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INTRODUCTION

Why Sales Fail Without Strategy

Dear Reader,

Many small business founders start with the right instincts — a great product, market
hustle, and a can-do attitude. But when it comes to scaling sales, effort alone doesn’t
equal outcomes. Without a structured sales strategy, businesses run into repeat
problems:

o Marketing generates interest but leads go nowhere.

e Sales teams operate on guesswork, not goals.

e Founders are pulled into every deal, causing fatigue.

Sales isn’t just about closing — it’s about repeatable, predictable revenue. And that only
comes from strategic clarity.

What Does a Sales Strategy Actually Do?
A sales strategy is your roadmap to revenue. It aligns four essential elements:
1.WHO you are selling to — your Ideal Customer Profile (ICP)
2.WHAT you are offering — a compelling Value Proposition
3.HOW you’re reaching them — your Funnel and Channel mix
4. HOW WELL you’re tracking — your Metrics & Sales Review System

Each element supports the other. When they work in sync, your sales engine becomes
a predictable and scalable machine.

I'm excited to share this blueprint—not as theory, but as a practical tool to help you
bring structure to your sales. Inside, you'll find frameworks to define your ideal
customer, sharpen your value proposition, map your sales funnel, and build a consistent
review rhythm. It's everything you need to make your sales process scalable and
predictable.

Use it to reflect, refine, and rethink how your sales engine runs. And when you're ready,
I'd love to help you bring it to life.

Warm regards,
Rosario Baretto
Founder, BARECO
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CHAPTER ONE

Step 1: Identify Your Ideal
Customer Profile (ICP)

Your Ideal Customer Profile (ICP) is a strategic description of the type of customer who
would gain the most value from your product or service and deliver the most value to
your business. A clearly defined ICP helps you avoid the trap of chasing poor-fit leads
and wasting time on unqualified prospects.

Why It Matters
Without a strong ICP:

e Your messaging becomes too generic
e Sales reps waste energy on low-conversion accounts
e Customer success struggles with unhappy, misaligned customers

A sharp ICP enables focused prospecting, effective marketing campaigns, and efficient
use of your sales team’s time.

How to Define Your ICP:

1.Analyse Your Best Customers
o Which clients are easiest to serve?
o Who pays on time, renews often, and refers others?
o Which clients have grown with you over time?

2. Segment by Value vs Effort
o Use a simple 2x2 matrix to categorise clients:
= High-Value/Low-Effort = ICP
= High-Value/High-Effort = Premium ICP
= | ow-Value/Low-Effort = Secondary Market
= Low-Value/High-Effort = Avoid

3. Develop Buyer Personas
o Build detailed profiles including:
= Job role and responsibilities
= Key challenges and pain points
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= Goals and success metrics
= Preferred communication channels
= Typical buying objections

Case study:

A Saas firm targeting all types of SMBs struggled with high acquisition cost and
inconsistent client results. After analysis, they narrowed their focus to HR managers
in 100-500 employee companies, in industries with high churn like hospitality and
retail.

With new ICP clarity:
e They optimized landing pages with HR-specific language
e SDRs focused only on leads from 3 identified industries
e Demos were tailored to HR use cases

Result: Demo-to-close rate jumped from 18% to 53%. Onboarding effort dropped by
30%. Renewals improved across cohorts.

Quick ICP Builder

Attributes Description

1. Industry P4 e.g., Logistics, Education, Healthcare
2. Revenue Size -+ e.g., 5-50 Cr Annual Revenue

3. Team Size -+ e.g., 20-100 Employees

4. Decision Maker ----> e.g., Founder, Head of Sales

5. KeyPainPoint ....5 e.g.,Manual processes causing revenue leak
6. Buying Trigger ">  e.g., Recent funding, regulatory pressure
7. Success Metric  ----»  e.g., 30% improvement in conversion rates
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Exercise: Identify your ICP
List your top 5 customers and answer:

e What common traits do they share?

e How easy or difficult were they to close and retain?
e What problem did you solve for them?

¢ How did they find you?

e What made them say "yes"?

Takeaway

The sharper your ICP, the more efficient your sales process. Build your sales motion
around your best-fit customer, not the loudest prospect.
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CHAPTER TWO

Step 2: Craft a Compelling Value
Proposition

Most companies don't fail because of a bad product. They fail because they can’t
clearly explain why anyone should care.

Your value proposition is the promise of value your product delivers. It should explain:
e The specific outcome you enable
e For whom you do it
e How you do it differently than others

Why It Matters

In a noisy market, prospects scan and skim. You have 7 seconds or less to capture
interest.

A weak value proposition leads to:
e Higher bounce rates on landing pages
e Poor email response rates
e Sales calls that end with "I'll think about it"

Crafting Your Value Proposition

Use the formula: We help [target audience] achieve [specific outcome] by [solution
method].

Example: "We help local retailers increase store footfall by 20% in 3 months using
targeted SMS and WhatsApp campaigns."

Your value proposition should be:
e Clear: Avoid buzzwords

¢ Relevant: Match the ICP's pain point
« Differentiated: Highlight what makes you better
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Value Prop Audit: Quick Questions

e s it outcome-focused?
e Would your customer say it describes them?
e Can your entire sales team repeat it exactly the same way?

Common Pitfalls to Avoid

e Using vague phrases like "best in class"
e Listing features instead of outcomes
e Sounding like everyone else in your category

Case Study

A marketing agency was struggling to grow. Their old pitch: "We do digital marketing
and social media for brands."

They revised it to: "We help D2C brands generate 2x revenue in 6 months by building
paid ad campaigns that scale."

Result:

e Click-through rate on cold emails improved by 40%
e Win rate on proposals went from 18% to 31%
e More referrals from happy clients who understood the offering

Test It Internally
Ask 5 different team members: "Why do customers choose us?" If the answers don’t
match, your value prop isn’t landing.

Takeaway
If your customer can’t repeat your value proposition back to you, it’s not working. Make
it easy for them to understand what you do and why it matters.
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CHAPTER THREE

Step 3: Build a Sales Funnel That
Converts

A sales funnel is a visual representation of the journey your customer takes from
discovering your business to making a purchase. It breaks down the buyer journey into
distinct stages and helps you design structured activities, tools, and messages to move
leads from one stage to the next.

Why It Matters

Without a funnel, your sales process is reactive rather than strategic. You miss nurturing
warm leads, overwhelm cold ones, and fail to convert those close to buying.

A well-structured funnel:
o Clarifies where your leads are dropping off

¢ Tells you which tactics work at which stage
e Improves the customer experience by meeting them where they are

Four Key Stages of the Sales Funne

AWARENESS

Reach potential customers and make
them aware of your brand. Focus on
visibility and capturing attention.

INTEREST

Engage with your audience and spark
curiosity. Provide valuable information to
keep them interested.

DECISION

Help potential customers evaluate your
product or service by highlighting
benefits and solutions.

ACTION

Encourage leads to take action, such as
purchasing or signing up. Make the
process smooth and enticing.
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Four Key Stages of the Sales Funnel - Tactics & Tools

Awareness
o The prospect first discovers your product or brand.
o Tactics: LinkedIn posts, SEO blogs, YouTube videos, webinars, paid ads
o Tools: Meta Ads, Google Ads, LinkedIn

Interest
o They engage and want to know more.
o Tactics: Lead magnets, newsletters, gated content, free tools
o Tools: Landing pages, email autoresponders, WhatsApp bots

H Decision
o They're evaluating you against other options.
o Tactics: Case studies, testimonials, demos, pricing breakdowns
o Tools: Proposal templates, sales calls, CRM workflows

ll Action (Purchase)
o They commit and pay. This is where most companies stop.
o Tactics: Onboarding, customer success plans, first 90-day roadmap
o Tools: Digital welcome kits, implementation support, feedback surveys

Optimisation Framework
e Stage-to-stage conversion rate: Know your benchmarks (e.g., 1000 visitors > 100
leads > 30 demos > 10 clients)
e Lead Scoring: Not all leads are equal. Assign points based on behavior (e.g.,
downloaded guide =5 pts, attended webinar =10 pts)
e Follow-up Cadence: Email #1 (immediate), #2 (48 hours), #3 (1 week), then nurture
weekly

Case Study
A health-tech company relied heavily on referrals. After building a funnel with Facebook
ads (Awareness), whitepapers (Interest), and free trials (Decision), they:

¢ Increased lead generation 3x within 60 days

e Reduced sales cycle by 2 weeks

o Identified that webinars converted better than email sequences

Takeaway
The sales funnel isn’t just a marketing diagram — it’s your conversion system. Design it
with empathy, structure it with logic, and track it with data.
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CHAPTER FOUR

Step 4: Set KPIs and Run Weekly
Sales Reviews

You can’t improve what you don’t measure. Tracking the right KPIs (Key Performance
Indicators) helps you understand not just results, but also the effort and process behind
those results. It keeps your sales team aligned, accountable, and focused on consistent
execution.

Why KPIs Matter

Without KPls:
e Team members are unclear on expectations
e Wins and losses feel random and anecdotal
e Coaching becomes reactive instead of data-driven

With clear KPIs:
e You diagnose performance bottlenecks
e Set realistic sales targets based on conversion rates
e Encourage healthy team competition and transparency

Two Types of Sales KPIs

1.Activity-Based KPIs (leading indicators)
o Cold calls made
o Follow-up emails sent
o New demos scheduled
o Meetings completed

2. Outcome-Based KPIs (lagging indicators)
o Deals closed
o Revenue generated
o Conversion rate per rep
o Average deal size

Both are important. Activity KPIs drive behaviour. Outcome KPIs track business
performance.
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How to Set Effective KPIs
e Tie KPIs to each stage of your funnel
o Keep them specific, measurable, and realistic
e Share team benchmarks and individual goals
Example:
e 50 outreach calls per week
e 10 meetings booked
e 3 proposals sent
e 1deal closed
Pulse Review: Weekly Sales Review Format
1.Start with Wins: Recognise success to build morale
2.Pipeline Review: Go over deals in play, stuck leads, lost opportunities
3.Compare KPIs vs Targets: What'’s tracking well? What needs coaching?
4. Action Plan for the Week: Assign next steps

5.Shoutouts & Feedback: Keep it engaging and collaborative

Use a simple dashboard to show KPIs visually (Google Sheets, Zoho, HubSpot)

Sample Dashboard

Sal
ales Meetings Demos Proposals Win Rates Revenue
Person
Anjali 48 12 4 25% Rs. 1.5L
Ravi 55 10 3 30% Rs.2.2L
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CHAPTER FOUR
Case Study
A retail tech startup introduced activity KPIs and implemented weekly reviews every
Friday. Reps who previously missed targets started improving by tracking their
conversion rates between stages.
Qutcomes:

e 2xincrease in deal pipeline within 8 weeks

e Managers could spot coaching needs earlier

e Sales team became more self-managed and accountable
Mistakes to Avoid

e Setting KPIs without linking them to revenue goals

e Reviewing data without taking corrective action

e Creating too many KPIs that confuse reps

Takeaway

KPIs turn effort into insight. Reviews turn insight into action. Do both, every single week.
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CHAPTER FIVE

Next Steps: Build a Comprehensive
Sales Strategy That Delivers

BONUS: Sales Readiness Checklist
Before you implement your sales strategy, assess your current state. This checklist
gives you a diagnostic tool to spot gaps and build a roadmap.

How to Use:
e Print this and rate yourself from 1 (Not at all) to 5 (Fully in place)
e Total your score at the end
e Use it to prioritise which areas to improve first

Score

Area Description (1-5)

Clearly defined and documented ICP with buyer
personas

Ideal Customer Profile

Specific, benefit-oriented, and used consistently by the

Value Proposition
team

Clear stages with mapped activities, tools, and

Sales Funnel R
conversion benchmarks

Activity + Outcome KPIs tracked in a dashboard and

KPIs & Metri
s etrics discussed weekly

Team roles defined, targets set, and accountability

Sales Team Alignment K
culture in place

CRM, follow-up sequences, templates, proposal tools in

Tools & Systems
use

Repeatable scripts, objection handling, qualification

Sales Playbook
ales Flayboo criteria documented

Weekly check-ins + monthly strategy reviews happening

Review Cadence .
consistently

Score Legend:
e 35-40: Sales strategy is in excellent shape
e 25-34: Solid foundation, room for optimisation
e 15-24: Needs immediate attention
e <15: Time to rebuild your sales engine from the ground up

Pro Tip: Have each team member fill this out independently and compare scores to
spot alignment issues.
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Next Steps: Build a Comprehensive Sales Strategy That Delivers

You now have a blueprint. But this is just the beginning. If you want to turn ideas into
impact, it's time to go deeper. What your business needs is not just a sales strategy—it
needs an integrated approach where structure, people, systems, and execution work in
harmony.

Let’s co-create a comprehensive sales strategy that aligns with your growth ambitions
and implement it with precision inside your organisation.

Your 3-Step Action Plan

1.Start with a 45-Minute Discovery Call - We’ll understand your current pain areas,
sales process, and team structure.

2.Get a Detailed Sales Diagnostic - Our team will assess your business in depth and
recommend the ideal sales strategy and organisation structure.

3.Co-Create and Execute the Plan - We'll help you build a comprehensive strategy
and support your team in executing it effectively through tools, routines, and
coaching.

What You’ll Walk Away With:
e A clear diagnosis of what’s holding your growth back

e A future-ready sales strategy with defined goals and systems
e Real-world implementation support from the BARECO team

Book Your Free Sales Strategy Consulting :

@ info@barecoventures.com @+91 98201 00911

Let’s take your sales to the next level—with clarity,
confidence, and control.

©BARECO Ventures (OPC) Pvt Ltd | www.bareco.in | +91 9820100911
S



B BAR=CO

THANK YOU!

A8 Green fields, JVLR, Mumbai 400093, INDIA
+91 98201 00911

info@barecoventures.com

www.bareco.in



