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INTRODUCTION

The importance of building a talented,

reliable, well-trained sales team can’t be

overstated. Regardless of your business’ size

or industry, you need great salespeople to

accomplish your sales objectives.

 

Building a winning sales team requires that

you know how to hire, compensate, and scale

a sales team. Our 9 Steps to Building a World

Class Sales Team ebook is designed to help

you do just that.

 

 We’re certain that you’ll soon come to

understand what to look for in a candidate,

how to interview, and how to motivate and

retain top talent.

 

Strong sales reps lead to more profitable

customers and exponential growth.

 

Prepare to be the envy of your competition.
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If there’s one simple truth in business it’s this:
The quality of your sales team will determine your
competitive stance and your overall success.
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ANALYZING
YOUR SALES
TEAM: HOW
TO OBTAIN
THE RIGHT
DIAGNOSIS

Consider the following scenario: You wake up in the middle of the night with a sharp pain in your stomach. What could it

be, something you ate? You type your symptoms into your search engine, and suddenly the possible causes of pain become

much more serious. Food poisoning, kidney stones, appendicitis, bleeding ulcer. It could be anything. You rush to the

emergency room and undergo a battery of invasive tests. Final diagnosis? Acid reflux.

 

“Take two Tums and call me in the morning” are your doctor’s final words. You feel worse now. All that stress and out-of-

pocket medical expense to find a solution that was sitting in your cupboard at home all along.

 

Fortunately, medical misdiagnoses are infrequent. Unfortunately, as sales professionals, the scenario of improper

diagnosis is all too common.

 

Conducting a sales analysis:

 

Understanding how your sales team works and how effective it is is an essential first step, and conducting a sales analysis -

- analyzing the salespeople, the sales processes, and the sales systems --  is the way to do that. Skip the sales analysis and

you’re like the patient in the above scenario -- jumping to conclusions and heading in the wrong direction because you

don’t have all the information. Heading in the wrong direction wastes time, money, and ultimately causes you to fall behind

your competition.

 

Regardless of a sales team’s size, it is complex. More importantly, it’s critical to get the right people in the right roles. Sales

analysis identifies both your salespeople's strengths and weaknesses as well as the presence and effectiveness of your

sales systems and process.

 

CHAPTER 1
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Putting Together Your Sales Plan:
Charting the Right Course

Now, it’s time to focus in on the weak spots

and create a plan to develop those areas. This

is your sales plan, and it is vital to your

success. 

3  M o s t  C r i t i c a l  E l e m e n t s  o f  a  S a l e s  P l a n

Consider the sales analysis the “what” and the sales plan the “how”. This is the GPS for your company.

Now that you’ve completed
your sales analysis, you
should have a good
understanding of what’s
working and not working for
the sales team.

Chapter 2

A sales plan requires clarity. With that in mind, focus on the following:
 

 

1. Infrastructure: people, systems, and process. 
 
Sales is a dynamic and challenging aspect of any business. The salespeople that are consistently effective in
hitting their goals and objectives have a unique skill set and mental DNA. With the right people in the right
roles, virtually anything is possible.  
 
Right people in the right roles aren't enough, however. Systems and processes are necessary to hold those
salespeople accountable. 
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Current revenue, future channels, and how you’ll get there.

A good sales plan will identify where your current revenue is coming from and

what future channels you should target to reach your growth goals. That

being said, numbers aren’t enough. A sales plan must identify how you’re going

to reach your goals, who is going to execute on action items, when that’s going

to happen, and whether you have the right team to do it. This is yet another

reason why a sales analysis must be conducted first.

2.  A profile of your ideal target market. 
 
You want to reach your goals as fast as possible (maximize your return on time -- ROT), and the first step to
achieving this is to identify your target market so that you stop having wrong conversations with wrong
people. A good place to start is with your current customers. Which ones generate the most profit for the
least amount of effort and time? What industries are they in? What type of business are they? Who else
inside that industry can you speak to? This is how you determine your ideal customer. Don’t forget to ask
yourself what the mindset of your top clients is. Who are the ones most growth-minded? Forward thinking?
Who is willing to pay for and execute on your advice? Who truly values you? When you know those
qualities, you can effectively qualify your sales opportunity. 
 
3.  Strategic messaging.
 
With your target market identified, your sales plan should now move on to strategic messaging— your
positioning statement and unique value proposition that makes customers want to buy from you and not
your competition. Think of this as your soundbite, your 10-second elevator pitch that piques interest.
Spend time on this, make it powerful, and make it consistent across your organization to build your brand
awareness. This soundbite is the messaging that your salespeople use in the field to articulate what makes
your company unique and superior to the competition. 
 
Our best advice for executing your sales plan? Involve the whole team so everyone feels accountable, set
clear objectives, and communicate your strategy across all aspects of your business so that everyone stays
on the same page and channels their efforts into the right places.   
 
Remember:
 
 

Profile of target

market

Strategic

Messaging

Infrastructure:

people, systems,

processes.
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IMPLEMENTING
YOUR SALES PROCESS
FOR REAL RESULTS

The best sales plan in the world means nothing if it isn’t properly

implemented. Implementing a sales process can lead to consistent,

impressive results. Not doing it can lead to disaster. 

CHAPTER 3

When there is no sales process in place, salespeople constantly “wing it”, sales cycles linger on seemingly

forever, sales leaders become frustrated and unable to manage their teams, and sales slump. Without a 

process in place, you as the leader have no insight into what's going on. Now you are "winging it". Sound

familiar?

 

A solid sales process can cure all of that. But, not just any process will do. You need a custom approach for

your business and your customer.

 

 

Cashin Sales clients that

implement a well thought out

sales process grow, on average,

13% annually.

13%
GROWTH

Are you ready to learn how they
do it?
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Clear, well-defined stages1

A mapped process2

Some people call these milestones, but a specific name isn’t what’s important. Clear, well-defined
stages are the point because they give salespeople and sales managers a trusted process to follow.
Salespeople know what steps to follow and are held accountable for each step, while managers
know exactly where sales opportunities are in the pipeline -- and what needs to happen to move
each deal to the next phase. This allows them to make planned sales forecasts and more effectively
coach their salespeople.
 
For example, without a process, all a manager knows is that their rep isn’t meeting their quota.
However, with a milestone process in place, a manager might see that their sales rep is doing an
excellent job of finding leads, but then fails when it comes to follow up. Equipped with that
knowledge, the manager can now take steps to coach their rep in the specific skill they lack -- the
follow-up. This saves both time and money and accelerates the likelihood of success.

Did you know that 54% of all sales organizations (According to Objective Management Group’s
findings from the evaluation of over 11,000 sales organizations) do not formally align their sales
process to the specific buying journey their customers take? This is a huge mistake.
 
A sales process that is not suited to your business and ideal customer is the equivalent of trying
to run a marathon in flip flops. Technically, you can do it, but how inefficient and potentially
dangerous is it? You need running shoes to run a marathon, and quite likely a pair fitted by a
specialist for your feet and running mechanics. Shoes with proper fit and purpose. The same goes
for your sales process.
 
An effective sales process is aligned to the customer journey. Organizations that do this report a
14% greater than average sales achievement. Tailoring your sales process to align with your
prospects buy cycle is essential to your plan.

Our Process
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Everyone participates3

We keep it simple4

Involving your salespeople in the development of your sales process taps into their field experience
and creates a sense of ownership. It's important to ensure everyone will use best practices and adopt
and follow a uniform process. In turn, effectiveness increases and sales coaching becomes that much
more impactful.

Salespeople won’t follow a process that is complicated and full of tedious details. Short, simple
and to the point is the way to go.

Our Process
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MEASURING UP: PUTTING
SYSTEMS AND KPIs IN PLACE

CHAPTER 4

"What gets measured
gets improved." 
                       Peter Drucker

World-famous management consultant Peter Drucker, considered to be the founder of modern
management, once said, “What gets measured gets improved.” We think that includes KPIs.
 
A set of sales KPIs and an effective system to track and monitor them gives a sales team knowledge of
where the goal posts are. It focuses them, it gives managers the ability to accurately forecast, and it
provides consistent results.
 
Anything shy of real measurement of KPIs means you’re not operating effectively.
 
Every business is different. There’s no one set of KPIs that works for everyone. However, there are a few
rules that companies can use to help them select the right ones for them.

REMEMBER!

Cashin Sales can give you
recommendations for the right tool to use
for your business.



Don't focus only on lagging indicators.

Only track the KPIs that will move the
needle on sales.

Lagging indicators consist of output or outcome metrics, such as month to date revenue, profit,
and deals won, labor cost per unit; essentially anything that is an end result.
 
The sales you made last month are not an indicator of the sales you'll make next month. Focusing
primarily on lagging indicators is like looking in a rearview mirror. It shows you where you've been
but not where you are going. 
 
To be effective, lagging indicators must be paired with leading indicators, which are behavioral
measures -- the number of phone calls, the number of referrals, the number of meetings, the
number of proposals presented -- actions we can take to change the final outcome.

2

Find the best sales systems.

It’s tempting to track everything, but it can lead to confusion. The
more KPIs you have, the more difficult it is for your staff to know
which to prioritize. Pick the ones that are known to move the
needle on sales.
 
Define success simply.
 
When setting KPIs, keep it simple. Less often leads to more. A good
example would be focus primarily on six KPIs. For example:
 
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
5. Number of sales opportunities in the “qualified” bucket”
6. Number of sales opportunities in the “closable bucket”

 3

1

Businesses can use one or many sales systems to help track and measure KPIs.
However, the biggest error companies make is choosing systems that don’t mirror
the buying journey of their prospects. And, the most effective are those that allow
salespeople, managers, and CEOs to see deals going through the milestones of
their sales cycle.
 
We recommend implementing a dashboard system to not only help you track KPIs
and sales opportunities but also help managers pinpoint the areas in which each
salesperson needs further training and coaching. Most of all, a dashboard helps
business leaders forecast. Being able to see the pipeline makes all the difference.

Page 11
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DEVELOPING EFFECTIVE SALES
MANAGERS

CHAPTER 5

Effective sales leaders are in short supply. In fact, research
from over 100,000 sales managers concludes that 18% of all
sales managers should not be sales managers at all. That’s a
shame because the sales management position is the role
that has the most significant impact on driving new sales
revenue.
 
Poor leadership and mismanagement are at the root of your
missed targets and sluggish growth, but you can turn those
things around. Cashin Sales can show you how.

18%

18% of all sales managers should not be
sales managers at all.

By taking a deep dive into analyzing our approach to sales
management, Cashin Sales helped us realize that we were
attempting to manage our sales team simply through “sales
results” alone. The problem with this approach is that sales
closed is a lagging indicator and is not a predictor of future

sales performance. Cashin helped us understand that although
end of the month sales results is one of our most important
measures of success, the skill and process of coaching each

salesperson up to a higher level of performance is a proactive
approach to sales performance, and, results in helping each

salesperson increase their skills and effectiveness. This
approach has resulted in a deliberate and conscious increase in

profitable sales volume.

Rob Miller, President,Rob Miller, President,

CEO, Ram PavementCEO, Ram Pavement
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In our years working with clients, we have found that sales managers and leaders fail because they do one
(or all!) of the following:

1 They don’t coach - failure to coach salespeople up to the next

level of performance grow people will always lead to poor

sales numbers.

2They sell instead of manage - the desire to close is greater than

the desire to develop.

3 They don't hold the team accountable for their results. The

most important area to hold salespeople accountable is in the

area of prospecting.

Effective sales managers routinely hold one-on-one performance reviews with each sales representative.
It is in these meetings where the critical activity of coaching and counseling takes place. A sales manager's
primary responsibility is to coach each salesperson up to the next level of performance. 

CALL TO ACTION

Are you ready to build a team of better sales
leaders?

Are you ready to build a team of better sales leaders? Here are our top suggestions:
 
1.  COACH.  Conduct weekly one-on-one performance reviews and coaching sessions with your
salespeople. Put special emphasis on their pipeline of sales opportunities. Celebrate their successes and
explore where and how they might be getting stuck.
 
2.  Hold your sales managers accountable as well as your salespeople.
 
3.  Review your KPIs at weekly meetings. Review your team’s objectives and determine the upcoming
week’s priorities.
 
Remember, your goal is to build a sales force that excels in both leadership and management. You’ll see
significantly higher sales when you do.
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RECRUITING THE RIGHT PEOPLE

CHAPTER 6

What’s your recruitment strategy? More importantly, do you
have one?
 
If you’re like a lot of organizations, you’re relying on gut
feelings about candidates. That is not a strategy! And, that
lack of strategy is exactly the reason you’re struggling with
identifying and onboarding top sales talent.
 
The fastest way to grow sales is to recruit the right
people and place them in the right roles.

1.  Clarify the profile of the salesperson you need.
 
Do you need an account manager, a farmer or, a hunter? Think back to your sales plan to answer this
question. Your sales plan will let you know exactly what capabilities your candidates need to have and how
they’ll contribute to the team overall.
 
Consider also who they will be selling to and your selling process in general. Will they be calling on CEOs,
managers, or purchasing? Does your business sell a conceptual service or a product that you can
demonstrate? Is your sales process long, complex, or transactional? Are your salespeople expected to sell on
value or price? Answering these questions first will enable you to choose the candidates that have
experience in the areas you need.
 
2.  Consider recruiting a process, not an event.
 
Keep this in mind, the #1 sales position in every company is always open!
 
Sales recruitment is not a “one and done” event. It’s an ongoing process. You will need to hire again in the
future, so be recruiting constantly.
 
Will you be hiring monthly? No, but you should always be networking and looking for salespeople that will
fit into your culture and have the abilities your company needs. A solid candidate pool is an asset you can
take to the bank.

5 Steps to Developing a Winning
Recruitment Strategy



3.  Start with science.
 
A pre-hire assessment is the key to making good, strategic hiring decisions. Not all salespeople or roles are
the same. If you have an assessment that is based on science and provides you with insight into the mental
DNA of every applicant, you will be able to determine whether a candidate suits the type of sales role your
company needs. It removes all the guesswork and significantly increases the probability that you will
onboard a winner.
 
What’s the most essential trait of a good salesperson? The willingness to do whatever it takes, providing
it’s ethical, to be a success. Be sure that your pre-hire screen tests for that quality repeatedly. Attitude
beats aptitude.
 
4.  Qualify candidates according to your sales process and target market.
 
You’re looking for salespeople who can execute on your process, or the part of the process you’re hiring
them for. Be sure to qualify your candidates based on that specific need.
 
Look for candidates who have experience selling in a similar target market to yours and who have used a
sales process that at least resembles yours in several key aspects.
 
Don’t make the (all too common) mistake of hiring someone just because they performed well in their last
position. Their sales methodology and process could be incompatible with yours despite their previous
success.
 
Remember, often a sales position interview is the best sales performance a salesperson has delivered. To
get around this, use behavior-based questions to encourage candidates to demonstrate their experience
in using similar sales process. Ask them to define success as well as to validate and prove their claims.
 
5.  Establish an onboarding process.
 
Not having an onboarding process can be as damaging as hiring the wrong person. Set your salespeople up
for success by asking yourself how you can contribute to their success in the first 90 days. That’s what a
good leader and a good manager would do.
 
Here are some questions to ask:
 

 
Recruiting the right people is essential to your company’s success. Stop winging it, and get your strategy
right.

“What was their prospecting process?”
“At what level was your decision maker?”
“What percentage of the time were you able to gain an audience with the decision maker?”
“What was the most prized client you sold? Why were they defined as the most prized, and what was
your approach?”
“Have you ever experienced a sales slump? What caused it? What actions did you take and what was the
outcome?”
“Tell me how you deal with prospects that tell you they will be getting several proposals?”
“What is your approach to handling the price objection?” 

Page 15



ASSESSING MENTAL SALES DNA
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CHAPTER 7

No amount of sales skills training will overcome a negative belief
system, or non-supportive mental sales DNA. Mind over matter
wins every time.
 
Here at Cashin Sales, we know that how a salesperson thinks will
either support or sabotage their sales success. It will come down to
their mindset. It always does.
 
That’s why we put so much emphasis on having the right process,
strategy, and tools in place to identify the right people.

Here's the #1 Selling Success Secret:

What does a positive sales mindset look like?  The will to sell and psychological competencies. The top
salespeople rank high across both aspects.

There are 4 essential components that support a salesperson’s drive to sell according to Objective
Management Group. Note that these critical areas cannot be uncovered in the traditional interview process. A
sales assessment is necessary to gain visibility into these critical areas. 

The Will To Sell

Desire: Does the salesperson have a burning desire to be successful?

Commitment: Are they unconditionally committed to doing
whatever it takes, providing its ethical, to hit their sales objectives?
Are they prepared to do the stuff that will make them successful
even if it is scary or uncomfortable?

Outlook: What is their perspective of their sales world? How
positive are they? Do they look at a market and see an abundance of
opportunities or do they have a scarcity mentality? A strong outlook
supports resiliency and enables a salesperson to be rejection
immune.

Responsibility: Do they take responsibility for their thoughts,
activities and results? Or do they make excuses? Do they blame
external factors for their failure, or do they look in the mirror and ask
themselves what could they have done better?



Psychological Competencies

There are several common psychological barriers that hold
salespeople back and prevent them from being effective.
 

The need for approval/need to be liked by others: This
weakness gets in the way of asking the tough questions that are
often necessary to advance the sale. 
 
Self-limiting beliefs: Selling is about credibility, confidence, and
belief. Belief in oneself, the product, the company and the value
delivered for the price. Without it, self-limiting beliefs can form.
Even if they’re never verbalized, they can be severely damaging to
a salesperson’s psyche. 
 
Inability to control emotions: Salespeople who get emotionally
involved are unable to remain focused when it matters most, and
are easily defeated. Their decisions and actions are often not well
thought out, and they often wing it deviating from the sales
process. 
 
Discomfort discussing money: Being uncomfortable discussing
money, budgets, and finance, in general, is a major issue. Not only
can it prevent salespeople from fully understanding their
customers’ needs, but they also tend to discount things and can’t
sell on value.

" " The secret of my success is that we

have gone to exceptional lengths to

hire the best people in the world." 

Steve Jobs

Page 17 
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DEVELOPING SOLID SALES
SKILLS

CHAPTER 8

Mental DNA represents 50% of sales success. The other 50% comes from
selling skills. Without the right set of skills and knowledge, your sales team
will never produce the numbers you’re after — no matter how good their
mindset is. You absolutely must ensure your sales reps have the necessary
skills to perform in their roles.
 
 

Here are 6 essential steps to building those
skills:
 

1. Identify your skills gaps. 
Use a sales assessment tool to uncover the skills your team has and where they need to improve. 
 

2. Make training relevant to the sales position and sales process.  
Map out the skills your team has against your sales process. Are there any gaps? Training that isn’t related
to a salesperson’s industry or role won’t be effective. 
 

3. Train as a team.  
Training as a team ensures everyone is on the same page when it comes to skills, knowledge, process, and
best practice. Team training should be in addition to, not in lieu of, individual training. 
 

4. Embed training into your company culture.  
A one-off training event isn’t going to make a significant impact. Consistent, skill-based training is what
changes organizations. 
 

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. A mix of formal training (such as live workshops), ongoing
coaching, and (mostly) experiential learning in the field should be your goal. 
 

6. Train your managers, too. 
Sales managers also need skills-based training to include the ability to run inspiring and motivational
sales meetings, how to coach salespeople up the next level of sales performance, accurate forecasting,
business planning, recruiting, goal setting and time management. That’s a heavy load.
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COACHING & TRAINING FOR
PEAK PERFORMANCE

CHAPTER 9

Remember, salespeople tend to lack the complete package that supports
sales success such as: getting in front of decision makers, effective account
management, negotiation skills, and consultative selling skills just to name
a few. You must teach these things! With the right training, salespeople can
learn to hone their selling tools for better efficiency and results.
 
In addition, coaching optimizes teams for performance. When a team’s
culture is that of winning, it creates an environment of accountability and
sales performance. Your salespeople are then focused on executing your
sales process, and achieving strong and consistent sales results become the
norm. The trouble is, the coaching you’re doing (if you’re doing it at all) is
likely ineffective. We can fix that.
 

Performance coaching creates effective people and top performing teams who celebrate success.
 
Here are the methods we like the most:  

Role Play: Running simulations in groups or one-on-one will refine your team’s
skills. It’s an excellent way to practice dealing with extreme situations and
difficult prospects in a safe, no-stakes environment. Practice with peers perfects
your process with prospects. 

Joint Sales Calls: There are three types of joint sales calls you can make:
a “demonstration call” where you demonstrate and your trainee listens,
a “dual call” where both you and your trainee do part of the call, and
an “observation call” where your trainee does it all while you watch and listen.  
Of course, you debrief after each call and offer suggestions. 

Pre-Meeting and Pre-Call Strategizing: Performance coaching is also looking at
individuals and getting them in the right frame of mind before a big meeting or
important phone call. Just like consultative selling, a good sales coach will ask
relevant and meaningful questions to enable salespeople to reflect on their
learning and make their own self-discoveries. This is the primary approach to
effective adult learning.



CONCLUSION
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For the better part of nearly two decades, we at Cashin Sales have had the privilege of
working with some of the most talented sales professionals in the country -- in roles
ranging from smile-and-dial lead generation, to sales training, to management, and
everywhere in between. We’ve experienced first-hand what works (and what doesn’t)
when it comes to creating sales team and structures that consistently deliver results and
align solutions with the needs of their organizations. In almost all cases, the success of
the sales team depends heavily on the right combination of factors – no single rep, or
new prospecting tool, or incentive program is enough to drive the success that most
organizations are chasing. Instead, it's having a clear sales plan, hiring the right people,
getting them in the right roles, and holding them accountable that will determine the
team’s ability to hit targets and achieve organizational objectives. This all comes together
when you implement effective sales systems and process. We’re eager to work with you
on your journey to grow your business.

www.cashinsales.com
 

duane@cashinsales.com
 

(860) 916-7081
 


