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Abstract
This case study examines the transformation of Rieco Industries’ 
sales approach through a structured training program aimed at 
shifting the company from a product-centric to a customer-centric 
model. Focusing on the manufacturing and project engineering 
sectors, the study delves into the organizational need for sales 
process standardization, cross-functional integration, and strategic 
alignment. This study highlights the significance of learning 
and development (L&D) initiatives tailored to meet company 
objectives, leveraging training feedback to enhance performance 
and optimize customer relationships. A mixed-methods research 
methodology combining primary and secondary data forms the 
basis of the research, allowing for a comprehensive analysis of 
the impact of the “Rieco Way of Selling” program. The case study 
concludes with reflections, recommendations for future programs, 
and the broader implications for organizational development.
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1.  Introduction
In today’s rapidly changing business environment, Learning and Development (L&D), 
sales training, and a focus on customer-centricity have become essential pillars for driving 
success, particularly in the manufacturing and project engineering industries. These 
industries face unique challenges, including complex product offerings, long sales cycles, 
and increasingly sophisticated customer demands. As the marketplace becomes more 
competitive, businesses must shift from traditional product-centric strategies to more 
dynamic, integrated approaches that focus on understanding and solving customer needs 
holistically. This shift requires not only the right products but also well-trained sales teams 
who can adapt to evolving market trends, engage deeply with customers, and offer tailored 
solutions that go beyond merely selling a product.
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L&D programs have emerged as a critical tool in this transformation, providing sales 
teams with the necessary skills to navigate complex customer requirements and foster 
long-term relationships. By investing in effective sales training, companies can empower 
their salesforce to shift from transactional interactions to more meaningful, value-driven 
engagements. This is especially important in sectors like manufacturing and project 
engineering, where customer needs often require highly technical, customized solutions 
that address broader operational challenges. As companies seek to remain competitive, 
they must ensure their sales teams are equipped not just with technical expertise but with 
a deeper understanding of how to position their offerings as part of a larger, integrated 
solution that meets customer objectives.

At the heart of this transformation is the idea of customer-centricity—a model that 
prioritizes understanding and addressing customer needs over simply pushing products. 
As customers in industries like manufacturing and project engineering seek more 
comprehensive, value-driven partnerships, companies are increasingly required to shift 
their strategies. No longer can organizations rely solely on product differentiation; instead, 
they must engage with customers to deliver tailored solutions that enhance operational 
efficiency, drive innovation, and solve critical pain points.

In 2023, Rieco Industries, a leader in industrial engineering solutions catering to the 
food, paints, chemicals, and cement sectors, faced a growing need to revamp its sales 
operations to stay competitive in an evolving market. Established in 1975, Rieco has built 
a robust product portfolio over the years, particularly excelling in grinding, pneumatic 
conveying, and clean air solutions. However, despite its technical prowess and innovative 
offerings, the company found itself lagging behind its competitors in terms of sales 
efficiency and customer engagement.

The sales function at Rieco had historically been segmented by business units (BUs), 
resulting in a largely product-centric approach. This structure led to siloed operations, 
where different teams focused on their specific products without collaborating effectively. 
As a consequence, opportunities for cross-selling and providing integrated solutions to 
customers were frequently missed. Furthermore, this approach proved inadequate in 
meeting the rising expectations of customers, who increasingly sought comprehensive, 
tailored solutions rather than piecemeal products. Customers demanded a more holistic 
understanding of their needs, requiring Rieco to adapt its sales strategy accordingly.

Recognizing these significant gaps, Rieco’s leadership embarked on a transformative 
project aimed at retraining its salesforce and repositioning the company as a truly customer-
centric organization. To facilitate this shift, they collaborated with Mercuri Goldman, a 
globally recognized leader in sales consultancy known for its expertise in driving sales 
performance through strategic training initiatives. In April 2023, Rieco launched the 
“Rieco Way of Selling” program, a comprehensive training initiative designed to transform 
the company’s sales approach.

The program was meticulously crafted to shift the focus from short-term product sales 
to long-term relationship-building and solution-selling. It emphasized the importance of 
understanding customer needs in-depth, fostering collaboration among different business 
units, and leveraging Rieco’s extensive product offerings to provide integrated solutions 
that deliver value to customers. This case study investigates the objectives behind the “Rieco 
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Way of Selling” program, the outcomes achieved, and the long-term implications of this 
training initiative. It aims to offer valuable insights into how Learning and Development 
(L&D) can be strategically leveraged to enhance sales performance, align organizational 
strategies with evolving customer needs, and ultimately drive sustainable growth for the 
company.

2.  Literature Review
The literature on sales transformation, Learning and Development (L&D), and customer-
centric sales models emphasizes the need for aligning sales strategies with organizational 
goals. Davis and Simpson (2023) argue for customized sales training that addresses specific 
challenges in industries like manufacturing and engineering, highlighting the importance 
of both technical and interpersonal skills. This dual focus supports complex products 
that require detailed customer explanations. Gera and Gupta (2022) stress that customer-
centric sales strategies lead to improved retention and cross-selling opportunities by 
tailoring solutions to meet individual customer needs.

Ashford et al. (2021) emphasize the importance of standardized sales processes for 
efficiency and consistency, which can also help streamline onboarding. Choi and Lee 
(2022) highlight the role of feedback in refining training content to ensure its relevance 
and adaptability in dynamic industries. Moore and Jenkins (2022) explore the value of 
integrating CRM tools to improve customer interactions, providing insights that help 
tailor sales approaches.

Nguyen and Brown (2021) argue that sales and marketing alignment creates a more 
unified customer journey, while Singh and Kumar (2021) suggest that a customer-centric 
organizational culture encourages employees to prioritize customer needs in decision-
making. Tharenou, Saks, and Moore (2022) emphasize experiential learning, like role-
playing, to enhance sales team skills in real-world scenarios, which is especially beneficial 
in manufacturing industries.

L&D is crucial for preparing employees for evolving market demands, with Kirkpatrick 
and Kirkpatrick (2021) noting that continuous learning enables organizations to adapt to 
changing conditions. The blended learning approach, combining traditional training with 
digital platforms, offers flexibility and engages diverse learning preferences (Bersin, 2021). 
Project engineering’s role in customer-focused sales requires strong cross-functional 
collaboration to design tailored solutions, emphasizing the importance of L&D programs 
that incorporate project management principles into sales training.

Reinforcement theory suggests that ongoing training and mentorship accelerate skill 
development and retention (Kuhlmann & Bieger, 2021; Allen et al., 2020). CRM systems, 
as noted by Chen and Popovich (2021), optimize sales efforts and enhance personalized 
communication, while cross-functional collaboration, as Homburg et al. (2021) argue, 
fosters alignment of customer needs and drives innovative solutions.

This literature underscores the multifaceted nature of a customer-centric sales model, 
which combines tailored training, standardized processes, feedback mechanisms, 
and technological integration. By embracing these elements, organizations like Rieco 
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Industries can enhance customer relationships, boost sales performance, and ensure long-
term success.

3.  Background
Rieco faced significant challenges due to its outdated, product-centric sales model. Despite 
having a diverse product range, the salesforce struggled to integrate its offerings into holistic 
solutions for clients. Sales teams operated in silos, each focused on individual product 
lines, which created inefficiencies and prevented the company from fully capitalizing on 
cross-selling opportunities. Moreover, customer expectations have evolved, with clients 
increasingly demanding end-to-end solutions tailored to their specific needs. This shift 
in customer expectations necessitated a new approach to sales—one that was centered on 
understanding customer pain points and offering value-driven solutions.

The problem was further compounded by the fact that Rieco’s sales teams, although 
technically sound, lacked the soft skills needed to foster long-term relationships. The 
transactional nature of sales led to limited customer loyalty, while the absence of a 
standardized sales process resulted in inconsistent customer experiences. To address 
these issues, Rieco needed to implement a comprehensive training program that would 
equip its salesforce with the skills necessary to build relationships, identify cross-selling 
opportunities, and align their sales activities with broader strategic objectives.

4.  Problem Statement
Rieco Industries recognized an opportunity to enhance its sales strategy, which had been 
primarily focused on individual products. The lack of a standardized, customer-centric 
sales process meant that the company could improve its responsiveness to evolving 
customer needs. This situation presented a chance to streamline operations, foster cross-
selling opportunities, and strengthen client relationships.

5.  Significance of the Study
Organizations in the manufacturing and engineering industries often face the challenge of 
transitioning from product-centric to customer-centric sales models. This shift is crucial in 
a competitive business landscape where customer satisfaction, personalized solutions, and 
long-term relationships drive success. Additionally, many companies face difficulties in 
breaking down operational silos, fostering cross-functional collaboration, and equipping 
their sales teams with the soft skills needed to build deeper customer connections.

By analyzing the “Rieco Way of Selling” program, this study offers valuable insights into 
how tailored Learning & Development (L&D) initiatives can address these challenges. It 
demonstrates how such programs can enhance sales performance, align sales processes 
with evolving customer needs, and foster a culture of continuous improvement. Moreover, 
the study underscores the role of feedback in refining training initiatives, ensuring their 
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relevance and effectiveness in a dynamic business environment. These lessons can serve 
as a guide for other organizations seeking to modernize their sales strategies and achieve 
sustainable growth.

6.  Objectives of the Study
	 I.	 Study sales processes, methodologies, tools, and practices in Rieco.
	II.	 Identify the current gaps in Rieco’s sales processes and customer engagement strategies.
	III.	 Examine the impact of the “Rieco Way of Selling” training program on sales perfor-

mance and customer relationships.
	IV.	 Propose suggestions for improving sales processes through standardized training and 

strategic alignment.

7.  Research Methodology
This study employs a mixed-methods approach, combining both primary and secondary 
data to provide a comprehensive analysis of the “Rieco Way of Selling” program. Primary 
data was collected through interviews and feedback from participants in the training 
program, including sales managers, engineers, and senior business unit heads. A qualitative 
approach was used to gather insights into the effectiveness of the training, as well as the 
challenges faced during its implementation. Secondary data was sourced from company 
reports, customer feedback, and industry benchmarks.

The sampling technique used was purposive sampling, selecting participants who were 
directly involved in the sales process and who represented different business units within 
Rieco. A total of 70 participants were included in the study, encompassing 25 key account 
managers, 32 support sales engineers, and 5 senior business unit heads. This population 
was chosen because these individuals were at the forefront of Rieco’s sales activities and 
were most affected by the changes introduced through the training program.

8. Analysis
Sales is a critical driver of Rieco Industries’ success, particularly in its role as a provider 
of industrial engineering solutions. The company’s ability to attract and retain customers 
depends heavily on its sales team’s effectiveness in communicating the value of its complex 
products. Beyond generating revenue, the salesforce acts as the company’s connection to 
its clients, providing insights into customer needs that can guide product improvements 
and service enhancements.

However, with market demands shifting towards integrated and customer-focused 
solutions, Rieco’s traditional sales methods are no longer sufficient. The need for a more 
customer-centric approach has become evident, requiring the sales team to develop 
new capabilities. This includes adopting consultative selling techniques, embracing new 
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technologies, and strengthening soft skills like relationship management and effective 
communication.

Re-skilling the salesforce is essential for meeting these challenges. By equipping its 
team with the tools and training needed to navigate complex customer interactions, Rieco 
can build stronger, trust-based relationships, anticipate customer needs more effectively, 
and differentiate itself in a competitive market. This transformation will not only align 
Rieco’s sales strategy with modern business demands but also position the company for 
sustainable, long-term growth.

8.1.  Training Objectives
The primary objectives of the “Rieco Way of Selling” program were to transition the salesforce 
from a product-centric model to a customer-centric one, standardize the sales process 
across business units, and enhance the team’s capacity to cultivate long-term relationships 
with clients. In a competitive market where customers are increasingly seeking tailored 
solutions, this shift was essential for Rieco Industries to remain relevant and successful. 
The program also aimed to improve cross-selling capabilities by encouraging sales teams 
to view Rieco’s diverse offerings as integrated solutions rather than standalone products, 
which would ultimately drive customer satisfaction and loyalty.

To initiate this transformation, participants were first introduced to the new sales 
process, which emphasized the critical shift from product-selling to solution-building. 
This foundational change was essential in equipping sales representatives with the mindset 
necessary to deliver comprehensive solutions that resonate with customer needs. The 
training highlighted that the sales process should not merely focus on the features of a 
product but on how these products can solve specific problems for customers. Techniques 
such as first-call effectiveness were explored in depth, enabling sales representatives to 
create strong initial impressions that set the tone for productive customer interactions. 
Participants learned how to prepare for initial calls by researching potential clients, 
understanding their pain points, and formulating strategies that demonstrate how Rieco’s 
offerings can address those needs. This preparatory work fostered a deeper engagement 
right from the outset of the sales process.

As the program progressed, participants delved deeper into understanding customer 
needs and focusing on relationship-building. The emphasis was placed on fostering 
genuine connections with clients rather than viewing them as mere transactions. Practical 
exercises, including role-playing and group activities, provided opportunities to apply the 
concepts learned in real-world scenarios. These exercises simulated real-life interactions, 
allowing sales representatives to practice their pitches and refine their communication 
skills. The introduction of tools such as the opportunity/offer matrix and brick-wall 
scorecards enabled participants to manage customer accounts more effectively and identify 
potential cross-selling opportunities. These tools offered a structured approach to account 
management, ensuring that sales teams could track the strength of customer relationships 
and develop tailored strategies for enhancement.

The program’s framework revolved around the “Three Big Shifts” that Rieco sought to 
instill within its salesforce. These shifts included moving from single-product selling to 
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account building, emphasizing a comprehensive understanding of client needs. Participants 
were encouraged to view themselves as stewards of their client accounts rather than mere 
salespeople, fostering a sense of responsibility and ownership over their relationships. 
This transition was vital for cultivating long-term partnerships and ensuring customer 
satisfaction. By developing a deep understanding of their clients’ business objectives and 
challenges, sales representatives could position themselves as trusted advisors rather than 
just vendors, enhancing the overall value proposition Rieco offered.

Additionally, the training underscored the importance of adopting a strategic mindset, 
where sales activities were aligned with long-term business goals rather than immediate 
transactional gains. This strategic thinking approach was particularly beneficial in 
enhancing the sales team’s ability to offer integrated solutions that addressed the broader 
needs of clients, positioning Rieco as a trusted partner in their success. Sales representatives 
learned to ask probing questions that uncovered hidden needs, thus facilitating the delivery 
of solutions that not only met immediate requirements but also contributed to the clients’ 
long-term objectives.

The emphasis on “hunting” and “farming” skills equipped sales professionals with 
essential competencies needed to excel in both acquiring new clients and nurturing existing 
relationships. The hunting skills module highlighted the essence of selling—not merely 
pushing products but genuinely understanding customer needs and crafting tailored 
solutions. Participants engaged in exercises to identify customer pain points through case 
studies, allowing them to propose relevant solutions effectively. A strong focus on value 
selling was integrated into the curriculum, teaching participants how to demonstrate 
the tangible benefits of Rieco’s solutions and justify pricing strategies. This emphasis on 
value not only enhanced the sales pitch but also equipped representatives with the tools to 
handle objections effectively, reinforcing their role as knowledgeable partners.

On the farming side, the training module concentrated on opportunity versus offer 
mapping, enabling sales teams to identify cross-selling potentials within their existing 
client accounts. This systematic approach to cross-selling, combined with relationship-
building strategies, encouraged sales professionals to develop trust and rapport with 
clients, which is vital for successful account management. Participants learned how to 
analyze existing client data and interactions to uncover opportunities for additional 
offerings, thus enhancing overall sales effectiveness.

The program included action-oriented sessions that proved particularly impactful, 
encouraging participants to apply their newfound knowledge in practical ways. 
Collaboratively, they created actionable strategies for securing first meetings with new 
prospects, ensuring these plans were specific, measurable, achievable, relevant, and time-
bound (SMART). This structured approach not only made it easier to implement their 
strategies but also ensured accountability within the sales team. Additionally, each group 
analyzed their top ten existing accounts, identifying potential cross-selling opportunities 
and reinforcing their role as strategic partners to their clients. The development of brick wall 
scorecards further allowed sales teams to visually assess the strength of their relationships 
with key accounts, outlining steps to enhance those connections and providing a clear 
framework for ongoing relationship management.
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Overall, the training provided Rieco’s salesforce with a comprehensive toolkit to elevate 
their sales approach from a product-centric model to a more customer-centric and strategic 
orientation. This transformation is expected to lead to improved sales performance, 
stronger customer relationships, and enhanced cross-selling capabilities, ultimately 
positioning Rieco for sustained growth and success in a competitive market. By embracing 
a customer-centric sales approach, Rieco not only strengthens its market position but also 
fosters a culture of collaboration, innovation, and continuous improvement within its sales 
team.

8.2.  Evaluation & Impact
1)	 Short-Term Impact
•	 Sales teams began adopting a more structured approach to their activities, leading to 

more focused sales efforts.
•	 The use of tools like the opportunity/offer matrix improved pipeline management.
•	 Sales conversations shifted from being product-centric to solution-oriented, emphasiz-

ing understanding client business goals.
•	 Cross-selling within existing accounts increased, indicating a positive change in the 

team’s mindset.
•	 The introduction of tools like the brick wall scorecard resulted in more comprehensive 

account planning, helping prioritize engagement strategies effectively.

2)	 Long-Term Impact
•	 Growth in the sales pipeline, particularly from cross-selling, as sales professionals 

applied newly acquired skills to existing accounts.
•	 Clients have responded positively to Rieco’s solution-oriented approach, fostering 

stronger partnerships and increasing customer loyalty.
•	 A more consistent and standardized sales process emerged across business units, 

enhancing scalability and predictability in sales outcomes.
•	 The training established a common language and toolkit, ensuring ongoing alignment 

and skill development within the sales team.
•	 Internal collaboration improved, and Rieco’s market position as a customer-centric 

organization strengthened.
•	 The commitment to long-term relationships and integrated solutions is expected to 

drive sustained growth in a competitive market.

9.  Recommendations
1)	 Ongoing Training Initiatives
•	 Implement quarterly refresher courses focusing on customer relationship management 

(CRM), cross-selling, and account planning.
•	 These sessions will reinforce the lessons learned in the initial training and ensure that 

the sales team remains engaged and up-to-date with best practices.
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•	 Use reinforcement theory principles to promote long-term retention and application of 
customer-centric strategies.

2)	 Mentorship Program
•	 Establish a mentorship program where senior sales leaders guide junior team mem-

bers, helping them navigate the new sales processes.
•	 Mentorship will foster shared learning, skill development, and collaboration within the 

sales team.
•	 This will also help build a supportive culture that encourages knowledge sharing and 

sustains the transformation to a customer-centric approach.

3)	 Cross-Functional Collaboration:
•	 Expand training to include collaboration with non-sales departments (e.g., product 

development and customer service) to embed a customer-centric culture throughout 
the organization.

•	 Ensure that all employees understand and embrace the customer-centric approach, 
which will lead to more cohesive operations and improved customer satisfaction.

•	 Cross-functional collaboration will help align product offerings with customer needs, 
enhancing overall value and fostering a sense of ownership across departments.

4)	 CRM Tools Training:
•	 Prioritize additional training on CRM tools to ensure sales teams are fully equipped to 

use these systems effectively.
•	 Focus on best practices for utilizing CRM data to inform sales strategies, enabling the 

team to track customer interactions and identify cross-selling opportunities.
•	 A well-integrated CRM system will provide insights into customer behavior, facilitat-

ing proactive customer engagement.

5)	 Regular Feedback Loops:
•	 Implement feedback sessions to gather insights from sales team members about their 

training experiences, challenges, and improvement suggestions.
•	 This will allow Rieco to adjust the training content and delivery based on real-time 

feedback, ensuring its relevance and effectiveness.
•	 The feedback process should encourage open dialogue and transparency, fostering a 

culture of continuous improvement and adaptability.

10.  Conclusion
The “Rieco Way of Selling” program marks a significant step in Rieco’s journey toward 
becoming a more customer-centric organization. While the initial training provided the 
salesforce with the tools and techniques needed to shift from a product-based to a solution-
oriented sales model, the long-term success of the initiative will depend on consistent 
application and ongoing support. By implementing the recommendations outlined above, 
Rieco can continue to build on the progress made and ensure that its sales teams are 
well-equipped to meet the evolving needs of its customers. The case study offers valuable 
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insights into how learning and development programs can drive organizational change, 
particularly in industries such as manufacturing and project engineering, where customer 
relationships are critical to long-term success.
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