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In sales divisions everywhere, 
identifying the source of a 
problem is often almost as hard as 
implementing the actual solution. 
Sales Leaders are constantly 
overwhelmed with tons of data 
and information that are always 
changing and may not realize the 
true source of many issues causing 
inefficiencies across their sales 
team. One such problem that is 
consistently overlooked is proper 
territory mapping and design.   



Territory mapping is the process of defining and 
distributing the sales, physical space, or amount of 
revenue that your salespeople are responsible for 
handling. Often, misaligned territories result in multiple 
problems across an organization.  

If your sales team is consistently missing their quotas 
and inefficiently using their time, it could mean several 
things. Perhaps they are targeting the wrong accounts, 
or your incentive compensation plan needs some 
restructuring. More than likely, however, it is a direct 
result of poor territory mapping. When salespeople have 
too many accounts, they often “mail in” their efforts with 
high-value accounts that might require heavier lifting 
and instead focus on the “easy” accounts first. So these 
high-value accounts are basically untouched. Contrast 
that with other salespeople on your team who are 
sitting idle because their territory has a fraction of the 
opportunity available in other territories. Imagine if that 
idle salesperson was able to focus on those untouched 
high-value accounts. Unbalanced territories lead to 
some salespeople hitting their numbers each quarter 
and missing potentially profitable accounts because they 
simply don’t have the bandwidth, while others leave 
the organization because they struggle to make their 
numbers in their given territory.     

Sales teams are known for having notoriously high 
turnover rates. This could be due to a number of 
different issues: poor leadership, inefficient employees, 
or organizational culture problems. But, the most likely 
cause of consistent salesperson turnover is inefficient 
territory planning. As mentioned above, inefficient 
territory planning leads to many salespeople being 
given a much smaller chance to make money than their 
counterparts who have more lucrative territories. If there 
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isn’t enough opportunity in a salesperson’s 
territory, they will likely not hit their quota, 
become discouraged quickly, and ultimately quit.  

Sales Leaders must always focus on creating 
equal territories, and constantly reassessing 
not only their sales team’s capabilities but their 
accounts’ values to ensure they offer equal 
opportunity for all members of the team to make 
money.   
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// Where do I start?

Ok, so we’ve convinced you that territory mapping is a 
pretty big deal. So now what?

If your company’s products are ubiquitous and can sell to 
any type of customer (think Microsoft Office where every 
organization needs this software and the opportunity to 
sell this product will most likely be pretty similar across 
the board) then mapping your territories is pretty simple. 
You can divide your territories by geography or based on 
physical space since most of your accounts will look the 
same, and you can easily predict the demand. 

However, most likely, your company will succeed in 
selling your products in specific industries rather than 
selling to every business. This makes your territory 
mapping a little more complicated, as you will need to 
dissect what your target market looks like, how your 
sales team can best serve the market, and how you will 
value each of your accounts to distribute the workload 
equitably among your salespeople. 
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1. Where Can we Play? //

To begin dividing accounts and creating territories, 
you must first understand your target market. The 
factors that are unique to your business and what your 
customers’ priorities are must be top of mind when 
mapping out which customers you want to target. 
What are the demographics of your ideal customer 
base? What does the geography look like? With in-
depth market research, you can begin to segment your 
customers and build personas that will create a clear 
image of who might be most interested in your product 
and how you can effectively market to them. 

Most organizations turn primarily to physical territory 
mapping, as it is easy and painless. However, especially 
with a huge pivot towards remote working, the physical 
mapping of your territories is just going to lead to even 
more inefficient territories for your salespeople. Target 
the right companies and map territories based on 
business size, potential deal size, and which accounts 
you want to focus on the most. Don’t limit yourself to 
geographical boundaries; ask what ideal market you 
fit into and prioritize these top customer personas 
accordingly. 

A good starting point is to analyze your existing 
customer base and begin creating new, similar profiles 
to start prospecting new companies. The first critical 
step in proper territory mapping is truly knowing your 
customer profiles and what kinds of companies should 
populate your optimal target market. 
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// 2. What Goals do you Want to Achieve?

Another step to take before diving into mapping your 
territories is to identify what goals you want your team 
to achieve. Start by setting annual goals and work 
backward to forecast quotas. Take a look at what you 
achieved in the past few years and where you want to 
go for the upcoming year. Be sure to aim for a number 
that is both aggressive yet attainable, and then begin to 
break these goals down into quarterly, monthly, or even 
weekly increments so that you can make sure your team 
is staying on track. This holds each salesperson on your 
team accountable and will create a much clearer view of 
where you are and where you want to go. 

Furthermore, assess your capacity and resources to see 
how many sales reps you will need to hit these desired 
goals while accounting for unforeseen attrition. With all 
of these targets identified clearly and accurately, you 
can then begin to plan how you can map your territories 
accordingly to hit those desired quotas. 
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3. How Can my Team Best Serve the Market? //

When building out territories, it is critical to consider 
your sales reps’ different strengths and weaknesses 
and assign each team member with accounts based 
on their applicable skills to truly optimize each territory. 
Try conducting a SWOT analysis for your team at large 
and then for each salesperson. Evaluate their strengths 
and weaknesses, where there might exist opportunities 
in the market, and where your threats lie, whether that 
comes from competitors or perhaps in areas of your 
product that may be underdeveloped and make it more 
difficult to sell. 

Taking the time to understand each salesperson on 
your team will help bring insights to mapping territories 
effectively and play to everyone’s strengths. As a Sales 
Leader, you must know your sales culture holistically 
to place your employees in a territory or with accounts 
where their experience and personality will excel. 

Most importantly, it is key to have open and consistent 
feedback with your sales team. You always want to 
keep your employees engaged and constantly assess 
and listen to their opinions along the way. Encourage 
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Step 3 collaboration in your planning process with your 
team members and other outside sales reps. 
Field sales managers can provide knowledge 
about local markets and help provide unbiased 
opinions on effective territories and which sales 
reps might be best for fostering certain account 
relationships.

The process of territory mapping is constantly 
changing; you must consistently analyze 
your territories and how your sales reps are 
performing within them to drive efficiency and 
work out how to serve each account best.



// 4. How do I Determine Accounts’ Values?

The most crucial part of efficient and equal territory 
designing is scoring your accounts accurately. As 
an organization, you must figure out which specific 
firmographic information matters the most to your sales 
team and what will impact your success the most. By 
taking the time to construct an algorithm that scores 
different accounts based on parameters like revenue, 
demographic, firmographic, and geographic information 
in your database, you can assign a specific value to 
each account or company and understand the potential 
revenue associated with each account. 

Once you’ve established an accurate scoring system 
for assigning an account’s worth to a tangible metric, 
you can aggregate your qualitative and quantitative 
information, as well as customer feedback, to rank 
territories based on their value. From there, you can 
begin to construct equitable territories with similar value 
capacities and equal opportunity for your sales team 
members. 

Sales Leaders can then begin to make decisions like 
whether or not territories should be built out vertically 
or horizontally. Do you want to build territories more 
generically so that each salesperson has similar quota 
scores to one another by dividing up total accounts 
value? Or should it be distributed vertically based on 
industry, with each salesperson having quotas specific 
to their territory? Whatever you decide, an accurate 
scoring system for each account will expedite this 
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Step 4
process and create more sustainable chances 
for opportunity and long-term revenue growth 
in more equitable and accurately built territories. 
By taking the time to perfect your value 
algorithm, Sales Leaders can determine which 
sales territory and reps can best support each 
of your accounts and the value associated with 
them. 



5. How do I Execute? //

With all of these insights in mind, Sales Leaders can 
begin to map their leads and balance their territories 
accordingly. Start with the highest value accounts with 
the most critical deals, and start assigning your sales 
reps that will be most likely to succeed. As you continue 
to map your territories, ensure that your best reps are 
getting significant opportunities while also keeping an 
eye on each territory’s aggregate value to ensure they 
are all offering similar opportunities across your team. 

However, the manual process of territory design can 
be error-prone and time-consuming. The true key to 
executing efficient territory mapping is to invest in the 
right territory planning software.
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The ideal territory mapping platform will offer the right 
insights while automating territory design to save time, 
money, and energy for long-term revenue growth. Today, 
around 83% of organizations rely on Excel to do the 
heavy lifting for their territory mapping. Though Excel is 
a proven cornerstone of all sales divisions, spreadsheets 
grow messy quickly and are highly prone to human 
error. Though a territory planning tool will not build your 
value algorithm or score accounts for you, it will help 
you derive quotas based on the values of each territory 
and allow you to see how each territory and separate 
salesperson is performing. Furthermore, it will provide 
the flexibility to continuously add value and reassess 
your account scores to adjust as necessary based on 
the account and your sales team’s performance. With 
an accurate performance measure, sales team members 
can create their own reports and comprehend their own 
data to foster improvement.  

Using the 
right tool

A territory planning platform will assist in 
balancing your workloads to give higher 
earning potentials to each territory and 
salesperson, ultimately empowering your team 
and increasing morale. Logistically speaking, 
a formal territory design software system will 
improve your data visualization and help you 
gain far better insights than any spreadsheet. 
As a Sales Leader, you will save tons of time 
by having all of the information you need right 
at your fingertips and automating menial and 
time-consuming tasks that would typically need 
to be carried out manually when designing your 
territories. 

Having an easy-to-use platform to harness 
all of your data will foster growth by outlining 
clear ownership of accounts and territories 
across your entire team. Each sales rep will 
be held more accountable for growing their 
accounts and will be more aware of their current 
performance metrics in real-time. Overall, 
robust territory planning software will help your 
salespeople become more efficient by focusing 
on the right customers rather than wasting time 
chasing sub-optimal accounts.
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// 6. How do I Measure and Iterate?

Almost equally as important as executing the proper 
territory design are measuring your success and 
reproducing steady, long-term growth. Without clear 
KPIs and consistent data analysis of your performance 
results, there will be no accurate frame of reference 
to assess how efficiently your sales team is currently 
performing and where your subsequent forecasts should 
be for future quarters. 

Your KPIs should present a clear, insightful view of how 
your sales team is performing. These performance 
indicators must then be leveraged by using analytics 
and visualization capabilities to inform decision-making 
across every level of your sales division.  

Aggregating data insights will help ensure that your 
territory plan is fair and balanced based on the KPIs 
you choose. All data should be dissected on every level 
of desired detail; this includes information related to 
customers, prospects, potential prospects, demographic 
information, geographics, and public sector sources for 
the market you are targeting, to drive growth.
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In summary //

Inefficiently mapped territories will hurt salespeople’s 
productivity and take a toll on employee morale. Though 
rooted in one main issue, poorly aligned territories can 
be the source of many critical problems across your 
sales team; problems that likely won’t go away on their 
own. Modern territory mapping software will help you 
focus your efforts on where the most lucrative accounts 
lie, and help save time, energy, and money in the long 
run.  

By evaluating each feature of territory planning detailed 
in this guide, and with the help of the right territory 
planning software, Sales Leaders can effectively 
design territories that help their team reach maximum 
productivity.

With a structured territory design process and mapping 
software, managers can continue to make informed 
account decisions and give each customer the ample 
attention they deserve while offering each salesperson 
an equitable opportunity. 
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Board is the #1 Decision-Making Platform, trusted by more than 
3,000 organizations worldwide to drive digital transformation 
across key processes. By unifying business intelligence, planning, 
and predictive analytics, Board allows companies to produce a 
single, accurate, and complete view of business information, gain 
actionable insights, and achieve full control of performance across 
the entire enterprise. Board is supported by 25 offices alongside 
a global reseller network and has been implemented in over 100 
countries. 

https://www.board.com/en/request-demo
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