
 
4 Steps to Supercharged Sales Teams is a 
how-to book for successful sales 
management, showing how servant 
leaders across the nation have 
transformed sales teams from mediocre to 
exemplary. It's all about igniting the joy of 
selling. 
 
 
 
 
 
 

 
 

 
 

4 Steps to Supercharged Sales Teams 
By Max Cates 

 
 

Order the book from the publisher Booklocker.com 
https://www.booklocker.com/p/books/13694.html?s=pdf 

or from your favorite neighborhood  
or online bookstore.  





 

Copyright © 2024 Max Cates 
 
Print ISBN: 978-1-959621-55-3  
Ebook ISBN: 979-8-88531-875-4  
 
All rights reserved. No part of this publicaƟon may be reproduced, 
stored in a retrieval system, or transmiƩed in any form or by any 
means, electronic, mechanical, recording or otherwise, without the 
prior wriƩen permission of the author. 
 
Published by BookLocker.com, Inc., Trenton, Georgia. 
 
BookLocker.com, Inc.  
2024 
 
First EdiƟon 

  



iii 

DISCLAIMER 
 
This book details the author's personal experiences with and opinions 
about sales management. The author is not a licensed product vendor. 
 
The author and publisher are providing this book and its contents on 
an “as is” basis and make no representaƟons or warranƟes of any kind 
with respect to this book or its contents. The author and publisher 
disclaim all such representaƟons and warranƟes, including for 
example warranƟes of merchantability and sales advice for a 
parƟcular purpose. In addiƟon, the author and publisher do not 
represent or warrant that the informaƟon accessible via this book is 
accurate, complete or current.  
 
The statements made about products and services have not been 
evaluated by the U.S. government. Please consult with your own legal, 
accounƟng, medical, or other licensed professional regarding the 
suggesƟons and recommendaƟons made in this book. 
 
Except as specifically stated in this book, neither the author or 
publisher, nor any authors, contributors, or other representaƟves will 
be liable for damages arising out of or in connecƟon with the use of 
this book. This is a comprehensive limitaƟon of liability that applies to 
all damages of any kind, including (without limitaƟon) compensatory; 
direct, indirect or consequenƟal damages; loss of data, income or 
profit; loss of or damage to property and claims of third parƟes. 
 
You understand that this book is not intended as a subsƟtute for 
consultaƟon with a licensed medical, legal or accounƟng professional. 
Before you begin any change your lifestyle in any way, you will consult 
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a licensed professional to ensure that you are doing what’s best for 
your situaƟon.  
 
This book provides content related to sales management topics. As 
such, use of this book implies your acceptance of this disclaimer.  
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IntroducƟon 

Welcome to 4 Steps to Supercharged Sales Teams, a revised and updated 
version of Serve, Lead, Succeed! 

First, let me say thank you for your interest in Servant Leadership. It’s an 
honor and privilege that you’ve taken Ɵme from your busy schedule to learn 
about this transformaƟonal way of leading salespeople. IrrespecƟve of your 
background and skill set, I’m confident in saying the concepts you’ll find in 
this book are life-changing, creaƟng more producƟve sales management, 
helping you live with purpose, and also producing deeper and more 
meaningful relaƟonships not only on the job, but with your spouse, family, 
friends… 

This is a book about values, values that can be learned. It’s not about 
strategy or tacƟcs (even though you’ll find ample examples of how to apply 
servant leader values to actual pracƟce in everyday sales management). 
These values (such as emoƟonal intelligence, empathy, listening, humility) I 
learned through 30 years of success followed by failure disguised as 
achievement, a chaoƟc cycle repeated over and over. I’m a recovered bad 
boss who had narcissisƟc tendencies. I was arrogant, thought I was the 
smartest person in the room, demanding, selfish, self-promoƟng, expecƟng 
others to be like me. I experienced one empty success aŌer another. In fact, 
success frequently felt like failure. That’s how I felt when I was reaching 
objecƟves, but finding no real joy in it, not in me or my people. It was just 
this draining process, followed by brief exhilaraƟon, then just moving on to 
the next goal. Successful? Yes. SaƟsfied? No. Success was an unhealthy 
addicƟon, never enough awards to reach contentment. And, when you 
inevitably failed to reach objecƟve? That was a soul crusher. Total 
devastaƟon… Driven people can fall prey to Success AddicƟon. It’s real. It’s 
all-consuming. It’s toxic. It was my cocaine unƟl I kicked the habit.  
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Servant leadership was the cure. It provided perspecƟve, purpose, 
sustained success, the saƟsfacƟon of helping others succeed and me 
succeeding with them in a partnership.  It provided even greater career 
success, and it was achievement along with purpose. The beauty of this 
whole process is that it all can be learned and taught. We’ve been given a 
truly miraculous brain, a complex, ever-growing neuro system constantly 
evolving and regeneraƟng. We can literally become what we want to 
become. We can vastly increase our skill set, our intelligence, our emoƟonal 
apƟtude through learning. It’s called neuroplasƟcity. It’s the engine for 
personal growth and improvement. If there is a single thread to this book, 
it’s personal growth through learning beƩer ways of leading your sales team. 

Growth comes in many forms. Ironically, failure, not success, helped me 
recognize my giŌ of leading, coaching and teaching. You see, perhaps like 
you, I’ve had spectacular career success and catastrophic failures. I’ve known 
that white-hot elaƟon of winning. And I’ve known failure that leŌ me broken, 
wounded and self-doubƟng. It’s through those defeats that I learned to 
become a real leader. So, here’s my point: The best leaders and mentors can 
be the worst offenders, those people who once were driven by selfish 
ambiƟon but learned the value of serving others over self. When I first 
started this servant leadership journey, I felt like an imposter. How could I 
teach these values when I had failed so miserably in the past? Who am I to 
teach these values when, at one Ɵme, my trademark was arrogance and 
selfishness? I soon realized that those dark seasons of my career qualified 
me extravagantly to tell the Servant Leader story. Where, at first, I was 
leading with an element of shame, I transformed those detriments of the 
past into strengths to lead because I knew the things that led to failure and 
could teach them by rote. I reframed the whole success/failure syndrome 
like this: I’m a leader, not in spite of my failure but because of my failures. 

I’m anchored by ChrisƟan faith, and you’ll see it emerge occasionally. 
But my orientaƟon shouldn’t maƩer to you as much as how the principles of 
servant leadership will work to bring a sense of significance, purpose and 
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accomplishment to your job as a sales manager. Once I discovered the power 
of servant leadership, everything changed. I looked forward to each day, 
helping others succeed, surpassing goals, enriching others’ lives, facing 
plenty of challenges with composure and strength, going home every day 
with a sense of accomplishment rather than anxiety about tomorrow… It was 
truly transcendent, delivering me from a place of worry and anger to a space 
of achievement and peace, strength coming from peace, not anger, power 
coming from collaboraƟon not selfishness. Paradoxically, the more peace I 
felt, the more compeƟƟve I became, imbued with a sense of relaxed 
intensity; and I could see it infuse my sales teams.  

I’ve included success stories of servant leaders in sales throughout the 
naƟon, from small to large organizaƟons. Some are natural-born servant 
leaders, others (like me) have learned servant leadership through trial and 
error. A common thread that runs through all these stories is how easy it is 
to be successful. It doesn’t take a lot of reading or classroom Ɵme; all it takes 
is puƫng your salespeople Number One. Once you do that, everything 
becomes easier, your job as a leader and your team’s success. Hundreds of 
other servant leaders have learned this simple lesson. 

Having interviewed many outstanding sales leaders for this book, I 
always come away inspired and revitalized not only by their stellar results 
but by their character. Most are intense, compeƟƟve, disciplined and they 
have a big heart, sensiƟvity and empathy. They care for people. They nurture 
people. They find the best in people. They’re not afraid to go against the 
grain or face criƟcism and ridicule for being different. But, being extremely 
gracious in victory, these leaders tell a story of strength under fire, despite 
being criƟcized for being too soŌ on their people, when in reality they were 
demonstraƟng tough love based on accountability. In the end, however, the 
results really tell the tale of success. As one said, “Servant leaders always 
crush it.” I hope you’ll find their stories as valuable and inspiring as I did. And 
I hope you’re ready to crush it through servant leadership. 
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Step One: 
Principles, PracƟces of Servant 

Leadership 

There's a quiet revoluƟon occurring in sales management. It's called 
Servant Leadership. Servant leaders in sales across the naƟon are reporƟng 
impressive sales results. Even though they're now a small segment of sales 
managers, they are reshaping the sales management landscape. I've 
experienced it personally, and have interviewed Servant leaders in sales 
across the naƟon who have been spectacularly successful. What's their 
secret? And what exactly is a servant leader in sales? The short answer is 
they serve their sales team instead of their sales team serving them. They 
make their salespeople Number One. Servant leaders give their sales team 
training, coaching, encouragement, resources, support, expectaƟons and 
accountability for results. Then they turn them loose to succeed; they 
empower them with the freedom to sell, which creates the joy of selling. 

Servant leaders expect their people to succeed. And they inspect their 
daily progress with meaningful metrics. 

Servant leadership might be one of the best-kept secrets in sales 
management. It's brought success to many companies ranging from 
Southwest Airlines to Starbucks, and has transformed sales management for 
a small cadre of super-successful sales managers. This book is intended to 
reach those sales managers who want to be beƩer, who want to succeed 
year aŌer year, who want to be a leader who leaves a legacy of character 
and high achievement.t… A leader who people remember.  

Servant Leadership is not a management strategy or tacƟc. It’s not one 
of those trendy buzzwords that’s forgoƩen in five minutes. It goes back 
thousands of years and is the basis for sustained success from the very 
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beginnings of business and commerce. Instead of a strategy, it's more of a 
behavioral framework based on humility, empathy, selflessness and 
accountability. It's a framework that provides meaning and purpose to your 
sales strategy, tacƟcs, policy and procedures. Servant Leadership creates 
salespeople who are compeƟƟve, self-confident, engaged, persistent, 
knowledgeable, prepared and filled with the joy of selling. 

The Most Important 3 Words In Sales Management  

Three simple words are key to successful Servant Leader sales 
management: Help Others Succeed. These simple words capture the spirit 
and intent of Servant Leadership. These words are the definiƟon, the code 
of conduct, behavioral guide and effecƟve pracƟce of real leaders. 
Everything changes when you approach your sales team with this aƫtude: It 
makes you a beƩer leader, and it invigorates your salespeople. Here’s how 
the three words break down: 

Help – ShiŌ your emphasis from constantly pushing, driving, and direcƟng 
your people to focus on helping them bring out their best, combining their 
inner power with your knowledge and experience. Change your mindset 
from being the boss to being the facilitator, to assist them, serve them.  

Others – Get outside yourself, see others’ needs, and use your strength to 
transform their weakness. Walk in their shoes and empower them by 
deferring your personal goals. Encourage them to see beyond their 
possibiliƟes. Challenge them to see and realize their potenƟal. 

Succeed – Envision your team’s success. Lead them aggressively with a 
relentless will to achieve their personal and team objecƟves. Teach them to 
prepare and compete with ferocity to achieve success. 

Following are the main components, the core values, of supercharged 
sales management by helping others. Ask yourself these quesƟons: 
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1. Empathy. Can you put yourself in the shoes of your salespeople, 
understand their moƟvaƟon, their fears, their weaknesses and strengths? 
Can you listen and ask quesƟons instead of telling and selling? 

2. Humility. Do you have the self-confidence to be humble? Can you admit 
mistakes, ask for help, hear and act on suggesƟons, give the credit to your 
sales team? Are you selfless, deferring your own iniƟaƟves to help your 
people reach their goals? Do you seek and value construcƟve criƟcism from 
your team?  

3. Courage. Do you have the courage to step outside the box, be an outlier, 
take risks to win? Are you brave enough to adapt, adjust and make bold 
decisions? Do you believe in yourself? Really? Or do your doubts overtake 
you? Do you have the courage to doubt your doubts, and believe in your 
experience and insƟncts? Is fear of failure obscuring the joy of achievement? 

4. Self-Awareness. Do you know yourself, your trigger points, your 
impulses? Are you commiƩed to self-management before managing others? 
Do you have the self-control to be the calm one in the eye of the storm? Are 
you as good a leader as you think you are? Do your people see you as a real 
leader?  

5. Grace. Are you able to provide undeserved favor to your sales team? 
This is the ulƟmate in sales management, being able to answer anger with 
paƟence, seeing failure as learning, giving second chances, encouraging 
others when no one encourages you, resurrecƟng those who are burned out, 
developing the slow learners and keeping an unshakeable belief in your 
people, even when they fall short.  

6. Integrity. Do your words match your acƟons? Do your people see you as 
credible, believable and trustworthy? 

7. CompeƟƟveness. Are you driven by a desire to win, to achieve? Do you 
know how to compete with ferocity; to be the best you can be and help 
others become their best? To aggressively pursue the goal with relentless 
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willpower? Are you mentally tough enough to keep advancing to the goal 
even when the odds are against you?  

8. Accountability. Do you have the strength to hold your people 
accountable for their performance? Can you hold yourself accountable to 
your salespeople? Can you insist on mutual accountability among your sales 
team, each being accountable to the other? 

These Servant Leader values create high-performance teams and also 
promote producƟve relaƟonships with customers. They are all teachable 
values. Instruct your salespeople to Help Others Succeed and be the example 
they follow. 

As one servant leader said, "This ain't for sissies. Servant leadership 
takes a lot of mental toughness. It's tough love driven by self-discipline, 
based in love and kindness, and achieved through nurturing and growth." 

This Is No Trendy Management Fad 

Servant leadership. The term itself is contradictory. It’s an oxymoron. It’s 
counterintuiƟve and goes against the convenƟonal wisdom of hard-charging, 
charismaƟc business leaders. On the surface it just doesn’t make sense. How 
can a leader be a servant? And why would you want to be one? The answer 
is that dozens of small to mulƟ-billion-dollar companies have found success 
in servant leadership. 

The concept is best defined by Robert Greenleaf, former AT&T execuƟve, 
who coined the term in 1970: “The servant leader shares power, puts the 
needs of others first, and helps people develop and perform as highly as 
possible.” It’s a form of “reverse delegaƟon” with proven boƩom-line results. 

In addiƟon, it’s a form of tough love. A recent Harvard Business Review 
arƟcle stated, “Leaders are shepherds, goes the convenƟonal thinking, 
protecƟng their flocks from harsh surroundings. Not so… Leaders who truly 
care for their followers expose them to the painful reality of their condiƟon 
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and demand that they fashion a response. Instead of giving people false 
assurance that their best is good enough, leaders insist that people surpass 
themselves. And rather than smoothing over conflicts, leaders force disputes 
to the surface… But leaders who culƟvate emoƟonal forƟtude soon learn 
what they can achieve when they maximize their followers’ well-being 
instead of their comfort.” 

Even though servant leadership has been popularized in the last 50 years, 
the concept goes back hundreds of years. In the book, Lead like Jesus, Ken 
Blanchard states, “People follow a great leader because they respect them, 
not because they have power.” Some of the earliest accounts of servant 
leadership come from the Bible. “Whoever wants to be great among you 
must be your servant, and whoever wants to be first must be slave of all. For 
even the Son of Man did not come to be served, but to serve, and to give his 
life as a ransom for many.” (Mark 10:42-45, NIV). Jesus was the epitome of 
servant leadership, exhibiƟng strength, boldness and effecƟveness while 
being humble and caring. As the ulƟmate servant leader, Jesus performed 
one of the lowliest tasks of the day, washing the feet of his disciples: perhaps 
the most profound example of one who was strong enough to be humble, 
unshakably confident enough to serve others. 

In 500 BC, Lao Tze said, “A leader is best when people barely know he 
exists, not so good when people obey and acclaim him, worst when they 
despise him. Fail to honor people; they fail to honor you. But of a good leader, 
who talks liƩle, when his work is done, his aim fulfilled, they will all say, ‘We 
did it ourselves.’” 

If you look at an organizaƟon as an inverted pyramid, you see the role of 
the servant leader. Instead of the CEO at the top, he’s at the boƩom of the 
pyramid while the hourly workers are at the top and the managers in 
between work for their people.  

Servant leaders are non-conformists. They are contrarians. They are 
paradigm shiŌers. They don’t look at prevailing ways of sales leadership – 
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such as command-control, authoritarianism, and micromanagement – they 
have the vision to see new and revoluƟonary paths to success. They don’t 
conform to tradiƟonal leadership norms. Rather they transform the sales 
process to succeeding by serving. 

Servant leaders’ maverick style is similar to successful airline pilots who 
have to make good decisions, even when unsure of the outcomes. In a white 
paper on aviaƟon disasters, ChrisƟan Rebec said “intelligent disobedience” 
was the key to Captain Sully landing in the Hudson River, saving all aboard. 
He disobeyed the Control Tower, using his skill to make a first-of-its-kind 
landing that made aviaƟon history. The three key elements of this 
remarkable feat were:  

1. Be prepared for unexpected circumstances.  

2. Know yourself, your limitaƟons, your skill set.  

3. Learn when to listen to the Control Tower, and when to have the 
courage to follow your insƟncts.  

In the same way, the servant leader is prepared and ready for all 
eventualiƟes, he or she assures that the sales team is well-trained and well-
armed. Together the servant leader and their team create a common vision 
and objecƟves. Then, the servant leader turns them loose – with adequate 
monitoring of progress – to get the job done. Micro-managers not allowed.  

The servant leader takes chances for his people. This is not for the weak 
at heart. There are Ɵmes when the leader has to turn it over to subordinates 
and show confidence in their ability. Then, the leader has to fight relentlessly 
to help them get where they are going. Salespeople always noƟce their 
leader’s efforts for them, and even if they don’t show it, they will remember 
when you went to bat for them. The payoff is developing that ever-so-
important element of trust. 
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Zig Ziglar, legendary speaker and author on sales effecƟveness, captured 
the essence of servant leadership by saying, “You will get all you want in life 
if you help enough other people get what they want.” 

You’re More a Medic Than a General 

Watching a World War Two movie recently, it occurred to me that a 
servant leader is more like a medic than a general. The medic is in the middle 
of the baƩle, risking life and limb to offer help and experƟse to the troops. 
Courageous and selfless, they symbolize the ulƟmate in sacrifice to keep the 
troops moving forward through healing while providing reassurance that 
there’s help waiƟng for the wounded. Generals are safely ensconced at 
headquarters, planning and direcƟng troop movements from afar. In this 
scenario, medics, like servant leaders, are parƟcipaƟve, whereas generals are 
more evaluaƟve. They both have a strong sense of purpose, but the medic is 
covered with blood, sweat, and tears. That is immersive purpose, being a 
part of the baƩle, experiencing first-hand the chaos, danger, uncertainty, 
volaƟlity, ambiguity.  

Servant leaders, and many highly successful sales leaders, are not the 
generals who are removed from the baƩlefield, being served by a cadre of 
assistants; rather they are the ones who are geƫng in the trenches with their 
troops.  

It’s A MaƩer Of Agency. You’re An Agent Of Change 

Lately, I see the word “agency” being used more and more frequently in 
podcasts and blogs and articles. I didn’t think much about it until a spiritual 
advisor explained that servant leaders are agents. Agents of change, growth, 
vitality and joy. The dictionary defines an agent simply as “a person who acts 
on behalf of another person or group.” Change can come in the form of 
competitive threats, changes to the commission structure, changes in the 
product line, changes created when a new CEO comes on board, and even 
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changes in introducing servant leadership to your team. One huge certainty 
about any change is that there will be resistance to change. Here’s how 
Pryanka Malik, in a Whatfix blog post, describes how to address change:  

Key activities that a change agent performs include: 

• Communicating how change is beneficial for both the organization 
and employees. (A manager resists and begrudges change, a leader 
embraces, encourages it.) 

• Listening to the involved team members and employees to gain 
feedback and incorporate it in the implementation process. (A 
manager seeks compliance; a leader facilitates collaboration.) 

• Understanding employees’ reactions to change and 
reducing resistance to change. (A manager talks, a leader listens.) 

• Actively engaging with employees by conducting change 
management exercises and change management training. (A 
manager focuses on skills; a leader fosters continuous learning.) 

• Encouraging and supporting employees to become change 
champions and promote it. (Managers champion the status quo, 
leaders inspire growth through change.) 

• Providing feedback on challenges facing the change management 
lead. (Managers see challenges as threats, leaders see challenges as 
opportunities.) 

 When you become an agent, you get outside your selfish needs and 
facilitate the progress of others by involving them in the process, working 
with their best interests in mind.  

The opposite of agency in sales management is the “I’m your answer” 
sales manager, the one who says, “I have the answer, don’t ask quesƟons, 
just follow my direcƟons.” Chances are you know this person, the one who’s 
insistent on their plan, their tacƟcs and strategy. The one who frequently 
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reminds you that they reached a few objecƟves and have you on the yellow 
brick road to success. The one ostensibly leading a cult of slavish obedience, 
except they have few, if any, followers. You’ve experienced it. And you 
probably know it never, never works.  

A sense of agency shiŌs the sales manager’s focus and enhances your 
value system: 

1. It increases your humility. Seeing yourself as an agent frees you of a 
prideful, boasƟng, autocraƟc nature. It replaces judgment with openness, 
curiosity and inquisiƟveness. 

2. It helps you transcend selfish moƟves and goals through a sense of 
empathy, seeking to understand your salespeople’s objecƟves, dreams, 
moƟvaƟons and needs. 

3. It creates an environment of encouragement: you encourage others, and 
that, in turn, encourages others to encourage others. Equally important, as a 
change agent, you learn to funcƟon without the need to be encouraged; 
that’s because you’ll find a consistent spirit of quiet trust with your team, 
and results that speak for themselves. How liberaƟng to lead through 
parƟcipaƟon rather than obedience!  

4. It helps produce graƟtude in seeing others grow and improve. The 
“Follow me” manager is graƟfied through reaching sales objecƟves. That’s an 
empty and ephemeral pursuit. If you do happen to reach that objecƟve, then 
what? It becomes a freneƟc and unpredictable drive to seek another 
successful outcome that no one will remember. The agent is remembered by 
those who blossomed through this kind of servant leadership.  

5. Finally, it generates grace, which is the gold standard for leaders. That is 
providing undeserved favor to others, answering anger with gentleness, 
rudeness with kindness, greediness with generosity, chaos with peace, and 
failure with forgiveness. 
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 Here’s another way to look at agency: It moves a sales team from 
dissonance to consonance to resonance.  

1. Dissonance. Your sales team may be awash in back-biƟng, animosity, 
selfishness, secreƟveness… Failing to consistently meet objecƟves, showing 
vesƟges of low morale (low retenƟon levels, absenteeism, high stress levels, 
etc.). 

2. Consonance. The agent, through servant leadership, develops a sense of 
teamwork, mutual encouragement, partnership, a spirit of reconciliaƟon, 
bringing together sales team members and management in a unified team 
with a shared purpose and spirit.  

3. Resonance. The new value set becomes automaƟc, resonaƟng day by 
day, conƟnuously reminding your people of servant leader principles 
consciously and subconsciously. In other words, resonance becomes part of 
your sales team’s collecƟve conscience.  

Following are a few addiƟonal Ɵps for managing change producƟvely and 
cohesively: 

1. First, ask yourself this quesƟon: Am I afraid of change? Do I set the 
example of courage, selflessness and teamwork in facing change? I’ll use a 
personal example that might resonate with you: At the height of my career, 
having worked my way up the corporate ladder to a place of power and 
status, I remember seeing an Anthony Robbins self-improvement video. I 
vividly remember thinking that he had good ideas, but I did not want to 
change. I had become successful doing things a certain way, and I didn’t want 
to risk changing my ways and possibly becoming less successful. Big mistake! 
The result was that I stopped growing, became inflexible to change within 
myself and outside of myself. And even worse, I expected people on my team 
to be like me. My prevailing thought was, “If only they would do things my 
way, they would be great leaders, outstanding sales reps.” A healthy reacƟon 
to change is to make sure you’re willing to change to face the change, accept 
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and respect others on your team for who they are, and bring them along to 
the place of who they need to be during this season of change. 

2. Remember that one of the biggest fears of change is loss of control. 
Emphasize with your sales team that together, as a team, you can control 
how you implement the change. So, in effect, you are in control of the 
situaƟon. 

3. Emphasize the “Why” of change. Make sure you present the hopeful, 
producƟve “Why” that includes the vision of where this change will be taking 
the sales team. Part of this dialogue will be WIFM: what’s in it for me? Focus 
on how the individual sales reps will benefit from the change.  

4. Encourage open discussion, dissent, debate, and feedback. However, at 
the end of the day, make it clear that you require alignment. We all need to 
be on the same page moving forward.  

5. Follow up throughout the process to reinforce the progress and to get 
feedback from your team on how things are going. Remember that change 
management is a one-on-one process. Some reps will love and embrace 
change with enthusiasm. Some will grumble, some will be fearful. Be 
empatheƟc to each rep’s personality and aƫtude toward the change and 
help them work through it by following up with an understanding of them 
individually.  

6. Be authenƟc. It’s ok to voice your concerns, maybe even your doubts, 
but do so in an opƟmisƟc, problem-solving way. For example, “I’m not sure 
how this new commission plan is going to work out, but I am confident that 
we, as a team, will make it work successfully.”  

7. Create a culture of change. Seek change, don’t just react to it. Always 
emphasize that change transforms bad to good, and best to beƩer. Be 
disruptors of the status quo, conƟnually improving. Always looking for new 
and beƩer ways to do things.  
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Servant Leadership Builds BoƩom Line Results 

Following are ways servant leaders are developing high-performing sales 
teams and building bottom-line results: 
1. Improved retention rates – Servant leadership improves rep retention, 

helping keep experienced salespeople on the payroll. According to a 
Baylor University study of 501 full-time salespeople, “Adopting an 
employee-oriented approach will improve turnover intention, a 
common problem in sales.” By placing salespeople’s needs as most 
important, “Leaders serve as role models to their employees and reap 
the benefit of improved employee attitude and job satisfaction. While it 
may on the surface appear counter intuitive to place employee needs as 
a top priority, even above company objectives, this study, as well as 
supporting research, demonstrates that servant leadership has myriad 
benefits to the organization and is an effective tool to retain 
employees.” Servant leaders, according to the study, enhance “person-
organization fit,” helping align reps with company values, beliefs and 
goals by including them in decision-making and collaboratively shaping 
the company’s value structure. Essentially, servant leaders help sales 
reps feel that they truly fit the organization and belong there. In 
addition, servant leadership increases the level of “organizational 
commitment” the attachment and identification the rep feels for the 
employer – this sense of employee dedication leads to “a deeper desire 
to stay with the organization.” 

2. Increasing sales productivity – One of the few studies of the impact of 
servant leadership on sales performance was conducted by William 
Auxier in 2011. Studying a cross-section of salespeople in the healthcare 
industry, Auxier found that top salespeople – those in the top 20% of 
those studied – were likely to be managed by servant leaders who 
exhibited these three characteristics: 
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• Developing and empowering others – Focusing on training, 
supporting and nurturing salespeople to reach their full potential; 
and providing them with the freedom and authority to work 
independently and creatively without coercion or 
micromanagement. 

• Authentic leadership – Projecting in an honest way a leader’s values, 
identity, emotions, motives and goals which develops trust in 
followers. To be consistent about what one thinks, what one says 
and what one does. 

• Visionary leadership – Developing a clear vision that inspires, 
motivates and energizes followers with a sense of purpose. 
Southwest Airlines, one of the premier servant leader companies, 
has led the airline industry in profitability and productivity indices 
for many years. Herb Kelleher helped found the airline on the 
following premise: “Your employees come first. And if you treat your 
employees right, guess what? Your customers come back, and that 
makes your shareholders happy. Start with employees, and the rest 
follows from that.” 

3. Improved Return on Investment. A study by authors James Sipe and Don 
Frick showed companies with servant leadership as a component of 
management strategy delivered a 17.5% return on stocks compared to 
10.8% average return of the 500 largest publicly-held companies. A 
subsequent study showed companies with servant leadership as the 
predominant leadership strategy produced a 24.2% return. In addition, 
this and other studies have shown that servant leadership also improves 
relations with customers, ostensibly having the effect of improved sales 
and repeat sales. According to the researchers, “Essentially, employees 
learn to treat their customers by observing how their managers treat 
them.” This gives the servant leader a performance advantage that’s 
particularly important in sales where customer satisfaction is everything. 
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Another study sponsored by the University of Illinois at Chicago further 
supported the bottom-line benefits of servant leadership. A total of 961 
employees from 71 Jason’s Deli Restaurants were studied in 10 
metropolitan areas. The restaurants led by servant leaders showed 
positive results: 

• Six percent higher job performance. 
• Eight percent higher customer service behaviors. 
• Employees who were 50% less likely to leave the company. 

The Law of Reciprocity is Key 

The Law of Reciprocity, a basic sales practice, says people repay in kind 
what another person has provided. Just like we feel obligated to repay favors 
and gifts, subordinates are likely to reciprocate the kind of positive 
treatment received from a sales manager. The manager who respects 
salespeople will likely receive respect from them – likewise for the following 
important factors (the more leaders give, the more they receive): 

• Responsiveness 
• Encouragement 
• Trust 
• Honesty 

It’s just human nature to want to return the favor of being treated well. 
The key thing is that it starts with the servant leader as the giver, the one 
who gives respect, trust and kindness without expecting anything in return. 
In effect, reciprocity creates a powerful synergy that drives teamwork, 
enthusiasm, buy-in and commitment to company goals. However, this law is 
never a one-to-one ratio, so don’t expect immediate and equal reciprocity 
from your people. When the payback comes, you’ll probably see more of a 
two-to-one ratio: You give two times what you receive. 
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And don’t forget the Law of Negative reciprocity: When you give 
negativity (such as anger, rudeness, selfishness, ridicule…) that’s what you’ll 
get in return.  

The 7 EssenƟal PracƟces of Servant Leaders in Sales  

The core values of Servant Leadership – Empathy, Integrity, Humility, 
Courage, Grace, and CompeƟƟveness – all of which can be learned, lead to 
everyday pracƟces and behaviors that energize the sales team. 

Consider yourself a professor of sales and a sales pracƟƟoner: profess 
the values that you want to see in your sales team, then pracƟce them 
religiously. Here are the 10 key elements of servant leaders in sales. (NoƟce 
that teamwork and empowerment are also key essenƟals but are in separate 
chapters). 

1. Selflessness. 

Your sales reps are Number One, not you. Great leaders have the 
confidence to forgo personal goals, puƫng the needs of the sales team 
ahead of their own needs. Working as partners in success. This means the 
sales manager understands what the sales team needs to be successful and 
meets those needs selflessly. As the old saying goes, “If you’re too great to 
do small things, you’re too small to do great things.” The servant leader 
strives to be humble, allowing the sales team to take the spotlight for success 
while giving the team credit for accomplishments.  

One word is the litmus test for great leaders: Sacrifice. It's easy to hand 
out awards, giŌ cerƟficates and promoƟons. But are you willing to sacrifice 
your Ɵme, your energy, even take career risks and fall on your sword for your 
people?  

In Primary Greatness, Stephen R. Covey said, “As we treat one another 
with more love, kindness, courtesy, humility, paƟence and forgiveness, we 
encourage the same in return. For example, a vice president once traveled 
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on assignment to Egypt with the president of their organizaƟon. AŌer a 
parƟcularly weary and dusty day together, he awakened the next morning 
to find the president quietly shining his shoes, a task the president had 
hoped to complete unseen. Such quiet service in the daily and ordinary 
things bonds souls and awakens reciprocity in relaƟonships. Can you imagine 
that vice president refusing to do anything the president asked of him on 
that assignment? A successful manager is one who has loved, sacrificed, 
served, cared for, taught and ministered well to the needs of people." 

Your salespeople are preƩy good people readers. They know when 
you're driven by selfish goals. Their response will range from apathy to a 
subtle form of sales sabotage. They'll listen to your direcƟves, smile, even 
nod agreeably, then turn around and do what they want to do. It’s simply a 
form of negaƟve reciprocity: your selfishness is returned in kind by your 
salespeople. The result is mediocre sales results, high turnover, a lack of 
teamwork and lots of dysfuncƟon on the sales floor ranging from 
backstabbing to out-and-out hosƟlity among your salespeople.  

A recent article on LinkedIn by Eric Grundmeier, President of RS 
Analytics, states, “For the Navy SEALs, the stakes of leadership and 
teamwork are incredibly high, with missions that often involve complex 
challenges and significant risks. Within this context, the personal 
characteristics of each team member become critical to the success of the 
mission. Among these characteristics, selflessness stands out as a top 
attribute. 

“The emphasis on selflessness among the Navy SEALs is driven by a clear 
understanding that mission success depends not on individual heroics but 
on seamless team performance. In this environment, the question "Are you 
about the team or about yourself?" becomes a pivotal litmus test for 
leadership and team compatibility. At the highest levels of leadership within 
such elite units, selflessness is not just preferred; it is a fundamental 
requirement. Leaders are expected to exemplify this trait, setting the tone 
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for their teams and ensuring that every action and decision supports the 
collective over the individual. 

“This focus on selflessness and team over the individual is not just about 
operational effectiveness; it also fosters a deep sense of loyalty, trust, and 
mutual respect among team members. It creates an environment where 
each member feels valued and supported, driving motivation and 
commitment to the team and its objectives.” 

2. PaƟence.  

It’s a rare virtue in sales; however, paƟence is the very foundaƟon of 
coaching, rep development and sustained selling. Even though many of us in 
sales tend to be impaƟent, the good news is that paƟence is a learned virtue, 
it just takes Ɵme. The key is to find your way to paƟence whether it's deep 
breathing, self-talk, visualizaƟon techniques or other approaches. As long as 
you are thinking of ways to be more paƟent, you're 70% of the way there.  

Yes, it's a given that paƟence is not a typical trait in sales. In some ways, 
impaƟence works for salespeople to keep them moving forcefully ahead by 
seeking quicker ways of doing things and leaping over obstacles with daring 
abandon. Top salespeople are Ɵme managers. They know that Ɵme is 
money, and wasted Ɵme is lost opportuniƟes. Because of that, many 
salespeople are impaƟent, they’re in a hurry even when they’re not in a 
hurry. However, as a leader, impaƟence will quickly alienate you from your 
followers. It is a destrucƟve habit that destroys relaƟonships and 
producƟvity. It stresses you unnecessarily, raises your heart rate and blood 
pressure as well as sending stress hormones throughout your body.  

Can you even imagine the reacƟon your people have to your 
impaƟence? In addiƟon to feeling the debilitaƟng effects of stress, your 
impaƟence impairs your people’s effecƟveness and distracts them from their 
prioriƟes and goals. It makes you, the leader, appear arrogant, impulsive, 
insensiƟve and incapable of making good decisions. ImpaƟence also 
hampers your career development, making you less promotable. Ironically, 



Max Cates 

22 

impaƟence is usually counter-intuiƟve – that is, it is a wasted emoƟon 
usually created by situaƟons in which we have no control. 

For example, we get impaƟent in a traffic jam despite the fact that there 
isn’t anything we can do about it. It always makes an unpleasant situaƟon 
even worse. The same applies to dealing with people. Very rarely can we 
control people’s aƫtudes and beliefs in the span of a few brief seconds. 
Learning paƟence takes some mental reposiƟoning, especially if you’re a 
former salesperson. Here are three Ɵps for developing paƟence: 

• Be aware when you are feeling impaƟent. You know the 
feeling: irritability, muscle tension, short breaths, elevated 
heart rate. 

• Take a few deep breaths to relax before you say or do 
something impulsively. 

• Analyze the situaƟon: If John is not preparing for sales calls, 
is my impaƟence going to change him? No. What will change 
his behavior is paƟence, understanding of his problem and 
developing a game plan to address the deficiency. 

 It takes some work to address impaƟence, especially since many of us 
are Type A personaliƟes. Luckily, there are hundreds of online arƟcles and 
tutorials on the subject that can help develop a kinder, gentler and smarter 
approach to challenging situaƟons. 

PaƟence goes hand in hand with "Deferred graƟficaƟon" which is the 
ability to resist the temptaƟon of an immediate reward – to wait for a later, 
more substanƟal reward. This means taking Ɵme to develop reps rather than 
firing them prematurely. In sales, it means not allowing "quick sales" but 
rather taking Ɵme to make a larger sale later. The added benefit of it is that 
it also builds credibility and strong connecƟons with customers.  

The signature study of delayed graƟficaƟon, published in 1972, is called 
the Stanford Marshmallow Test. A researcher tested a group of children, 
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bringing each one individually into a room and siƫng them at a table with a 
marshmallow on it. The child was told that the researcher was leaving the 
room and offered a deal: If the child did not eat the marshmallow while the 
researcher was away, then he or she would receive two marshmallows. It 
was a simple choice between instant graƟficaƟon or delayed graƟficaƟon 
that paid a bigger reward. The fascinaƟng part of the research was a follow-
up study years later which showed the “high delay” children to have 
substanƟally higher SAT scores, higher college graduaƟon rates and 
subsequently higher incomes as adults. The “low delay” children were less 
likely to graduate from college, had higher incarceraƟon rates as well as 
higher levels of drug and alcohol abuse. 

As with most elements of EQ, deferred graƟficaƟon can be learned. 
Author and creator of Launch Your Life Academy, Brendan Baker suggests 
these five steps for strengthening your sense of delayed graƟficaƟon: 

“Know your values. When you know what is important to you, you are able 
to make choices that lead you to happiness and success. 

“Know what you want to achieve. Ensure you have clearly defined goals. 
What is it that you want to achieve exactly? Having a clear understanding of 
what you want to achieve longer-term can help you make a choice in 
delaying graƟficaƟon to help you reach your ulƟmate goal. 

“Create a plan. When you understand your values and know what you want 
to achieve, creaƟng a plan to help you get there can remind you of the 
choices you need to make along the way and reinforce the process of 
delaying graƟficaƟon. 

“PrioriƟze. Being able to prioriƟze what is important to you and what you 
want to achieve helps you make the choice to delay graƟficaƟon. 

“Reward yourself. Delaying graƟficaƟon can be hard work. Depending on 
what you want to achieve, it may take weeks, months, years, and someƟmes 
even decades. Breaking down your goals and rewarding yourself along the 
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way can remind yourself that delaying graƟficaƟon is leading you to where 
you want to go.” 

In summary, the people we trust the most are those who are the calm 
ones in the eye of the storm. The ones who stay cool, collected, and decisive. 
The ones with the strength to forego the quick fix and focus on the long-term 
benefit. The ones strong enough to show paƟence and understanding. 

3. Accountability. You're the boss. Oh, and you're the servant too.  

Are you self-assured enough to be as accountable to your people as they 
are to you? Do you give them the opportunity to assess your strengths and 
weaknesses and let you know if you're meeƟng their needs?  

Here’s one way to look at the servant leadership issue: Do you treat your 
subordinates with the same respect and courtesy as your boss? RealisƟcally, 
few of us do. But think about it. Your sales force is going to have more impact 
on your career than your boss. Your salespeople, not your boss, produce 
sales that get you promoted. Your boss may steer your career path, but your 
subordinates provide the horsepower to drive the process. If your people 
aren’t receiving your best aƩenƟon (paƟence, courtesy, respect…) you’re 
probably not receiving their best. Seek to know what it’s like to be on the 
other side of your leadership. The key word is seek; don’t just imagine what 
it’s like. Chances are we all think it must be wonderful to be under our 
leadership. Not so. Seek your people’s input on what you’re doing right and 
wrong. Give them appraisal forms to seek their assessments of your 
leadership. 

Three-way accountability 

We all know the importance of accountability in sales: clearly idenƟfied 
goals and expectaƟons that are accurately measured and acknowledged. 
Accountability creates “no excuse” selling and moves reps toward owning 
their jobs and aligning with company iniƟaƟves.  

The quesƟon is who is accountable to whom?  
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A high-performing sales culture goes beyond rep-to-manager 
accountability and embraces three-way accountability. Just like the 
tradiƟonal process of managers holding sales reps accountable for results, 
three-way accountability means the manager is accountable to the sales 
team, and reps are accountable to each other. 

These three types of accountability will shiŌ your sales team into 
overdrive: 

Upward accountability. This is the tradiƟonal process of sales reps being 
accountable to their sales manager. Don’t overcomplicate it. Just sit down 
with your reps, one-on-one, and instead of telling them, ask them what they 
should be accountable for. Remember, accountability is ownership. The 
sales rep has to own their job like a business owner. That requires a mutual 
understanding and agreement between manager and subordinate of goals, 
objecƟves, duƟes and all phases of the job.  

Each sales rep will have a different skill set, meaning they will have 
different accountabiliƟes. Discuss, reach agreement and then list their 
accountabiliƟes. Make it clear and measurable. It’s that simple. Now you 
have the element of buy-in because they helped design the process. And you 
have the basis for no-excuse selling and for job ownership.  

For example, the sales rep would list his or her accountabiliƟes this way. 

As a salesperson, I am accountable for: 

1. MeeƟng deadlines. 

2. Reaching objecƟves. 

3. Honesty and integrity. 

4. RespecƟng and supporƟng my teammates as well as sharing informaƟon 
with them.  
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5. Providing input in decision-making, concerning plans, policies and 
procedures. 

6. EffecƟve pipeline maintenance. 

7. Accuracy in paperwork and administraƟve funcƟons. 

Reverse Accountability.  

As menƟoned earlier, this means the sales manager is accountable to 
the sales team. A sales team won’t be accountable to a sales leader who 
takes credit for success and blames the sales team for failure. As a leader, 
the sales manager takes responsibility, does not blame, admits mistakes, 
defends the team, celebrates their success, and leads by example. 

The sales manager’s list would look like this: 

As a leader, I am accountable for: 

1. Providing training and resources.  

2. Removing roadblocks to ensure sales effecƟveness. 

3. Standing up for the sales force. 

4. Being honest and transparent. 

5. Showing respect. Every subordinate deserves respect and will not be 
criƟcized unfairly, ignored or embarrassed.  

6. Being responsive. QuesƟons, requests, and paperwork will be 
responded to in a Ɵmely fashion. 

7. Seeking the sales team’s input on operaƟons, procedures and policies. 

8. Establishing and sharing Best PracƟces that make us all beƩer. 

9. ConducƟng a periodic evaluaƟon from the sales team on my 
performance. 
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Lateral or Rep-to-Rep Accountability. 

Reps in a high-performance sales culture are accountable to each other 
(a parƟcularly powerful kind of accountability). It’s the nucleus of military 
success, and it can take your sales team to new heights. Requiring Ɵme and 
paƟence to develop, it starts with the sales manager encouraging teamwork, 
for example, to solve problems, develop procedures, and create training 
plans. The idea being to learn to work together, accept differing opinions, 
establish trust with each other, and share openly their secrets to success and 
reasons for failures. In the developing stages, the sales manager should 
develop ground rules for working together which creates mutual respect, 
compromise, collaboraƟon, toleraƟon and selflessness. 

You see lateral accountability in sports teams where the players are 
pracƟcing together, playing together, encouraging each other, and holding 
each other accountable to perform at their best. In military teams, “baƩle 
buddies” have each other’s back. They hold each other responsible to be at 
their highest level of preparedness because their lives depend on each other. 

Lateral accountability is at the core of sales teamwork. For example, you 
have a rep who’s missing objecƟves. In a servant-led culture, this is not an 
individual failure. It’s a team failure. The response should be a team 
response: “How can we help?” Everyone on the sales team is involved, not 
just the manager and rep. 

 Here’s how a Lateral Accountability list might look. 

 As a sales rep, I am accountable to my peers to help each other succeed by: 

1. Sharing best pracƟces, compeƟƟve intelligence, sales Ɵps and 
techniques. 

2. Encouraging each other in difficult Ɵmes and celebraƟng each other’s 
success. 
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3. Offering and accepƟng advice openly (teaching and learning from each 
other).  

4. Working together to idenƟfy and solve problems in sales procedures, 
reports, product applicaƟons and all phases of our daily job.  

5. Embracing the highest level of integrity among sales team members.  

6. Holding each other accountable for goals, ground rules and team 
principles. 

Sales reps take responsibility for their commitments to the team. In this 
regard, they accept the spirit and intent of team iniƟaƟves as well as taking 
on team duƟes conscienƟously. When taking on a team assignment, you can 
depend on them to do their best and to be answerable to their teammates 
for its compleƟon.  

In summary, it’s imperaƟve that the sales team and the sales manager 
are held accountable for results. The manager sets high standards and holds 
sales reps accountable for achieving them. This is simply “no excuse” selling. 
Not blaming the economy, the product line or the compeƟƟon, but taking 
responsibility for one’s sales performance. At the same Ɵme, the sales 
manager accepts accountability for sales team results and feels a strong 
sense of accountability to the sales team. 

4. Encouragement, posiƟve reinforcement. You may be their only 
cheerleader 

We all know sales is a minefield of rejecƟon and discouragement. Hours 
of disappointment, punctuated by minutes of joy. Those seasons of 
discouragement are the place where sales managers should thrive and strive 
to be the sales rep's cheerleader, encourager and confidant. In addiƟon to 
the sales manager being an encourager, the servant leader will build a 
climate of posiƟvity where sales reps support each other and celebrate each 
other’s successes. They build others up rather than tear them down. They 
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know each other well enough to provide encouragement when it’s needed. 
In essence, they are kind, paƟent and empatheƟc in the process of 
supporƟng each other.  

The goal of posiƟve reinforcement is to increase the frequency of 
desired sales behaviors (customer alignment, strong closing, thorough 
preparaƟon, overcoming objecƟons, etc.). The opposite is negaƟve 
reinforcement such as reduced commissions, undesirable account 
assignments, demoƟon, suspension or dismissal. All reinforcements are 
based on the desire to avoid pain and the desire to gain pleasure. NegaƟve 
reinforcement decreases the frequency of negaƟve behavior and posiƟve 
reinforcement should increase the incidence of posiƟve behavior.  

The power of posiƟve reinforcement 

Research indicates that posiƟve reinforcement has more power to 
influence desired behavior than negaƟve reinforcement. Part of the 
raƟonale for this is that if you are consistently seeking pleasure, you will 
naturally avoid the things that cause pain. It stands to reason that if you are 
rewarding desired behavior, you should see less undesirable behavior and, 
therefore, a decreased need for negaƟve reinforcement.  

The key is to make posiƟve reinforcement personal while making 
negaƟve reinforcement impersonal or procedural. PosiƟve reinforcement 
should be administered personally by you every chance you get, as soon as 
you can. Doing so not only rewards salespeople’s desired behavior, but 
builds rapport between you and your people. When negaƟve reinforcement 
is required, make it an expected outcome of rules and procedures. For 
example, you should have a clearly defined set of consequences for failure 
to reach sales objecƟves. All reps should be aware of the consequences and, 
in effect, be in agreement with these condiƟons of employment. A sales rep 
who misses objecƟve faces negaƟve reinforcement as an outcome of the 
stated rules, not as a personal acƟon of the manager. In effect, the impetus 
for posiƟve reinforcement is a caring manager showing graƟtude for a job 
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well done. The impetus for negaƟve reinforcement should be a company 
enforcing its stated procedures.  

Balance your level of encouragement 

Sales managers have to reach a balance between over-rewarding and 
under-rewarding. If you make your reps work too hard for posiƟve 
reinforcement, they’ll probably be too exhausted to appreciate it. On the 
other hand, if your rewards are too frequent, they become expected and 
meaningless. Rather than looking for superlaƟve performance to reward, 
you should be looking for examples of behavior you want to see repeated. If 
you have a rep who tends to under-prepare for sales presentaƟons, look for 
instances where preparaƟon was obvious and reward the behavior with the 
hope of it conƟnuing. 

 Some of the personal acƟons of the manager to influence posiƟve 
behavior should include:  

• ComplimenƟng your reps in front of the group: “I just saw Kristen 
make one of the best uses of sales visuals to a customer yesterday.” 

• WriƟng or emailing them congratulatory notes. Put them in their 
personnel files. 

• Sending notes to spouses congratulaƟng their spouse and thanking 
them for their support.  

• Adhering “You’re Awesome!” sƟckers to contracts and paperwork 
sent to your reps. Having these sƟckers forces you to remember and 
to use posiƟve reinforcement. 

• Developing a Sales Hall of Fame to acknowledge your superstars. 
Post it, complete with photos, in a prominent posiƟon at the office 
as well as online through a website, LinkedIn, Facebook and other 
social media.  
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Encourage team and individual success 

Reward team success in addiƟon to personal recogniƟon. Congratulate 
the team for small accomplishments like working together to develop a new 
and improved sales contract. Develop team objecƟves, and team projects 
(such as the sales team working together to create a training session) then 
celebrate the results with team awards, pizza parƟes and other recogniƟon 
for the team working together.  

Use your sales reps’ individual accomplishments to create role-
modeling, such as, “I remember two months ago when Jerry took some big 
account losses and everything looked preƩy bleak. But he kept on with 
opƟmism, made some new sales to make up for the losses and he made 
objecƟve.” These anecdotes also become stories which are passed along and 
become part of the legend and lore of your organizaƟon. 

Catch people doing the right thing and talk about it. Look for something 
good and build on it. Take, for example, a poor sales performer who has a 
laid-back, yet engaging approach to people. Focus on his way with people 
and how he develops customer alignment. Instead of excoriaƟng his lack of 
results, reinforce his strength and build on it by showing him techniques to 
ask for the sale in a way that matches his personality. 

You might be their only encouragement today 

Don’t underesƟmate your importance as sales manager for inspiring 
your people. Remember that a posiƟve comment from you may be the only 
encouragement a rep gets all day. 

Even a thirty-second phone call to commend a rep for a sale can be a big 
moƟvator. (In fact, even if you don’t have specific praise, just taking the Ɵme 
to talk and listen is posiƟve in its own right.) 

As menƟoned earlier, provide posiƟve reinforcement immediately 
following the act. The shorter the Ɵme gap between acƟon and reward, the 
higher the impact it has.  
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Award your people’s success with framed cerƟficates, trophies, and 
medallions, and call special meeƟngs or award ceremonies to distribute 
them accompanied by your congratulaƟons. Do it in front of as many people 
as possible. And do it as fast as possible. Many, perhaps most salespeople, 
love to be the center of aƩenƟon. Formal or informal ceremonies where 
your people can stand in the limelight are their fiŌeen minutes of fame. 
Watch carefully how many of those cerƟficates or trophies are placed on 
open display in your salespeople’s cubicles or on their desks. They need 
those constant reminders of success, especially during tough Ɵmes.  

Reward success with money or giŌ cards. Things that have monetary 
value. These rewards are above and beyond your commission plan. They can 
be instrumental in helping you reach targeted, short-term goals. Inasmuch 
as some sales reps are primarily moved by recogniƟon and a sense of 
accomplishment, all your people are moved by monetary rewards – 
especially when provided in front of an audience of their peers.  

Make sure, when administering monetary rewards, that your people 
know exactly what they are being rewarded for. Make it simple and easily 
understood by your reps.  

5. Rep Development. Fire or Fire Up? 

 A sales rep is missing objecƟves, not performing at their best. There are 
Ɵmes when you have to cut them loose, when all opƟons have been 
exhausted; but first make sure you’ve done everything possible to develop 
them. It's so easy to just to get rid of him or her and move on to the next 
one. So tempƟng, but so disastrous. First of all the costs of re-hiring are 
astronomical and disrupƟve to your sales team's flow. Second, you're simply 
geƫng another unknown with their own fallacies and weaknesses. Focus on 
retenƟon. That's where the power is.  

Look at the word “supervision.” Break it down: Super Vision. Great 
leaders can see and believe. They see the best in their people. They see their 
strengths, their virtues, their idiosyncrasies and, of course, they see their 
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weaknesses. Equally important, they believe in what they can become, that 
they are wired miraculously to be beƩer, to conƟnuously improve. They 
believe that we were given the miracle of neuroplasƟcity, a brain that has 
virtually limitless capacity when it’s sƟmulated, nurtured and challenged.  

That’s where the servant leader comes in: to immerse the sales team in 
a safe place, to be their safety net, their cheerleader, their support system, 
to provide uncondiƟonal belief in them, and to challenge them to be the best 
they can be. The result is true transformaƟon, changing people who felt fear, 
inadequacy, anxiety and Ɵmidity into conquerors who are courageous, bold, 
self-confident. The inept become competent, the best get beƩer. It’s the 
leader’s job to love them for who they are and respect them for who they're 
becoming. Provide an incubator for growth, not a furnace of rejecƟon.  

1. Honor their individual giŌs and talents. 
2. Respect their foibles and weaknesses. 
3. Expect them to grow and improve. 

Here’s another way to look at it: Sales can be a highly toxic environment 
filled with causƟc customers and narcissisƟc peers. The servant leader helps 
their team resist toxicity by filling them with purpose, encouragement, self-
confidence, opƟmism, and emoƟonal intelligence. When you’re filled to 
overflowing with posiƟvity there’s no room for negaƟve toxins to invade. 

The Leader develops and empowers, as opposed to the manager who 
trains and delegates 

The servant leader develops his or her salespeople through training, 
coaching and encouragement. The leader makes sure to know reps’ abiliƟes, 
strengths and weaknesses, and custom-tailors development plans to each 
salesperson. NoƟce that training is part of the development process; 
however, rep development is so much greater than just training alone. It 
means the sales leader has to be involved with one-on-one development 
with each rep. The leader focuses on development and then empowers (sets 
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free) the rep to pursue success. The manager, as opposed to a real leader, 
simply trains the rep and then delegates duƟes to the salesperson.  

The prevailing thought is not to weed out the weak but to develop them 
to be successful. You want your salespeople growing, changing and 
improving – improving conƟnuously. This ensures that they are locked, 
loaded and prepared to sell successfully. Sales management’s primary job is 
really preƩy simple. It’s not reaching sales goals. And it’s not improving sales 
producƟvity, nor increasing company profitability. It is sales rep 
development, pure and simple. Everything else – goal aƩainment, sales 
producƟvity and profitability – follows reps who are well-prepared. Doing so 
requires the sales manager to embrace the complexiƟes of human behavior 
from the rep’s viewpoint and the customer’s. There are simply no shortcuts. 
There’s no app for that. But we keep looking, and oŌenƟmes we keep geƫng 
further and further away from our salespeople and from our customers.  

The last resort, when firing up doesn’t work 

SomeƟmes a rep just isn’t right for the job. AŌer your exhausƟve efforts 
just aren’t working, it’s Ɵme to let them go. Don’t feel guilty about it. It’s your 
job as a servant leader to help them grow by finding the right job or 
profession. It’s not only in your best interest, but also you owe it to the 
organizaƟon. Equally important, you owe it to the person. Just as you, the 
sales leader, are accountable for your performance, your people are 
accountable for theirs. 

In general, there are two reasons that reps don’t perform:  

1. Non-performance. They don’t have the skill set, and can’t seem to 
learn it. This means they’re not suited for this kind of sales job or not meant 
to be in the sales profession and need to find another line of work. Maybe 
they’d be beƩer at selling a different type of product line. Maybe they’re 
more proficient at customer service than sales, maybe beƩer at data entry, 
or accounƟng. Guide them. Help them realize their true skill set and how to 
go forward. 
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2. Non-compliance. They don’t have the right aƫtudinal set. They 
don’t or won’t follow simple procedures and policies, or they’re a toxic 
influence on others. This is a tough one to deal with. Take non-compliance 
with company guidelines for example. The three steps are that the rep 
recognizes the misstep, takes accountability for it and changes their behavior. 
In other words, it’s not enough to acknowledge the error, they have to 
comply and not keep repeaƟng their behavior.  

No one grows by being allowed to perform poorly. You, as a leader, 
cannot enable their inadequacies. It sounds harsh, but the leader someƟmes 
has to be the catalyst for personal growth by helping a non-performing rep 
boƩom out. It’s in this boƩoming out process that people become strong, 
that they learn their strengths and weaknesses. Your job is to let them go 
with love, grace and respect. Help them find a more suitable job or 
profession. 

6. ConƟnuous learning. Three ways servant leaders boost team’s 
sales IQ  

ConƟnuous learning leads to conƟnuous sales improvement. It’s all 
about your people becoming the best sales reps they can be: the weak 
geƫng stronger, the best geƫng beƩer. ConƟnuous learning starts at the 
top, with you, the sales manager. You have to be the example of learning, 
seeking training and sharing informaƟon on the latest in sales and sales 
management, then encouraging your people to do the same to aggressively 
grow their skill set. Here are three ways to keep your sales team educated 
and moƟvated: 

Self-directed Learning, the customized way  

Self-directed learning differs from the tradiƟonal approaches to training 
because it requires you to assume complete responsibility for your own 
behavior change. The sƟmulus for learning must come from within you. You 
must develop your own learning program to expose yourself to new 
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informaƟon and to change your behavior appropriately. This process means 
you, as the leader, have to be a conƟnuous student, always learning how to 
be a beƩer sales leader. And it means you must make sure your reps are 
conƟnuously learning.  

The sales manager’s job is to encourage reps to individually seek training 
to address their parƟcular needs and interests. You can facilitate self-
directed learning in many ways, a few of them are: 

• Provide each salesperson with a training budget for podcasts, 
books, seminars, DVDs, etc. 

• Establish a library of sales educaƟon resources including 
newsleƩers, magazines, books, etc. 

• Keep your sales team updated on online and in-person sales 
training programs. 

• During sales meeƟngs, ask sales reps to give a review of training 
or resources they’ve used. 

Self-directed learning allows your reps to personalize and customize 
their training, to grow, change and surpass their best. As one of my clients 
said to me, “If you always do what you always did, you’ll always get what you 
always got.” 

TradiƟonal training, don’t get hijacked by technology 

For the sake of discussion, let’s break training into three categories: 
classroom training, online training and personalized coaching/teaching.  

TradiƟonal sales training includes everything from pipeline management 
to sales techniques – all aimed at the group level, your sales team. It’s so 
easy to turn it over to self-paced online training but resist that temptaƟon. 
Online training is a valuable alternaƟve, but studies are showing the most 
valuable training is in-person training, for example, from an effecƟve sales 
trainer. Salespeople have beƩer retenƟon in live training, and they are able 
to interact with the trainer, ask quesƟons and make comments. Even more 
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effecƟve training is when your reps design and perform the training. The best 
way to learn is to teach. Many salespeople have special techniques and 
product applicaƟons that would be valuable to the sales team. Get them to 
do a session on their specialty. Not only would it be good training, it’s a great 
self-esteem builder for the sales rep doing the training.  

Also, don’t forget training in the “soŌ skills.” Teaching EmoƟonal 
Intelligence (EQ) may be even more important than sales techniques. Recent 
management studies have shown that EQ is even more important than IQ in 
management success. Concentrate your training on things like empathy, 
listening skills, conflict resoluƟon, developing win-win scenarios and 
deferred graƟficaƟon. 

Developing Your EQ and Teaching it 

Many of us in sales constantly baƩle self-defeaƟng behavior such as lack 
of impulse control and self-absorpƟon. That goes with the territory when 
your livelihood is based primarily on your singular efforts to persuade people 
to buy. It’s you against the vagaries of market condiƟons, resistant customers 
and demanding bosses. In fact, it’s a miracle if you don’t develop some 
narcissisƟc tendencies that will work against you in sales management. You 
may never erase counterproducƟve behavioral traits but you can ameliorate 
them by developing your EQ (EmoƟonal Intelligence).  

Indulge your complexiƟes 

We’ve all been trained on personality “types” and how to reach them: 
Type A and Type B; introverts, extroverts and ambiverts; drivers, 
analyƟcals…The list goes on and on. Let’s pause for a moment of honesty. As 
a manager, have you ever really figured out your people using one of these 
typologies? If so, congratulaƟons, but the chances are really preƩy slim. AŌer 
all, we are not psychologists, and the human psyche is extremely complex. I 
have never met anyone who fits neatly into a category.  
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The human psyche is amazingly complex, defying simplisƟc definiƟons. 
The way we think and act is dependent on thousands of variables ranging 
from age to geneƟcs to experience to circumstance. For example, 
Psychologist Howard Gardner developed the “Theory of MulƟple 
Intelligences” which categorizes eight types of intelligence: 

• Linguistic Intelligence (word smart) 
• Logical-Mathematical Intelligence (number/reasoning smart) 
• Spatial Intelligence (picture smart) 
• Bodily-Kinesthetic Intelligence (body smart) 
• Musical Intelligence (music smart) 
• Interpersonal Intelligence (people smart) 
• Intrapersonal Intelligence (self-smart) 
• Naturalist intelligence (nature smart) 

We may have one or more of the types of intelligence in varying degrees, 
all of us being a complex mix of intelligence. Furthermore, there are 
hundreds of other factors influencing our behavior and thinking such as the 
brain’s processing speed, our recall, our ability to think metaphorically and 
recognize patterns in our environment. 

The boƩom line in this discussion of brain and behavioral theory Is this: 
Indulge your complexiƟes, and others’ as well. Don’t seƩle for a simplisƟc 
definiƟon of personality “types.” Remember this: much of it is situaƟonal. 
You may have been an introvert two hours ago when you were alone, 
energized by solitude, preparing for a meeƟng but an hour later you became 
an extrovert when the meeƟng starts and you’re energized by others. You 
may be highly conscienƟous about arriving at that meeƟng on Ɵme and 
prepared. But when you get home, you throw your clothes on the bed, 
leaving your closet an absolute mess. You can be a perfecƟonist some of the 
Ɵme but not all the Ɵme. No one is a certain way all the Ɵme. SomeƟmes 
we’re quiet, someƟmes loud…We all have this huge spectrum of paradoxes 
ranging from moƟvated to bored, impulsive to controlled, angry to peaceful. 
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It all depends on the situaƟon. AccepƟng and managing these paradoxes is 
our challenge. 

Some of us compartmentalize. For example, we may be highly 
compeƟƟve in sports but not at all compeƟƟve in personal relaƟonships. We 
might not be detail-oriented at all, except when you’re examining debits and 
credits in your bank account. Or we might compartmentalize our emoƟons, 
suppressing anger or fear as we engage in an all-consuming task.  

Many Ɵmes, it's unjust and dangerous to use these types or labels in 
trying to understand human behavior. I’ve seen managers limit their people’s 
career potenƟal with a descripƟon like: “He’s a Type B, too introverted to be 
promoted to a sales manager.” The truth is that some of the best sales 
leaders and salespeople have introverted tendencies. These labels are also 
self-limiƟng. That is, we may allow ourselves to fit the label we’ve been given. 
For example, if you’ve been labeled an introvert, it’s possible that you start 
seeing your limits rather than your potenƟal; you start believing you’re not 
promotable. It becomes a self-fulfilling prophecy.  

In other words, don’t waste your Ɵme trying to analyze your people’s 
psychology. Rather just ask the right quesƟons. For example, ask what 
moƟvates your people. Ask about their goals, aspiraƟons, and dreams. Ask 
what their strengths and weaknesses are. A few well-asked quesƟons will 
save you a lot of Ɵme and confusion in understanding your sales team. 
InquisiƟveness and curiosity are the keys to understanding people, not 
labeling and judgment.  

TradiƟonal Training: Coaching by asking the right quesƟons 

Involve the rep in the moment. For example, if you’ve just rode along 
with a rep on an appointment, open up the conversaƟon with, “How do you 
think it went?” Have them self-analyze their performance. This allows them 
to self-teach without being lectured by you. When it’s Ɵme to offer your 
observaƟons, limit your comments to a few specific things you noƟced. Don’t 
overwhelm the rep with your vast knowledge. A few concise remarks are 
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easy to remember and have more impact than a number of detailed points. 
When it comes to teaching moments, less is more. And self-teaching has 
more impact than lecturing.  

Timing is everything. If you accompanied a sales rep on an appointment 
that resulted in losing the account, this is not the Ɵme to teach. The rep will 
probably be in no mood to listen, but they may be tomorrow. Likewise, if they 
just made a big sale and want to celebrate, don’t take the wind out of their 
sails with a teaching moment.  

The key to teaching moments is not how much you know, but how ready 
the rep is to be taught. 

And, when it comes to teaching, remember the classroom is the least 
effecƟve place to teach salespeople. Of course, a classroom seƫng is 
necessary because it’s economical and delivers a lot of informaƟon to a lot 
of people. The problem is this: The things that make successful salespeople 
are the things that make them poor classroom students. Most top 
salespeople are not the studious type. They are adventurous, street smart, 
task oriented, a liƩle impaƟent and have an obsessive sense of urgency. 
Siƫng in a training class – when there are sales to be made and deals to get 
signed – can be a torturous ordeal for an enterprising rep. And no maƩer 
how good the trainer or how eager the salesperson is to learn, the average 
salesperson is likely to be occasionally or frequently distracted by the 
reveries of ongoing deals or upcoming appointments. That’s not to say to 
avoid classroom training. It’s just a reminder that the best learning comes 
one-on-one at the right Ɵme from the right person (a sales manager/coach 
or a sales peer).  

Lateral learning, learning from each other 

There’s a kind of training/teaching that goes far beyond traditional 
training concepts. Lateral learning, or learning from each other is led by the 
sales manager who seeks to create an environment in which ideas, opinions, 
sales techniques and market intelligence are shared openly and received 
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willingly among sales team members. In this environment, learning becomes 
an everyday, every-hour process involving sales reps, managers, clerical 
people and everyone with a stake in sales.  

This learning process has two vital parts: 

1. First, your reps should feel comfortable, even compelled, to instruct 
and educate others. You have to make this happen since it is not a normal 
course of acƟon for salespeople. Not only do they need encouragement to 
share, they need instrucƟon on how to share. They have to be careful to 
avoid the appearance of self-righteousness (“My way is the best way.”); 
condescension (“Here’s how you might be as good as me.”); or just being too 
pushy (“You’ve got to try this, I guarantee you’ll like it.”). The best 
approaches come from statements like: “Have you thought about an 
approach like this?” or “Here’s an approach that I found useful.” 

2. Second, help your reps be recepƟve. It’s easy to feel a liƩle defensive 
when someone offers help or suggesƟons. Let your reps know this is an 
expected part of learning: Providing informaƟon and receiving it in a gracious 
way. It’s a two-way process. And it helps everyone improve.  

You’ll have to reinforce this process through observaƟon and follow-up. 
Make it an integral part of your sales culture in wriƟng and  everyday 
experience. Include it in personnel assessments. Set an example yourself by 
willingly being taught by your reps. In fact, challenge them to teach you, to 
share their street smarts with you, and let them know you appreciate it when 
it happens. 

Mentoring, another way we learn from each other 

Sales reps mentoring other reps make a sales manager's job much easier 
and more productive. It's an effective way to teach best practices, sales skills, 
leadership skills, procedures and practices. Equally important, it's a way to 
create a winning attitude on your sales team. Attitude development: Look at 
mentoring as a way to develop enthusiasm, resilience, self-discipline, 
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cooperation, and persistence. Psychologists have a term for it: "Emotional 
Contagion." We are easily influenced by both positive and negative emotions 
from others. Emotions can change behavior. As a sales manager, look at 
attitude as something infectious that can produce productive selling 
behavior. Look at mentoring as a way of teaching successful attitudes.  

Here are steps for setting up a mentor program including attitudes as 
well as the traditional components of traditional mentorship: 

SelecƟon of parƟcipants 

Mentor Selection. With the goal of learning hard skills (techniques, 
procedures, etc.) as well as attitudes, include top sellers, average producers, 
and perhaps even those below-average but never-give-up reps. The key 
thing is to avoid "toxic" reps as mentors – those reps, even if high-
performing, who are self-absorbed, defiant, sarcastic. Be sure to include 
those with leadership aspirations, considering that teaching others is an 
effective way of learning. Also, remember you don't have to be a top 
performer, some of the best mentors are the ones who can teach what not 
to do. 

Mentee Selection. Obviously, new reps are the first choice to be 
mentees. But also consider poor performers, even average reps, burned-out 
reps, and any sales rep – even a top performer – with a bad attitude. 
Consider the military approach of "battle buddies." Pair up reps who may 
not seem to need help, but could always benefit from someone to 
brainstorm and confide in and commiserate with.  

Purpose of the mentor program  

1. Develop hard skills: sales techniques, procedures, best practices. 

2. Improve soft skills. Create winning attitudes, enthusiasm, self-discipline, 
persistence, empathy, humility, patience. 
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3. Learn to be better salespeople and sales leaders by teaching. Don't 
forget, it's also an esteem-building process for the mentor to be able to share 
his or her wealth of experience and knowledge.  

4. Provide a "safe place" for reps to discuss one-on-one the challenges and 
problems with another professional who may provide a different 
perspective than the sales manager.  

5. Improve Onboarding for new reps to have an alternate resource of 
knowledge, support and encouragement in addition to the sales manager, 
someone to lean on and learn from.  

6. Rekindle the joy of selling in experienced reps who may have " 
plateaued" or have some measure of burnout by giving them the 
opportunity to mentor others. It's a way to reach non-performing reps as 
well as helping make the best reps better.  

Mentoring Guidelines 

Keep it simple. One hour per week, occasional feedback sessions with 
the sales manager. Allow flexibility to change mentors when it's not working. 
Provide a discussion starter sheet with such topics as: "What are your 
greatest strengths, weaknesses and challenges?"; "What are your career 
goals, short term and long term?"; "What can you share about your personal 
life, family, leisure time activities?" "Tell me about your emotional strengths: 
resilience, persistence, empathy." 

Key points of Mentoring 

• Mentor programs can be shaped to fit the team’s needs, and can 
even match veteran reps with other veterans who have different but 
complimentary skills. Mentoring is a perfect fit for servant 
leadership as it captures the essence of teamwork and helping each 
other succeed, no matter what level of expertise and experience the 
salespeople might have. 
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• Encouragement is vital to the process and equally important is 
challenging the mentee to grow, perform at their best, to step out 
of their comfort zone. 

• Empathy is another key factor. The mentor has to understand and 
feel the mentee's position, the challenges, problems, and pressures. 
The mentor has to avoid the approach of "Just do it the way I do it." 
It's vital that the mentor allow for the individual skills and attitudes 
of the mentee, and not try to shape the mentee into the mentor's 
likeness.  

• Humility. Both the mentor and mentee have to be humble, to give 
and receive constructive criticism, and welcome suggestions and tips 
for doing things a better way. 

• Get rep involvement in developing the program. Get their ideas, 
suggestions and feedback.  

• Before you start the program. Go one step further and let them 
design the program. The more involvement your salespeople have 
in the process, the more buy-in you'll get from them. 

• Provide recognition for mentors: Acknowledge their efforts and 
their success stories in sales meetings, provide gift certificates for 
outstanding individual performance, make it a part of promotion 
decisions, make mentoring a part of job appraisals, or have a Mentor 
of the Year Award.  

Postscript on ConƟnuous Learning. Are you really using your brain? 

You could say that our brains want us to learn: to be beƩer sales 
managers; to be beƩer salespeople. The brain is wired to accommodate self-
improvement and adapƟve behavior. With the advent of MRI and other 
advanced research technology, researchers have found a fascinaƟng funcƟon 
of the brain: That our thoughts can change the structure and funcƟon of the 
brain. The phenomenon is called neuroplasƟcity. According to Alvaro 
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Fernandez, co-author of The SharpBrains Guide to Brain Fitness, 
neuroplasƟcity is “the brain’s lifelong capacity to change and rewire itself in 
response to the sƟmulaƟon of learning and experience. This includes both 
the lifelong ability to create new neurons – neurogenesis – and to create new 
connecƟons between neurons – synaptogenesis. A consequence of the 
brain’s plasƟcity is that the brain may change with every experience, thought 
and emoƟon, from which it follows that you yourself have the potenƟal 
power to change your brain with everything that you think, do and feel. So, 
brain fitness and opƟmizaƟon are about much more than crossword puzzles 
and blueberries; they are about culƟvaƟng a new mindset and mastering a 
new toolkit that allows us to appreciate and take full advantage of our brain’s 
incredible properƟes.” 

Unlike scienƟfic thought of just a few decades ago, the brain is not fixed 
and unchanging. It is amazingly flexible and can be shaped by posiƟve 
thinking. We are capable of becoming our ideal selves. We can reinvent 
ourselves, adapt to change and bounce back from failure. Using the brain’s 
powerful potenƟal, managers can become stronger leaders by building skills 
and habits ranging from impulse control to mental toughness. It takes 
specific techniques such as visualizaƟon and posiƟve self-talk, but more 
important is the awareness of our brain’s powerful potenƟal.  

NeuroplasƟcity is like having four-wheel drive. The simple fact that you 
know you have it gives you confidence. When you know how to acƟvate and 
use it, a four-wheel drive will take you places where others can’t go. As 
Buddha once said, “We are what we think. All that we are arises with our 
thoughts. With our thoughts, we make the world.” 

7. Vision. Super-vision the servant leader way  

The servant leader creates a vision, with the help of the sales team, 
providing a clear sense of purpose that moƟvates and energizes sales reps. 
This vision includes a loŌy goal and a plan to achieve it. It’s vitally important 
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that the sales team feel a sense of parƟcipaƟon, involvement in the process 
which creates buy-in. 

Once you have a clear purpose that is personal and purposeful, a vision 
statement for your sales team comes naturally. Many vision statements 
share these qualities: 

1. Concise – Short and simple statements work best. A good vision 
statement needs to be edited and reduced to the minimum number of words 
to tell the story. In fact, many vision statements are no more than six words. 

2. Bold – It has to establish a picture of courageous action to achieve a 
memorable goal that is out of the ordinary. In this sense, it serves to inspire 
sales team members to move toward the goal and take action. 

3. Specific – A good vision statement states who, what and why. It provides 
a sense of personal accountability and is crystal clear in its wording. 

4. Worthwhile – The vision has to convey importance. Is the end result 
worth the effort to get there? Is the purpose big enough to become 
passionate about? Does it have lasting significance? 

5. Relevant – It must relate to company, customer and social benefits. In 
other words, a sales team vision statement creates a win-win scenario for all 
involved – for employees, customers, stockholders, community members 
and all other stakeholders. 

6. Optimistic – Salespeople need to envision a future that gives them hope 
for something better. Many visions have been born out of difficult 
circumstances because someone had the courage to see a brighter day. 

7. Disseminated – A sales vision statement is broadcast within and outside 
the company, for everyone to see. Elon Musk is an expert at disseminating, 
for example, SpaceX’s vision and goals through news media outlets. 
Similarly, the sales servant leader intentionally informs those inside and 
outside of the company of the sales group’s vision. Not only does this help 
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energize employees to accomplish the vision, but it also lets others know 
that the sales team is forward-thinking and focused on public benefits. 

Define the Why of your vision. Make it purposeful, not simply reaching 
a sales objective but something bigger such as improving the lives and 
businesses of your customers. The Why motivates and inspires. The How 
activates the vision, taking it to the tactical level of who, what, where and 
when. The How translates the dream into an action plan.  

Following is an example that describes a sales team’s vision: “We will 
become the number one sales team in the company by each sales 
representative meeting the unique needs of every customer, and making 
each customer’s business better.” 

Set a JFK-moon-landing vision.  

As soon as John F. Kennedy declared that we would put a man on the 
moon, everything happened to reach that objecƟve. He enunciated the 
vision simply and inspiraƟonally: “We choose to go to the moon. We choose 
to go to the moon in this decade and do the other things, not because they 
are easy but because they are hard, because that goal will serve to organize 
and measure the best of our energies and skills, because that challenge is 
one we are willing to accept, one we are unwilling to postpone, and one 
which we intend to win…” Create a vision with your team using their ideas 
and their words. Make it big. Following are a few ideas for ambiƟous visions: 

• Achieving a “number one” ranking in your industry or among your 
company’s sales offices. 

• Capturing a market share such as 40% of total product sales in your 
territory. 

• AƩaining a presƟgious award either within your corporaƟon or in 
your industry. 

• Reaching a sales milestone such as doubling last year’s sales. 
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Make sure your vision is specific, measurable and has a Ɵme frame. Avoid 
nebulous visions such as “To increase customer loyalty and annual sales.” You 
can turn those words into a workable vision by adding a measurement metric 
such as, “To increase annual sales and repeat purchases by 50% next year.” If 
you do use sales metrics, make sure they are “Wow” numbers; that is, 
record-seƫng, milestone metrics that will be remembered in years to come. 

Laying out a grand vision and a plan to get there creates a kind of magic. 
It’s a self-fulfilling prophecy. Say out loud you’re going to do something grand 
and watch things happen. Seƫng a realisƟc vision will energize and moƟvate 
your sales force, especially when they’re part of the goal-seƫng process. In 
fact, most salespeople expect high goals. Of course, salespeople are always 
careful to grumble about challenging goals but it’s amazing how frequently 
we all discover new things about our abiliƟes when we’re challenged to go 
beyond the usual.  

As a manager, be prepared for varied responses to ambiƟous visions. 
During the vision-seƫng process, invariably, there will be complainers, 
detractors and resisters who would rather coast than accelerate. No maƩer 
how irritaƟng they may be, listen to them – you may uncover legiƟmate 
insƟtuƟonal or procedural obstacles that require changes to current 
pracƟces. But most important is the fact that you are listening, you are a 
partner in seƫng and achieving the goal.  

Next, carefully develop a game plan for how you and your team are going 
to rise to the challenge. A liƩle empathy followed by a solid game plan will 
go a long way in reaching your vision.  

Ultra-compeƟƟve Sales Management, Servant Leaders Are 
Fighters  

As a sales manager, one of my most enlightening moments was when a 
friend told me to quit obsessing about meeƟng objecƟves. He said, "You 
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can't compete focused on the scoreboard. Focus on what makes you a great 
compeƟtor: preparaƟon and pracƟce. If you master those things, the 
numbers will come automaƟcally." 

This is a lesson Servant Leaders in sales across the naƟon are using and 
teaching with extraordinary results. As the old saying goes, "It's not the will 
to succeed that's as important as the will to prepare to succeed." This takes 
compeƟƟon to a new level. It means a shiŌ of aƩenƟon from merely winning 
to a focus on preparaƟon that leads to the intrinsic joy of selling. Instead of 
paralysis by analysis, pressure to perform and a myopic focus on numbers, 
Servant Leaders are helping their sales reps become the best they can be. 
Successful results follow naturally. Perhaps the best college basketball coach 
of all Ɵme, UCLA's John Wooden, said, "If there's anything you can point out 
where I was a liƩle different, it was the fact that I never menƟoned winning." 
Wooden emphasized being beƩer than yourself each day; you can't control 
outcomes but you can control your effort, your preparaƟon. 

Wooden’s winning strategy is echoed by Bill Walsh who built a football 
dynasty coaching the San Francisco 49ers. He emphasized proficiency with 
mastering the fundamentals, not winning. In his book, “The Score Takes Care 
of Itself” Walsh says: 

• “I had faith that the score would take care of itself.” 

• “I directed our focus less to the prize of victory than to the process 
of improving.” 

• “Winning would take care of itself, and when it didn’t, I would seek 
ways to raise our Standard of Performance (by focusing on the basics 
that create peak performance).”  

• “We are united and fight as one; we win or lose as one.” 

• “The culture precedes results. It doesn’t get tacked on as an 
afterthought on your way to the victory stand. Champions behave 
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like champions before they’re champions; they have a winning 
standard of performance before they are winners.” 

• “By focusing strictly on my Standard of Performance, the 49ers were 
able to play the bigger games very well because it was basically 
business as usual—no “try harder” mentality was used.” 

• “I accepted the fact that I couldn’t control that 20 percent of each 
game. However, the rest of it—80 percent—could be under my 
control with comprehensive planning and preparation (well before 
game day).” 

Here's how it works in sales.  

1. Prepare - There are two components of preparaƟon: Learning and 
PracƟce.  

As a leader, create a learning environment, not only through training but 
learning from each other formally and informally. Encourage your reps to 
share their secrets of success. Emphasize learning at sales meeƟngs. Have 
your reps discuss successful strategies at sales meeƟngs, round table 
discussions, etc. Put them in charge of training sessions. Teaching is a great 
learning experience. Make sure that you are the example for learning, be 
teachable, ask quesƟons, learn from your reps, go to training yourself. 
Expect and inspect preparaƟon. Do spot checks on your reps' preparaƟon 
before sales calls.  

PracƟce develops muscle memory, allowing salespeople to efficiently 
coordinate their words, body language and use of sales aids. Take Ɵme for, 
and encourage, formal and informal role-playing sessions. Urge your reps to 
rehearse new things in sales calls. Provide a safety net for your reps to 
pracƟce innovaƟons even if they fail. Invite your reps to pracƟce new sales 
pitches with you or in front of other peers. Help your reps get in the zone, a 
place where their muscle memory works automaƟcally, effortlessly. A place 
where their presentaƟon flows smoothly, where the right quesƟons and the 
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correct answers occur without struggle. A place where the rep and customer 
are aligned and moving to the same goal of mutual winning. 

Ask an Olympic athlete what their favorite part of their sport is. Is it the 
trophies, the notoriety, the status? Many, not all, will say it’s pracƟce – those 
Ɵmes when they go to the track early in the morning, stopwatch in hand, 
and run, and see their daily improvement. That’s exactly what puts them in 
“The Zone”, that place when you perform effortlessly on game day, running 
with relaxed intensity. The sales process is similar. PracƟce develops muscle 
memory which ignites the joy of selling. 

2. Beat your personal best, and beat them at their best. Encourage 
conƟnuous self-improvement. Help your sales reps understand their 
strengths and weaknesses, and how they can get beƩer (even the best can 
get beƩer!). Create construcƟve team compeƟƟon, in which your 
salespeople help each other become their best. As Coach Wooden said, 
"Never try to be beƩer than someone else. Learn from others, and be the 
best you can be." Sure, your reps will compete openly and ferociously with 
each other for sales awards; however, there's no glory in beaƟng a weak 
opponent. Compare yourself first to yourself – are you becoming your best? 
Forget the scoreboard, it's a performance measure, not a goal. The real goal 
is opƟmal personal performance.  

Replace the pressure to perform with the confidence your reps get from 
being prepared. That’s what makes them compeƟƟve. If they win, celebrate. 
If they lose, celebrate – they just learned some new lessons (and losing is a 
much beƩer teacher than winning). Help them fully engage their passion for 
selling and compete with tenacity. Remember, the best way to score is to 
take your eye off the scoreboard and focus on performance. 

CompeƟng through the joy of selling 

As a sales leader, you have a stable of thoroughbreds. Don’t leave them 
locked in the stable. Prepare them to run free and powerful. Your people 
love to sell. Your job is to ignite that excitement to sell with the discipline 
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and compeƟƟve spirit needed to succeed. In sports jargon, you’re their 
coach to help them perform in “The Zone.” It’s described by the American 
Psychological AssociaƟon as “OpƟmal Arousal: the range of physiological 
arousal within which an individual can perform at the peak of physical, 
mental and skillful ability.”  

Here's how not to do it, and how to sabotage your rep’s performance.  

Before an important customer presentaƟon, the sales boss comes to the 
rep and says, “This is D-day! We’re only $5,000 behind objecƟve, and just 
have a week to make it. Remember the six-step sales process. And don’t 
mess it up. Come back with the big sale.” On the surface it sounds like simple, 
encouraging words. However, subconsciously you’re creaƟng a distracƟon, 
a counter-producƟve pressure on the rep. Here are the “Don’ts” exemplified 
by this example:  

1. Don’t exaggerate the importance of one sale, puƫng inordinate 
pressure on the rep. In reality, there will be other opportuniƟes, 
everything is not riding on one rep, or one sale. 

2. Don’t focus on external circumstances such as objecƟves, money, or               
bonuses. Externals distract the rep from focusing on performance. 

3. Don’t concentrate on sales techniques; that’s another distractor that 
takes the rep out of “The Zone” of intuiƟve performance.  

4. Don’t create a fear of failure by emphasizing what’s at stake. This 
creates “what if” thinking; what if I fail, what if I don’t perform? It 
shiŌs the paradigm from visualizing success to fearing failure. 

5. Don’t create unrealisƟc expectaƟons, expecƟng that one rep is going 
to save the year. That’s toxic pressure that will derail the best rep. 

6. Don’t create a sense of perfecƟonism, or “all or nothing” thinking. 
Emphasizing the “big sale” leaves no room for imperfecƟon. We all 
know there’s no such thing as a flawless sales presentaƟon every 
Ɵme your reps perform. SomeƟmes we’re overtaken by things we 
can’t control. 



4 Steps to Supercharged Sales Teams 

53 

7. Don’t push the rep. That’s likely to result in the rep pushing the 
customer instead of pulling the customer to the sale. 

8. Don’t let the rep think that failure of a goal equates to failure as a 
person. Failure, many Ɵmes, is situaƟonal and temporary. It’s a 
learning process that’s a natural outcome of striving for success. 

9. Don’t allow “first or nothing” thinking -- that all the training and 
preparaƟon is pointless if they can’t be Number One. The key thing 
to emphasize is to be the best you can be. Some days you’re first, 
some days you’re last. Use the bad days as a springboard, a bounce-
back to achievement. 

 

On the other hand, here are the things that will enhance the rep’s 
performance, the “Do’s”: 

1. Help your rep relax. Create a sense of relaxed intensity. In 
professional football games, just before a kicker lines up to make a 
game-winning field goal, you’ll see the coach talking to him on the 
sidelines. Surprisingly, you may see them smiling. What’s the coach 
saying? Not much, probably joking around, anything to take the 
pressure off, certainly not saying things like, “You’ve goƩa make this, 
the season depends on it.”  

2. Encourage your salespeople to stay in the moment, fully engaged 
with the customer, forgeƫng things like objecƟves, management 
expectaƟons, sales bonuses and other external factors. Help them 
give 100% of their focus on performing, not on sales techniques. 
Customer presentaƟons are not the Ɵme to be thinking about the 
six-step process but rather to be reading the customer, asking good 
quesƟons, and aligning with customer needs.  
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3. Facilitate visualizing success rather than fearing failure. 
Psychologists call it “guided imagery” where the rep sees the 
presentaƟon unfold with successful outcomes. 

4. Don’t over-emphasize your role in your rep’s performance. Your role 
is this: To insist on good preparaƟon and pracƟce. Then let the rep 
get in the intuiƟve flow of success. On presentaƟon day, all the 
preparaƟon should have been done. It’s really too late now for 
coaching. Actually, you shouldn’t have much to say, and don’t force 
a conversaƟon unless the rep needs you to help. Stay relaxed and 
confident.  

5. Encourage a sense of “free play” with your reps. Many professional 
athletes came from a background that had liƩle adult coaching and 
supervision, but lots of “free play” where they just played their sport 
joyfully in the neighborhood and learned skills by experimenƟng in 
no-pressure, uncoached situaƟons. Let your reps experiment with 
new techniques, approaches to customers and product applicaƟons. 
Let them play their game with joy and creaƟvity.  

6. Urge your salespeople to idenƟfy negaƟve thoughts they may have 
before presentaƟons such as “I’m going to fail,” or “I’m not good 
enough.” Then they should learn to challenge those thoughts by 
asking themselves “Is this thought realisƟc?” or “What evidence do 
I have for this thought?” 
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_____________________________________________________________ 

Here's a prayer that captures the winning spirit of Coach Wooden and 
successful Servant Leaders: 

The CompeƟtor's Prayer 
Our heavenly Father, thank you for the giŌs you've given me: 

For the discipline to have prepared for this moment 

For strength, endurance, skill, willpower, resilience, and persistence. 

Help me bring these giŌs full force into this event 

To push through pain and faƟgue further than I ever thought possible 

So opponents will see your glory and power working through me 

So I can bring everything I have, all my energy and strength to this moment 

Win, lose, or draw, your light will shine today 

Bringing humility when I win, grace when I stumble 

All the Ɵme delighƟng in the struggle, exulƟng in the fight. 

_____________________________________________________________ 

Servant Leaders Create Flow 

As menƟoned earlier, we all have peak performance moments known in 
athleƟc circles as playing “in the zone.” These are Ɵmes when a person 
performs at their best in an effortless, relaxed manner. Athletes do it as well 
as salespeople, performing arƟsts, aƩorneys, doctors and other 
professionals. These moments of brilliance may seem spontaneous and 
unplanned; however, there is nothing accidental about them. In fact, you 
may have spent weeks, months, or even years preparing for these moments.  
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These peak performances are called “Flow,” a term used by Mihaly 
Csikszentmihalyi, author of Flow: The Psychology of OpƟmal Experience. The 
components of Flow match closely with TQM principles uƟlized by servant 
leaders who facilitate high-performing sales teams. The nine main 
components of Flow include: 

1. Challenge-skills balance. This is a state where you feel confident that you 
are well-prepared for the challenge that you are facing. Servant leaders 
prepare their people through training, coaching, posiƟve self-talk as well as 
technical and sales support. In addiƟon to developing a sense of self-
sufficient experƟse, servant leaders let their people know that help is 
available from the sidelines if needed. 

2. AcƟon-awareness merging. In this state, salespeople are completely 
immersed in the transacƟon. A person is truly absorbed in things they enjoy 
and for which they have prepared. Servant leaders create a sense that this is 
“show Ɵme” or “game Ɵme.” It’s the moment that you have worked toward, 
so enjoy it and give it everything you have. When acƟon and awareness 
become one, the acƟon component becomes automaƟc. The acƟons of the 
salesperson’s presentaƟon are effortless and natural. He or she, for example, 
intuiƟvely overcomes objecƟons and uses the correct visuals without even 
thinking about it. 

3. Clear goals. Salespeople who have clear goals and objecƟves know what 
is expected of them. A servant leader helps establish concrete, achievable 
objecƟves so reps know exactly what is required in each customer 
presentaƟon. In addiƟon, the rep goes in fully aware that he or she is 
accountable for the results. 

4. Unambiguous feedback. A conƟnuous stream of feedback in the form of 
coaching, performance measurements, and team dialogue helps the rep 
refine efforts to meet objecƟves. The servant leader creates atmosphere 
where daily (even hourly) feedback is presented through updated sales 
metrics as well as ride-alongs from the sales manager. Some even arrange 
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rep ride-alongs with other sales reps to provide another source of feedback 
and encouragement. The servant leader also encourages construcƟve 
feedback from peers, one salesperson to another.  

5. ConcentraƟon. This is hyper-focused concentraƟon on what you’re 
doing. Servant leaders enable this by minimizing distracƟons such as 
excessive paperwork, unnecessary rules/procedures, job threats and any 
factors that shiŌ the rep’s focus away from selling. For example, you do not 
want a rep geƫng in the middle of a good presentaƟon and start thinking 
such things as “Did I forget step three of the five-step process?” or “If I don’t 
get a cross-sale today, my boss is going to kill me.” It’s similar to a basketball 
player saying to himself, “If I miss this shot, the coach is going to bench me.” 
The result of these distracƟons is a type of performance anxiety that leads to 
failure.  

6. Sense of control. This occurs when a salesperson realizes that, for 
example, they own this sales presentaƟon. At this moment, only they can 
influence the outcome of the sale. The servant leader creates a sense of self-
sufficiency and independent decision-making by reps, giving them a sense of 
control. 

7. Loss of self-consciousness. Losing this sense of self occurs when 
salespeople are self-confident, so self-assured that they’re not second-
guessing themselves or overthinking what they’re doing. Their focus is on the 
presentaƟon and the customer, not on themselves. The servant leader 
facilitates this process by building reps’ self-confidence through training, 
role-playing, feedback and encouraging posiƟve self-talk. 

8. TransformaƟon of Ɵme. When you’re in “the zone” you lose track of Ɵme 
because of your total focus on the issue at hand. An hour may seem like 10 
minutes when the sales dialogue is flowing. (Hopefully, the customer feels 
the same way but the rep has to be sure during this moment that they don’t 
overstay their welcome.) 



Max Cates 

58 

9. Autotelic experience. This element of Flow means that you are internally 
driven to succeed even without external rewards. You’re doing something 
because you love to do it. Servant leaders encourage this process by 
providing an amiable work environment, free of threat and inƟmidaƟon, in 
which reps can ply their chosen trade. In this sense, the servant leader 
becomes a cheerleader, generaƟng enthusiasm and promoƟng a love for 
selling. Of course, it helps to hire people in the first place who love to sell.  

Experiencing Flow doesn’t require all nine processes to occur at the same 
Ɵme. Also, not everyone experiences Flow. In fact, Csikszentmihalyi says a 
study showed that 12% of respondents never experienced it, while 63% said 
“oŌen” or “someƟmes” with the remaining 25% saying “rarely.” Nonetheless, 
servant leadership pracƟces have a natural tendency to automaƟcally create 
an environment promoƟng Flow in the sales force.  

Servant Leaders Celebrate Failure! Success By Failing 
Forward 

 Think about it, as a sales manager where does your greatest strengths 
come from? Chances are, from failures, not successes. Winning feels good, 
and we want to do it again, but losing teaches us lifetime lessons that 
increase our chance of sustained success. Perhaps we should celebrate 
failure. Whaaat? Yes, don't take it so seriously. Laugh at failure with your 
people. Set the example. Don't hesitate to say, "Man, I really messed that 
up. But I'll do better next time." Remember, that "no-sale" just got you one 
step closer to the sale. 

Part of your job as a sales manager is to know the science of failure and 
teach it to your people. Develop a constructive failure mindset; that failure 
makes us stronger, more astute, skillful and productive. Constructive failure 
means teaching, coaching, encouraging and reassuring the sales rep through 
the failure. The opposite is destructive failure – where the sales leader allows 
failure to weaken the salesperson, to create self-doubt and anxiety. 
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Destructive failure has two forms: First, it can be an active, aggressive 
reaction from the sales leader – punishing the rep for failure to make 
objective. Second, it can be a passive, evaluative reaction to failure that lets 
the rep sink or swim without making it a teachable moment.  

Here are ways to make constructive failure work for you: 

1. The fear of failure can be our greatest enemy. I've known many 
salespeople who hate to lose more than loving to win. The problem with that 
thinking is that when you're trying not to lose, you see the obstacles rather 
than the goal. You try too hard instead of letting your natural talents flow. 
Take it from world-class athletes and sports psychologists: practice, 
rehearse, prepare. Then, relax in the moment and let your preparation work. 
Get in the zone where the right words and thoughts come effortlessly. Let a 
sense of relaxed intensity replace the trying-too-hard syndrome which is 
fueled by fear of failure. Nurture, cultivate and develop fearless salespeople; 
those are your best sellers.  

2. Provide a safety net for your sales team. Encourage them to get out of 
their comfort zone – that's where we grow. Make sure you or your people 
never rub it in but rub it out, and provide reassurance and encouragement 
when someone stumbles. Help them fail forward, learn from mistakes, use 
failure to progress, not regress.  

3. Write a success script rather than a failure monologue. "Explanatory 
style," originally named by psychologist Martin Seligman, is how we explain 
why events happen. He conducted a groundbreaking study of insurance 
salespeople and found that top sellers were those with an optimistic style; 
they were likely to explain a no-sale, for example, in terms of external factors 
rather than taking a more internally focused explanation such as “I failed” as 
pessimists might do. The optimist might explain a failure to sell with such 
reasons as “The timing was wrong for the customer.’’ or “Our pricing was 
not competitive.” In other words, optimists are more focused on reasons 
that can be controlled in the next sales call, as opposed to accepting a failure 
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mentality. Pessimists are inclined to equate setbacks with their personal 
inadequacy. Optimists see failure as temporary, for example telling 
themselves that they didn’t prepare well enough for the sales call, whereas 
the pessimist might say, “I’ll never succeed at this.” and “Nothing works out 
for me.” In effect, failure is an event, not an identity. It’s a scene, not the 
story. 

Seligman identifies three elements of pessimism: Personal, Permanent, 
Pervasive. 

• Personal. Pessimists blame themselves, saying, “It’s my fault.” They 
internalize failure rather than looking at it as circumstantial. They 
see failure as a character flaw rather than a set of circumstances 
such as the economy or timing or competition. Optimists are more 
likely to say, “It was just a bad day.” Rather than say, “I’m just not 
good enough.” 

• Permanent. Pessimists assume that if things go bad, they’ll always 
go bad while optimists know that there will inevitably be good times 
and bad times, that failure is temporary, and that success is just 
around the corner. Surprisingly optimists are more realistic in their 
assessment of the world than pessimists. 

• Pervasive. Pessimists think that if they fail at something, all is lost; 
and if they succeed their whole life will be good. Optimists tend to 
compartmentalize, to see, for example, if they got a promotion their 
work life would be improved but that may or may not affect their 
whole life – they see things affecting them in specific ways rather 
than pervasive ways. 

4. Expect the possibility of failure, it's inevitable. Respect it, don't fear it, 

embrace it. Inspect it, analyze what went wrong, learn from it. 

There is no progress without discomfort; no pain, no gain. Expose your 
reps to the possibility of failure through stretch objectives and high 
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expectations. If they achieve your elevated goals, great! They’ve just become 
stronger, better, more confident. Maybe you just forced some of your best 
reps to get better. If they fail, help them learn to rebound by catching them 
in a safety net of forgiveness, nurturing, honesty and accountability. In other 
words, the attitude is, “You failed. It’s no big deal. We all fail. Let’s figure out 
why and turn that failure into success.”  

A good analogy is a weightlifter who lifts to the point of failure. That’s 
the point where they make progress. In fact, some will ask a training partner 
to, “Help me fail.” It’s only by giving it all you have, through maximal exertion 
that the weightlifter makes progress. Also, remember, progress is 
incremental – step by step, a little more weight at a time. Some call it 
Exposure Therapy. For example, to overcome a fear of flying, a person first 
goes to the airport, then to the ticket counter, then to the walkway to the 
plane, then step by step to sitting in the plane. Like the weightlifter, they 
both are being exposed to the possibility of failure, of fear. With this in mind, 
the sales manager presents, for example, stretch goals to help each rep 
reach optimal performance through gradual, maximal exertion, then helping 
the rep grow through coaching. 

Teach your sales team that it will be difficult. The path to success comes 
one agonizing step at a time, one success followed by failure, then another 
failure. Teach them to do it the hard way, to prepare, to practice, to expect 
hardship, to laugh in the face of adversity. Take it from basketball great, 
Michael Jordan: “I've missed more than 9000 shots in my career. I've lost 
almost 300 games. 26 times, I've been trusted to take the game-winning shot 
and missed. I've failed over and over and over again in my life. And that is 
why I succeed.” 

As a leader, encourage your people to take the shot. If they miss then 
recognize it, learn from it, fail fast, forget it and move to the next shot 
undeterred by the past. 
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You, the sales manager, have to be a catalyst of hardship. You have to 
insist on good preparation before each call. You have to require your team 
to be fully trained. You have to demand that they be the best they can be. 
You have to set difficult goals and expectations. Don’t make it easy. Doing 
the hard things makes the harder things easier, and prepares them to do 
even harder things. That’s what you call continuous improvement, sustained 
success. Equally important, you’re their safe harbor, their safety net. You’re 
the one who’s with them in the middle of the fight, the one they can count 
on to support and encourage.  

Success will come slow, steady, subtly sometimes suddenly. Most of the 
time success happens so slowly that you don’t have that moment of 
epiphany that instant celebration. For example, you’re trying to get your 
sales team to work together. You teach teamwork, you set the example, and 
you show them the value of working together. Little by little you see brief 
moments of them collaborating on the sales floor. You hear a buzz on the 
sales floor but you’re too busy to recognize it. Then one day, you slow down 
and recognize it, seeing something that’s been going on for days but you 
didn’t take the time to see it. Six, seven reps are working with each other. 
Helping, cooperating… The buzz is their enthusiasm, their voices coalescing 
in teamwork. Sometimes it comes so slowly, almost imperceptibly until it 
finally dawns. The same for reaching objectives. It’s December, you’re five 
percent off the goal. Little by little, small sale by small sale you reach the 
goal, not one big sale, little by little. 

Learning the science of failure will create resilient salespeople who 
bounce back quickly from defeat, who have the ability to comeback no 
matter what the odds are against them. What enables resilience is that their 
sales manager sees failure as a way to inspire rather than a way to punish. 
That results in sales reps who are refreshed rather than defeated, energized 
rather than beaten down. Failing forward creates persistence, never giving 
up, staying hopeful, and being able to envision success rather than fear 
failure.  
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Servant Leaders Know Success Is The Will To Prepare To 
Win 

It's not the will to succeed that creates top salespeople. It's the will to 
prepare to succeed. I've known highly competitive salespeople who love to 
succeed but they fail because they don't have the discipline to prepare, they 
don't study, they don't practice or rehearse. They show up super-confident, 
competitive, with years of experience then fail when the going gets tough. 
Many times, they resort to what made them successful in the past, doubling 
down on charisma and dogged insistence rather than innovative problem-
solving to meet customer needs. 

Here are a few thoughts for sales managers on developing the mental 
toughness for sales teams to prepare to succeed: 

1. Create a culture of continuous learning. It includes traditional sales 
training but goes beyond to learning from each other, sharing 
knowledge at sales meetings, and helping each other develop new 
skill sets. It all starts at the top with you, the sales manager. You are 
the role model for learning and sharing. 

2. A learning culture is the basis for continuous improvement. Even the 
best can get better. The best is not good enough. If you surpass the 
objective, add another 10% next year. Keep moving forward with 
stretch objectives. That's what prepares your people with an 
aggressive mindset to become the best they can be.  

3. Don't just suggest your people prepare. Insist on good preparation. 
You know the drill: know your customer, their needs, personality, 
and goals; know your product line, product applications, and 
discounts; practice, rehearse, role play for effective presentations.  

Do prep checks. Your attention to preparation sets the tone for your 
team. Send a strong message that no one goes out without being prepared. 
Zero tolerance for half-baked sales pitches. 
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Servant Leaders Strive For Limitless Selling  

The human brain is capable of amazing feats, far surpassing anything that 
could be accomplished by the world’s most advanced supercomputer. Even 
more astounding, it’s regeneraƟng itself every second of every day, and it’s 
building new neural connecƟons as you read this. You have at your disposal, 
a personal supercomputer capable of miracles. Here are a few amazing brain 
facts: 

• The brain has about 100 billion neurons, and created between 750 
and 1,500 new neurons daily, each neuron delivering 1,000 nerve 
impulses per second. 

• Using your brain actually creates physical changes in its circuitry: 
London cab drivers have a significantly larger Hippocampus (the 
brain’s memory center) because of the mental workout of navigaƟng 
London’s 25,000 streets. 

• Paradoxically, relying on GPS for navigaƟon shrinks the neural 
connecƟons, known as synapƟc pruning. 

• IQ had been thought to be constant and unchanging but studies have 
shown it’s possible to increase IQ by as much as 30 points with 
proper care and feeding of the brain. 

• Contrary to popular thought, we’re not born with a good memory 
but develop our memory by using it throughout our lives. 

• The human brain is vastly superior to any supercomputer in storage 
capacity and processing speed. 

You have the ability for unlimited growth at your disposal. The key is to 
use this powerful processor to reach your goals and dreams. The sales 
leader’s job is to recognize the brain’s potenƟal and help salespeople use this 
abundant processing power to achieve career goals and life dreams. The 
sales leader pushes people to be all they can be, to find and acƟvate 
untapped potenƟal, not some potenƟal but all the potenƟal in them. The 
sales leader makes salespeople reach, be more than they thought they could 
be. 
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Here are specific ways the sales manager can help acƟvate the brain’s 
potenƟal for their salespeople: 

1. Present challenging, record-breaking goals. No one gets beƩer from 
being asked to be mediocre. Your salespeople only get beƩer being faced 
with challenging goals that are difficult to achieve – that’s what acƟvates 
their brain power. 

2. Help reps believe in themselves, that they are capable of achieving 
extraordinary goals. The world thought it was impossible to run the mile 
faster than four minutes unƟl Roger Bannister actually did it. 

3. Assist reps in idenƟfying not just short-term objecƟves but life dreams 
(such as being president of the company or making $200,000 per year.) 

4. Develop, in concert with the rep, a workable plan to accomplish the 
goals. Provide technical support, encouragement, tracking and training 
to turn the thought into an aspiraƟon into a reality. 

5. Keep them on solid fooƟng, aware that there’s a price to pay for 
achievement. It takes long hours, hard work, self-discipline and learning 
new work habits. 

6. Encourage reps to problem solve on their own, without your help. Force 
them to create new neural pathways of learning that provides improved 
skill sets.  

7. Emphasize a learning environment and conƟnuous improvement. That 
means effecƟve training, always progressing forward, with the aƫtude 
that even the best can get beƩer. Remember, the brain has unlimited 
ability to learn and expand, your part is to encourage your people to 
reach, strive, and push their limits – that’s what acƟvates the brain. 

As basketball, all-Ɵme great, Michael Jordan said, “Limits, like fear, are 
just an illusion.” 
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Turn “Know your limits” aƫtudes to “Know No Limits” selling. Obviously, 
extreme goal seƫng is not for everyone, some simply won’t want to work 
that hard, but the acƟve parƟcipants can make it worthwhile for themselves 
and you, the sales manager. 

The C words of servant leadership 

Richard Swartz, psychologist, has identified critical leadership themes or 
characteristics that start with the letter "C". These "C words" highlight 
important aspects or values in leadership, business, and personal 
development. Below are some commonly discussed "C words" and their 
relevance: 

1. CommunicaƟon 

Effective communication is the cornerstone of any successful relationship, 
whether in business or personal life. It involves not just speaking clearly but 
also listening actively and ensuring that the message is understood as 
intended. Good communication helps in building trust, resolving conflicts, 
and fostering a collaborative environment. 

2. Commitment 

Commitment refers to a dedication to a cause, project, or relationship. It is 
the willingness to stick with something despite challenges and setbacks. In a 
leadership context, commitment inspires confidence and loyalty among 
team members, as they see their leader's dedication to the mission and 
values of the organization. 

3. CollaboraƟon 

Collaboration is about working together towards a common goal. It involves 
leveraging the strengths and perspectives of different individuals to achieve 
better results than could be accomplished individually. Effective 
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collaboration fosters innovation, improves problem-solving, and enhances 
productivity. 

4. CreaƟvity 

Creativity is the ability to think outside the box and come up with innovative 
solutions to problems. It is essential in today’s rapidly changing world, where 
adaptability and the capacity to generate new ideas can set apart successful 
organizations and leaders. 

5. CriƟcal Thinking 

Critical thinking involves analyzing information objectively and making 
reasoned judgments. It is crucial for effective decision-making and problem-
solving, enabling leaders to evaluate situations, anticipate consequences, 
and make informed choices. 

6. Courage 

Courage is the ability to face fears, challenges, and uncertainties with 
confidence. It is essential for taking risks, standing up for one's beliefs, and 
making difficult decisions. Courageous leaders inspire others to step out of 
their comfort zones and embrace change. 

7. Consistency 

Consistency involves maintaining a steady and reliable approach over time. 
It is important for building trust and credibility, as people know what to 
expect and can rely on consistent behavior and standards. 

8. Compassion 

Compassion is the ability to empathize with others and show genuine 
concern for their well-being. Compassionate leaders build strong 
relationships and foster a supportive and inclusive environment, where 
people feel valued and respected. 
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9. Competence 

Competence refers to having the necessary skills, knowledge, and abilities to 
perform effectively. Competent leaders gain respect and trust by 
demonstrating their expertise and capability to handle responsibilities. 

10. Confidence 

Confidence is the belief in one's abilities and decisions. Confident leaders 
inspire trust and motivate their teams, as their self-assurance reassures 
others and encourages them to follow their lead. 

_____________________________________________________________ 

The Man in the Arena 
The credit belongs to the man who is actually in the arena. Whose face 
is marred by dust and sweat and blood. 

A man who knows the great enthusiasms and great devotions. Who 
spends himself in a worthwhile cause. 

Who, in the end, knows the triumphs of high achievement. And, if he 
fails, at least fails while daring greatly so that his place shall never be 
with those cold and timid souls who know neither victory nor defeat. 

- Theodore Roosevelt  

_____________________________________________________________ 
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