












So how do companies do it? And what should 
leaders consider? First, get organized and be 
prepared for and mindful of the needs of the 
sales teams by considering these protocols:

Set up an incentive compensation relief team to include 
HR Leads, Operations Leads, Sales Leads, and Finance. 
This team will manage decisions and review cases on an as 
needed basis. Obviously, this team needs to be sanctioned 
by senior leadership and build the business case for 
expenditures and remediation eff orts.

Identify aff ected sales roles or channels that need 
relief. The whole organization should be considered if 
the impact of the crisis is felt throughout the organization. 
If not, specifi c “triggers” should be established to identify 
employees or business development agents in need. 
Typical triggers include: 
• An anticipated substantial decline in sales over a 

measurement period (say 20-25% miss, 20% quota 
miss, increase in the percentage of accounts below 
expectation, etc.) actual fi xed pay becomes a larger 
percentage of total pay for a quarter or two—off  
target level.

• A substantial negative incentive impact (e.g., 
15-20% lower payout then target Total Variable 
Compensation expectation).

Determine policies and methods best suited for your 
sales organization to ensure the most impact to future 
sales and the sales resources that will deliver them.
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Amongst these options, it is important to ensure all relief 
eff orts have a defi ned timeline and clear performance 
expectations associated with them. Related to this, they 
should be off ered only to employees in good standing. It is 
also important to consider time commitments and payback 
terms if an employee terminates after receiving these added 
benefi ts. Lastly, you need to continue to manage your overall 
cost of sales to ensure you stay within acceptable limits.

In summary, these are unprecedented times, with an 
undeterminable end point. For organizations, we believe 
there is one prudent decision roadmap: focus fi rst on 
employee well-being, prepare for a return to normalcy, 
make the necessary changes, and invest in the future.

1. Increase ramp times and 
periods for new sales reps.

2. Redefi ne acceptable 
performance levels.

3. Provide non-recoverable 
draws (guaranteed earnings) 
for a predetermined amount 
of time.

4. Lower threshold 
performance levels on 
primary sales compensation 
measures.

5. Provide special incentives 
and spot awards (use cash 
versus non-cash awards) 
to sales reps for continued 
business development 
eff orts.

6. Provide quota relief on 
new business or revenue 
measures.

7. Shift incentive measures 
to customer relationship/
service/quality.

8. Shift incentive measures to 
activity-based measures.

9. Shift sales reps focus 
to retention, usage, and 
consumption eff orts on 
previously sold products 
and services.

10. Lower target excellence 
levels for top performers.

11. Increase accelerated 
payment levels.

12. Remove performance 
linkages on multiple 
measures.

13. Move from billed or 
collected revenue to new 
contracts and new logos.

14. Review your measurement 
and payout periods to 
ensure they are well 
aligned with the current 
environment.

15. Provide a stay bonus if 
there is a creditable threat 
of sales reps leaving.

Once protocols are in place, there are a 
number of temporary tools for adjusting
sales compensation design that should be 
considered. These include:
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Get more insights like 
this in our new report, 
written by and for leaders 
working to get through 
and beyond this crisis.


