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Metric-Based Leadership
 B L U E P R I N T .

One of the foundational elements of being a leader is having the data to back up 

the goals you set for your team. Good managers understand what the data is 

telling them. Great managers know how to influence that data. It’s one thing to 

know the numbers—it’s another thing to know how to improve them. 

The better you understand the math behind metrics and revenue, the more you 

can leverage that data to hit your targets. Utilizing metrics will help your reps 

visualize how these numbers work together, aid in coaching conversations, and 

help you avoid micromanaging. 
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How to Manage with Metrics
Lots of managers say they need “more meetings” or “more revenue,” but there’s no 

real target there. “More” is not a number. You must speak in terms of metrics. To do 

that, you have to understand the “why” and “how” behind the results you’re seeking.

Remember, you can’t change results—you can only change what is causing them. 

Results will not change if a metric doesn’t change first. To understand how your 

team can improve their metrics to drive the results you want, use the REKS 

framework:

●  R esults → Identify the results you want your team to achieve—increased 

revenue, increased qualified pipeline, increased adoption, etc.

●  E fforts → Look at the efforts within your reps’ control that lead to those 

results—more calls, better quality proposals, more touches with customers, 

co-creating a mutual action plan, etc.

●  K nowledge → Review the things your reps need to know in order to improve 

that result. These are things you can teach them—the appropriate number of 

touches or calls, what a good proposal looks like, what a good mutual action plan 

looks like, etc. 

●  S kills → Make sure you’re coaching the skills reps need to accomplish those 

efforts—how to connect with executive stakeholders, how to have great 

qualification conversations, how to run a session on product adoption with a 

customer, etc. 

Sales is a numbers game, but those numbers are driven by skill. You can't manage 

or improve results, but you can manage and improve metrics. To improve a metric, 

you must first identify it, and then you can improve the behavior, process, or skills 

behind it.
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Avoid striving for “average.” When reviewing your number one metrics, make 

sure that averages are not the only thing you're looking at. Don’t apply averages 

to the team. Make it your goal to bring the average up! To do that, study the 

greatness you see within your team: 

● Who is far and beyond in a certain metric?

● How do they work? What do they target?

● Study all of the positive outliers you find

Look out for any potential 2X levers. If your org is closing deals at a rate of 25%, 

you probably can’t get that up to 50%. But maybe you could double the number of 

contacts added per month. Identify which metrics you can change that will cause 

the biggest impact, and then test your assumptions. 

To help you and your reps understand how these metrics 

work together and make it more visual for your team, use 

the Metrics Calculator.

How to Use Metrics to Drive Rep Productivity
Identify the right metric to improve

Pick one metric per rep to focus on. Your job as a manager is to make your 

people better. What is that number one metric per individual rep that, if 

improved, will get them closer to your desired goal or result? Be patient. Change 

one at a time. To help you decide, consider:

● For each rep, which metric is furthest from “good”?

● What can be done the fastest?

● Where can you make the biggest potential percentage increase? (For example, 

going from 2% to 4% is a 100% increase whereas going from 25% to 30% is 

only a 20% increase)

https://docs.google.com/spreadsheets/d/11GQbleLRa-WcQrCRMdF7pzDVsnngsFZrynW0-_3jXbw/edit#gid=689750066
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Having the data to back up your conversations with reps will eliminate 

unrealistic goal-setting and help you avoid micromanaging. Conversations 

with reps shouldn’t be about results—they should be about the metrics 

behind them. Discuss “what” you want and the “how” is up to them. 

Example: If your rep needs to call 30 people per week to get their 10 opps 

per month because metrics show they have a 10% conversion rate, then they 

need to block off three hours each week to make those calls. Let them 

decide how and when to make that happen. 

Data will set up the coaching conversations for you. Generally, the number 

that reps care about most is revenue. Showing them the metrics behind 

revenue helps them understand which levers they can pull to get there. It 

makes the numbers real for them. Even better if you can use their personal 

“why” to explain it.

Example: You can use the data to say, “See, John, if we can get your close rate 

up to 35%, you only need to run 52 demos across the quarter to hit your quota.” 

Or “Based on 50 calls per day, if we can bring your close rate up from 20% to 

30%, look what happens to your revenue. This is how you’ll get the money you 

need to buy that new car.”

Use data to set clear goals and avoid micromanaging
As the manager, play around with the Metrics Calculator yourself first to 

determine which metrics make the most impact on the results you’re trying to 

drive. This will help you know whether you’re focusing on the right metric and 

prioritize what’s most important. 

Using the Metrics Calculator, enter the key metrics you’re trying to improve or 

adjust—like revenue or close rate—and it will display what it takes to achieve that 

outcome—like the number of deals you need to close or dials you need to make. 

There are metrics for AEs as well as SDRs.



5Proprietary And Confidential  |  Winning By Design™

Use REKS to create a coaching game plan to improve 
that metric
Determine the result you want, the efforts within the rep’s control that will drive 

it, the knowledge it takes to exercise those efforts, and the skills they need to get 

it done. Those are the makings of a powerful coaching conversation that drives 

productivity.

If you improve the metric, you improve the result. That is the key.

Use metrics to motivate your reps. Show each team member how they can 

do better based on their unique talents and skills. You won’t feel like you’re 

micromanaging because you’re using numbers specific to each individual, 

and they can visualize the efforts required to achieve those results. 
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Additional open source 
templates can be accessed at 
www.thescienceofrevenue.com

Videos available on
the WbD YouTube Channel

ADDITIONAL RESOURCES FROM

http://www.thescienceofrevenue.com
https://www.youtube.com/channel/UCF7LXR8Pi5fr-N8OQ8XtP9g

