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Module One: Getting Started 

Coaching is not just for athletes. More and more organizations are 

choosing to include coaching as part of their instruction. Coaching 

salespeople, when done correctly, will not only increase sales, it will 

have a positive impact on the community and culture of a company. The 

benefits of coaching salespeople are numerous and worth exploring.   

 

 

 

 

Workshop Objectives 

Research has consistently demonstrated that when clear goals are associated with 

learning, it occurs more easily and rapidly. With that in mind, let’s review our goals 

for today.  

At the end of this workshop, participants should be able to: 

• Understand the definition of coaching 

• Identify and monitor key information   

• Communicate effectively 

• Use coaching techniques 

• Avoid common mistakes  

  

Coaching is 90% attitude and 10% technique. 

Anonymous 
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Module Two: What Is a Coach? 

Before it is possible to implement any coaching 

activities, the definition of a coach must be made 

clear. Understanding the roles and responsibilities of 

coaching as well as the challenges that coaches face 

will establish the foundation necessary for the moving 

forward in the process of becoming a coach for 

salespeople.  

 

 

 

Be a Coach 

In the business world, a coach is responsible for increasing employee and company 

success. The goal of coaching is to develop employees at all levels, including 

productivity, adaptability, satisfaction, and retention. There are professional 

coaching positions, but any manager can be a coach who develops the best in their 

employees. 

Coaches are not mentors, although they share some of the same roles. Coaches work to help people 

discover information on their own rather than relying on direct teaching methods. In any coaching 

relationship, it is necessary to develop trusting relationships based on confidentiality.   

 

  

Coaches are aware of how to ignite passion 

and motivate people. They have an energy 

that is contagious and know exactly how to 

get their team excited. 

Brian Cagneey 
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Roles  

Being a good coach demands a clear understanding of the roles and responsibilities 

that a coach must provide. These roles include: 

 

 

• Challenge assumptions – Ask team members to consider their beliefs. 

• Offer encouragement – Celebrate achievements and build confidence in times of struggle.  

• Provide education – Help team members find skills, knowledge, and expertise.  

• Act as counselor – Develop interpersonal relationships between team members and those 

outside the team. 

These roles that a coach plays requires balance. It is important to avoid focusing so much on one role 

that you fail to address others.  

 

Responsibilities  

The coach is responsible for guiding and supporting the team. Responsibilities 

extend to specific activities such as: 

 

 

• Maintain the team’s focus on a common goal 

• Assist the team in different processes and provide support 

• Monitor progress  

• Give effective feedback diplomatically 

These are not the only responsibilities that coaches have. Remember not to take on too much. Your 

responsibilities need to support your roles. When you go beyond this, you risk overextending yourself.  
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Face Challenges 

There are common challenges the coaches face when they are working with their 

teams. Many of these challenges become risks when coaches fail to address them. 

We will discuss risks later in the course. 

 

 

 

• There is a lack of trust in relationships – Be honest and sincere in relationship building. 

• Failure of individuals to come to their own conclusions – Allow them to struggle without 

interfering. 

• Dependent team members – Do not allow team members to use you to solve all their problems. 

• Uncommitted team members – Have members develop goals, and cut them if they refuse to 

engage. 

• Lack of respect – Maintain boundaries to prevent members of the sales team from losing 

respect for your position. 

 

Case Study 

Kate was a new coach for her sales team. She attempted to become friends with 

her team in order to develop trusting relationships with them. She soon 

discovered that it became difficult for her to maintain order with her team. 

Some of them became very dismissive of her advice and ignored her ideas. She 

decided to contact her friend and mentor, Helena, to get advice. Helena 

explained that she failed to maintain boundaries. She lost the respect of her 

team for her positions. She was just another friend giving helpful advice.  
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Module Two: Review Questions 

1. What is not a coach’s role? 

a) Mentor 

b) Guide 

c) Develop 

d) None of the above 

2. What is the goal of coaching in development? 

a) Productivity 

b) Adaptability 

c) Satisfaction 

d) All of the above 

3. Who do coaches develop relationships between? 

a) The public 

b) Team members and those outside 

c) Vendors 

d) Customers 

4. What is necessary for the coaching in different roles? 

a) Focus 

b) Single specialty 

c) Balance 

d) All of the above 

5. How should feedback be given? 

a) Quickly 

b) Easily 

c) Diplomatically 

d) Creatively 

6. What occurs when coaches go beyond their responsibilities? 

a) Progress 

b) Development 

c) Overextended 

d) Improve goals 
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7. What should be done if members refuse to engage and commit?   

a) Develop goals 

b) Cut them 

c) Solve problems 

d) Nothing 

8. What is necessary for building trust? 

a) Sincerity 

b) Honesty 

c) Challenge 

d) A & B 

9. What did Kate do to create trust? 

a) Be honest 

b) Provide feedback 

c) Become friends 

d) Nothing 

10. What did Kate fail to do? 

a) Maintain boundaries 

b) Act as a friend 

c) Nothing 

d) A & B 
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Module Three: Coaching   

Coaches need to be prepared to take on the roles and responsibilities of the 

job. Whether you are a coach manager or specialist, you must embrace the 

confidence and build the connections necessary to do the job. A successful 

coach will also need to communicate effectively and be able to focus in on the 

coaching process.  

 

 

 

 

Be Confident 

A coach needs to help instill confidence in others, but this is difficult to do if 

coaches lack confidence themselves. Confidence is an attitude that will bring 

success when combined with drive, focus, and enthusiasm. There are a few ways 

that you can build confidence: 

 

• Think positively and avoid negative thoughts 

• Focus on achievements 

• Commit to small goals 

• Increase goals 

You have probably heard the saying, “Fake it till you make it.” There are some characteristics of 

confident people that you can imitate. Knowing these characteristics will also help you identify it in 

others and also in yourself.  

  

A manager is a title, it does not guarantee 

success. Coaching is an action, not a title and 

actions will result in successes! 

Catherine Pulsifier 
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Characteristics of Confident People: 

  

 

Build Connections 

Building connections with team members and between team members is an 

essential part of a coach’s job. The easiest way to build connections is through 

finding common ground. Common ground can be as basic as sharing the same goals 

or enjoying the same activities. Begin coaching relationships by telling personal 

stories that are not too revealing. As you find common ground, your connection 

with the team will grow.  

Help the team build connections among themselves using similar techniques. As you grow your 

connections, you will develop trust and loyalty within the team. This trust will require effective 

communication techniques to develop.  

 

  

Ready to take 
risks

Follow 
personal 
beliefs

Admit and 
learn from 
mistakes

Do not seek 
out acclaim

Act with 
humility
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Communicate 

Coaches need to be aware of their communication styles. The most effective 

method of communication is active listening. This method of communication has 

some very specific aspects: 

 

• Encouragers:  Encouragers are signals that you are paying attention to the speaker. These are 

phrases and sounds that encourage speakers to continue. They should only be used 

occasionally.  

• Repeat the speaker’s key phrases: This is another way to encourage speakers to continue and 

to make them feel heard.  

• Paraphrase and Summarize: Restate the speaker’s key points.  

• Empathy: Offer empathy, but make sure it is genuine.  

• Pay attention: Stay in the moment and listen carefully. It might be tempting to interrupt 

because you’ve anticipated what else the customer is going to say.  

• Control emotions: Pay attention to the volume, tone of voice, and speed of speech. Higher 

volume, tone, and pace indicate not only emotion and enthusiasm but also anger, frustration, 

and anxiety.  

• Take notes: Write down any questions or thoughts to follow up and ask questions.  

• Open-ended questions: Open-ended questions are the opposite of close-ended questions. They 

are broad and encourage conversation.  

• Be genuine: Be fully present in the interaction and care about the situation and the person 

speaking. 

Remember to pay close attention to your body language and break down any barriers to communication 

that you may have. 
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Focus on the Process 

There are different processes that coaches use. The most popular one, however, is 

the GROW model. 

 

 

  

The option step is also called the obstacle step because this is also the time to consider obstacles and 

ways to overcome them to reach goals as the team considers options. 

 

Case Study 

Laura and Sam were part of a sales team. They had difficulty communicating with 

each other because of a long-standing rivalry. The tension between them was 

creating a stressful dynamic within the team. Henry, the team coach, decided to 

address the issue. He began by practicing active listening with each one of them 

individually. After talking to them, he discovered that Laura believed that Sam had 

no respect for her, and Sam was annoyed that Laura was his closest competition since he had worked on 

the team for twice the time. He then decided to meet with both of them.  

• Establish goals and make sure they fit 
objectives.Goal

• Look at the current reality and what is 
happening now.Reality

• Team members consider what they can do.Options

• The team commits to reaching the goals 
they set.Will
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Module Three: Review Questions 

1. What should confidence be combined with? 

a) Drive 

b) Focus 

c) Enthusiasm 

d) All of the above  

2. Why understand the characteristics of confident people? 

a) Avoid them 

b) No reason 

c) Identify them 

d) A & C 

3. What is the best way to begin a coaching relationship? 

a) None 

b) Tell stories 

c) Outline rules 

d) Explain company policy 

4. What will help build connections? 

a) Rules 

b) Find common ground 

c) Policies 

d) Giving directions 

5. What will encourage speakers to continue? 

a) Encouragers 

b) Empathy 

c) Notes 

d) Open-ended questions 

6. What can a higher pitched voice indicate? 

a) Enthusiasm 

b) Anger 

c) Frustration 

d) All of the above 

  

http://www.atlanticspeakersbureau.com/
http://www.humanskillsdevelopment.ca/


Page 18 | Atlantic Speakers Bureau and Human Skills Development  | 

7. What should goals fit with? 

a) Brand 

b) Objectives 

c) Ideas 

d) Opinions 

8. What is a negative aspect of product branding? 

a) Cost 

b) Growth 

c) Economy of scale 

d) All of the above 

9. What was the effect of the rivalry on the team? 

a) Tension 

b) Decreased success 

c) Improved success 

d) Unknown 

10. What did Henry use to address the problem? 

a) Encouragers 

b) Empathy 

c) Active listening 

d) Nothing 
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Module Four: Process 

Being an effective coach requires an understanding of employees and 

what it means to focus on them. Coaches need to recognize the 

difference between training and coaching and what it means to be an 

effective sales person. A coach must also understand whether or not 

employees are coachable and how to avoid the gap.   

 

 

 

Define Effective Salespeople 

When you are a coach, you should create criteria for effectiveness based on 

your company’s values and needs. There are, however, some characteristics 

that effective salespeople share. 

 

• Set goals 

• Show enthusiasm and passion 

• Listen empathetically 

• Act with persistence  

• Demonstrate value 

• Take personal responsibility 

• Coachable 

These are not the only characteristics of effective sales people. It is important to note that effective 

salespeople do more than focus on making money. They earn sales by using these characteristics to 

their advantage. 

  

To win in the marketplace you must first win in 

the workplace. 

Doug Conant 
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Coaching vs. Training 

Coaches are not trainers. To be effective as a coach, it is necessary to 

understand the difference between the two. Each one serves a different 

purpose. Training is used to teach specific skills and information. Trainers have 

basic roles. 

 

• Drive learning 

• Direct the content for learning 

• Control group process 

Coaches, on the other hand, have work differently to provide guidance. They: 

• Use questions to drive learning 

• Focus on two-way communication 

• Do not use specialized content 

• Work one-on-one 
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How Coachable Is an Employee (A. G.R.O.W.T.H.) 

Before you enter a coaching relationship with sales employees, you need to determine 

if they are coachable. Many professionals use the A.G.R.O.W.T.H. model to assess 

coach-ability.  

 

It is important to remember that you will not be able to coach everyone, Employees who are not 

trustworthy or willing to take personal responsibility will probably not benefit from coaching. 

Assessment and observation will be beneficial in determining how coachable your salespeople are.  

  

Actionability

The ability and willingness to engage in 
activities

Gap

What is between the employees' current 
position and goals

Relationship

Willing to take personal responsibility

Ownership

Ability to own success and failures

Willingness

The personal desire to achieve goals

Trust

The trustworthiness of the employee

Honesty

How open employees will be
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Avoid the Gap 

We have already established what the gap is. Effective coaching can address and 

help employees bridge the gap and avoid it altogether. A successful coach will 

address the gap in the following ways: 

 

• Pay attention to behavior and results 

• Treat employees as individuals 

• Listen to employee reasoning 

• Document activity 

• Provide clear and honest feedback 

• Help employees diagnose their own weaknesses and find solutions 

Gaps need to be identified as quickly as possible so that the employee can focus on moving past the gap 

with the coach’s guidance.  

 

Case Study 

Lorie was always behind the rest of the team in almost every metric. She kept 

promising to improve, but she never created personal goals or paid attention to 

team goals. Lorie always had an excuse for her behavior. Paul, the team coach, was 

unhappy with her performance. The rest of the team was carrying her, and she was 

dragging everyone down. He decided to discuss Lorie’s willingness to participate 

fully as part of the team. If she continued to refuse responsibility, he would consider 

removing her from the team. 
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Module Four: Review Questions 

1. What is not the main focus of effective salespeople? 

a) Money 

b) Goals 

c) Customers 

d) All of the above 

2. What is a characteristic of an effective salesperson? 

a) Set goals 

b) Demonstrate value 

c) Coachable 

d) All of the above 

3. What must coaches avoid acting as? 

a) Counselor 

b) Guides 

c) Trainers 

d) All of the above 

4. How do coaches drive learning? 

a) Direct learning 

b) Questions 

c) They do not 

d) A & B 

5. In the A.G.R.O.W.T.H model, what is the willingness to take personal responsibility? 

a) Honesty 

b) Willingness 

c) Ownership 

d) Relationship 

6. What is an open employee exhibiting?  

a) Honesty 

b) Willingness 

c) Ownership 

d) Relationship 
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7. What should coaches try to help employees avoid? 

a) Nothing 

b) Documentation 

c) Gap 

d) Weaknesses 

8. Why show weaknesses? 

a) Loyalty 

b) Find Solution 

c) Punishment 

d) Trust 

9. What is the plan if Lorie does not change? 

a) Unknown 

b) Remove her from the team 

c) Reduce her metrics 

d) Reconsider goals 

10. What metric was Lorie behind in? 

a) Sales 

b) Customer satisfaction 

c) Lead generation 

d) All of them 
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Module Five: Inspiring 

Coaches have to be inspiring if they want to encourage 

excellence in their salespeople. Inspiration is more than 

compelling speeches. True inspiration requires long-term 

commitment. Coaches must be careful to individualize and 

personalize their approach. Additionally, you must reward 

success and offer opportunities when people fail to meet 

expectations. 

 

 

Individualize  

Coaching does not use a one size fits all approach. It is important to individualize 

coaching methods so that they fit the individuals and benefit the entire team. 

Individual attention should go beyond the basic reviews. It is a good idea to begin 

with a behavior assessment. These assessments allow people to be self-aware and 

monitor their own behaviors. 

Behavior assessments can be combined with the skills assessments to determine the best roles for each 

employee and help them overcome gaps and achieve goals. By understanding the strengths and 

weaknesses of each employee, you will be able to develop a strong team and create individualized plans 

for each one.  

Additionally, you should be aware of the best way to communicate with each employee effectively and 

adjust your communication style as necessary.   

  

You must do the things you think you cannot 

do. 

Eleanor Roosevelt  
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Personalize Rewards 

If you get to know your salespeople, it will not be difficult for you to personalize 

rewards. The easiest reward to give your team is verbal praise said in the 

communication style that suits each. The point is that you notice when people are 

contributing. 

Rewards for successes can vary based on what team members like. If the team 

frequents a coffee shop or restaurant, consider getting gift cards. Treat people to 

meals, or keep movie cards on hand. People will be motivated if they know the rewards are what they 

want. 

Be open with how rewards are earned, but be careful not to show favoritism. Only give rewards for 

success and make sure that you mix up your rewards. Do not give the same reward over and over.  

 

Acknowledge Success 

The success of every team member should be acknowledged and celebrated. It is 

easy to celebrate the large successes like big sales or community awards. Do not 

forget, however, to acknowledge the small successes. Praise small movements to 

goals, such as a small increase in sales. Let other team members know about 

improvements so that the community can celebrate. If you acknowledge small 

successes, you will build confidence and continue to improve success. 

 

Provide Opportunities Over Punishment 

Punishment for failure will stifle creativity and decrease confidence. If you have low 

performers, give them opportunities to find success. Provide them with tasks that 

you know they can accomplish so that you can begin to acknowledge success and 

build confidence. This does not mean that you allow people to stagnate. Growth is 

imperative, but sometimes people need to take smaller steps. 

Encourage ideas and initiative and praise employees even if they fail. Successful 

teams need members to have drive or initiative. Remember that you are supposed to offer guidance, 

not micromanage.  
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Case Study  

Heather noticed that CJ was slipping behind in his performance. She told him that 

he needed to discover the cause of his failure quickly because he was negatively 

affecting the team. She warned him that he risked being written up if his numbers 

fell any further. Over the next few weeks, she observed that CJ was working 

frantically. He came in early and stayed late. Heather was pleased that he was 

taking their discussion seriously. When she looked at the numbers, however, she 

saw that his results were almost the same. She wondered why his extra effort was 

not paying off in the way that she expected. 
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Module Five: Review Questions 

1. What will help determine employee roles? 

a) Behavior assessments 

b) Skills assessments 

c) A & B 

d) Goals 

2. How should plans be created? 

a) For the team 

b) Individualized 

c) A & B 

d) None of the above 

3. Why individualize rewards? 

a) Budget 

b) You do not 

c) Creativity 

d) Motivation 

4. What must be avoided in rewards? 

a) Cost 

b) Favoritism 

c) Individualization 

d) All of the above 

5. What is the purpose of celebrating small success? 

a) Build confidence 

b) Create trends 

c) Save money 

d) Support goals 

6. Who should know about small successes? 

a) Entire community 

b) Coach 

c) Individual responsible 

d) It does not matter 
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7. What should you give low performers? 

a) Punishment 

b) Harder tasks 

c) Positioning 

d) Easier tasks 

8. Why provide opportunities? 

a) Teach tasks 

b) Develop relevance 

c) Create confidence 

d) Stop problems 

9. What would occur if CJ did not improve? 

a) Punishment 

b) Training 

c) Nothing 

d) New role 

10. What happened after the conversation? 

a) Increase in sales 

b) No change 

c) Decrease in sales 

d) Unknown 
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Module Six: Authentic Leadership 

Coaching leadership needs to be authentic to be effective. 

Authenticity includes vulnerability, encouraging individuality, listening, 

and appreciating effort. While some of this advice may seem 

counterintuitive, it will provide great benefits for you and your team. 

 

 

 

 

Vulnerability 

Many people associate leadership with professional distance, but too much 

distance can result in a lack of connection and trust. In fact, The Harvard Business 

Review reports that 70% of employees are not engaged in their work. Experts 

know that vulnerability will: 

• Humanize leaders 

• Improve skill sharing 

• Develop connections 

• Increase loyalty 

You do not have to share your deepest, darkest secrets to be vulnerable. Ask employees about sick 

family members, or ask for help with a task you lack the skills to complete. Share that your family is 

visiting. When leaders stop being enigmas, they become trustworthy to their team. 

 

  

Management is doing things right; leadership is 

doing the right thing. 

Peter Drucker 
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Be Yourself and Encourage Individuality 

If you have mastered vulnerability, you will have an easier time being yourself. People respond well to 

authenticity, which is what it means to be yourself. You can develop authenticity by: 

 

 

 

If you take the time to be yourself, you should be able to encourage individuality in the team. Effective 

teams collaborate. This collaboration requires everyone making individual accomplishments. In 

environments that stifle individuality, people are less likely to share their ideas. By encouraging 

individuality, you will actually increase collaboration and improve the success of the team.  

 

Listening  

We have already addressed listening by introducing active listening. We are going to 

expand on listening because it is the most important aspect of building trust. To 

maintain authenticity, you need to be careful in the way that you apply your listening 

skills. Pay attention to what the team members have to say, but do so without 

judgment. To do this, you must enter coaching conversations without any personal 

agenda beyond developing the team. 

If you encourage individuality and authenticity, you will probably hear things that you do not agree with. 

When you listen with an open mind, however, you will be able to respond with effective feedback and 

questions.  

Being self-aware – Realize when you are and 
are not being authentic.

Being vulnerable – You don’t have to be 
perfect.

Being in the moment – Focus on the present 
and the people around you.
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Appreciate Effort 

We addressed rewards earlier, but appreciation is not something that most 

employees get enough of at work. You do not have to reward employees to 

appreciate them. In fact, there are multiple ways to show the team that you 

appreciate all that they do. Thank you is the basic method of appreciation. Rather 

than simply saying “thank you,” you could send a thank you card. Allowing teams to 

share plans and successes with superiors will also show appreciation. Newsletters 

are also wonderful for showcasing success, and they make the company look great at the same time. 

The ways that you can appreciate sales people are only limited by your knowledge of them along with 

your imagination. 

 

Case Study 

Shannon was frustrated by the goals that her team had. They kept increasing the 

goals, and it was becoming difficult to keep up. She was afraid to speak up in 

meetings because of her manager, Nick, always presented ideas for goals in a way 

that made her feel like she could not oppose him. No one ever disagreed with him. 

Finally, she decided that she would have to find another job if things did not change.  

Shannon asked to speak with Nick. He was not very happy when she first shared her frustrations, but he 

listened. He was surprised she felt that she had to accept his suggestions without comment and 

considered finding out if other employees felt the same way. 
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Module Six: Review Questions 

1. What percentage of people are not engaged in their work? 

a) 70% 

b) 50% 

c) 30% 

d) 25% 

2. What occurs when people share? 

a) Seen as weak 

b) Nothing 

c) Sharing 

d) Trustworthy 

3. What does self-awareness help develop? 

a) Authenticity 

b) Brand 

c) Trust 

d) None of the above 

4. Environments that encourage _________ will improve collaboration. 

a)  Individuality 

b) Conformity 

c) Thought 

d) Teams 

5. What must you avoid in listening? 

a) Interest 

b) Notes 

c) Judgement 

d) Repetition 

6. What should be a coach’s agenda? 

a) Personal 

b) Develop the team 

c) Increase sales 

d) All of the above 
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7. What limits the methods of appreciation? 

a) Imagination 

b) Nothing 

c) Knowledge of employees 

d) A & C 

8. What is the basic method of appreciation? 

a) Raise 

b) Nothing 

c) Rewards 

d) Thank you 

9. Who openly opposed proposed goals? 

a) Shannon 

b) Nick 

c) No one 

d) Unknown 

10. How did Nick feel about Shannon’s frustration? 

a) Unhappy 

b) Disinterested 

c) Angry 

d) Unknown 
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Module Seven: Best Practices  

As a coach, it is important that you guide your team to best 

practices. These are practices that will improve how individual 

team members work and improve the success of the team as a 

whole. Best practices to be aware of include applying SMART 

goals, being realistic, brainstorming options, and using 

takeaways. 

 

 

SMART Goals 

We have discussed how important goals are in the coaching process. The goals 

used, whether individual or team, should be SMART. SMART goals are: 

• Specific – Be specific about the what objective you want to achieve 

• Measurable – What will let you know when a goal is achieved? 

• Achievable – How can you reach the goal? 

• Reasonable – Is it possible to reach the goal? 

• Timely – When should the goal be reached? 

  

Knowledge is of no value unless you put it 

into practice. 

Anton Chekov 
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Be Realistic  

Although we addressed being realistic above, it cannot be underestimated. When 

creating goals, it is necessary to be realistic in the following ways: 

• Expectations of outcomes 

• Timeframe 

• Effort involved 

• Funding 

• Skill level 

Team members need understand how to be realistic. Additionally, it is a good idea to set some small 

goals at the beginning that will be easier to reach, which will build confidence and encourage people to 

participate. Unrealistic goals will only discourage people. 

 

Brainstorm Options 

Brainstorming can be effective or a complete waste of time. When you practice 

brainstorming, there are some tips that will improve your chances of success. 

• Choose a diverse group of people who work well together. 

• Introduce new team member beforehand. 

• Only allow one person to speak at a time. 

• Take notes while other people are talking. 

• Set a goal for the number of ideas. 

• Do not judge poor ideas. 

Coaches need to motivate and monitor brainstorming sessions to ensure that everyone stays on task. 
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Take Away  

Most coaching sessions will include takeaways, which are key points that the 

team members need to remember. Prepare ahead of time and consider how the 

takeaways are related to the goals of the team. The best way to provide 

takeaways is visual. Do not just rely on verbal communication. 

 

•  Print up takeaways 

• Consider using slides to share main points. 

• Include sub-points when necessary 

• Use images if useful 

Additionally, make sure to give the takeaways at the end of the coaching sessions, and answer any 

questions that team members may have before they leave. 
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Case Study 

John attempted to implement brainstorming in his team meetings. Every attempt, 

however, resulted in chaos. People would talk over each other, and tension grew 

when team members dismissed ideas. He was ready to give up on the exercise, so he 

decided to contact his mentor Jane. After he had described the struggles associated 

with brainstorming, she explained that John needs to guide the exercise. His failure to 

implement best practices was the problem, not the team members themselves.  
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Module Seven: Review Questions 

1. What will let people know when their goals are achieved? 

a) Achievable 

b) Specific 

c) Reasonable 

d) Measurable 

2. What will determine when goals should be reached? 

a) Measurable 

b) Timely 

c) Achievable 

d) Reasonable 

3. Why set easier goals? 

a) It is not 

b) Less oversight 

c) Short turnaround time 

d) Build confidence 

4. What will discourage people? 

a) Realistic goals 

b) No goals 

c) Unrealistic goals 

d) None of the above 

5. What is the role of the coach in brainstorming? 

a) Monitor 

b) Motivate 

c) A & B 

d) None 

6. How many people should speak at one time during brainstorming? 

a) It does not matter 

b) Three 

c) Two 

d) One 
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7. What are the key points of a team meeting? 

a) Goals 

b) Takeaways 

c) Best practices 

d) None of the above 

8. What is the best way to provide takeaways? 

a) Any 

b) Physical 

c) Verbal 

d) Visual 

9. What created tension? 

a) Dismissing ideas 

b) Nothing 

c) Talking over people 

d) Chaos 

10. What was the problem? 

a) Exercise 

b) Team members 

c) Unknown 

d) No best practices 
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Module Eight: Competition 

Healthy competition can be highly motivating to team 

members. Competition, however, needs to be handled 

carefully. The scales can easily tip towards unhealthy 

and cutthroat relationships. Coaches can improve 

relationships between team members by manipulating 

social pressure while implementing gamification and a 

reward system that stimulates performance. 

 

 

Social Pressure 

Social pressure is one of the most effective methods of motivating salespeople. High 

performers stimulate other people to succeed. One of the best ways to develop social 

pressure is through choosing highly motivated team members. Additionally, building 

a strong, cohesive team will help establish positive peer pressure.  

The more connected that the team is, the better they will be at influencing each 

other. As a coach, it is your job to make sure that the team members share the 

responsibility for reaching their goals so that they hold each other accountable for 

their success.  

  

With competition everyone has to try harder. 

Harold H. Greene 
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Gamification 

Gamification is growing in popularity. It is the concept of motivation based on the gaming. 

It is effective in developing motivation and competition. There are three different 

elements of gamification: 

 

 

Components are the basics of game design: 

• Constraints – Tradeoffs in the components of the process 

• Emotions – How emotions will drive the process 

• Narrative – How the story motivates action (In this case, team goals) 

• Progression – The development or level up 

• Relationships – Social interactions 

  

Dynamics

Mechanics

Components
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Mechanics are the processes that motivate behavior: 

• Challenges – Opportunities that require a response 

• Chance – Events that stimulate engagement  

• Competition – The chance to win 

• Cooperation – How team members work together towards their goals 

• Feedback – Updates on how people are performing 

• Rewards – The benefits of reaching goals 

Dynamics are the tools that help implement gamification. In sales teams, there are basic components: 

• Achievements or objectives 

• Badges or visual images of accomplishments 

• Levels 

• Points 

• Leaderboard to show progress 

 

 

Rewards 

We have already discussed individual rewards and recognition. You can 

implement some of these ideas while establishing competition. When using 

gamification and other competitive schemes, consider small rewards for leveling 

up in the process. These can be financial based or not. For example: 

• Company merchandise 

• Extra time off 

• Paid lunch 

• Certificates of achievement 

Some coaches keep bags of small rewards that individuals can pick from when they are complete 

achievements. These range for coupons, to movie gift cards, to small amounts of cash. The rewards that 

you use should conform to the team. 
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Don’t Go Overboard 

Be careful when implementing competition. If you overuse it or make competition too 

important, you will develop dangerous rivalries between the team members. When 

rivals work simply towards the goal of individual success, they will damage the 

dynamics of the team. Unhealthy competition includes the risk of: 

• Distrust 

• Gossip 

• Sabotage 

One of the easiest ways to create unhealthy competition is to compare the team members to each 

other. Reminding people of the high performers' success will create resentment and harm the 

collaboration between team members. 

 

Case Study 

Harry liked games and was constantly implementing one with his sales team. He 

thought a little healthy competition never hurt anything. Alice was the top performer. 

She consistently won contests and almost every prize available. Resentment soon 

built around Alice. Many people disengaged. Alice finally asked Harry to stop playing 

games because of the tension with her team members. Harry was confused by her 

request because she had been performing so well.  

 

 

  

http://www.atlanticspeakersbureau.com/
http://www.humanskillsdevelopment.ca/


Page 45 | Atlantic Speakers Bureau and Human Skills Development  | 

Module Eight: Review Questions 

1. What motivates success in others? 

a) Low performers 

b) High performers 

c) Motivation 

d) Creativity 

2. What will improve social pressure? 

a) Influence 

b) Goals 

c) Nothing 

d) Team connection 

3. What is Not a dynamic? 

a) Levels 

b) Points 

c) Cooperation 

d) Badges 

4. What is Not a mechanic? 

a) Rewards 

b) Challenges 

c) Competition 

d) Narrative 

5. What would small rewards be used for? 

a) Nothing 

b) Level up 

c) Appreciation 

d) Sales 

6. What should rewards conform to? 

a) Activities 

b) Levels 

c) Team 

d) Games 

  

http://www.atlanticspeakersbureau.com/
http://www.humanskillsdevelopment.ca/


Page 46 | Atlantic Speakers Bureau and Human Skills Development  | 

7. What happens when team members are compared to each other? 

a) Sales 

b) Competition 

c) Social pressure 

d) Resentment 

8. What does over using competition do? 

a) Create more games 

b) Cost more 

c) Develop rivalries 

d) None of the above 

9. Who was the top performer? 

a) Harry 

b) Unknown 

c) Alice 

d) None of the above 

10. What did Alice ask Harry? 

a) Nothing 

b) Stop games 

c) Maintain games 

d) Increase games 
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Module Nine: Data 

With sales teams, it is necessary to provide clear data that team 

members can use to guide their actions. You must give them clear 

metrics that can be easily measured and analyzed. You and your team 

need to be able to visualize the current trends and make adjustments 

as needed. 

 

 

 

 

Provide Clear Metrics 

Every company has sales metrics to keep track of success. In teams, you must break 

the performance metrics down to individual team members. There are CMRs 

available that will help keep track of individual metrics. The metrics that you use will 

depend on the type of business and team responsibilities.  

First, choose your top five to ten key metrics. They should focus on the sales funnel 

or specific aspects that you manage. Examples include leads created, leads worked, demonstrations, or 

closure. Choose the tracking tools that you will use.  A framework detailing individual metrics should be 

available each day. 

  

It is a capital mistake to theorize before one has 

data. 

Arthur Conan Doyle 
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Example: 

 

 

Measurable Results 

In coaching, it is necessary to establish measurable results so that you know how 

effective the team is. These results can include: 

• Retention of team members 

• Sales numbers 

• Employee satisfaction 

• Repeat business 

• Return on Investment 

These results can be discovered using surveys, evaluations, questionnaires, and reports. This 

information will show you weakness in your coaching program as well as the weak areas that individuals 

have. 
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Analyze Data 

There is no point in collecting data if you do not analyze it daily. This analysis 

includes the key metric and performance indicators. Compare the performance of 

individuals over time to identify high and low performers and determine who 

needs more motivation.  

 

Example: 

Team Members Calls this Week Meetings this Week Demonstrations this 

Week 

Employee A 50 12 7 

Employee B 35 5 4 

Employee C 27 2 3 

 

Obviously, the data that you analyze will be individualized. You will need to compare daily, weekly, 

monthly, and yearly performance. 

 

Visualize Trends 

Every salesperson must be aware of current sales trends. Sales trends analysis should 

be visible and accessible to all team members. There are different programs and 

platforms that will help you keep the information up-to-date. The easiest way to 

share data and trends is through Microsoft Excel. Dashboard tools are very effective 

at giving images of the data by converting them into charts and graphs like the one 

shown above. Visual images from are easier for people to process quickly. 

This information and images need to be broken down specifically for the team. The images can be 

placed in a central location, or they could be accessible to computers and electronic devices. When team 

members have a visual representation of trends, they are responsible for taking initiative.    
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Case Study 

Catherine was struggling with her team. She told them their metrics at every 

meeting, but they never seemed to motivate them. She saw very little change in 

their behavior even after she began emailing their number to them. Catherine 

contacted her friend and peer, Benedict. He told her that most people do not have 

the time to look at their metrics carefully. Her best bet for success was giving them 

visual representations of the trends and keeping them up-to-date.  
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Module Nine: Review Questions 

1. How are team metrics broken down? 

a) Team 

b) Sales 

c) Businesses 

d) Individuals 

2. How often should metrics be made available? 

a) Yearly 

b) Monthly 

c) Daily 

d) It does not matter 

3. What will determine how effective a team is? 

a) Results 

b) Measurable results 

c) Data 

d) Target market 

4. How will you determine results? 

a) Surveys 

b) Evaluations 

c) Reports 

d) All of the above 

5. What will benefit analysis? 

a) Performance indicators 

b) Data 

c) Team 

d) Trend 

6. What will performance identify? 

a) High performers 

b) Company sales 

c) Low performers 

d) A & C 
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7. Makes information easier to understand? 

a) Numbers 

b) Audits 

c) Metrics 

d) Visual images 

8. Who should have access to metrics? 

a) Coach 

b) Team members 

c) Leaders 

d) All of the above 

9. How often did Catherine originally provide metrics? 

a) Daily 

b) Weekly 

c) Each meeting 

d) Unknown 

10. What did Benedict recommend? 

a) Nothing 

b) Visuals 

c) Punishment 

d) Unknown 
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Module Ten: Maintenance Strategies 

Many companies are taking advantage of building coaching programs. These 

programs provide benefits throughout the organization. They have a profound 

impact on the culture of the company as well the finances. Understanding the 

benefits of internal coaching and how to expand these benefits by training 

more coaches is where you must begin. 

 

 

 

 

Benefits of Internal Program 

There are professional coaches from the outside who can be called in to develop sales teams. This is not 

always an affordable option, however, which is why some organizations are choosing to create internal 

coaching programs. There are:  

  

• It is indirect

• It is typically cheaperCost

•The coaches have a better 
understanding of company culture.Culture

•The coaches already have or can 
build strong relaionships.Relationship

•The coaches have knowledge of how 
the organization operates.Organization 

Maintenance is terribly important. 

Manolo Blahnik 
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Choose a Method   

There are many different coaching methods available, and the coaching team will 

need to determine which method will be used.  

These are just a sample of different models. Your organization and needs will 

determine which coaching method you should use.  

 

• Appreciative Coaching – Focuses on the accomplishments of the team to discover what is 

working 

• Talent Development – Focuses on the skills and talent of the individual team members using the 

GROW model 

• Solution-Focused Coaching – Focuses on helping individuals find solutions to problems that they 

are experiencing. 

• PRACTICE Model – Has seven steps to identify problems and find solutions 

• Positive Model – Uses the long-term goals as motivators. 

 

Create a Culture 

Coaching needs to become part of the company culture. Forcing it on people will not 

provide the same benefits as one that is accepted. There are several different steps to 

making sure that the company has an effective coaching culture.  

You cannot simply add a coaching program and fail to support it. If leadership does 

not support the culture and model it, failure is likely. 

• Leadership buy in at every level 

• Employee buy in 

• Coaching established in the budget 

• Managers are trained as coaches 

• Adequate time is given for coaches to perform their jobs 
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Train Coaches 

Internal coaching programs require training new coaches. You might want to 

consider hiring one experienced coach before you begin who could help you 

implement your coaching program. The first step to training coaches is 

determining who will be responsible for coaching employees. Once you know 

who will be trained, the best option is to find a certified training program.  

Certified coaches have more credibility in the minds of people than those without certification. Certified 

coaches, can then train other people, such as managers, coaching techniques that will help them with 

their employees. There are numerous training certifications available that can be completed online or in 

person. Remember that while it is a good idea to train leaders in coaching techniques, coaching is more 

effective when it is its own position.  

 

Case Study 

Shane’s supervisor, Matt, tasked him with creating a coaching program. Shane 

became a certified coach and returned ready to work. Matt told him that they would 

schedule a time for Shane to meet with upper management and devise a plan. Until 

then, Shane was supposed to lead some workshops together. After three months, 

Shane still had not met with upper management. He did notice that Matt was 

bragging about having a coaching program. Shane was frustrated by the lack of 

support his role received. 
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Module Ten: Review Questions 

1. What is true of internal programs and culture? 

a) Do not understand culture 

b) Alter cultures 

c) Understand culture 

d) None of the above 

2. What is beneficial for the organization? 

a) Builds cost 

b) Develops equity 

c) Alters culture 

d) Knowledge of operation 

3. Which model focuses on accomplishments? 

a) Talent development 

b) Appreciative coaching 

c) GROW 

d) Positive 

4. What focuses on talent and skill? 

a) Talent development 

b) Appreciative coaching 

c) GROW 

d) Positive 

5. What is the first step to training coaches? 

a) Finding options 

b) Finding a program 

c) Determining who will be responsible 

d) None of the above 

6. What does certification provide? 

a) Requirements 

b) Skill 

c) Nothing 

d) Credibility 

  

http://www.atlanticspeakersbureau.com/
http://www.humanskillsdevelopment.ca/


Page 57 | Atlantic Speakers Bureau and Human Skills Development  | 

7. What does coaching need to become? 

a) Benefits 

b) Techniques 

c) Culture 

d) Never 

8. What is leadership’s role? 

a) Support 

b) Preparation 

c) Benefits 

d) Culture 

9. What did Shane become? 

a) Supervisor 

b) Trainer 

c) Certified coach 

d) Teammate 

10. How many months passed when Shane did not meet with the upper management? 

a) 2 

b) None 

c) 6 

d) 3 
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 Module Eleven: Avoid Common Mistakes 

Coaching is a delicate balance. You have a better chance of success 

if you are aware of common mistakes and take active steps to avoid 

them. Be aware of your leadership communication, and data 

analysis to remain effective. 

 

 

 

 

Poor Leadership 

One of the worst mistakes you can make in coaching salespeople is to fall victim to 

poor leadership. Poor leadership takes many forms such as: 

Poor leadership will limit team members. They will not take the initiative or learn 

how to solve their own problems. Additionally, poor leadership damages the 

company culture. 

• Lack of vision 

• Not an example 

• Micromanage  

• Inflexible 

• Poor focus 

• Complacent 

 

  

To win in the marketplace, you must first win in 

the workplace. 

Doug Conant 
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Ineffective Communication 

We have stressed the importance of communication throughout the manual. This 

is because ineffective communication can have dangerous implications for teams. If 

communication is inconsistent, incorrect, or misinterpreted, confusion will easily 

develop.  

Besides verbal communication, tone and body language can create animosity in the 

team. It is imperative that coaches pay close attention to their communication at every level. Including: 

 

 

 

Incomplete Data 

Coaches who work off incomplete data will simply waste their time. We have 

already discussed the importance collecting and analyzing data that is relevant to 

sale teams. For data to be complete it should include: 

 

• Defined Sales Activities – Do not just focus on completed transactions; Choose key behaviors 

• Real Time Tracking – Use programs and trackers that provide the latest information 

Guessing on data will keep coaches from providing accurate advice. You might not realize which team 

members are weak in following up with contacts.  

Listening

Verbal communication

Non verbal communication
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Don’t Be Afraid to Let Go 

We have already explained the role of the coach. The position requires allowing 

team members to make their own decisions. A common mistake is failing to let go 

and allow people to come to their own realizations. Coaches guide people; they do 

not make decisions for them. It can be tempting to give specific advice or 

instructions, but this will hinder personal growth and development. A coach who 

clings too tightly will soon become nothing more than another manager giving 

assignments that their team is expected to follow blindly.  

 

Case Study 

Thomas was working in a very dysfunctional team. His coach, Sylvia, was unfocused 

and unable to communicate clearly. The team members became frustrated and 

uncooperative. Everyone did their own work without consulting each other because 

no one was sure what their goals were. Sylvia was frustrated with the lack of 

cohesion, but her attitude only made the team more miserable. Thomas did not see 

the point of having a coach who did not coach and decided to find a position with another team.  
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Module Eleven: Review Questions 

1. How does poor leadership affect team member? 

a) It does not 

b) Changes them 

c) Limit them 

d) Strengthens them 

2. What damages company culture? 

a) Data 

b) Vision 

c) Letting go 

d) Poor leadership 

3. What communication will create confusion? 

a) Inconsistency 

b) Incorrect 

c) Misinterpreted 

d) All of the above 

4. What can unmanaged tone create? 

a) Animosity 

b) Inconsistency 

c) Communication 

d) Community 

5. What will guessing data cause? 

a) Long tracking 

b) Inaccurate advice 

c) Creativity 

d) None of the above 

6. What sales activities should be tracked? 

a) Only completed transactions 

b) Repeated transactions 

c) Key behaviors 

d) Sales 
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7. If you fail to let go, what is a possible outcome? 

a) Hinder growth 

b) Create stability 

c) Improve sales 

d) A & C 

8. What is a coach who does not let go? 

a) Coach 

b) Peer 

c) Friend 

d) Manager 

9. How was Sylvia a poor coach? 

a) Unknown 

b) Volatile 

c) Unfocused 

d) She was not 

10. What was true of the goals? 

a) Clear 

b) Uncertain 

c) Growing 

d) A & C 
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Module Twelve: Wrapping Up 

Although this workshop is coming to a close, we hope that your 

journey to learning about coaching salespeople is just beginning. 

Please take a moment to review and update your action plan. This 

will be a key tool to guide your progress in the days, weeks, months, 

and years to come. We wish you the best of luck on the rest of your 

travels!  

 

 

 

Words from the Wise 

• Vince Lombardi: Leaders are made, they are not born. They are made by hard effort, which is 

the price which all of us must pay to achieve any goal that is worthwhile. 

• Herm Edwards: Stay focused. Your start does not determine how you’re going to finish. 

• Mike Ditka: Success isn’t measured by money or power or social rank. Success is measured by 

your discipline and inner peace. 

 

Have the end in mind and every day make 

sure your working towards it. 

Ryan Allis 

 

http://www.atlanticspeakersbureau.com/
http://www.humanskillsdevelopment.ca/

