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EXECUTIVE SUMMARY:  This analysis describes the market and sales position of a company re-

ferred to as “Jumpstart” and the steps taken by its management to leverage existing market 

leadership while transforming the company’s value proposition in response to customer demand 

for more service-focused offerings.  While the identity of the company is masked for confidential-

ity and competitive reasons, the issues and solutions described are complete.  Jumpstart’s execu-

tive sales and marketing team was challenged to re-position the company’s application as a full-

service offering and launch a go-to-market strategy to rapidly expand into new markets.  To do 

this, they employed the strategies championed by Keychain Logic and detailed here. 

By (a) positioning Jumpstart as a national (as opposed to “regional”) service provider, 

and (b) re-purposing the company’s marketing efforts to stress Jumpstart’s services as business 

process solutions (as opposed to technically-oriented tools), and (c) stressing urgency and cus-

tomer service in its sales cycle, and (d) motivating its sales force to aggressively “hunt” new 

business, Jumpstart achieved phenomenal revenue growth of more than 290% during the two-

and-half year period discussed here. 

 

BACKGROUND:  At the beginning of the study period, Jumpstart operated a monthly recurring 

revenue business with a $12 million per year run rate.  A wholly-owned subsidiary of a larger 

firm that held several related businesses, Jumpstart’s specialized applications supported its cus-

tomers’ technical engineering functions in a specific market.  With its flagship offering, Jump-

start had saturated its target customer base, and opportunities for growth existed primarily in 

other verticals.  As the company entered a new fiscal year, its challenge was to accelerate growth 

in new markets and expand its customer list beyond the ~70 logos it had already acquired. 

 Historically, Jumpstart’s solution was a highly technical one, and its marketing and sales 

efforts had been directed at its customers’ engineers.  The company’s sales cycle was long and 

unpredictable, with a contact-to-close period running anywhere from 90 to 240 days.  Because 

new customer acquisition was spotty, Jumpstart’s sales organization had developed the habit of 

“farming” its existing customer base for pull-through revenues and renewal commitments, nearly 

100% of which the company would have received in any event. 
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 Two dynamics were developing that would disrupt Jumpstart’s sales and marketing ap-

proach and threaten its market leadership position.  First, strong competitors were appearing in 

the marketplace; a well-funded start-up founded by former Jumpstart managers was unveiling 

competing products.  Second, soft technology/software markets were imposing downward rate 

pressures for companies of all kinds, and wholesale failures were common. 

 To survive and prosper, Jumpstart needed to dramatically overhaul its value proposition, 

messaging, and sales process.  This study describes the steps taken by Jumpstart’s sales and mar-

keting team and the results achieved. 

 

BRANDING & MARKET POSITIONING (STEP ONE):  Founded by some of the industry’s leading 

engineers, Jumpstart had long enjoyed a reputation for having set the de facto technical standard 

for providers of its kind.  Jumpstart was a price maker in its core market, but that position was 

about to be eroded by the entry of a higher caliber of competitors than the company had faced 

before combined with a general collapse of application revenues.  Moreover, Jumpstart’s price 

structure had been designed to provide services to a particular market vertical in which very ex-

pensive resources were used exclusively by larger companies.  To control customers’ consump-

tion, Jumpstart had actually attached an unreasonably high price those services to act as a disin-

centive to customer growth. 

Jumpstart’s launch into new markets required the company to shed its image as a bou-

tique provider of specialty high-tech solutions while leveraging its strong relationships with lar-

ger customers to attract their business partners and customers.  To encourage these anchor cus-

tomers to expand their business with Jumpstart and to promote growth across all verticals, Jump-

start implemented a two-tiered rate restructuring plan that at once broadened its discount pro-

gram and rationalized its base rates for its higher quality services.  Each of these steps was rela-

tively simple, and their effects were immediately positive, resulting in an immediate increase of 

15% in billed revenues. 

First, Jumpstart aligned its pricing structure with its customers’ operations by expanding 

its volume discounting program to give customers credit for their entire relationship with Jump-
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start; previously, discounts had not been granted on a total usage basis.  This recognition of an 

expanded market in its existing base helped develop stronger relationships with those national 

customers and drove the company’s expansion. 

Second, Jumpstart provided pricing incentives to its growth-oriented customers by lower-

ing the rates for its higher-end services and raising those for its more standard offerings.  The 

incremental costs for provisioning the better application were lower at high volumes, so Jump-

start was able to profitably meet the immediate increased demand for them.  By increasing rates 

for its lower-end products, Jumpstart brought them in line with those charged by competitors 

while encouraging customers to move up the value stack.  These rationalizing changes in Jump-

start’s rate sheet decreased the differences between levels of services and encouraging customers 

to upgrade to higher-quality, more technically reliable products. 

As market pressures increased, Jumpstart’s traditional engineering-focused customers be-

came more cost-conscious, and the company’s sales and marketing leadership developed a new 

Jumpstart “brand” and strategy for attracting and retaining new business.  Without abandoning 

the focus on technical expertise, Jumpstart positioned its offerings as solutions to its customers’ 

new business problems and embarked on a campaign to demonstrate how its customers could 

leverage the company’s applications to more profitably increase revenues with little additional 

investment. 

 New promotional materials and product packages targeted the sales and marketing de-

partments of Jumpstart’s prospects and customers.  The company’s standard seminar presenta-

tion was changed to focus less on the technical specifications required by the engineering com-

munity (which Jumpstart was already exceeding) and more on the ease with which customers 

aggressively and economically scaled revenue growth with Jumpstart solutions.  For the first 

time, the company opened the channel, developing partner programs that encouraged its custom-

ers to either resell Jumpstart applications or make referrals to Jumpstart’s direct sales force. 

 Finally, Jumpstart developed success-based pricing and contract terms that offered tem-

porary rate relief in exchange for broader-based and longer-term contracts.  Adopting the phi-

losophy of partnering with its customers to ensure their success, the company was able to help 
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several customers stabilize and grow their revenue streams while reinforcing its reputation of 

being customer- and service-focused. 

 

SALES CYCLE MANAGEMENT (STEP TWO):  While new marketing programs were developing 

higher-quality leads, and a new incentive compensation plan (discussed below) was designed to 

improve Jumpstart’s sales cycle measurement, the company faced a business plan that called for 

annual growth of more than 30%.  Management needed to dramatically accelerate Jumpstart’s 

contact-to-close and quote-to-close metrics, so they crafted a three-stage plan to do so. 

 The first step was to fine tune the company’s services agreement.  This customer contract 

was 27 pages long with addenda that added as many as 16 more.  Not only was the length unten-

able, many of its terms (particularly those involving indemnity and limitations of liability) so fa-

vored Jumpstart that customers often simply would refuse to consider them.  Contract negotia-

tions were iterative, requiring several drafts and the involvement of both the customer’s and 

Jumpstart’s legal representatives in each round.  To correct this, Jumpstart’s contract was re-

written twice in a six-month period; the first draft shortened the agreement to 16 pages (includ-

ing addenda), and the second eliminated all attachments and resulted in a contract that was a total 

of eight pages long and that balanced business risk more evenly between Jumpstart and its cus-

tomers.  With the implementation of this new agreement, many of Jumpstart’s customers simply 

accepted contract terms after legal review; most negotiations were eliminated. 

 In parallel, Jumpstart’s sales leadership instituted a consultative sales process designed to 

compliment the company’s new market position.  Jumpstart’s salespeople were trained to spend 

considerable time evaluating prospective customers’ business requirements and the problems 

they were experiencing that could be addressed by Jumpstart’s applications.  This enhanced 

qualifying step identified customers that were more likely to buy, and it uncovered possible ob-

jections before they became impediments to the sale.  To further accelerate the sales cycle, ac-

count managers were trained to raise these objections (rather than to wait for the prospective cus-

tomer to raise them) so they could be addressed and overcome early in the process. 
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 Finally, account managers were required to complete and submit Weekly Activity Re-

ports (WARs) every Friday morning.  These reports summarized the previous week’s customer 

calls and other sales work and outlined future follow-up and prospecting activities.  Reviewed 

with line management during weekly one-on-one meetings, the WAR summaries provided regu-

lar opportunities to improve individual contributors’ performance and gave Jumpstart executives 

the information necessary to predict each week’s results with greater accuracy.  Combined with 

weekly Monday morning all-hands kick-off calls, the WAR mechanism became a highly effec-

tive tool in establishing and building a winning sales culture. 

 

SALES COMPENSATION (STEP THREE):  In a phased implementation over a six-month period, 

Jumpstart recast its sales compensation plan.  Prior to the changes, Jumpstart’s salespeople were 

dedicated to re-signing existing customers to multi-year extensions in order to “lock in” rates.  

Given that Jumpstart had never lost a customer due to non-renewal (other than those few that had 

closed their doors or changed their business models), these efforts clearly contributed little to the 

company’s growth.  Thus, the company first stopped paying commissions based on the total 

value of customer contracts.  Six months later, incentive compensation for simple contract re-

newals was eliminated. 

 The principles of Jumpstart’s resulting sales compensation plan were simple:  Salespeo-

ple would earn a base salary representing 50% of their targeted annual earnings, and commis-

sions would not be capped.  Although this plan identified several ways for earning commissions, 

they all stemmed from a structure that paid a percentage of the monthly recurring charges 

(MRCs) identified in new contracts.  This kept the plan easy to understand while providing man-

agement with the tools to best focus individual contributors’ efforts on strategic objectives.  At 

plan, individual contributors’ annual earnings were consistent with what they could earn else-

where at that time. 

 Jumpstart’s new incentive plan carried monthly “new revenue” quotas and included 

commission rate accelerators for extended term contracts; the longer the contract, the higher the 

commission paid on each billable dollar.  These accelerators increased base commissions by ap-
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proximately 35% for each additional year in the contract term, thereby providing an incentive to 

protect near-term revenues (by not negotiating downward the initial service rate) and secure 

long-term stability (by aggressively selling term contracts).  Thus, if the base commission rate 

for a 1-year contract was 20% of new MRCs, the salesperson would earn 27% for a 2-year term 

or 34% for a 3-year term; this accelerator was capped at 5-year terms. 

 The company’s pricing structure also included non-recurring charges (NRCs) for all con-

tracted services, and individual contributors had pricing authority to waive part or all of these in 

exchange for appropriate term commitments.  Commissions on NRCs were designed to provide 

additional incentives for the sale of term contracts in two ways.  First, NRCs did not retire quota; 

second, the commission rate on these charges was lower than that paid for MRCs.  Combined, 

this structure made it attractive to salespeople to negotiate term contracts in exchange for re-

duced (or eliminated) non-recurring charges. 

 Moreover, the new plan encouraged “hunting” by offering “new logo” bonuses and dis-

couraged “farming” by neither retiring quota nor paying commissions on “pull-through” reve-

nues (i.e., those generated by additional services provided at the customer’s request, whether 

handled by the salesperson or customer service organization). 

 Finally, the new plan carried a tiered over-achievement structure that further accelerated 

commissions in 20% increments for all sales closed in those months when year-to-date quota at-

tainment exceeded 100%.  Thus, if YTD performance was between 100% and 110% of quota, 

commissions were 120% of normal; for YTD performance of 110% to 125%, commissions were 

paid at 140% of normal; and for YTD performance in excess of 125%, commissions were earned 

at 160% of the standard rate. 

 

RESULTS:  Clearly, many things contribute to the success or failure of any given company, and 

Jumpstart had a significant number of attributes.  Known for their superior technical solutions, 

Jumpstart’s engineering team continually developed products that expanded offerings in support 

of the company’s new brand as a robust business solutions provider for its customers and their 

partners / customers.  Jumpstart’s customer service and support organizations were second to 
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none, providing hands-on technical assistance 24 x 365 and implementing new customers 

quickly and with minimal effort.  The most problematic of all Jumpstart’s on-going operations 

was its manually-intensive billing system, but the difficulties posed by it were mostly transparent 

to customers.  Nevertheless, the improvements in Jumpstart’s sales and marketing efforts clearly 

were the primary factor in the company’s explosive and profitable revenue growth (see graph). 

Jumpstart Sales Metrics
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 By the end of the second full year of its transformation, Jumpstart’s billed revenue was 

$34 million per year, nearly three times what it had been only two years before; at $2.8 million 

per month, the company’s run rate had increased by more 290% in the same period, and it was 

growing at a rate of nearly 30% per year.  In and of itself, this growth is impressive; it is truly 

staggering in the context of the company’s transformation in the face of downward market pres-

sures at the time. 

 Jumpstart also had increased its installed customer base by more than 90% and had more 

than 130 customers using its services.  These successes were cost-effectively achieved with small 
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increases of only 20% in sales and marketing staff, and the average quote-to-close period had 

decreased to just over 45 days (and was in decline). 

 By the end of the period covered by this study, Jumpstart’s parent company had been en-

gaged in reorganization proceedings for nearly a year.  After a lengthy due diligence period, the 

parent funded its emergence from Chapter 11 in part by selling Jumpstart to a competing com-

pany that offered related services. 
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