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Highly successful sales managers co m m u n i cate
both upwa rd and dow n wa rd. Th ey re cog n i ze and
d evelop individual abilities and effo rt s, while at the
same time promoting a co l l a bo rat i ve, coo pe rat i ve
team env i ro n m e nt.Th ey enco u rage auto n o my by del-
e g ating re s po n s i b i l i ty, yet co ntinually track and moni-
tor individual pe rfo rm a n ce. Vi s i o n a ries with the ability
to see the big pict u re, t h ey also keep a sharp eye on
d e t a i l s. Th ey are an inte rm e d i ate for upper manage-
m e nt and a champion for employee ca u s e s. In other
wo rd s, being an effe ct i ve sales manager means bal-
ancing numero u s, and often co n f l i ct i n g,d e m a n d s.

A gre at sales person will not nece s s a rily be a
g re at,or even good,sales manager,be cause the co m-
pe tencies are ve ry diffe re nt, for ex a m p l e, team vs.
individual foc u s, e d u cation vs. execution in the sales
ca l l , and the ability to make decisions on a marke t -
s pecific basis rather than an acco u nt - s pecific basis.

Th rough inte rv i ews with decision make r s, t h e
co l l e ction and analysis of more than 2,000 ex a m p l e s
of actual sales be h av i o r s, and a rev i ew of the lite ra-
t u re, Ac h i eve Gl o b a l’s re s e a rch (500 part i c i p a nts in 10
co u nt ries) concluded the fo l l ow i n g : (1) co m pe te n-
cies define success in sales management ; (2) these
co m pe tencies can be combined into ro l e s ; (3) some
roles may be more impo rt a nt than others, d e pe n d-
ing upon the situat i o n ; and (4) but all roles are ulti-
m ately re q u i red for succe s s.The three roles ident i f i e d
t h rough our re s e a rch are those of strate g i s t, co a c h ,
and co m m u n i cato r.

THE STRAT E G I S T

The strategist must simultaneously see the big
p i ct u re and keep close watch on the details.The sales
manager adept at this role considers grand strate g i e s
while managing ex pe ct ations and actual pe rfo r-
m a n ce. As a re s u l t, the manager co nt ri b u tes both to
establishing dire ction and building sales-team co n f i-
d e n ce. It is in this role that the sales manager most
o ften acts as the decision maker re g a rding re s o u rce
d e c i s i o n s, p roceeding with sales act i v i t i e s, pe n e t rat-
ing a marke t, or agreeing to the te rms of a sale.Ty p i-
cally viewed as the toughest role for a sales manager,
this va ries the most significa ntly across org a n i z at i o n s.

Re g a rdless of org a n i z ational stru ct u re, the sales
manager is key to ensuring that strate gy is exe c u te d

in the field and that sales act i v i t i e s
a re aligned with business objec-
t i ve s. Specific at t ri b u tes of the successful strate g i s t
and how such a manager engenders po s i t i ve
be h aviors within the sales team include:
Cre ate, co m m u n i cate, and exe c u te a vision fo r
the sales org a n i z at i o n : The best strategists deve l-
op and co m m u n i cate vision and mission,m a ke deci-
sions that further org a n i z ational object i ve s, and sup-
po rt and enfo rce (and if nece s s a ry,m odify) co m p a ny
po l i c i e s.This results in a shared vision as well as dire c-
tion for nav i g ating channel co n f l i ct,p ri o ritizing leads,
and pro s pe ct i n g.
Develop and maintain a strategic approach to
the marke t p l a ce : To provide market ex pe rt i s e, s a l e s
managers must offer in-depth market analys i s, i n c l u d-
ing segment at i o n ,p u rchasing be h av i o r s,co m pe t i t i o n ,
and tre n d s. Managers use this info rm ation to fo rm u-
l ate an approach to the marke t, re commend and exe-
c u te business deve l o p m e nt initiat i ve s, and dete rm i n e
h ow best to position the prod u cts or serv i ce s.
De pending on the co rpo rate infra s t ru ct u re, this func-
tion may be shared with the marketing depart m e nt.
Manage re s o u rces effe ct i ve l y: Meeting supply
and demand re q u i re m e nts with re g a rd to sales staff,
financial re s o u rce s, channel part n e r s, and suppliers
a re key elements of this funct i o n .Pe rhaps most chal-
l e n g i n g,t h o u g h ,is taking re s po n s i b i l i ty for the te a m’s
co nt ribution to the bo t tom line.
Ma i ntain a curre nt kn owledge base: Su c ce s s f u l
sales managers maintain the kn owledge level need-
ed to assist in sales calls and develop strategic plan-
ning initiat i ve s.L i s tening to the field sales team is one
of the best ways to keep market kn owledge curre nt.
Po te ntial pitfalls of the strategist ro l e : A sales
manager who is almost exc l u s i vely a strategist may
excel at being a visionary. But with a lack of focus on
the other two ro l e s, this manager may be come dis-
a p po i nted in the te a m’s inability to turn the vision
i nto re a l i ty. In turn , team members may view the
manager as detached from the realities of the mar-
ke t p l a ce and/or hard to appro a c h .

THE COAC H

The coach instills high-pe rfo rm a n ce be h av i o r s
and processes within the salesfo rce, including build-

ing te a m s, assisting in sales act i v i t i e s, d eveloping ski l l s,
s u p po rting ca re e r s, and motivating individuals. Ofte n
deemed the most impo rt a nt role by salespe o p l e, t h i s
role is often the one most neglected be cause of inte r-
nal co n s t ra i nts or lack of coaching ski l l s.Key at t ri b u te s
and pe rfo rm a n ce examples of the coach include:
Build co h e s i ve te a m s : Sales teams should be
g re ater than the sum of their part s,with the ability to
collaborate on projects and share information
among membe r s. Ef fe ct i ve sales managers ensure
re t u rn on inve s t m e nt by re c ruiting top pe rfo rm e r s,
using the most curre nt too l s, setting pe rfo rm a n ce
s t a n d a rd s, resolving co n f l i ct s, p romoting team spiri t,
d e l e g ating decision maki n g, and tre ating membe r s
e q u i t a b l y, while still re cognizing pe rfo rmers with the
g re atest po te ntial for succe s s.
Develop individual ski l l s : The pe rfo rm a n ce of all
team members must constantly be improved,
whether through be h av i o ral observat i o n ,s kill assess-
m e nt, regular rev i ews, t a rg e ted co a c h i n g, or tra i n i n g.
Managers should be sure to exe c u te the nece s s a ry
s u p po rt ste p s, both be fo re and after fo rmal tra i n i n g,
to ensure that reps benefit from the inve s t m e nt.
These suppo rt steps include co m m i t m e nt building,
s kill assessment,re i n fo rce m e nt,a p p l i cation to spe c i f-
ic wo rk re s po n s i b i l i t i e s, and ongoing eva l u at i o n .
Mo t i vate individuals on the te a m : Sales man-
agers need to re cog n i ze and motivate based on
each individual’s style and needs. Moving we l l
beyond quotas and ince nt i ve s, t h ey should use ve r-
bal re cog n i t i o n , pe rfo rm a n ce management, a n d
co m m u n i cation to motivate and evo ke ent h u s i a s m .
Assist in sales act i v i t i e s : Sales managers can gain
re s pe ct from the sales team by part i c i p ating in the
sales process at the appro p ri ate leve l . This includes
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using their netwo rk of co nt a cts to iden-
tify pro s pe ct s, l eve raging their under-
standing of the big pict u re, and strate-
gizing acco u nt plans.The goal is to help
close business without taking over the
sales process and be coming a sales
person again.
Pitfalls of the coach ro l e : Sales man-
agers who devo te their time to co a c h-
ing at the ex pense of the other ro l e s
m ay not unleash the full po te ntial of
team membe r s.Although they may be
s u c cessful at managing a mat u re mar-
ke t, t h ey may ex pe ri e n ce difficulty
expanding beyond organic grow t h
and are often out of touch with co rpo-
rate object i ve s.

THE CO M M U N I CATO R

The role of co m m u n i cator ent a i l s
u pwa rd and dow n wa rd co m m u n i ca-
tion and cre ating a culture of info rm a-
tion shari n g.Co m pe tencies and ex a m-
ples include:
Co m m u n i cate to other parts of the
o rg a n i z at i o n : Su pe rior sales man-
agers are viewed by their teams as
conduits to upper management. Mo s t
f re q u e nt l y, this invo l ves accurate fo re-
casts and re po rt i n g, a cting as a field
a dvocate, and paving the way fo r
i nte rd e p a rt m e ntal coo pe rat i o n .
Co m m u n i cate from other parts of
the organization: Effective sales
managers co m m u n i cate with te a m
m e m bers to help them understand
co rpo rate market and prod u ct strate-
g i e s. O n ce team members can view
a ctions in re l ation to the bigger pic-
t u re, t h ey are more likely to ex h i b i t
s u p po rt i ve be h av i o r s.
Solicit and value fe e d b a c k : Sa l e s
reps kn ow be t ter than anyone what
c u s tomers think and wa nt. Ma n a g e r s
must not only solicit the te a m’s opin-
ions and suggestions,but also inco rpo-
rate that input into decision maki n g.
Fa c i l i t ate co m m u n i cation among
team membe r s : Ef fe ct i ve sales man-
agers cre ate a team culture of co m-
munication about customers,
a c co u nt s, and best pra ct i ce s. Fu rt h e r-
m o re, t h ey provide reps with access to
a fo rmal mechanism for facilitating the
s h a ring of info rm at i o n . This can be
enabled through team (and cro s s -
team) meetings, co l l a bo rat i ve act i v i-
t i e s, m e nto ring prog ra m s, i nt ranet po r-
t a l s, s a l e s fo rce auto m ation softwa re, o r

a ny co m b i n ation there o f. The key is to
m a ke it easy and co m fo rtable for reps to
s h a re info rm ation with each other.
Po te ntial pitfalls of the co m m u n i ca-
to r: Managers who excel at co m m u n i ca-
t i o n ,at the ex pense of the other two ro l e s,
a re often pe rce i ved as administrato r s
who are be t ter with details than with the
big pict u re. As a re s u l t, the te rri to ry may
n ever prog ress beyond the status quo.

ENABLING AND INHIBITING

Ac h i eve Gl o b a l’s re s e a rch also
gleaned info rm ation on management
s ty l e s,d e s c ri bed by salespeople as either
an “e n a b l e r” or “i n h i b i to r.” Based on the
co m m e nts of those inte rv i ewe d, a n
enabling management style allows the
sales manager to exe c u te the three ro l e s
m o re easily, t h e re by assisting sales re p s
in pe rfo rming at their pe a k .Those ident i-
fied as having an enabling management
s tyle we re more successful in meeting
q u o t a s, while those with an inhibiting
s tyle ty p i cally had higher turn over rate s
and more revenue pro b l e m s.

Th e re’s more to inhibiting than just
the management sty l e. O rg a n i z at i o n s
can pre s e nt inhibitors as we l l . El e m e nt s
of the org a n i z ation such as training and
d eve l o p m e nt, m a rke t i n g, and senior
m a n a g e m e nt gre atly influence whether
the sales manager is able to succeed in
each of the three ro l e s.The fo l l owing are
examples of some of these facto r s :

• The strategist can be inhibited by
n o n - i nte g rated IT sys te m s, lack of ca re e r
p ath descri p t i o n s, and confusing chan-
nel strate g i e s.

• The coach can be hindered by a lack
of training and pe rfo rm a n ce eva l u at i o n
tools and can be ove r b u rdened with
a d m i n i s t rat i ve tasks.

• The communicator can be con-
s t rained by an at m o s p h e re of one-way
co m m u n i cat i o n , a culture that disco u r-
ages inte rd e p a rt m e ntal exc h a n g e, a n d
a lack of defined strate g i e s.

Wh atever the ca u s e, s u c cessful sales
managers must be able to understand
their org a n i z ation — its vision, m i s s i o n ,
va l u e s,c u l t u re,s t rate g i e s,and policies —
to apply them most effe ct i vely in inte r-
a ctions with the sales te a m .
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SALES MANAGER ROLES AND CO M P E T E N C I E S
(1 = Ext remely Ineffe ct i ve ; 5 = Ext remely Ef fe ct i ve )

COAC H
Build a co h e s i ve team 

1 2 3 4 5

Develop pro fessional skills of individuals in the sales org a n i z ation 

1 2 3 4 5

Mo t i vate individuals in the sales org a n i z at i o n

1 2 3 4 5

Assist in sales call activities 

1 2 3 4 5

To t a l :

S T RAT E G I S T
Cre ate, co m m u n i cate,and exe c u te a vision for the sales org a n i z ation 

1 2 3 4 5

Develop an approach to the marke t p l a ce 

1 2 3 4 5

Manage re s o u rces effe ct i vely 

1 2 3 4 5

Ma i ntain curre nt kn owledge base 

1 2 3 4 5

To t a l :

CO M M U N I CATO R
Co m m u n i cate effe ct i vely to other parts of the org a n i z at i o n

1 2 3 4 5

Co m m u n i cate info rm ation from other parts of the org a n i z ation to sales staff  

1 2 3 4 5

Solicit and value feedback from the sales team  

1 2 3 4 5

Fa c i l i t ate co m m u n i cation among team members  

1 2 3 4 5

To t a l :

S co ri n g :Total Po i nt s

17 - 20: Ext remely effe ct i ve in this ro l e

14 - 16:De m o n s t rates sufficient skills in this ro l e

9 - 13:Needs to wo rk on improving skills in this ro l e

4 - 8:Focus effo rts on acquiring skills in this ro l e

So u rce :Ac h i eve Gl o b a l ,Ta m p a , Fl a . For more info rm at i o n , visit achieve g l o b a l . co m .


