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Every opportunity you win gets you closer to reaching your monthly
target and team goals, but you can’t win every deal and one of the most
difficult aspects of sales is identifying the reasons why a deal was lost.
Companies often spend a huge amount of time analyzing lost deals and
why they were lost. This is valuable, but it’s just as important to identify
what wins you deals.

A detailed study to try to understand
why a sales opportunity was won or lost
is called a win-loss analysis.

Let’s look at key aspects of win-loss analysis to help
you get started with it in your organization.
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What is your goal?
Talking to your buyers can open up more opportunities for a stronger customer
relationship. By interviewing your customers, you can uncover a lot of valuable
insights into your service and competition, especially if the interviews are carried out
immediately after the deal is closed (won or lost). Review these insights periodically
and if this analysis continues for at least a year, you will probably find you can answer
some important questions,
Such as:
1

How much do price, features, and service factor into the purchase decision?

2

What is it that convinces prospects to choose your competitors over you?

3

Are there any external influences that play a role in customers’ decisions?

4

What are your company’s strengths for winning customers and retaining business?

5

Is it often a close call with another competitor?

On a broader scale, before you start a win-loss analysis, make sure to have a clear
goal in mind. The win-loss analysis should not just be performed because it’s part of
the process you have to follow.
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Here are some reasons to do this study:

Product marketing
It is possible that your marketing message did not resonate well with your
prospects. Looking at the buyer insights will help you learn more about
your market share and how well your marketing messages are received
by prospects. This will help you identify ways to improve your messaging
and branding and modify your marketing strategy.

Product management
This is an important goal. Understanding the impact of your product in
the market and learning about the product and solution gaps can give
you great insights. Knowing where you are losing out to your competitors
and what the specific requirements your customers have can help you
create a good product roadmap for future developments.

Customer intelligence
With this goal, your focus should be on the buyer’s experience of your
product or service, product implementation, and your support and
sales approach. This knowledge is useful for your sales team to align
their messaging and focus on the strengths of the product.

Sales enablement
Feedback from buyers on their experience and journey through
the sales cycle is very valuable for your salespeople. You will get an
overview of how the sales team is performing and gain insights that
you can use to improve the process and sales productivity.
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A plan to get started
The cycle for a win-loss analysis includes planning the analysis itself,
executing it, measuring the results and finally improving your process and
strategy based on your findings.

Get input from important stakeholders
There may be various topics you want to ask questions about in the interview.
For example, you could ask participants about:
1

The difference between you and your competitors

2

Your reputation in the market or within the industry

3

Any specific solution gaps that your product needs to fill

4

The people involved in decision making and the deciding factor

5

The training and product education for user adoption

The best course of action is to bring stakeholders from different department
together - marketing, sales development, fulfilment, and customer onboarding,
to make a list of the questions that they would like to ask or the information that they
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would like to find out from the buyers. You could then create a survey and send to
the same stakeholders to help you finalize the list of questions to ensure you have
captured all their requirements well and everyone is happy with the questions.

Review your resources
To get started, you will need a survey tool to conduct and collect survey data, a
meeting tool to conduct online virtual meetings, and a CRM to store all the data
collected in a single platform. Even better if all the buyer information on purchases,
demography, past communications during the sales journey, etc. are stored in your
CRM as a central repository along with the survey details and meeting transcripts.
These tools will help you centralize the data collection so that you can access
contextual information easily as the data is not scattered across different platforms.

Dedicate a team
Just as important as the tools are, putting together the right team to conduct the
interviews is also essential. Companies often depend on their sales teams to make
calls and find out why a deal was lost, but it doesn’t have to always be the sales people
who call. You can use a third-party agency to conduct a win-loss analysis, or keep it in
house. Keeping it in-house reduces costs and you can use the people who know the
most about your business and product—the people who work on it.
The bottom line is, you should have a team who can talk to customers and make them
feel comfortable sharing even their negative feedback. The team should be familiar
with the buyer’s culture and be able to interact in their native language to make them
feel more comfortable in sharing their experiences.
If you decide to conduct your interviews in house, make sure you assign leadership to
someone who can own the program and manage it independently, keeping the team
neutral so that buyers are more comfortable and more likely to share honest feedback.
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Identify your targets
The best way to know why a customer chose you over your competition is by
asking them. They are the best source of competitive intelligence and talking to
them will help you to understand where you stand in the market.
The inclination to only interview prospects whose business you lost is natural,
but it is important to talk to your actual customers, too. They can give you
insight into how your company is doing with customer support, product
implementation, features, demos, etc.
There are various ways you might want to target customers for interview,
depending on your situation and overall goals. It’s often a good idea to analyze
your recent wins or losses, so you might want to look at the last three months,
for example. That ensures you get all the information while it is still fresh in the
customers’ minds. But be careful, because calling too soon may not give you
a clear overall picture of their experience if they are still in the middle of the
implementation process. You might also want to look at deals where the buyer
has been working with you for a while, as they have had more interactions with
the sales team and will have networked with more people in your organization.
These buyers will have more to share with you regarding their experiences with:
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1

The demos they experienced

2

The implementation resources they were given

3

Any product solution areas that were customized for their industry
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Share your findings, take action
For all this effort to be worthwhile, you need to be able make changes based on
the results. Go through the transcripts and document your observations, paying
attention to any common pattern that you notice or any trend that is worth
giving attention to.
For example:
1

If you find out that many clients did not like your pricing, it might be
worth having discussions about pricing changes or other strategies
you can implement to make your prices less off-putting.

2

If your results indicate that one particular product area is seen
as weak among your customers, while you think that it is one of
your strong areas, then you can use this information for sales
enablement. You can make sure that sales teams are articulating the
strengths of product features well and the messaging is clearer so
the buyers fully understand the feature’s capabilities.

The final step in the win-loss analysis is to share the results of your study with
the relevant people in your organization. This is essential to drive improvements
in your business. Generate reports based on your findings and share them with
the heads of departments in your company so they can take the necessary
corrective actions.
After reading through all these steps, conducting a successful win-loss analysis
might seem like a monumental task, but it doesn’t need to be. The key is proper
planning to succeed and a commitment to conducting this study periodically to
yield better results for the company in the long run. And finally, the right tool is key
to making sure you get all the data collected in a central repository for easy access.
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How does Zoho
CRM help you
conduct a win-loss
analysis?
The best place to efficiently store and use your sales data is a good CRM.
Zoho CRM offers a range of options to help you with your win-loss analysis
program. First and foremost is the option to capture all your sales and prospect
data in modules with all the contextual information easily accessible.
This is complemented by features that help you contact your customer base for
interviews and generate accurate reports which you can share with the relevant
teams. Let’s look at some of these options in detail.

Deals module
This module holds all the information about every one of your deals: the
contacts associated with the deal, the details of the organization, the
deal value, the communication history, and much more. The sales reps
pursuing the opportunity can store their thoughts and observations as
notes, including any insights they have into why a deal was lost or won.
You can also create a summary report of the notes to share and study
the information in them.
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Zoho Survey integration
With this integration, administrators can build surveys and collect
responses that are automatically added to CRM with the relevant
records. These surveys can be sent individually, via mass email, or using
automated workflow rules. The survey responses are available for each
record, with other contextual information, and the summary report for
the survey provides the details of the overall responses for the win-loss
analysis. You can also map the survey questions to specific CRM fields
before sending out the survey, so that meaningful data can be collected
and stored contextually within the record.

Zoho Form integration
Similar to the Survey integration, this integration helps with collecting
responses from customers. The added advantage is that you can
add Zoho CRM fields to the form to personalize it with the recipient’s
important details prepopulated.

Meeting integrations
Zoho CRM offers integrations with a range of web conferencing
programs, including Zoho Meeting, Zoom, GoToMeeting, and JoinMe.
This provides a platform to conduct interviews with customers via virtual
meetings and allows users to access a recording of the meeting from
the related deals in CRM. CRM users can also host meetings as part of a
win-loss analysis. Every contact person related to the deal can attend the
session and be interviewed in one session.
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Reports and dashboards
The reporting functionality makes it easy to generate reports on how many
deals were won or lost by sales rep, by region, by product, by month, by
quarter, or by a range of other parameters. Sales reps and managers can
view the win-loss information in cohorts, quadrants, dial gauges, and charts.

Advanced CRM analytics
The integration with Zoho Analytics can be used to create a variety of charts,
including bubble charts, combination charts, web or radar charts, and many
more. Managers can calculate the win-loss percentage by month, by sales
rep, and by other parameters using built-in formula functions. Reports are also
available for win rate by segment or vertical, win rate by marketing activity, and
loss reasons. These reports help you understand your win-to-loss pattern to
improve your sales process. These reports can help you slice and dice the data
you collect for win-loss analysis, giving you more meaningful insights.

Zia predictions
Sales reps can view the probability of winning the deals they are following up
on, powered by Zia Predictions. If the chance of winning a deal drops, reps can
adjust their follow-ups to improve the likelihood of winning it.
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Conclusion
These comprehensive dashboards and advanced reporting capabilities in
Zoho CRM along with other built-in features can help you with win-loss analysis.

But the most important part is to make changes
based on what you have learnt.
With these options to gather and store the relevant data and share the
takeaways with the right people in your organization, you can pave the way
for improvement and growth.
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