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Who This Is For & The Bottom Line

Sales leaders, RevOps and sales enablement leaders, their executive sponsors, and the stakeholders who rely 
on enablement to drive real sales performance, not just activity. A fill-in charter template is included at the 
end.

The Bottom Line

To deliver strategic impact, three things must be true:

Enablement ties to 
business outcomes

The work isn't just training 
or content — it's a direct 
lever on revenue. Every 
stalled deal is an 
enablement signal worth 
reading.

Stakeholders can 
articulate impact

Leaders and sponsors can 
clearly connect enablement 
investments to pipeline 
health, deal velocity, and 
revenue results.

The time horizon is 
longer than a quarter

Real impact compounds 
over time. The frameworks 
here are built for durable 
change, not just this 
quarter's commit.

Most enablement functions can't say all three. A charter is how you get there.
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Driving with no map

Imagine getting into a car and driving. No destination entered, no map open, no sense of how far the fuel will 
take you. You're moving, which feels like progress, and the scenery changes, which feels like momentum. But 
without a destination, motion is just motion. You'll burn through the tank and arrive nowhere in particular, 
having covered a lot of ground that didn't matter.

That's what enablement looks like without a charter.

The work still happens. Decks get built. Trainings get scheduled. Onboarding runs on time. But none of it is 
pointed at anything specific enough to matter, because no one ever agreed on where the function was 
supposed to take the business. And so enablement fills its calendar with whatever arrives, because without a 
charter, there's nothing to say no with.

Without a charter, there's nothing to say no with — and nothing to prove you said yes to the right things.

This is how enablement becomes the corporate drop-off site. A new tool needs adoption? Drop it in 
enablement. Leadership wants a culture initiative? Enablement can run a workshop. Someone heard about a 
framework at a conference? Enablement will build the training. None of it is wrong, exactly. All of it is how a 
function slowly loses the thread of what it's actually for.

None of it is wrong, exactly. All of it is how a function slowly loses the thread of what it's actually for, and 
becomes known for something else entirely; the fixers of broken things.

The path to irrelevance isn't dramatic. It doesn't announce itself. It looks like a full calendar, a busy team, and a 
function that can't answer the question every CFO eventually asks: what did we get for this? A charter is the 
answer to that question, built before the question becomes uncomfortable. It names where enablement is 
going, what it will and won't take on, and how you'll know when you've arrived.
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The Order-Taker Trap

The pattern that quietly ends enablement functions.

Enablement groups with a clear charter tend to operate strategically. They align to revenue outcomes, push 
back on requests that don't fit, and earn a seat at the table. Enablement groups without one tend to look very 
different — busy, reactive, and increasingly invisible in the decisions that matter.

The slide decks still get made. The training still gets scheduled. But the work has drifted far from anything that 
moves a number, and everyone can feel it even if no one says it.

How it happens

It usually starts small. A request comes in from a team that isn't sales. It's reasonable enough, and the 
enablement team has the skills to help. They say yes. Then it happens again. And again. Before long, the 
function is producing content for HR onboarding, running communications for product launches, and building 
decks for the CFO's all-hands.

None of it is strategic. All of it feels urgent. And each yes makes the next boundary harder to hold.

One enablement function reached this point after two years of absorbing work that had nowhere else to go. 
The team was exhausted and stretched. When leadership looked at what enablement was producing and tried 
to connect it to revenue outcomes, they couldn't. The function was disbanded. The work disappeared. The 
people moved on.

The team had been doing more than ever. None of it mattered in the way that would have saved them.

Accepting non-strategic requests doesn't just dilute your standing — it takes real money off the 
bottom line. Every hour spent on work that doesn't move a deal forward is an hour not spent on work 
that would.
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Why Stakeholders Don't Get It

The assumption: "Enablement is training. You run onboarding, build courses, and make sure reps know the 
product."

This is the factory model of enablement — reps go in uninformed, training happens to them, they come out 
ready. It's intuitive, it's measurable in the wrong ways, and it doesn't work. Stakeholders default to it because 
it's what they experienced, and because courses and certifications feel like progress.

Why it fails: Adults don't learn by passive consumption. They learn by doing, by applying something under real 
conditions and adjusting when it breaks. A rep who sits through a two-hour product module on Monday and 
runs a discovery call on Thursday is not drawing on that module. The information is already gone.

"I used to think that the child who did not learn or remember something I taught was not paying attention, or 
was lazy, or stupid, or that I needed to find a better way to explain the same idea. I no longer think so. I now 
believe that the child who 'knew' something on Friday and 'forgot' it by Monday never really knew it at all."

— John Holt, educator and author

The charter is your counter to this. When stakeholders ask why you're not building more courses, you have a 
written mission that explains what you're actually optimizing for: behavior change in the field — the specific 
behaviors that move deal velocity, deal size, profitability, and retention. Not butts in seats. Not content 
completion. Not quiz scores. Those are inputs at best.

The outputs are what the business actually cares about, and a charter forces the conversation onto that 
ground before anyone argues about the wrong things.
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The Three Components Most Functions 
Skip
Most enablement programs cover content and tools. These three are where real performance lives — and 
where most functions fall short.

Discovery as Co-
Creation
The buyer doesn't receive 
conclusions — they help build 
them. When buyers 
participate in shaping the 
insight, they own it. Discovery 
becomes a thinking 
partnership, not an 
interrogation or a pitch setup.

Deliberate Practice

Not quizzes. Not certification 
modules. Role-play on real 
scenarios — live deals, actual 
objections, specific buyers. 
Reps practice the 
conversation they're about to 
have, not an abstraction of it.

First-Line Manager 
Coaching
Not inspection. Not deal 
reviews that are really 
forecasting calls. Building the 
coaching system: what to 
observe, how to give 
feedback, how to develop a 
rep's judgment — not just 
their compliance.

The Competencies Underneath

Selling with POV
A genuine perspective on the 
buyer's situation — not a 
feature list, not a question 
list. A point of view.

Business-Value 
Hypothesis

A specific claim about what 
this buyer stands to gain — in 
their language, tied to their 
numbers. It's a hypothesis, not 
a conclusion. You test it with 
the buyer, not pitch it at them.

Relationship Bank 
Account

The accumulated trust that 
lets a rep say something hard 
and be heard — built before it's 
needed.

Influence Map

Who shapes the decision, who blocks it, who 
hasn't been surfaced yet — and how the rep is 
working each node.

Human Skills

Listening past the stated question. Reading the 
room. Knowing when to push and when to wait. 
The skills no playbook captures.
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The Anatomy of a World-Class Charter

A charter is a governing document — not a vision board, not a mission statement on a wall. It is distinct from 
the annual plan (which answers "what will we do this year") and instead answers "what kind of team are we, who 
do we serve, and how do we operate." It creates the boundaries that make prioritization possible.

01

Mission Statement
Outcome-oriented, not activity-oriented. Describes 
the change the team exists to create, not the tasks it 
performs. "We exist to increase rep productivity" is an 
activity. "We exist to reduce ramp time and increase 
quota attainment" is an outcome.

02

Services Provided
An explicit inventory of what the team delivers. 
Forces clarity on scope and surfaces hidden 
assumptions. Note the distinction: training (a one-
time event that transfers knowledge) is not the same 
as enablement (a sustained system that changes 
behavior). Many charters conflate them.

03

Anti-Scope
What the team will not do — and why. Examples: "We 
do not produce one-off slide decks for individual 
reps," "We do not own CRM administration," "We do not 
backfill for a broken onboarding program." Anti-scope 
is how you protect capacity and prevent scope creep 
from requests that feel reasonable in isolation.

04

Groups Enabled
Who the team serves, with explicit prioritization. Not 
"all customer-facing roles" — that's an abdication of 
choice. Which segments, which roles, in what order 
when resources are constrained? Prioritization is a 
governance decision, and the charter is where it lives.

05

Success Metrics
Both leading indicators (program completion, 
content adoption, manager reinforcement rates) and 
lagging indicators (ramp time, quota attainment, win 
rate, retention). Leading indicators tell you if the 
system is working. Lagging indicators tell you if it 
mattered.

06

Engagement Model
How the team operates with stakeholders: quarterly 
planning cadences, the intake process for new 
requests, and the trade-off question. The trade-off 
question is the governance mechanism — "If we take 
this on, what comes off the list?" Without it, every 
request feels like an addition. With it, requestors own 
the prioritization decision alongside you.
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The Document and the Reality

A charter is not a brand. A brand is not a charter. You need both — and most organizations confuse the two.

The charter is the document: the formal mandate, the budget authority, the org chart line, the signed-off 
scope. It defines what the function is allowed to do. The brand is the reality: the reputation the function has 
built, the relationships that make things move, the trust that gets you a seat in a room before the agenda is set. 
A charter without a brand is a permission slip no one respects. A brand without a charter is influence that 
evaporates the moment the org chart changes.

The Oracle Example

My Oracle field enablement team ran for years on strong brand with no formal charter anchoring the function. 
The team had reach, credibility, and access — doors opened because of who we were and the results we 
generated for our stakeholders, not what the document said we were authorized to do. It worked, until it didn't. 

When the executive sponsor left, the brand walked out with him. There was no charter to fall back on, no formal 
mandate to protect the function's seat at the table. What had looked like institutional strength turned out to be 
personal capital. The moment the sponsor was gone, so was the leverage.

What this means in practice: enthusiasm and access built on relationships alone are fragile. A strong brand 
gets you in the room. The charter is what keeps you there when the people who like you are no longer in power.

The conclusion: You need both. The charter gives the function durability — it survives turnover, restructuring, 
and leadership transitions. The brand gives the charter meaning — it's the difference between a mandate that's 
respected and one that's tolerated. Build the document. Build the relationships. Neither is sufficient alone.
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What "no" protects

A charter doesn't just define what a team will do. It gives them standing to decline what they won't.

Without a charter, every request lands as a negotiation. Someone with seniority wants something added, and 
the team has to weigh the political cost of refusing against the product cost of complying. That's an exhausting 
calculation to run every time, and it usually resolves in favor of whoever asked loudest. The charter changes 
the frame. It's not the team saying no — it's the team pointing to what the team agreed to, with the people who 
now want the exception, before the exception was proposed.

I was running field enablement at an enterprise software company when we launched a product built on one 
promise: radical simplicity. It removed the need for the specialized expertise customers had always assumed 
they'd need. The whole message was "you don't have to be an expert to run this."

Six months in, the launch wasn't getting the traction leadership expected, and the pressure to show 
momentum was building. Field marketing proposed an incentive to drive event attendance: offer attendees a 
technical certification. It would get people in seats, and attendance was something they could point to.

As field enablement lead, I pushed back. Certifying people on their ability to run a product whose entire 
promise was that it ran itself didn't just miss the point, it contradicted it, and handed the competition an 
argument. The idea was reaching for a number that was easy to count, at the cost of the message the launch 
was built on. Having a clear charter made that pushback legible. I wasn't being difficult. I was protecting what 
the launch was actually for.

The certification idea didn't survive. And the deeper problem, a launch being measured by attendance instead 
of adoption, was the real thing that needed fixing. We got there by repositioning the launch around the buyers 
the product genuinely served, not by chasing butts in seats.

A charter protects the work by making "no" a principled position instead of a political one.
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Revenue enablement or sales enablement?

The naming debate surfaces in almost every enablement conversation, and it deserves an honest answer: it's 
mostly a reporting line dressed up as a philosophy.

"Sales enablement" has the longer history. "Revenue enablement" arrived as organizations wanted to signal that 
enablement touched more than just the sales team — that it reached into customer success, presales, and 
revenue operations. Both names describe the same functional need. The distinction, in practice, usually 
comes down to one thing: whether the function reports to a Chief Revenue Officer or a Chief Sales Officer.

The more useful distinction is this:

Enablement is about people and function. It's the capability, the behaviors, the knowledge, the skills your 
revenue-facing teams carry into every interaction.

Revenue is an outcome. It's what you're hoping those people produce. Naming a department after the 
outcome doesn't make the outcome more likely.

The risk with "revenue enablement" is that the word revenue creates an implicit pressure to prove direct 
attribution — which, as we'll explore, is one of the things that leads enablement functions to chase the wrong 
metrics. "Sales enablement" has its own trap: it signals that the function stops at the sales team, which may 
not be true and probably shouldn't be.

So pick the name that matches your reporting line and your stakeholders' vocabulary. What matters far more 
than the label is whether the function has a clear charter. Because without one, enablement — under either 
name — becomes the department of everything: the place every team sends work that doesn't have a home 
elsewhere. A little training here, a content request there, a tool rollout nobody else wanted to own. The name 
on the door won't protect you from that. Only a defined mandate will.

The need for a charter is identical either way. The label is the least important decision you'll make about 
this function.
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Governance: what keeps the charter alive

A charter without governance is a document. These three structures are what keep it a living system — 
catching drift early, maintaining executive alignment, and ensuring enablement's impact is spoken for across 
the organization.

1

The Board
The executive sponsor and 
key leaders who approve the 
charter, budget, and goals. 
They are the authority that 
gives enablement its 
mandate and the muscle to 
act on it. Without this layer, 
every resource ask is a 
negotiation from scratch and 
every priority shift is a 
vulnerability.

2

The Council
Eyes on the ground. The 
people close enough to the 
field to catch what a 
dashboard won't show, an 
acquisition, a product launch, 
a reorg, before it blindsides 
you. The Council is how you 
find out in time to respond.

3

The Advocates
Internal champions who 
speak for enablement's 
impact in rooms where 
enablement isn't present. 
They are the ones who 
connect the work to 
outcomes in the language of 
their own function — sales, 
product, finance — so the 
charter is defended by people 
who weren't asked to defend 
it.

In practice: At Google, our enablement team heard through this informal layer that a specialist team was 
about to be folded into the larger field org. Everything in their world was changing, comp, reporting, 
territory. Because we caught it early, we spun up a boot camp across three regions to ease the transition. 
Without that heads-up, we'd have lost half the team. A formal council would have surfaced it sooner, and by 
design instead of luck.
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Putting it to work

Focus

Defer anything secondary to the mission. Not 
everything a stakeholder wants belongs in this 
engagement. A clear charter gives you the 
standing to say so — and the discipline to hold 
the line when scope creep arrives dressed as 
helpfulness.

Align through discovery, not order-
taking
A doctor doesn't ask the patient what 
prescription they want. They diagnose first. 
The charter is your treatment plan — co-
created with the customer after you've 
understood the real condition, not a 
transcription of what they said they needed in 
the first meeting.

Define the anti-scope

Name explicitly what this engagement will not 
do. This makes trade-offs professional rather 
than personal. When something falls outside 
the charter, you're not refusing the customer — 
you're honoring an agreement you built 
together.

Manage your own inner game

The charter is an external form of internal 
confidence. Reps who know exactly what 
they're there to do — and what they're not — 
don't overreach, don't hedge, and don't shrink. 
Clarity about the work is what makes the 
relationship feel safe to the buyer.
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Build Your Foundation

If any of this resonated, you may already be driving without a map. You know your team needs something, 
you're running programs, investing in tools, pushing activity, but there's no shared definition of what "good" 
looks like, no charter to anchor the work, and no clear line between what Enablement does and what the 
business gets.

That's not a people problem. It's a structure problem. And it's fixable.

The Acelera Group
We help revenue teams move from random acts 
of enablement to structured, repeatable 
performance. If you don't have a charter, we'll 
help you build one. If you have one that isn't 
landing, we'll help you sharpen it.

Free One-Hour Session
We're offering a free hour to review your 
existing charter or help you start building one 
from scratch. No pitch. Just a focused 
conversation about where you are and what it 
would take to make the work land.

Book your session at meet.a

meet.acelera.group

Go Deeper

Together We Win
The book behind the STUCK and PATH 
frameworks. A practical guide to building the 
kind of buyer relationships that don't stall in the 
first place.

togetherwewin.team

Sales Enablement Sherpa
Resources, frameworks, and field-tested tools 
for Enablement leaders who are building the 
function as they run it.

salesenablementsherpa.com
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APPENDIX

Sales Enablement Charter Template
How to Use It
01

Build Collaboratively

Draft this charter with your sales 
leader, not for them. It only works if 
both sides own it.

02

Treat as a Governing 
Contract
Reference it in quarterly business 
reviews, pipeline reviews, and any 
resourcing conversation. It is not a 
one-time document.

03

Use to Decline 
Professionally
When asked to take on work 
outside the agreed scope, point to 
the charter. It gives you a 
principled reason to say no and 
redirect.

04

Publish It
Share it with the broader revenue team — RevOps, 
Marketing, Sales leadership — so everyone 
understands what Enablement is optimizing for and 
why.

05

Use the Trade-Off Clause
Every time a new priority is added, name explicitly 
what moves down the list or off it entirely. This keeps 
the charter honest and prevents scope creep from 
eroding your focus.
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APPENDIX

Sales Enablement Charter Template
This template provides a comprehensive framework for defining the purpose, scope, and operational model of 

your Sales Enablement function. It serves as a foundational document to align stakeholders, articulate value, and 
guide strategic decisions.

Company Information

Organization: [                                        ]

Period (fiscal year): [                                        ]

Owner (Enablement Lead): [                                        ]

Executive Sponsor: [                                        ]

1. Purpose and Mission

Why we exist: This charter aligns stakeholders, guides investment, and protects focus on the activities that 
measurably improve sales performance.

Our mission: [e.g., To accelerate revenue productivity by aligning seller behavior, skill, and execution with buyer 
needs across the customer lifecycle.]

[                                                                                                                                                                                                                                        ]

2. Primary Outcomes We're Accountable For

If everything matters, nothing does.

� Increase Win rate
� Improve Deal velocity

� Increase Average deal size
� Reduce Time-to-productivity for new hires (ramp time)

� Enhance Forecast confidence
� Improve Rep retention

� Other: [                    ]
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3. Services Provided

The Sales Enablement function will deliver the following core services to support our sales organization:

� Onboarding and continuous training
� � Sales methodology and process optimization
� Technology and tools adoption support
� Coaching and skill development programs
� Performance analytics and insights
� Content development and management (playbooks, battlecards, presentations)

� Other: [                    ]

4. Anti-Scope

To maintain focus and effectiveness, the Sales Enablement function will explicitly NOT be responsible for the 
following areas:

� Recruiting and hiring of sales personnel
� Compensation plan design and administration
� CRM administration and data entry
� General IT support and troubleshooting

� Other: [                    ]

5. Engagement Model

Our engagement model defines how we collaborate with stakeholders across the organization:

� Strategic partnership: Proactive collaboration with sales leadership to define enablement priorities and 
long-term strategy.
� Consultative approach: Responding to stakeholder requests with a discovery-led process to diagnose root 
causes and propose solutions.
� Self-service resources: Providing accessible and up-to-date tools, content, and training materials for 
independent use by the sales team.

� Other: [                    ]
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6. Groups We Serve

We prioritize resources for:

Field AEs

SDRs / BDRs

Front-Line Managers

Specialists / Overlay

Customer Success

Secondary / self-service: [                                                                                                       ]

7. Governance

Alignment ensures we are not blindsided by strategy shifts or product launches.

A. The Enablement Board (Strategy, Budget, & Direction)
• Role: Approves the Charter, secures budget, and defines high-level OKRs.
• Suggested Members: Chief Revenue Officer (Chair), VP of RevOps, Chief Marketing Officer, VP of HR/People.
• Quarterly Meeting Dates:

           Q1: [                    ]
          Q2: [                    ]
          Q3: [                    ]
          Q4: [                    ]

B. The Enablement Council (Tactical Execution & Alignment)
• Role: Provides "eyes on the ground" regarding product launches, field sentiment, and operational changes.
• Suggested Members: Product Marketing Director, Regional Sales Directors, Solution Engineering Lead, Top 
Performing Rep (Rotating).
• Quarterly Meeting Dates:

           Q1: [                    ]
          Q2: [                    ]
          Q3: [                    ]
          Q4: [                    ]

_______________________________
Executive Sponsor
Date: [                    ]

_______________________________
Enablement Lead
Date: [                    ]
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