
Utilities  Industry bulletin

Aligning	  Sales	  Execu/on	  With	  Account	  Planning 
Sales managers are defined by results - unless your team is delivering steady, predictable sales 
revenue, all the planning and strategic thinking in the world will not save you.  While every sales 
managers employs a methodology based on stated objectives, execution and accountability up 
and down the chain, those at the very top of the game never lose sight of the fundamental reality 
that tactical execution is all that really matters - this is where most of their focus lies.   

Companies selling into the Government Agency & Public Utility marketplace face unique hur-
dles to traditional sales planning and execution: utilities are highly regulated, impose certifica-
tion and pre-qualification requirements, proposal and bidding procedures and timing are complex 
and pricing is typically subject to regulatory control.  This bulletin considers sales management 
practices in light of these unique challenges.   

Top	  Down	  Is	  Nice	  (In	  Theory)…But	  We	  Live	  In	  A	  BoComs	  Up	  World	  

Sales management specialists spend a lot of time advising to begin with a high level objective 
and work your way down from there to define ground level execution - an admirable goal that 
completely ignores reality.  Any sales manager will tell you that they spend most of their time in 
the tactical realm - i.e. some brush fire tied directly to winning or losing revenue.   Don’t fight 
reality.  Embrace it and use it to your advantage.  Tactical day-to-day issues are a reality check 
that informs and improves your strategic objectives.  Without tactical validation, feedback and 
adjustment, strategic objectives are merely wishful thinking.   

To illustrate this consider a typical sales management plan structure to see how this unfolds in 
the real world.  The following planning framework should look familiar to any sales manager in 
a moderately sophisticated sales organization selling to Public Utilities. 

Figure 1 - Top Down Sales Planning & Management Framework   



This “waterfall” framework contains all the components of a traditional corporate sales strategy, 
beginning with a High Level Strategic Plan that includes the overall objectives and performance 
metrics that drive the entire company. The Executive Sales Plan lays these out specifically for the 
sales organization.  The operational sales plans define the “nuts and bolts” that need to be in 
place to execute the strategy and the tactical plans, if executed correctly, actually result in rev-
enue.   

Since the tactical elements are closest to revenue, the activities in these plans should inform and 
refine the top-level strategy.  The key to effective execution here is centralization - relying on a 
single source of the truth where the entire strategy resides.  This can be a sophisticated ERP sys-
tem or a well-managed spreadsheet but the essential element is that no action, trigger or result 
can escape being captured, tracked and reported.  Since the former is very expensive and the lat-
ter can be easily overwhelmed, the example below uses an efficient method that leverages an ex-
isting CRM system augmented by a unified sales planning application.  This example uses Sales-
force.com CRM enhanced with the Longitude Sales Management application.  While these ap-
plications are automated and pre-configured to save time, discipline around the underlying work-
flow is what makes this work - no system can survive bad data.  These examples look at 3 exist-
ing customer profiles (from mature to new) and the key considerations for tying the tactical exe-
cution to the overall revenue plan.  

Strategy:	  Developing	  Predictable	  Revenue	  In	  Mature	  Accounts.	  

Unless you are new entrant to the market, you already have several established customers capa-
ble of producing a steady, dependable revenue stream. You have a billing relationship, you know 
the key decision makers and have likely developed insight into their vendor selection, purchase 
and funding processes. The key to ensuring steady revenue from these accounts is a clear and 
realistic Account Plan that ties your account manager’s compensation and incentive package to 
delivering this specific result.  The following Account Plan example for the Burlington Electric 
Department lays out specific initiatives around projects under approved budget, sales incentives 
to the customer and a compensation package for the account manager that links to these results.   

Figure 2 - Example of the Burlington Public Utility Overall Revenue Growth Plan 



The process described above assumes that every stakeholder in the sales organization is operat-
ing from an interlinked set of execution plans that waterfall down from a high level strategic 
plan.  The key to making this process work however is that execution and results at every level 
are tracked in real time - hence the logic of leveraging the CRM system, which is the best re-
source to track sales activity.  Drilling down into the execution strategy in the example above 
titled “Revenue Initiatives Under Approved Budget” reveals how this would look in practice.  It 
lists and tracks the status of every tactical action that needs to be accomplished, including the 
stakeholder responsible for its completion, its schedule, supporting documentation and a record 
of all activities: 

Figure 3 - Account Plan Strategy  

These, in turn, are tied to specific revenue performance metrics that are monitored and reported 
in real time to ensure that activity is tracked to results: 

Figure 4  - Performance Scorecard 



Finally, these performance metrics cascade upward from the account rep level into higher level 
plans (and across to relevant stakeholder plans such as marketing, engineering, etc.) to ensure 
everyone is tracking results and making course corrections in real time. 

Figure 5 - Performance Reporting Cascade - Upstream Workflow (See Appendix A)  

By employing a clear, unified and disciplined approach to sales management and execution, sales 
results become predictive rather than reactive.  The sales incentives, compensation and quota for 
the account representative best positioned to make the initiative succeed is now tied to a de-
finitive and transparent process.  Every stakeholder is clear on their specific responsibilities and 
expectations.  Most importantly, the top level strategy of “get more revenue” is no longer vague, 
illusory or aspirational - its tied to a specific plan to get specific results where progress is trans-
parent and monitored in real time. 

Strategy:	  Account	  Radia/on	  In	  Mid-‐Stage	  Accounts	  

A 'radiation' Account Plan is typically employed in the second year of a relationship. Focused on 
expanding the number of customer 'business units' and sales opportunities, it is designed to build 
a dependable revenue stream and reduce the risk of losing traction with a single customer.  The 
success of this Account Plan is dependent on the degree of customer satisfaction achieved in the 
first year of the relationship, and their willingness to 'open doors' to other opportunities within 
the organization.  

The following is an example of an Account Radiation Plan for the Anaheim Public Utilities that 
employs 3 strategies - a “proof of concept” strategy to show the customer a reduced risk path to 
consider new technologies, penetrating into newly created customer subsidiaries and securing 
internal referrals by key influencers in the organization.  As illustrated previously, each of these 
strategies is solidly embedded in the sales plan of the account representative managing the ac-
count and plus in every stakeholder responsible for some aspect of its execution.  Key perfor-
mance metrics at each step are reported and tracked up the chain of command in real time.  
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Figure 6 - Anaheim Public Utilities - Account Radiation Sales Plan 

As with any sales plan, this “proposal” strategy is broken down to individual actions to be as-
signed, executed, tracked within the context of the overall initiative and their results tied to com-
pensation plans of the individuals responsible for delivering a result: 

Figures 7 - Underground Conversion Proof of Concept Strategy and Revenue Tracking Metrics 



Strategy:	  Account	  Penetra/on	  In	  Early-‐Stage	  Accounts	  

Perhaps the most challenging time to engage with a customer is when they are new. There is 
rarely a basis to have developed sufficient trust, knowledge about the organizational decision 
making hierarchy is sparse and the “pain” to the customer of severing the relationship is mini-
mal.   

The primary objective of a “penetration” Account Plan is to establish an initial transactional rela-
tionship with the Account. It is essential to quickly establish who the key players are and impor-
tant that you gain trust quickly by offering pricing incentives, trial periods and deal “sweeteners” 
that place your organizations in the most favorable light.  Its also critical that you establish your 
company as being easy to do business with and to reinforce every non-financial advantage over 
competitors since you need to avoid a “race to the bottom” on pricing to maintain profitable rev-
enue margins.   

The following penetration Account Plan for the San Francisco Public Utilities encompasses two 
strategies aimed at delivering value without requiring the surrender of significant revenue poten-
tial.  The first is a Service and Support Communications Plan that ensures that every customer 
decision make and influencer is made aware that your company will stand behind and support 
every product delivered and/or service rendered during the relationship.  While this can be a 
highly structured or informal process, the key with regard to unified sales management is that 
everyone from the sales, marketing and support organization proceed in a highly coordinated 
manner. Even though the “outputs” may not be directly related to revenue (i.e building trust) 
there needs to be a very specific result and outcome defined that is measurable and verifiable. 

Figure 8 - San Francisco Public Utilities Penetration Plan 

Hopefully the examples cited in this bulletin have provided helpful context to enable companies 
selling into the Public Utilities space to improve their effectiveness at maximizing revenue from 
existing accounts and creating a more predictable revenue stream,  In the final analysis, a 
process-based approach to account sales management will invariably translate into more reliable 
strategic planning for the entire company and predictable revenue.  
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