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The 3D Advantage™ Change Process

To change sales 
behaviour, think  
like a salesperson

Getting salespeople to adopt new 
skills is hard. Many organisations 
(indeed many sales training 
companies) fail because they treat 
skill development as a training event, 
instead of a change process. 

Our new insight is that to really 
succeed, sales leaders, enablement 
professionals and L&D teams need to 
think of salespeople as customers of 
that change process.
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The Three Dimensions of Sales 
Performance Improvement
At Imparta, we have more than 20 years of 
experience embedding skills in some of the 
largest, most successful sales organisations  
in the world.

Our revolutionary 3D Advantage™ sales 
methodology has shown how the three 
dimensions of insight, influence and trust 
are vital not just in creating value, but also in 
differentiating, capturing, delivering, defending 

and expanding value around the whole customer 
buying cycle. 

These dimensions of insight, influence and  
trust are just as critical when training salespeople. 
Selling is largely a training and coaching process, 
and behaviour change is, in turn, a selling process. 
Both are about helping people to recognise a 
need, then to choose and adopt a solution. Here’s 
how the 3D Advantage™ works in this context:

INSIGHT
Insight helps your salespeople understand their own strengths and 
weaknesses, the buying behaviour of your customers, and the strategic 
and conversational strategies and techniques that deliver results.

INFLUENCE
Influence is how you get salespeople to change their behaviour, using 
strategy, psychology and behavioural economics to move them through 
the change process from becoming aware of their need to a sense of 
urgency, then the stages of learning, adoption, success, and renewal.

TRUST
Trust is necessary to engage people fully in the change process. Trust that 
this is a better way of selling. Trust that it’s safe to learn and that you have 
their interests at heart. Trust that this isn’t ‘just another initiative’ that will 
go away next year.
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The Change Journey
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NEED  In this first stage, salespeople (and other 
parts of the organisation) become aware of the 
need to change from an existing sales approach to 
a new one;

CHOOSE  A new methodology is designed or 
selected, and salespeople are key stakeholders in 
this process;

WORRY  At this stage of the cycle, salespeople 
perceive risk at a personal level (Can I do this? 
Will it take too much time or make my life more 
difficult?), and also at a business level (Is this the 
right approach for the company? Will it help us 
succeed?);

COMMIT  In the buying cycle, this is where the 
transaction takes place. For salespeople, it’s the 
training and subsequent commitment to applying 
the new skills;

ADOPT  Just as with a purchase of a new 
product or service, the customer (in this case the 
salesperson) needs to adopt the new approach in 
their day to day activities;

RENEW/EXPAND  Salespeople refresh and 
renew their skills, and possibly expand them into 
areas such as negotiation, C-Suite selling and 
commercial acumen. 

Here are the main stages of the change process. Please note that we use the term salespeople below 
to include a wide range of sales-related staff, from inside sales to NBD teams, account managers, 
channel managers, sales engineers and support staff, customer success managers, and so on. They all 
go through the same stages:

The inner circle shows the actions that L&D, Sales Enablement and/or a training partner need to 
undertake in order to guide salespeople through this journey. There are specific skills and processes 
at each stage, but all provide insight, influence behaviour, and build trust with the sales team and the 
wider organisation. 

The rest of this White Paper describes the key actions, common failure points and best practices at 
each stage of the change journey. 

The change journey shows 
how salespeople move 
from their existing set of 
behaviours and skills to the 
desired new approach. The 
change journey echoes the 
customer buying cycle, and is 
shown in the outer ring
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Define
Once you have defined the skills and levels required to meet your business objectives, it’s time to 
design the solution. This includes selecting a proven methodology that can flex across different sales 
roles within the organisation. It also includes designing learner journeys and contextualising the 
training so it resonates with different groups and is easy for them to apply in the field. 

The most common failure points we see during this stage include:

• Choosing a methodology that works in one area, but doesn’t flex across, for example, both 
transactional and consultative sales teams; 

• At the other extreme, allowing each area to choose their own methodology in a way that limits 
consistency of approach and mobility across the organisation;

• When designing learner journeys, focusing on the training itself, without considering 
reinforcement activities and other in-field learning approaches;

• Forgetting that sales managers are the single most important part of any sales training.

Best practice at this stage involves:

SOLUTION CREATION
Influence is how you get salespeople to change their behaviour, using 
strategy, psychology and behavioural economics to move them through 
the change process from becoming aware of their need to a sense of 
urgency, then the stages of learning, adoption, success, and renewal.

CONTEXTUALISATION & LOCALISATION OF CONTENT
Trust is necessary to engage people fully in the change process. Trust that 
this is a better way of selling. Trust that it’s safe to learn and that you have 
their interests at heart. Trust that this isn’t ‘just another initiative’ that will 
go away next year.
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Engage
If you don’t engage learners in advance of a training intervention, their receptivity to new skills will be 
low. Equally, managers need to be aware (and supportive) of the change, or it will fail.

But engaging learners and managers is not just a communication exercise. At this stage in the journey, 
participants often perceive risks from the new approach at four levels: Strategic, Tactical, Political and 
Individual. 

To alleviate these risks, you need to air them, and to allow your teams a voice. Offering opportunities 
to share challenges and understand the why, what and how of skill development will help to create the 
right environment for learning to take place and stick.

The single most common failure point that we see at this stage is to ignore it altogether! When we 
start a new engagement, we often hear stories of people arriving on past courses with no prep from 
their manager, and sometimes no idea why they are there.

Best practice at this stage includes:

CREATIVE COMMUNICATIONS
• Covering awareness, understanding, to commitment

• Designed for different channels (digital, paper, email, etc.)

• Ongoing support & insights, to drive change adoption

ENGAGEMENT EVENTS
• Leadership masterclasses to build understanding and accountability, 

and encourage leading from the front

• Leader-led scene setters to build excitement, set expectations, 
facilitate frank and open exchanges, and foster early commitment
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Train & Gain Commitment
From the very first day of Imparta back in 1997, experiential learning has been at the heart of what we 
do. And no-one captured the essence of this better than David Kolb in his Experiential Learning Cycle: 

EXPERIENTIAL LEARNING
• Combine experience, reflection, theory and experimentation

• Use examples, exercises, role plays and case studies all built around 
real clients for ease of transference

• Optionally, use table coaches to drive application and learning

FLEXIBLE APPROACH
• Leadership masterclasses to build understanding and accountability, 

and encourage leading from the front

• Leader-led scene setters to build excitement, set expectations, 
facilitate frank and open exchanges, and foster early commitment
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Drive Adoption
Development doesn’t end in the classroom.

Formal training is like turning on the ignition. The Drive phase is where things start moving, and 
reinforcement, coaching, measurement and other mechanisms are critical to accelerating the 
change forward.

Technology is central to achieving impact, but so are managers and leaders. Salespeople tend to do 
what drives their commission, but also what they are asked about on a daily or weekly basis.

There are any number of solutions available at this stage of the journey, but the most useful include:

REINFORCEMENT ACTIVITIES
• Reconnect workshops (virtual and F2F)

• Manager-led coaching and deal pursuits 

• Reinforcement flash cards and eLearning

• Micro-learning within apps and/or CRM

• Application tools, including those embedded within CRM

• Sales playbooks to facilitate application to specific products, personae 
or industries. 

MEASUREMENT TOOLKIT
• Track, analyse and report on the impact of learning

• Using the Kirkpatrick model, measure delegate feedback and 
engagement, understanding, behaviour change and business impact 

• Tracking the impact on the originally identified KPIs
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Learn & Renew
It’s not just learners who need to learn.

Performance improvement is shown as a cyclical process for a reason: It’s critical to ‘close the loop’ 
on a regular basis, reviewing what has worked and what could be done better; where skill gaps are 
closing, and where they persist.

The Learn phase is an opportunity to reflect on how things are going at the micro and macro levels, 
and use that insight to refresh, reinforce and redirect efforts to achieve your goals.

Best practice at this stage includes two main sets of activities:

Change is hard, and this is a long list of things to consider. However, not every initiative needs every 
part of this process. Think of it as a toolkit that you can dip into as needed. 

That said, our experience at Imparta is that a lean change approach like this can improve returns on 
training by as much as 4 to 5 times. And given the importance of sales skills, as well as the cost of 
training, that’s worth thinking about.

The whole Imparta team lives and breathes sales, in all its forms, and is passionate about making 
sales training stick. We’d be delighted to chat about any of these ideas, even if only to learn more 
from one another.

EVALUATE & GATHER INSIGHT
• Regular business reviews and project evaluation to review 

performance at key touchpoints/milestones

• Review qualitative and quantitative data to reveal actionable insights

• Update the solution and incorporate changes in best practice across 
both learning approach and commercial development content

MAINTAIN LEARNING
• Knowledge-and skill-booster sessions and campaigns to drive skills 

beyond the initial learning intervention. 

• Co-design of a transformation plan to integrate and align any external 
content, methodology and language into your systems and processes.


