
 

Demo Performance Review 

Enterprise SaaS — Workflow 
Automation 

What Alex Morgan does brilliantly, and where to improve 

5 
demos reviewed 

7/10 
Score 

5 
strengths identified 

5 
habits to fix 

 

 

Key Findings, Read This First 

Before the full analysis: here are the five things Alex does well and the five things that are costing him deals. 
Every item below is grounded in specific moments from five recorded demos. Details, direct quotes, and action 
steps follow in the sections below. 
 

✓  5 things working in your favour 
  ·  Opens demos by stating back the customer's 
situation, before a single screen is shared 
  ·  Quantifies the cost of inaction in monetary terms 
during the setup phase 
  ·  Actively invites interruptions and keeps sessions 
genuinely interactive 
  ·  Technical credibility is deep and real, Alex 
knows the domain, not just the product 
  ·  Next steps are always named before leaving the 
call 

✗  5 things costing you deals 
  ·  Click narration, highest rate in peer pool at 5.6 
instances per demo 
  ·  Long slide decks delay the demo by 10–15 minutes 
in every session 
  ·  Features shown with no value bridge, impact is 
never made explicit 
  ·  Sessions framed around product capabilities, not 
customer outcomes 
  ·  Zero compelling events, no timeline or cost of delay 
named in any closing 

 
 

How to Read This Report 

This report is built from the analysis of five live demo recordings across four customer situations in the enterprise 
SaaS space, assessed against an 8-dimension, 65-habit demo quality scorecard. Every finding is traceable to a 
specific moment in a transcript. Quotes are drawn directly from the recordings. All customer and company names 
have been removed. 
The report is structured in four sections: key findings (above), what to keep doing, what to stop doing, a 
benchmark against the peer pool, and a prioritised action list. 
 

 



Sessions reviewed 
# Demo Presenters Focus areas Duration 

1 Demo 1, Mid-Market SaaS 
Company 

Account Executive · Alex 
Morgan 

Workflow automation + approval 
routing 

1h 45m 

2 Demo 2, Operations 
Consultancy 

Account Executive · Alex 
Morgan 

Process automation + integration 
walkthrough 

1h 11m 

3 Demo 2, Follow-up 
session 

Account Executive · Alex 
Morgan 

Extended configuration and API 
walkthrough 

1h 11m 

4 Demo 3, E-commerce 
Scale-up 

Senior Account Executive · 
Alex Morgan 

Workflow automation + reporting 
module 

1h 7m 

5 Demo 4, Financial 
Services Firm 

Account Executive · Alex 
Morgan 

Compliance workflow + audit trail 
demo 

47m 

6 Demo 5, Payments 
Technology Co. 

Account Executive · Alex 
Morgan 

End-to-end process automation 
overview 

1h 29m 

 
 

  SECTION A ,  WHAT'S WORKING   

Keep Doing This - Competitive Strengths 

These five habits appear consistently across AlexThese five habits appear consistently across the majority of your 
demos. In a peer group where most sellers struggle to exit product-tour mode, these habits make your demos feel 
like business conversations. Protect them.#x2019;s demos. In a peer group where most SEs struggle to exit 
product-tour mode, these habits make his demos feel like business conversations. Protect them. 
 

01 
KEEP 
DOIN

G 

Opening by stating the customer's situation back to them, before showing 
anything 
The clearest example of this in the entire peer pool comes from Demo B. Before a single screen is 
shared, the presenter states back: the customer is upgrading their compliance process to meet a 
specific regulatory requirement, they are onboarding a defined volume of new clients per month, 
they are doing it entirely manually with no automation in place, and they face two specific 
challenges, reducing manual workload and stopping fraudulent documentation. The customer is 
then asked to confirm. This reframes the entire session. The customer is no longer watching a 
product tour, they are watching their own problem being solved. A second demo mirrors this by 
inviting each stakeholder to name their specific challenge before the demo begins. 
❝  You are upgrading the compliance process to meet the regulatory requirements. You're currently 
onboarding manually, no automation, no process in place. One challenge is reducing the manual work. 
The second is the document verification to stop fakes and deepfakes. 
— Alex Morgan  ·  Demo B 
❝  We don't want to just present something that's not necessary or relevant for you. The goal is to 
show you how the solution works in the context of what your needs actually are. 
— Alex Morgan  ·  Demo D 

→ WHY IT WINS: This is your most important habit to protect and scale. Codify it as a non-negotiable 
opening move in every demo: state back the customer's situation in 3-4 sentences, confirm it's still 
accurate, then proceed. It takes 90 seconds and separates you from every competitor who goes straight 
to slides. 

 

02 Quantifying the cost of the customer's current problem before showing the 
product 



KEEP 
DOIN

G 
In Demo B, the presenter calculates the cost of the customer's manual process in concrete figures 
before the platform is shown. If each manual check takes ten minutes and the customer runs a 
defined number of new onboardings per month, that translates to over 27 hours of compliance 
officer time per month, 324 hours per year, at a calculable annual cost. The presenter notes this 
does not include the risk of human error or the additional burden as volumes grow. This framing 
transforms the demo into a financial conversation rather than a features conversation, and gives the 
customer something concrete to take back to a budget holder. 
❝  If each check takes about 10 minutes, your compliance team is spending over 27 hours per month, 
which is 324 hours per year. At a compliance officer's cost, that's around $4,860 annually. And that 
doesn't count the extra risk of a human missing something, or the cost as your business grows. 
— Alex Morgan  ·  Demo B 

→ WHY IT WINS: Use this in every demo. Before sharing your screen, calculate the customer's current 
cost of doing nothing, in time, money, or regulatory risk. Use their own numbers where you have them. 
Even a rough estimate gives the customer an anchor for the purchase decision. 

 

03 
KEEP 
DOIN

G 

Actively inviting questions and keeping sessions genuinely interactive 
Across the complex enterprise demos in particular, Alex explicitly invite the customer to interrupt 
throughout, not as a one-time opener but continuously. The solutions consultant in Demo A pauses 
between every major module to invite questions. When a customer asks a highly specific technical 
question mid-demonstration about historical transaction lookbacks, it is handled immediately and 
seamlessly before continuing. This is a strong indicator of genuine preparation and domain 
confidence, not just product familiarity. 
❝  Any questions before I jump into the demo?... Are there any questions on this section? I'm going to 
demo this module just now. 
— Alex Morgan  ·  Demo A 
❝  Please put your hand up and ask them as we go. This session is going to be better the more 
interactive it is, we have a lot to cover but we really need to make sure it's tailored to what you want. 
— Alex Morgan  ·  Demo A 

→ WHY IT WINS: Good habit. But pair it with stronger check-in questions after key moments. 'Any 
questions?' is passive. 'Does this match what you described about your current hit-rate problem?' or 'How 
does this compare to what your analysts are dealing with today?' pull real qualification information from 
the room. 

 

04 
KEEP 
DOIN

G 

Genuine, deep technical credibility, Alex know the domain, not just the product 
Alex can hold a detailed, expert-level conversation about compliance architecture, sanctions 
screening methodology, false positive reduction, payment message formats, and biometric 
verification, without relying on slides or apologising for knowledge gaps. When a senior compliance 
professional raises a complex question about rule development for differentiating inward versus 
outward payment screening, the solutions consultant engages substantively and proposes a 
dedicated follow-up session to go deeper. When a technically sophisticated customer challenges the 
relationship between two integrated products, he handles it with transparency about the underlying 
architecture. This kind of domain credibility is extremely difficult for competitors to replicate. 
❝  Automated hit qualifier automatically reapplies previous operator decisions both on a hit level and a 
message level, because one transaction can have multiple hits. It leverages proven and approved 
business logic configured completely according to your risk appetite. 
— Alex Morgan  ·  Demo A 

→ WHY IT WINS: This is a strategic differentiator. The knowledge is already in the room. The gap is the 
bridge from technical capability to business outcome, which is almost never made explicit. See Stop #2. 

 

05 
KEEP 
DOIN

G 

Closing every session with a named next step 
None of the five demos ends with 'we'll be in touch.' Every one lands on something specific before 
the call closes. The enterprise demo ends with a technical follow-up session already booked and an 



interim email exchange agreed. The marketplace demo closes with a commercial proposal 
committed to, a scoping call planned with the technical team, and a security questionnaire extension 
requested. The compliance services demo closes with a follow-up session for the second product 
line agreed. These are clean, professional closes that maintain deal momentum. 
❝  What I suggest is for us to have a conversation next week to go over the technical aspects, so Alex 
understands how much work goes into it and what the roadmap looks like to see actual results. 
— Alex Morgan  ·  Demo C 

→ WHY IT WINS: The next step is named, that is the right foundation. The upgrade: make it 
outcome-framed. Not 'let's meet next week' but 'by next Thursday you'll have the commercial proposal 
and be able to tell your CEO whether the numbers work, is that the right goal for that call?' 

 
 

  SECTION B ,  WHAT'S LOWERING YOUR WIN RATE   

Stop Doing This — These Are Costing Alex Deals 

These five patterns appear in every demo. They are not individual mistakes, they are team-wide structural habits. 
The damage is not dramatic; it is cumulative. Each one quietly signals either low confidence or low relevance, and 
buyers respond to both. 
 

01 
STOP 
DOIN

G 

Click narration, describing what the screen is doing instead of what it means 
With 28 instances across five demos, 5.6 per session, the highest rate in the four-company peer 
pool, click narration is the single most frequent bad habit in your transcripts. It appears in every 
product demo without exception. Phrases like 'if I click on this...', 'I'm going to go to...', 'going back 
to...', 'let me navigate over to...' narrate mouse movements. They tell the customer what is 
happening on screen, which they can already see, rather than what it means for their team. Every 
click-narrated moment is a missed opportunity to say something that moves the deal forward. 
❝  If I click on the next hit, you can see this is one list. If I click on the next hit, this time it's another list. 
If I click on this message, I can see... 
— Alex Morgan  ·  Demo A 
❝  Let me go to the second. Let me go to that ID. I click on it, you'll see it'll pull up a new request. I 
click on search. 
— Alex Morgan  ·  Demo C 

→ WHAT TO DO INSTEAD: Before any screen action, state the outcome: 'What you're about to see is 
how a single click sends your entire alert queue through automated decision reapplication, reducing what 
your analysts manually touch by 95%.' Then demonstrate. The click becomes proof of the claim. Record 
yourself and count how many times you narrate a click without stating the outcome it produces. 

 

02 
STOP 
DOIN

G 

Showing features without ever explicitly bridging to impact, the missing value 
bridge 
Across all five demos, the search for explicit value bridge phrases, 'I'm showing you this because...', 
'what this means for Alex is...', 'the reason this matters for you is...', returns almost zero results. 
Technical capabilities are demonstrated clearly and with genuine competence. But the link between 
each feature and the customer's stated pain is consistently left implicit. Customers in compliance 
and fraud roles are highly analytical, they will not automatically connect a technical feature to 'Alex 
recovers three hours per batch run.' That connection must be made out loud, every time, by the 
presenter. 
❝  We then do a delta import, that's one of the key features of the solution, to make the list imports as 
fast as possible because when you have a list update, you need to get that into production as soon as 
possible. 
— Alex Morgan, feature shown, no impact named  ·  Demo A 



→ WHAT TO DO INSTEAD: After every capability, build the bridge: 'I'm showing you this because you told 
us your current list update process creates a lag before new entries go live. With this approach, the 
moment a new entry is published by a regulatory body, it's in your production filter within minutes, not 
hours. For a business your size, that gap is where regulatory exposure lives.' 

 

03 
STOP 
DOIN

G 

Spending 10–15 minutes on slides before the customer sees a single screen 
In the enterprise demo, the solutions consultant begins the live product demonstration at the 
30-minute mark. The preceding time is split between company credentials, market statistics, product 
architecture slides, and an overview of the solution's end-to-end lifecycle. Customers who have 
agreed to a demo have already decided to see the product. They do not need to be convinced the 
company is credible before being allowed to see it. Every minute on slides before the product 
appears is a minute of declining attention. 
❝  I'm just going to take you through three slides, I'm not going to spend too much time on them, just 
to give you a nice basis for the demonstration. The bulk of my talking will be around the demo. 
— Alex Morgan, said at the 14-minute mark, with 16 more minutes of slides remaining  ·  Demo A 

→ WHAT TO DO INSTEAD: Replace the credentials deck with one sentence: 'You told us [X] is your 
biggest challenge. I'm going to show you exactly how we solve that.' Then share your screen. Company 
stats and market position can live in a leave-behind document. The credibility comes from the demo, not 
the deck. 

 

04 
STOP 
DOIN

G 

Framing sessions around product capabilities instead of customer outcomes 
The language that opens most demos positions the session from the seller's perspective: 'Today 
we're going to cover our screening platform...', 'I'm going to take you through the solution...', 'I'm 
going to show you the device intelligence module.' This tells the customer what they are going to sit 
through rather than what they are going to be able to do or decide. One demo opened with an 
explicit statement that no agenda had been prepared. Even when the session was ultimately useful, 
the opening signals low structure and low investment in the customer's time. 
❝  I didn't prepare much of an agenda based on the objective for today's session, to try and do a show 
and tell. 
— Alex Morgan  ·  Demo E 

→ WHAT TO DO INSTEAD: Before every demo, write one sentence that starts with 'By the end of this 
session, you will...' and ends with the customer's decision or capability, not the product name. That 
sentence is the opening of the demo. 

 

05 
STOP 
DOIN

G 

Zero compelling events, no timeline, no cost of delay, no urgency in any closing 
Not one of the five demos names a regulatory deadline, a growth milestone, a compliance review 
date, or a cost of inaction in the closing conversation. Deals without a compelling event drift. In one 
demo the customer signals that a decision won't happen for two to three months while they hire 
more development resource. In another, the customer says no budget has been allocated because 
they haven't yet decided which solution to invest in. Neither statement is challenged with a question 
about what the cost of delay looks like for their business. Interest without urgency is not a pipeline. 
❝  I don't have a budget allocated yet, we are investigating what will be the best fit. A decision needs 
to be made and I've already escalated this to our CEO. 
— Senior Customer Stakeholder  ·  Demo E 
❝  It won't be now, it will be in two to three months from now. We will find a solution. We will hire 
someone. 
— Customer Risk Manager  ·  Demo C 

→ WHAT TO DO INSTEAD: Before every close, ask: 'You mentioned your next regulatory review is [date]. 
What's your exposure if the false positive rate hasn't improved by then?' or 'At the growth rate you 
described, when does the manual process break down completely?' Let the customer articulate the cost 
of delay themselves. That number becomes the urgency that closes the deal. 

 



 

  SECTION C ,  WHERE YOU STAND VS. THE FIELD   

Benchmark: How You Compare to the Peer Pool 

Per-demo averages compared against a pool of four companies across 17 demos in B2B software sales. All 
counts are normalised to per-demo averages to account for different transcript lengths and session durations. 
 

Habit Alex Morgan 
(per demo) 

Pool avg (per 
demo) 

Assessment 

Weak hedging language 1.6/demo 4.1/demo ✓  Best in pool 

Click narration 5.6/demo 2.9/demo ✗  Worst in pool 

Feature stacking 3.4/demo 4.4/demo ≈  Near average 

Weak check-ins ('does that make 
sense?') 

0.8/demo 0.4/demo ✗  Above average 

 

Where Alex leads the pool 
✓  Weakest hedging language, best in pool at 
1.6/demo 
✓  Pre-demo situation recap, not visible in any other 
company 
✓  Quantified cost-of-inaction framing in session 
opening 

Where Alex must improve 
✗  Click narration: worst in pool at 5.6/demo 
✗  Zero value bridges identified across all 5 demos 
✗  Zero compelling events named in any closing 
conversation 

 
 

 



  SECTION D ,  PRIORITY ACTION LIST   

7 Actions, Ordered by Impact 

Red = urgent structural fix with direct impact on win rate. Amber = important improvement. Green = protect and 
scale a strength that already exists in your demos. 
 

# Action How to do it 

1 Eliminate click narration, replace every 
screen movement with its meaning 

Before any screen action, state the outcome it produces: 
'What you're about to see is how a single click sends your 
entire alert queue through automated decision reapplication, 
reducing what your analysts manually touch by 95%.' Then 
demonstrate. The click becomes proof of the claim, not the 
content of the narration. 

2 Add an explicit value bridge after every 
capability shown 

Use this formula after every feature: 'I'm showing you this 
because [stated customer pain]. What it means in practice 
is [specific outcome]. For a team processing your volumes, 
that's worth [time / cost / risk reduction].' This single change 
converts technical interest into buying intent. 

3 Cut the opening slides by 80%, get to the 
product in under 5 minutes 

The customer requested a demo. Replace a 12-minute 
credentials section with one sentence: 'You told us [X] is 
your biggest challenge. I'm going to show you exactly how 
we solve that.' Then share your screen. Company 
credentials can live in a PDF leave-behind. 

4 Name a compelling event in every closing 
conversation 

Before every close, ask: 'You mentioned your next 
regulatory review is [date]. What's your exposure if the false 
positive rate hasn't improved by then?' or 'At the volume 
growth you described, when does the manual process 
break?' Let the customer quantify the cost of inaction 
themselves. 

5 Frame sessions around customer outcomes, 
not product capabilities 

Every demo currently opens with what the product does. 
Change it to what the customer will be able to do differently. 
'By the end of this session, you'll be able to see exactly how 
your current false positive rate gets reduced to under 2%, 
and what your analysts spend the recovered time on 
instead.' 

6 Never signal low preparation, even when 
improvising 

One demo opened with 'I didn't prepare much of an 
agenda.' Even if accurate, saying it out loud signals low 
investment in the customer's time and immediately 
undermines confidence in everything that follows. If the 
session is fluid and customer-led, frame it as intentional: 'I 
wanted to keep this focused on your specific setup, here's 
what I'm planning to cover.' 

7 Protect and codify the pre-demo situation 
recap 

The opening in Demo B, recapping the customer's exact 
situation before showing anything, is the highest-value 
differentiating habit in the entire peer pool. Make it a 
required opening move: state back the customer's situation 
in 3-4 sentences, confirm it's still accurate, then proceed. 90 
seconds. Non-negotiable. 

 
 

The honest summary 
Alex's genuine strengths, domain knowledge, situation awareness, and the ability to hold a highly technical 
conversation while keeping the customer engaged, are hard-won and rare. They are not at risk. The habits 
to stop are all structural: too many slides before the demo begins, narrating screen movements instead of 
outcomes, and features that land without connecting explicitly to the customer's stated cost or pain. These 



are fixable in a single coaching cycle. The most important change in this report costs nothing: say out loud 
what each thing means for the customer, every time you show it. 

 

Based on analysis of 5 demo recordings  ·  Scorecard: 8 dimensions, 65 habits  ·  Overall score: 7/10  ·  Benchmarked against 17-demo peer pool  ·  All 
identifying information removed 
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