
Sales CRM Recommendation Cheat sheet: 

Dear Sales Leader, 

In order to lead and hold your team accountable effectively, without mystical unknowns 
or emotion but instead with certainty and cold hard facts – then you need a CRM that 
will provide the right reporting. Unfortunately, most trade specific CRM products do a 
poor job with Sales Analytics that provide information to help make better decisions. If 
they do “have the data”, pulling the data out to be seen in a visible way is sort of like 
taking an icepick to your forehead. 

There are solutions out there that have the reports in place already and some of the 
trade specific programs are gathering my report scopes so that they can keep you on as 
a client.  Nobody likes to switch systems, it’s intense and it fatigues your team members 
and affects morale. At the same time, they need to “live in it” and the reporting is only as 
good as the information that is put in it. You’ve heard it said, “garbage in, garbage 
out”.  Which means that you as a Sales Leader need to care about the numbers, use the 
numbers and rely on the numbers.  When adopting my program, you will have the Sales 
Vision, Sales Culture, Sales Plan and Sales Mindset to make your CRM something that 
they LOVE TO USE, versus hate to use. High performers love to be held accountable; 
they really do. Poor performers who have something to hide hate to be measured, 
because it is exposing where they are slacking. If you look at professional sports and 
how great teams and players are measured, they do it based on statistics. They want to 
win and it’s not all about the numbers, but there is a correlation between championship 
teams and great numbers. I can’t stress enough the importance of tracking, measuring 
and using the information to help you be proactive in growing your sales organization. 

Here are the fundamental reports that you need to use to get started and “play the 
game” as a Sales Leader better than you are today. If you are currently using a system 
that your system does not have these reports, contact us at 
support@salestransformationgroup.com to see if we have a conversation started with 
the company to increase sales visibility. Can you find this information using a 
spreadsheet? Not really…if you’re using a spreadsheet, you’re likely spending way too 
much time on the data entry and extraction and you’re wasting precious time that you 
could be using with helping your team to close deals. 

Here are the reports that you need to have access to in order to run an effective Sales 
Meeting and have enough data to make future forecasts with certainty, with cold hard 



facts, not with emotion and the endless optimism that creates nightmares for business 
owners. 

Allow me to go over some basic definitions to help with structuring your data: 

• Lead: a lead is a project or an opportunity to make money

• Contact: a contact is a person who is either a Center of Influence (COI) or a
person with a title, name, phone number and email address. In B2B scenarios,
they work for company or own a company

• Account: an account is a company, institution, establishment or organization that
pays you. You can liken this to a Parent (Account) and the children is the Contact.

• Pipeline: pipeline represents a salesperson, division or company’s outstanding
deals that a decision has yet to be made on (the jury is still out).

• Closing Ratio: the closing ratio represents the percentage of concluded deals
that have been proposed in the past (Contract Signed & Dead). With the correct
filters, this can be based on a person, a department, an account, a contact and
the overall company. For the most accurate data, look at this from a trailing 12-
months of concluded deals because this gives you the most accurate data.

• Selling Cycle: selling cycle represents the number of days from proposal delivery
to contract signed.

• Lead Source: lead source is a field that you create to designate a “deal” and the
source of where it originated.

• Some common examples are:

o Paid Methods (Home Advisor, Google Ads, Facebook Ads)

o Networking Events (BOMA, IFMA, Apartment Associations)

o Current Client (repeat business)

o Referral (came from a COI, Strategic Partner or Current Client)

o Word of Mouth (Signs, Trucks, Reputation with no direct source)

• Sales Activity: a sales activity is a behavior that needs to be measured and is a
cause of successful sales outputs. These leading activities are causes that create a
direct output. This doesn’t necessarily reflect “effectiveness”, but if a sales



professional is in this program and you’re doing your job as a Sales Leader, 
combining measured activity with effectiveness will create incredible results over 
time. 

• Some common examples are:

o Account Development Meetings (proactive meetings with accounts
that you work with)

o Take-offs

o Estimates

o Proposals / Bids Delivered

o Business Development Meetings (meetings with Strategic Partners,
COI’s and Networking Events)

o Follow up activity & Notes

• Base Bid: a base bid is the dollar amount of the bottom bid price, without
considering more deluxe solutions in the price, along with add-ons and upgrades.

• Gross Margin: This is the percentage of the bid and contract amount that you
estimate to make when you complete the project. Do not mistake this with “mark-
up”.

o Here’s an example of what I’m talking about.

 Example #1: Gross Margin Example. Let’s pretend you have a bid
amount of $100,000. The cost to build it is $70,000 which means you
intend to make $30,000. $30,000 divided by $100,000 is 30%. This
job has a 30% Gross Margin in it.

 Example #2: Mark-up Example. Let’s pretend you plan to build a job
that will cost your company $70,000 to build. If you “mark it up” only
30%, you’d be multiplying 1.3 to $70,000 which would equal $91,000.
Therefore, we are talking about two very different numbers.

 Example #1 demonstrates that you will make 30% Gross Margin, or
$30,000 if all goes well in production

 Example #2 demonstrates that when you “mark it up” you will only
make 23% or $23,000, considering all goes well in production.

 Lesson – don’t use “Markup”, use “Gross Margin” when estimating.



Pipeline (Related to Deals with $$ in them, not Accounts or Contacts): 

• Stages of Deals:

o Pre-Proposal Presentation:

 New Lead (Pre-meeting)

 Prospect (they have compelling reasons to buy)

 Qualified (with Decision Makers)

o Post-Proposal Presented:

 Hot (in decision time) and should have a “next-step” meeting on the
calendar.

 Contract to be signed (CTBS in 30 days) and should have a “next-
step” meeting on the calendar.

 Warm (holding pattern) and reflects that it once was hot, but you’re
not currently connected, and you’ve been following up to no avail.

 Active (1-year out) means you gave a budgetary figure to a deal
that won’t be deciding of a solution for at least one year from the
time of proposal

 Contract Signed (by both parties). Not a verbal, but a signed deal.
SOLD!

 Dead (we gave an offer and it’s over). Not “we can’t get a hold of
them” but it’s over, they chose someone else to solve this problem.

• Pipeline Volume:

o The number deals are in the Pipeline by Number and by Dollar by
salesperson, department, contract type and the entire company.

• Top Opportunities: The top 5 opportunities that will be in the forecast and are
expected to close before the month is over.

Closing Ratio: 

• The percentage of deals that were won versus dead (lost) based on
conclusions of solving the problems and due to follow up.



Velocity of Deals: 

• Lead time: how long it takes in days from deal creation date to proposal delivery.

• Selling Cycle: how long it takes from when a proposal is delivered (data point) to
when a contract is signed (another data point)

Account Reports: 

• Top Accounts: The Accounts who buy from you the most and you’re “their go-to
solution provider”. You need to know these, and you need to nurture, expand and
proactively consult these accounts with your best energy, remember the Pumpkin
Farmer Analogy.

• Account Close Rate: As you grow with your clients, it’s important to know which
companies are always asking you for a bid versus have the intention of buying
from you. Having this data is very important in making sure your team is focused
in the most profitable environments

Outstanding Activity/ Schedules and Calendars (that are past due or upcoming and 
viewed by team member): 

• Next follow up contacts

• Sales Activity

• Bid Due Dates

• Estimate Due Dates (for estimators separate from sales)

• Take off Dates (for inspectors/take-off professionals separate from sales)

Ways to Structure & Slice the Data: 

When you have these data inputs within the system and these outputs to extract data 
from the system, it’s very helpful. When looking at the reports you should desire to see 
the data within any given timeframe and the information should be useful, actionable. 

Each report output should reflect the following: 

• The number of deals, who is the salesperson and estimator, the current status of the
deal, the number of dollars outstanding, sold and dead. The data should tell you as a
Sales Leader what happened and what is still happening so that you’re “in the know”
and not wondering what happened. You should be able to pull these reports from
any desired timeframe.



Here are some fundamental examples of data outputs that would be actionable and 
helpful. 

• Contract Type: the common contract types are very important when analyzing the
data in your CRM to make sure you’re making the right decisions. These are typically
split by departments.

o Some common Contract Types are:

 Service: Repair and Preventative Maintenance Jobs

 Replacement: Restoration, Replacement and Retrofitting Jobs

 New Construction: Ground up construction in which you are bidding
a scope that you wrote or an existing scope that was provided to
the end user.

• Profit Centers: These are different than contract types because often they will
overlap and will need to be sliced down even more, depending on the volume.

o Residential (single family homes)

o Commercial (building owners and management groups)

o Office: Useful for viewing data at a location level (i.e. SF office, LA office,
Orlando office)

o Specifier: This reflects the name of the firm that specified the project.
Ideally, it’s always you but there are often third-party specifiers that
influence decisions in your favor.

• Lead Reports: Reports that reflect past lead (deals) and their status based on
lead source. These reports should reflect the count, dollar volume bid, proposed,
and who it’s assigned to.

Goals/Quotas: 

• Goals and Quotas are best viewed on a monthly and quarterly basis, depending
on your selling cycle. It’s important that every member of the team and the team
itself has visibility as to where they stand against the goal.

o  Contract Dollar: what is the current and past achievement against the
dollar goal?



o  Contract Number: what is the current and past achievement against the
number or quantity of deal goal?

o  Proposal Dollar Volume: what is the current and past achievement
against both the dollar of proposals delivered?

o  Proposal Count Volume: what is the current and past achievement
against both the number of proposals delivered?

o  Sold Gross Margin: what is the current and past achievement against
the gross margin dollars against sales goal?

o  Bid Gross Margin: what is the current and past achievement against the
gross margin dollars proposed against goal?

o  Sale Activity Goal: by quantifying the sales activity, what’s the number
of activities against the goal? Remember: “if you manage the activity, the
results will follow.”

• Scorecard:

o You should be able to see what the company, department or salesperson
has done in summary in one glance. This is done in a scorecard and should
be in the Sales CRM

• Sales Leaderboard:

o  Internal Competition is healthy and having visibility amongst the team
as to who is leading is a report that fosters a high-performing culture.

 Ryan Groth’s System Recommendations: 

• Followup CRM: This program solves all these problems and then some. This
system is the same one that I sold and launched into the construction market in
2013. The Founder is a great mind and it’s been a key to his contracting
company's success. Here’s a link to an STG specific demo they did for you. Here’s
a link to book a call with Erick Vargas, their COO in which you’ll receive a discount.

o  Pros: It has every report that you need and some native integrations out
of the box. Best used for Commercial Contractors. This system is legitimate
and my highest recommendation for most of my clientele. They have a
strong product roadmap and a handful of integrations with construction
technology products and growing. Great support and industry specific
leadership (I hired the current team in place myself they’re awesome).

https://youtu.be/MhhBbFm6PHc
https://calendly.com/evargas-1/sales-transformation-group-demo
https://calendly.com/evargas-1/sales-transformation-group-demo


o  Cons: It’s not a largely funded company and has limited resources. This
means that it isn’t integrated with most commercial products, but they’re
making strong pushes to align with the right partners. This system does
not estimate but integrations with one estimation program called the
EDGE.

• Salesforce.com: This is the 800 lb. gorilla in the CRM world

o  Pros: It has every bell and whistle you can possibly imagine and if you
have the money, you can get it to do whatever you want. They’re amazing.

o  Cons: You will need a couple of hundred thousand dollars, perhaps a
million or two dollars to get it to do what you want. They’ll refer to a third-
party consultant and you’ll need to hire a full-time administrator to
complete the items that you want. Buyer beware.

• Microsoft Dynamics:

o  Pros & Cons: Very similar to SF.com with both pros and cons. However,
I’ve heard less horror stories. Great system for everything if used properly.

• Pipedrive: This is a good system for companies just getting started with a few
salespeople.

o  Pros: Light, easy and super slick. This system isn’t too expensive to get
started and has incredible flexibility.

o  Cons: Their data slicing capability is limited and not something you can
count on without paying more money.

CRM’s for that have great overall functionality, yet I’m in conversations with 
currently about upgrading their sales reporting. 

• Home Services: Acculynx and their Reports Plus Add-On

• Home Services: Job Nimbus

• Commercial: Jobba (FCS)

• Home Services: Estimate Rocket

CRM’s for that I don’t have conversations with right now, but I hope to join forces 
with. 

• Home Services: Job Progress



• Home Services: Contractor’s Cloud

• Home Services: Top Builder

• Commercial: Dataforma (you can purchase Microsoft BI and extract their data
for better visualization)

• Home Services: Improveit 360!

• Home Services: BuilderTrend

• Home Services: MarketSharp

• Home Services: Knowify

• Home Service and Commercial: ServiceTitan

Commercially Available CRM’s that I’ve heard good things about (not industry 
specific): 

• Zoho

• Pipeline Deals

• SmartSheet

 I know that this is quite a bit of information and might feel a little intimidating. However, 
just know that this will take time and will enough patience you will get this right. The 
most important thing to remember is that you need to take massive action and use this 
system in your sales meetings and daily sales huddles. Also, if you try to push this too 
early without having the Sales Vision, Culture, Process, Mindset and Commitment to 
grow in place first – then these CRM’s will sit on the shelf. A good system is only as good 
as the Sales Leader driving it. With that being said, keep moving forward and don’t 
hesitate to reach out for questions! 

To your success, 

John Boggs




