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Sales and Delivery:  The One Team Theme for Project 
Managers 

A Venn Diagram Interaction Model 
 

By Donald R Hammons, MBA 
 
Project Managers are often challenged with ramping new projects that have come 
through the ‘sales pipeline’ into the delivery organization.  Often times, schedules have 
been set, staff sizing has been completed and commitments have been made to the 
clients ‘prior’ to the due diligence being completed at the project level.  This challenge 
often places projects at risk before they even get off the ground.  There is a better way. 
 
Sales to Delivery – The Setup 
 
My own experience has been that Sales Teams and Professional Services Delivery 
Teams are often disparate units with variant missions.  On the Sales side, we applaud 
these folks because they’re the ones doing the hard work ‘hitting the streets’ to bring in 
net-new business and project wins.  However, whether it’s products or services, most 
experienced project management or professional services delivery professionals have 
had the experience of a ‘new and urgent’ deal being pushed through the organization 
and ‘thrown over the wall’ to the delivery teams.  There are a number of rational reasons 
why this may occur. 
 
First, the business environment is extremely competitive and those sales teams that are 
empowered and capable of driving their leads and opportunities through the sales 
process to achieve a ‘win’ are the stalwarts of any enterprise.  While personal 
compensation for these sales leaders is certainly a driver for them personally, there are 
other pressures they are reacting to such as a company hitting a quarterly sales and 
new revenue target or penetrating a new account for strategic or scalability purposes.  
All of these aims are notable and not necessarily counter to effective delivery. 
 
Second, sales teams are often ‘outside the process’ when it comes to ‘sales stages’.  
The most prolific users of enterprise sales team software packages or cloud enablement 
suites such as Salesforce.com can preclude this by managing their opportunities tightly 
within the defined sales stage categories thereby providing delivery and support 
organizations with the necessary proactive visibility to new demands.   Business 
realities often preclude this however and opportunities that are often forecasted as 
‘warm’  or mid-stage often become hot quickly as new information or strategic 
advantages are uncovered through the sales process and those ‘quick wins’ can stress 
a professional services or delivery team. 
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Finally, in looking at traditional organizational structures, we’ve often seen a process 
(see Figure 1 below) that serves as an interaction model between sales and delivery: 
 
 
Figure 1. 
 
 
 
 
 
 
A Go-Forward Model:  An Improved Sales/Delivery Team Interaction Model 
 
While we can understand the reasons why challenges exist with sales and delivery 
team interactions on the front end of the process (sales), we must also consider the 
implications when we ‘stick with’ the model as it often is today (Figure 1).  A few 
observations might include: 
 

 Late engagement of delivery team leaders during scoping or ‘deal reviews’ can 
create conditions which ‘stress’ the delivery organization as commitments are 
often made which are difficult to achieve 

 
 Failure to adhere to proactively reported sales stage progression at the sales 

team level will impact sales stage analytics and provide poor visibility to 
professional services delivery teams as they aim to not only deliver ‘existing’ 
engagements but to prepare their teams and staffing plans for new projects on 
the horizon 

 
 Quick injection of delivery teams without prior ‘context’ in terms of the client 

relationship, perceived risk evaluations, etc. may cause the professional services 
delivery team to achieve a ‘poor’ start on the new project engagement which 
places the lead project managers at risk as they and their teams attempt to 
overcome the initial ‘perceptions’ in the area of project performance 

 
 Customer satisfaction may suffer from late engagement of delivery teams on new 

‘deals’ thereby limiting the ability of the sales organization to drive net-new 
business within that existing customer.  The impact to not only customer 
satisfaction but to ‘future revenue’ is real and cannot be discounted 

In a go-forward strategy, Figure 2 below highlights an improved interaction model that 
may serve organizations better in terms of sales to delivery ‘handoffs’: 
 

 
SALES 

 
DELIVERY 
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Figure 2. 
 
 
 
 
 
 
 
 
 
 
Figure 2 (above) depicts an improved interaction model between Sales and 
Professional Services Delivery teams which may serve to empower improved project 
delivery capabilities for teams.  In this scenario, a few observations: 
 

 Sales Stage analytics and reporting can continue to be used to provide 
‘forecasting’ for delivery teams and project management professionals in the 
organization as they’re able to see ‘over the horizon’ at deals that are imminent 
within their organization.  This enables staffing models to be proactively 
constructed, risk profiles to be reviewed, and preliminary interactions with the 
sales team leaders to be achieved 

 
 In this model, the professional services team is empowered through ‘early 

engagement’ depicted by the ‘interaction’ prior to the sales ‘win’ and the 
interaction after the win as the delivery team ramps to strategic client needs. 
Thus, sales-stage engagement by the delivery leadership becomes a normal 
business process and when deals move from warm to hot or opportunities 
surface which are ‘un-forecasted’ the organization is quicker to respond to these 
scenarios because the ‘norm’ is a proactive interaction model between the sales 
and delivery teams 

 
 Figure 2 also provides for not only early engagement in the deal review process 

before a sale is ‘finalized’ or booked, it also calls for ‘continued’ sales team 
engagement beyond the execution of the win.  In this approach, the ‘throw it over 
the wall’ approach is discarded and the sales teams continue to be engaged 
through project planning stages to ensure relationship handoffs are appropriately 
constructed, that project risk profiles are agreed-to with the client, that any 
ambiguity with regard to project success criteria and scope are clarified, and it 
ensures successful ‘start-up’ of the project engagement – which is empowering 
to the lead PM and his/her team on the ground in front of the client. 

SALES DELIVERY 
INTERACTION 
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Summary – The Advantages of a ONE TEAM Theme 
 
By ‘re-thinking’ the interaction model between the Sales Teams and Professional 
Services delivery organizations and through an organizational commitment towards 
‘early’ engagement and ‘post win’ engagement by the sales team, organizations and 
their projects may be better served.  The outcomes are of course clear:  (a) the 
relationships between the sales leadership and the delivery organizations is improved 
(b) risk to the organization is minimized as increases in project execution capabilities 
are realized, and (c) the most important of all – client satisfaction is higher because the 
client can see that the product and services delivery from their provider is being 
delivered with a ONE TEAM theme and we all know that successful project execution 
can drive new strategic sales opportunities with our clients. 
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