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EXECUTIVE SUMMARY

For decades sales managers have been sorely neglected from a training and 
development perspective. But study after study shows that companies that don’t train 
their sales managers suffer lower sales performance. When managers do receive 
training, it’s not relevant or useful. What’s a poor sales manager to do? 

Recent data shows a simple, clear-cut answer to this raging epidemic: If you want more 
from your salespeople, train their managers. And not with rinky-dink, one-size-"ts-all, 

basic sales training either… Sales managers need practical, relevant training 
that will help them succeed on a daily basis. Here we offer 5 keys to 

developing better sales managers. 
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Star Reps ≠ Star Managers
Top-notch managers aren’t born that way.

You know the routine… Step 1: Invest heavily to 
develop your frontline sellers. Step 2: Promote the 
best salespeople to the role of sales manager. Step 
3: They struggle to succeed in that sales 
management role. Step 4: Repeat as needed. 

The transition from star sales person to mediocre 
manager isn’t a #uke—it’s a pattern. Even worse, 
it’s accepted with a casual shrug as “just what 
happens.” But more and more companies are 
coming to recognize the real source of the 
problem: Sales managers have been neglected 
from a training and development perspective.

Sales	  management	  requires	  different	  thinking	  
and	  skills,	  and	  these	  don’t	  just	  
develop	  overnight.	  A	  recent	  ASTD	  
study	  found	  that	  only	  11%	  of	  

companies	  train	  their	  sales	  managers	  
to	  a	  high	  extent—while	  22%	  don’t	  train	  
their	  sales	  managers	  at	  all.	  Yet	  66%	  of	  
those	  same	  companies	  train	  
their	  salespeople	  on	  
selling	  skills	  at	  least	  

once	  each	  year.	  

That’s	  a	  problem.	  

And	  the	  problem	  
isn’t	  just	  conceptual.	  The	  

same	  study	  found	  a	  significant	  
correlaJon	  between	  amount	  of	  
managerial	  training	  and	  
the	  percentage	  of	  reps	  
to	  meet	  sales	  quotas.	  
Conversely,	  companies	  
that	  didn’t	  train	  their	  
sales	  managers	  
suffered	  lower	  sales	  
performance.	  The	  lesson?	  
If	  you	  want	  more	  from	  your	  
salespeople,	  try	  training	  their	  
managers.	  

Clearly	  managerial	  training	  is	  
great	  for	  your	  boNom	  line—

but	  it	  works	  for	  your	  top	  line,	  too.	  
OrganizaJons	  oQen	  have	  one-‐tenth	  as	  many	  sales	  
managers	  as	  they	  have	  frontline	  salespeople.	  If	  you	  
train	  one	  salesperson,	  you	  improve	  one	  
salesperson.	  But	  if	  you	  train	  one	  manager,	  you	  
improve	  that	  en7re	  team.	  Repeat	  as	  needed.

A	  recent	  survey	  of	  metropolitan	  
companies	  shows	  that:

• 11%	  offer	  extensive	  sales	  manager	  
training

• 22%	  don’t	  train	  their	  sales	  
managers	  at	  all

• 66%	  train	  sales	  managers	  only	  on	  
selling	  skills



You’ve Been Training the Wrong 
the Wrong Force
Traditional Sales Training Focuses on Sellers, Not Managers

Simply	  put?	  Sales	  managers	  live	  in	  a	  tac:cal	  world.	  From	  their	  perspec:ve,	  coaching	  and	  
leadership	  training	  need	  to	  focus	  on	  training	  them	  to	  coach	  winning	  sales	  behaviors.	  	  Sales	  
reps	  won’t	  learn	  winning	  sales	  behaviors	  if	  their	  managers	  don’t	  understand	  how	  to	  
coach	  those	  behaviors.

If the solution is so simple, why has sales managerial training been overlooked? It’s a 
simple supply and demand issue. 

• Weak	  demand.	  The	  historical	  strategy	  
has	  been	  to	  improve	  salesperson	  
performance	  by	  improving	  salesperson	  
skills	  (like	  call	  execu:on,	  nego:a:ons,	  
and	  presenta:ons).	  At	  best,	  managers	  
aEend	  this	  same	  training—and	  by	  the	  
:me	  a	  seller	  becomes	  a	  manager,	  she’s	  
been	  through	  a	  dozen,	  most	  of	  which	  
were	  more	  pain	  than	  pleasure.	  Since	  
:me	  is	  precious,	  siHng	  through	  another	  
class	  is	  not	  at	  the	  top	  of	  anyone’s	  to-‐do	  
list.	  

• Poor	  supply.	  But	  there’s	  a	  supply-‐side	  
issue,	  too.	  Most	  sales	  management	  
training	  falls	  into	  one	  of	  two	  categories:	  
leadership	  or	  coaching.	  While	  both	  are	  
vital,	  tradi:onal	  coaching	  and	  leadership	  
training	  is	  not	  geared	  to	  sales	  managers.	  

Most	  leadership	  and	  coaching	  training	  
has	  a	  situa:onal	  basis	  and	  is	  too	  oNen	  
focused	  on	  a	  general	  approach	  to	  
developing	  interpsonal	  skills,	  and	  
prac:cal	  :ps	  for	  manging	  by	  tenure,	  
personality	  type	  and	  skillset.	  While	  
helpful,	  this	  approach	  is	  not	  sales	  specific	  
and	  does	  not	  directly	  target	  the	  types	  of	  
conversa:ons	  sales	  managers	  need	  to	  
have	  everyday—how	  to	  win	  more	  deals.

If you train one salesperson, you 
improve one salesperson. But if 
you train one manager, you 

improve that entire team.



Sure, different salespeople have different roles—but different sales managers 
have different roles, too. The large account manager, for example, must preach 

strategic alignment and long-term plans, while the territory manager offers 
tutelage on prioritization, segmentation, and call cycles. 

One-size-"ts-all training does not work for varied salespeople, nor will it work for varied sales 
managers. The "rst task in designing relevant, practical sales manager training is to understand the 
unique management tasks of the individuals. Then build sales training that has direct applicability 

to what those managers do from Monday to Friday, which is to manage their 
sellers. 

Manager Training Isn’t 
One Size Fits All
Sales Managers Need Training With Practical Applications

So how do you design training that’s relevant 
to each manager? 
•Examine the unique tasks of the managers 
and reps. 

•Design training that directly applies to daily 
managerial tasks. 
•Ask yourself: How will this help managers help 
their sellers from Monday to Friday? 

When managers are exposed to this type of training—training that equips them to 
better execute their day-to-day activities—they are extremely willing participants.

If management tasks differ from manager to manager, so should their training. Here are 
4 sales activities that must be managed differently: 

Account management        Territory management        Opportunity management        Call management



There’s a Rhythm to Sales 
Management
Learn it, Live it, Love it!

Sales managers exist in a chaotic world, primarily 
because they serve two demanding groups: the 
salespeople below and the executives above. 
Consequently, they live reactive lives, responding 
to every "re their sellers encounter and feeding 
constant information up the chain of command. 

Sales managers always tell us that no two days 
are ever the same. But perhaps they should be. 
Research and client work tell us that sales 
managers want more structure. It’s difficult to 
coach a salesperson when the seller’s hair is on 
"re. Unless some structure is given to a sales 
manager’s week, ad hoc interactions will 
populate the day—and those generally include 
very little coaching, if any at all.

Effective management and coaching is best done 
in a formal environment with an agenda and two 
parties who are prepared for the conversation. 
Sales managers need a management process or 
rhythm to quell the chaos and let them interact 
with their sellers in an effective way. Their 
training must help them structure what they do 
during the course of a day, week, month, and 
year.

Schedule when 
possible: weekly, 
monthly, 
quarterly, yearly.

Ensure that all 
parties arrive 
prepared for the 
conversation.

Create a formal 
environment 
with an agenda 
and purpose.

How to add structure and rhythm:



• Territory reviews with each sales 
rep: This meeting might be two 
hours in length, incorporate a 
segmented and prioritized list of 
accounts that the seller has 
prepared, and serve as a forum to 
discuss segmentation, top accounts 
in each segment, and a desired call 
pattern over the course of the next 
three months.

• One-on-one meetings with each 
sales rep: These discussions might 
be one hour in length and include 
talk of overall pipeline health for the 
given seller, as well as a more 
extensive discussion about two or 
three early-stage opportunities. 
These can also serve as planning 
sessions for any upcoming sales call 
associated with an opportunity. 

Clearly the comprehensive management rhythm would include additional 
interactions. However, what is critical is the inclusion of the most signi"cant 
interactions—by sales role—needed to produce the desired results. Sales 
managers, of course, are involved in several types of activities with their 
sellers—but often choose activities that are not the ones likely to yield the best 
results. Intentional, planned manager-seller interactions help managers focus their 
efforts on the most manageable aspects of their job: the daily activities of their 
salespeople.

An example of applicable structure 
and associated management 
rhythm for a sales manager 
managing a group of territory sales 
reps might include quarterly and 
monthly meetings.



There are factors you can manage, and there are factors that you can’t. While this 
might seem boringly obvious, it’s not. If you asked 10 sales managers to name their 

primary responsibilities, more than half of them would respond with some form of the 
following: “To make sure my reps make their quotas.” And what do all 10 sales managers stare at 

each Friday afternoon? Reports of their salespeople’s recent performances. Can a sales manager 
actually manage a quota? Of course not. Can sales managers manage historical performance? 
Nope—but they sure do try.

Manage What’s Manageable
Ignore What’s Out of Your Control

In reality, the only factor managers can directly affect are the 
activities of their sellers:	  
which customers they call, what they say during those calls, which deals they pursue, and how they 
pursue them. In the end, these activities will determine whether they make their numbers and hit 
their revenue targets, but the targets themselves can’t be managed. (Most managers we work with 
"nd this concept liberating!) 

There’s so much complexity and noise in a sales manager’s world that needs to be simpli"ed. 
Winnowing a manager’s attention to only what she can manage has two desirable effects: Sales 
managers are more con"dent in the things they do because they know they’ll have an impact, and 
salespeople get better direction because the managers are focused on the tactics that will lead to 
the desired results.



Sales management has been a profession for more than a century, yet we’re still 
trying to 

In the End...

gure it out. It’s not as simple as we want it to be—and not as complex as 
we make it. We need to cut through the noise and help sales managers understand 
exactly what they must do to succeed. There’s plenty of good training out there for 
frontline salespeople. They’ve been studied for decades, and their tools and 
frameworks are tried and true. But this is not the case for sales managers. They 
need better development, and the time has come to give it to them.

This eBook produced in partnership with Vantage Point Performance.  Van-
tage Point is a leader in sales management training and transformation.  They 
can be found on the web at http://www.vantagepointperformance.com/
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