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Dedication



This book is dedicated to the sales and marketing professionals that have supported my last three writing projects, Selling Microsoft, The Client-Centered™ Selling Fieldbook, and Total Market Domination. 

Forward



   Over the last fifteen years, almost every client that I have worked with has asked me for advice on recruiting top sales performers. It has taken a bit longer than I expected to complete this project, but I am confident that you will find my Client-Centered™ approach easy-to-understand, easy-to-implement, and almost foolproof. 

   I sincerely hope that Hiring Top Sales Performers will help your company identify and recruit the sales and marketing professionals that it needs to achieve total market domination.  

( Doug Dayton, Bellevue, Washington 2001
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Preface



The only way to develop a world-class company is to assemble a world-class sales team that has the vision, skills, motivation, and energy to create and market innovative products. Learning how to identify top performers and how to motivate them to contribute their best effort is the essential key to building a successful sales organization and a successful business.

   The primary objective of Hiring Top Sales Performers is to enable you to identify, interview, select and hire the very best salespeople for your business. 

   In this book, you will learn how to:

· Identify top sales professionals

· Create a job requirements checklist and a success factor matrix to qualify candidates that are a good fit for your company

· Write a job description that attracts top performers

· Develop a compelling compensation plan

· Adopt an objective criteria-driven screening process

· Develop an effective interview process

· Avoid asking illegal interview questions

· Build diversity in your company

· Avoid classic hiring mistakes 

· Retain top sales performers

1. Identifying Top Performers



In today’s tight labor market, competition for the best sales people, for “top performers,” has created a need for a new Client-Centered™ approach to recruiting. The Client-Centered™ approach turns the traditional recruiting process around, by focusing on the decision process that top performers use in their job selection process. 

   The Client-Centered™ approach to recruiting does not obviate the need to identify the key objectives that you have for sales positions that you are trying to fill, or to determine which combination of skills and experience will best prepare a salesperson to meet those objectives. 

   Your company will still need to screen candidates’ resumes and to identify the individual or individuals that it believes will perform the very best in its selling situation. In addition, it will need to interview candidates and do background checks to verify that the candidates it ultimately recruits have the skills and motivation to represent its products in a Client-Centered™ way. 

   Adopting a Client-Centered™ approach to recruiting will give your company a competitive advantage over companies that employ traditional recruiting processes – an advantage that will help your company achieve total market domination. 

The First Step

   The first step you must take is to identify the key requirements and concerns that top performers have about the companies and the products that they represent and about the managers to whom they report. If you do not understand how top performers think, you will not know how to attract them to work for your company.

   Next, you must have a strong management team that provides intelligent leadership and compassionate motivation. Your company’s ability to recruit top performers will be limited by its ability to create a successful position in its market.  

   Lastly, top performers are attracted to work with companies that offer a great opportunity for them to earn top compensation in their field and to have the best opportunities to advance into management. Your company must develop a compensation package that includes generous financial and non-financial incentives to attract, motivate, reward, and retain sales people that achieve the highest levels of success. 

Client-Centered™ Recruiting 

There are over 9 million salespeople in the United States and about 35 million more salespeople in the industrialized world. Finding the right salesperson to represent your company’s products is not as difficult at finding a needle in a haystack, but it does require careful planning and thoughtful execution. 

   The Client-Centered™ approach to recruiting begins with taking a few minutes to see the world through the eyes of a top performer. When you understand what top performers care about, and what motivates them to achieve their success, you will be prepared to formulate an effective recruiting strategy.

   Top performers are ordinary people, but they have specific characteristics that enable them to move selling situations forward and to influence their customers’ purchase decisions. There is a common misconception that top performers are average people with extraordinary motivation and perseverance. It is true, that in some selling situations, it is possible for an average performer to achieve a high-level of selling success by diligently repeating the same sales process repeatedly. However, most top performers are blessed with above average intelligence, insight about other people’s motivations, personal charisma, motivation, discipline, and clearly defined personal values.  

  Top performers select employers that provide the opportunity for them to represent the very best products, with the most capable management team, sales infrastructure, and compensation package. 

Job Requirements 

Before you can begin your search for the right candidate, you must first identify the three or four primary accomplishments that the person filling your position is expected to achieve during his or her first 6 months to one year on the job.

   Identifying these objectives will help you determine the type of individual that you will need to recruit to meet your specific requirements. For example, if your key objectives are to find an individual that can manage your sales team and to help you reengineer your company’s order entry and sales tracking processes. You will need to recruit an experienced sales manager that has had sufficient industry experience to provide leadership and guidance to your sales team, and sufficient experience with automated systems to reengineer your sales processes.  

Example Objectives for a Sales Manager

Sales – Meet or exceed $27 million sales quota; maintain 18% profit margin on product sales and 53% profit margin on service contracts. 

Leadership – Meet and evaluate all sales and sales support personnel. Establish developmental and re-organizational plans as needed to build sales team’s skills and win market share. 

Operations – Conduct a comprehensive review of on-going sales activities including sales tracking, prospecting methods, and customer support procedures. Develop a strategy to reengineer inefficient or obsolete sales processes.  

Strategy and Planning – Prepare a sales plan aligned with our company’s business objectives. Prepare a monthly operating budget and sales forecast. Coordinate sales activities with the Marketing Department.

Job Requirements Checklist

It is tempting to offer an open position to a person that is smart, motivated and likable, but who does not have the sales experience or personality profile that you have determined will ultimately lead to success. However, the most reliable way to predict the success of a new hire is to evaluate his or her past performance in similar jobs. 

   The next step in the recruiting process is to develop a job requirements checklist or specification that reflects your ideal candidate’s previous work experience, educational background, technical skills, personality, and management potential. 

   The key to creating a useful job requirements checklist is to do a careful evaluation of the skills and traits that the top sales performers in your company have exhibited. For example, if all of your best salespeople have a strong technical background, it may reflect the need to have a strong understanding of customer’s applications to be successful. 

  One of the best ways to begin building your checklist is to ask your sales team to help you identify the specific skills and experience that they feel are necessary to represent your products in a Client-Centered™ way.     

   It is important to verify that whatever factors you use to screen candidates, such as earning a college degree or being involved with a team sport, correlate with being a top sales performer in your selling situation.  For example, while it clearly reflects a desire to better a person, having earned a college degree may not help a salesperson become a top performer in your selling situation. 

Educational background

· College / graduate school

· Technical / trade school

· Professional certification / training

· Professional sales training

Work experience 

· Previous sales experience

· Sales support experience

· Outside sales

· Commission sales

· Remote territory sales

· Route sales 

· Major account sales

· International sales

· Joint-marketing sales

Industry experience

· Direct competitive sales experience

· Knowledge of customer base

· Knowledge of territory

· Existing customer relationships

Product knowledge 

· General product knowledge

· Technical skills

· Analytic skills

· Organizational skills

· Office skills 

· Computer skills

Communication and presentation skills 

· Communication skills

· Writing ability

· Telemarketing skills

· Cold call skills

· Foreign languages skills (oral / written)

Management skills

· Sales management experience

· Product marketing experience

· Other management experience

· Previous P&L responsibility

Personal traits

· Honesty

· Strong work ethic

· Persistence

· Confidence 

· Intelligence

· Loyalty 

· Creativity

· Problem solving abilities

· Empathy / listening skills

· Professional appearance

· Passionate about selling

Other qualifications

· Desire to travel

· Conversational skills

· Relevant hobbies (example: golf)   

   After you have identified all of the requirements that you believe are necessary to be a top sales performer with your company, you should take a few minutes to prioritize your checklist. It is unlikely that you will interview a candidate that meets every requirement that you have identified. Therefore, it is important to identify which of your requirements are the most important for your position. 

   After you have prioritized your list, you should be able to identify one or more requirements that you can use as a resume screen. For example, you might use the requirement of having “at least two years of related sales experience” as a resume screen to eliminate unqualified applicants as early as possible in the hiring process. 

Job Description


After your have completed your job requirements checklist and prioritized your key requirements, you can develop a detailed job description for your position. 

      The key to creating a useful job description is to be as specific as possible. Drafting a clear, well thought out job description will help ensure that your hiring managers agree about the requirements and qualifications for your position; it will help candidates understand your expectations; and it will provide a benchmark for performance after you hire a candidate. 

Example of a Job Description for a Sales Manager

If Client-Centered™ Training was hiring a sales manager today its job description might read:

   Client-Centered™ Training provides a unique opportunity for a sales manager who enjoys selling professional education products to technology-driven companies.

   The sales manager’s primary responsibility is to develop and manage our company’s strategic customer relationships. The sales manager’s responsibilities include:  

· Track and report lead generation and sales activity.

· Develop new strategies for reaching and penetrating major accounts.

· Develop sales programs to meet individual customer needs. 

· Coordinate account reviews with strategic customers. 

· Participate in marketing and product development activities to provide information on customer requirements and cost targets. 

· The position reports to the vice president of sales and marketing. 

· Compensation depends on previous experience.

Application Requirements 

A successful candidate will have experience, a record of advancement in professional education sales or a similar environment, a proven ability to interact and influence senior-level business executives, a proven ability to lead and motivate a team of professional salespeople, and a fundamental understanding and appreciation of professional sales training.

The Company

Client-Centered™ Training provides sales seminars and consulting services based on the Client-Centered™ selling process developed by Doug Dayton. 

   During the previous six years, Client-Centered™ Training’s annual growth rate has exceeded 20 percent. The company has been in business for twelve years, is profitable, and has no debt. 

   The most attractive aspect of working with Client-Centered™ Training is its culture. The company’s leaders are positive, progressive, and forward-looking; the environment is creative; and the company’s information technology systems are sophisticated and well maintained.

   Our company has funded its growth from retained profits; there are no venture capitalists in a position to reorganize our company or replace staff if quarterly numbers slip. The company is working toward a long-term vision of bringing the Client-Centered™ approach to selling to leading technology-oriented companies throughout North America.

Responsibilities

Planning – Develop and define a major account sales plan. Develop new customers and coordinate customer feedback.

Account Development – Define and pursue opportunities for new training opportunities with current customers. 

Documentation – Implement and administer a comprehensive customer and lead management database. Maintain records of all mailings, meetings, presentations and proposals.

Seminar Development – Work with program designers to help them develop objectives, schedules and milestones for new projects. Help define a “seminar review” process.

Policies and Procedures – Communicate delivery expectations internally. Simplify tasks and approval process to accelerate the sales cycle.

Leadership – Improve Client-Centered™ Training’s industry profile and reputation for innovation and service. Serve as a role model for professional conduct at all times. Communicate persuasively and positively.

Management Style – Client-Centered™ Training is a team-based company. This implies a coaching rather than a directive leadership style. Flexibility and adaptability are important attributes. Successful candidates must be willing to “roll up their sleeves” to help their team achieve its objectives.

Personal Qualities – Client-Centered™ Training demands a high energy level and a commitment to hard work. We are looking for an honest, sincere, motivated individual who is a team player and a good listener. Along with these qualities, we are looking for an individual motivated by results, with a positive attitude towards customers, and absolute commitment to being successful in this position.

Performance Indicators (Objectives)

Revenue Generation – Meet quarterly revenue objectives. 

Profits - Maintain an average gross margin of fifty percent or greater on all projects.

Customer Meetings – Meet with strategic customers on a quarterly basis. Schedule at least two President/CEO meetings each month.

Trade Shows – Attend five major trade shows each year. Schedule at least two regional sales presentations each quarter. 

Mailings – Maintain written communication with current customers and active leads. Complete at least one mailing every three months to all active leads.

Management Priorities – Schedule at least 50 percent of time in field to work with sales team.

Proposals – Develop a minimum of ten written proposals per quarter.

Recruit and Train Sales Personnel – Recruit and train personnel to support the growth of the major account sales team.

Systems – Back up and upgrade all systems in a timely fashion; and document all meetings and customer communications. Maintain and secure all customer and prospect databases.

Service – Return customer’s phone calls within two hours. Prepare customer mailings on the day requested. Accept responsibility for profits and customer satisfaction while providing an exceptional level of customer service.

Personal Growth – Develop and implement a plan to ensure professional skills development. Develop awareness of advances in computers and communications as it relates to sales force automation and customer resource management. Proficiency in a foreign language is desirable (optional).

You’ve got The Look  

It is difficult to articulate the personal characteristics and values that you are looking for in a candidate in a job description. However, most customers evaluate salespeople based on specific personal characteristics.

   Top performers typically have the same values and background as their customers; they wear proper attire and maintain a positive professional attitude on the job; they are sincere, honest and willing to help their customers’ solve their problems; and they are knowledgeable and have good communication skills.   

Same values and background 

If a salesperson is selling aviation equipment, they should have some interest in, appreciation of, and experience with aircraft. Top performers know that they will be most successful if they are passionate about their work. 

Wear proper attire and maintain a positive, professional attitude

If a salesperson wants to sell to accountants, it may be helpful for them to remove their body piercing. 

Sincere, honest and willing to help 

Most people can tell when a salesperson has no interest in their needs and concerns. Top performers communicate both verbally and nonverbally, their interests in helping customers solve their problems.  

Knowledgeable and have good communication skills

Top performers are able to communicate all of the information that their customers need to make an informed purchase decision; and they know how to communicate this information effectively using Client-Centered™ communication skills.

   You can use these same criteria to help you evaluate how well different candidates will work with your company’s customers. 
It Starts With the Right Attitude

Most businesses fail because their fundamental business model is flawed, or because their business fails to maintain good customer relations. Most salespeople fail because they have a negative attitude about their work, or because they convince themselves to accept negative assumptions, which make it difficult for them to take the actions that are necessary to achieve selling success.

   People prefer to work with and buy from people that have positive energy and a positive attitude. A negative attitude can affect a salesperson’s ability to meet his or her sales objectives; and it can spread through a sales group, making it difficult for the entire group to achieve its potential. 

   To be effective, regardless of previous selling experience, a salesperson must demonstrate a positive caring attitude, strength of character, determination, persistence, responsibility for his or her actions and the ability to plan and analyze selling situations objectively and honestly. 

Negative Energy Traits
      Positive Energy Traits

Shows up
Passionate

Low self-confidence 
Optimistic personality

Unacceptable appearance  
Appropriate grooming

Abrasive personality 
Team player 

Poor communicator 
Good communicator

Lacks enthusiasm 
Ambitious

Lacks initiative
Dedicated, persistent 

No goals set
Goal oriented 

No desire to learn new skills
Interest in learning 

Poor self-discipline  
Motivated to succeed

Poor organizational skills
Well-organized

No respect for coworkers
Respects coworkers

Desires different work
Loves job 

Dishonest
Honest and ethical

Family problems
Stabile personal life 

Philandering
Stabile personal life

Gambling addiction
Stabile personal life

Substance abuse
Stabile personal life

Positive Energy Sells

When you interview a candidate for a sales position, you should observe his or her energy level. If a candidate displays low-energy at your interview, and appears to have a negative attitude, low-self confidence, or you sense that they lack enthusiasm, they will most likely display the same behavior working with your customers and with the other members of your sales team. 

   Top performers have an uncanny knack for finding the positive aspects in almost any situation. However, interestingly, top performers are not usually optimists; most top performers are realists that have a strong belief in their own capacity to influence other people and shape important events in their life.

Charisma

According to Tony Alessandra, the author of Charisma: Seven Keys to Developing the Magnetism That Leads to Success, “charisma is an irresistible personality force… it is the ability to influence others positively by connecting with them physically, emotionally, and intellectually. Alessandra adds, “It's a people skill. It's a relationship skill.” 

   Howard Friedman, a psychology professor at the University of California in Riverside who has conducted research in nonverbal expression for more than 20 years, believes that the essence of charisma is the ability to clearly show what you are feeling via nonverbal cues, including gestures, facial expression, body movements, and voice modulation. Friedman's studies have shown that we judge people as much by these nonverbal cues as by their physical appearance. 

   Friedman says that people are attracted to other people who are easy to read, and says that the way we read people is by gauging their expressions and gestures. A person that does not display their emotions can make us uncomfortable because we do not know what he or she is thinking. 

   Friedman teaches his students how to configure their facial muscles to convey sadness, anger, disgust, fear, surprise, seduction, and happiness to express their true emotions. In addition, after learning these “building blocks,” his students practice by holding hand mirrors in front of their faces as they try to conjure authentic-looking emotions. 

   It is unclear whether charisma is a skill, which a person can learn in this way. However, there is no doubt that a salesperson that has charisma or that has learned to be charismatic is likely to be a top sales performer.

Burnout

Most top sales performers know how to pace themselves and how to balance their business and family obligations to manage their stress and avoid burnout. However, some salespeople find it difficult to control the stress caused by their desire to achieve challenging sales objectives, and their lack of control over market factors that may influence their customers’ purchase decisions. The intersection of these factors is a prescription for burnout.

   Burnout is insidious because it is a gradual process; and it can be easy for a salesperson to miss the warning signs. However, the symptoms of burnout are easy for an experienced manager to spot during a job interview. For example, if a salesperson appears depressed, distracted or disruptive and lacking self-control, they are likely experiencing burnout or have other personal problems.

Diversity 

Most businesses reflect the values and priorities of its senior managers. This makes sense, because managers tend to hire people that they are comfortable working with, and that translates into hiring people that share their beliefs and values. Unfortunately, this natural tendency to hire people that make us feel comfortable can lead to hiring people that are less experienced, talented, or motivated than ourselves. And in some cases it can cause us to overlook someone because they are of the opposite sex, or they are older, or are a minority or foreign national.

   Most companies realize that hiring weak personnel is a prescription for disaster, but it takes a tremendous amount of personal and professional confidence to hire people that hold different opinions and that are strong enough to influence their company’s senior managers. 

   As a senior manager in your company, you must be proactive about building diversity. Do your managers have the courage to hire people that are competent, confident, and brazen enough to argue them out of their mistaken notions? Alternatively, are your managers hiring people that are more interested in getting along than in engineering success? Diversity drives creativity in an organization, and diversity can be the catalyst that enables a company to address new markets and new business opportunities.

The Right Job

Matching salespeople with specific skills and interests to different types of selling situations can help you leverage your sales team’s performance. 

   Most companies assign their salespeople to specific accounts based on geographical territories, however it is often more effective to assign accounts based on other factors. Some salespeople, for example, work best with existing accounts, while other salespeople excel at demand creation and closing new business. 

   You can use an assignment factor table to help map individual sales representative’s strengths and interests (assignment factors) to specific selling opportunities in your company. Moreover, you can use this same table to help you map different job applicant’s skills to open sales positions in your company. 

	Territory
	Assignment Factor

	Location
	Language skills

Overnight travel

Inside or outside selling

	Major Accounts


	Communication skills 

Project management skills

Personal relationship skills

	Strategic Accounts
	Delegation an and management skills

Previous experience with customer base

Product knowledge

	Product Focus


	Product knowledge

Technical skills

Market knowledge

	Type of Contact
	Telephone selling skills

Urban / Rural - selling style

Previous corporate or military experience


How does Bill Gates choose top performers?

Bill Gates says that he looks for four qualities in Microsoft employees, “ambition, IQ, technical expertise and business judgment, with IQ being the most important.”  Microsoft’s personnel formula is an invaluable tool for selecting top sales performers. 

   The average employee at Microsoft is about 30 years old. Each year, about half of Microsoft’s professional hires come directly from one of the approximately 50 universities visited by Microsoft’s recruiters. Microsoft’s recruiters manage the hiring process, but department-level managers usually make hiring decisions for their teams. 

   When Microsoft invites a prospective employee to an interview, they usually meet with three to six Microsoft employees. Microsoft screens prospective employees very carefully; and only invites about 10 percent of the candidates for a second interview. Microsoft offers positions to about 10 to 15 percent of the second-round candidates. In total, Microsoft hires about 2 to 3 percent of the people that it interviews. 

   If your company wants to achieve total market domination, it must be prepared to invest whatever time and money is necessary to recruit top performers. If your company hires great salespeople, these “superstars” will attract other great salespeople to work with your company. But if your company is impatient, and settles for marginal performers, it will be difficult for your company to build the success that attracts world-class personnel.  

