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A guide for revenue leaders who need their kickoff to land in pipeline, ramp,

and win rate, not just in the post-event survey.



Introduction 2027 SKO Planning Guide · 2Win! Global

Three Forces Shaping the SKO
The mechanics of running an SKO are well-known. The harder question is whether it moves the

numbers once reps are back in territory: pipeline created, ramp shortened, win rate lifted. Three

forces are reshaping the answer for revenue leaders planning their next one.

01 AI is reshaping rep prep
Reps walk into your SKO already drowning in AI-generated pitches, AI-summarized product pages,

and AI role-play simulators. The bar for "engaging content" is high, and rising. A kickoff that just

delivers information cedes ground to a tool reps can open on a laptop. Your SKO has to do what AI

can't — pressure-test skill under live conditions.

02 Budgets demand proof
Sales leaders are being asked to defend every line of the SKO budget. "Energy" and "alignment"

don't survive a finance review. You need a measurement framework that ties SKO content to win

rate, deal velocity, or new-hire ramp time. Agreed with RevOps before you book the venue.

03 One-shot training doesn't stick
Reps lose the majority of new content within 30 days without reinforcement. Most SKOs treat this

as someone else's problem. The result: a great event, and three weeks later nothing has changed

in territory. Your next SKO has to function as week one of a reinforcement campaign , not a

standalone event.

The 2% Factor

Small choices compound. Bigger budgets don't.
Small, disciplined design choices, not bigger budgets, produce the difference between a "great event" and

measurable performance lift. This guide is built around the choices that compound.
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A B C

High-energy leaders and well-tailored materials kept everyone engaged throughout the event. The coaching

techniques were constructive, collaborative, and focused on growth, creating a positive and motivating environment.

Step 1 · Purpose 03 · The starting question

Define the Purpose
Optimize for outcomes, not topic coverage.

Topics are easy: product launch, new pricing, territory changes. Outcomes are harder, and they're

what revenue leaders are buying. Pick one primary outcome. Sequence everything else under it. If a

session doesn't ladder up to that outcome, cut it.

Pick one primary outcome

Product / Launch
Readiness
Reps can demo and articulate the

value of a new product or major

release within 30 days.

Measured by
demo certification rate · first-
deal velocity for the new SKU

Methodology / Skill Lift

Reps demonstrate a specific skill

(discovery depth, demo structure,

objection handling) at a higher

level than baseline.

Measured by
call observation scores · stage
conversion rate

Strategic Alignment

Reps can articulate the company's

go-to-market priorities and how

their role contributes.

Measured by
survey + manager 1:1
conversations in week 2

The Value Pyramid

Tie every objective to a stake.
Operational (what reps do differently) → Departmental (how the team

performs differently) → Strategic (how the business changes).

Objectives that stop at Operational don't survive the CRO's review.

Push every SKO objective up the pyramid before you build content

for it.

VP Solutions Engineering | ICE
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Step 2 · Agenda 04 · Six ingredients

Build a Balanced Agenda
Sequence the day for emotional arc and audience attention.

1 Strong Opening
Set the year's narrative in one breath. The audience

should leave the first 20 minutes able to repeat your

central idea.

Big Idea (Storytelling2Win): one sentence

everyone repeats in week three.

2 Skills Sessions
Live, hands-on training where reps practice, not

watch. Aim for 60%+ of agenda time as active

participation.

Insight-Based Leading Question: Bring an

executive point of view to senior conversations

3 Engaging Activities
Game-show formats, quick-fire challenges, peer

competitions tied to real skill, not trivia. Keeps

energy up and exposes skill gaps in low-stakes

moments.

Active recall > passive consumption. Build

for retention and entertainment.

4 Motivational Talks
Reconnect reps to the mission. Customer voices

land harder than executive monologues. If you must

use an exec, give them a story, not a slide deck.

Customers > Executives > Outside speakers.

In that order.

5 Team Time & Networking
Cross-team relationships are an asset the SKO

produces. Engineered introductions beat "mingle at

lunch." Use structured peer round-tables.

Discovery on the Fly (SalesTeam2Win): peer

learning, not just bonding.

6 Value Close
Elevate from tactical ("do X on Monday") to

business value ("why this matters"). Reps should

leave able to articulate the why, not just the what.
Value Close (Demo2Win): close with stakes,

not steps.

Think About the Arc, Not Just the Agenda

The most-remembered moments of any SKO are emotional, not
informational.
Build the day around the feeling you want reps to carry into Monday, then sequence content to deliver it.
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Step 3 · Methods 05 · What actually moves skill

Methods That Transfer Skill
There are dozens of training formats. Three actually move the needle.

01 Masterclass-
Style Coaching

Live coaching in front of peers.

Uncomfortable, which is the point.

Skill transfer happens at the edge

of comfort. A skilled coach

surfaces patterns and corrects

technique in real time, with the

audience learning by observation.

Best for
· presenting 
· demoing 
· discovery 
· executive engagement

02 Live Role-Play
with Coach 

Reps practice against a coach

playing a real buyer. Real

objections, real pivots, real failure

points. Forget rehearsed scripts;

those collapse the moment a real

customer goes off-pattern. Coach

gives feedback within minutes.

Best for

 · objection handling 
· discovery 
· executive conversations

03 AI Role-Play
Simulators
(As a Supplement)

Useful between sessions for reps

to drill scenarios on demand. Not

a replacement for human

coaching. AI runs volume; it can't

read the room or pivot when the

buyer changes mode mid-

conversation.

Best for
· pre-SKO warm-up 
·  post-SKO reinforcement
 (not the main event)

Failure Mode to Avoid

If your SKO is mostly presenting to a passive audience, you're
running a conference, not a training event.
Conferences inform. Training events change behavior. Know which one you're paying for.
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Step 4 · Crimes 06 · Common · Expensive · Avoidable

Avoid the SKO Crimes
Common. Expensive. Avoidable.

At 2Win, we call the high-cost mistakes "crimes." They show up at every SKO we observe. The good

news: each one has a specific fix.

Crime #1

Content Overload
Twelve product launches in one day. Reps

remember nothing.

The Fix

Pick 3–4 priorities and cut everything else. If a

topic isn't worth 45 minutes of live training, it isn't

worth being on the SKO stage. Move it to async.

Crime #2

Information Over Action
Reps sat for eight hours. Said nothing. Practiced

nothing. Wasted eight hours.

The Fix

At least 50% of agenda time must be active

participation. If you can't hit 50%, your design is

wrong, not the time budget.

Crime #3

Vague Call to Action
"Apply what you learned." That's not a call to action;

that's hope.

The Fix

One specific, observable behavior with a deadline.

Example: "By Friday, run one Tell-Show-Tell in a real

customer conversation and log it in next Monday's

standup." Specific enough to coach against.

Crime #4

AI-Generated Content Drift
Decks that read like ChatGPT wrote them. Role-

plays with synthetic objections no real buyer has

raised. Reps detect AI smell instantly and

disengage.

The Fix

Use AI to draft fast, but always run content through

a 2Win-trained coach or senior practitioner before

stage. Human judgment is the moat.
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Step 5 · Reinforcement 07 · Make it stick

Make It Stick
The SKO ends. The skill decay starts within 48 hours.

Most SKOs treat the post-event period as someone else's problem. That's the single biggest reason

reps don't change behavior. Your SKO has to be designed as week one of a reinforcement campaign ,

with the campaign in place before the event starts, not after.

Pre-schedule the reinforcement. The Friday before SKO, put the 30/60/90-day check-ins on every manager's

calendar. Make it harder for them to cancel than to attend.

Build a Mutual Success Plan with frontline managers. Borrowed from Success2Win. Each manager owns 3

specific, observable behaviors their team will demonstrate by day 30. Visible. Measurable. Owned by name, not by

team.

Create accountability micro-loops. Weekly: one rep presents a Tell-Show-Tell in team meeting. Monthly: cross-

team peer coaching session. Quarterly: managers report skill demonstration data to RevOps.

Measure the right things. Skill demonstrated, not "training completed." Conversion at qualification, not

satisfaction. Time-to-first-deal for attendees, not headcount in the room.

The Math on Skill Decay

Reinforcement isn't a follow-up. It's the
program.
Industry research consistently shows reps lose the majority of new

content within 30 days without structured reinforcement. The SKO

isn't where skill is built; it's where the campaign that builds skill

begins.

Skill retention without
reinforcement

100%

Day 0

58%

Day 7

33%

Day 30

21%

Day 60

15%

Day 90
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Timeline · 90 → Week-Of 08 · Lock what, when

The Planning Timeline
What to lock, when to lock it.

Each milestone is a decision that gets harder, and more expensive, to revisit once vendors, content,

and exec calendars are locked. Use this as a diagnostic against where the plan stands today.

90 Days
Out

Lock the primary outcome and tie to a Value Pyramid

level
Identify a single owner per session

Brief execs on alignment between SKO themes and

corporate priorities
Book venue / virtual platform

Draft the reinforcement plan in parallel with the

agenda

60 Days
Out

All content drafts due. No exceptions

First rehearsal of opening keynote

Confirm guest speakers and customer voices

Begin manager reinforcement plan conversations

RevOps signs off on the measurement framework

30 Days
Out

Full run-through of every session with a real audience

Tech rehearsals, including failure scenarios

Manager briefings on their week-1 reinforcement role

Pre-event comms to reps build anticipation, not dread

Baseline measurement captured (call obs, demo cert

rates)

Wk Week
Of

Final tech check + backup contingency activated

Pre-event pulse survey: 3 questions max

CRO briefed on closing remarks and the one specific

CTA
Day +1: post-event pulse survey, week-1 toolkit ships

to managers
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Bonus · Checklist 09 · Print · Tape · Walk

The SKO Planning Checklist
Use it as your accountability map from kickoff date back to today.

Purpose One primary outcome

defined and signed off by

sales leadership

Outcome tied to Value

Pyramid level (operational ·

departmental · strategic)

Measurement framework

agreed with RevOps before

content is built

Agenda 50%+ of agenda time is

active participation (verified

by stopwatch)

No session exceeds 90

minutes; break every 90

Opening uses a Big Idea;

closing uses a Value Close

Methods Masterclass coaching

included for at least one

core skill

Live role-play scheduled

with a coach playing a real

buyer

AI role-play tools used as

supplement (pre / post), not

main event

Crimes Content cut to 3–4

priorities, not crammed

Specific, observable weekly

CTA, not "apply what you

learned"

All AI-drafted content

reviewed by a human

practitioner before stage

Reinforcement 30 / 60 / 90-day check-ins

on manager calendars

before SKO starts

Each manager has a Mutual

Success Plan with 3 named

behaviors

Day +1 pulse survey and

week-1 manager toolkit

ready to ship
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Let's Make This Real 10 · Close

Build the SKO that shows up in the
numbers.
Every SKO content gap maps to a specific skill gap on your team. Here's how each 2Win
program closes one.

Product launches that need to land on stage →
Demo2Win®

Reps struggling to uncover real business pain →
Discovery2Win®

Customer-facing communication feels flat →
Storytelling2Win®

Post-sale teams need to drive expansion →
Success2Win®

Sellers and SEs aren't aligned in the demo room →
SalesTeam2Win®

Executive interactions getting harder to win →
Winning With Executives®

Distributed teams need video-first content →
Script2Win®

Disciplined execution of the fundamentals: across every member of your go-to-
market team.

Book a free 30-minute
SKO planning consult.
Bring your current agenda. Leave with a sharper

one, and a measurement plan you can defend to

finance.

Book a Strategy Call

Web www.2WinGlobal.com

Email info@2WinGlobal.com

Phone +1.719.594.9959

Facilitation throughout North America, EMEA,
Latin America, and APJ.

https://info.2winglobal.com/meetings/john-coker/round-robin-meeting
https://www.2winglobal.com/
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