
Focusing and controlling the sales team’s decision 

making is a requirement for effective sales 

management. 

A key goal of sales management is for the 

salesperson to make the decision the manager 

would make in the same situation.

The following Decision Framework expands the 

management's span of control by reducing the 

variability of the team’s decision making. 
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Decision Framework

All Marketing/Sales team decisions are focused and controlled 

by two limitations: the department structure and the customer 

segment. 

For revenue to be repeatable, every decision needs to fit within 

the marketing/sales structure while speaking to the ideal 

customer. 
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Revenue ‘Road’

All marketing/sales activity should be within the boundaries of 

the ‘road’ created by customer and company.

The goal of sales management is for each team member to be 

driving on this road, as fast as possible towards the goals. 
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‘Lanes’ on the Road

Sales jobs can be seen as individual lanes on the road.

Each job can be focused on a specific customer segment and 

have it’s own work process. This level of detail brings greater 

clarity to the work, progress, pace and success. 
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Reduce Wasted Effort

The narrower the road the better. Salespeople work best when 

they have clearly defined boundaries to stay within. 

By reducing the width of the road the sales team wastes less 

effort going side to side. A narrow road forces them to stay 

more focused on the defined goals. ‘Shiny objects’ are less 

distracting. 
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Reduce Decision Variability 

A narrow road reduces the variability of the sales team’s daily 

decision making. More consistent decisions enables the sales 

management to manage more salespeople with the same 

effort. 

With this structure, sales management’s role is to enable the 

salespeople to drive down the road as fast as they can.

Without banging themselves against the ‘guardrails.’ 

Reduce variability expands management’s span of control and 

increases revenue growth. 



Per Heistad, B2B Sales Expert

Per Heistad is the principal of iZtek, he has Fortune 500 experience in sales 

team lead generation. For 7 years he was contracted to American Express 

Financial Advisors where his work improved their sales team prospecting. In the 

12 years since Amex he has worked with dozens of early stage companies. 

Per’s sales system expertise includes defining Product Customer Fit, value 

proposition models, target customer profiling, lead generation 

campaigns/messaging and management structure.

Two key lessons from Per’s Amex experience: 

• Lead gen. is a science just as marketing and sales is a science. This science 

is well understood by $40M tech companies. 

• The greatest opportunity to grow revenue is always outside of the 

company. Internal company improvements are the lowest hanging fruit so 

those are the first to be made. That leaves the greatest opportunity to grow 

revenue outside of the company, e.g. better defining the customer’s 

urgency and value. 

When not generating leads, Per is well known for this wood fire cooking skills, 

his sport is free diving, Haiti is a favorite county to visit and he is hoping to find 

a lady for whom he can be her trophy husband. 


