
Transforming the Sales Organization

Thinking from the C-Level buyer’s perspective delivers powerful product  
launch sales results for ADP

Automatic Data Processing, Inc., (ADP) is one of the world’s largest providers of business 
outsourcing solutions. The $9 billion company serves more than 570,000 clients worldwide and 
offers the widest range of human resources, payroll, tax, and benefits administration solutions 
from a single source.

In 2009, the company launched Workforce Now HR Services. This suite of business solutions 
integrated a full range of ADP management services for the first time. An exciting all-in-one 
product for business owners, it represented a different, higher-level value from ADP. 

Ensuring that Major Accounts, a $2 billion ADP business unit, could effectively position and sell 
the new product would require nothing less than transforming the sales organization. This was a 
challenge that ADP readily embraced.

Need: Think Differently, Sell Higher
Major Accounts was headed by Vice President of Sales Learning and Performance Ken Powell. 
Powell knew that sales success of Workforce Now HR Services would be found at the C-Level. 

“With this new product, we were moving from the solution portfolio of providing only 
technology-based services to offering a fully-outsourced suite, a combination of people and 
technology. That dialog is very different from a buyer’s perspective,” Powell says.

Advantage Performance Group President and CEO Annika McCrea explains, “ADP faced a 
common challenge: needing to help the sales organization sell to a different client contact at a 
higher level. What was uncommon was ADP’s realization that this required the sales team to 
understand the customer’s entire company, not only the HR business.”

ADP needed a learning initiative that would help the sales organization understand the Workforce 
Now HR Services solution and its benefit to customers, and drive sales. That would help sales people 
step out of their HR comfort zone and think differently, develop relationships with owners and 
CEOs, show that they understand business from the C-Level perspective, and more. The learning 
also needed to equip frontline sales leaders to coach more effectively around all these goals.

Helping the team think more consultatively was a top priority. Powell explains, “What buyers 
today pay for is insight and intellect. As a customer, I pay for people who can help me solve 
problems, navigate change, and be aware of leading trends. We needed to teach our people to 
act the same way.”

The learning had to fit three ADP sales roles: Sales Leaders who led and managed teams, District 
Managers (DMs) who served as ADP’s major accounts sales people, and Systems Consultants 
who provided customers with on-site tech support.
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“What buyers today pay for is insight and intellect. As a customer, I pay for people who can help me solve problems, 

navigate change, and be aware of leading trends. We needed to teach our people to act the same way.”

What Has to Happen?
McCrea partnered with Powell to create an initiative tailored 
to all of these needs. The Advantage Performance Group 
“Advantage Way” process, which ties learning to measurable 
business results, was embedded in every aspect of the learning.

The first step was to identify exactly what the launch initiative 
needed to achieve. Powell and McCrea did this by creating Impact 
Maps for each of the three sales roles. This key component of 
the “Advantage Way” process defines the outcomes desired from 
learning and the behaviors that will lead to those outcomes. Each 
Impact Map articulated the behaviors before, during, and after 
learning that would be required in order for the ADP sales team 
learners to reach targeted business goals. 

Impact Maps would play a key role throughout the initiative. 
A Web-based session helped managers understand how to 
maximize their use. Before the learning, participants met with 
their managers and used Impact Maps to target key behaviors 
and results they wanted to get out of training. After the learning, 
managers continued using the Impact Maps to hold participants 
accountable for business results, and to continuously coach 
toward improved performance. 

“The Impact Map tool aligned well with one of our strategic 
business issues, which was around driving more effective sales 
coaching at the front line, and ensuring stickiness around the 
learning that we wanted to cement,” says Powell. 

Real-World Learning
A sales simulation from Advantage Performance Group’s Alliance 
Partner BTS formed the core of the learning experience. During 
the simulation, sales professionals were immersed in a very 
realistic simulation, entirely customized to ADP and a fictitious 
client. The simulation was based on the BTS Mind of the Customer 
four-pillared approach to understanding customers’ wants, needs, 
and problems — and succeeding in winning their business. 

“What is quite different about the Advantage Performance 
Group approach is how it gives people a different perspective 
on the buyer,” comments Powell. “I call it ‘outside-in versus 
inside-out,’ which means looking at things from a buyer’s rather 
than a seller’s perspective. What we created here was a great 
illustration of that.”

“The simulation format and content also helped us emulate in 
the closest manner what real-world selling is like,” he adds. The 
simulation was fully customized to the ADP product launch by 
incorporating live accounts and using field feedback to build 
customized sales scenarios. The experience also integrated sales 
solutions that ADP instructional designers were developing 
internally. Group discussions and exercises allowed participants 
to learn from each other, and learners received tools such as the 
ROPE questioning model for use back on the job. 

The BTS SalesTeam program was a key component of the 
initiative. Ideal for product launches, this experience allows 
salespeople to practice matching new selling techniques to the 
way their customers actually buy. 

McCrea explains, “A lot of companies don’t realize that the 
gap their sales people have is really around understanding the 
customer’s buying cycle. For example, if my sales process says to 
proceed to the proposal stage, but my client isn’t ready, there’s 
misalignment between the sales process and the buying process. 
SalesTeam helps sales people focus on their customers’ buying 
cycle so that misalignment doesn’t happen.”

Assess the Impact
In summer 2009, the Workforce Now HR Services initiative was 
launched in 12 sessions concurrently around the country. Over 
three days, ADP facilitators who had been trained by Advantage 
Performance Group led 1,200 ADP sales people through the 
learning.

The sales team was enthusiastic about the learning content and 
tools, and appreciated the fast-paced, highly engaging simulation 
experience. “This type of discovery-based learning is really 
beneficial for this generation of learners,” says Powell. “They 
multitask, they understand things faster, they want to be in charge 
and in control. These kinds of programs really appeal to Gen X, 
Gen Y, and Millennials because that’s how they like to learn.”

Did the initiative create the behaviors and impacts articulated by 
the Impact Maps? Six months after the initiative, an “Advantage 
Way” Success Case impact evaluation process provided the 
answer.  

The Success Case process uses proven statistical methodology 
to assess if and how the business outcomes that learning is 
designed to achieve are actually happening. “We’re very focused 
on measuring training results,” Powell emphasizes. “Success 
Case is an alternative way to come at results measurement that 
I thought was very meaningful and provided an appropriate level 
of detail for a learning investment of this size.”

[continued]

www.advantageperformance.com



 YOUR ADVANTAGE SUCCESS CASE 3

  continued 

“We’re very focused on measuring training results. Success Case is an alternative way to come at results measurement 

that I thought was very meaningful and provided an appropriate level of detail for a learning investment of this size.”

Bottom-Line Results
The Success Case showed that ADP Sales Leaders, District 
Managers, and Systems Consultants who were using what they 
learned had already produced significant sales. For example:

• A District Manager who developed the capability and confi-
dence to call at a senior level made a significant HR Services 
sale after approaching a law firm partner and demonstrating 
that he understood the firm’s business goals. “I now call on 
executives first,” he says. ”I wouldn’t have done this before, 
only if I got referred in.” 

• A Sales Leader believed that the launch training gave 
her the tools to help her team generate $250,000 in HR 
Services sales. She now conducts weekly training with her 
DMs and coaches them using new methods such as the 
ROPE questioning model, listening in on C-Level calls, and 
a contest around sales scenario roleplays. “I embraced the 
training, developed it, and engrained it into our processes,” 
she confirms.

• Another Sales Leader who developed a process for coach-
ing and motivating his 13 DM reports continually reinforces 
learning from the training. Six months after the initiative, his 
team had completed four HR Services sales. He believes that 
the training “has really given me a process and framework 
with which to coach my team in having different conversa-
tions with different roles than what they had been use to.”

The Success Case showed that business impact of the Workforce 
Now HR Services launch initiative was resulting from many positive 
behavior changes back on the job. Sales people were calling higher, 
using a different type of conversation than before. They were 
positioning ADP as a value-added partner to both current clients 
and prospects, with a focus on understanding the customer’s 
business goals. Sales people also described more active support 
and coaching from their managers following the training.

All these impacts resulted in significant multi-year sales 
contracts, expanded business with current customers, and more 
qualified prospects in the sales funnel. The bottom line: Even 
during a turbulent economy, the ADP sales team developed their 
ability to hit launch sales goals, “which is quite significant, given 
this recession,” McCrea says. 

“Great sales people today need to help facilitate change and 
buying versus selling,” says Powell. “The traditional solution-
based selling is really about moving you through a selling 
process. Now we’re thinking differently about that. Our 
partnership with Annika and Advantage Performance Group is 
what allowed us to come up with the right thing.” 

“I really credit ADP for their openness to thinking differently,” 
says McCrea. “They’re very good at being creative around 
learning solutions and have great instructional design teams. 
They are also ahead of their time in terms of blending different 
learning — virtual classrooms, blogs, messages from the CEO, 
etc. — so it gets not only communicated, but also understood. 
And if it gets understood, it gets applied.”

Was the Workforce Now HR Services learning investment worth 
it? Powell is unequivocal. “It was certainly worth it,” he says. 
“The examples cited in the Success Case alone prove that the 
investment paid for itself, and that’s just scratching the surface. 
I’m confident that we covered our investment from an ROI 
standpoint. And from a sales standpoint, I expect that we will 
make a much larger impact over time.” u
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