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SALES OPERATIONS 

Sales Operations Maturity – Why Does It 

Matter? 
By Alejandro Erasso and Matthias Linnenkamp 

Executives and senior managers leading transformation initiatives in sales operations need a 

way to assess the current state of their organizations. The concept of operations maturity 

constitutes a useful framework to address such need. The leaders of consulting firm Sales 

Economics, Inc. explain the meaning of maturity and capability in practice, the pros and cons of 

using models to assess current states, –including some of the most popular models–, and 

describe a simple and effective assessment for sales operations. 

 

ften executives and senior 

managers are asked to lead 

“transformation initiatives” to make 

significant changes to the way their 

companies, or parts of them, perform. In all 

cases, and regardless of the size and 

difficulty of these responsibilities, one of the 

first activities they should complete is to 

determine the current state of operations in 

order to identify the best course of action 

and execute “operational improvements”. In 

other words, they must define what the 

current state A is in order to decide which 

“transformation” B should be applied to  

reach a desired state C. For guidance on 

defining sales operations strategy see our 

white paper “Supply Chain Has An 

Operations Strategy – Does Your Sales 

Organization?”  

When we look to improve sales operations 

we face the same challenge: how to assess 

the current state? Some loosely related 

efforts in recent years have appeared in the 

literature, almost always purely 

informative1, and inspired all by the 

Capability Maturity Model (CMM)2 .  

 

 

                                           
1 For example, see P. Hunt and J. Saunders, 

“The Journey to Pricing Excellence”, The Journal 
of Professional Pricing, Fourth Quarter 2008; 

and E. Branham, “The Ends Are the Means”,  at 

http://www.destinationcrm.com/Articles/Web-
Exclusives/Viewpoints/The-Ends-Are-the-Means-

72671.aspx on December 11 2010. 
2 See Software Engineering Institute, “The 

Capability Maturity Model: Guidelines for 
Improving the Software Process”, Reading, MA: 

Addison-Wesley, 1995. 

Current State A

Transformation B

Future State C
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CMM meant to evaluate the ability of a 

software organization to produce quality 

products and its principles seemed 

applicable in a number of management 

areas. However, neither CMM nor its over 

100 derived methods explicitly apply to 

sales operations, or are customizable 

enough to serve as a practical template in 

this field3. 

We reviewed the current thinking on 

“process area capabilities” and “operation 

maturity” and found that the strongest 

guidance in terms of sound structure and 

actual benchmarking is the recent Capability 

Maturity Model Integration Framework for 

services (CMMI)4. The CMMI Framework 

provides the structure needed to produce 

models, training, and appraisal components 

when focusing on service activities. Other 

competing models, such as OPM3 and 

P3M3, offer simpler and more targeted 

applications. However we found no 

framework or model directly aimed at sales 

operations.  

This note addresses the meaning of 

maturity and capability in sales operations, 

the caveats of using models to assess 

current states, and the strengths and 

                                           
3 For example, see Y. H. Kwak and C. William 
Ibbs, “Project Management Process Maturity 

(PM2) Model”, Journal of Management in 

Engineering, July 2002; and Organizational 
Project Management Maturity Model 2nd Edition 

(©2008, Project Management Institute). 
Regarding simple diagnostics see the Sales 

Executive Council's “Anatomy of a World-Class 
Sales Organization” at 

https://sec.executiveboard.com , for a high level 

questionnaire from a sales perspective. 
4 See Software Engineering Institute, “CMMI for 

Services, Version 1.3”, CMU/SEI-2010-TR-034, 
November 2010. 

weaknesses of CMMI, P3M35 and other 

popular models regarding sales operations. 

We then describe, based on our years of 

practice, a simpler but effective assessment 

for sales operations that builds on the same 

ideas, but without the complexities of a full 

CMMI appraisal. 

Maturity of Sales Operations 

The following questions clarify the meaning 

of sales operations maturity, its raison 

d’être and its limitations. 

 What is an operations maturity model? 

 

Let us start with a definition of maturity. 

In the context of sales operations 

“maturity” describes the ability of an 

organization to anticipate or predict the 

practical outcome of its work. In other 

words, maturity answers the question 

“can the organization execute a given 

sales strategy to achieve a given 

business objective”? 

A widespread definition of maturity 

model is “a set of structured levels that 

describe how well the behaviors, 

practices and processes of an 

organization can reliably and sustainably 

produce required outcomes”6.  

Combining the two concepts above, a 

sales operations maturity model is thus 

“a set of structured levels that describe 

how well the behaviors, practices and 

                                           
5 See Office of Government Commerce, UK, 

“Portfolio, Programme and Project Management 

Maturity Model (P3M3) – V2.1”, 2010. 
6 See Wikipedia at 

http://en.wikipedia.org/wiki/Capability_Maturity_
Model on June 1st 2011. 
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Maturity levels indicate the 

progress achieved by the 

organization to perform and 

reliably and sustainably produce 

required operational outcomes 

processes of sales support organizations 

can reliably and sustainably produce 

required operational outcomes that fulfill 

business objectives”. 

 What are the components of an 

operations maturity model? 

Dimensions, characterizing related 

processes, resources, and expertise that, 

when combined, achieve a set of goals. 

These are not 

the activities at 

the core of the 

organization, 

such as sales 

enablement 

and sales 

compensation, 

but the 

activities, 

assets, and skills needed to ensure the 

organization improves performance to 

achieve a set of goals. For example, 

“management controls” for sales 

enablement and sales compensation. 

Maturity levels, typically three to six, with 

a descriptor indicating the progress 

achieved by the organization to perform 

and thus reliably and sustainably produce 

required operational outcomes, such as a 

“repeatable process” level. 

Goals, defining the desired state of the 

dimension, i.e. describing what it means 

to reliably and sustainably achieve 

outcomes: for instance, “sales 

compensation processes produce 

consistent and timely reports across all 

compensation plans”, “account plans are 

evaluated as to their completeness and 

usefulness to drive account growth”.  

 Why develop a sales operations maturity 

model? 

Establish a common language and 

direction for the management team, staff 

and other parties involved in 

“transformation initiatives”. 

Define a reference to evaluate the 

maturity of the organization against itself 

at a later date, i.e. measure change. As 

indicated in the introduction, often this is 

done to set process improvement goals 

and priorities in “transformation 

initiatives”.  

Determine how well the organization’s 

capability compares to other 

organizations’ and thus learn about 

external benchmarks and best practices. 

Provide guidance and prioritization for 

developing or improving processes to 

mitigate risks and meet business goals 

related to the capability. Part of this 

includes justifying investments in 

improvements to the organization. 

 What is necessary to make a maturity 

model actionable? 

There are two indispensable elements to 

make use of the maturity model. The 

first one is a practical methodology to 

measure the actual performance in the 

context of the model. This is what some 

would call an assessment and others an 

appraisal. Either way, the entity in 

charge of using the methodology should 

be able to identify at what level the 

organization is performing and 

(preliminarily) diagnose existing issues, if 

any. We use the word preliminarily in 

parenthesis since sometimes 
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A given level of maturity of the 

operation only indicates certain 

level of expected, not 

guaranteed, performance 

assessments are able to easily pinpoint 

the root cause of problems and 

sometimes the exercise needs deeper 

investigation, even though the problem is 

clearly defined. For example, inconsistent 

definitions of “leads”, one from 

marketing and the other from sales, can 

be the root cause of a contrasting 

performance of the two functions. An 

assessment may identify differences in 

the count of leads between the records 

of the two functions but may not directly 

point out to the disparate definitions 

since other potential issues could exist, 

namely data quality problems, IT 

systems integration problems, and so on.   

The second element is a way or method 

to recommend corrective actions to the 

diagnosed issues. Management and staff 

need not just the knowledge to 

determine what to prescribe as a solution 

but also a process to arrive at the 

recommendation. Using the example of 

the definition of a “lead”, if management 

of both functions do not address the 

issue together, neither marketing nor 

sales will prescribe an effective corrective 

action. The maturity model by itself can 

lead to identifying a problem, even 

suggest a solution, but will not 

automatically lead to execution. 

 What is the difference between maturity 

and capability? 

Organizations can improve processes 

within a single process area such as 

“management controls”, and “risk 

management”, or improve simultaneously 

multiple process areas to reach certain 

amount of progress that ensures overall 

reliability and sustainability. In the first 

case, when talking about individual 

process areas, models tend to refer to 

capability, as in CMMI. When multiple 

process areas are studied together 

across the entire organization, focusing 

on their synchronous interaction, models 

refer to maturity. 

Capability is often used in another 

context when discussing “operational 

capabilities” to support a business 

strategy. For the time being, in this note, 

we will use the first meaning of 

“capability” when discussing 

improvements in individual process 

areas. 

 Is there a correlation between 

performance and maturity level? 

The initial answer is that there is 

correlation by design. All operations aim 

at 

producing 

or 

delivering a 

benefit to a 

customer. 

Efforts to 

improve 

their outcome focus either on the 

product or service itself, or on the 

associated production or delivery 

processes. In the 1980’s the emphasis 

shifted towards the latter, to arrive at the 

“concept of evolutionary improvement of 

the (software development) process”7. 

This was the basis of CMM and all its 

                                           
7 See M. Kaner and R. Karni, “A Capability 
Maturity Model for Knowledge-Based Decision-

making”, Information Knowledge Systems 
Management 4 (2004) 225–252. 
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derivations. Maturity models today 

consist of a series of levels matching the 

degree of process effectiveness and 

efficiency that indicate the ability of the 

organization to execute the process 

successfully.  

From a practical experience, the 

correlation is not close to 1.0. Two of the 

most popular models, CMMI and P3M3, 

provide performance information related 

to the adoption of maturity models8. In 

general, based on those references, and 

our own experience, it could be said that 

there is a clear positive correlation. 

However, a given level of maturity of the 

operation only indicates certain level of 

expected, not guaranteed, performance. 

Unfortunately, highly mature 

organizations can make mistakes and 

produce poor outcomes too. 

Performance will vary under different and 

unpredictable circumstances, the 

particular objectives of the organization, 

and many other factors (see next two 

questions). Some observations indicate 

that larger organizations tend to have 

more predictable outcomes when 

adopting a maturity model than smaller 

ones, although this can also be the result 

of adopting standards that accompany 

the implementation of the model that 

could also be embraced through other 

management initiatives. A final judgment 

is still pending. 

                                           
8 See 
http://www.sei.cmu.edu/cmmi/research/results/ 

, http://sas.sei.cmu.edu/pars/ and 
www.outperform.co.uk . 

 Does having such a model guarantee 

that the sales operations’ management 

knows what should be done? 

A model is a necessary condition for 

performance but never guarantees it. A 

well structured model should provide 

sufficient guidance to ensure that 

management can determine, at least 

generically, what needs to be done to 

make modifications to the operation.   

 What is not captured by a maturity 

model? 

A model is an abstraction and as such, it 

can capture the elements that the 

designer thinks are appropriate to 

represent reality. The models discussed 

so far partially address motivation, 

behaviors and incentives of the people in 

charge of running operations. In fact, the 

Capability Im-Maturity Model (CIMM) is a 

criticism to the often overlooked area of 

human behavior. CIMM states that 

dysfunctional behavior also happens in 

CMM certified organizations9. Recent 

efforts started to address behavior and 

decision making but are not widespread 

at this point in time10. 

A common criticism is that maturity 

models address the question “what are 

the elements of the ideal solution?” but 

do not answer the related question “how 

can the ideal solution be achieved?”11 

                                           
9 T. Schorsch, "The Capability Im-Maturity Model 
(CIMM)", U.S. Air Force (CrossTalk Magazine), 

1996. 
10 See for example M. Kanera and R. Karni, 
referenced above. 
11 See T. Mettler, “Thinking in Terms of Design 
Decisions when Developing Maturity Models”, 
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This refers back to the elements of 

maturity models necessary to make them 

actionable.  

 Does the use of a maturity model stifle 

innovation or make the organization 

more rigid? 

A common argument 12states that 

gaining more predictability means more 

rigid processes which lead to more rigid 

thinking and less innovation. In a 

nutshell, adopting methodologies that 

ensure standardization kills adaptation in 

the marketplace. Standardization on the 

other hand ensures repeatability and 

thus automation, which in turn allows for 

scalable operations for greater 

performance. The best managers know 

that there is always a minimum level of 

predictability necessary to successfully 

execute business strategies. As it will be 

explained below, the most mature 

organizations are the ones that are most 

capable of adapting their processes to 

their environments in a continuous 

fashion. 

What often happens when this criticism is 

raised is that a poorly planned and 

executed assessment of an operation is 

what gets attention. Good assessments 

do happen because the people involved 

do know about the model, about real 

business processes, and about the 

                                                                
International Journal of Strategic Decision 

Sciences, 1(4), 76-87, October-December 2010. 
12 Herbsleb, J. D., & Goldenson, D. R. (1996), “A 

Systematic Survey of CMM Experience and 

Results. 
In Proceedings of 18th International Conference 

on Software Engineering, Berlin, Germany (pp. 
323-330). 

business at hand, and thus plan and 

execute accordingly. 

The benefits of using maturity models 

seem to exceed the costs related with 

their adoption and limitations. Even if 

you have doubts, if your objective is to 

determine where your operation stands 

and build a roadmap of improvements 

out of a prioritized list of problems, then 

a prescriptive model according to the 

level of sophistication of the operation is 

necessary. To better illustrate these 

ideas, the following section describes 

three of the most popular, and 

prescriptive, maturity models. 

A brief overview of CMMI, 

OPM3 and P3M3, and their 

practical implications 

CMMI, OPM3 and P3M3 are three of the 

most popular maturity models used today. 

None was originally developed for sales 

operations but parts of their more recent 

versions, focusing on service delivery, 

project management, or program 

management, make them arguably starting 

points for an application in sales operations.  

The following table presents a very succinct 

characterization of these models:  
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SIDE BY SIDE COMPARISON OF CMMI, OPM3, AND P3M3 
 

ACRONYM CMMI OPM3 P3M3/P2MM 

Name Capability Maturity Model 
Integration 

Organizational Project 
Management Maturity Model 

Portfolio, Programme 
and Project Management 
Maturity Model / PRINCE2 
Maturity Model 

Author Software Engineering Institute 
(USA) 

Project Management Institute 
(USA) 

Office of Government 
Commerce (UK) 

Models - 
Domains 

 Development 
 Acquisition 
 Services 

 Portfolio management  
 Program management 
 Project management  

 Portfolio management  
 Program management 
 Project management 

Focus  Product development 
 Raw material and 

component acquisition 
 Services delivery 

 Portfolio of investments for 
strategic objectives 

 Program management to 

drive multiple projects 
 Project management to 

execute  

 Portfolio of investments for 
strategic objectives 

 Program management to 

drive multiple projects 
 Project management to 

execute  
Original 
emphasis 

Software development (CMMI) Project Management Institute 
Body of Knowledge (PMBOK) 
focusing on areas of awareness 
in organizational project 
management in general 

P3M3 started on the public 
sector procurement area.  
P2MM focuses on areas of 
action in project management 
in controlled environments 
unlike project management in 
P3M3 

Latest 
version 

Development V1.3 & 
acquisition V1.3 in 2010  
Services V1.3 in 2011 

V2 in 2008 V2.1 in 2010 

Popularity US, Canada, Latin America US, Canada, Latin America UK, continental Europe, 
Australia and New Zealand  

Design 
complexity 

Highly complex Intermediate Intermediate 

Assessment 
– Appraisal 

Certified professional Either certified professional or 
self assessment or both 

Either certified professional or 
self assessment or both 

Maturity 
levels 

1. Initial  
2. Repeatable 
3. Defined  
4. Managed  
5. Optimizing 

1 – Standardizing 
2 – Measuring 
3 – Controlling 
4 – Continuously improving 

1 – awareness of process 
2 – repeatable process 
3 – defined process 
4 – managed process 
5 – optimized process 
P2MM covers 1-3 

Dimensions  16 core process areas  
common to all models (e.g. 
organizational process 
definition  & decision 
analysis and resolution) 

 Up to 8 process areas 
specific to the services’ 
model (e.g. service 
continuity for the services 
model) 

 The project management 
domain has 42 processes, the 
program management 
domain has 47 processes and 
the portfolio management 

domain has 13 processes.  
Each process has 15 
capability - outcome 
statements. All these 
capability – outcome 
statements are organized in 
412 best practices. 

 76 best practices for 
transforming the environment 
and culture of organization 

 7 process perspectives 
common to all models  
(e.g. management control, 
benefits mgmt., financial 
management, stakeholder 

engagement, risk mgmt, 
organizational governance 
& resource management)  

Reasons for 
increased 
maturity 

Increased efficiencies, 
standardization, and 
quantification 

Standardization, measurement, 
and control through best 
practices 

Same 
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All these models are structured following 

two major principles: 

How processes are characterized and 

grouped together 

In general, processes across these models 

refer to “a set of interrelated activities, 

which transform inputs into outputs, to 

achieve a given purpose”13. However, 

different models use different dimensions to 

characterize processes and thus several 

alternatives for grouping them. 

A CMMI’s process area is “a cluster of 

related practices in an area that, when 

implemented collectively, satisfies a set of 

goals considered”. P3M3’s and P2MM’s 

process perspectives are equivalent to 

higher level groups of process areas 

characterized by “attributes” of business 

nature. The OPM3 model breaks best 

practices into capability-outcomes 

following the Project Management 

Institute’s Project Management Body of 

Knowledge. 

For example, using CMMI, the financial 

aspect of the operation is seen in multiple 

process areas, such as “Decision Analysis 

and Resolution (DAR)”, “Work Monitoring 

and Control (WMC)”, and many others. 

Given the way companies organize today, 

and the business vocabulary in vogue, this 

approach often causes difficulties for 

executives to map it in their minds and use 

it. P3M3’s focus on process perspectives 

                                           
13 This definition is consistent with ISO 9000, 

ISO 12207, ISO 15504, and EIA 731. 

more easily relates to common business 

language: financial aspects of the operation 

are addressed by using the “Financial 

Management” perspective grouping.. P2MM 

is similar to P3M3. 

Some other aspects of an operation are 

treated more homogeneously across these 

models. Risk is explicitly mentioned in “Risk 

Management”. They all have similar 

emphasis on the practices, work products, 

features, or attributes underneath the 

corresponding process area, perspective, 

and so on.   

All the models specify that an organization 

should have processes that address certain 

practices. To determine whether these 

processes are in place, a work group or 

organization maps its processes to the 

process areas, perspectives, or best 

practices in the model.  The mapping of 

processes to process areas enables the 

organization to track its progress against 

the model. Furthermore, no model specifies 

a particular process to be followed, just its 

general characteristics as to pursue certain 

goals. 

How levels of maturity are 

characterized 

The levels indicate an evolutionary 

improvement path from an immature 

process to a mature process. The amounts 

of discipline, consistency, predictability and 

other desirable characteristics augment as 

the progression increases.  
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 Specifically, all three models consider an 

organization’s path to maturity as driven by 

enhancements in efficiencies, 

standardization, and quantification of their 

operation. 

Typically, there are up to five levels,–a 

holdover of the original idea of 

management maturity found in the Quality 

Management Maturity Grid by Philip 

Crosby14. 

Each "Maturity Level" has a specific set of 

process areas, knowledge areas, or process 

perspectives associated with it. Higher 

                                           
14 P.B. Crosby, “Quality is free”, McGraw-Hill, 
1979. 

levels of maturity may include new process 

areas, and won’t be reached until the goals 

of process areas for lower levels of maturity 

are satisfied. 

A particular characteristic of CMMI, helpful 

when an organization wants to concentrate 

on a few process areas and not cover all at 

the same time is the concept of capability, 

as explained in the questions above in the 

section “About maturity in sales operations”. 

 
                                     SIDE BY SIDE COMPARISON OF CMMI, OPM3, AND P3M3 

 

 

5 - Optimizing

4. Managed 

3. Defined 

2. Repeatable

1. Initial 

CMMI  Svcs. v1.3

5 – Optimized

4. Managed 

3. Defined 

2. Repeatable

1. Awareness

P3M3 v2.1

4. Continuously 
Improving

3. Controlling 

2. Measuring

1. Standardizing

OPM3 v2.0

Process Areas Process 
Perspectives

Best  Practices

Capacity & 
availability mgmt.

Causal analysis & 
resolution

Configuration 
mgmt

Decision analysis & 
resolution

Service continuity

Optimize portfolio

Align projects

Prioritize projects

Standardize  
project initiation 

Control program 
team dev.

Mgmt control

Benefits mgmt

Financial mgmt

Stakeholder 
engagement

Resource mgmt

Maturity levels

Dimensions
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CMMI uses maturity levels to characterize 

the overall state of the organization’s 

processes relative to the model as a whole, 

while relying on capability levels to 

characterize the state of the organization’s 

processes relative to an individual process 

area. The four capability levels are 

designated by the numbers 0 through 3: 0. 

Incomplete, 1. Performed, 2. Managed, and 

3. Defined. They match maturity levels until 

level 3, after which only a cross-process 

area effort can take the whole organization 

to levels 4 and 5 with greater efficiency, 

standardization, and quantification. P3M3 

also uses maturity in different areas or 

major processes to ensure they can be 

assessed individually or together. OPM3 

offers modularity of assessment around 

capabilities. 

Differences in assessment 

Organizations are not certified but assessed 

or appraised and rated with a level of 

maturity. For example, a "Maturity Level" X 

means that an organization was found to be 

achieving the goals required by process 

areas, knowledge areas, or process 

perspectives for such level X.  

CMMI allows for a number of assessment 

methodologies, including the most popular 

family called SCAMPI15. One of them, the 

SCAMPI A CMMI, provides rules for ensuring 

the consistency of SCAMPI A appraisal 

ratings for maturity levels16. SCAMPI and 

                                           
15 See SEI, “Standard CMMI Appraisal Method 
for Process Improvement (SCAMPI)”. 
16 Visit 

http://www.sei.cmu.edu/publications/documents
/06.reports/06hb002.html for the Method 

Definition Document (MDD) that guides the 
appraisal process. 

related appraisal methods rely on surveys 

and interviews of process participants, 

direct observation of work products and by-

products, covering a very wide range of 

process areas in a comprehensive way.  

P3M3 assessments17 are similar in nature to 

SCAMPI when performed by experts. They 

rely on a structured framework of 

questionnaires to enable registered 

consultants to assess the maturity level of 

an organization or a defined part of it. P3M3 

also includes a series of self-assessment 

surveys to help organizations jump start 

their understanding of their maturity level of 

operation. A P3M3 self-assessment typically 

focuses on deciding scope, selecting an 

approach (led by an individual, an 

organization or an external facilitator), and 

identifying names of assessors to do the 

work, complete a survey, analyze it and 

determine next steps.   

OPM3’s assessment relies on verifiable 

capability statements which are further 

defined in terms of corresponding outcome 

statements and KPI’s. The capability 

statements are organized within best 

practice statements that serve as categories 

for the essential capability content.   

Criticisms (in light of sales operations 

needs) 

CMM and CMMI have been criticized 

because of their excessive emphasis on the 

process perspective and their disregard of 

                                           
17 See www.p3m3-officialsite.com and 
http://www.apmg-

international.com/home/AccreditationServices/M
aturityAssess.asp . 
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people’s capabilities18. Furthermore, their 

heavy use of “formalization of improvement 

activities”, endless training, the need for 

large bureaucracies, and, according to 

many, the reduction of an organization’s 

tolerance to change and thus their ability to 

innovate19, all paint a picture of 

unmanageable size and complexity.  

We tried to dispel some of this criticism in 

the “About maturity in sales operations” 

section above. Readers can see that many 

of these points of view are misconceptions 

and only in some cases are valid. For 

example, P3M3 uses plain English and a 

more standard business vocabulary to make 

the models more accessible and actionable. 

However these judgments don’t diminish 

the importance and usefulness of a maturity 

model. And yet, we haven’t synthesized all 

these concepts into something simpler, 

using less complicated jargon, and tailored 

to sales operations. That is our intention in 

the next section. 

How to conduct a simple 

assessment of your sales 

operation’s maturity 

Senior managers in sales operations need to 

drive their organizations toward greater 

levels of efficiency and effectiveness to 

achieve greater overall profitability for the 

company. And by reviewing the process 

areas relevant to sales operations using a 

filter that focuses on efficiency, 

effectiveness, and profitability, assessments 

                                           
18 See J. Bach, “The Immaturity of CMM”, 
American Programmer, 7(9), 13–18, 1994 and 

T. Schorsch, referenced above. 
19 See www.cmmifaq.info . 

can be simpler and quicker. If, in addition to 

surveying sales and sales operations 

personnel, executives task examiners to 

measure financial and operational aspects 

as well, then these assessments can very 

quickly provide characterizations of 

capabilities and maturity that reflect the 

ability of the operation to perform under the 

KPIs that matter to them. 

Sales Economics Model 

In this section we propose a model inspired 

by the traditional framework of CMMI and 

the variety of assessments and perspectives 

found in P3M3. In addition, we identify two 

ways to assess the maturity of your sales 

operation. 

Fundamentally, we believe one needs to 

take a holistic view of what constitutes an 

operation. There are a number of 

operational components, such as process, 

but also governance, information systems, 

etc. When combined they indicate the 

ability of an organization to anticipate or 

predict the practical outcome of its work 

(remember our definition of “maturity” 

above).  In other words, a sales operations 

definition of maturity needs operational 

components, not project management or 

generic service dimensions. This maturity 

model therefore refers operational 

components. 

Secondly, to put the level of maturity in 

context, we describe it from the perspective 

of the specific areas of sales operations. For 

example, if we accept that sales operations 

include Strategy and Planning, Forecasting, 

Analytics, Compensation, Sales Enablement, 

Opportunity-to-Quote-to-Order Operations, 

Sales Automation Infrastructure, Field 
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Operations, Recruiting, Training and 

Knowledge Management, and possibly 

others, each of these areas should be 

subject to an assessment of their level of 

maturity. The assessment thus becomes 

context-specific. 

Third, we believe that the generic goals in 

sales operations include efficiency, 

effectiveness, and profitability targets, 

manifested as KPIs. These are context-

specific too. How well the operation 

performs is determined in relation to those 

goals and KPIs. However, how reliable the 

operation is to sustainably deliver business 

results is a different thing. Therefore, any 

selection of levels of maturity must blend 

predictability, sustainability, and adaptability 

with sales operations’ generic goals. 

Looking at the levels we start with “Brand 

New” operations, realizing that in small 

companies often a sales operations function 

does not exist. We then use the labels “Ad-

hoc”, “Repeatable”, “Defined”, “Managed” 

and “Learning” for the successive stages 

since organizations mature their processes 

in stages based on solving problems in a 

specific order. 

Fourth, we avoid the benchmarking trap. An 

apparent but irrelevant “limitation” of 

proposing a context-specific model is the 

difficulty of benchmarking ratings at this 

time. This condition is not indispensable for 

executives in practice since internal 

measurements within the company provide 

all is needed to evaluate progress and 

achieve the performance of the desired 

state. Similarly, our intent is not to “rank 

the organization’s level of maturity” in the 

way CMMI, P3M3, and others do it, but to 

provide executives with a valuable 

assessment that helps them systematically 

improve their sales operations. 

The following tables help describe this 

approach: the first table on the next page 

shows the model characterization by 

operational components. 

The second table offers an example of using 

the characterization of maturity for the 

Opportunity-to-Quote-to-Order Operations 

area. 

Assessment 

The sales operations assessment for this 

area is performed by answering questions 

about the existence of characteristics 

identified in the table above.  

The lowest level maturity of all the 

operational components determines the 

overall level of maturity for the sales 

operations area.   

The assessment can be performed in one or 

several areas to get a holistic picture, and 

by a few impartial and knowledgeable 

individuals to avoid biased appraisals.  

Benefits  

This model and its assessment do not 

require a massive effort before the 

examiner(s) can determine what the gap is 

between the current state A and the desired 

state C, where the operation must change, 

and in which sequence.  

The assessment provides clarity on the 

general improvement potential. For 

example, an organization at level 1 or 2 has 

lots of room to drive additional profit 

contribution through largely process and 

management related investments.  
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Almost all effectiveness and efficiency gains 

will drop to the bottom line. Even better, 

they are under the company’s control. 

The assessment also avoids throwing 

money at initiatives that won’t yield their 

expected returns, because other operational 

components are lagging. A very common 

mistake is to bring new tools and people 
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before an operation is ready to fully utilize 

them and reap any gain. Big software 

projects and other “white elephants” come 

to mind. Thus, once you have the results, 

the assessment works as a framework to 

focus on prioritizing efforts related to 

particular operational areas and to clearly 

define where the strategic investments need 

to be made. 

What are the alternatives for 

action? 

There are a couple of ways in which the 

proposed method can be used, either on a 

self help basis or through a formal review. 

The options include: 

1. Review the maturity model and assess 

your sales operation yourself using the 

characteristics described in the tables above 

and develop your own set of qualifying 

questions. 

2. Contact Sales Economics to undertake a 

deeper review to formally assess your 

organization’s maturity level vis-à-vis your 

sales operations’ KPIs. 

In summary 

Maturity models are proliferating with no 

end in sight. The majority of the models do 

not have associated assessment models to 

make them normative, as opposed to simply 

informative. And unfortunately, the most 

conceptually robust ones are complex and 

hardly applicable to sales operations. 

However, executives and senior managers 

can avoid these challenges and reap the 

benefits of thinking and acting using a sales 

operations maturity model by following a 

framework that focuses on contextual 

information for sales and on the holistic 

characteristics of operations as laid out 

above.. 
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