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INTRODUCTION

Why Sales  
Transformation Now?
If you're leading a commercial team in 2025, you're no stranger to the noise: 
AI-generated outreach, bloated tech stacks, a shrinking attention span from 
buyers, and an ever-expanding cast of stakeholders . You're also no stranger 
to pressure . Executive teams want predictable growth . Boards want margin 
expansion . And your chief revenue officer (CRO) dashboard? It’s flashing red .

The truth? Sales isn't broken . It's outdated . It's still optimized for a world 
where product knowledge, polished decks, and grind-it-out activity were 
enough . But today’s buyer is digitally native, informed, and allergic to friction . 
Your team needs more than inspiration . It needs transformation .

In the wake of AI disruption, economic uncertainty, and evolving buyer 
behavior, sales organizations are facing a critical inflection point . According to 
McKinsey, 76% of B2B sales leaders are actively rethinking their GTM models 
in 2025 . The era of black box funnels and fragmented enablement is over .

76%
of B2B sales leaders are 
actively rethinking their 
GTM models in 2025.

https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/future-of-b2b-sales-the-big-reframe
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/future-of-b2b-sales-the-big-reframe
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This ebook is your playbook for exactly that . Not 
theory . Not fluff . But a practical, tested, and data-
backed strategy . 

You'll learn how leading organizations are 
overhauling their commercial systems with 
precision and speed, not by working harder, but 
by working differently .

What’s needed now is an integrated, data-driven 
approach to revenue execution . One that unifies 
sales, revenue operations (RevOps), enablement, 
and customer success into a single performance 
system . 

That’s where sales transformation and 
enablement (ST&E) from ELB Learning comes in .
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CHAPTER 1

Decoding the GTM Crisis
Global sales organizations are under unprecedented pressure . Between 
macroeconomic volatility, shortened technology cycles, expanded stakeholder 
complexity, and rising buyer expectations, go-to-market (GTM) teams are 
contending with structural headwinds on all fronts .

Reps aren’t hitting quota consistently, and buyers aren’t always engaging . 
Forecasts aren’t very accurate . And enablement? Too often, it’s treated like a last-
minute content request or a Band-Aid for bad onboarding .

Sales enablement, as it exists in many organizations today, is no longer sufficient . 
Traditionally focused on tools, content, and events, enablement often lacks the 
strategic authority and structural rigor to truly impact revenue performance .
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The data confirms this: In 2023, 63% of sellers failed 
to hit their quota (SBI) . But the problem isn’t just 
that, it’s enablement fragmentation:

Buying committees are expanding:
The average B2B deal now involves 10 – 
11 stakeholders, up from just five a few 
years ago .

Inconsistent rep performance:
 72% of CROs cite this as a top challenge .

Training ineffectiveness:
67% of sellers say their training fails to 
prepare them for buyer conversations .

Sales rep tenure and ramp time:
The average tenure is under 18 months, 
yet it takes nearly 15 months for reps to 
become top performers .

Reporting disconnect:
Only 35% of enablement teams report to 
revenue leadership .
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These are not training problems . These are structural breakdowns! They are also signs 
of a GTM ecosystem that is not aligned with buyer behavior or revenue outcomes .

At the root is misalignment . Organizations over-invest in tools and underinvest in 
behavior change, role clarity, coaching systems, and performance accountability . 
Without a buyer-centric GTM architecture and competency-driven enablement, sellers 
are left to navigate complexity with outdated playbooks .

Sales leaders are feeling it: bloated pipelines, forecast inaccuracy, rep burnout, and 
board pressure . Meanwhile, enablement struggles to justify its budget and impact .

Sales teams need more than “training .” They need systemic intervention . They need 
enablement that operates at the strategic level, not just the support level . They need to 
transform with enablement that:

• Aligns with revenue ownership

• Focuses on buyer-seller alignment

• Drives skill development through data and diagnostics

• Can withstand the evolving B2B landscape

ST&E isn’t just a new framework . It’s a strategic intervention to rebuild commercial 
performance from the inside out .
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CHAPTER 2

What High-Performers  
Do Differently
There’s a growing divide between average-performing sales orgs and elite ones, and it’s 
not about who has the best tech stack . It’s about integration, alignment, and execution . 
Top performing GTM teams operate from a unified playbook that aligns marketing, 
sales, and customer success around buyer behavior, not internal processes .

These teams map rep activity to real buyer signals—think customer-verifiable outcomes 
(measurable outcomes that show product impact and customer success), not arbitrary 
customer relationship management (CRM) stages . They invest in role clarity, so 
managers coach what matters . They build feedback loops between their onboarding 
programs and top-performer behaviors using psychometrics and sales math, not gut 
instinct . They use this math to defend quotas and compensation plans, as well as to 
create defensible growth projections for the C-suite and board, which allows them to 
plan effectively .

They also obsess over diagnostics . Elite teams measure leading indicators: conversion 
rates by persona, deal velocity by segment, and coaching frequency by rep . They don’t 
rely on anecdotes or lagging indicators, like win rates alone .
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As the creators of the ST&E framework, we knew we had to live it ourselves . While 
ELB Learning had world-class enablement tools, our internal GTM motion reflected a 
common challenge: disconnected onboarding, coaching inconsistency, and sales plays 
that were more conceptual than operational .

We initiated an internal ST&E diagnostic to audit role clarity, competency alignment, 
and playbook adoption . We’re now rebuilding onboarding around performance-based 
competencies and using our own software, such as Rehearsal (for manager-delivered 
coaching) and The Training Arcade® + Arcades™ to immerse reps in competitive 
scenarios tied to new buyer-aligned playbooks . Each ST&E sales motion—onboarding, 
messaging, and forecasting—is being activated through these tools in a structured 
sequence to drive behavior change .

Even during the mid-rollout phase, we’ve seen sharper alignment between reps and 
managers, earlier activation in customer conversations, and faster mastery of new plays . 
The ST&E framework isn’t just a client solution; it’s the system we’re using to scale our 
own team, using our own tech .

This is what separates the elite from everyone else: they treat enablement as 
performance infrastructure, not a content function .

Treat enablement as 
performance infrastructure, 
not a content function.

https://products.elblearning.com/create-learning/rehearsal
https://products.elblearning.com/create-learning/the-training-arcade
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Signal-Based 
Forecasting

Role 
Clarity

Competency  
Mapping

Buyer-Aligned 
Messaging

Data-Driven 
 Coaching
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CHAPTER 3

The ST&E Framework
ST&E is ELB Learning’s answer to the fractured enablement ecosystem . It is 
built to serve commercial teams looking to drive predictable revenue through 
structural alignment and high-performance behaviors .

It starts with GTM architecture . That means role clarity, segmentation, territory 
design, and a defined ideal customer profile (ICP) . Without this foundation, 
no amount of coaching or content will fix pipeline leakage .

Next is talent optimization . ST&E uses psychometric benchmarking and 
diagnostic tools to build individualized onboarding and development tracks . 
This ensures new hires aren’t just “trained,” but rather ramped up on the 
actual competencies that correlate with success in your environment .

The third pillar is enablement activation . This is where the framework 
translates into reality: custom playbooks, value messaging, buyer-aligned 
training, coaching systems, and reinforcement—all tied to data .
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This modular approach means ST&E can be tailored for an enterprise SaaS org 
re-architecting its GTM, or a healthcare services firm simply trying to improve 
sales rep ramp time .

ELB Learning’s tools, such as Lectora™ for interactive content, Rehearsal 
for manager coaching, Rockstar Learning Platform for deployment, and 
CenarioVR® for immersive practice, bring these pillars to life . The ST&E is a 
framework that doesn’t just diagnose what’s wrong; it fixes it .

Sales Enablement 
isn't training 
anymore. It's 
commercial 

transformation.

Alignment 
Across: Talent, 

Technology,  
Process, & 
Behavior   

Tactical vs. 
Strategic: 

enablement must 
drive pipeline, not 

just programs.

https://products.elblearning.com/create-learning/lectora
https://products.elblearning.com/lms/rockstar-learning-platform
https://products.elblearning.com/create-learning/cenariovr
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CHAPTER 4

From Insight to Action 
Strategy without execution is just slideware and aspirational vaporware . That’s why the 
ST&E model doesn’t stop at diagnosis . It’s engineered to activate change across every 
layer of revenue performance .

The journey begins with an initial consultation and benchmark diagnostic . We gather 
your baseline metrics for performance, including quota attainment, ramp time, deal 
velocity, and rep engagement, and then map them against high-performing peers . This 
isn’t vanity data, it’s the blueprint!

From there, ST&E builds . We redesign the GTM architecture, map buyer journeys, and 
clarify team roles . We identify where your coaching is falling short and where your reps 
are failing to convert .
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Talent optimization follows . Here, we use psychometrics to understand what top 
performers do differently, and we build onboarding and development tracks based on 
those insights . We also upskill managers to be coaches, not just administrators .

Then comes enablement activation: customized playbooks, CRM prompts, value 
messaging libraries, and buyer-aligned tools deployed inside platforms like Arcades™, 
Rockstar Learning Platform, and CourseMill® .

Finally, we measure . Every stage includes performance metrics and quarterly business 
review-ready reporting, ensuring executive alignment .

Clarify & reinforce 
differentiators

Improve coaching 
quality & impact

Adapt to the customer 
journey

Buyer 
Alignment

Coaching 
Excellence

ST&E

Value 
Messaging

https://products.elblearning.com/lms/coursemill


15

CHAPTER 5

The Cost of Doing Nothing
There is a silent killer inside most sales organizations, and 
it’s not poor performance; it’s inaction .
When revenue leaders accept the status quo, they unknowingly reinforce the 
very dysfunction that’s holding their teams back . Misaligned roles, fragmented 
enablement efforts, outdated onboarding programs, and bloated tech stacks all 
create performance drag . But because they happen gradually, leadership often 
tolerates them .

This is where ST&E becomes not just a performance play, but a risk mitigation 
strategy . The cost of a slow ramp is quantifiable . For every additional month it takes 
a rep to ramp, organizations bleed tens of thousands in lost bookings . When high-
performing reps churn, often due to poor enablement or coaching, a six-figure cost 
is immediately incurred, along with months of searching for, hiring, onboarding, 
and ramping a new rep . 
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Missed forecasts damage executive credibility, causing 
board scrutiny and pressure that can shake confidence 
from investors.

The real risk, however, is compounded erosion . If buyer expectations evolve faster 
than your sales process, your pipeline will grow less relevant over time . Win rates 
drop . Deal cycles stall . Sellers lose confidence . Leadership loses credibility .

Trap-setting questions for sales leaders help surface these realities:

• What would your board say if 60% of your team missed quota last quarter?

• How much ARR growth have you lost from poorly onboarded reps who 
churned?

• What’s the true cost of your tech investments if they’re not tied to  
behavior change?

• What impact does misaligned coaching have on conversion rates?

ST&E acts as an organizational “MRI,” diagnosing these breakdowns . It shows 
where performance is leaking and how to address it systematically, not with 
isolated tools, but with holistic revenue architecture . For most companies, the true 
risk isn’t change, it’s delay .
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The Sales Transformation & Enablement Mandate

Conduct a Capabilities Assessment

Refine Sales Processes

Upgrade Skills & Competencies

Drive Organiztional Collaboration
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CHAPTER 6

Proof in Practice
ST&E is not just theory . It’s a framework being deployed by leading 
organizations across various sectors, including life sciences, retail, SaaS, and 
industrial manufacturing .

Consider a component manufacturing company . Its challenge: enable a 
field engineering salesforce to pivot from technical selling to executive-
level, solution-based consultative sales . ST&E  redesigned its GTM structure, 
identified skill gaps through psychometric modeling, and built an 
onboarding program to cut ramp time by up to 30% .

In SaaS, one high-growth platform company struggled with quota consistency . 
After running a sales math diagnostic and realigning onboarding to match 
the competencies of top reps, they saw a 23% improvement in attainment 
and a 15% reduction in rep churn .

In healthcare, a regional service provider had no formal customer success 
enablement system . The result was inconsistent renewals and escalating 
churn . ST&E delivered a CS enablement pathway, embedded coaching, and 
buyer journey-aligned playbooks, leading to a 31% reduction in churn and 
improved net revenue retention .
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Each success shares a common thread: modular transformation . These 
clients didn’t “buy training,” they adopted a system that unifies diagnostics, 
activation, and outcomes .

Metrics like quota attainment, ramp time, and customer retention are no 
longer mysteries—they have become levers . ST&E equips leaders to pull them 
with precision .

ST&E
Sales Transformation & Enablement

Modular Measurable  Scalable
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CHAPTER 7

How to Get Started 
Getting started with ST&E doesn’t require a massive overhaul . Our process is designed to 
meet companies where they are, whether you're at the beginning of your transformation 
journey or looking to fine-tune a few key performance levers .

Start with a complimentary diagnostic . This initial benchmark analyzes your GTM 
performance against industry peers across critical dimensions that include quota 
attainment, forecast accuracy, rep engagement, onboarding speed, and coaching 
effectiveness . Within a week, you’ll receive a snapshot of where you excel, where you’re 
lagging, and what to prioritize .

From there, choose a path:

Strategy Session:
Sit down with our senior 
team to map out an 
execution plan and 
explore ST&E’s fit .

Activation Pilot:
Implement a modular 
pilot around your biggest 
need, whether that’s 
onboarding, coaching, 
or enablement system 
design .

Full Transformation:
For organizations ready 
to scale their commercial 
excellence engine, 
we’ll co-design and 
implement the entire 
ST&E framework .



21

LEARN MORE

TAKE SURVEY

All engagements include access to ELB Learning’s award-winning toolset:

• Rockstar Learning Platform for delivery

• Rehearsal for video-based coaching and manager development

• The Training Arcade for engaging game-based learning

• Lectora and the AI Tool Kit for content creation

• CenarioVR for immersive onboarding

• CourseMill for tracking and analytics

Enablement is no longer optional . It’s a revenue system . Let’s build yours .

Take the SPS "QuickCard" Survey .

https://services.elblearning.com/sales-transformation-and-enablement
https://www.surveymonkey.com/r/7ST5S5R


22

Introducing Sales Transformation & Enablement

ST&E Overview
Systemic approach targeting GTM effectiveness

Complimentary Diagnostic
Assess organizational gaps vs . best practices

Next Steps
Schedule roadmap-plannning session

ELB Learning is a full-spectrum provider of award-winning learning solutions, tools, and talent 
development services . From custom content to AI, gamification, and sales transformation, we 
empower organizations to activate their people and drive business outcomes .

Visit Our Website  |  Custom Learning Experiences  |  Rehearsal Video Role-Play & Coaching

https://elblearning.com/
https://services.elblearning.com/create-learning/elearning-course-development
https://products.elblearning.com/create-learning/rehearsal

