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Executive Summary 
Sales Kickoffs (SKOs) are one of the largest annual investments that  
go-to-market organizations make. Whether you’re bringing together 
400 people or 25,000, budgets regularly climb into the millions. Yet 
most organizations struggle to demonstrate clear business impact. Too 
often, SKOs turn into motivational rallies or product updates with little 
follow-through. Attendees may leave energized, or exhausted, but 
leaders are left asking: Was it worth it?  


This playbook offers a blueprint to fix that. Built from best practices 
across several years of SKO planning, it reframes the kickoff as an 
enablement program rather than a one-off event. That means tying 
dollars spent directly to measurable outcomes: pipeline creation, faster 
cycle times, higher win rates, and larger deal sizes.

 It means deciding upfront whether the event is primarily informational 
(skills, processes, content) or inspirational (culture, motivation) because 
that choice drives theme, agenda, and format. It means planning with 
enough runway: six months for most in-person events, up to 12 for 
mega-conferences, and an extra eight weeks for virtual events that 
require pre-recording. 



Irina Soriano

Global Vice President, Strategic Enablement Services, 

Seismic

“If you spend $1M on an SKO, you should 

know how you’ll make it back —  

and prove it.”

This playbook includes timelines, templates, and tactics to design 
SKOs that deliver measurable outcomes. And if you need a partner to 
help bring it to life, we can help.  

Need a proven SKO partner?  
Book a meeting with Seismic’s . Strategic Enablement Services team

Speak with the team

The Ultimate SKO Planning Playbook 4

P l a n

Define business objectives, secure executive 
alignment, and lock governance. 

P r o d u c e

Build content, agendas, and engagement mechanics 
that connect pre-work → onsite → post-work. 

Ac t i vat e

Run the event with precision, using gamification, 
technology, and coaching to sustain energy.

M e a s u r e

Prove ROI with clear baselines, attribution, and 
storytelling that ties engagement to revenue. 

Executive Summary

The framework that follows is structured around four phases:

https://www.seismic.com/resources/enablement-consulting/
https://www.seismic.com/resources/enablement-consulting/


The Ultimate SKO Planning Playbook 5

1 Define Objectives & Business Case 

Start with ROI 


SKO is an investment, not just an event. Leaders need to see 
how budget aligns with outcomes that can be priced in dollars. 
Typical revenue levers include: 


Choose 1–2 primary outcomes to be your North Star, with 3–5 
supporting KPIs. Establishing clearly defined KPIs ensures 
executives, enablement, marketing, and events teams know 
exactly why SKO matters. 

Informational vs. Inspirational 


Your SKO must be designed with intent. Seismic's Strategic Enablement 
Consultants note that sales kickoffs typically fall into two categories: 

Many events blend both but, by knowing the overarching intent, you can 
shape everything from theme to speaker selection. 

O U TC O M E

Executive alignment on what the SKO must achieve and 
how success will be measured. 

Pipeline growth

Are new opportunities being created post-event? 

Win rate lift

Do reps close more deals after being trained  
and aligned? 

Cycle-time reduction

Are opportunities moving faster through stages? 

Deal size/ACV growth

Are reps selling bigger, multi-product solutions? 

I n F O R M AT I O N A L  S KO

Skills, processes, and content. This is best suited for launching a 
new product, introducing a new sales methodology, or aligning 
on new plays. 

I n s p i r at i o n a l  S KO

Culture, motivation, and connection. This is best delivered  after 
major disruption or to re-energize the field. 
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Stakeholder Alignment 


Build a project core team that includes Enablement, Marketing, 
Events, RevOps, and Sales leadership. Before you start  
in-depth planning, bring together this team for a discovery 
session that addresses: 

Theme → Agenda → Content (in that order)    


A powerful SKO starts with a powerful story. The theme sets 
the tone and direction, creating a shared narrative that echoes 
across every session.   


Once the theme is in place, the agenda comes to life as the 
structure that carries that story through keynotes, workshops, 
and experiences.  



Finally, content is developed to serve the agenda, ensuring 
every presentation or breakout reinforces the theme and 
drives business outcomes. 

Company goals for the year  Audience mix  
(AE, SDR, managers, partners) 

Event format  
(in-person, virtual, hybrid) 

Constraints  
(budget, travel, timing) 

Define Objectives & Business Case
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1

Governance 


Strong governance is the foundation for smooth collaboration. 
By defining decision rights early, you empower teams to move 
quickly and with confidence. A clear framework ensures every 
voice is heard while keeping momentum toward shared goals. 
 

Key areas to align:  


Theme approval: Who owns the final decision? 


Budget sign-off: Who ensures resources are  
allocated wisely? 


Speaker vetting: Who evaluates both content  
and delivery readiness? 

 

A RACI framework helps clarify roles and responsibilities, 
fostering transparency and trust. When everyone knows their 
part, alignment becomes easier, and the team can focus on 
creating a meaningful, high-impact SKO experience. 

C O M M O N  M I S S T E P S  TO  AV O I D

Planning in a vacuum (no field input) 

Letting “who wants to speak” dictate the agenda

Skipping pre- and post-work (no through-line)

Failing to obtain executive buy-in up front  
(time lost to changes)

By following this order, you ensure alignment,  
inspiration, and impact.

By following this order, you ensure alignment, inspiration,  
and impact.

AG E N DAT H E M E C O N T E N T

RACI Example

The story that 
unifies the event 
and inspires 
participants.

The structure 

that translates 
the story into an 
experience.

The substance 
that delivers on 
both.

Task 1

Task 2

Task 3

R

A

R

C

I

C

I

A

R

R

I

A

Team  
Member 1

Team 
Member 2

Team 
Member 3

Team 
Member 3

R Responsible A Accountable C Consulted I Informed

Define Objectives & Business Case
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2 Timeline & Milestones 

O U TC O M E

A clear plan that balances logistics, content readiness, 
and participant experience.

Start 6 Months Out

Event

 Narrative 6-Month Timeline 
(editable journey map)


Event Week Run-of-Show


Speaker Rehearsal Calendar

The timeline for SKO planning is how vision becomes reality. 
Every milestone presents an opportunity to build 
anticipation, foster alignment, and lay the groundwork for 
impact. The journey begins months before the first keynote 
and continues long after the last session ends. 

Setting Your Runway 


The first decision is scale and format: 



In-person SKO: Most require at least six months of planning. 
Large-scale events (5,000 or more attendees) often demand a 
full 12-month cycle, beginning with venue sourcing as soon as 
the previous event ends. 



Virtual/Hybrid SKO: These add complexity, not simplicity.  
Pre-recording, editing, and studio production extend the 
timeline by 6–8 weeks. 
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A Narrative Flow of Six Months 


Virtual Variations 


Think of your timeline as a crescendo: each stage builds 
momentum toward the event itself and carries energy into the 
post-work phase. 



A fully pre-recorded event requires earlier deadlines for 
speaker prep, editing, and quality checks. A mixed  
live/pre-recorded event demands robust studio logistics and 
strong facilitation on the day. In both cases, additional time  
and resources must be factored into the plan. 

Start 6 Months Out

Event

Six months out (T–24 weeks) 
The theme is locked and venues or platforms secured.  
At this stage, the leadership team signals the importance of the event to the broader org. 

Five months out (T–20 weeks) 
The agenda begins to take shape and session briefs are created, speaker candidates are identified,  
and event technology decisions are made. Behind the scenes, content leaders and coaches  
begin shaping the stories that will be told. 

Four months out (T–16 weeks) 
This stage is about shaping ideas and aligning the flow. Outlines of presentations, workshop structures, and 
learning paths are drafted and circulated to check for coherence. Speakers and content developers are defined so 
responsibilities are clear. At the same time, Marketing begins building internal awareness campaigns to create a 
steady drumbeat of anticipation. 

Three months out (T–12 weeks) 
The event experience starts to feel real. Rehearsals begin, pre-work modules are built in Seismic Learning,  
and drip campaigns roll out to engage participants. The goal is to have the field leaning in before day one. 

Two months out (T–8 weeks) 
Energy builds. Mandatory pre-work is rolled out to the field. A drip campaign begins, steadily building 
awareness and excitement for SKO while reinforcing key messages. Technical checks, production 
walkthroughs, and final content approvals take place to ensure there won’t be any surprises.

Event month (T–2 weeks to event) 
It’s all about polish. Final speaker rehearsals, last-minute coaching, and completion pushes take priority. 
On-site teams and virtual production crews lock in details.

Event week 
The crescendo arrives. Keynote speakers inspire, workshops activate, and gamification keeps 
energy high. Daily recaps reinforce learning and link back to business outcomes. 

The weeks after (T+3 to 8 weeks) 
The momentum continues. Surveys capture pulse feedback, certifications are assigned, and 
drip campaigns reinforce skills and behaviors.

The months after (T+3 to 6 months) 
The ROI narrative emerges. Pre- and post-work are critical to reinforcing learning  
and sustaining behavior change. Engagement and behavior data evolve into  
outcome metrics: pipeline created, cycle time reduced, win rates improved.  
Leaders see the payoff. 

Timeline & Milestones



3 Agenda Architecture & Content Design 

The Ultimate SKO Planning Playbook 9

O U TC O M E

A story-driven agenda that inspires, equips, and  
connects participants. 

Your agenda is the heartbeat of the event. When built thoughtfully, 
it weaves the theme through every keynote, breakout, and activity, 
ensuring participants feel part of something larger than a schedule. 
This section details how you can strike the right balance.   


The theme acts as a compass. For example: 

Theme-Led Structure 


30 % keynote inspiration 30%

40 % hands-on labs and peer 
collaboration 
 

40%

20 % competitive formats that excite 

10 % recognition and celebration 

20%

10%

Session Types & Ratios 


To maintain rhythm and energy, balance is key: 

“Winning Together”

→ Cross-team breakouts and account planning 

“Mastering the Message”

→ Keynotes paired with pitch-off competitions 

“Reset & Reignite”

→ External keynotes and cultural workshops  
   drive renewal 

The Ultimate SKO Planning Playbook 10
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Agenda Architecture & Content Design

Pre-Work → Onsite → Post-Work Thread 


Speaker Strategy 


Virtual/Hybrid Engagement Design 


The most successful SKOs don’t begin on day one, nor do they  
end on the final night. Best practices recommend the following 
flow of events:  


Pre-work: Assigned 2–3 weeks in advance and required 
for entry 


On-site: Workshops, pitch-offs, and account planning labs 
reinforce learning in real time 


Post-work: Assignments launched within 5–7 days and 
completed in ~10 days, followed by drip certifications every few 
weeks to extend impact  


Speakers make or break SKOs, so their presence and ability to 
inspire are critical. To ensure success, every speaker should 
receive coaching and briefing packs to elevate delivery. External 
speakers, when used, provide sparks of inspiration without 
overshadowing internal voices.  


When participants join virtually, intentional design matters even 
more. Studio-quality production, moderated Q&A, and seamless 
backup plans ensure digital audiences feel equally included. 

 



Competitive Formats Sales Loves 


Community & Collaboration 


Event App & Tracking 


Sales teams thrive on competition. SKOs should harness this instinct 
with formats like: 



Pitch-offs (game show energy) 


Objection-handling battles 


Deal-strategy face-offs  


Connection fuels culture. Build moments that allow participants to 
connect as humans: 



Regional meetups, photo booths, informal lounges 


Snack breaks and reset sessions that refresh energy  


The app becomes a hub: 



Tracks attendance and participation 


Powers leaderboards 


Provides visibility into engagement patterns 

 

 

 

4 Engagement Mechanics & Gamification 

O U TC O M E

Transform participation into passion through play, competition, and 
connection. 
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Engagement is the engine of retention. The best SKOs keep 
participants leaning in — whether through gamified learning paths, 
spontaneous team challenges, or curated spaces for collaboration. 
When done well, these mechanics can lead to real-world behavior 
change.  


Gamification isn’t a side activity; it’s a through-line: 



Points earned from pre-work to post-work 


Visible leaderboards driving daily motivation 


Rewards ranging from swag shops to experiential prizes 


Always-On Gamification 
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5 Search smarter with AI

Technology is the foundation of the SKO journey. The Seismic 
Enablement Cloud™ acts as the program’s hub, carrying every 
piece of content, learning, and measurement from the first drip 
to the final ROI analysis.  


The SKO homepage becomes the single source of truth. 
Participants find pre-work, schedules, and resources in one 
place, while leaders manage campaigns and updates 
seamlessly.  


Seismic Learning ensures reps are not just consuming 
content but building skills. Pre- and post-work, certifications, 
and skills surveys at key intervals (T–3 weeks, T+1 week, T+3 
months) build confidence and accountability.  


Sales plays and Pages launched at SKO are instantly 
activated in the field. Platform analytics help enablement 
leaders monitor adoption and iterate quickly. 

Program Hub 


Learning & Coaching 


Content Activation 


O U TC O M E

A seamless digital backbone that powers the SKO from idea 
to ROI. 

Measurement Loop 


Programs link engagement to behaviors and outcomes. 
Leaders see not just who participated, but how it translated 
into sales motions. 

10-Day Rule Assignments should be 
completed within 10 days to maximize 
retention and momentum.



The Ultimate SKO Planning Playbook 14

6 Measurement & ROI

Measurement is more than dashboards; it’s the narrative that 
proves value. A strong ROI framework shows executives how 
the SKO shifted behaviors and drove revenue outcomes. 

O U TC O M E

Turn data into a compelling story of impact. 

Engagement Metrics (Leading)

Easily  
customizable reports

Build and adapt reports in minutes 
so you can answer questions on 
your own, without waiting for an 
analyst

Designed for every user

An intuitive interface and  
simple filters make analytics 
approachable, even for  
non-technical users 

Predefined reports  
to get started

Dozens of ready-to-use reports 
give you a head start, with the 
flexibility to customize and make 
them your own

Confidence in the data

Built on Seismic’s trusted, 
governed analytics foundation

B E H AV I O R  M E T R I C S

These reveal whether learning translates into action:

 Talk-track adoption  
(Seismic for Meetings) 


Content usage 

 Outreach volume and 
meeting creation 

O U TC O M E  M E T R I C S

The ultimate test is revenue: 

 Pipeline created 


Win rates 

 Cycle time 


Deal size/ACV 

at t r i b u t i o n  tac t i c s

Prove connections with rigor:

 Tag SKO-activated 
opportunities via pre-work

 Track cohorts against  

6 – 12-month baselines 
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Reporting Cadence 


Storytelling the Impact 


Keep the story alive:



T+2 weeks: Early engagement signals 


T+8 weeks: Behavior shifts appear 


T+3–6 months: ROI crystallizes  


Data alone doesn’t inspire. Create a better narrative by 

packaging results in one-page executive narratives with 
visuals and anecdotes. 

 

Irina Soriano

Global Vice President, Strategic Enablement Services, 

Seismic

“Treat your SKO like an enablement 

program, not a party — then measure 

 it like one.”

Measurement & ROI



7 Budgeting & Resourcing 

Budgeting is more than controlling costs; it’s about aligning 
resources to outcomes. A clear budget gives leaders confidence 
and empowers teams to focus on creating value.  


Plan transparently across: 



Venue and travel 


Content creation 


Speaker coaching 


Event tech 


Gamification 


Swag  


Virtual production adds hidden costs: pre-recording, editing,  
and studio time often extend timelines and budgets.  


Sometimes the smartest spend is on expertise. External partners 
for production or coaching can elevate quality while saving 
internal bandwidth. 

Cost Buckets 


Virtual Isn’t Automatically Cheaper 


Build vs. Buy 
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O U TC O M E

Invest wisely to maximize impact and minimize surprises.



58 Building Resilience & Safeguards

Every SKO faces risks, but with foresight, they become 
opportunities to strengthen the program. Instead of focusing 
only on pitfalls, this chapter reframes them as safeguards  
for success.  


Stakeholder Alignment: Prevent misalignment with strong 
governance, clear intake processes, and proactive 
communication. 


Speaker Quality: Protect the stage by applying selection 
criteria and mandating coaching. 


Program Through-Line: Ensure continuity with pre/onsite/
post scaffolding that ties sessions together. 


Timing: Avoid quarter/fiscal close conflicts through early 
timeline reviews. 



By anticipating challenges, you create resilience. Each 
safeguard builds confidence that your SKO will deliver lasting 
impact. 

 

Need a proven SKO partner?  
Book a planning session. 

O U TC O M E

Anticipate challenges and design for success. 

Speak with the team
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Plan your next SKO  
with Seismic  

A stellar  SKO is never just a three-day rally. It’s a months-long program 
that brings strategy, culture, and enablement together into one cohesive 
experience. When planned with intention, the event energizes teams, 
sharpens skills, and creates alignment that lasts long after the closing 
session. 



The most effective SKOs tie every dollar spent to business outcomes. 
They weave a consistent thread from pre-work to post-work, blending 
inspiration with practical enablement. They use technology as the 
backbone, engagement mechanics to sustain energy, and clear 
measurement to prove impact.  


With the right objectives, timeline, agenda, and tools in place, your SKO 
becomes a platform for growth. 

 

https://www.seismic.com/resources/enablement-consulting/
https://www.seismic.com/resources/enablement-consulting/


About Seismic
Seismic is the global leader in AI-powered enablement, empowering 
go-to-market leaders to drive strategic growth and deliver 
exceptional client experiences at scale. The Seismic Enablement 
Cloud™ is the only unified AI-powered platform that prepares 
customer-facing teams with the skills, content, tools, and insights 
needed to maximize every buyer interaction and strengthen client 
relationships. Trusted by more than 2,000 organizations worldwide, 
Seismic helps businesses achieve measurable outcomes and 
accelerate revenue growth. Seismic is headquartered in San Diego 
with offices across North America, Europe, Asia and Australia.

Learn more at Seismic.com.

Get a demo
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https://www.seismic.com/
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