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owevetr, global research from CSO Insights
H shows that nearly half of all sales companies
fail to hit their targets.

“Despite the new tools, the mobile devices, the
potential of social, and so on, many salespeople are
working harder than ever just to achieve the same
old results or worse,” reports CSO Insights.

That leaves businesses and sales teams staring
down a barrel of uncertainty. However, if we can
be certain of anything, it’s this: growth requires
change.

ST®R

Introduction

Many salespeople are
working harder than
ever just to achieve
the same old results.

That’s where this guide comes in. Inside

youtll ind the nine step pathway to achieving
transformational sales results. It’s a simple formula
built around providing clarity, measuring activity
and improving effectiveness designed to help sales
teams not just succeed but excel in an increasingly
tough selling environment.

“Making the numbers is harder than ever.”
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Step 1.

PKIJN] your sales

Fixing o
inisolat

and allow a surgeon to investigate your vital

inner workings. The diagnosis? Indigestion!
You've just wasted however many thousands of
dollars on surgery, an afternoon—plus, a bucket
load of stress—on a solution before you had a
proper diagnosis.

F ollowing doctor’s orders, you go, get sedated

Luckily, this doesn’t happen in medicine. However,
it does in sales.

The importance of sales analysis

Conducting a sales analysis is the essential irst
step to understanding how your sales team works

ST*R

and how effective they are. Skipping this step is
akin to the doctor’s scenario described above—
you may jump to conclusions and take action
without having the full picture.

“Many CEOs and managers don’t know how
effective their sales teams are,” says Paul
O’Donohue, SalesStar’s Founder and CEO. “There
are alot of cogs and wheels, which makes them
complex and quite difncult to understandT

This is why getting a full, holistic understanding
of how all the parts rt together and inNuence one
another is essential. Fixing one cog in isolation
wonft guarantee instant sales success. The benent
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of asales analysis is that it helps sales managers
and CEOs identify the weak points in their system—
without having to guess at it. It cuts to the chase.

“A sales analysis gives us a blueprint of
what's wrong,” says Paul. “It gives you
clarity, and from there you can strategically
focus on the areas that need improving.”

Skipping it can cost you—in more ways
than one

A sales analysis is not something to be done
half-heartedly. Failing to run an adequate analysis
could see you implementing solutions that simply
don’t work—costing precious time, energy and
resources of your company. You're also:

Setting up for failure

Many other aspects of your business depend on
getting your sales analysis right. Everything Nows
on from here—your sales plan, processes, strategic
messaging, training and recruitment—everything!
It pays to do your groundwork thoroughly.

SALESST®R

STEP 1: DTN} YOUR SALES

Hamstringing your wider team

Again, without the full picture, you might end up
prescribing a solution that doesnit actually nx the
problem your team is experiencing. For example,
sales training won't solve a mindset problem or a
management one. Instead, this “solution” is actually
getting in the way of implementing real, effective
change for your team.

Sabotaging individual success

Everyone is different. So, a one size nits all solution
is unlikely to work. Done right, a sales analysis

will identify the strengths and weaknesses of
your individual team members, allowing for more
tailored and effective solutions.

Analysing your sales system can also help you
identify whether you have people in the right role.
For example, placing a Hunter—someone who
excels at rinding and developing new businessH
behind a desk in the role of an account manager is
doing neither them nor you any favours.

How to do a sales analysis:
4 tips to remember

1. Assess individual capabilities

Look at the capabilities of each of your team members.
Knowing individual strengths and weaknesses can
help you capitalise on their capabilities.

“A sales analysis is an excellent way to the
capabilities of your team across the sales spectrum,’
says Paul.

But remember, capability is both
skill and mindset.

“Some people just won't hunt,” Paul says. “So why
would you train them to if psychologically they’re
just not that way inclined?”
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t's now time to strategically hone-in on the weak
I points and create a plan to develop these areas—
and set your growth targets. This is your sales
plan; it’s one part strategy, one part execution, and

is avital roadmap to your goals.

In other words, if the sales analysis is the What,
then the sales plan is the How. Without it, you might
as well be driving blind.

The importance of sales planning

“Companies looking for a clear path to transform
their results often miss the planning part,” says

ST®R
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Step 2:
Plan for success

L

ith a sales
plan, you have
clarity. It’s the

fast-track to
growth.

Paul O’'Donohue, SalesStar’s Founder and CEO.
“When you don’t have a plan, you're not making
good strategic decisions, from not knowing where to
focus your team to what type of salesperson to hire.”

With a sales plan, you have clarity. It’s the fast-track
to growth.

Planning for sales success: the critical
elements of a sales plan

There are nine core elements to a successful
sales plan. Below we touch on three of the most
important to consider.
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“The big breakthroughs we've had is when
companies do this,” says Paul. “They go from a
handful of people using best practice to everyone.”

Lastly, having one process makes it much easier for
a sales manager to coach, since they’re dealing with
just one process instead of 100.

4. Keepitsimple

When it comes to sales processes, “keep it simple”
applies. People won't follow a process that has
information overload. Short, simple and to the point
serves best.

Tip: Don’t forget to document it! Having a
formal, documented process is a huge asset
to sales managers, particularly when they are
coaching and onboarding new staff.

SALESST*R
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Read more: 4 mistakes that lead to an ineffective
sales process

“Alot of sales managers struggle to develop an
effective process in today’s selling environment;
even those who have been in the game for a while,”
says Paul.

“Sales has changed a lot in the last few years;
strategies have changed. A few subtle tweaks can
make a big difference in your ability to have an
effective process and achieve the results you want.
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STEP 4: ESTABLISH KPIS AND SALES SYSTEMS TO MEASURE AGAINST

“Focusing only on lagging indicators is where

most companies get it wrong,” says Paul. “They are
important, but they are historic. It's like gettinga D
on a graded paper. You cannot go back and change
it; you can only learn from it for next time.”

Do incorporate leading indicators

While lagging KPls are necessary, they have some
limitations. It's why they are often paired with

leading indicators, which are behavioural measures.

“Leading indicators can be the number of phone calls,
the number of referrals, the number of meetings, the
number of proposals presented,” says Paul. “They are
the things we can inNuence now to change the nnal
outcome. These are what we focus on.”

Tip: Reverse engineer your sales process.
If you've got an effective sales process in

place, work the numbers backwards to
produce a set of meaningful KPIs.

For example: If you've got a 50 percent conversion
ratio from presenting, then how many proposals do
you need to have? How many proposals does each
salesperson need to present per week? Therefore,

SALESST®R
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tracking number of proposals per week could be a
handy leading indicator for your sales team.

Don’t have too many KPIs

While it's tempting to track everything, it can lead to
confusion. The more KPIs you have, the more difficult
it is for your staff to know which to prioritise.

“If you've got 12 KPIs, which one is the most
important one?” Paul posits.

Do make it easy to understand what success
looks like

When setting KPIs, keep it simple. Less often leads
to more. SalesStar, for example, focuses primarily
on four KPls:

1. Number of discovery meetings this week.
2. Number of proposals presented this week.

3. Number of discovery meetings booked for the
week ahead.

4. Number of proposals booked for the week ahead.

Finding the best sales systems

Businesses can use one or many sales systems to
help track and measure KPls. However, the biggest
error companies make is choosing systems that
don’t replicate their sales process.

“You need to have really good systems in place to
measure those KPIs,” Paul says. “The most effective
are those that allow salespeople, managers and
CEOs to see deals going through the milestones of
their sales process.”

Having a dashboarded system not only helps you
track KPIs and deals, but helps managers pick up
on non-performers. Most of all, it helps business
leaders forecast.

“Without an effective system(s) you can’t see what'’s
in the pipeline to close in the next week or month. It
causes a huge amount of stress,” Paul says.
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STEP 5: DEVELOP EFFECTIVE SALES MANAGERS

Good sales managers will know how to conduct
effective sales meetings and hold people
accountable—the practical aspects of running a
sales team. However, they also need to embody
leadership qualities, such as listening, asking not
telling, and coaching. This last point, in particular, is
important to develop a high performing sales team.

3 reasons why sales managers and
leaders fail

The Arst step to improving the leadership
capabilities within your business is to understand
why leaders and managers are falling short. More
often than not it comes down to one (sometimes all)
of the following reasons:

1. Theydon't coach

A lack of coaching is the number one reason why
sales managers and leaders don’t get results—both
from themselves and their sales teams.

“Where most companies, and sales managers, get

it wrong is they simply don’t spend enough time
coaching,” says Paul. Ideally 50 percent of their time
should be spent coaching their salespeople.”

However, research from the Objective
Management Group (OMG) shows that only 3
percent of sales managers actually hit this
coaching-time quota.

“A sales manager’s job is to grow people to grow
sales,” Paul says, “If you're not growing people,
you're not growing sales and you'll never reach your
growth targets.”

2. They continue to sell, instead of manage

An elite salesperson does not make an elite sales
manager. Many sales managers were once top
salespeople, but the two roles are very different.
Some struggle to let go of the selling aspect of their
old job.

“Many great salespeople become ineffective sales
managers when... they want to be hero closers
rather than developers who generate revenue
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through others,” writes global sales expert and founder
of Objective Management Group, Dave Kurlan.

3. Theirroleisundenned

Businesses can also fail their sales managers.
Having undenned roles and not setting clear
expectations is setting them up for failure. They
have no choice but to make it up as they go.

This is particularly evident in businesses
that skip over the essential sales analysis,
planning and KPI steps.

The top 2 ways to become a better
sales leader

1. Start coaching

To start with, implement pre-call strategising
and post-call debriefing meetings. Make an
effort to conduct one-on-one catch ups with
your salespeople each week to explore what’s in
their pipeline and help them work through any
milestones they’re stuck on.

Want more about coaching suggestions? 13 Most
Important Tools for Coaching Salespeople

2. Hold your salespeople accountable

Start reviewing your KPIs at your weekly sales
meetings. This is your opportunity to set out what
your team’s goals are and what activities to focus on
for the week.

“Meetings should focus on some positive news
and reviewing the week that was,” says Paul. “This
includes inspecting the KPIs, such as the number
of discovery meetings, the number of proposal
meetings and deals won. It should also inspect the
pipeline of what’s coming up.”

Later during your one-on-ones, you can check in
on each salesperson to see how they’re tracking
towards those KPIs and provide coaching on any
issues they’re having.
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takes to be successful. If the willingness to sell is
missing in your new hire, you’ve got problems.”

Tip: Hire attitude over aptitude. “Time and
time again, attitude beats aptitude,” says

Paul. “Hiring someone with the right
mindset is key.”

4. Qualify candidates according to sales process
and target market

Look for candidates who have experience selling in
a similar target market to you, along with those who
have used a sales process that matches yours.

“You're looking for sales people who can execute

on your process, or the part of the process you're
hiring them for,” says Paul. “A common mistake sales
managers make is they see that a candidate was

the top rep at CompanyABC and hire them for their
own business. Only their business uses a different
sales methodology and process, so the candidate’s
skills aren’t compatible.”

Tip: Ask behavioral-based questions in your
interviews. Use behaviour-based questions to
encourage a candidate to demonstrate: their
experience in using a similar sales process to
yours, and how they derine success.

SALESST*R

STEP 6: RECRUIT THE RIGHT PEOPLE

d

Questions could include:

T “Howdid you bring on a new client?”

T “What was the most successful client you
brought onboard and how did you do it?

T “Tell me atime where your sales were in a
slump and how did you come out of it

T “Tell me how you dealt with a client that
pushed back on something they didn’t
want—how did you handle that?”

Lastly, don't forget to validate what candidates
tell you. As the saying goes, salespeople do their
best selling at the interview!

5. Setup a 90-day onboarding process

Do you have a plan for when a new recruit joins
you? How do you contribute to their success in the
nrst 90 days? Not having an onboarding process can
be just as damaging as hiring the wrong person.

“Giving new hires the keys and saying: ‘You're a
salesperson now. If you donft hit your targetsin 90
days, you're gone. Good luck.—that’s setting them
up for failure,” says Paul. “Instead, look at how you
can set them up to succeed. That’s what a good
leader and a good manager would do.”
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Step 7:
AsSsess mindset

n fact, at SalesStar we've found that 80 percent Founder and CEO. “It makes salespeople far, far
I of asalesperson’s success comes down to more effective.

mindset. It's why hiring people with the right
mindset is so critical to developing a high- “We recently had a client, a car dealer, grow by 30
performance sales team. But what sort of mental percentin six months—the market only grew 13
attitude should sales managers look for? percent—when we focused on mindset training.”

There’s also the question of the mindsets of your

L . X The 2 sides of a positive sales mindset
existing sales staff too. Can you improve their

selling psychology through training? Answer: yes, There are two parts to the selling mindset: the will
you can. It’s also the most effective sales training to sell and psychological competencies. The top
your team can undertake. salespeople rank high across both these aspects.

“Our biggest breakthroughs have been training
in mindset,” says Paul O'Donohue, SalesStar’s
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STEP 7: ASSESS MINDSET

issue for a salesperson. Not only can it prevent 4 tips to overcome a mindset weakness in
them from fully understanding their customer’s your staff

needs, but they also tend to discount things and
can’'t sell on value.

T Buy-cycle weakness: This is the tendency
to empathise with people who have a similar
buying process to you. If you're an impulse
buyer, you expect others to be as well, which
could result being assertive at closing time, and
likely to close more and faster deals. Likewise, if
you prefer to spend time considering a
purchase, you might miss an opportunity to
close a sale, as you may think the prospects
wants to think it over and comparison shop,
resulting in blown out sales cycles and can
impact closing by 50 percent.

Add it all up...

These psychological conditions Paul refers to as
the “human handbrake”, as we are often not aware
of them and they can slow us down. Combine these
weaknesses together: the need for approval with a
33 percent impact on closing, buy-cycle weakness
with a 50 percent impact, self-limiting beliefs, and
money weakness, and it really starts to add up.

“When you look at it this way, it's easy to
see why some salespeople simply aren’t
effective,” says Paul.

ST®R

Conduct a sales assessment: A sales
assessment will help identify the type of
weaknesses a salesperson has.

. Determine whether skill or mindset

weakness: Explore why a salesperson didn’t
do certain behaviours or activities. Do they
know how to do it, or did they avoid it? If they
don’t execute on the skills they know, it’s a
mindset issue.

. Coach through the barriers: Provide ongoing

coaching and guidance to help your team
member overcome their weaknesses. Pre-call
strategising and post-call debriefs are a good
place to start.

. Check your sales managers: The mindset

weaknesses of sales managers and leaders

can in turn affect the rest of their sales team.
Self-limiting beliefs and buy-cycle weaknesses,
for example, can originate in a sales manager
and spread to the rest of their team, i.e.
instructing team members not to push to close a
sale when in fact they should.
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raining up sales reps to ensure they have the
I necessary skills to perform in their role is

vital, but it’s not always easy.

The skills salespeople tend to lack

T Getting in front of the target market: Selling
does not rely on luck. It’s about reaching the
right person at the right time. It's something
today’s salespeople tend to struggle with—
especially with the growing reluctance to target
potential clients via the phone.

ST®R

Step 8:
Develop solid
sales skills

T Good account management: Having strong

account managers who know the techniques
and strategies to upsell and cross-sell to
existing clients to increase the amount they
purchase is a huge asset to growing companies.

Negotiation skills: The ability to uphold price
and sell on value comes down to a salesperson’s
ability to negotiate with clients.

Consultative selling: It’s the one skill to rule
them all. Consultative selling is an extremely
effective selling method that encourages
prospects to self-close. It’s ideal for salespeople
who are not strong at closing or handling
objections.
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we hear “John Smith was trained 10 years ago, so
he’s good to go”.

“High-performance athletes must continually train
to stay competitive and at the top of their sport. It's
the same for sales”

This is where coaching from sales managers is vital.
With consistent, ongoing coaching, they can help
turn learnings into everyday skills that their teams
can call upon.

Tip: Aim to conduct skills training at least

twice a month.

5. Use blended learning

Not everyone learns the same way, so why provide
all training in the same format? Instead, use a
variety of formats and mediums to cover all your
bases. You can do this with the 70/20/10 principle.
Here's the breakdown:

SALESST*R

STEP 8: DEVELOP SOLID SALES SKILLS

T 10 percent of training through formal training,
such as live workshops.

T 20 percent through ongoing coaching:

T 70 percent through experiential learning in
the field.

“Most of your training should involve getting your
sales team out there in the held, trialling the tactics,
making mistakes, learning from their losses and
their wins, with their sales managers riding shotgun
to observe,” says Paul.

6. Train your managers too

The best player doesn’t always make the best coach.
Sales managers also need skills-based training.

The list of skills is quite long, from the ability to run
effective meetings to forecasting and planning.
However, two essential skills sales managers

are often missing are coaching and recruitment.
Without these, a sales team'’s ability to grow and
improve is limited.

Read more: Why sales leadership training is a must
for 93 percent of sales leaders
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Step 9:

Coach for performance

Coaching keeps sales
teams optimised for
performance.

performance and make it less economical

I t's going to strain the engine, reduce its
torun.

Why coach?

Coaching keeps sales teams optimised for
performance. Their minds are set to win, their skills
honed, and they are focused on executing your
sales process—not veering off track. All up, it leads
to strong, consistent sales. The kind that a growing
business needs in order to scale.

However, to remain successful, sales managers
need to spend at least half their time coaching.

ST®R

There’s just one problem: 97 percent donit. To add
to the conundrum, only 7 percent of sales managers
have necessary skills to be an effective coach.
Chances are, what coaching you're doing (if any) is
probably ineffective.

Now for the good news. Implementing a
performance coaching program for sales teams can
have far-reaching gains for a company.

“We've seen clients double their business,’ says
Paul O'Donohue, SalesStar’s Founder and CEO.
“Performance coaching creates really effective people
and top performing teams who celebrate success.
It's an important part of creating a winning culture.”
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