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McKinsey¹, Bain² and others agree: The easy money has been made in Private
Equity. Future success hinges on our ability to grow organically, which in turn
requires a team that can move upmarket into new accounts, with larger
transaction sizes, and more complex sales situations.  We must accurately
measure, integrate and optimize revenue growth talent and processes to achieve
investment theses.

This is easy to say but frustratingly difficult to execute. That's where the Quality of
Sales Framework comes in.

We help you empirically quantify sales team strengths and weaknesses at both
individual and aggregate levels. This empowers more accurate modeling
during diligence, faster integration results, confident addition of top talent, and
precise identification of underperformance root causes in existing portfolio
companies.

Quality of Sales combines predictively accurate evaluation tools, engineered
processes, years of experience, and deep understanding of rapidly evolving B2B
buying behaviors.

Executive Overview

¹ McKinsey & Company, "Bridging Private Equity's Value Creation Gap" and "Five Alphas: Essential Capabilities to Succeed in the Next Era of Private
Capital." ² Bain & Company, "Global Private Equity Report 2025" and "How Commercial Excellence Jump-Starts Growth in PE."

Revenue Growth and/or Margin Improvement are driving an
increasing percentage of value creation.

Source - Alix Partners, Maximizing Value Creation During Times of Uncertainty
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The private equity landscape has fundamentally changed. Previously, eager
sellers, favorable supply-demand dynamics, and low interest rates supported a
basic playbook of balance sheet engineering, cost cutting, functional efficiencies,
and inorganic growth.

Today, sponsors face compression from both sides. The playbook must evolve,
with organic growth increasingly becoming the primary value creation lever³.
But organic growth is challenging.

Buying habits and market conditions are shifting in ways that founders and
family management never navigated. Traditional revenue growth playbooks are
less effective. Spreadsheet assumptions about aggressive new logo acquisition
and margin improvements often prove aspirational rather than realistic.

It's time to apply the same process engineering, continuous improvement,
metrics-driven management and operational rigor that characterize other PE
improvements to marketing and sales .4

While marketing integration is critical (as outlined in my Overall Revenue
Effectiveness™ Framework), the fastest and most impactful lever is improved
sales performance.

This is the essence of the Quality of Sales Framework—implementable across all
deal phases to drive predictable organic growth.

The Evolving Private Equity Landscape

³ Michael Mauboussin, Investment Management Research on Base Rates, which concluded that "sales growth is the #1 driver of value" for PE firms and
their portfolios.  AlixPartners, "Maximizing Value Creation Mid-Investment" report highlighting the importance of operational value creation.4

Source - DealEdge, Creating Value in Private Equity: Moving Beyond Multiple Expansion
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Who Benefits

Owners can improve valuations, confidently accept higher earn-outs,
and position their employees for smoother transitions and ongoing
success.

Remove uncertainty & accelerate the investment thesis for sponsors,
who can improve diligence, streamline integration playbooks, implement
investment theses faster, diagnose portfolio company underperformance,
confidently model organic growth, and improve exits through increased
value and clear process documentation

The Quality of Sales Framework delivers value throughout the deal ecosystem:

Investment Bankers can enhance offerings with empirical evidence and
predictively accurate insights.
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Everyone knows that consistent earnings growth, minimal concentration risk, and
documented execution processes drive favorable exits. Bankers consistently
advise starting early—you can't create these overnight.

Yet revenue growth often hinges on the owner's charisma, reputation, and
network.

A sales team evaluation documents individual and team strengths and
weaknesses, providing an empirical foundation for improvement plans (often
involving sales management upgrades, process refinement, and targeted
training). It establishes a baseline to demonstrate progress and reassures buyers
by showing specifically why and how teams excel at winning new business,
selling value, and growing margins—key elements of most investment theses.

Key Applications
FOR BUSINESS OWNERS

Sell-side bankers want favorable client outcomes. Stronger businesses
command better terms, characterized by consistent growth, profitability,
predictability, and diversified revenue.

Many clients seek exits precisely because they can't achieve these outcomes.

Bankers can leverage the Quality of Sales Framework by proactively including
sales team evaluation details in deal books. Empirical findings help answer buyer
questions about inconsistent revenue performance, while providing a clear
roadmap identifying necessary personnel changes, infrastructure updates,
training requirements, and expected timeline—including weighted estimates of
current team capabilities to inform financial models.

FOR INVESTMENT BANKERS

FOR SPONSORS
Reduce Risk & Accelerate the Investment Thesis
Every sales team follows a Pareto distribution, with high carrying costs for the 80%
of marginal performers. We help you understand how to optimize the entire team,
which “B” players have “A” potential, and what it will take to get them there.
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Deal Mode
Quality of Earnings diligence quantifies what has been. Models and assumptions
predict what will be. New logo acquisition and margin expansion are often
assumed components of investment theses—but can the team deliver? How long
until you know definitively? Quality of Sales answers these questions during due
diligence.

Using a Sales Team Evaluation provides an organizational and individual "MRI" of
sales capabilities across 21 competencies, examining individual mindsets and
tactical abilities while assessing team performance in coaching, recruiting,
process adherence, and accountability.

Accurate interpretation predicts a team's ability to win new business, expand
margins, and satisfy sales-related thesis elements.

Will targets object? The process is less intrusive than many diligence aspects.
Team members needn't assume any motivation beyond improving company
performance. Management invests 1-2 hours upfront, while individuals spend just
45 minutes on an online assessment. Finding debriefs require 2-4 hours of
management time, depending on the depth of insight sought. Targets benefit
regardless of transaction outcomes.

Integration Mode
Seven-year holding periods pass quickly, particularly with high interest costs and
less frequent exits. Incorporating Quality of Sales insights into integration
playbooks enables faster starts.

Knowing which people will excel at executing your thesis and identifying skill and
infrastructure gaps allows efficient remediation and accelerated growth.
Eliminating 2-3 years of observation and normalization can potentially reduce
holding periods and uncertainty.

Growth Mode
Hiring top sales talent is notoriously difficult across all roles: leaders, managers,
representatives, inside sales, technical sales, and customer service.

Research explains why: Resumes and traditional interviews are only 18%
predictive of sales success. Behavioral and personality tests reach just 20-22%,
reference checks and sales skills screenings 23%, and IQ tests 51%⁵.

⁵ Andy Miller, The Science of Hiring Quota Busting Sales Teams
EdMarshConsulting.com
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Most conventional tools are poorly suited for success, yet our models and exits
depend on sales execution. Hiring sales differs from other roles. Sales candidates
are trained to "sell" you, and they're the only role we hire that faces an audience
actively resistant to their success.

Quality of Sales incorporates an efficient, bias-eliminating, regulation-compliant
system built around predictively accurate sales-specific assessment tools. We
can systematically identify, hire, and properly onboard second standard
deviation talent with attributes aligned to execute your specific thesis elements,
whether new logo acquisition, account expansion, target account sales, or
margin improvement. This approach aligns with key PE value maximization
strategies identified by industry experts⁴.

Troubleshooting Mode
Sponsors often find themselves 3-4 years into deals with successful inorganic
growth, operational efficiencies, and financial improvements—but minimal
progress on organic revenue growth and margin expansion.

In businesses with 6-18 month sales cycles, the remaining holding period may be
inadequate for optimization, particularly when solutions require sequential
experiments. Hiring a new VP of Sales takes 3-6 months, with another 6 months
for impact, plus multiple sales cycles to gauge success—suddenly two more
years are gone.

Quality of Sales can
produce a detailed "MRI" of
your existing sales
organization in just over a
month, identifying specific
underperformance root
causes and providing a
clear improvement
roadmap with realistic
timelines and outcomes. 

Stop the experiments. If talent limitations require augmentation or replacement,
our assessment methodology substantially increases hiring efficiency and
success rates, reducing time-to-impact and decision uncertainty.

Source - Bain, How Commercial Excellence JumpStarts Growth in Private Equity

⁴ DealEdge analysis, "Creating Value in Private Equity: Moving Beyond Multiple Expansion," which emphasizes revenue growth as critical for maximizing
exits.
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The Quality of Sales Framework integrates four components:

1.Deep industrial manufacturing marketing and sales experience — With B2B
expertise since 1991, we understand fundamental sales execution and rapidly
evolving buying behaviors.

2.Objective Management Group evaluation solutions — Sales-specific,
predictively accurate methodologies for team evaluations and candidate
assessments.

3.Engineered process for hiring second-standard-deviation talent — A
rigorous system typically yielding top-tier candidates within three months,
either executed by us or taught to your team.

4.Overall Revenue Effectiveness™ Framework — Process engineering and
continuous improvement approaches applied to the entire revenue growth
system, including sales methodology, process, training, playbooks,
qualification scorecards, battle cards, win/loss reports, enablement content,
and lead-generating marketing.

Methodology

Source - Morgan Stanley, Probabilities and Payoffs: The Practicalities and
Psychology of Expected Value
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The following case studies demonstrate the framework's application across
various scenarios:

$200MM family-owned capital equipment company seeking financial or
strategic buyer: Conducted Sales Team Evaluation and developed integrated
marketing/sales plan scenarios. Company was acquired by a strategic buyer.

$35MM sponsor-owned industrial manufacturer four years into holding
period with two platform acquisitions and optimized operations but consistent
sales hiring failures: Implemented engineered hiring process around sales
candidate assessments to recruit and hire top talent.

$20MM sponsor-owned industrial technology firm after two failed VP of
Sales hires and stalled machinery sales: Evaluated sales team, audited
marketing/sales infrastructure, made recommendations based on changing
buying habits, and assisted in recruiting a 98th percentile Sales Manager.

$55MM sponsor-owned industrial automation firm with stagnant growth
and two years to planned exit: Sales Team Evaluation identified that existing
VP of Sales could deliver (avoiding disruptive replacement) with simple
coaching adjustments, while assisting in hiring additional top sales talent.

Implementation Examples

⁷ Partners Capital, "The Future of Private Equity Investing is All About Post-Acquisition Operational Value-Add."
EdMarshConsulting.com
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Quality of Sales Sales Training* Sales Consulting*

Sales Specific
Assessment

Yes. 21 sales-specific
competencies Typically not Typically not

Adapted to the
Lifecycle Stage

Yes. Applicable in
diligence, integration &

growth

Normally the “standard”
program

Often consultants
specialize in a stage.

Focus on Talent as
Fundamental Driver

Yes. Understand who WILL
sell in your market.

Assumes everyone will be
trained.

Assumes process is the
driver.

Sales Hiring Process
Yes. Engineered to deliver

2  standard deviation
talent.**

nd Typically not. Typically not.

Time to Insight/Impact
4-6 weeks - Complete

detailed understanding of
individuals and team.

6-24 months, and only for
those who actually can. Depends on scope.

You’ve got a lot riding on your decisions, and you might ask yourself questions
like:

How is this different than investing in sales training like Richardson,
Challenger, Sandler, etc.? While most sales teams need more training, that’s a
12-24 month journey which some will embrace, some won’t and many can’t. You
should understand who can succeed and what it will take rather than just invest
in training and hope. 

What if the team is weak? They may be. Many are. Sales talent follows a
distribution like everything else in nature. But if they were rocking already, they
might not be for sale, and isn’t it better to know what you’re actually getting? We’ll
illuminate in great detail individual and aggregate strengths and weaknesses.

How long does this take? Each person invests 45 min. Management about 6
hours. The solution time frame depends entirely on what’s uncovered.

How do we know it’s accurate? This is sales-specific. It’s not a personality or
behavioral test. The data science team consistently compares findings to field
results, and the biannual independent certification corroborates the sales
performance accuracy.

FAQs

Comparing Quality of Sales vs. Training vs. Consulting

EdMarshConsulting.com
+1 (978) 810-0351

* Often clients engage us or we make referrals for consulting (sales process, CRM,
Pipeline management, etc.) and sales training/sales manager coaching.
** We can coach your team or execute on your behalf.



Let’s Stay in Touch
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Private equity has created significant wealth for sponsors and investors,
attracting exceptional talent and investment. However, favorable background
conditions have changed, making traditional playbooks less effective in today's
more competitive, structurally challenging environment.

Firms must differentiate themselves, and experts agree that the ability to quickly,
consistently, and predictably grow revenue and margins is increasingly
important⁴.

While we model growth in our theses, accurately understanding capabilities and
efficiently optimizing processes and talent remain difficult. Solving these
challenges unlocks significant value creation potential.

That's the promise of the Quality of Sales Framework.

Buy Smarter. Grow Faster. Exit Stronger.

Conclusion
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	Executive Overview
	McKinsey¹, Bain² and others agree: The easy money has been made in Private Equity. Future success hinges on our ability to grow organically, which in turn requires a team that can move upmarket into new accounts, with larger transaction sizes, and more complex sales situations.  We must accurately measure, integrate and optimize revenue growth talent and processes to achieve investment theses.
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	The Evolving Private Equity Landscape
	The private equity landscape has fundamentally changed. Previously, eager sellers, favorable supply-demand dynamics, and low interest rates supported a basic playbook of balance sheet engineering, cost cutting, functional efficiencies, and inorganic growth.
	Today, sponsors face compression from both sides. The playbook must evolve, with organic growth increasingly becoming the primary value creation lever³.
	But organic growth is challenging.
	Buying habits and market conditions are shifting in ways that founders and family management never navigated. Traditional revenue growth playbooks are less effective. Spreadsheet assumptions about aggressive new logo acquisition and margin improvements often prove aspirational rather than realistic.
	It's time to apply the same process engineering, continuous improvement, metrics-driven management and operational rigor that characterize other PE improvements to marketing and sales4.
	While marketing integration is critical (as outlined in my Overall Revenue Effectiveness™ Framework), the fastest and most impactful lever is improved sales performance.
	This is the essence of the Quality of Sales Framework—implementable across all deal phases to drive predictable organic growth.
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	Who Benefits
	The Quality of Sales Framework delivers value throughout the deal ecosystem:
	Owners can improve valuations, confidently accept higher earn-outs, and position their employees for smoother transitions and ongoing success.
	Investment Bankers can enhance offerings with empirical evidence and predictively accurate insights.
	Remove uncertainty & accelerate the investment thesis for sponsors, who can improve diligence, streamline integration playbooks, implement investment theses faster, diagnose portfolio company underperformance, confidently model organic growth, and improve exits through increased value and clear process documentation


	Key Applications
	FOR BUSINESS OWNERS
	Everyone knows that consistent earnings growth, minimal concentration risk, and documented execution processes drive favorable exits. Bankers consistently advise starting early—you can't create these overnight.
	Yet revenue growth often hinges on the owner's charisma, reputation, and network.
	A sales team evaluation documents individual and team strengths and weaknesses, providing an empirical foundation for improvement plans (often involving sales management upgrades, process refinement, and targeted training). It establishes a baseline to demonstrate progress and reassures buyers by showing specifically why and how teams excel at winning new business, selling value, and growing margins—key elements of most investment theses.

	FOR INVESTMENT BANKERS
	Sell-side bankers want favorable client outcomes. Stronger businesses command better terms, characterized by consistent growth, profitability, predictability, and diversified revenue.
	Many clients seek exits precisely because they can't achieve these outcomes.
	Bankers can leverage the Quality of Sales Framework by proactively including sales team evaluation details in deal books. Empirical findings help answer buyer questions about inconsistent revenue performance, while providing a clear roadmap identifying necessary personnel changes, infrastructure updates, training requirements, and expected timeline—including weighted estimates of current team capabilities to inform financial models.

	FOR SPONSORS
	Reduce Risk & Accelerate the Investment Thesis
	Every sales team follows a Pareto distribution, with high carrying costs for the 80% of marginal performers. We help you understand how to optimize the entire team, which “B” players have “A” potential, and what it will take to get them there.



	Deal Mode
	Quality of Earnings diligence quantifies what has been. Models and assumptions predict what will be. New logo acquisition and margin expansion are often assumed components of investment theses—but can the team deliver? How long until you know definitively? Quality of Sales answers these questions during due diligence.
	Using a Sales Team Evaluation provides an organizational and individual "MRI" of sales capabilities across 21 competencies, examining individual mindsets and tactical abilities while assessing team performance in coaching, recruiting, process adherence, and accountability.
	Accurate interpretation predicts a team's ability to win new business, expand margins, and satisfy sales-related thesis elements.
	Will targets object? The process is less intrusive than many diligence aspects. Team members needn't assume any motivation beyond improving company performance. Management invests 1-2 hours upfront, while individuals spend just 45 minutes on an online assessment. Finding debriefs require 2-4 hours of management time, depending on the depth of insight sought. Targets benefit regardless of transaction outcomes.

	Integration Mode
	Seven-year holding periods pass quickly, particularly with high interest costs and less frequent exits. Incorporating Quality of Sales insights into integration playbooks enables faster starts.
	Knowing which people will excel at executing your thesis and identifying skill and infrastructure gaps allows efficient remediation and accelerated growth. Eliminating 2-3 years of observation and normalization can potentially reduce holding periods and uncertainty.

	Growth Mode
	Hiring top sales talent is notoriously difficult across all roles: leaders, managers, representatives, inside sales, technical sales, and customer service.
	Research explains why: Resumes and traditional interviews are only 18% predictive of sales success. Behavioral and personality tests reach just 20-22%, reference checks and sales skills screenings 23%, and IQ tests 51%⁵.
	EdMarshConsulting.com
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	Most conventional tools are poorly suited for success, yet our models and exits depend on sales execution. Hiring sales differs from other roles. Sales candidates are trained to "sell" you, and they're the only role we hire that faces an audience actively resistant to their success.
	Quality of Sales incorporates an efficient, bias-eliminating, regulation-compliant system built around predictively accurate sales-specific assessment tools. We can systematically identify, hire, and properly onboard second standard deviation talent with attributes aligned to execute your specific thesis elements, whether new logo acquisition, account expansion, target account sales, or margin improvement. This approach aligns with key PE value maximization strategies identified by industry experts⁴.

	Troubleshooting Mode
	Sponsors often find themselves 3-4 years into deals with successful inorganic growth, operational efficiencies, and financial improvements—but minimal progress on organic revenue growth and margin expansion.
	In businesses with 6-18 month sales cycles, the remaining holding period may be inadequate for optimization, particularly when solutions require sequential experiments. Hiring a new VP of Sales takes 3-6 months, with another 6 months for impact, plus multiple sales cycles to gauge success—suddenly two more years are gone.


	Quality of Sales can produce a detailed "MRI" of your existing sales organization in just over a month, identifying specific underperformance root causes and providing a clear improvement roadmap with realistic timelines and outcomes.
	Source - Bain, How Commercial Excellence JumpStarts Growth in Private Equity
	Stop the experiments. If talent limitations require augmentation or replacement, our assessment methodology substantially increases hiring efficiency and success rates, reducing time-to-impact and decision uncertainty.
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	Methodology
	The Quality of Sales Framework integrates four components:
	Deep industrial manufacturing marketing and sales experience — With B2B expertise since 1991, we understand fundamental sales execution and rapidly evolving buying behaviors.
	Objective Management Group evaluation solutions — Sales-specific, predictively accurate methodologies for team evaluations and candidate assessments.
	Engineered process for hiring second-standard-deviation talent — A rigorous system typically yielding top-tier candidates within three months, either executed by us or taught to your team.
	Overall Revenue Effectiveness™ Framework — Process engineering and continuous improvement approaches applied to the entire revenue growth system, including sales methodology, process, training, playbooks, qualification scorecards, battle cards, win/loss reports, enablement content, and lead-generating marketing.
	Source - Morgan Stanley, Probabilities and Payoffs: The Practicalities and Psychology of Expected Value


	Implementation Examples
	The following case studies demonstrate the framework's application across various scenarios:
	$200MM family-owned capital equipment company seeking financial or strategic buyer: Conducted Sales Team Evaluation and developed integrated marketing/sales plan scenarios. Company was acquired by a strategic buyer.
	$35MM sponsor-owned industrial manufacturer four years into holding period with two platform acquisitions and optimized operations but consistent sales hiring failures: Implemented engineered hiring process around sales candidate assessments to recruit and hire top talent.
	$20MM sponsor-owned industrial technology firm after two failed VP of Sales hires and stalled machinery sales: Evaluated sales team, audited marketing/sales infrastructure, made recommendations based on changing buying habits, and assisted in recruiting a 98th percentile Sales Manager.
	$55MM sponsor-owned industrial automation firm with stagnant growth and two years to planned exit: Sales Team Evaluation identified that existing VP of Sales could deliver (avoiding disruptive replacement) with simple coaching adjustments, while assisting in hiring additional top sales talent.
	EdMarshConsulting.com
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	FAQs
	You’ve got a lot riding on your decisions, and you might ask yourself questions like:
	How is this different than investing in sales training like Richardson, Challenger, Sandler, etc.? While most sales teams need more training, that’s a 12-24 month journey which some will embrace, some won’t and many can’t. You should understand who can succeed and what it will take rather than just invest in training and hope.
	What if the team is weak? They may be. Many are. Sales talent follows a distribution like everything else in nature. But if they were rocking already, they might not be for sale, and isn’t it better to know what you’re actually getting? We’ll illuminate in great detail individual and aggregate strengths and weaknesses.
	How long does this take? Each person invests 45 min. Management about 6 hours. The solution time frame depends entirely on what’s uncovered.
	How do we know it’s accurate? This is sales-specific. It’s not a personality or behavioral test. The data science team consistently compares findings to field results, and the biannual independent certification corroborates the sales performance accuracy.
	Comparing Quality of Sales vs. Training vs. Consulting
	Quality of Sales
	Sales Training*
	Sales Consulting*
	Sales Specific Assessment
	Yes. 21 sales-specific competencies
	Typically not
	Typically not

	Adapted to the
	Lifecycle Stage
	Yes. Applicable in diligence, integration & growth
	Normally the “standard” program
	Often consultants specialize in a stage.

	Focus on Talent as Fundamental Driver
	Yes. Understand who WILL sell in your market.
	Assumes everyone will be trained.
	Assumes process is the driver.

	Sales Hiring Process
	Yes. Engineered to deliver 2nd standard deviation talent.**
	Typically not.
	Typically not.

	Time to Insight/Impact
	4-6 weeks - Complete detailed understanding of individuals and team.
	6-24 months, and only for those who actually can.
	Depends on scope.
	* Often clients engage us or we make referrals for consulting (sales process, CRM, Pipeline management, etc.) and sales training/sales manager coaching.
	** We can coach your team or execute on your behalf.



	Conclusion
	Private equity has created significant wealth for sponsors and investors, attracting exceptional talent and investment. However, favorable background conditions have changed, making traditional playbooks less effective in today's more competitive, structurally challenging environment.
	Firms must differentiate themselves, and experts agree that the ability to quickly, consistently, and predictably grow revenue and margins is increasingly important⁴.
	While we model growth in our theses, accurately understanding capabilities and efficiently optimizing processes and talent remain difficult. Solving these challenges unlocks significant value creation potential.
	That's the promise of the Quality of Sales Framework.
	Buy Smarter. Grow Faster. Exit Stronger.
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