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The DELTA T-Selling system: T, T and T 

Overview 
There is a way to go about selling which views sales as one system; focused on 
one goal; resolves constraints quickly and successfully; reduces sub-optimization 
dramatically and as result, delivers more T than you ever imagined. 

What does it look like? It is radically different from the frame of mind in which we 
set up sales systems today. We call this system DELTA T-Selling, because it 
results in a total focus, of everyone in the enterprise, on driving T. 

What added value are you selling? OE, I or T? 
The three global indicators OE, I and T have significant importance when you 
consider which of them will you target for in your account. In other words: which 
issues are you offering to resolve for your customer? 

Assume that a customer comes into your hardware shop and asks for a hammer. 
In the classical frame of mind you would ask “how much do you want to spend”. 
In other words, your eyes would be focused on the customer’s wallet: share of 
his wallet is your prime concern. Your mindset is on OE, you are “selling to” your 
customer. What he wants to do with the hammer is none of your business. Your 
added value is in reducing OE because you will win the order if you sell at the 
lowest cost to the buyer. When selling like this to an account, you are selling to 
cost centers. 

If you run your shop adding value to a customer’s “I” you may perhaps rent out 
the hammer. Your offer will be to keep his stock of tools small, to help him save 
inventory space. When selling to an account, you customer is the supply chain. 
Selling into the OE and the I domain are “classical assumptions” because in 
principle, the main contribution of a supplier is to cut cost or inventory. 

However, if you focus on selling T, you will ask, “what do you want to do with it?” 
to better understand whom he plans to serve with his work and how. You will find 
out that he wants to build a fence and actually needs much more than just the 
hammer. He didn’t know that you can do much more for him than the hammer. 
Now your extended view of the sales systems allows you to see “sell through” 
business which is typically much bigger than “sell to”. In the TOC frame of mind 
you focus on the account’s T-domain. Here, it is obvious that you will find 
significantly more business opportunities than in the OE and I domain. 

When you focus on your account’s needs in the OE domain, the customers cost 
budget will limit your order levels. However, if you focus on your account’s needs 
in the T domain, only market limitations will be your client’s limit. 
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All selling focused on T, T and T 
There is a huge difference between sales systems that focus on OE or I and 
those systems that focus on T. The OE or I system sells to the cost budget of the 
account. And when the account is in a cost cutting mood, like they all are when 
the rumor spreads that the economy is in trouble, your market shrinks. Why? In 
essence, because you are selling to the cost budget of your account. There, the 
basic trend is reduction. Your offer is “give me money, so that I can save you 
money” and anyone with a right mind will reply: “you’ve got this in the wrong 
order”. Is your sales system in that state? It is if you are selling with a high 
discount and your customer is in purchasing, procurement, or internal service 
departments (i.e. Finance, Manufacturing, Marketing, I.T). 

Your offer is different when you focus your sales system on T. It is “give me 
money, so I can increase your T”. You sell to the revenue stream of your 
account. There, the basic trend is increase. Any help to increase T is welcome. 

Sales systems that focus on OE or I will declare the economy in trouble when 
their customers squeeze cost. Sales systems that focus on T will gain valuable 
market share over their competitors when the economy is declared “down”. It is 
not the economy. It is us. 

Our
Company’s
Throughput

Our
Account’s

Throughput

Our
Account’s

Customer’s
Throughput

T, T and T 

Focusing on T (as opposed to OE and I) forces us to view the whole flow of T, 
not just our orders. We must understand the linkage between our own T, that of 
our account, and their customers, in turn:  
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To successfully contribute to your account’s revenue stream you must  
understand the whole flow of, and your contribution to:  

– Your account’s customer’s T (your starting point). 

– Your account’s T (your prime contribution)  

– Your company’s T. 

This principle flow must be the overall guiding view for everyone in your sales 
system. It opens the door for unblocking the power of your sales force. 

One sales system – not many 
How then do you need to set up your sales system so that it focuses on T, T and 
T? The DELTA T-Selling System is your solution. It has three components: 
Opportunity Engine, Sales Management and Product Management. Its overall 
purpose is to sell more today than you did yesterday. 

 

he DELTA T-Selling System 

pportunities won. Therefore, at the heart of the DELTA 

Sales 
Management

Opportunity
Engine

Our
Company’s
Throughput

Product
Management

 T

1. Opportunity Engine.  

Throughput consists of o
T-Selling System is the Opportunity Engine.  It’s goal is to find and win 
opportunities that create T for your company. Account Managers and their teams 
own and run it. Sales Managers and Product Managers steer and help. 

 6 

© Copyright Delta-Institute S.A. Avenue de Beauregard 12        CH 1701 Fribourg
Tel. +41-26 426 36 36          Fax +41 26 426 36 37         mail@delta-institute.com www.delta-institute.com

All rights reserved. No part of this material may be reproduced in any form or by any means, electronic, mechanical, photocopying, recording 
or otherwise without the prior written permission of the Delta Institute, Fribourg, Switzerland.

© Copyright Delta-Institute S.A. Avenue de Beauregard 12        CH 1701 Fribourg
Tel. +41-26 426 36 36          Fax +41 26 426 36 37         mail@delta-institute.com www.delta-institute.com

All rights reserved. No part of this material may be reproduced in any form or by any means, electronic, mechanical, photocopying, recording 
or otherwise without the prior written permission of the Delta Institute, Fribourg, Switzerland.



Excerpt from UNBLOCK THE POWER OF YOUR SALESFORCE! 
W.A.Woehr, D.Legat 

ISBN 3-7083-0082-3 (German: ISBN 3-7083-0166-8) 
Order on-line at www.delta-institute.com – or at your favorite bookshop 

 

2. Sales Management.  

Sets the T-goal. Leads constraint resolution. Resolves the systemic constraints. 
s sub-optimization. Is accountable overall that the 

y Engine”. Clearly offering 
a superior contribution to an account’s T. Quickly 

st 
and downsizing 

 in a 
sal y OE or I? One that sells on a basis of reduction of 

 

Winning opportunities creates T. They, in turn, consist of “components”: 
. All these are elements of an order 

ation of sub-optimization. It treats 

t puts 

Minimizes and eliminate
Opportunity Engine runs well, like a Swiss clock. Provides the tuning for the 
Opportunity Engine. When it stutters, they must fix it. 

3. Product Management. 

Provides the products that are “fit for the Opportunit
products that can provide 
changing when account’s requirements change. Resolves systemic constraints 
for their products. Provides the optimal fuel for the Opportunity Engine. 

Focused on resolving constraints for T – not on co

Now, assume that orders stop growing, or even worse, drop. What happens
es system that is driven b

cost or inventory? We all know it: in that system, we cut cost. In other words, we 
attack the OE and I of our own sales system with catastrophic results for our T.  

In the DELTA T-Selling system you will not fall into the classical trap. You will 
start by understanding the constraints and identifying where your system has run
out of capacity, or is being blocked by a policy. You recognize that DELTA T-
Selling is actually constraint resolution. The way it works is that your account 
resolves their customer’s constraints and you resolve your account’s constraints 
because you are constrained to do so. You know this (in DELTA T-Selling) so 
you can fix it. If your orders drop, it is not the economy. It is you. Your DELTA T-
Selling system has run into a constraint. Fix it. Don’t blame the economy. 

One goal only - not many 

products, services, partner contributions
when you get it from your account. The classical assumption of the agricultural 
economy is that you must set goals for each of these components: product 
quota, service quota, industry quota, and channel quota. By doing so, they drive 
the sub-optimization and the account teams. 

Firstly, the DELTA T-Selling system focuses on opportunities, not on the 
components. By doing so it demands elimin
products as what they actually are: components of opportunities. Just that. 

Secondly, it has one and only one goal: to win more opportunities tomorrow than 
it did today. Repeat: opportunities, not orders for products. By doing so, i
authority where it should be: with the Account Teams (who select the 
opportunities to work on in order to grow T) and with the Sales Managers (whose 
job becomes to lead the Opportunity Engine so that it delivers to the goal). 
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Anything new here? 
You may say to yourself “So what? That is what my organization is like today!”  
However, the illustration below demonstrates what we have observed in many 

We will now take your through the DELTA T-Selling system, element by element. 
ne in detail. We’ll ask you to 

perience how DELTA 
T-Selling system will change your view of the sales system. Later, we will ask 

organizations: 

The reality – viewed through the DELTA T-Selling system 

If this is familiar, then DELTA T-Selling system is for you.  

Sales 
Management

Opportunity
Engine

Our
Company’s
Throughput

Product
Management

< 20% of 
opportunities 

can be 
resourced

Gut feel 
selection of 

opportunities

Downsize.
Outsource.

Sell off.
All 

opportunities 
but low 

hanging fruit 
qualified out

Weak 
collection of 
opportunities

No constraints 
raised (“will 

not bring bad 
news”)

The economy 
is down. 

Nobody can 
grow. So we 

cannot either.

Product 
Introduction 

throws 
products “over 

the fence”

Products 
defined for OE-
and I- Selling

plans.

Plans are OE and I 
centric.

Rigid cost budgets, and 
Invento

TOC unknown.
Few requests to 

resolve 
constraints. Most 

turned down.ry reduction 

First, we will take you through the Opportunity Engi
view it like one of your account managers. So that you ex

you to take the view of the product manager and then your own, the sales leader. 
This switch will help you to see how you must change your role in the fine tuning 
and running of the Opportunity Engine. 

The Opportunity Engine has only one goal: to win more opportunities today and 
tomorrow. So that your function performs the role it has: to grow the T of your 
enterprise.  
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The opportunity engine 

Five key elements 
To have your enterprise continuously winning T, you need a constant stream of 
opportunities won. We are used to view account planning as a sequential 
process. That is not what we are talking about here. We are talking about an 
“engine”, a smoothly running machine. Not a “once per year” account planning 
session but an engine, which runs smoothly, continuously and fast, on five 
“pistons”. Producing your enterprise’s T. You continuously and quickly: 

– Understand your account’s constraints and those of your account’s 
customers. 

– Find the opportunities for business where you can help the account to resolve 
his constraints. 

– Select the right opportunities. Those opportunities that you need to win in 
order to achieve your account T goal. This selection focuses on the “right 
opportunities” from a portfolio view.  

– Identify and resolve the constraints for the opportunities you have focused on, 
so that they move into the T-Space where T will be possible to achieve. 

– Engage and win with a simple, crisp win plan aimed at overcoming the 
obstacles to get the order. 

Plan to Win –
and Win.

Identify and 
Resolve

Opportunity
Constraints

Select 
Opportunity 
Focus from 
Opportunity 

Portfolio.

Map
Business

Opportunities

Understand 
Account’s 

Constraints

1 2 3 4 5

Our
Company’s
Throughput

The opportunity engine 
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No wonder we have stopped growing  
In the real life of account selling where we gained our experiences, we found 
plenty of areas where the Opportunity Engine does not run continuously and 
quickly “on all pistons”. Here is a list of the items we saw, in actual companies 
(some of these may sound familiar to you): 

– The SR thinks, maybe, the account has money and maybe certain projects. 
The SR does not understand the account’s constraints. In fact, the SR seldom 
knows what is it the account is trying to sell to their customer. 

– The account plan is “reviewed” once a year. However, the account lives in 
real time. They need constraint resolution faster than the SR can adjust the 
account plan. The SR is frequently out of sync. 

– There is no systematic method of collecting and viewing opportunities across 
an account (several ABU’s). 

– Constraints for opportunities are invisible. 

– The SR’s are trained to go for the low hanging fruit. The SR does not want to 
focus on an opportunity with constraints. SR’s who push for constraint 
resolutions are branded as a trouble maker. 

– Sales management (you) can’t distinguish between a real constraint you can 
resolve and an excuse from the SR not to sell. 

– When you have a list of opportunities you realize you can’t win them all. 
Which ones are “worth the effort?” You have no systematic way to quickly 
decide other than your gut feeling. 

– Constraints are not raised to your level. If constraints are raised it takes far 
too long to resolve them. 

– There is not enough effort on planning how to win an opportunity. There is not 
enough time to plan to win. 

In summary, if just a few of these observations apply to your sales system, the 
Opportunity Engine will be running significantly below it’s actual performance 
capacity. You will experience either a lack of growth in T, or a pressure to cut 
cost, or as in most cases both. 

Now, we are going to take you through your Opportunity Engine, step-by-step. 
To introduce you to DELTA T-Selling we want you now to take on the role of an 
account sales manager. Go back in time to your days as an SR.  

We present each step of the Opportunity Engine in four paragraphs: 

1. Brief elaboration of key TOC principles essentials for the step. 

2. Walk through the essentials of DELTA T-Selling for that step. 

3. Summary of the key principles of the step. 

4. A check sheet for diagnosis of your own sales system’s maturity. 
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