The Sales Playbook
Template

A short instrument for writing down what your best salespeople
already do, so the rest of the team can do it too.
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Before you start

This is not a playbook. It is the thing you fill in to produce one.

Most sales playbook templates hand you somebody else’s system and ask your team to adopt it.
That is why so many of them are completed once, saved to a shared drive and never opened again.
A playbook made of imported answers gets resisted by exactly the people whose behaviour it was
supposed to spread.

This one works the other way round. Every section asks you to record what already happens in your
business when a deal goes well. Your best salespeople are already doing things the rest of the team
has never been taught. Most of it has never been written down, because the person doing it does not
think of it as a technique.

How to complete it

® Interview your top two or three performers, one at a time. Do not send this to them by email.
Ask them to talk through a deal they won recently, and fill this in from what they say.

Use their words, not tidied-up versions of their words.

Where a section is genuinely empty, leave it empty. That is a finding.

It should take one to two hours per person. It is deliberately short: length is the most common reason
playbooks go unread.

Where a section stays empty across all your top performers, that is the gap. It is also where an
external framework is worth introducing, and not before.



E] Who you actually win with

Not your target market. The customers you have genuinely won and kept.

@ List the last five customers you won. For each: their sector, roughly how many people they
employ, and what triggered them to start looking.

Example: Engineering firm, 140 staff, started looking after losing two tenders to a competitor they had
never heard of.

@® What do the ones you won have in common that the ones you lost did not?

Example: The ones we won had already tried to fix it themselves and failed. The ones we lost were still
gathering options.

@® Which type of customer do you consistently lose, or win and then regret? Write it down.
Knowing who not to chase is worth more than another persona.

Example: Companies under 20 staff. They buy on price, want everything in one day, and we never hear
from them again.
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m Who is in the room, and who is not

Most deals stall because somebody who was never spoken to said no.

@® On your last three deals, who signed the contract? Name the role.

I Example: Finance Director. She had not been in a single meeting before the paperwork.

@® Whose targets or results were affected if the problem went unsolved? Often a different person.

Example: The Regional Sales Manager. His number was the one at risk, and he was the one pushing
internally.

® Did anyone speak to that second person directly, or only through someone else?

I Example: Only through the L and D manager. We never got in the room with him until month four.

@® Who could have stopped the deal, and did anyone plan for them?

I Example: IT, over data handling. Nobody thought about it until they raised it two days before signature.
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[Z] What the problem is worth to them

A price only means something next to a number the buyer gave you.

® Onyour last won deal, what did the buyer say the problem was costing them? Their figure, in
their words.

I Example: Two lost tenders last year at about 180,000 each. He said it out loud on the second call.

® How did your salesperson get them to say it? Write the actual question.

I Example: If nothing changes between now and next year, what does that cost you?

® Onthe deals you lost on price, was there a figure at all?

I Example: No. We never got one. We were comparing our price against nothing.
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[} Whatyour best people say that others do not

This is the section that matters most. Take the words verbatim.

® The first question they ask on a first call.

I Example: What made you pick up the phone this week rather than last month?

® What they say when the buyer says the price is too high.

I Example: Compared to what? | want to make sure we are measuring against the same thing.

® What they say when the buyer goes quiet.

Example: | am guessing something changed at your end. Is this still worth pursuing, or should | stop
chasing you?

® What they say when the buyer already has a supplier.

I Example: Good. What do they do well? | would rather know where we would have to be better.

® One thing they do that they think is obvious and nobody else on the team does.

I Example: She writes the follow-up email in the meeting and reads it back before she leaves.
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m What has to be true before a deal moves

Write the evidence, not the feeling. A stage is a fact or it is an opinion.

® What must the buyer have done before you call a deal qualified? Something they did, not
something you concluded.

I Example: Given us a date they need it by, and named who else has to approve it.

® What must be true before it enters the forecast?

I Example: Honestly, nothing. It goes in when the rep feels good about it. That is the problem.

® How long does a deal normally sit at each stage? Anything longer is a signal.

I Example: Proposal stage is usually three weeks. We have four sitting there since March.

® What does your team currently rely on to judge a deal? Evidence, confidence, or the close
date?

I Example: Confidence. The review meeting asks how sure are you, not what has the buyer done.
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[} What happens after the meeting

Deals progress between conversations or they do not progress.

@® On your last won deal, what did the buyer agree to do next? Not what you agreed to do.

I Example: He agreed to walk the proposal through his ops director before our next call, and he did.

® Who else did they involve, and who asked them to?

I Example: He brought in the ops director himself. We had asked who else would need to be comfortable.

® What does your best performer do in the 48 hours after a good meeting?

Example: Sends a short summary of what the buyer said, not what we offered, and asks them to correct
it.
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What you already know and never wrote down

The last question, and often the most productive one.

® Ask each person: what do you know about selling here that a new starter would take a year to
work out?

Example: Nothing happens in this sector in August, and budgets are set in October. Chase in September
or wait.

® What do you do that is not in any process document?

I Example: | always ask for a site visit. You learn more in an hour on their floor than in six calls.

@® What part of the official process do you skip, and why?

I Example: The formal discovery form. | ask the same things in conversation and fill it in afterwards.
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X KLOZERS

What to do with it

Read back what you have written. The sections that filled easily are your strengths, and
they belong in your onboarding from tomorrow.

The sections that stayed empty are the gaps. Those are worth training on, and nothing
else is.

Give it to your next new starter before you give them a product deck.

Revisit it every six months. A playbook that is not revised is a decoration.

If the empty sections are the problem

Klozers builds bespoke sales training the same way this template works. We interview your top
performers one to one before we design anything, build the programme from what already
works, and add our own frameworks only where a genuine gap remains. There are no slides, and
every participant writes a 90 Day Action Plan against their own live deals.

klozers.com/book-a-call
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