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team that we would need a blended-learning approach,” Rainer 
explains. “Bringing sales together in one room for three or more 
days simply makes no sense. 

“More importantly, we wanted to design a programme that 
had various elements that would provide a blended learning 
approach. These elements include traditional classroom 
training, virtual learning, the opportunity to practice ensuring 
behavioural change, a forum to exchange best practices, and a 
post-workshop coaching session.”

NeGOtiate&WIN is a blended learning programme 
designed to deliver maximum impact to our learners in a 
format that fits conveniently into their busy schedules. It’s 
also important to note that the programme was designed in 
response to a thorough analysis of SAP’s business performance 
and learning needs. 

Our business and performance needs analysis included 
over 35 interviews with AEs and sales leadership and a close 
analysis of all KPIs and their relationship to revenue generation. 
The result was a list of KPIs management deemed vital to the 
success of our quota carriers and the subsequent impact they’d 
have on SAP’s 2020 revenue goals. These included: 
• Reducing discounts
• Increasing revenue generation 
• Increasing deal size

 Our learning needs analysis focused on surveys and 
interviews with members of our target audience (AEs) to gauge 
the level of training necessary to boost negotiation skills. 
We also sought to identify the time available in their busy 
schedules to be educated on this topic. 

With our analysis complete, we were able to take 
this information (from both analyses) and design the 
NeGOtiate&WIN programme. We chose to partner with Mercuri 
International, a professional services company specialising in 
negotiations, sales training, and performance training. Due to 
Mercuri’s global experience and ability to provide negotiations 
workshops in local languages, we chose this partner to work 
with both for executing the programme at a local level plus 
further enhancing it based on new studies and best practices. 

At the heart of the programme – over the course of a 
two-day workshop – participants learn a four-phase negotiation 
process (“A Focus on Value”), gaining first-hand experience 
through role plays and coaching from skilled facilitators and 
negotiation coaches.

The results

So, what did the programme achieve? Without any doubt, 
improvements can be seen across all the KPI areas set at the 
very beginning when we designed and planned the programme. 
Measurements were put in place in relation to business metrics, 
participants’ satisfaction and behavioural outcomes, and 
satisfactory outcomes for the customer.

Participant satisfaction rates jumped significantly when 
comparing average pre-workshop and post-workshop outcomes 
for participants. Most notably the programme has seen 9.6% 
and 11.4% jumps in satisfactory outcomes for customers 

and participants respectively. CRM pipeline data analysis 
reveals that the NeGOtiate&WIN programme has also made a 
significant financial impact on the organization:
•  22.65% reduction in anticipated versus achieved discount 

following training
•  37% reduction in discount when comparing last five 

negotiations before training to five after training
• 5.6% increase in revenue generation
• 5.6% increase in deal size

Moving forward

There is no question that acquainting and executing on a 
unified negotiations approach is key to SAP’s aggressive growth 

plans while also executing a “customer first” mentality, ensuring 
customers are getting the best and most out of their SAP 
investment.

To this end, SAP will continue to invest and roll out 
additional NeGOtiate&WIN workshops in 2019 and beyond. 
This will ensure a unified approach to how salespeople are 
negotiating with their customers, while reinforcing global 
targets to reduce discounts and concessions within deals. 

In addition, the programme team will continue to track 
and evaluate measurable business outcomes, to ensure that the 
NeGOtiate&WIN programme provides the expected outcomes 
set by the executive leadership team. 

We will continue to run the programme throughout 2019 
and 2020 and anticipate exceptional business results that will 
help us to achieve our 2020 business goals.

 
Bringing sales together in one room for 
three or more days simply makes no 
sense.
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New, controlled field test 
proves effectiveness of online 
alternative. 

W
hen it comes to creating 
lasting behaviour change in 
salespeople, the assumption 
is that virtual sales skills 

training is a pale imitation of in-person 
classroom training. But what if an online 
training alternative could be proven 
as effective, if not more effective than 
classroom training? Can you imagine the 
possibilities for your business?

Efficiency benefits

•  Reducing up to 50% of the cost  
of training by cutting your related 
travel, classroom, and opportunity 
cost – without having to cut training 
itself.

•  Avoiding the biggest issue your 
leaders have – TOOF (time out of  
field) – by delivering training that’s 
in line with the workflow of your 
participants.

•  Continuing training through tough 
economic times, like when you 
have a travel freeze but strategically 
need training to improve business 
performance.

Effectiveness benefits 

•  Agility – Providing just-in-time training 
instead of just-in-case training. You 
can quickly stand up situational 
training programmes to meet your 
acute strategic needs. Training 
programmes like communicating price 
increases, product launches, cross-
selling opportunities, and renewals 
can be packaged and delivered online 
precisely when you need them.

•  Flexibility – Deliver bespoke training 
instead of a one-size-fits all approach. 
Identify your key performance 
indicators, such as lagging pipeline, 
declining close rates, excessive 

Virtual training 
can be better 
than the 
classroom
 Tim Riesterer
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discounting, or lower renewals, 
by individuals or team, and then 
immediately deliver targeted training 
to your team based on these identified 
needs, instead of waiting for a spot on 
the calendar.

•  Scalability – Execute large-scale 
programme rollouts in weeks versus 
months (or years) across your remote 
salesforce, including multilingual, 
global initiatives. Decrease your time 
to productivity and success, compared 
to the plodding roadshow to visit 
every location.

New study proves virtual can 
be better than live

Previous industry surveys by Corporate 
Visions identified that 65% of companies 
plan to increase their investment in 
virtual training alternatives (while 
classroom training investments remain 
flat or slowly decline). However, only 10% 
believed virtual training could be as good 
as live, instructor-led classroom events 
when it comes to behaviour change.

This begs the question: why buy 
more if you believe it’s not as effective? 

The research revealed that TOOF 
pressure from managers is the main 
concern. In fact, they ranked it twice as 
high as budget concerns. Which means 
many are willing to hold their nose and 
dole out virtual training to appease field 
concerns, while keeping their fingers 
crossed that it will actually do some 
good. Something is better than nothing, 
right?

Not anymore. A brand new 
controlled field trial conducted by a 
Fortune 250 software company finally 
proves the power of online training 
in creating better outcomes, not just 
offering a more cost-efficient alternative. 
Online training can, in fact, unleash all 
the powerful, positive opportunities 
imagined earlier in this article.

The test was conducted using sales 
teams in the same market segment over 
the same time period. The reps were 
randomly selected to be part of one of 
three groups:
1. No training
2. Live classroom training
3. Online-only training

A before and after confidence survey 
was conducted to measure qualitative 
changes, and a group of data scientists 
reviewed their CRM data to determine 
quantitative impact in key performance 
indicators.

The important point to remember 
is that this was a highly controlled 
experiment. The only differences were 
whether they received training or not, 
and in what modality the training was 
delivered. Everything else – including 

participants, segment, and timing – was 
the same. This methodology provides a 
high degree of confidence when it comes 
to determining causation.

Results

Participants in the online training 
expressed a confidence increase after 
the training that was two times higher 
than those who went through the two-
day, live classroom training (Figure 
1). Specifically, the questions related 
to their confidence in conducting a 
selling conversation with an executive 
decision-maker. An important outcome 
for salespeople is feeling more confident 
having those important but often difficult 
business discussions.

The online participants showed a 
23.2% increase in their actual pipeline 
creation – as measured in their CRM –  
over those who took the live classroom 
training, and a 45.2% increase over the 
control group who did not go through  
training (Figure 2).

The online participants showed 
a slightly lower annual contract value 
(6.1%) than the live, classroom-trained 
reps. But, still a significantly higher 
(85.2%) improvement over those who 
received no training at all (Figure 3). 

If the debate is between whether it’s 
worth it to train your people if you can’t 
take them out of the field, these results 
should finally dispel that notion. It’s 

clear you can get a material improvement 
using online training. And according to 
the Fortune 250 company conducting the 
test, they considered the 6.1% difference 
to be “close enough” to convince them 
they can scale programmes more 
efficiently and effectively using online as 
a proven alternative to live, classroom 
training.

How to make virtual better than 
classroom

The success of this experiment demands 
a discussion as to what made the 
difference. How can you make the online 
experience as effective as the traditional 
gold standard of the live, in-person 
classroom?

The prevailing presumption has 
been that virtual sales skills training 
is a pale imitation of live classroom 
training. This is especially true if that 
virtual training is a bunch of self-paced 
“quiz to complete” online modules. 
Can you really expect a salesperson to 
demonstrate proficiency in sales process, 
presentations, executive conversations, 
or negotiations skills, simply by taking a 
few tests in an online module? 

Fortunately, most sales leaders 
aren’t so naïve as to believe that you can 
watch and checkbox your way to sales 
skills proficiency. So, most companies 
have turned their attention to virtual 

classroom experiences – LMS (learning 
management system) online classrooms, 
web conferencing, or telepresence 
technologies – as a replacement for in-
person classroom events. 

Here’s the problem with that 
approach. Upon further inspection, you’ll 
find limitations to the virtual classroom 
that exacerbate some of the existing 
flaws of traditional in-person classrooms: 
 1.  Still requires time out of the field 

– Ultimately, a virtual classroom still 
requires salespeople to carve time 
out of their work day to participate, 
just like an in-person classroom. 
While this format may include 
some e-learning beforehand, the 
live practice and coaching portion 
requires salespeople to be online and 
participating with colleagues and a 
live facilitator.

 2.  Way less attention and 
accountability – Because the 
environment is virtual, there’s even 
less accountability for being engaged 
during the training and a greater 
chance that reps will be doing some 
heavy-duty multitasking on their day-
to-day apps until they’re called on to 
present. Research shows that 70% of 
participants in virtual classrooms will 
have another application like email 
open over the top of their session.

 3.  Inadequate practice and coaching 
time – In any classroom environment, 
you’re always up against a clock to 

$
Annual Contract Value

Online Trained 
Sales Reps

ClassroomTrained 
Sales Reps

Non-Trained  
Sales Reps

6.1% Decrease

85.2% Increase

   Figure 1:  Online training increased confidence by two times versus classroom.

$
Confidence Increase

Online Training LiveTraining

2 x Higher

   Figure 2:  Pipeline creation improved 45.2% with online training.

$
Pipeline Creation

Online Trained 
Sales Reps

ClassroomTrained 
Sales Reps

Non-Trained  
Sales Reps

23.2% Increase 45.2% Increase

   Figure 3:  Online training improved annual contract value by 85.2% versus no 
training.

 
Online participants showed a
23.2% increase in their actual 
pipeline creation over those who 
took the live classroom training,
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Co-creating 
value via 
Fujitsu HXD
 Mark Davies & Richard Vincent

Conference Report

Reporting from the Cranfield KAM Best Practice 
Forum 20 June 2019.

K
ey account managers and purchasing professionals are 
increasingly recognising the importance of co-creating 
value  and the key part that the latest technology can 
have in facilitating that. So, the most recent KAM Best 

Practice Forum at Cranfield University decided to focus on how 
Key Account Managers can embrace technology in order to 
maximise value co-creation.

There is also wide recognition that very often it is the 
newer, smaller and more nimble organisations that find it easier 
to have the flexibility of approach that allows them to work with 
their partners in this area and consequently they are often able 
to leap-frog more established competitors to provide new and 
innovative solutions. 

Fujitsu recognised this situation many years ago and 
developed an approach which has been powering their 
development as a global business over the past eight decades. 
It has enabled them to face and overcome severe challenges 
from potentially more nimble competitors, transforming 
markets, products and ways of working, in order to remain at the 
cutting edge of business and society. 

The approach is known as the Fujitsu Human Centric 
Experience Design Methodology (Fujitsu HXD). The approach 

has been successfully used with Fujitsu’s partners and 
customers primarily practised through Digital Transformation 
Centres (DTCs) that were established in Japan and now rolled-
out worldwide. The approach is designed to fire the imagination 
of the people who attend the highly focused workshops, which 
explore real-world, urgent problems, needs and ideas, and 
turn them into proofs-of-concept and quickly deliver tangible 
outcomes. Whilst the DTCs are purpose-built, the approach 
and methodology are mobile and can also be brought to the 
customers.

Because of Fujitsu’s recognised leadership in the field of 
value co-creation, Joachim Box and Martin Russell of Fujitsu 
were invited to demonstrate a condensed version of the Fujitsu 
HXD to the forum. 

Acting like a start-up

Fujitsu firmly believes that being an established business 
doesn’t stop you acting like a start-up. You will have the 
creativity within your organisation and your strategic partners, 
and you can harness it if you engage appropriately and act. In 
fact, if you are proactive, you have a better chance of success 

 
A recent joint research project between 
Fujitsu and ITSMA found that senior 
buyers’ number one criterion is 
suppliers’ ability to co-create with their 
organisations.

   Joachim Box: Fujitsu HXD.

get in the necessary teaching time, 
as well as practice/coaching time 
everyone believes is necessary for 
creating behaviour change. As you 
try to cram the classroom full of 
more people, you’ll find that some 
don’t get a chance to stand and 
deliver. Or if they do, their time is 
compressed. And so is the coaching 
and feedback. In a virtual classroom, 
this time crunch only gets worse. 
Reps can “hide out” or take a small 
role participating in quick team 
presentations, thus receiving even 
less detailed coaching. 

 4.  It’s treated as an event – Even 
though reps can be in a classroom 
for upwards of two days, it’s still 
inescapably an event that 
comes and goes – just like 
the knowledge imparted and 
the coaching experienced. 
Still, with the in-person 
classroom setup, at least 
you had a few days of 
intensive focus, plus the 
ability to watch your peers 
perform and get feedback. 
The fleeting nature of the 
in-person classroom is 
even more pronounced in 
a virtual classroom, where 
reps have fewer performance 
requirements and less peer 
review.

While there are big, obvious 
cost advantages to the virtual 
classroom relative to the in-
person training experience, there 
are fundamental limitations 
of in-person classroom learning that 
become insurmountable obstacles when 
you take the experience virtual. 

A better approach to online

The breakthroughs that make it possible 
for online training to be as good as, and 
even better than live include several key 
differences from classroom options:
•  Multi-touch, spaced learning – The 

strength of classroom-based events, 
whether virtual or live, is that they 
create a fast-paced, immersive 
learning experience, powered by 
energy, engagement, and rapport 
between talented consultants and 
sales reps. Their weakness is that this 
high-octane environment is confined 
to a relatively short interval of time. 

    When behaviour change and skills 
acquisition are at stake, that weakness 
can’t be overlooked. Because events 
– no matter how outstanding in the 
moment – carry an inherent risk of 
diminishing returns. The impact of 
a life-changing training experience 
might be powerfully felt in the 

immediate aftermath of the event. But 
how much does that positive impact 
degrade over time? 

   A better approach uses spaced 
learning, which unfolds in stages over 
multiple weeks, designed to enable 
reps to gradually acquire and retain 
critical skills. Best of all, this model 
doesn’t interfere with their day-to-day 
workflow. Following this approach, 
reps acquire knowledge in chunks, 
engage in exercises, and review 
examples before moving on to a new 
concept. 

•  Recorded practice and coaching 
– Observable practice, detailed 
coaching, and demonstrated 
proficiency are absolute musts 

for behaviour change. But, as we 
discussed earlier, there are limits to 
the classroom practice environment 
made worse in the virtual classroom.

•  Online assignments, such as 
recording yourself delivering a new 
message or demonstrating a new 
skill in a recorded environment is 
the difference-maker. Salespeople 
practice, record, and submit their 
assignments. They receive coaching 
feedback (red/yellow/green scoring 
across multiple variables) and 
get tailored recommendations for 
improvement. 

•  In some cases, we’ve worked with 
clients where participants may need to 
resubmit for pass/fail certification, and 
they can be pushed tailored follow-up 
training videos based on identified 
weak spots.

Here are some noteworthy 
advantages:
 •  More practice – Analysis shows 

that salespeople typically practice 
six times before submitting their 
mission, which, arguably, is much 
more practice than you get in a live or 

virtual classroom. 
  •  More complete assignments – Often, 

participants in live events are part 
of teams and only get to experience 
part of a role-play. Or, they miss a 
chance entirely when time is up in 
the room. In the online recording 
approach, everyone must do a 
complete assignment to demonstrate 
proficiency. 

  •  More useful coaching – In the live 
or virtual classroom environment, 
the instructor is hard-pressed to 
give instant, meaningful feedback 
on the participants’ incomplete 
performances. Also, no one is taking 
notes to capture the coaching. Online 
recorded assignments, on the other 

hand, receive scoring against a 
documented rubric and detailed, 
written coaching notes with 
explicit recommendations for 
how to improve.
  •  Better peer examples – 

Watching your peers in a 
live or virtual classroom 
can be a painful exercise. 
Everyone is fumbling through 
their practice sessions with 
only the occasional star 
performance. In the online 
recorded environment, 
however, you can see and 
learn from only the best of the 
best examples among your 
colleagues.

The power of virtual 
finally realised

Online training with recorded 
assignments may seem like a radical 
departure from the in-person classroom 
model that’s been the de facto standard 
of the training world for decades. But it’s 
actually a doubling down on what sales 
training has always been about: practice, 
coaching, and demonstrated proficiency.

You can provide your team with 
training that works in line with the 
workflow of each participant. You won’t 
need to take them out of the field. You 
can more quickly deploy and scale virtual 
training to meet the strategic demands 
of your organisation. And, you can do it 
knowing you’re going to deliver the same 
or better results.

 
A new controlled field trial 
conducted by a Fortune 250 
software company finally proves 
the power of online training 
in creating better outcomes, 
not just offering a more cost-
efficient alternative.
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