close the loop
between insights and actions, and embed plays across the
operating rhythm. Sales strategy becomes agile, measurable,
and adaptive to market signals.

By adopting this playbook, organizations establish a structured path from
basic process hygiene to dynamic, insight-led sales performance. It is
intended for revenue leaders, sales operations, enablement teams, and
frontline managers aiming to scale high-performance behaviors across
teams and regions.

Objectives of the playbook

1. Establish Sales Performance Visibility

e Create a single source of truth for sales data and KPlIs.

e |dentify performance gaps through baseline metrics and process
mapping.

e Build foundational analytics to support future optimization.

2. Enable Targeted and Repeatable Sales Execution

e Deploy sales plays alighed with customer segments, deal stages,
and sales motions.

e Drive consistent seller behaviors through guided selling, templates,
and coaching.

e |Improve forecasting accuracy and territory effectiveness.

3. Operationalize Data-Driven Sales Strategy
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Leverage insights to prioritize high-value opportunities and
accounts.

Integrate performance metrics into decision-making by integrating
with your MAP.

Close the loop between planning, execution, and results to iterate
plays faster.

4. Achieve Cross-Functional Alighment

Synchronize Sales, Marketing, and Operations around shared KPIs
and goals.

Create a shared account strategy to secure alignment between
sales and marketing.

Improve lead quality and conversion through joint ICP and funnel
ownership.

Align messaging and activities across the buyer journey.

5. Scale High-Performance Sales Behaviors

Institutionalize best practices across teams, geography, and
segments.

Reduce performance variability by systematizing winning plays.
Drive higher revenue efficiency, deal velocity, and quota attainment
at scale.

WHY optimize sales strategy

Executing the Optimize Sales Strategy plays is essential for organizations

seeking to modernize their revenue engine and drive scalable, repeatable

growth. These plays address the most pressing inefficiencies in sales

execution, territory alignment, and forecasting by transforming ad-hoc

selling into a strategic, data-informed process.

Hsense
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Key Reasons:

1. Maximize Revenue Efficiency

Sales teams often operate with suboptimal targeting and poor visibility
into deal health. These plays improve how resources are allocated,

leading to better conversion rates, shorter cycles, and higher quota

attainment.

2. Standardize High-Impact Sales Motions

By prescribing repeatable plays (e.g., whitespace targeting, pipeline
prioritization, renewal strategy), the organization moves away from
tribal knowledge and into a scalable model of execution across all
teams.

Improve Forecast Accuracy and Planning

Plays introduce disciplined forecasting and inspection processes
that reduce surprises, improve planning confidence, and align GTM
functions to realistic pipeline and revenue scenarios.

Drive Data-Driven Decisions

The plays activate existing data—such as customer activity,
opportunity stages, and past outcomes—to guide reps and
managers on where to focus and how to act, improving both
strategic and tactical decision-making.

3. Enable Agile Adaptation to Market Changes

Market conditions shift quickly. These plays allow sales leaders to
pivot strategies by re-prioritizing plays, adjusting territory and
account focus, and deploying proactive plays based on buyer intent
or risk.

<



4. Align Sales and Marketing Around Common Goals

Plays create a shared operating rhythm and language between
Sales and Marketing, especially around pipeline creation, lead
conversion, and strategic account coverage.

By executing these plays, organizations build the infrastructure for
consistent growth, empower frontline teams with clear priorities, and
embed continuous improvement into their GTM motion.

BENEFIT TO THE ORGANIZATION

Executing the Optimize Sales Strategy plays transforms the sales
organization into a data-driven, strategically aligned engine for growth.
These benefits are not only operational, but cultural and financial,
positioning the company for long-term scalability and resilience.

e Byfocusing sales execution on repeatable, high-impact plays,
organizations drive significant improvements in revenue
efficiency and win rates. Reps no longer rely on intuition alone—
instead, they are guided by structured targeting, dynamic
accountinsights, and tailored engagement tactics. As a result,
every sales motion becomes more precise, effective, and
scalable.

e Forecasting becomes far more accurate as disciplined pipeline
inspection, territory planning, and play adoption increase. Sales
leadership gains visibility into where deals are progressing or
stalling, enabling proactive coaching and planning rather than
reactive firefighting.



e Cross-functional alignment—particularly between Sales,
Marketing, and Sales Operations—strengthens substantially.
Plays are built around shared ICPs and messaging, allowing the
entire go-to-market team to operate with cohesion and clarity.

e The organization also becomes more agile. Plays can be iterated
quickly based on performance data, changing buyer behavior, or
market disruptions. Sales strategy shifts from static planning to
dynamic, feedback-driven execution.

e Culturally, the playbook fosters a shift toward accountability,
continuous improvement, and performance coaching. Managers
gain consistent frameworks to inspect activity and coach reps,
and reps engage with a transparent system that rewards high-
impact behavior.

Ultimately, the execution of these plays results in more predictable
growth, higher productivity, and a competitive advantage in how the
organization engages, converts, and retains customers.



People

PRIMARY ROLES INVOLVED

[Role  Responsibilities

Prioritize accounts, execute
intent-driven outreach, improve
pipeline quality

Reinforce behaviorsin 1:1s,
monitor KPls, drive accountability
and visibility

Deliver timely, relevant
messaging aligned to priority
account trends

Build workflows, dashboards,
and tracking mechanisms for
prioritization efforts

Sales Rep Execution
Sales Coaching &
Manager Accountability
. Campaign & Signal
Marketing Alignment
P Goe Enable.ment &
Reporting

Use Case Progression Stages

Crawl

The organization
focuses on gaining
visibility into sales
performance and
building foundational
processes. The
primary goalis to
establish consistent
data hygiene, define
basic sales processes,
and baseline
performance metrics.
Teams begin to map
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Walk

The organization
begins executing
targeted sales plays
and applying
segmentation models
to prioritize accounts.
Forecasting cadence
becomes consistent,
and KPIs are
integrated into
performance reviews.
Playbooks are tested
and measured across

Run

Strategy represents a
high-performing, data-
driven sales
organization where
optimizationis
continuous and
embedded into daily
operations. Sales plays
are personalized and
adapted based on real-
time buyer signals and
performance data.
Forecasts are accurate



customer journeys, log
activities, and
understand where
inefficiencies exist.
Forecasting,
segmentation, and
account planning are
still immature but
starting to take shape.
This stage is about
readiness—ensuring
the sales organization
has clarity before
deploying more
strategic plays.

sales teams, with
Sales Managers and
Revenue Ops
reinforcing execution.
Marketing and Sales
start aligning more
closely to deliver
coordinated
outreach. The
organization begins to
shift from reactive
selling to proactive
prioritization and
structured execution.

and influence cross-
functional planning.
Account coverage is
dynamic, and all GTM
teams operateina
unified rhythm. Sales
reps and managers use
insights to improve
outcomes, while Sales
Ops and Enablement
optimize the systems
supporting scalable
execution. This stage
enables agility,
consistency, and
growth at scale.



Crawl

The Crawl Stage of the Optimize Sales Strategy Playbook centers on
building foundational visibility into sales performance and creating
operational consistency. At this stage, the organization is beginning its
journey toward sales strategy optimization by establishing baseline
processes, defining key performance indicators (KPls), and improving
data discipline across systems.

Sales teams are typically using CRM inconsistently, with limited
forecasting rigor and minimal alignment between sales activities and
strategic account planning. Plays are not yet in motion, and most revenue
efforts rely on individual seller discretion rather than structured guidance.

The focusis on:

o Documenting the Sales Process: Outlining stages, handoffs,
and definitions to reduce ambiguity and increase
consistency.

o Establishing Performance Baselines: Measuring funnel
health, win rates, and activity levels to create a reference
point for future optimization.

o Improving CRM Hygiene: Driving compliance in logging deals,
updating opportunity stages, and tracking key fields.

o Defining Ideal Customer Profiles (ICP): Beginning
segmentation based on buyer fit, potential value, or historical

performance.
The Crawl Stage enables the organization to identify execution gaps, align <

leadership around strategic priorities, and set the stage for more
advanced, data-driven sales motions in the next phases.
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Best Practices

At the Crawl stage, the goal is not to scale or automate but to establish

clarity, consistency, and accountability in foundational sales processes.

Plays should be simple, measurable, and focused on driving adoption of

core behaviors.

1. Start with One Prioritized Use Case

Choose a single, high-impact play (e.g., pipeline cleanup or deal
inspection) to pilot.

Focus efforts where low data hygiene or poor visibility is creating
risk or revenue leakage.

2. Document Processes and Terminology

Ensure that sales stages, KPls, and CRM fields are clearly
defined and universally understood.

Create visual workflows or cheat sheets to reinforce process
alignment.

3. Reinforce Basic CRM Hygiene

Set and communicate expectations for updating opportunity
stages, next steps, and close dates.

Use manager-led reviews (1:1s, pipeline reviews) to reinforce
behavior consistently.

4. Leverage Manual Dashboards to Drive Awareness

Even if automation is limited, build simple reports and
dashboards to give reps visibility into their own pipeline metrics
(e.g., coverage ratio, deal age).



Use these insights to guide conversations around prioritization
and accountability.

5. Establish a Forecasting Cadence

Begin with light-touch forecasting (e.g., weekly commit and best-
case reviews).

Focus on helping reps think critically about deal status and next
actions rather than driving precision too early.

6. Create a Feedback Loop

Gather rep and manager feedback on what's working, what’s
unclear, and what is slowing execution.

Use this input to refine your first plays before scaling to Walk-
stage complexity.

7. Enable with Simple, Actionable Templates

Provide call guides, opportunity qualification templates, and
email frameworks that help reps execute foundational plays with
minimal friction.

8. Limit the Number of Plays in Motion

Keep the focus tight—ideally one or two active plays—to avoid
overwhelming the team.

Drive adoption and iterate before layering in additional
complexity.
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Play 1: Gathering Baseline Deal Metrics

Objective: Establish a clear and consistent set of historical and in-flight
deal metrics to understand current sales performance, identify
bottlenecks, and guide early play designh and coaching focus.

Step-by-Step:
Step 1: Define Core Metrics to Baseline

Identify the essential sales performance metrics that will help diagnose
pipeline health and rep effectiveness:

« Win Rate by team, stage, and deal type.

« Average Deal Size segmented by customer tier, product line, or
territory.

« Sales Cycle Length and Time in Stage to spot bottlenecks.

« Pipeline Coverage Ratio (open pipeline vs. quota) by rep and team.

« Lead/Opportunity Conversion Rates from each funnel stage.

Document these definitions and ensure they are aligned across Sales,
RevOps, and Enablement.

Step 2: Audit CRM Data Structure and Completeness
Evaluate whether the necessary data is being captured reliably:

« Ensure thatall required opportunity fields (e.g., amount, close date,
stage, owner, source) are consistently populated.

« Review historical opportunity records to assess completeness.

« Work with Sales Ops to clean or backfill key fields as needed before
extracting data.

<



Step 3: Extract Historical Deal Data

Pull 3-6 months of deal-level data (both won and lost) from the CRM for
analysis:

o Include all open, closed-won, and closed-lost deals.

« Filter by sales segment (e.g., SMB, Mid-Market, Enterprise) to
isolate trends.

o Exportas aspreadsheet or load into a business intelligence tool for
further analysis.

Step 4: Analyze and Visualize Deal Performance

Use visualizations to identify where performance is strong and where
plays are most needed:

« Chartwin rate by stage to identify drop-off points.

« Compare average deal cycle by deal size, rep, or region.

« Map out time-in-stage to pinpoint where deals are stalling.

« Track conversion rates from lead > opportunity > win by source or
segment.

Highlight outliers and patterns—these insights will guide where your first
plays (e.g., pipeline inspection or forecast coaching) should be deployed.

Step 5: Share Insights with Stakeholders

Present findings to Sales Leaders, Managers, and RevOps in a structured
review:

o Include visual snapshots of key metrics.
« Frame insights around impact (e.g., "Deals taking 10+ days in
discovery have 25% lower win rate").

<



« Prioritize 2-3 action areas for immediate play deployment or
coaching focus.

Step 6: Establish Baseline Reporting Cadence

Build recurring dashboards or reports to track these metrics monthly or
quarterly going forward:

o Setbenchmarks (e.g., “baseline win rate = 18%”) for future
comparisons.

« Usethese baselines to assess progress as Crawl > Walk > Run
plays are implemented.

o Update stakeholders monthly on how play execution is shifting key
metrics.

Play 2: Weekly Leadership Calls Cadence

Objective:

Establish a structured weekly meeting for revenue leaders (Sales,
RevOps, Enablement, Marketing) to review pipeline health, sales
execution, play adoption, and alignment. This cadence enables early-
stage visibility, proactive issue resolution, and organizational readiness to
progress toward structured execution.

Step-by-Step Execution Guide:

Step 1: Define the Core Purpose and Scope
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Clarify what this call will and won’t cover. The focus at this stage should

be:

Avoid in-depth deal reviews—those belong in forecast or QBR cadences.

Review of foundational sales execution metrics (e.g., pipeline
hygiene, activity trends).

Early performance indicators tied to Crawl-stage plays (e.g., play
adoption, CRM hygiene).

Cross-functional blockers (e.g., lead follow-up, territory
misalignment).

Coaching trends and resource needs surfaced by front-line
managers.

Step 2: Build a Standard Agenda Template

Develop a reusable structure that anchors every leadership call in data

and priorities. Recommended format:

1.

Quick Wins / Highlights — Recognize teams or reps showing
improved adoption or outcomes.

. Pipeline Coverage Snapshot — Review active pipeline vs. quota

and identify at-risk segments.

. Play Adoption Review - Review adoption of 1-2 active plays (e.g.,

Pipeline Hygiene, Dashboards).

Territory or Engagement Signals — Share account engagement
insights or coverage gaps.

Enablement or Ops Needs — Identify resource or system issues:

. Next Steps and Owner Assighments

Step 3: Assigh Ownership and Coordination Roles



« Sales Ops or Enablement should serve as the meeting coordinator,
responsible for:
o Preparing reports/dashboards
o Running the agenda and timekeeping
o Capturing action items
« Sales leaders should rotate region or team spotlights weekly to
ensure broad participation.

Step 4: Prepare Visuals and Insights in Advance

« Create arecurring reporting package for the meeting:
o CRM dashboard screenshots
o Pipeline coverage charts
o Rep activity summaries
o Playusage or CRM compliance scores
« Focusvisuals on trends over time, not static numbers.

Step 5: Facilitate an Outcome-Driven Meeting

« Keep discussion focused on solving issues, not admiring problems.

« Push leaders to identify root causes (e.g., “Why is rep activity down
in this region?”).
« Translate problems into action items with named owners and

deadlines.
Step 6: Track Actions and Communicate Outcomes

« Aftereach call, send a 1-page summary of:
o Keyinsights
o Assigned actions (with owners and due dates)
o Any cross-functional follow-ups (e.g., training requests,
campaign support)



« Maintain a running tracker or log of outcomes to ensure
accountability over time.

Step 7: Evolve the Meeting as Maturity Increases

o Asthe org progresses to Walk and Run stages:
o Add forecasting, territory performance, and advanced play
reviews.
o Pullin Marketing and Customer Success to align broader GTM
execution.

Play 3: Monitoring Deal Metrics

Monitoring deal metrics ensures sales managers and leaders can detect
issues early, coach effectively, and use real-time performance data to
continuously improve pipeline health and execution quality.

Objective:

Track and analyze real-time deal progression metrics across the pipeline
to identify execution risks, inform coaching conversations, and establish
early benchmarks for performance improvement. This enables leaders to
shift from anecdotal oversight to data-driven management of sales
execution.

Step-by-Step:
Step 1: Identify Core Deal-Level Metrics to Track

Select afocused set of indicators that reflect deal health and rep
execution at the opportunity level:
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« Time-in-Stage — Days a deal spends in each pipeline stage.
« Deal Aging —Total duration since deal was created.

« Conversion Rate by Stage — % of deals progressing to next stage.

« Stalled Deals - No activity or stage change in last 14+ days.
« Engagement Velocity - Number of touches (emails, calls,
meetings) per week.

Ensure these fields are captured consistently in the CRM and sales
tools.

Step 2: Create a Weekly Monitoring Dashboard

« Work with Sales Ops to build a dashboard that visualizes:
o Opportunity age by stage
o Time-in-stage distributions
o Rep-level orregion-level deal aging summaries
o High-value deals with recent activity vs. those idle
« Filterable by rep, team, region, and stage.

This dashboard becomes the inspection system for frontline
managers.

Step 3: Set Thresholds and Define Risk Indicators
Establish operational flags for attention:

« Dealsin Discovery > 20 days = potential misqualification.
« Opportunities with no activity > 14 days = risk of slipping.
o Close dates past due by > 7 days = update or close-lost.

Automate these flags with color coding or filters in your dashboard.

Step 4: Integrate Metric Reviews into 1:1 Coaching

Hsense

21



Sales Managers use deal metrics to:

o Probe reps on stalled or aging deals
« Reinforce the need for timely follow-up and clean data
« Coachrepsonhowto re-engage or exit unqualified deals

Each 1:1 should include a review of the rep’s 3 oldest deals and deals
with risk flags.

Step 5: Spot Team-Level Trends for Strategy Feedback
Sales and Ops leaders monitor aggregate deal metric trends weekly:

« Average time-in-stage increasing = possible enablement gap
« High drop-off rate at a particular stage = playbook gap
« Regional stalls = territory or capacity issue

Share insights in weekly leadership calls or QBRs to inform

adjustments.
Step 6: Establish a Baseline for Performance Tracking

« Documentthe average values and distributions for each key metric
(e.g., avg. time-in-stage = 14 days in Discovery).

« Use this baseline as a reference point to measure improvement as
the team progresses through Walk and Run stages.

Play 4: Ensuring Rep Compliance Using Tools <

Ensuring rep compliance with tools is the linchpin of any scalable sales
strategy. Without reliable data capture, every other play becomes
speculative and execution risk increases.

Hsense
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Objective:

Drive consistent adoption and proper use of core sales tools—primarily
the CRM and engagement platforms—to ensure clean data, accurate
forecasting, and visibility into rep activity and opportunity progression.
This foundational compliance is essential for executing plays, tracking
performance, and building a scalable revenue engine.

Step-by-Step Execution Guide:
Step 1: Define Tool Usage Standards and Non-Negotiables

« Align Sales Ops and Enablement on what compliance looks like for
each core tool:

o CRM: Opportunities must have close date, stage, amount,
next step, and forecast category updated weekly.

o Sales Engagement Tools (e.g., Outreach, Salesloft): Reps
must enroll high-priority accounts into sequences or log
outbound activity.

« Create and publish a Tool Usage Policy that outlines:

o Required daily/weekly tasks

o Hygiene expectations

o Consequences of non-compliance

Step 2: Create Compliance Dashboards and Scorecards

« Work with Sales Ops to build dashboards that track:
o % of opportunities with complete fields
o of logged activities (calls, emails, meetings) per rep
o Sequence adoption and engagement rates
« Include a “Rep Compliance Score” that combines hygiene and
activity metrics for visibility.

Step 3: Enable Frontline Managers to Monitor and Enforce

Hsense
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« Train managers to review compliance dashboards in weekly 1:1s:
o Flag missing data or skipped steps in live deals.
o Askcoaching questions like, “Why isn’t this deal staged
correctly?” or “Why wasn’t this follow-up logged?”
« Make tool hygiene a standard part of forecast and pipeline reviews.

Step 4: Address Gaps Through Coaching and Enablement

« ldentify reps with low compliance scores or repeated hygiene
violations.

« Deliverfocused coaching, CRM refreshers, or quick training
sessions to improve tool usage.

o Consider creating cheat sheets or video walkthroughs for key
workflows.

Step 5: Reinforce Through Recognition and Accountability

o Use leaderboards or shout-outs to reward top hygiene performers
weekly or monthly.

« Tie compliance to performance management where appropriate
(e.g., forecast eligibility, SPIFF qualification).

« Escalate persistent non-compliance to Sales Leadership for
resolution.

Step 6: Institutionalize Tool Compliance into Operating Rhythm

« Include hygiene checks in team meetings, QBRs, and onboarding.
« Automate alerts for key violations (e.g., opportunities with missing

close date).
o Periodically refresh usage standards as playbooks evolve.
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Adoption Metrics

KPls

Deal metrics are being tracked consistently from top
leadership down
Baseline metrics have been captured and documented

Baseline deal velocity (how long it takes to move from one
stage to the next).

Baseline win rate (percentage of deals won out of total
opportunities).

Baseline average deal size (standard deal size per rep/team).

% of deals updated in CRM by reps.
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Walk

Description: As organizations progress into the Walk Stage, the focus
shifts from establishing sales process hygiene to systematically
improving performance using data. The Data-Driven Deal Coaching and
Optimization play empowers frontline managers and sales leaders to
move beyond basic pipeline inspection and into predictive, targeted
coaching that drives measurable results.

This play is centered on transforming sales coaching into a scalable,
repeatable, and metrics-based discipline. It enables teams to identify
which deals are most at risk, where reps are losing momentum, and how
top performers consistently close larger, faster deals.

Leaders use updated dashboards to monitor deal velocity, aging, and
conversion patterns across reps and segments. Armed with these
insights, they guide reps through structured, stage-specific coaching and
conduct deep reviews on strategic deals to ensure high qualification
standards, competitive readiness, and stakeholder alignment.

By implementing this play, organizations foster a culture of performance
transparency and continuous improvement, ensuring that deal
coachingis not anecdotal or ad hoc, but grounded in real-time data and
outcome-oriented behaviors. It serves as the foundation for scaling
predictable revenue growth and enables reps to execute with greater
focus, discipline, and strategic precision.

Benefits:

Engaging sales leadership consistently with 6sense insights generates
high-value strategic impact across the organization. By integrating 6sense
data into weekly reporting and reviews, leaders are regularly reminded of

Hsense
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its business value—driving continued adoption, budget protection, and
strategic alighment. By embedding 6sense data into the leadership O
coverage, win rate).

2. Connects GTM Strategy to Predictive Insights

« Leaders link strategic decisions—Llike resource allocation, territory
shifts, or campaign prioritization—to real-time buyer intent and
account engagement data.

« Encourages precision in account planning and sales execution
based on market behavior, not just historical patterns.

3. Drives Accountability and Consistency Across Teams

« When 6sense metrics are reviewed in leadership forums, regional
and functional leaders are held equally accountable for
performance against intent-driven plays.

« Reinforces a unified, insight-led operating rhythm across teams and
geographies.

4. Fuels Data-Driven Culture at the Top

« Normalizes use of intent data and account signals in senior
decision-making.

« Sets atone for managers and reps to follow suit—transforming
6sense from a tool into a strategic capability.

5. Enables Rapid Strategy Iteration

« Weekly reviews of 6sense engagement data allow leaders to quickly
identify underperforming segments or emerging demand pockets.

« Supports agile decision-making and faster deployment of optimized
sales plays.

27



Play 1: Leadership Dashboard Creation

Objective:

Provide leaders with a consistent, real-time view of sales execution and
deal performance, enabling strategic coaching, forecasting, and
operational alighment.

Detailed Steps:

1. Define Metrics That Matter to Leadership

Interview VP-level and RVP leaders to understand what metrics
they track today.

Align on a core set of indicators: pipeline coverage, win rate by
stage, time-in-stage, deal velocity, engagement rates, and intent-
driven pipeline activity.

Include 6sense data overlays to show how intent signals relate to

actual conversion.

2. Design Role-Specific Views

Create dashboards with filters by team, segment, region, and
salesrole (AE, SDR, CS).

For VPs: show macro trends. For frontline managers: show deal-
level flags and activity summaries.

Standardize dashboards across teams for consistency, but
enable drilldowns.

3. Automate Weekly Refresh
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Sync dashboards with your CRM, sales engagement tool, and
6sense.

Ensure all filters and calculated fields update automatically with
new data every 7 days.

Set up delivery schedules (e.g., auto-send dashboard PDF every
Monday AM).

4. Highlight Exceptions and Gaps

Flag deals with no activity for 14+ days, missed SLAs on MQL
follow-up, or forecast risks.

Use color-coded heat maps or conditionally formatted tables to
surface outliers.

5. Train Leadership on Use

Host walkthrough sessions showing how to read and use the
dashboards.

Create 5-minute Looms for different personas (VP, Director,
Manager).

Reinforce usage by making dashboards a part of weekly forecast
or pipeline calls.

Play 2: Deal Stage Coaching

Objective:

Equip managers to provide stage-specific coaching that accelerates deal

progression, improves conversion, and builds rep decision-making skills.

Hsense
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Step by Step:

o

o

2. Define Stage-Based Coaching Questions

Develop 5-7 key questions per stage (e.g., in Discovery:
“What’s the buyer’s urgency?” “Have we confirmed a problem
owner?”).

Tailor questions to your methodology (e.g., BANT, MEDDICC,
Challenger).

3. Establish Benchmarks for Each Stage

o

Define target time-in-stage (e.g., Discovery < 14 days) and
conversion targets (e.g., 60% Discovery > Demo).

Use baseline metrics gathered during Crawl stage to set
team-level benchmarks.

4. Create Coaching Templates for Managers

o

o

Build a one-pager or digital checklist with prompts and
reminders by stage.

Add call script snippets or email templates for high-leverage
objections and follow-ups.

5. Embed in Weekly 1:1s

o

Require managers to pick 2-3 deals per rep and use the
coaching template to inspectthemiin 1:1s.

Record notes and coaching suggestions in a shared doc or
CRM notes field.

6. Track Outcomes

o

After each stage coaching cycle, review whether coached
deals progressed.

Use deal progression and win/loss attribution to refine the
coaching playbook.
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Play 3: Deal Reviews

Objective:

Improve win probability and stakeholder confidence by holding deep

reviews of strategic deals using a structured, data-informed approach.

Step by Step:

Select Deals for Review

e Use dashboards to surface strategic deals: high ASP, late-stage,

forecasted to close this quarter.

e Prioritize flagged deals (e.g., in stage > 20 days, no exec contact,

missed follow-up).

Use a Standard Review Framework

e Structure discussion using a deal review template:

Qualification criteria
Stakeholder map
Competitive risk
Close plan milestones
Next critical event

Schedule Dedicated Review Time

e Setaside 15-20 minutes per deal during forecast meetings or

team huddles.

e Alternate between team reviews and manager-led deep dives in

1:1s.

Invite Cross-Functional Experts

Hsense
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e [nvolve Enablement, Product, or Marketing when needed (e.g., to
co-create custom value propositions or clarify roadmap).

Track Follow-Ups

e Document owner, next action, and timing for all review
outcomes.

e Use ashared tracker or CRM notes field to follow up during
weekly check-ins.

Play 4: Identifying Deal Bottlenecks and Risks
Objective:

Detect friction points in the sales process by analyzing deal progression
and engagement data—allowing managers to take action before deals are
lost.

Step by Step:
1. Define What Constitutes a Bottleneck

e |dentify:
o Time-in-stage > 2x benchmark
o No activity in past 14 days
o Missing stakeholder roles (e.g., no economic buyer)

o Slippage across close dates
2. Build a Bottleneck Dashboard <

e Create views showing:
o Oldest deals by stage
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o Deals with no updates in 2+ weeks
o Opportunities that dropped stages or were downgraded

3. Enable Weekly Inspection Cadence

o Managers review the bottleneck dashboard every Monday to

flag priority issues.
o Frontline reps use filters to inspect and prioritize follow-up on

aging or stalled deals.
4. Coach on Root Causes

o Use datato ask: “Why is this stuck?” rather than just “What’s
next?”
o Address gaps in qualification, urgency, or multithreading.

5. Adjust Plays Based on Trends

e Summarize top bottleneck patterns and share in leadership
calls.

e Use insights to refine playbook targeting, sales messaging, or
stage definitions.

Play 5: Creating Best Practice Playbooks from Top
Performers

Objective:

Capture, codify, and scale the behaviors and tactics of top-performing
reps to raise team-wide execution quality and shorten ramp time.

Step by Step:

Hsense
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. Identify High-Performing Reps

e Pull 6-month data on win rate, ASP, sales cycle, and forecast
accuracy.
e Validate with manager feedback and peer recognition.

. Interview and Shadow

e Asktargeted questions about how they qualify, advance, and
close.

e Observe live calls or recorded demos to extract patterns (e.g.,
tone, objection handling, use of visuals).

. Document Stage-Specific Behaviors

e Break down tactics by sales stage:
o Discovery: how they run business case conversations
o Proposal: how they co-develop ROI with the buyer
o Closing: how they use urgency and stakeholder
reinforcement

Turn Into Modular Assets

e Create enablement toolkits: email frameworks, objection trees,

meeting checklists, win/loss debrief templates.

. Integrate Into Onboarding and Coaching

e Use playbooks as part of ramp plans for new reps.

e Managers reference top-performer methods in weekly coaching

and training sessions.

Adoption Metrics:

The leadership team receives weekly updates to metrics dashboard

Leaders are conducting deal stage coaching to optimize velocity
and win rates

<
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« Leaders conduct deal reviews for strategic opportunities
« Team has playbooks to improve win rates and deal size codified
from best practices

KPls:

« Deal metrics are consistently reviewed and coached at the
leadership level

o Decrease in deal velocity (measure acceleration or bottlenecks in
the sales process).

» Increase in win rates on qualified accounts.

« Increase in average deal size (focus on upselling, cross-selling).

« % of deals progressing faster through stages (shorter sales cycle).

« Increase in conversion rate of qualified accounts to sales
opportunities.

Run

Description:

In the Run Stage, the sales organization has matured beyond process
adherence and operational discipline now optimizes execution at scale
using predictive insights and advanced automation. The Optimize Sales
Productivity and Efficiency play focuses on aligning rep activity, deal flow,
and coaching interventions with 6sense-powered intelligence to increase
revenue efficiency and forecasting precision.

By integrating real-time signals from 6sense directly into CRM workflows
and leadership dashboards, organizations empower reps to prioritize the
highest-probability deals, move faster through the funnel, and avoid

Hsense
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wasted effort. This progression uses buying committee engagement
sighals, research timing, and predictive scoring to proactively adjust sales
strategy and ensure the right deals get executive visibility when needed.

Ultimately, the goalis to achieve forecast accuracy within +/- 3-5%,
elevate deal quality, and ensure every sales motion is optimized with
intent and insight.

Benefit:

By executing the plays in this Run stage, organizations transform sales
productivity from reactive execution into precision-guided performance.
Reps focus only on the highest-probability opportunities, guided by real-
time insights from 6sense that predict buyer intent, committee
engagement, and deal momentum. Automated coaching and predictive
scoring enable faster progression and tighter qualifications, while
executive visibility into key deals accelerates decision-making and
strategic support.

The result is a sales organization that operates with extreme focus, agility,
and accuracy—achieving forecast reliability within 3-5%, shortening
sales cycles, increasing win rates, and maximizing the return on every
rep’s effort. This stage doesn’t just improve efficiency—it institutionalizes
it at scale.

Best Practice:
Use Quarterly Rep Productivity Reviews

o Benchmark rep time-in-stage, activity-to-conversion ratios,
and deal velocity using CRM + 6sense insights.

o ldentify which reps are maximizing their time on high-intent,
high-value accounts.
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Automate Deal Progression Signals and Coaching Tips

o Setup CRM-based alerts for stalled deals, no executive
contact, or buying committee gaps.

o Deliverin-app coachingtips tied to specific stage and deal
context (e.g., “Add a technical champion before moving to
Proposal”).

Forecast with Behavioral Evidence

o Incorporate buyer intent, timing, and multi-stakeholder
engagement as validation points.

o Flag opportunities missing critical engagement signals to
adjust forecast confidence accordingly.

Review 6sense-Powered Account Plans

o Include 6sense insights in strategic account planning:
anonymous buyer activity, prior vendor calls, intent topics.
o Use these signals to fine-tune messaging and deal strategy.

o Ensure Executive Visibility into Critical Deals

o Surface top-performing or high-risk deals in executive
dashboards with 6sense and CRM overlays.

o Enable rapid approvals or resource support for deals with
high probability and accelerated buying behavior.

Refine Sales Plays Quarterly

o Usewin/loss trends, engagement velocity, and predictive
model feedback to evolve the sales playbook.

o Systematically sunset underperforming plays and scale
proven ones across teams.

<
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Play 1: Rep Productivity and Efficiency Reviews

Objective:

Assess and benchmark how effectively reps convert effort into pipeline
movement and revenue by reviewing key activity and progression metrics
quarterly. This enables targeted coaching, resource realighnment, and
insight into top-performing behaviors.

Step-by-Step:

1. Define Core Productivity Metrics
= Include metrics like:
o Time-in-stage
Meetings per opportunity
Email/call-to-conversion ratio
Intent activity matched to rep outreach

O O O O

Revenue per rep hour (if available)
2. Build a Quarterly Productivity Dashboard

e Combine CRM activity data, 6sense engagement, and outcome
metrics into a single view.

e Use filters by team, role, and segment to allow peer
benchmarking.

3. Conduct Individual Rep Reviews

e Schedule quarterly 1:1s with each rep using the dashboard.
e Highlight what behaviors or segments drive their highest win
rates or pipeline velocity.

<
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4. Coach Based on Efficiency Gaps

e |dentify time misalignment (e.g., too much time on low-intent

leads).
e Recommend calendar audits or outreach prioritization using

6sense data.
5. Track and Revisit Progress Quarterly

e Logreview outcomes and rep-specific goals.
e Reevaluate in the next quarter to measure behavioral change

and performance impacts.

Play 2: Automating Deal-Stage Progression Alerts

Objective:
Automate alerts and guidance that help reps and managers stay on top of
critical deal milestones, prevent deal slippage, and drive consistent deal

velocity without manual inspection.
Step-by-Step:

1. Define Deal Progression Triggers

e Examples:

o No stage change after 14 days

o No activity in 7 days during Proposal
o Close date pushed 2+ times <
o No economic buyer added in Discovery

2. Design CRM-Based Alert Workflows
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e Use CRM or RevOps tools to trigger in-app or email
notifications to reps and managers.

e Include suggested actions in alert body (e.g., “Schedule exec
check-in,” “Add technical contact”).

3. Add Stage-Specific Coaching Prompts
e Configure pop-ups or banners in CRM with stage-based
guidance (e.g., MEDDICC checklists, next-step reminders).

4. Review Alert Effectiveness Monthly
e Track how many alerts are triggered, acknowledged, and
acted on.
e Adjust thresholds or messaging based on engagement and
performance impact.

5. Integrate Alerts into Manager Cadence
e Require managers to review triggered alerts during weekly
1:1s.
e Reinforce accountability and coaching using real examples.

Play 3: Optimizing Sales Plays Based on Predictive
Insight Trends

Objective:

Continuously refine and adapt sales plays using patterns in predictive

models, win/loss signals, and buyer intent data—ensuring the playbook
evolves with the market and buying behavior.

Step-by-Step Execution:

Hsense
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. Monitor Predictive Insight Dashboards Monthly

e Use 6sense or RevOps tools to track:
o Win rates by play
o Conversion by ICP and intent stage
o Drop-off points or stagnation within each play

. ldentify Underperforming or Outdated Plays

e Flag plays with declining conversion or low adoption.
e Compare effectiveness of plays by region, segment, or
product line.

. Spot Emerging Winning Patterns

e Identify plays that are succeeding earlier or more frequently
due to shifts in intent signals (e.g., faster Demo-to-Close
among Tier 1 accounts).

. Update Playbook and Enablement Content

e Adjust messaging, targeting criteria, or call scripts based on
new trends.

e Retire stale or ineffective plays from CRM templates or
coaching guides.

. Communicate Playbook Changes Quarterly

e Roll out updates with training, dashboards, and use-case
examples.

e Highlight which reps or teams are seeing success with the
new tactics.
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Play 4: Executive Engagement in Deals

Objective:

Ensure executive stakeholders engage with key deals at the right time—
providing strategic support, unblocking constraints, and accelerating
high-value opportunities.

Step-by-Step:

1. Define Criteria for Executive Involvement
e Examples:

o Strategic accounts

o Forecasted at 290% confidence

o ASP above threshold (e.g., $100K+)
o Competitive risk flagged via 6sense

2. Set Up Executive Alerts and Dashboards
e Build a “Key Deal Escalation” view in CRM or Bl tools.
o Notify executives when deals meet criteria, with quick links to
account plans or activity timelines.

3. Equip Execs with Engagement Templates
e Provide talk tracks, Q&A sheets, and customer-specific
context.

e Encourage execs to join late-stage calls, send reinforcement
emails, or engage via LinkedIn.

4. Track Engagement Impact
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e Use CRM or meeting logs to track which execs engaged and at
what point in the deal.

e Measure win rate and deal cycle acceleration for deals with
vs. without executive involvement.

5. Reinforce Cadence in Forecast Meetings
e Review exec-engaged deals weekly with sales leadership.
e Celebrating executive assist wins and use them as case
studies in QBRs.

Adoption Metrics:

1. Reps continue to show increase in productivity and maintain or
show improvements in efficiency

N

. Dealinsights are being used for leadership decisions and coaching

w

. Significant increase in deal velocity due to faster decision-making
and process optimization

4. Increase in win rates, deal size, and qualified account conversation

leveraging 6sense insights, data and analytics.

o1

. Forecasting accuracy (how closely forecasted deals match actual
close rates).

KPls:

1. Significantincrease in deal velocity due to faster decision-making
and process optimization.

2. Increase in win rates, deal size and qualified account conversation
leveraging 6sense insights, data and analytics.

3. Forecasting accuracy (how closely forecasted deals match actual
close rates).

43



	Optimize Sales Strategy​
	Table of Contents
	Why use this playbook
	HOW TO USE THIS PLAYBOOK
	USE CASE OVERVIEW:
	Objectives of the playbook
	WHY optimize sales strategy
	1. Maximize Revenue Efficiency
	2. Standardize High-Impact Sales Motions
	3. Enable Agile Adaptation to Market Changes
	4. Align Sales and Marketing Around Common Goals


	BENEFIT TO THE ORGANIZATION
	People
	PRIMARY ROLES INVOLVED
	Use Case Progression Stages


	Crawl
	Best Practices
	Play 1: Gathering Baseline Deal Metrics
	Step-by-Step:

	Play 2: Weekly Leadership Calls Cadence
	Step-by-Step Execution Guide:

	Play 3: Monitoring Deal Metrics
	Play 4: Ensuring Rep Compliance Using Tools
	Adoption Metrics
	KPIs


	Walk
	Play 1: Leadership Dashboard Creation
	Play 2: Deal Stage Coaching
	Play 3: Deal Reviews
	Play 4: Identifying Deal Bottlenecks and Risks
	Play 5: Creating Best Practice Playbooks from Top Performers
	Adoption Metrics:
	KPIs:


	Run
	Play 1: Rep Productivity and Efficiency Reviews
	Play 2: Automating Deal-Stage Progression Alerts
	Play 3: Optimizing Sales Plays Based on Predictive Insight Trends
	Play 4: Executive Engagement in Deals
	Adoption Metrics:
	KPIs:



