Case Study: How | Led the Digital Transformation of a
5,000-Person Sales Force

From Rolling Carts and Paper Order Forms to a Digitally Fluent Operation
— 25% Ahead of Schedule

The Asset

Yellowbook was one of the last major print advertising companies operating at scale in
the United States. Its sales force — more than 5,000 reps spread across every U.S.
market — had built careers selling print ads door to door, territory by territory, carrying
their materials in rolling plastic carts loaded with paper forms, brochures, and order
books. These were not entry-level employees. They were long-tenured, high-earning
professionals who had mastered their craft over decades. They were also about to have
every tool they had ever used taken away and replaced with technology most of them
had never touched.

Dell had sold Yellowbook on a national technology rollout: Dell XT2 tablets with
screens that flipped and folded flat so reps could write directly on them, broadband
cards that provided internet connectivity anywhere in the country, and a full Microsoft
Office suite including Outlook, OneNote, and proprietary sales software. The rollout
also included VPN access, data management training, and cybersecurity awareness —
because handing a population of non-technical users remote access to a corporate
network without teaching them how to protect it is not a technology upgrade. It is a
liability.

Dell needed trainers. It outsourced the engagement to Executrain. Executrain needed
someone who could walk into a room of fifty resistant, high-earning salespeople who
were afraid for their livelihoods — and walk out eight hours later with every single one
of them functional, confident, and ready to replace their rolling cart with a tablet.

They sent Sara Flowers.

The Diagnostic
Sara had been teaching long enough to have taught ‘Introduction to the Internet’. She

knew exactly what she was walking into.

The challenge was not technical. The content itself — how to use a tablet, how to
connect a broadband card, how to navigate Outlook and OneNote, how to use a VPN,



how to care for hardware — was teachable. Eight hours was enough time, in theory, to
cover it.

The real challenge was the room.

These were people who had built their identities and their incomes around a skill set
that was being declared obsolete. The rolling cart wasn't just a tool — it was how they
had fed their families for twenty years. Now someone was telling them to leave it
behind and carry a computer instead. A computer that folded in ways they had never
seen. That connected to the internet through a card that looked like a cell phone. That
required a password just to access the company network.

Fear presents itself as resistance. Resistance in a training room looks like crossed arms,
side conversations, pointed questions designed to derail, and a general unwillingness
to engage with material that feels threatening. Sara had seen it before. She had also
learned — from her very first feedback forms — exactly how to diagnose what a room
needed and adjust in real time.

The rooms themselves added a layer of complexity that most trainers would have used
as an excuse. These were not purpose-built training spaces. They were conference
rooms, break rooms, and meeting spaces at Yellowbook offices across the country —
rooms with columns in the middle, irregular layouts, and seating configurations that
made it impossible to maintain line of sight with every learner simultaneously. They
were also overfull. The logistics of a national rollout meant fitting more people into
each session than a standard training protocol would allow.

Sara ran three or more cohorts per week. Every cohort was its own room, its own city,
its own version of the same fundamental challenge.

The Work

Before Sara taught a single thing about tablets or broadband cards, she earned the
right to teach it.

Every session opened the same way. She established her credibility — not to impress
the room, but to answer the question every learner was silently asking: why should |
listen to you? She oriented the group before she taught them anything — here’s what
we are covering, here’s the order we are covering it in, and yes, here’s when we'll break
for lunch. Adult learners cannot receive new information when their brains are still
running logistics. She answered the logistics questions first so the room could settle.

Then she addressed the resistance directly.



She didn’t pretend the change wasn't hard. She didnt tell people that technology was
the future and they needed to get on board. She acknowledged what was actually
happening — that these were professionals who had earned real success with tools
that were being taken away, and that their discomfort was legitimate. That
acknowledgment alone changed the temperature in the room.

From there, she built the curriculum around one guiding principle: assume nothing.

The XT2 tablet was not just a computer — it was a computer with a screen that
physically flipped and folded in ways that felt counterintuitive to someone who had
never held one. Sara taught the hardware as if no one in the room had ever seen it,
because some of them hadn't. She taught the broadband card as a standalone skill —
how to insert it, how to connect it, what to do when the signal was weak in a rural
territory. She taught Outlook and OneNote not as software features but as daily
workflow tools that would replace specific paper-based habits the reps already had.

She taught cybersecurity with a line that became a consistent crowd moment in every
room: don’t say anything in an email you wouldn’t want read by a judge in a courtroom
in front of a jury of your peers. The reps laughed. They also remembered it. That was
the point.

Every piece of content was sequenced deliberately — hardware before software, basics
before advanced, the familiar before the foreign. The why behind each step was always
explained. Sara had learned early that a significant portion of any adult learning
audience will not move until they understand the reason. Skipping the why saves two
minutes and costs you half the room.

The personal attention problem surfaced in the feedback forms within her first few
sessions. In a room of fifty people with eight hours of content to cover, learners were
rating personal attention lower than everything else. Sara diagnosed the cause
immediately — the rooms were too large for one trainer to naturally reach every
individual — and she solved it with a behavioral adjustment she then applied to every
session for the remainder of the engagement.

At a specific point during each training day, Sara made a circuit of the room. She
approached every single person individually. She placed a brief, appropriate hand on
their shoulder and asked quietly how it was going, whether anything wasn't clicking,
whether they needed anything. Fifty people. Every one of them. Every session.

Personal attention scores went up and stayed up.
Sara was one of the first trainers deployed on the rollout. Her cohorts consistently

outperformed expectations — and when Dell sat down to evaluate what was working,
the elements she had developed and integrated into her own sessions were



incorporated into the official training materials used by all trainers across the national
program. She was promoted to Lead Trainer over colleagues with more years in the
field. In that role, she trained the other trainers on the program to ensure consistency
across the national rollout. The promotion came from learner feedback, not tenure.

The Result

More than 5,000 Yellowbook sales representatives successfully adopted digital tools
and workflows across every U.S. market.

The national rollout was completed 25% ahead of the projected timeline — six months
earlier than planned.

Every office location received training. Every rep completed the program. A 100%
paper-based sales force became a digitally fluent operation, one eight-hour session at
a time.

Survey scores across her cohorts reflected consistently near-perfect satisfaction ratings
in clarity, expertise, and engagement. One learner described her as having “the
patience of Job” — a phrase that captures something real about what it takes to bring
someone through a change they didn’t ask for and weren't sure they could survive.

The rollout was completed without reported workforce disruption or attrition tied to
the transition — protecting both the revenue continuity and the workforce stability of
an organization in the middle of one of the most significant operational shifts in its
history.

What This Case Proves

Large-scale technology adoption does not fail because the technology is too
complicated.

It fails because the humans adopting it were never actually brought along.

A rollout plan is not a change management plan. A software demo is not a training
program. And a room full of resistant, high-earning professionals who believe their
livelihoods are under threat is not a room that will learn anything until someone first
earns the right to teach them — by acknowledging the resistance, orienting the learner,
and building the psychological conditions that make new information receivable.

This case also proves that feedback is only valuable if you do something with it. Most
trainers would have explained away the personal attention scores — the rooms were
too big, the content was too dense, the timeline was too compressed. Sara treated a



low score as a diagnostic and invented a behavioral solution she then replicated across
every session nationwide. That's the difference between someone who delivers training
and someone who produces learning.

This approach works when the organization understands that technology adoption is a
human problem before it's a technical one — and when leadership is willing to invest in
the change management infrastructure required to bring people through a transition
rather than simply announcing one.

It does not work when the assumption is that people will adopt new tools because they
were told to. Compliance is not competence. Attendance is not learning. And a
training program that does not account for fear, resistance, and the very human need
to understand why before doing anything differently will produce check-the-box
completion rates and real-world adoption failures — regardless of how good the
technology is.

The tablet was not the transformation.

The training was.
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