Great$
in the

One of the hardest things for companies in our
industry is getting the most out of their sales-
people. You don't have to look far to find a re-
tailer whose sales team consists of the grizzled
industry veteran (who's chock full of bad hab-
its), the under-experienced youth (who's more
interested in scrolling social media than serv-
ing customers), and the overwhelmed business
owner (who's trying to hold everything togeth-
er). While this doesn't describe every company,
most suffer from some combination of the list
above.

The reason that most companies in our indus-
try find themselves in this position—struggling
to find and retain good salespeople—is four-
fold.
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As the new year begins, you can attack every
single one of these problems and give yourself
the gift of great salespeople who perform for
your company for years to come.

Here's how you do it.

Step 1: Develop a Sales Process

When a company doesn't have a de-
fined sales process, it's impossible to
train salespeople—because there’s no
standard of how sales are done. As Zig
Ziglar famously said, “If you aim at noth-
ing, you'll hit it every time.” That's exactly
what happens for most companiesin our
industry.

While developing a sales process takes
work and commitment, you'll find that
it simplifies and focuses your training
like nothing you've ever done. Without
a sales process, your sales team is like a
group of explorers who have split up in
the jungle—all trying to find their way

January 2025



independently of each other. Sure, one may oc-
casionally make it out, but most will remain lost.
By outlining the steps in the customer journey
from start to finish, you'll create a map that ev-
eryone in the company can follow.

Step 2: Create a Training

For me, this became real a number of years ago Program for New Salespeople
when | was responsible for training new sales-
people in our company. | was sick of reinventing Once you have a sales process in
the wheel every single time and creating the place, the next step is to create a
framework of a sales process was the obvious training program to help new people
answer. That process looked like this: in your company master it.
Step 1: Greet the Customer | would suggest an intensive program
Step 2: Understand Their Problem for the first month that a new team
Step 3: Advise a Solution member is with your company that
Step 4: Explain the Process lines out the essentials of what youd
Step 5: Call to Action like them to learn. This may sound like
Step 6: Pursue the Opportunity alot, but it's really not too bad. Simply
Step 7: Show Gratitude separate the first four to five weeks
into five-day blocks and outline what
As you think about your process, it may be dif- you would like to accomplish each
ferent than this—and that's just fine. But it's week. From there, break it down into
worth sitting down and mapping out the steps days and assign items to certain times
that your sales team should follow from start to of the day—so, all together, you'll be
finish. Of course, you're welcome to use these creating this for 20 days (if you'd like
steps if they're helpful. But no matter what, a four-week program) or 25 days (if
you should document your sales process so you youd like a five-week program).

have a foundation to build on.

Here's an example of what Day 1 could
look like:

simplifies and
focuses your training

Now, | know it's intensive, but this is
what's needed if you want new sales-
people in your company to succeed.
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The beauty is that once you've outlined this one
time, you never have to do it again. In fact, you'll beaUty
find that you can assign certain days to differ-
ent people in the company so it doesn’t all fall
on you—and every single time a salesperson
goes through this, you'll find small modifica-
tions to add that make the training program
better for the next person who goes through it.

After the first 30 days, create protected lanes
for a salesperson to sell within. In my compa-
ny, the first lane we opened up was for gas in-
serts. A new salesperson could sell gas inserts
after 30 days—as long as the customer had a
masonry chimney with a gas line already in the
fireplace. | know that's extremely limited, but it
was amazing how many of these jobs were out
there when a salesperson was forced to focus Step 3: Grow Their Money and Their

on them. What was also amazing was that this Skill Set

limitation forced new salespeople to take the

time to understand the customer's problem One of the reasons that good salespeo-
thoroughly because they knew they needed to ple—or salespeople with the potential to be
bring someone else in if the situation was out- good—leave is because they don't have a
side of their lane. path for growth.

Most companies in our industry fail because | remember, years ago, having a conver-
they either open up every sales lane right away sation with my boss because | was about
or lock them all down until each one has been to get married and wanted to see if | could
mastered. Both of these are grievous mistakes take on more responsibility to make more
that will cost you time, money, and salespeo- money for my new family. I'll never forget
ple—but they can be avoided by thoughtfully being told that what | made (which was $20
defining the lanes that salespeople at different an hour) was the most money that was pos-
stages of their development can sell within. sible in any part of our industry and there

was no path for anyone to ever make more.

That was the moment | knew that | wouldn't
stick with the company. It wasn't that they
were ill-willed or evil—it was that there was
no path for me to grow.

If you want salespeople to stick with your

company, grow their pay as they grow their
performance. There are all kinds of ways
to do this—the simplest being a commis-
sion structure, but it doesn't have to be that
necessarily. What's important is to give your
salespeople agency in what they will make
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salespeople are made when

fr\ ir skills are developed and honed
over time.”

based on how they perform. My friend Brian
Hogan once told me that every team member
in your company needs three P's to succeed—
purpose, pay, and a plan—and this is especially
true for salespeople.

But it isn't just pay that has to grow—it’s also
their skill set. Great salespeople are made
when their skills are developed and honed over
time. And there's a simple rhythm I've found to
do this: weekly sales practice, quarterly train-
ings, and yearly experiences.

Weekly sales practice is exactly what it sounds
like—setting aside time each week to practice
the craft. Here's how you do it: Write a number
of customer scenarios down on small pieces
of paper and put them in a bowl for people to
draw out. Then, assign one person to be the
salesperson and another to be the custom-
er—and let them go while everyone else ob-
serves. After each practice session, go around
as a group and affirm the things that went well
while offering a couple of pieces of feedback
on what could be improved—then repeat and
do it again.

This simple practice will revolutionize the per-
formance of your salespeople—both new and
experienced—if you consistently commit to it
over time.

Quarterly training events are more specific and
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structured than weekly sales practice. | would
advise making them three to four hours long
and getting out of the office. For my team, there
was a nice coffee shop near our showroom that
had a private room we could rent. Wherever the
venue, use this time to learn new skills together
as a team. Examples of this could be bringing
in one of your best sales reps to train you how
to sell a new product, going through a digital
workshop together (by Franklin Covey or Dave
Ramsey), or learning how to use a new tool that
will help your day-to-day workflow. The point is
to do it together.

Again, simple rhythms like this solidify the skills
that you want your team to learn.

Finally, offer a yearly experience to your team
that shows them your commitment to their
growth. Obvious examples would be the HPB-
Expo or NCSG Convention, but there are also
local association events that are more cost-ef-
fective if budget is an issue for your company.
The point s, find a conference or training event
somewhere and take your team to it. The expe-
rience of leaving your day-to-day work behind
and traveling somewhere together (I recom-
mend carpooling or taking the same flight if
possible) will bond your team in ways that go-
ing to the office never would. | can remember
the first time | sat in an education session at
the HPBExpo and how formative it was. Carter
Harkins and Taylor Hill of FutureNow Market-
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ing absolutely rocked my world, and I'll never
forget the inspiration | felt from the classes
they taught all those years ago.

By making a yearly investment into your team,
you'll find that it galvanizes them and inspires
them—often much more than you know.

Step 4: Grace and Expectations

My friend Tim McDonald once told me that
the key to parenting was to simultaneously set
high expectations for your children and show-
er them with grace when they fail to achieve
them—and the same is true for salespeople.

Many businesses in our industry don't hold
their salespeople accountable at all, and they
get mediocre performance as a result. And
for those who do, it's often all stick and no
compassion, so salespeople get discouraged
and don't stick around.

We want to offer them a path that sets an ex-
pectation and helps them as they struggle to
achieve it.

The expectation that has to be set is the sales
goal. All salespeople—or sales teams—need
a sales goal to go after. Going back to those
initial classes from Carter and Taylor, they
presented a study that performance increas-
es by 14% simply by having a goal to go of-
ter—regardless of what that goal is.

A sales team without a sales goal will floun-
der. Why? Because without a goal, they don't
know if they're winning. Put together a goal
for each month of the year (bonus points if it

fluctuates with the seasonality of your business)
and give it to your people to go after.

After you've set the standard of a sales goal, the
next step is establishing a rhythm of grace with a
monthly one-on-one.

Get together with your salespeople individually
each month over coffee or a meal and ask them
the following questions:

How are you doing with your job?

How am | doing for you as a boss?

What are you excited about?

Where can | help you achieve your goals?
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While these questions have nothing to do with
the sales goals for your company, they have ev-
erything to do with the spirit of your people. By
getting together intentionally each month and
making an investment into them as people, you'll
find that incredible things happen as a result. In
these meetings, I've seen grown men break down
in tears, learned about struggles with debt, and
watched team members conquer major chal-
lenges in their lives.

As you show your team that you are there for
them—in season and out, regardless of their
performance—you gain the credibility to speak
truth into their lives and give them the help they
need to achieve their goals.

I've never had to fire a salesperson for not hitting
established goals—because the combination of
expectations and grace inspires performance
out of the right salespeople while revealing the
wrong salespeople. In most cases, the wrong
salespeople self-select out when they realize
that they're actually going to be held account-
able.

“The wrong salespeople self-select out when they

realize that they're actually going to

be held accountable.”




By setting expectations and providing the
grace needed to help your team during dif-
ficult times, you'll find that your salespeople
are inspired to perform because they want to
win—and they don't want to let you down.

At the end of the day, growing great sales-
people isn't an unknown mystery. Rather, it's
like planting a garden. Sow a sales process,
a training plan, an investment in their skill
set, plus expectations and grace—and the
garden will grow if you faithfully water it over
fime.

in your neighborhood—Ilooking to put their
sales skills back into use part-time. They're
the little brother of your installation schedul-
er—wanting to start a real career.

People in our industry often repeat this com-
mon refrain: “l just can’t find good people.”

But that's just not true. You can find good
Because great salespeople are all around people—and turn them into great salespeo-
you. They're in your service depor’rmen’r righT p|e—|f you create a p|qce where fhey can
now—waiting for a chance. They're retired grow.
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Leading hearth & outdoor products distributor

WE’RE HERE FOR
ONE REASON: YOU

Customer Focused and
Service Driven

“We have seen distributors come and go, but AES has been a constant with us for 20+ years. Their level of customer service has consistently been top-
notch. | can always count on swift responses to my questions from both our in-house sales rep to our territory manager.

Working with a team like AES makes it easy to provide excellent customer service.”
- Mountain Comforts

CONTACT US TODAY FOR MORE INFO ON OUR SERVICES & PRODUCTS
800-682-9722 | marketing@aes4home.com | aes4home.com




