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INTRODUCTION

The quota. The close rate. The million-dollar deal. Sales
lives in a world of numbers. Every day, month, and
quarter, every aspect of sales performance is tracked,
measured, and reported to the highest levels of the
organization. And with good reason. Nothing can
happen without customers and revenue, which makes
CEOs generally receptive to new ideas or technologies
that can be shown to increase both. Sales usually
doesn’t feel the pressure to demonstrate their value to
the company like some Marketing departments do, or
struggle to gain the attention of senior executives, like
HR. But they face a constant pressure to perform. Sales
performance can always be improved—through bigger
deals, more deals, deals closed sooner, in more markets,

and at a lower cost.

“Cognos’s drill-through functionality allowed
Brayton sales staff and managers to identify new
sales opportunities and analyse the profitability of
existing customer relationships. For example, exec-
utives could analyse the sales of different products
by region and customer, and assign sales represen-

tatives in a more effective manner.”

~ Nucleus Research, 2002.

Enterprise business intelligence (BI) delivers strategic
advantages to Sales in many ways: it provides up-to-the-
minute data that reps can use to respond to customer
needs and buying patterns; it gives them visibility into
close rates; its self-service capabilities help reps measure
their performance against quotas at any time. It creates
a single, shared view of performance that leads to better
collaboration; it can reveal trends and opportunities for
increased sales and higher margins as they happen; and
it gives Sales the ability to get the information everyone
needs in the right amount of detail necessary to make
better decisions. This paper will examine three common
pains facing Sales and will illustrate how Cognos

Enterprise BI can help alleviate them.
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DIFFERENT INFORMATION FOR DIFFERENT NEEDS

Sales involves many people and functions, including
inside and outside sales teams, pre- and post-sales
teams, direct sales, channel sales, wholesale and retail
channels, sales to influencers, sales support, and admin-
istration. Each is responsible for different aspects of the
overall Sales operation and may work with other
groups in various combinations to close a deal. To
perform well, every person needs different or overlap-
ping information delivered in different formats at dif-

ferent times.

C-level executives need high-level monthly and quar-
terly information about the company’s pipeline,
margins, revenue, profitability, and cost of sales that
they can use to align sales strategies with the company’s
strategic goals. They need clear definitions of good and
poor sales performance, and overall close rates. C-level
executives also need information about sales perform-
ance and market share in targeted vertical markets,
strategically important horizontals, or in emerging geo-

graphic markets.

A vice president of Sales needs weekly and monthly in-
formation that can help develop new business and
reveal how various sales channels are performing. She
also needs to see forecasts, budget to plan, discounting
trends, rep turnover, margin, cost of sales, and customer

profitability.

Sales managers need daily and weekly information
about the products being sold (revenue and volume)
and information that can be used to create forecasts,
quotas, and compensation plans. They also need this in-
formation to help them allocate representatives, support
teams, and financial resources to the areas where they

will have the greatest impact.

Sales reps, who often have personal or idiosyncratic
ways of compiling information, need accurate informa-
tion that will help them in managing their time and fo-
cusing their efforts where they will have the greatest
impact, and that can reveal cross-sell and upsell oppor-

tunities.
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BARRIERS TO GETTING THE INFORMATION

Sales has an array of technologies at its disposal. These
include contact databases, lead tracking applications,
customer relationship management (CRM) systems, en-
terprise resource planning (ERP) systems, and personal
digital assistants (PDAs). Sales support and administra-
tive teams collect important customer information in
spreadsheets, accounting, and financial applications.
Each of these systems contains important information
about existing and potential customers; yet each one
only tells part of the story. Systems may not be interop-
erable or communicate with each other. Sales reps may
not have access to all of them. Yet integration of exist-
ing order management, billing, and financial manage-

ment systems is key.'

In other cases, the issue is not the complexity or inac-
cessibility of data, but the sheer volume of data and the
time it takes to compile reports that are of little use once

completed.

Key BI Benefits for Sales Include:

e Higher close rate

¢ Higher margin

e Increased revenue

e Lower cost of sale

® More accurate forecasts

e Increased customer satisfaction

A lack of sophisticated reporting capabilities means that
reports do not contain information about trends in cus-
tomer behavior and provide no drill-down capabilities
that enable further analysis. It’s simply reporting for its

own sake.

Another difficulty is that sales forces are mobile, scat-
tered across various geographic areas, and always

pressed for time.

Process, META Delta, 5 November 2002.
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THREE KEY SALES CHALLENGES

Understanding the importance of Sales to any company
is quite simple: without sales, a company can’t stay in
business. However, simply knowing that the company is
closing sales or tracking overall revenue is not enough.
Companies need to derive more value from their data

than simply being able to ask “How much did we sell?”

Meeting and Exceeding Revenue Targets

Of all the numbers a rep must deal with, the most im-
portant is revenue. And their biggest concern is how to
make it go up. In this respect, there are usually more
questions than answers. If revenues from a particular
region are lower than expected, if revenue from a once-
popular product is now flat, or if revenues from a spe-
cific channel are exceeding expectations, Sales needs to
analyze the various factors that explain why. This
means looking in detail at a variety of factors—the
market size, the channel, the geographic region, the cus-
tomer base, and the reps. It also means looking at the
products themselves. It may be that new products are
not catching on, or that the standard product mix is
losing market share, or that demand for a new product
is outstripping supply. Whatever the reason, Managers
need the answers to make more accurate forecasts. Reps
need it for a better understanding of what’s helping and
hindering their efforts. Executives demand it in attract-

ing investors.

Identifying and Leveraging Most Valuable Customers
Identifying valuable customers and finding ways to
leverage that value into new business is a key Sales ac-
tivity. This can be done by creating detailed customer
profiles that show how much they buy, how frequently,
the total revenue they generate, how much they cost to
serve, and so on. Quoting and pricing, including dis-
counts and payment schedules, as well as financial
analysis (margins, revenue, and profit, for example) are

essential to ensuring that the deal actually makes sense

to execute from a customer and enterprise perspective.?
Without this information, reps risk misallocating their
time and energies cultivating a sale to a customer who
is not interested in buying, who typically demands high
discounts, or who may cost more to support than the

deal was worth.

Streamlining Sales Processes and Organization

The typical sales process is comprised of different
stages. Each of these requires integration of other func-
tions and systems if the deal is to close.’ A tighter inte-
gration means a more effective sales process and a lower

total cost of sale.

Sales needs to track the time, the resources, and tactics
required to move a customer through each stage, from
unqualified lead to satisfied repeat customer. This can
reveal where the process is working well, where it is
stalled, and where potential revenue is being lost. It also
helps managers understand the relative strengths and
weaknesses of each region, channel, and rep. Without
this kind of information, their reps risk wasting time
and energy with tactics that don’t work or cost too

much to pursue.

Managers also need to measure the cost of their activi-
ties against the revenue they generate. For example:
they need to know if the reps who usually make eight
calls to a customer to close a deal generate proportion-
ally more revenue than the reps who make only four. If
a particular rep is discounting certain products more
often than other reps, they need to know why and how

the discounts will affect revenue.

* Steve Bonadio, CRM Requirements Definition: Part 1—Decomposing the Sales
Process, Meta Delta, 5 November 2002.

* Ibid.
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HOW BI FROM COGNOS ADDRESSES THESE ISSUES

Enterprise business intelligence (BI) is software that
enables organizations to understand their business per-
formance in greater detail than that provided by ERP
systems or financial spreadsheets. BI provides visibility,

clarity, and insight into an organization’s data assets.

BI can aggregate different kinds of data—financial, de-
mographic, sales, product, CRM, and marketing data
to create a reliable and agreed-upon source of informa-
tion and a commonly shared context that enables effec-
tive and collaborative decision-making. The breadth
and depth of Cognos BI capabilities enable sales to go
beyond simple spreadsheets to analyze data from any
source and angle or to combine data in new ways
and use the resulting insight to make better business

decisions.

Through reports and analysis, Sales can generate and
share information that lets them see trends, understand
what drives changes in metrics, and see where and why
they are ahead of or behind plan. With scorecards, Sales
can track key metrics drawn from any data source or
application to manage performance, link execution to
strategy, and to analyze why performance is on or off
track. Visualization presents performance information
using intuitive symbols, graphs or gauges. Event detec-
tion keeps users abreast of changes in sales performance

as they happen.

Retailers can profile customers who are most likely to
buy high-margin accessories. Financial institutions can
identify customers who are more likely to need a line of
credit. Pharmaceutical companies can target increased
education efforts at doctors who prescribe their brands

at less than market rates.

Business intelligence brings two immediate benefits to
Sales: it allows for critical information to be delivered to
the people who need it, at precisely the right time. And
it can help Sales identify trends in customer behavior,
uncover new opportunities and information, and bring
to light inefficiencies or redundancies at each stage in
the sales cycle, all as they are happening. Instead of
chasing customers who they think may be interested in
buying, reps can target customers who they know are
ready to buy. This saves them time and helps increase
their confidence. This translates into higher close rates,
higher margins, lower churn rates, more effective reps,

increased customer satisfaction, and lower cost per sale.

By combining disparate aspects of sales performance, BI
can also enable Sales to move from a revenue-centric
model to a profit-centric model. This gives them a better
understanding of resources from other parts of the
company that are required to close a sale or to keep ex-
isting customers satisfied. This understanding makes it
easier for Sales to align their performance, priorities,
and resources with corporate objectives. It helps senior
executives create sales strategies that will leverage the

strengths of the organization to maximum effect.
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Gain Visibility Into Revenue

Business intelligence puts visibility into revenue infor-
mation at the tip of everyone’s fingers. Detailed revenue
reports can draw data from any source and be config-
ured with the precise amount of detail to meet the re-
quirements of each rep, manager, or team. These
reports can then be automatically distributed via email
as a PDF file or Web link. They can show how regions
or products are performing; plan (or forecast) to actual;
which regions or channels account for what proportion
of sales; or which regions are losing market share.
Performance that moves above or below expectations
can be presented using visualizations (such as maps or
gauges) or scorecards that show what’s on or off track.
Then users can drill down to understand why. Trends
in revenue—such as an increase in demand in a strate-
gically important region or a decrease in the number of
units sold through a new channel—can be monitored
automatically and users notified through an email. All
of these capabilities ensure that managers and reps

remain responsive to trends in customer behavior.

TEN SALES QUESTIONS YOU CAN
ANSWER WITH COGNOS
ENTERPRISE BI:

1. Who are the top 10 revenue-generating cus-

tomers?

2. Which customer segments have experienced the

largest revenue growth from the past year?
3. What product is the best seller in each region?

4. What is the profile of my best customer? How

much of the pipeline matches that profile?
5. What’s the average deal size for each sales rep?

6. Which region delivers the most revenue and how

did this region perform compared to last year?
7. What is my performance as a percentage of plan?

8. Which products deliver the highest margin and

what volumes have we moved this period?

9. Does this product bundle encourage more sales

at a higher price?

10. Which customers present upsell or cross-sell

opportunities?
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Identify Valuable Customers and Profile Their Buying
Habits

Existing customers are Sales’ most valuable assets—it is
easier and less expensive to sell to an existing customer

than it is to a prospect. Consider the following statistics:

e It is 10 times more costly to attract new clients than

retain existing ones.*

e For every unhappy client who complains, there are 26

who are unhappy and say nothing.’

® 84 per cent of all sales in the U.S. come from recom-

mendations of satisfied customers.®

The top five companies in any industry have a 93 to 95
per cent customer retention rate. A five per cent im-
provement in a company’s customer retention rate will
increase profits by 15 to 50 percent, depending on the

industry.’

With BI, Sales can profile and rank their existing cus-
tomers by total volume and revenue to date, purchase
frequency, cost and time to close, credit history, satis-
faction or return rates after each purchase, and so on.
This helps Sales understand which customers are the
most valuable, which will be the most profitable over
time, and which demonstrate the behaviors that align
most closely with the company’s own strategic goals.
Sales can analyze customers’ buying trends and pur-
chase frequency to identify those who are most ready to
buy. This helps reps upsell faster and more efficiently by
approaching customers when they are most receptive to

discounts, product upgrades, or other incentives. Reps

* Seth Godin and Jay Levinson, Get What You Deserve!; How to Guerilla Market
Yourself, Avon Books, 1998.

5 Philip Wexler and W.A.Adams, The Quest for Quality Service, St. Martin’s
Press, 1996.

¢ Brian Tracy,Teaming Up With Your Customers, Brian Tracey International Web
site.

7 Philip F. Faris, Building Customer Partnerships: The Key To Winning In A
Competitive Marketplace.

can access their customers’ most recent purchase history
to avoid making sales calls to customers who have
placed an order the day before. Sales can identify and
increase cross-sell opportunities by comparing its entire
customer base against the profile of its most valuable
customers. New customers can be compared to these
profiles to help Sales identify “low hanging fruit”—cus-
tomers who are most likely to buy now and be valuable
over time. All of these approaches help maximize

“wallet share” from the company’s current customers.
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Allocate Sales Resources More Effectively

An effective sales process is one in which sales are com-
pleted quickly and at the lowest possible cost. To
achieve this, Sales needs to know where to allocate
human and financial resources to the regions or prod-
ucts where they will have the most impact, the stages at
which prospects drop out of the pipeline, which sales

tactics are the most effective at which point the relative
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strengths and weaknesses of individual reps, and so on.
Business intelligence helps Sales do all of this. Managers
can perform multidimensional analyses of data to eval-
uate their reps’ performance by region, by volume, by
the amount of new versus repeat customers they bring
in, or by their effectiveness at moving a prospect along
in the sales process. This may reveal that certain reps
are best suited to account management (“farming”)
while others excel in a business development
(“hunting”) role. Reps can be placed at the stages, in
the regions, or with the products where they are the
most effective. This ensures that prospects move
through the pipeline as efficiently and as quickly as pos-
sible. BI can also help Sales better understand their
channel performance—managers can evaluate and rank
resellers by volume, by close rate, or by deal size to
focus on the most profitable or strategically important
channels. Cross-functional capabilities provide visibility
into other important customer information (such as
returns, shipping, or billing) that can be analyzed to

streamline the order fulfillment process and increase

customer satisfaction.
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INDEPENDENT SURVEY CONFIRMS
COGNOS ROI

An independent study of Cognos customers re-
ported that 80 per cent achieved a positive ROI
because of increased productivity, increased rev-
enues, or reduced operational costs.® For example:
Brayton International, a furniture manufacturer, ex-
perienced a 576 per cent ROI and payback within

one month of deployment.

Cognos customers reported benefits in three key

areas:

® More efficient reporting
e Improved information for decision-making
e Improved customer management.

Cognos customers also achieved significant benefits

in customer management in two important areas:

Improved Customer Intelligence: Companies can
evaluate the profitability of products by region and
industry to prioritize relationships. For example:
one commercial bank significantly increased its col-
lection rate by identifying borrowers with recurring

delinquencies.

Customer Self Service: Companies can share BI
with their customers through an extranet. One pro-
fessional services company acquired 25 per cent of
its corporate clientele by offering customers this
service, reducing customer support costs at the

same time.

¥ The Real ROI from Cognos Business Intelligence, Nucleus Research,
2002. Nucleus interviewed 30 Cognos customers. The average interviewee
had been using Cognos for 2.6 years. Average deployment time was 4.5
months.
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SUMMARY

Business intelligence provides many strategic benefits to
Sales. Detailed profiles of the most profitable customers
help managers and reps focus their attention on the best
opportunities and close sales more quickly at less cost.
By allocating sales resources for maximum effect, sales
managers can be more confident in their forecasts.
Cross-functional capabilities provide insight into every
aspect of the customer’s experience with the company.
And delivery through the Internet or wireless devices
keeps everyone in the sales force apprised of customer
behavior and important trends at all times. Sales reps
can focus their efforts on the best opportunities, leading
to increased effectiveness and confidence. They close
more deals sooner, more often, for more revenue, and at

a reduced cost.
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BI IN ACTION: ADVANTIS TECHNOLOGIES INC.

Advantis Technologies, Inc. manufactures chemicals for
surface water, pools and spas. The company’s flagship
swimming pool and spa chemical brands include GLB
Pool & Spa, Leisure Time, Robarb, and Applied
Biochemists, With three divisions, three manufacturing
plants, over 2,000 branded and private label products,
and 20 sales territories, Advantis needed to get a better
understanding of its historic and current sales records

and their product and customer profitability.

In 1995, Advantis consolidated its multiple operational
systems resulting from acquisitions into one central J.D.
Edwards ERP system. “The transactional system re-
sulted in a good sales history database but it was diffi-
cult to extract summary and comparative information,”
explains Keith Lewis, Vice-President of Business
Development at Advantis. “To generate our manage-
ment reports, we were re-keying data from J.D.
Edwards. Inevitably mistakes were made so instead of
interpreting and analyzing our business, a lot of time
was wasted figuring out whose numbers were right, and
we still could not articulate sales performance by terri-

tory.”

Furthermore, because it took two weeks to prepare and
send monthly reports to sales managers, the informa-
tion was always out of date by the time it reached the
sales force. “Our sales reps never felt comfortable
walking into a customer for an order because orders
could have already been placed yesterday or last week,”

said Keith.

The company investigated a number of options, includ-
ing hiring a full-time programmer to generate custom
reports, but the time required to produce and maintain
the reports was prohibitive. Advantis turned to its tech-
nology partner, C.D. Group, an EnabledWorlds partner
(a Cognos center of excellence focused on providing
best-of-breed business intelligence products, services,
and information developed exclusively for J.D.
Edwards customers) for a solution and they recom-

mended Cognos Analytic Applications.

Advantis chose to use Cognos Sales Analysis Analytic
Application, which provided a pre-configured informa-
tion asset to capture the business metrics and reports
they needed and more. The Analytic Applications solu-
tion also includes mappings into J.D. Edwards’ file struc-
ture to speed up implementation, enabling Advantis to
leverage pre-defined valuable business reports within the
space of one month. “This was a major benefit and our
previous experience trying to get this data proves it,”
said Keith. The monthly reporting process has also im-
proved dramatically, allowing Advantis to redeploy a re-
source to higher value-add activities. Reporting time has
been cut from two weeks to two hours. Instead of
mailing bulky reports, they are now emailed to territory
managers the same day. And because the reports are
based on the transactional records from the ERP system,
there are no discrepancies between transactional infor-

mation and report information.
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“This has improved accuracy,” said Keith. “Everyone is
working from the same numbers, driving confidence
and increased productivity. It has been a good morale
booster, too, because we are more responsive to the
salespeople. Receiving near real-time answers to their
questions increases their ability to work their territories
with confidence. We are giving people the support they

need.”

As a result of the Sales Analysis Analytic Application,
Advantis has identified opportunities to restructure
product offerings and is changing sales force compensa-
tion from its historical focus on revenues to a system
based on profit margin. “It’s something we always
thought about doing but discarded before because it
was too much work given the reports we had. The data
was there but we just couldn’t get to it,” said Keith.
Now the company can quickly and easily analyze prof-
itability of products, product types, and customers and
uncover the effects of price, cost, volume, and product
mix using the packaged reports and the flexibility for
ad-hoc queries inherent in the Cognos solution. “We
can now conduct analysis we could not do before — and
see things we had not considered before. Cognos
Analytic Applications was a very good match between
what we wanted and what it did. All that and cash

neutral in year zero.”
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ABOUT COGNOS

Only Cognos delivers solutions to drive an organiza-
tion’s performance to the next level, by enabling them
to drive, monitor, and understand their business per-

formance.

Cognos enables corporate performance management
(CPM) with software capabilities for planning, score-
carding, and business intelligence. Cognos CPM solu-
tions are the key to aligning strategy and actions across

the enterprise and outperforming the competition.

Drive Performance—Cognos Enterprise Planning turns
corporate goals into concrete plans and budgets that
make strategy relevant, communicates a common
purpose throughout the organization, and drives per-

formance.

Monitor Performance—Cognos Scorecarding lets com-
panies track performance against strategic plans and

monitor the key metrics of their day-to-day operations.

Understand Performance—Cognos Enterprise Business
Intelligence turns data into meaningful reports and
analysis to help companies understand their perform-

ance and make better decisions.

Only Cognos delivers these three integrated capabilities.
Customers can choose specific BI functionalities to
build a tailor-made solution or choose analytic applica-
tions that integrate pre-built metrics, KPIs, reports, and
scorecards with data warehousing and pre-built guided

analytic pathways based on best business practices.

Choose one vendor with confidence, knowing the entire
range of software to support your organization is avail-

able, flexible, and scalable as your requirements evolve.

Cognos serves more than 22,000 customers in over 135
countries. Cognos solutions and services are also avail-
able from more than 3,000 worldwide partners and re-

sellers.
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