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A Leader’s Guide to
Promoting Salespeople

Avoid mistakes when promoting sellers to managers
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You've made the decision to promote a seller to
manager because they have been successful in their
current role and have the necessary competencies to

succeed in their new role.

Consider the lists below and determine which competencies,

attitudes, and beliefs they already possess to be successful in their O
new role. If they are missing any of the items below, be aware that

they will need coached, and maybe trained on these gaps.

SELLER COMPETENCIES

Strong Desire for Sales Success
Strong Commitment to Sales Success
Outlook

Responsibility

Motivation

Doesn't Need Approval

Stays in the Moment

Supportive Beliefs about Sales
Supportive Buy Cycle

Comfortable Discussing Money
Rejection Proof

Gains Trust

Follows a Milestone-Centric Sales Process
Exhibits Sales Posturing

Consultative Selling

Selling Value

Qualifying

Figure-It-Out Factor

Closing

Negotiating
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Embracing Sales Technology
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MANAGER COMPETENCIES

Strong Desire for Sales Management Success
Commitment to Sales Management Success
Outlook

Responsibility

Motivation

Doesn't Need Approval

Stays in the Moment

Supportive Beliefs about Sales Management
Supportive Buy Cycle

Comfortable Discussing Money

Coaching

Motivating

Accountability

Recruiting

Pipeline Management

Relationship Building

Closing

Milestone-Centric Sales Process

Embracing Sales Technology

Team-Focused


Gil Reiner
Highlight

Gil Reiner
Cross-Out


DECIDING TO PROMOTE

If you are promoting to Manager, there are steps you must take. The individual must be
succeeding in their current role. Do not promote if they are not. It sets them up for failure and
potentially lays the groundwork for animosity from their co-workers. It erodes any
accountability framework that you may have established. It also plays games with their
mindset. They may lack confidence moving into their new role if they haven't established
themselves previously. There are two specific rules to follow when considering a promotion.

e Interview them for the position like you would any outside candidate.

9 Onboard them similarly to how you would with an outside candidate,

without the introduction to your company, HR, policies, etc.

STEP 1: THE INTERVIEW

1.

How well does his/her background predict success in this
position? Include their level of success in their current role, but
also learn if they have other relevant experience outside your
company that may help them succeed in this new role. And
remember, don't pretend that being a seller is similar enough to
a manager to predict success.

How will his/her weaknesses impact his/her likeliness

of success? Use the lists above as a checklist for each role.
Based on your knowledge of the individual, be as objective as
possible regarding their proficiency in these different areas.
Create interview questions around them. Or better yet, use the
most accurate and predictive sales-specific assessment tools
on the market created by Objective Management Group as part
of the process in determining their strengths, skills and gaps
which will help you identify areas that may cause problems and
will provide you questions to use in the interview.

Sales or Coaching Simulation. Set up a coaching situation
where you are the salesperson that has not met their sales
quota over the last month or quarter (depending on your
situation).
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What you are listening for is if they are focused on coaching
and accountability. Are they asking questions and listening as
the salesperson (you) explains why you are not producing
results? Do they offer to take the blame if you aren't doing
what you must? Do they coach or do they tell too much?

. Observations. If you conduct repeatable objective interviews with

individuals being considered for promotion similarly to outside
candidates you will have far more success. And you should
incorporate your subjective observations into consideration as
long as you are being as objective about the rest of the interview
as possible. If promoting to an AE or a field sales role, if they are
going to have to meet face-to-face, where they were only on the
phone or Zoom previously, are they presentable? Do they have a
sweaty handshake? Are they not comfortable in person vs being
virtual? Do they dress appropriately? Do they have the appropriate
level of magnetism to gain respect and trust of the other party. It
is far different asking prospects to spend money with you than it is
to schedule an appointment.

And if you are considering them for a manager role, do they have
the gravitas to command the respect from their former peers?
Will they be willing to give honest feedback? How will they be
able to break out of being “one-of-the-gang” and elevate to a
leadership role? It isn't always that easy, but do not ignore the
little yellow flags that set off alarm signals in your head.

5. Conclude with a Project Assignment. Finally, just like when

interviewing any other candidate, ask your internal candidates to
complete a project of how they will hit the ground running in the
new role. Ask them to put together their own 9o-day plan. It won't

necessarily be perfect, but you want to analyze their ability to O

think sequentially and focus on the most important elements. It is O O
ultimately their job to make sure they are successful so it helps to

make sure they understand that they will own their own success ‘ , ‘ ,

and this is a good way to do it.
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STEP 2: ONBOARDING

Treat your promoted employees just like you would new hires. If
you want them to have success in their new role, set expectations,

help them understand the nuances of their new role and coach them.

There is no replacement for spending time with them. Be certain to
have their manager (if it isn't you) establish a coaching cadence, and
expectations for behaviors, activities and outcomes.

When Onboarding a Newly Promoted Manager

And if they are moving into a management role and will report to you

or someone on your leadership team, be certain to also set clear
expectations around their activities and behaviors. There should be
KPIs set not just around what their team will need to produce in
sales, but also with regard to how they will spend their time.
Specifically set expectations around these focus areas:

@

v
v
r

Coaching Time - how often and how much time
spent - to produce the best results ideal time is 50%
of their time

Coaching Focus - which includes areas that they
will focus on with their team members (there should
be expectations around them helping their team
members improve their effectiveness, not just telling
them what to do, or closing the sale for them)

Accountability - meaning what they are holding their
team members accountable to from a behavior and
activity standpoint (inspect what you expect)

Motivation - including understanding that motivating
IS actually part of their job, rather than believing that
all salespeople should be adequately motivated
themselves. They also need to understand not

just how motivated an individual is but how they

are motivated. What get's them out of bed in the
morning? What causes them to fight through the
difficult times?
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Be sure to set
expectations with
regard to the KPIs
that you will be
measuring and
what their role is in
that. Don't forget
that you will need
to be coaching
them, holding them
accountable to the
behaviors you value,
and understanding
how they are
motivated as well.
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If you would like more detailed
information about hiring and
onboarding for sales, please review

our eBook titled Sales Hiring: Build
SALES HIRING a Profit-Producing Engine.

BUILD A PROFIT-PRODUCING ENGINE

BRAVEHEART

WE CUSTOMIZE OUR SOLUTIONS TO HELP UNLEASH YOUR COMPANY'S FULL POTENTIAL WITH THESE SERVICES:

L 00 =

Sales Training Sales Hiring System Sales Tools

& Leader Coaching ‘ :
We help you implement a Produce repeatable and

Help your sales team improve : predictive hiring process and train predictive results with improved
their skills forever, to increase your hiring managers on better : processes and systems.

your revenues and profitability interviewing skills.

If you would like help unleashing your company's full potential, please contact
us at info@braveheartsales.com or check us out at www.braveheartsales.com
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