
 

SALES 

Nothing Happens Until a Sale Happens 
A look at the most common sales gaps in small and midsize businesses — and the 
straightforward fixes that drive real top-line growth. 

Peter Drucker said it decades ago, and it's still true: nothing happens until a sale happens. Marketing 
builds interest. Operations deliver the work. Finance keeps score. But none of it matters if the sale never 
closes. And yet sales is often the least systematized function in small and midsize businesses — run on 
instinct, tribal knowledge, and whoever's calendar has room this week. 

We've worked with enough SMBs to see the same gaps show up over and over. Here are the five that 
cost the most revenue, and what actually fixes them. 

1. No defined sales process 
Ask five reps at the same company how they close a deal, and you'll often get five different answers. 
Without a documented process — the stages a lead moves through, what has to be true to advance, 
who owns each handoff — sales become personality-dependent. It works fine when your best rep is on 
the call and falls apart everywhere else. 

The fix: Map your actual sales process, not an aspirational one. Sit down with your top performer, 
document what they really do from first contact to signed contract and turn it into a simple stage-gated 
pipeline everyone uses. It doesn't need to be elaborate. It needs to be consistent. 

2. Leads go cold because follow-up is inconsistent 
Most lost deals aren't lost to a competitor — they're lost to silence. A prospect asks a question, nobody 
responds for four days, and they move on. Research consistently shows the majority of sales require 
multiple touches after the first conversation, yet most reps stop after one or two. 

The fix: Put follow-up on a cadence, not on memory. A simple CRM with automated reminders closes 
this gap for most businesses — no need for anything expensive or complex. The goal is that no lead 
depends on a rep remembering to check back in. 

3. Sales and marketing aren't talking 
In many SMBs, marketing generates leads and tosses them over a wall to sales, with no shared definition 
of what makes a lead worth chasing. Sales ignores half of them as junk; marketing keeps producing more 
of the same. Both sides end up frustrated, and qualified prospects fall through the crack in the middle. 



 

The fix: Get both functions to agree, in writing, on what a qualified lead looks like — and build a 
feedback loop so sales tells marketing which leads actually convert. Even a monthly 30-minute sync 
between the two teams closes most of this gap. 

4. Pricing and value aren't clearly connected 
When a prospect pushes back on price, a lot of reps go straight to a discount. That's usually a sign the 
value case was never made clearly in the first place. If your pricing conversation is really just a number 
on a page, you're inviting a negotiation you don't need to have. 

The fix: Give your team a simple way to tie price to outcome — a before/after comparison, a cost-of-
inaction estimate, a short case study. Price objections shrink dramatically when the value is obvious 
before the number ever comes up. 

5. No one owns the number 
In a lot of small businesses, the owner is quietly carrying the sales function on top of everything else, 
with no one else accountable for hitting a target. That works until the owner gets pulled into operations, 
and revenue growth stalls with them. 

The fix: Someone — even part-time — needs explicit ownership of the sales number, with a regular 
cadence for reviewing pipeline and results. Accountability doesn't require a VP of Sales hire. It requires a 
name attached to the target and a standing meeting to check progress against it. 

The common thread 
None of these fixes require new headcount or new software budgets. They require treating sales as a 
system rather than a set of individual efforts and putting just enough structure in place that results don't 
depend entirely on who's making the calls that week. 

Revenue growth rarely comes from a single big swing. It comes from closing the small, unglamorous 
gaps that let deals slip through — one process, one follow-up, one clear conversation at a time. 

Want help identifying where your sales process is leaking revenue? Want to establish a system for sales? 
Get in touch — a short conversation is often enough to spot the biggest gap. 
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