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INTRODUCTION

“What is the impact of leaders on the behavior change process?” This question has been 
keeping me busy for a long time. By posing this simple question within the industry you gain a 
large variety of insights. Answers range from ‘scant’ to ‘crucial’. But what, exactly, determines the 
impact? In this e-book, I would like to share with you not only insights I have gained, but also 
key questions that keep me alert and drive my continued search for improvement.

I am willing to bet that you will recognize some of the findings outlined in this e-book within your 
own organization. As you review the results of my global survey, you will be able to determine 
your own action plan that will help you ensure a strong focus on positive impact while reducing 
negative impacts.

I realize that many leaders are not fully aware of the impact of their own behavior on the behavior 
change process within their own organization. And we often feel that we need to use kid gloves 
to help these very same leaders improve their own performance. 

Brace yourself: This e-book is written with bare hands, no kid gloves in sight! I would like to 
apologize in advance if I am too forward. I hope you don’t take it personally but recognize it for 
what it is: my passion to help the industry move forward and work collaboratively to address 
one of the most difficult challenges your organization faces: the behavior change process!

With reinforcement regards,

Anthonie Wurth
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RESEARCH

We have conducted a significant amount of research on the impact of leaders on the behavior 
change process. All these valuable findings have been validated through my survey of leaders 
worldwide and are contained in this e-book. 

SURVEY

For context, we will share with you details 
about the target group involved in the 
survey, information about their confidence 
level in applying behavior change; their 
environment; their experience with behavior 
change processes; an inventory of difficulties 
they experienced; required improvements; 
and an interesting overview of agreement 
or disagreement with statements that are 
revealing organizational attitudes towards – 
and impacts of – reinforcement programs.

For sales managers, we added questions 
addressing the guidance their teams receive 
with regard to discipline in account planning 
and execution to these plans; barriers that 
prevent teams from using their Customer 
Relationship Management (CRM) systems 
effectively; which behavior change affects 
the use of the CRM system (strategic account 
planning, communication, or tracking); which 
behavior change they consider to be critical 
to the success of sales achievements; and 
time spent on managing the change process. 

TARGET GROUP 

The survey was completed by 403 corporate 
leaders from across the globe. One section 
of the survey that was developed specifically 
for sales managers was completed by 163 of 
these 403 leaders. 

To give you an idea about the industries 
represented by the leaders who participated 
in this survey represent, please review the 
tables below. 

© Behavior Change Champion™. All rights reserved.
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TARGET GROUP 

The survey was completed by 403 corporate leaders from across the globe. One section of the 
survey that was developed specifically for sales managers was completed by 163 of these 403 
leaders. 

To give you an idea about the industries represented by the leaders who participated in this 
survey represent, please review the tables below. 

Total Respondents: 403 Leaders, 
by Industry 

Sales Manager Respondents: 163 Sales Leaders, by 
Industry

Percentage of Leaders by Geographical Region

INDUSTRY # %
Hospital & Health Care 41 10,17%

Computer Software 38 9,43%

Retail 32 7,94%

Insurance 31 7,69%

Financial Services 30 7,44%

Higher Education 30 7,44%

Utilities 27 6,70%

Medical Devices 26 6,45%

Government Administration 22 5,46%

Telecommunications 22 5,46%

Automotive 21 5,21%

Banking 21 5,21%

Food & Beverage 21 5,21%

Oil & Energy 21 5,21%

Pharmaceuticals 20 4,96%

Table 1: Leaders by Industry

INDUSTRY # %
Hospital & Health Care 28 17,18%

Retail 24 14,72%

Pharmaceuticals 23 14,11%

Banking 21 12,88%

Insurance 19 11,66%

Food & Beverage 18 11,04%

Financial Services 16 9,82%

Automotive 14 8,59%

Table 2: Sales Leaders by Industry

REGION %
USA 53,50%

Europe 22,50%

Canada 7,00%

Asia 7,00%

Australia 4,20%

Middle East 2,80%

South America 2,40%

Africa 0,60%

Table 3: Percentage of Leaders by Geographical Region
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Respondent Leader Organization’s Average Number of Employees

Respondent Leader’s Number of Direct Reports

Figure 1: Average Number of Employees

Figure 2: Number of Direct Reports

10,4%

34,8%

23,2%

38,2%

20,5%

9,6%
3,1% 5,4%

38,9%

15,9%
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BEHAVIOR CHANGE PROCESS WITHIN 
THE ORGANIZATION

It is important to emphasize that the 
environment has a direct and important 
impact on the leaders and their performance. 
In order to find out how leaders are able to 
support the behavior process within their 
organization successfully, I was curious 
to know how confident the leaders are in 
applying behavior change. But even more 
importantly, I wanted to know more about 
the organization’s attitude towards behavior 
change processes, especially within their 
own teams and among C-level executives. Of 
course, I also asked the leaders about their 
satisfaction with the support they receive 

from within their organization and about the 
priority their organization places on behavior 
change. Does the organization actually 
recognize its importance, or is it just a nice 
“talking point” while revenue and profit rule 
the day? A fact is that the two – behavior 
change and revenue & profit are not only NOT 
mutually exclusive, one will actually increase 
the other!

In the findings below, you will see the 
responses from the leaders across all 
industries and regions, combined. In cases 
where we noticed significant variances, we 
added a note to flag those instances for you. 

ORGANIZATIONS

© Behavior Change Champion™. All rights reserved.
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How would you rank your confidence level in 
implementing a behavior change process?

How would you describe your satisfaction with the 
support from within your organization to facilitate 

the behavior change process in your team? 

How do you experience the attitude towards 
behavior change within your organization? 

What priority does behavior change 
have within your organization?

Figure 3: Confidence Level

Figure 5: Satisfaction With The Support

Figure 4: Attitude Towards Behavior Change

Figure 6: Priority
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Four simple questions about the 
confidence levels, attitude towards 
behavior change, satisfaction with 
internal support, and the priority 
assigned to behavior change can tell 
you a lot. What do you think would 
be the score if you asked these same 
questions about your own organization? 
Compare your scores with the world-
wide averages above. 

It is notable that in the industries 
Hospital & Health Care, Financial Services, 
and Automotive, the average score 
indicating a “Positive Attitude” is 
1.5 times higher than in the other 
industries, with the average score 
for those three industries at 34.21% 
compared to 22.2% for the remaining 
industries. Additionally, “High Priority” 
scored almost 1.2 times higher, with 
the average score 63.47 compared to 
54.7% for the remaining industries. 
Also remarkable is the score for the 
Food & Beverage industry: they scored 
1.4 times higher in response to the 
question pertaining to Satisfaction 
with Support, with an average score 
of 26.84% compared to 19.8% for the 
other industries. 

We did not find any striking variances 
when comparing different regions. 
Not even a deeper analysis of the 
differences among regions yielded any 
additional or different valuable insights 
to share with you. 
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What we are interested in and want to know more about is the knowledge level of behavior 
change processes. It stands to reason that if leaders don’t know much about behavior change, 
they will probably apply the wrong process. We also asked them to rank these knowledge 
levels on an organization level. And in addition to their knowledge levels we also inventoried 
their experiences with guiding behavior change processes to determine whether that may 
be a barrier to be successful as a manager. We all know that the process of behavior change 
is a challenge. The leaders described the difficulty level and explained their reasons for their 
choices in an open field question. The leaders also indicated what they need to do in order to 
improve the quality of their guidance related to the behavior change process. 

FINDINGS

Is your current experience to guide individuals 
during a behavior change process a barrier for 

you as leader?

How would you describe the knowledge 
level of reinforcement methodologies in 

your organization?

How would you describe the difficulty of the 
process of behavior change? 

Figure 8: Current ExperienceFigure 7: Knowledge Level

Figure 9: Difficulty of the Process

LEADERS AND PROCESS
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Do the leaders know “where to point it”, or 
to be more specific, do the leaders create 
relevance because of the correct focus? 
How can you create the correct focus if your 
knowledge is poor? On what did leaders base 
their response with respect to whether their 
current experience is a barrier or not? 
What if their knowledge and understanding 
of a behavior change process was not “poor” 
but “excellent”? What would the score for 
barriers be, then? 

All these questions and the passion to help 
leaders all over the world drive me deeper 
into the analysis of open field questions and 
the barriers they reveal. 

The first open field question asks leaders to 
explain WHY they ranked the change process 
as difficult or very difficult. Analyzing all the 
answers I organized them into two groups: 
Individuals and Organizations. Do you 
recognize these findings anthology in your 
own organization? 

When I analyzed the answers to these three 
questions about managers’ knowledge, 
experience, and the process, I found 
something that I found striking: Almost half 
of all leaders mentioned that their current 
knowledge of reinforcement methodologies 
is poor, 90% of these same leaders indicated 
that guiding a behavior change process 
is difficult or very difficult, and 65% of the 
leaders see their current experience not 
as a barrier during the process to guide 
individuals in their behavior change. 

That begs the key question: When leaders 
indicate that their knowledge is poor, the 
process is very difficult, but their experience 
is not a barrier achieving success, are leaders 
and behavior change a perfect fit?

I would tend to answer this question with 
a resounding yes! I intentionally chose the 
words “I would tend to” because I want more 
insights that help me understand the leaders.

My good business friend David Allen inspires 
me with his quote about the Power of Focus; 
“You don’t need any more creativity or 
intelligence than you were born with. The 
issue is: where are you pointing it?”  

© Behavior Change Champion™. All rights reserved.
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INDIVIDUALS

• Individuals are reluctant to change
• Different people are triggered differently
• Individuals don’t see the need (and how the changes would benefit them) to change
• People initially often think a new process is the flavor of the month and it will pass
• Individuals find it difficult to get over the initial hurdle
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ORGANIZATIONS

• The process is underestimated and too much time is spent focusing on ‘firefighting’ and 
competing priorities
• There is a lack of trust in the leaders implementing the change. Are the changes for the corporate 
good and for everyone or just for the C-level and shareholders?
• There is a lack of understanding by senior management and a misalignment of the company to 
address what is being requested of the teams under existing time constraints.
• When one level of the organization is holding on to the old ways of doing things it leads to a 
duplication of efforts and slows the change process

Reading all the answers raised my eyebrows. In the survey the leaders also indicated that 
behavior change in their organizations ranged from 60% to essential in terms of high priority. 
But I did not see this reflected in their answers to this open field question. 

The second open field question we asked the leaders was for them to indicate the three items 
that are required to improve the quality of their guidance that will enable the behavior change 
process. All the answers are categorized into three distinct groups: Framework, Measurements, 
and Communication. As you read the compilation of their answers, see if you recognize some 
of these answers reflected in your own organization. 
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FRAMEWORK

• A framework that is a good fit for the organization 
• A structured approach and more focus on desired outcomes than on training content itself
• A structured approach that serves to maintain the attention of the team towards a longterm 
goal and reduce the distraction caused by these umpteen changes.
• A solid method for change process management to avoid the impression that changes are 
imposed on the organization without a plan in support of helping participants understand the 
purpose of the change and aligning with the goals before being told to implement something 
they know little about.
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MEASUREMENTS

• Behaviour Change metrics, Integration of Dynamics, Rituals
• Measurements that help leaders remain diligently focused on one change long enough before 
moving on to the next goal while expecting that behavior associated with the first objective has 
changed already
• A simple and proven approach that allows leaders to measure changes in behaviors
• Data and results of progress in the change process to manage leadership’s expectation 
regarding the status of change.
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COMMUNICATION

• Increased information regarding the reasons why the change is required as well as consistent 
messaging from upper management and to teams
• Strong leadership stating they do believe in the business and are part of the teams, and will do 
their best to protect the teams.
• Expression of personal understanding of the objectives and benefits of adapting behavioral 
changes
• Ensure the teams understand and are supportive of the benefits the changes will have on 
them and the organization. 

Particularly striking was the need for a framework to help leaders and teams stay focused. I was 
glad to see many leaders recognizing the need for this to improve the quality of their guidance 
as it proves the relevance of the Power of Focus (David Allen). In that light, I also appreciated the 
recognition of the need to measure the progress of the behavior change process. Less surprising 
was the mention of communication since this is always key in behavior change processes. 
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DOES CULTURE HAVE AN IMPACT?

Especially when it comes to Communication 
about the behavior change we see some 
striking differences based on geographical 
regions and cultural traits. I know there are 
countless good studies on cultures that 
explain those variances. In this e-book I will 
not dive into all the different cultures and 
how they affect the leadership and behavior 
change process. But I do want to share an 
interesting overview of different leadership 

cultures. Attitudes towards decision-making, 
such as a behavior change process, can range 
along a continuum from strongly top-down 
to strongly consensual. Attitudes towards 
authority can vary from extremely egalitarian 
to extremely hierarchical. The position of 
the 19 countries shown on this map were 
determined from interviews conducted by 
Erin Meyer. 

Figure 10: Leadership Cultures

CULTURE

© Behavior Change Champion™. All rights reserved.
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HOW DO LEADERS SEE THEMSELVES?

Based on all the research we conducted we identified 12 statements that are related to the 
responsibility or attitudes of leaders. We asked them for their levels of agreement. Table 4 shows 
all detail percentages and strikingly high scores

I am a crucial key to behavior change.

I always use analyses of the behavior change 
process to make my decisions.

Continuous weekly support will help me determine 
what to do and how to improve behavior change.

Figure 11: Attitudes of Leaders 1

Figure 13: Attitudes of Leaders 3

Figure 12: Attitudes of Leaders 2

Figure 14: Attitudes of Leaders 4

RELFECTION

A reinforcement program will help me in my 
responsibilities to change behavior.
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In my experience, employees 
are afraid of change.

I need to master a reinforcement 
methodology to successfully guide the 

behavior change in my team.

I spend enough time addressing specific questions 
related to the behavior change process. 

I prefer to work with a reliable 
methodology rather than based on a gut 

feeling about what is needed.

Figure 15: Attitudes of Leaders 5

Figure 17: Attitudes of Leaders 7

Figure 16: Attitudes of Leaders 6

Figure 18: Attitudes of Leaders 8
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I need to place behavior change over 
skills training.

It is important for me to be able to rely on 
strategic alignment with reinforcement within 

our organization.

I work daily with measurable behavior change 
achievements to create impact within my 

organization.  

I am 100% ready to guide the behavior 
change process daily. 

Figure 19: Attitudes of Leaders 9

Figure 21: Attitudes of Leaders 11

Figure 20: Attitudes of Leaders 10

Figure 22: Attitudes of Leaders 12
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In the overview below we combined all statements and indicated the high scores. 

I am a crucial key for behavior 
change.

A reinforcement program will 
help me in my responsibilities to 
change behavior.

I always use analyses of the 
behavior change process to make 
my decisions.

Continuous weekly support will 
help me determine what to do 
and how to improve behavior 
change. 

In my experience, employees are 
afraid of change.

I spend enough time addressing 
specific questions related to the 
behavior change process. 

I need to master a reinforcement 
methodology to successfully 
guide the behavior change in my 
team.

I prefer to work with a reliable 
methodology instead based on a 
gut feeling about what is needed.

I need to place behavior change 
over skills training.

I work daily with measurable 
behavior change achievements 
to create impact within my 
organization.  

It is important for me to be able 
to rely on strategic alignment 
with reinforcement within our 
organization.

 

I am 100% ready to guide the 
behavior change process daily. 

63,1% 24,9% 9,0% 3,0% 0%

0% 2,3% 53,1% 27,7% 16,9% 

34,7% 38,9% 20,1% 6,3% 0%

11,9% 61,7% 16,8% 5,1% 4,5% 

22,2% 32,8% 28,9% 11,2% 4,9% 

54,6% 32,3% 13,1% 0% 0%

38,7% 41,9% 19,4% 0% 0%

11,3% 44,9% 31,1% 12,7% 0%

2,1% 21,3% 34,2% 38,5% 3,9% 

27,3% 52,1% 18,4% 2,2% 0%

0% 3.2% 38,7% 41,2% 16,9% 

4,9% 38,8% 23,1% 21,5% 11,7% 

STRONGLY
 AGREE AGREE NEUTRAL DISAGREE

STRONGLY
DISAGREE 

Table 4: Summary of How Leaders see Themselves

© Behavior Change Champion™. All rights reserved.
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As I reviewed all the high scores I noticed that 
leaders are looking for a framework to guide 
the process and to measure the progress 
towards change so they can spend more 
quality time dedicated to their teams and 
supervisors. 

All 15 industries involved in this survey show 
more or less the same high score answers 
as showed in this overview. There is further 
evidence that, for some questions, the 
second-highest score is within a close range 
of the highest score. 

Question with extremely high scores in the 
responses (i.e. being a crucial key; use of 
analyses; need to master a methodology; 
work with a reliable methodology; strategic 
alignment; and readiness to guide the 
behavior change process) showed the same 
high scores in each and every individual 
industry. 

What we also noticed was that the answers 
for the regions Asia, Middle East, and South 
America show differences compared to other 
regions involved in the research. Especially 
the questions about measurements (i.e. 
use of analyses to make decisions; use of 
behavior change achievements) scored 
significantly lower. Is this an indication of 
cultural differences? 

However, the lower scores for these regions 
hardly affect the overall figures. These 
regions together represent 12% of all leaders 
involved in the surveys.  
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LEADER EFFECTIVENESS

“Effectiveness” is the word that continuously popped into my mind as I worked on this survey. 
How can we help leaders be more effective and successful in their responsibility to guide the 
behavior change within their teams? And how effective are our current leaders? To figure that 
out, take a closer look at the traits of leaders. Nearly 450 human resources (HR) professionals 
from around the globe shared what they thought were the most important traits of an effective 
leader. Here’s how they ranked them. What would be your score if you had been asked to 
contribute?

When I look at these traits, I find it difficult to understand why “trust” scores only 52%. That’s 
disconcerting. To me, trust is foundational to guiding a behavior change process. Also, leaders 
cannot simply be responsible for implementing change (see above: 31.48% Embrace Change); 
leaders must initiate change. So, who within their team would have the courage to take risky 
steps? I chose the words “risky steps” on purpose because the findings of our survey indicate 
that the behavior change process is not considered to be a “safe” step, yet. Leaders guiding 
a behavior change process in an organization where they are not satisfied with the support 
available to them and where awareness of behavior change methodology is poor and who 
indicate that guiding a change process is difficult and their current expertise is only somewhat 
of a barrier to achieving success in an organization where behavior change is of a high priority 
seems fairly contradictory to me. 

Table 5: Leader Effectiveness

Empathy

Decisiveness

Energy/Enthusiasm

Embrace Change

Strategic Thinker

Builds Trust

Empower Others

EFFECTIVENESS



24© Behavior Change Champion™. All rights reserved.

Let’s take a closer look at how effective 
leaders are. This is a high-level overview of 
the effectiveness of leaders in general. 

Just 25% of HR professionals rated their 
leaders as “very effective”, while the majority 
(61%) felt they were only “somewhat 
effective”, and 14% felt their leaders were 
ineffective. The results did not show any 
significant differences across industries or 
regions. 

That means 75% of individuals in leadership 
roles are merely adequate, or worse. If we 
know from other research that as many 
as two-thirds of employees who quit are 
leaving their supervisors, not the company 
or role, that is making the personal support 
of the behavior change process even more 
important. 

If we are placing ill-equipped leaders into a 
role that requires them to guide a behavior 
change process, as the numbers suggest, 
then we need to train them so that they can 
perform well in this job. But that does not 
appear to be happening for a lot of companies. 
Nearly 84% of respondents indicated that 
their companies have no reinforcement 
methodology training program in place.  

Our survey seems to indicate that good 
leadership is a result of systemic planning 
rather than of a chance occurrence. If your 
leaders are getting behavior change process 
training, which makes them better leaders, 
and if they receive improved support, they 
can provide tailored guidance to their team 
members throughout the behavior change 
process. In turn, this means that you can 
expect to see a better application of training 
content, higher productivity, and better 
business results for the company. 

INEFFECTIVE

SOMEWHAT
EFFECTIVE

VERY
EFFECTIVE

Figure 23: Effectiveness of Leaders

14%

61%

25%
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The environment for leaders is not an easy 
one. Despite our findings that 44% of leaders 
feel confident in their ability to apply a 
behavior change process, a full third of all 
leaders is not confident. Also, one quarter 
of all leaders experience a negative attitude 
towards behavior change. Additionally, half of 
all leaders is dissatisfied with the support they 
receive from within their organization. But the 
pressure on leaders is high, because 60% of all 
leaders indicated that behavior change has a 
high priority in their organization. 

So, what about the leaders, themselves? 
Half of all leaders involved in this research 
have indicated that their knowledge of 
methodologies for behavior change processes 
is poor. On the other hand, well over half of all 
leaders consider their own experience with 
guiding a change process not as a barrier to be 
successful. Could this be a blind spot? Almost 
90% of all leaders describe the process of 
behavior change as difficult. 
 
A closer look at why leaders indicate this 
change process as difficult can be traced 
back to two categories: individuals and 
organizations. I hope this did not come as a 
surprise to you. But what did surprise me was 
the detailed descriptions as to why individuals 
and organizations were mentioned:

 

• Leaders can be more successful if they 
succeed in explaining why their team 
members need to change and explain the 
benefits on a personal level. Also, continuous 
guidance throughout the process helps 
leaders be more successful and experience 
fewer difficulties.

• Leaders can help their organization add 
more specific knowledge and act proactively 
to educate those around them. Leaders 
experience their organizations as difficult 
when their team members act like ‘victims’ 
of this change.  

To empower leaders, there are three focus areas 
to improve:

1. Framework: Leaders require a proven 
methodology as guiding principle for the 
change process;

2. Specific Measurements: Reliable data 
regarding the progress of the change process 
empower the leaders to focus; and

3. Continuous communication: Consistent 
communication and a commitment to the 
team members is key to success.  

FINDINGS AND CONCLUSIONS FOR LEADERS AND THE BEHAVIOR CHANGE PROCESS

CONCLUSIONS
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So, leaders admit that they require 
support to improve themselves with 
regard to guiding teams through this 
difficult pr ocess. Th at is  th e fir st ste p. 
However, I also meet many leaders 
all over the world who do feel that 
they need any help. In my estimation, 
and after having spent many hours 
reviewing all the answers and analyzing 
the data, I am convinced that many 
leaders have a blind spot when it comes 
to their ability to successfully guide 
change processes. I am fully aware of 
the risk associated with my addressing 
this point bluntly; many leaders may 
not agree with me and may even get 
upset with me for stating it. The reason 
for my assessment, though, is based 
on leaders’ response to the question 
about their knowledge and current 
expertise with behavior change 
processes: their self-assessment that 
they perform well. I am convinced that 
if they were more deeply familiarized 
with behavior change and the process 
that is needed to change people’s 
behavior they would be able to deliver 
peak performances.

“If you don’t know what more you can 
do, the more never happens.” 
- Anthonie Wurth

Here are the top 5 questions to consider as 
you evaluate your own situation: 

1. Is it worthwhile to use the survey questions 
of this e-book within my own organization
and compare the outcomes with these
results? If your answer is yes, we are happy to
provide you with the link to these questions.

2. Why do leaders perceive the guidance of
a behavior change process to be difficult in
our organization?

3. What are our three focus areas that will
empower leaders to initiate the behavior
change process?

4. What do our leaders know and do to make
“more” happen?

5. Are you personally convinced behavior
change is needed to create lasting impact
within the organization? (I certainly hope
you do!)
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One of the challenges each sales leader mentions is the need to change the behavior of account 
owners in their use of the CRM system. What about your own organization? I bet you face the 
same challenge; if not, please contact me today!

In total, 163 sales leaders completed these additional questions related to the sales teams and 
their behavior with regard to the use of their CRM systems. The names of the CRM systems 
involved is not relevant. It is important to note that most of the leaders queried are satisfied 
with the technical training and support from their CRM provider. This survey did not focus on 
technical aspects as a topic. 

Disciplined use of a sales CRM system often is a key enabler to improve client satisfaction, 
retention, and account growth. We asked the leaders to address the discipline of their account 
owners in their use of the CRM system, the barriers keeping account owners from using the 
CRM system effectively, the claims of a lack of time as an excuse for the ineffective use of CRM 
systems, and the effect of lasting behavior change.

Managing the CRM discipline of my sales team is:

Table 6: CRM Discipline

SALES LEADERS

Very Easy

Easy

Neutral

Difficult

Very Difficult
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In an additional open field question, we asked sales leaders to indicate what motivated their 
choice in answering the question why managing the discipline is very difficult or even very 
easy. We categorized the explanations into two groups, one related to the environment and one 
pertaining to the CRM tool itself. Do you recognize similarities between our findings and your 
own situation?

ENVIRONMENT 

• Work load, disciplined use of the CRM is 
difficult to fit into the busy delivery schedule.
• The basics behind strategic account 
management (critical thinking) is lacking. 
A belief that using a CRM system is not 
necessary to be successful.
• The team doesn’t see the benefit on using 
the tool. They are being told to do! No 
motivation from the team.
• Perceived value is not always the same 
across the different levels.

CRM AS A TOOL

• The view that the CRM is just another 
administrative task.
• Team agrees on the concept; but struggle 
with documenting and keeping systems up 
to date.
• Making it a priority and a habit for the team 
and leaders.
• Using CRM as communication tool on all 
levels (don’t ask for information that is already 
in the CRM system).
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Assuming that salespeople and the disciplined use of a CRM system are not always a perfect 
match may present immense frustration for many sales leaders. 

We asked sales leaders to select a “barrier” that describes best the overall attitude of their sales 
teams. These “barriers” indicate the possible reasons why the account owners will not change 
the behavior nor make optimal use of the CRM system:

I must say, that I was pleasantly surprised by the honesty of these sales leaders. Almost 30% 
indicated that they are barriers, themselves by not expressing care about the importance of 
utilizing the CRM or sharing that there is lacking feedback. The responses related to time as 
an issue and the questioning of why there is a need to change if they are meeting all targets is 
also a sales leader’s challenge to deal with. 

I am interested to see what sales leaders think the effect might be once their sales teams 
make optimal use of their CRM system. Consider this: if the leaders do not believe that it will 
have a positive impact, they clearly do not recognize the need to spend time on changing the 
behavior. Especially when 63% of sales leaders find the behavior change process (managing 
the discipline) of their sales teams difficult or very difficult. 

Table 7: CRM Barrier

Why should I change, when I am meeting all my targets any-
way?

I don’t get any feedback or reflection, so why should I do it?

I don’t have time to complete the CRM system every day.
 

My business needs flexibility and short-term  
actions (daily problems to deal with).

If the leaders don’t care, why should I care?

I will start improved use of the CRM system  
once I complete this current project.

It will take time before I see the effect of my new behavior. 
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The correlation between the effect of lasting behavior change and the optimal use of your 
CRM system is reflected as follows:

This outcome shows exactly why it is so important to support the sales leaders in their 
responsibility to guide this behavior change. And even more importantly, it is critical to 
emphasize the importance of their own behavior. Two key take-always from the survey so far 
are based on the leader’s behavior:

1. Use the CRM system as a communication tool and not only as an administrative tool; and
2. Focus on the behavior related to using time effectively and efficiently; in other words,  “make 
time to get time.”

The next two questions are related to the implementation of this new behavior. Especially 
when we know that the implementation is difficult and is facing time barriers, leaders need to 
lead by example, i.e. they need to integrate the CRM system into their communications, and 
75% of the leaders are convinced that this new disciplined behavior has a moderate or major 
effect. 

These two implementation questions are simple: Does this behavior change affect your sales 
achievements; and do you have time to implement a behavior change process?

Table 8: Lasting Behavior Change

Major Effect

Moderate Effect

Neutral

Minor Effect

No Effect
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The behavior change that affects the use of your CRM system (strategic account planning, 
communications, tracking) is critical to the success of sales achievements.

If the manager and the salesperson cannot spend 4 to 5 hours in a few months to optimize 
their behavior and use the CRM system in an optimal manner, you will face other challenges 
within your organization.

Figure 24: Sales Achievement

Figure 25: Hours Spent

53,3%

23,9%

71,5%

13,7% 26,7%

5,8% 0.5%

0.1%4,5%
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If the sales leader creates an environment 
where the use of CRM system is seen to 
be beneficial for the account owners and 
the communications around the behavior 
change are clear, most of the barriers will 
be resolved automatically. Issues such as 
“my business requires flexibility and short-
term actions” and “I don’t have time” will be 
relegated to the past. 

What remains is the behavior of the leader 
him/herself. The key take-away is that the 
leader’s behavior in his/her use of the CRM 
system for communications instead of 
solely as an administrative tool is critical to 
success. I assume that leaders understand 
this intuitively, but this may, again, be a blind 
spot rearing its ugly head.

Sales is like top sports: it’s a way of life. The 
role as leader in a sales organization is crucial 
for successes and achievements. In this 
survey, we focused on one specific behavior 
most leaders struggle with, namely the use of 
CRM systems. Effective use of a CRM system is 
a way of life and, in most cases, it requires a 
behavior change both by the account owner 
and the sales leader. 

Sales leaders admit that the use of CRM 
systems is critical to the success of sales 
achievements. Our research shows that sales 
leaders have difficulties when guiding this 
behavior change process. Especially when 
it comes to dealing with the barriers related 
to reasons why their sales team are NOT 
engaging in the change process. There are 
two main focus areas for sales leaders to be 
successful:
1. Focus on the benefits for each individual 
account owner; and 
2. Focus on the barriers.
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YOUR NEXT STEP

the correct decisions and determine future 
actions.  

4. Build or buy a ready-to-go reinforcement 
program consisting of a series of continuous 
reinforcement messages for your leaders to 
help them recognize and eliminate their blind 
spots. To help sales leaders you can also build 
or buy a ready-to-go reinforcement program 
for their sales teams to focus on the behavior 
change around making the use of their CRM 
systems second nature. 

As a last step, I can imagine that you 
may want to know what an effective 
reinforcement program looks like. That is 
and appropriate question at this point. I see 
too many initiatives that are claiming to be 
reinforcement programs while completely 
missing the mark. Reinforcement is not a 
reminder program and does not focus on 
knowledge retention. Remembering facts 
does not mean you actually apply what you 
have learned. In my opinion, an effective 
reinforcement program focuses on the 
application of the change that is needed to 
move from current behaviors towards new 
and desired behaviors. 

Your reinforcement program must consist of 
a series of well-balanced ImpactTriggers™, 
or communication moments, that are 
strategically designed, delivered and timed 
to drive business impact and enable lasting 
behavior change.

Let’s call this your second step. You have 
already taken the first step: you have read 
this e-book. 

Here are some follow-on steps you can take 
to help leaders in your organization:

1. Use the carefully designed survey 
questions we used in our research and 
deploy them within your organization. If you 
send us an email to info@impacttrigger.com 
we will provide you with the questions and 
an administrative link that allows you direct 
access to the survey. Compare your scores 
with the results contained in this e-book.

2. Organize a webinar to explain the results to 
your leaders. Maybe you could create a “core 
team” to help you with defining your findings 
and conclusions. If needed, we can support 
you with a quest speaker, Anthonie Wurth, 
to provide an overview of behavior change 
and what it takes to guide this process 
successfully. 

3. Take the time to select an easy-to-use 
and proven framework that includes a 
measurement plan to help the leaders in 
facilitating and communicating the progress 
of the behavior change process. Create 
Actionable Intelligence that outlines how 
to organize your data and convert it into 
information that will become knowledge 
based on the outcomes of your analyses. This 
knowledge can be used to predict what will 
happen, and why, enabling leaders to make 
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Check out this example of a series of ImpactTriggers™ to facilitate behavior change:

start
current behavior

goal
desired behavior

week 5

week 6

week 7

week 8

week 1

week 2

week 3

week 4

key

BEHAVIOR CHANGE SURVEY

TASK REFLECTION

ASSIGNMENT

OPINION SURVEY

ASSIGNMENT

BEHAVIOR CHANGE SURVEY

PITFALL

ASSIGNMENT

EVALUATION

OPEN QUIZ

ASSIGNMENT

TASK REFLECTION

ASSIGNMENT

PITFALL

BEHAVIOR CHANGE SURVEY

CLOSED QUIZ

CLOSED QUIZ

OPEN QUIZ

LEARNING

GENERAL REFLECTION

Figure 26: Example of Series of ImpactTriggers™

TM
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EXAMPLE OF THE COMPLETE INTEGRATION OF ALL ELEMENTS 

With the overview included below, I would like to inspire you to explore how you can combine 
all elements for the benefit of your sales leaders and account owners. This is an example of our 
ready-to-go program. 

In addition to the defined behaviors for the Preparation and Execution phases, you will also 
find an Analysis Phase, or Actionable Intelligence.

Figure 27: Ready-To-Go Program 
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Concept underlying the program: 

The Preparation Phase
The program begins with the leaders. 
During two webinars, the selected 
leaders will learn what is needed to 
achieve behavior change.

To facilitate this change process within 
their teams, leaders need to know 
the essentials of behavior change. In 
addition to the essentials (webinar 
1), they will also learn about their 
roles and responsibilities throughout 
the change process and about the 
barriers experienced by the account 
owners. Leaders will receive deep 
insight into the total program and the 
reinforcement program for account 
owners. 

During a 4-week program, these 
leaders are receiving a reinforcement 
program that is aimed at turning them 
into Reinforcement Coaches. They will 
receive 15-20 ImpactTriggers™ spread 
over 4 weeks, a total time investment 
of less than one hour. Leaders will 
be asked to observe their teams, 
recognize barriers, note their teams’ 
motivation levels, etc. There will also 
be knowledge level checks to make 
sure we start at the appropriate level 
of understanding. 
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The Execution Phase
After the leaders have completed their 4-week program, the Salesforce reinforcement program 
starts. During a 12-week program, all selected account owners will receive ImpactTriggers™ (3-4 
per week) to guide them in the behavior change as defined. The focus will be on the correct 
target behaviors and overcoming identified barriers rather than on a Technical Tool approach. 

The 12-week reinforcement program for account owners will run in parallel with a less intense 
12-week program for the leaders (one ImpactTrigger™ per week). The program is intended to 
remind the leaders of the correct and critical actions needed throughout the three phases of the 
account owners’ behavior changes. 

The  Analysis Phase (Actionable Intelligence)
Based on the reinforcement design and its integrated measurement plan, the owners and leaders 
will gain insights into their change process. Deeper analyses by the project team will show how 
behavior change affects the use of Salesforce (strategic account planning, communication, 
tracking) and how this new behavior is critical to the success of certain achievements. 

Figure 28: Actionable Intellience
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