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Sales Transformation & Performance
A Practical Guide for Executives
Diagnose before you transform. Build the conditions for sustainable performance.
The sales operating system should enable the people doing the work - not simply measure the output of their work.
1. What indicates that sales performance or execution needs to change?
Understand the trigger.
What performance gaps or missed targets are you seeing?
Are there recurring patterns such as declining win rates or stalled deals?
What feedback are you hearing from customers, the market or your team?
Are there changes in market conditions, competition or buyer behaviour?
What are the risks of not addressing this now?
2. Where is the friction actually occurring?
Identify the real issues.
Are the challenges primarily people, process, systems or structure related?
Where do you see the most inconsistency in execution?
Are there breakdowns in communication, documentation or handoffs?
Is the CRM, data or tooling creating friction rather than enabling the team?
What management practices may be getting in the way?
3. What evidence supports the diagnosis?
Separate fact from assumption.
What data - revenue, pipeline, conversion and forecast accuracy - tells the story?
What qualitative feedback supports what you are seeing?
Where are there gaps between perception and reality?
What assumptions are we making, and what do we still need to learn?
How do we validate the root causes before moving to solutions?
4. Is the operating environment helping or hindering the people doing the work?
Enable. Don't just measure.
Do your people have the tools, information and support to be successful?
Are processes, approvals and policies helping or slowing them down?
Do meetings, reporting and governance add value or create noise?
Is the CRM a useful tool or an administrative burden?
Are incentives and recognition aligned with the right behaviours?
5. Is the issue contained within Sales - or does it cross organizational boundaries?
Take a holistic view.
Are Marketing, Finance, Services, Customer Success, Sales Engineering or Product impacted by the same challenges?
Where are handoffs breaking down or creating delays?
Are partner or channel dynamics part of the issue?
Does the current structure and governance enable effective collaboration?
What role should executive leadership play in removing barriers?
What Better Looks Like
Higher revenue growth. Improved win rates. Stronger team performance. More efficient sales processes.
Better cross-functional alignment. Greater customer satisfaction.
When the diagnosis points elsewhere:
If the primary issues are related to go-to-market strategy, market positioning, CRM effectiveness or talent strategy, Mughal Consulting Group can help determine the right path.
Let's turn insights into a stronger sales organization.
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From insight to action. Design and execute a sales operating environment that delivers results.
Sustainable improvement comes from the right changes, executed well, and reinforced over time.
6. What does better actually look like?
Define the destination.
What are the specific outcomes we want to achieve - revenue, margin and win rates?
How will success improve customer experience and retention?
What capabilities will our sales team need to be successful?
What will be different for our people, customers and the business?
How will we know we have created lasting value?
7. What needs to change - and what should remain?
Make deliberate choices.
Which areas - people, process, systems and structure - require the biggest changes?
What is working well and should be retained or scaled?
Are there quick wins and longer-term initiatives?
What trade-offs will we need to make?
How will we prioritize what gets done first?
8. How will we communicate, document and align across the business?
Create clarity and enable collaboration.
How will we communicate the purpose, plan and benefits of the change?
What documentation - processes, playbooks and tools - is needed?
How will we align with Marketing, Finance, Services, Customer Success and other key stakeholders?
What feedback mechanisms will we use to stay aligned and adjust?
How will we ensure consistent messaging and execution?
9. How will the organization implement and adopt the change?
Turn plans into progress.
What is the implementation plan and timeline?
How will we prepare, train and support our people?
What resources, tools or external support are required?
How will we drive adoption and address resistance?
Who is accountable for each element and how will we maintain momentum?
10. How will we measure success and sustain it?
Be disciplined about outcomes.
What are the key metrics - revenue, win rates, pipeline quality and productivity?
How will we track progress and communicate results?
What cadence will we use to review, learn and adjust?
How will we reinforce the right behaviours and hold ourselves accountable?
What will we do to ensure continuous improvement over time?
What Better Looks Like
Higher revenue growth. More productive and engaged teams. Improved win rates.
Greater customer satisfaction and retention. A more efficient sales operating system.
Sustainable performance over time.
When the diagnosis points elsewhere:
If the primary issues are related to go-to-market strategy, market positioning, CRM effectiveness or talent strategy, Mughal Consulting Group can help determine the right path.
Let's turn insights into a stronger sales organization.
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