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The Role Of Motivation In Sales Management

By

Michael Giudicissi

If you’re a sales manager, you’re tasked with many responsibilities. You have quotas to set, salespeople to train, hire and mentor, reports to generate and a multitude of other tasks on a daily basis. Sales management is not easy, in fact it might be one of the hardest jobs in all of the business world. 

Why?

It could be judged as the hardest because the sales manager, like a coach of a professional sports team, is tasked with “calling all the plays” and managing the direction of the team. Despite this responsibility, the sales manager will rarely get to “play in the game”, instead having their sales reps do the work of actual field selling. This dynamic leaves the sales manager exposed, as the person who must answer for results, without the ability (in many cases) to materially affect those results.

Make sense?

So, with that said, you would likely invest your energy into hiring the best people possible, making sure they had all of the tools they needed to succeed, and evaluating how effectively they are executing the sales plan. That’s it…..right? 

Not so fast. 

One of the other primary responsibilities in sales management is the motivation of the sales team. Now I know, you’re probably saying “Michael, the reps need to motivate themselves……how much can we be expected to do?”  My answer to that is…”I expect you to do enough to reach your goal…..no matter how much that ‘enough’ is.” Since I do a fair amount of motivational speaking, training and coaching, I find one area where otherwise talented people fall down and under-perform is in the area of self motivation and self discipline. A sales rep with all of the skills to get the job done will still fail more often than not if not properly motivated (either by themselves or someone else). Now I’m a big believer in self motivation………..that’s the reason I call myself a motivational trainer, rather than a speaker. If you’re holding an annual meeting and want someone for “feel good” entertainment, sure, hire a motivational speaker. If, however, you want to effect long lasting change in the culture of your organization, you would be much better served to teach people the skills of self-motivation. 

Motivating oneself is a skill, a skill that requires some tools to do well, and a skill that comes with practice and habit. If you’re a sales manager with a team of 10 reps (or 3, or 67) you might not have the time to continue to re-teach the tools required for self motivation to your reps. In that case, as your team is slowly learning it’s way to the land of the self motivated, you are going to need to be a motivational catalyst on an ongoing basis. You are going to need to be the one who sets the pace for the team and encourages them to follow. You can minimize this responsibility if you like, believing that it takes only good people and a good plan to succeed, but your results will probably bear out that investing your time in motivating your team (and teaching them to do it for themselves) will improve even the best sales team’s achievement.

Ok….so if you’re still with me….consider this.

Extrinsic Motivation – Motivation that comes from sources outside of the person being motivated (read….comes from you!). Your job as the extrinsic motivator for your sales team is to continually provide the “image of success” that your team is working toward. There are a variety of ways you might do this:

1. Tie specific achievement of the sales plan to tangible rewards (such as money, trips, other prizes, status) or individualize the reward to what each member of the team holds important. An example might be spending time with a rep discussing the time they will take off for their trip to Hawaii when they achieve their annual bonus, then spending more time with another rep discussing the merits of the convertible versus the coupe of their favorite sports car (again, once the sales goal is achieved)

2. Create an image of a winning team – paint a picture (with words, pictures, videos,etc..) of the winning sales team. Let the picture show how that team is valued by the company, the status they achieve in the industry, how they can leverage their current success to future opportunities, etc. This is a powerful technique because it generates a “team” vision, not simply an individual one. You won’t likely have all of your team buy into this vision, but if the top half of your staff does, you are on your way to improved results. The other value of this approach is that people who don’t “buy into” the new team vision won’t be able to get traction in the new environment, and are likely to leave of their own accord, thereby giving you the opportunity to fill that spot with someone of similar vision.

3. Some great teams have formed spontaneously in the face of great stress or great challenge – You may decide to have an event or a particular goal become an extrinsic motivator. For instance, you might decide to challenge your team to reach a particularly high sales goal for a given period of time (one month, for example) to “rally the troops” toward that vision of high achievement. If the company needs a particular number hit for financial reasons, you might share this information with the team to create the “rescue” mentality, allowing your sales team to “come to the aid” of the company in its time of need. These type of extrinsic motivators, while useful and generally successful (if presented properly) can only be used intermittently. Imagine a team that is continually under stress and pressure to hit some barely attainable goal. Under such circumstances, even the best teams (and the best leaders) will eventually decide to seek a situation where one crisis solved does not another crisis create. 

Intrinsic Motivation – This is motivation that comes from within and can be further subdivided into physical, mental and spiritual motivators. These are the motivation skills that you’ll want to teach your reps to perfect and use. Someone with intrinsic motivation needs no outside intervention to prompt action toward a specific goal or challenge, as they have internalized the reason for achieving it. Intrinsic motivation is not a difficult skill to master but takes practice, with that practice leading to habit. Once that habit is learned it can generally be applied to other areas of the individual’s life or career.

Trans-trinsic Motivation (a new term…coined by me specifically for this article) – I define trans-trinsic motivation as the personal use of extrinsic motivators to effect intrinsic motivation in a person. An example of this is one that I use in my “Power of Goals” methodology.  A person might decide that they would like to become more fit and run a marathon. By using Trans-trinsic motivation, that person could use pictures of actual marathoners to help visualize (an intrinsic motivational technique) the change they desire to be. They could also go buy an outfit to race in (one that might not even fit at this point) thereby committing that in order to run the race AND fit the race clothes they will have to stick to their training and nutrition plan. Trans-trinsic motivators are not those that YOU as the sales manager supply, but they are those that the individual supplies to continue to visualize and stay committed to their goal.

So, the question of “what is motivation” has been answered, now we can go forth and discuss what a motivational leader does (or doesn’t) do. 

Leadership Language

I believe that truly motivational leaders don’t use certain words when addressing their team. Some of those “weak” words and phrases are:

I think

I hope

We can

We might

Try 

Just

They

Them

He 

She

It

Do your best

Should , etc…………………

The reason these words are weak for the motivational leader is simple, they don’t convey confidence in the mission. They don’t convey the impression that the leader BELIEVES it will be done…..only that they have a vague impression of potential success. Do you believe that your charges don’t listen to the words you use and the tone of voice in which you present them? If so, you’re kidding yourself. As the motivational leader of your team, you are always on stage. You are constantly being evaluated by your words and actions…..and your team is taking actions based on them. If you cannot say something with confidence, don’t say it. If you don’t believe in a particular initiative from the company to your team, go to bat with your supervisor to change it. That said, if you truly cannot stand in front of the sales team and present a confident message, yet the message must be delivered, it’s best to deliver it without pulling any punches and be honest and brief in your remarks. Among all else, people value a leader they are committed to, and honesty goes a long way toward building that commitment. 

Here are some words and phrases that motivational leaders ALWAYS use and not surprisingly, they find their teams using as well.

I/We will

I’m confident

I have no doubts

No matter what it takes, we must get it done

Rest assured

We 

Us

Team

Commitment

Team

Must

Team

Succeed

Team

Get it?

These words convey that fact that something WILL be done, that something WILL be achieved. No one cares how much effort you put into a task or goal….they only care that it was accomplished. Don’t talk to your team about effort level (try, do your best, give it a shot) talk to them about achievement REGARDLESS of effort level. When you practice and refine your leadership language, you will be presenting a rock solid foundation for your team to launch it’s success from…..there is almost nothing better or more productive you can do as a motivational manager to reach your goals.

In conclusion

If you now view your role as a motivator for your sales team (in addition to your other responsibilities) you’re half right. With your newfound motivational skills, you can use these techniques in other areas of your company as well. With so much to gain by being the motivational force in your sales team, you’d be wasting the effort if you didn’t bridge the gap to other departments in your company that could benefit from a motivational boost (and are there any departments that could not benefit?). Motivation is like a virus (a good one, to be sure) in that it attaches itself to carriers and breeds more of itself. Someone in your company (and your sales team) will have to stand up and be noticed as the motivational leader, why not you? Like any virus, if left to its own devices, someone will find a way to eradicate it. You’ll need to be vigilant about continuously motivating your team (and teaching them about intrinsic or trans-trinsic motivation) to make sure that it ultimately “takes root” in your organization and begins to propagate on its own. Even then, remember, you can plant a tree, watch it grow and prosper, and cast a nice shady spot on your lawn, but that tree still requires maintenance to make sure it remains health and vital. Who is the tree-keeper in your organization? 

Why, I believe it’s you……of course.
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