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Do You Really Understand Your Sales
Team? And why your bottom line depends
on it...

Afer spending the last 25 years salling, managing, leading, and building sales organizations, |
guaranies you've exparienced scenanos similar to thesa if you've managed salespeople for
any langth al e

1. Oma of your top producsars just blaw up on operations once again, She's the best
at bringing in the numbers, but you spend a fair share of your Bme cleaning up her
messss. Seems like sha's eithar shy-high or down in the dumps. When she's down,
she's out of her selling zons, and productvity comes to a stendstll, But when sha's ug,
look out waorld!

£, Angther one of your tog producers i wery oonssbent, & otal team player, gven
termpered, patient. and consistently I:lrll‘ll;'p"l;i in the numders. He oo 15 one of the e
on the team, bul be seems (o b missing some opporiurdies thal would catagpult him o
super stardom if he would only makes some slight changes 1o his salling game. Instead.
ha sticks 1o his time-honored conservative approach.

3. Then you have soma that are simply stuck in their lackiuster comfort zones —
ging you & solid month shout svery third month, or giving you sbout seventy percent
af what they have all the tima, Thay have the potentlal, but they're consistenthy
mediocre. You |usl can’l get them o do the difficult things that it takes to prochice al lop
levels with any regulanty, Worse yel, they're passive-aggressive. You say Lo yoursell,
I could anly wake therm wup, they'd be right up there with the best,”

4. Finally, yvou lika ma have undoutiadly made some bad hirng decisions ovar the
yaars and have ended up with a few salss reps that just don't belong in sales. Theay
parceived 8 sales carser o be easy and thay were wrong. Producing bop sales ks hard
work. These misfits are consumed with fear, and if truth ba told, they honestly hate
sales. They hawe no real intention of making the necassary changes to be successful.
fou'd ke to help them find more fulfilling caresrs.

Have you aver clasaly examined why some poople ane wildly successiul al selling, meating
and excaadmg every géal placad in fronl of them, wihde othars lack aither the sall motivation ar
cartain key skill sais o gat tham to thair naxd level of growih and performance? After all, thay
all have the sama product, the sama tools, and ths sama compansation struchure. They've al
bean theough the sams training program. In my experence of leading and managing
thowsands of salespeople both in the Bay area as well as internationally, the answer has to
do with the fact that virtually all sales® organizations are comprised of four differemt
kinds of salespeople: two are top producers, one 5 stuck in & comdort zone, and one simply
doasn't balong in sales.
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Racantly, | was giving a speech on “Four Peaopla, Four Paths™ to a leading company
in California’s real estats industry and was amphasizing the imporance of knowing exacty
who you are. | was quoting from my book ("The Fow Kinds of Sales People — Your Persanal
Falh o Breakihrough Achisvement,” Elite Books, June, $15.95) as | explained in detai (e
strugghes and breakthrough opportunities for each of the four kinds of salas peopla; two top
producers (The Performer and The Professional), one hal & siuck in & major comfort zone
(The Caretaker), and one that belongs in another career (The Searcher), Al one point, a
woman yelled out, "Oh my God, I'm a Carefaker” The crowd laughed and | congratulated hes
an her honesty and peinted oul 1o her (and olhers who were not o forthright) the remendous
apporiunity that existed if she made the conscious decision to change and begin doing the
difficull things that it takes to produce bop resulls on a consisbant basis. | want on o give all of
tham the tools o design their cwn cusiomized path for gefting to thedr next level

While conducting one of the *Breakthrough exercises” during the eession later, | asked for a
show of hands in the groug from thoss who worked out regularly. Then | asked for & show of
hands from those who had a gym membernship, The number of peopie thal had a gym
membership was (& gresler than those (hel actually worked out, | asked the gym membsrs
whao weren'l exercising regulary why they weren| laking advantage of their membership? The
reasons were the obvious ones: °l jus! don't have the time, | got oul of my routing and haven'l
been back, | didn't ke my trainer, | joined at the beginning of the vear bul only worked out for
a couple of months before | quit’ and on and oa,

I've often asked mysal why people begin with the bast of intenticns, ke satting a Mew
Year's resafution to improve thelr healkth, fork out monay to [oin 8 club, only o last & few
muenitha and by March are never 1o be seen again, After all, the fitness world ks ofien
dependant on this type of behavior: wail for the holiday indulgences to prediclably show up on
Thedr walsllines in January, get them in, gel them enrolled, get their money, gel them started,
and by March all will be calm again with only a few thal really stick 1o their regime, Parsonally,
| firvd it @ tascinating axamps of human befavior and see many similarties betwean this
scenano and many people operating in the sales anena.

Getting to the naxt level, or breaking through, in sales s not easy. Mo matter where you
are on the food chain - top producer, consistently average produces, or struggler — getting to
that next level requires a certaln amount of pain. Just like getiing Into physical shape does,
Here's what I've found to be frue, Human beings, for the most part, will do anything 1o avold
pain. I's our nature. Therefore, o get and stay In shape you must make sure your gym bag s
packed, make sure you have the right pre and post workout nutrition, carve out the time to
work oul congistantly, deve to and from th gym, brain intelligently and hard anough o et
resulls, Increase your resislance &s vou improva, and stick to your commitmant 1o gat and stay
healthy. i vou view all of thal as axtremely painful and the pleasurs you get from the resulls
doas not aubtaeigh the pain, you won'l do i for vary long. Again, it's just human natura. YWa
don't do what we viaw as painful for any length of time. The predictable resull of this cycle:
very few newcomers in the gym by March.

Similarly, to gat to the next level in sales reguires changing and gaolng to the uncomfortable
places, known as your weaknesses, bullding a plan, and then committing to and practicing
regulary o as to implement the necessary changes to take your sefling game to the nex
lved, In reality, i0's a very difficult thing for salespeople to do, especially when they are stuck
in some sor of comiort zone, Commonplace is the salesperson whe Talks™ about getiing
hatier el doesn't acheady underdake the fangible, difficull changes necessary io really move
them successfully to the naxt lavel, Commanplace is the salasperson who goes through the
traéning program {pick a program, any pragram} yet once they leave the classroom, does not
aclively incorporate any of these newly-learmed methodologies.

If thiz wall-intentioned sales parson similardy wanis ko "tum over their new keaf® in January
Tar examgle, like their paunchy friand with the new gym mambership who makes an early exit
froim hils filness siralegy — the sakes person will stmilady be showing weak sales by March

Cin the other hand, committed salespeople like the gym altendes with 8 good dose of sfick-
{o-it-ivness. who ultimately view self-improvement as pleasurable, not onky undarstand the
jpain that it takes to get there, but appreciate it as a necessary indication that thay are in fact
doing the right things to improve. The reason: they ane convarting thair difficulties, their
strugghea, their pain, into the self-mofivation that they nesd to fusl them to thair nesdt level. For
tham. the pleasure of getting batter is effectively outwsighing the pain of getting there. They
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knovw tha the difficulty — as long as they are improving along the way — ig an indication that
they are knocking on the door of future success. it 18 incredibés to be a part of & salling
anvironmant that is filled with this sor of growlh-criented reacheng by ils people.

Hare's an exampla of what I'm talking about. A fow years ago, | was an executive in
charge of a large sales organization in e morigage industry that specialized in refinance. As
rates were increasing, the markst began rapidly changing and began to dry wp for borrowers
with high fixed rate loans that you could easily convert inte 8 similar loan at a lower rats.
Successful loan officers were the ones on our team who becams sxperts in altemative loan
programs that mat the bormower's goals of lowering their debt while still giving them a fized rate
for 8 certain penod of tima, just not for the customary 30 years. We spent a large sum of
migdvey on iraining &nd promotion bo gt our sales team aligned with the changing market
conditions. 1t wasn't an easy transition for many 1o make who had been so successful at
picking the low-hanging fruit during the grestest refi boom in history,

| watched as our frainers did an excallent job of combining product knowladge, salling
skills, internal processes, and a healthy dose of fun, into 8 one week push bo realign and
expand the thinking of cur already successful sales forca, The resulis were posilive and
notewarthy and the company made an upwardly positive transiton as 8 whole. However, a
number of the ealespeople (top producers Included) were resistant to the neadad changes,
choosing to stubbornly {and il-adwisedly) stick instead to thair current methods and turn their
backs on these new programs the company was introducing for thee benelit,

Although there was a wholo group of “resisiers,” | paricularly remambar one individual,
Mark, who had baen the rockie of the year and top producer in the company tha last bwo yaars
running. Howaver, Mark was so stuck in his ways that ha was soon stranded as the markat
began to hardan very rapidly. The othar fop producers who mads the necessary transiticn
soared o new heights, because, they were after all, the very best. Mark s refusal to change
took & further psychological blow whean he watched many of the newcomers soar fo top
producing numbers because they werz prepared with the right programs for the morphed
marked. Of course, after that, Mark, lIke many of the other holdowls, embraced the new
programs having seen firsthand the success of his more open-minded colleagues.

Than thare was Laura, who joined the company at the beginming of the beom and had no
history of working in a tough market. Whan things began to change, Laura chose fo leave tha
industry completaly while citing thal *Ii's a bad tma o be in the mortgage business.” Some of
her pears chose fo go with her, Another individueal, Donny, who had always bean a madiacre
producer during any market conditian. laft to join another company, cartain that the answears ta
his sales problem was extemal versus intermal. Donny took soma of his fiends with him. By
now, | would imagene that many of them are in complately different Industries bul stll practicing
thedr sama sel-limiting behaviors.

S0 whal really happened? Those that migrated aarly, tha “early adapiars™ if you will, krew
that thay had tremendous oppoeriunity, They dicdn’t sea pain as much as they saw opportunity,
Thaosa that convertad later, like Mark, felt the pain of not having kept up. Thay had wanted to
circumyent that pain. They now viewed the pain of migrating to be lithe in comparison to the
pain they were experiencing watching others soar right by them. And they transitionad
accordingly. Thoss that moved to another company, like Donny and his friends, were steck n
thedr own thinking, refusing to do the difficult things to get better, and therelore choosing to
Jump ship. Finally, those like Lawra that left the industry complately probably should have
never besn in sales in the first place, They were fooled by a white hot market into thinking
thedr onder taking was “selling.” Instead, once the easy sales were gone, S0 were ey,

Thosa who stay in the gym view the hard work of getiing and staying in shape as
necassary and pleasurahle vansus thosa who |eava the gym becaugs it's just boo paanful
andior thair parcaived prograss is sometimes slow. Similardy, those who achieve and stay at
the tap of thedr sales game, view the hard work and constant change as challenging and
pleasurable, versus those who refuss to make changes, adapt, and improve because they ame
aither comfortable or view the process of adapting and challenging themsatves professionally
as too painful,

Ragardlass of tha variad makeup of sales forces, thers are always anly fowr fundamantal
kinds of sales peaple. Managemant's goal s to help the best o keep getting bettar while
buildirng a team with as many top producers as possible. That meaans management must
infusnce thosa that are “sheck” m thair comfort zone to break through to the next laval. That
means management must perform the unenviable task of helping those that don't belong to
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find other career paths. In my experence, managameant gets ioo preccoupied with these two
challenges and neglects the opportunity 1o get thelr top producers to reach for thelr nesd level
of achlevemsnl. They have move (7 them. Thal's wivy (hey're the bast, And they can be even
Dl

Depending on your industry, you may now be faced with increasing challenges just to keep
hitting the numbers. you've had owver the |8zl couple of years ge the economy has enjoyed
some reazonable expansion. But now, with an uncertain Fed monstany policy equeszing Wal
Strest, Mideast uncedainties continuing 1o feed the spike in oll and thereby iImpaciing the cost
hasis for the entire spacirum of goods domesticaly, skong with & dicey plcture in the housing
marked = what you 9o next will affect your bottom lins going ino the second nall of this year
and well info 2007 and beyond, So, how &0 you plan 1o jumpstar your people? And meep
iheamy perbarrming = (heir highest level in the face of these new realities? For much of American
businass the curmént crossrodsd s downnight palpable right now.

In the face of thesa impending natiomwide changes, some companies will stick with a
businass-as-usual attitude — only to be swiprised |ater when their quartarly reports show
significant slippage in sales and revenue. Some companies will half-headedly add a new trick
or two to ihe mix and cross thelr corporate fingens, while 8 few companies will adopt & bold
atiitude coupled with a renswed commitmsnt 1o excelience and move on to thelr next lewel of
performance — colectively deciding to embrace the new challenges of our shifting economy
and markeiplace, These will be the folks grinning with satisfaction when the new sales
numbers roll in for review,

Regardless of the methods you choose — whether utilizing coaches,
consultanis, speakers, workshops, or wisdom gleaned from business books
or articles; if you want sales to improve, paricularly in highly competitive
sales environments, then leaders must create a growth-oriented
atmosphere that thrives on constant improvement, regardless of market
conditions. By the way, thalt means leaders and managers must also be
striving to break through to their next level too. After all, selling is about
creating and sustaining momentum, and then creating even more of it.
Consistently.

Author: Chuck Mache

About the Author:

Chuck Mache, President of Chuck Mache Communications (Santa
Rosa, California) has more than 25 years experience in selling,
managing, building and leading sales organizations regicnally in
the greater Bay area as well as internationally.
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