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This book is dedicated to the sales professionals that I’ve 
worked with and those I’ve yet to meet and share a journey 
with. Your role is so important to the future of our world. 
Nothing happens without sales.

I hope the ideas in this book help you broaden your sales 
leadership and create happier and healthier Sales Growth 
Mindset Cultures that generate more success for you, your 
team and your customers.

Thank you.
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1

Worsening levels of mental health and general wellbeing 
are being reported across most industrialised nations. 
Clearly this is impacting the workplace in terms of 
productivity, performance – and bottom lines. All 
business functions are affected. But for those in sales 
and other customer-facing roles, this is magnified. 
There’s no hiding place in sales. If the salesperson 
‘doesn’t feel up to it’, sales undoubtedly suffer. A 
negative mindset cycle begins. . . which is quickly 
embedded.

Any wellbeing and mindset issues among salespeople 
land fairly and squarely in the lap of the sales leader and 
it is the sales leader who is expected to create a highly 
motivated team, a team where everyone is expected to 
excel daily and a team expected to block out any inner 
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stuff that could get in the way of the smashing  
of targets. 

It’s no surprise then that many leaders have their 
own mindset and wellbeing challenges, alongside the 
added responsibility of being out there, fronting a team 
requiring and looking for strategy, direction, coaching, 
support and inspiration. Yet what an opportunity you 
have. . . being a sales leader is a true gift. To be able to 
create, develop, nurture and help a team of salespeople 
succeed in their role, and in their lives, can be one of the 
most rewarding and fulfilling experiences in business. 

Having been CEO of First Direct, Mercury Communi cations 
and Egg Banking, I can vouch for the positive influence 
a leader could have with their team; such is the 
importance of the role of leader of any size team and in 
any organisation. Although the importance of mindset 
at work wasn’t quite the hot topic that it is becoming 
today, creating a healthy and thriving culture with a happy 
workforce was always an extremely high priority and a key 
factor in the success of every company I have built.

And so, it was a real thrill to meet Leigh in 2011 and 
learn about her work in the area of sales mindset and the 
role it plays in generating happier and more successful 
sales teams and, in particular, her work with sales 
leaders. 

I’ve seen the impact her work has had on sales teams 
and leaders – taking underperforming sales teams and 
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supporting them through a journey that leads them 
from mediocrity to outright winners, and mainly through 
transforming their mindset and more specifically their 
sales mindset. It’s clear that sales leaders who develop 
long-term positive changes in their own approach and 
mindset create the gateway to bring about a happier, 
more successful sales team. 

This book brilliantly captures Leigh’s work to date – 
threading together over 35 years of selling, leading, 
coaching, training – and always absorbing the latest 
research and thinking. The result is a blueprint which 
any sales leader wishing to develop a strong mindset 
culture can use to drive success in today’s fast-evolving 
business environment. 

Every sales leader will love Leigh’s 10–80–10 model. 
This is a great tool for assessing exactly where your 
individual salespeople are . . . and how you can tailor 
your leadership to create the perfect development 
journey for each person. This emphasis on personal 
growth ensures long-term sales success for each 
individual. . . and the wider team.

Crucially – and bringing me back to my opening lines 
of this foreword – this book is exactly what is required 
by sales leaders in this age where we have to match 
the need to be kinder and more mindful with our sales 
teams while ensuring they succeed in what remains a 
very competitive environment. This book accelerates the 
journey.
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Every company needs to succeed, which means every 
sales team must succeed. We all want that, but how you 
get there is important. For me this book sees off the old 
ways of sales leadership and provides a gateway to a 
new and more effective way.

Mike Harris 
Former founding CEO of FirstDirect, CEO of Mercury 
Communications, founding CEO of Egg Banking plc, and 
co-founder of cyber security pioneer, Garlik; currently 
chairman of Kynd, Dashly and Token.com 
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If you’re checking out this book you probably have a 
desire to improve yourself as a sales leader. You may 

be way down the path . . . or this could be your first step. 
What’s important is that you want to be a better sales 
leader. Welcome to Grow Your People, Grow Your Sales.

From the moment I started in sales in 1985 I realised I 
had landed exactly where I was meant to be. I honestly 
felt that I was being paid to chat with customers and 
sort their problems every day, which didn’t seem like a 
job at all. I loved it. As a result, I was good at it. . . and 
so my reward was to be promoted to sales manager. 
After the initial euphoria of being promoted, I realised 
this new role was a whole lot harder. Every day since, I 
have strived to be a better version of myself by learning, 

Introduction
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applying and sharing. It’s not an easy path but it’s been 
truly rewarding and fulfilling.

In my early days as a sales leader, I consumed 
everything I could to develop my knowledge and skills. 
I realised pretty quickly that how salespeople think 
has the biggest impact on their sales success. It’s less 
about developing sales skills and more about personal 
development; less about instructing and more about 
coaching; and less about numbers and more about 
people. I learned that my own mindset and that of 
every person in my team had the most significant 
impact on the level of success we could achieve 
together.

This discovery changed the trajectory of my life. Mindset 
development became my passion. . . and still is.

The transformations I’ve seen in people when they 
shift their thinking to a more positive and empowering 
mindset have been breath-taking. Struggling salespeople 
become top performers in a matter of weeks. People 
settling for comfort over growth suddenly find the 
confidence to show what they really have inside 
them. . . and are then promoted. Teams becoming 
more collaborative and winning bigger deals. Teams 
caring, sharing and supporting each other in ways the 
organisation would never have imagined possible, 
gaining greater happiness and fulfilment.

It’s been heart opening, humbling and inspiring.
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Every person in your team has extraordinary potential 
and your role is to create an environment where they 
feel safe to allow that potential to unfold and to do what 
salespeople do best: change the future of businesses 
and lives.

Think of every salesperson in your team as an athlete. 
Unless they are fit both in skills and mindset, they are 
not going to be as successful as they could be. There 
are salespeople that think in a way that means their 
beliefs and actions drive them toward success. In my 
experience these people will make up around 10% of 
your team. They will either naturally have, or have made 
the choice to develop, a Growth Mindset. More on this 
later.

The remainder of your team are unlikely to think in this 
way naturally. That’s where you come in. Your challenge, 
if you choose to accept it, is to develop the Growth 
Mindset of every member of your sales team. To create a 
culture of psychological safety where all are inspired to 
push beyond where they currently are.

This book shares everything I have tested, evaluated and 
found to be successful tools for shifting the mindset and 
culture of sales teams. Some activities are super easy 
and you’ll wonder why you haven’t already implemented 
them, some take time and practice to master – but they 
all work. I’ve shared these mindset approaches globally 
and they have the same positive impact regardless 
of industry or culture. Why? Because they are based 



GROW YOUR PEOPLE GROW YOUR SALES

8

on your interactions with the people in your team, 
a very human interaction. They are all about human 
development and how you care for the wellbeing and 
development of each person in your team.

That doesn’t mean giving them an easy ride – far from 
it. It’s about regularly nudging them gently into their 
growth zone and then supporting them through the 
challenges of personal growth and success. This is great 
for them, great for you and great for your customers.

If that sounds exciting to you, you’re in the right place.

Ready? Let’s get started.

What do you want to get from this book?

It’s important to focus your mind on your objectives 
when undertaking any activity. This book needs to be 
useful to you or there’s no point in taking the time to 
read it. Having a focus in mind while you read will ensure 
you are primed and ready to embrace the concepts that 
will help you achieve what you’re striving for.

• What do you want to achieve as a result of reading 
this book?

• What would need to happen for this book to have a 
big and positive impact on your sales leadership and 
on the development of your team?
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•   What are the three most important things you want 
to achieve as a sales leader? 

To help you get the most from this book and apply your 
learnings, download the accompanying Sales Leadership 
Journal where you can record all of your responses, 
insights and acti ons as you work your way through the 
book: www.sales-consultancy.com/book-resources
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T his is an important question to ponder. There are 
many qualities I observe in great sales leaders 

around the world that light up and inspire their team. 
These qualities are varied, a special combination that 
each sales leader has created to suit their personality 
and the personalities in their team. A combination 
that develops and inspires each person in their team 
to be more, do more and show up as the best version 
of themselves. It’s an approach that creates a healthy 
culture and generates consistently strong sales results.

I can’t give you a one-size-fits-all winning formula, 
but I will share with you the traits that I see over and 
over again making a huge contribution to sustainable 
long-term success.

What Makes A Great 
Sales Leader?

1
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To start with, great sales leaders never focus purely on 
KPIs and numbers. Instead, they focus on:

• Aligning to a mission that goes way beyond 
themselves

• Developing and deepening their understanding of 
how mindset and wellbeing impact performance

• Shining a light on the dark areas of each team 
member so that they discover and learn through 
experience

• Creating a healthy Sales Growth Mindset Culture 
that incorporates psychological safety

• Shifting their leadership style to suit each person in 
their team

• Coaching rather than telling

• Having ‘Tough Love’ conversations as soon as they 
observe the need for them

• Getting to know and understand each person in their 
team, what makes them tick and what’s important to 
them inside and outside of their work 

• Aligning to strong, ethical leadership and 
development values

• Ensuring each person in the team feels valued 
and confident to show up as a better version of 
themselves every single day
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This list is by no means exhaustive, but the more of 
these you adopt, the more effective a sales leader you 
will be. If you’re already incorporating some of these in 
your leadership, you’re on your way. If you’re not, this 
is a great opportunity. Anything you implement from 
this book is bound to have a positive impact.

Whether or not you realise it, you have incredible 
influence on your team. It may not feel like it at times, 
especially if you’re not having the kind of impact you’d 
like. Think of your sales leadership as a shining  
light – wherever you direct your light, your team 
will follow. . . normally unconsciously.

Let me give you an example. You’re feeling the strain 
because you’re not on track to achieve your targets 
this month or quarter. Your boss is giving you a hard 
time. You become a bit grumpy and fed up with some 
poor performers. Your light and mind are focused on 
these under-performers and the last conversation 
you had with your boss. You think you’re hiding your 
negative emotions but your energy contaminates your 
communication with every person in your team, even 
those who are performing well. Your team pick up on 
this and they start feeling negative too, everyone’s 
energy and performance diminishes.

That’s the power and impact you have. If you don’t 
manage your issues, you transmit them.
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Think of each person in your sales team as an athlete. 
They need to master their skills (in our case, sales and 
communication) and mindset to be the best version 
of themselves. Once a salesperson has learned the 
sales process, your role is to continually develop their 
Growth Mindset so that they can use their skills with 
ease and grace, becoming a master of their craft. You are 
developing masters of sales and human connection. It’s 
a big responsibility.

I’m often struck by the many similarities between sales 
leadership and parenting. You are preparing human 
beings for the next stage of their life journey, developing 
their skills and mindset to help them become a better 
version of themselves under your leadership.

Read that again and really take it in. 

It’s not about focusing on the numbers, it’s about 
developing the people who will bring in the numbers. 
The numbers are the result of great thinking, good 
actions and a desire to keep growing. Don’t make the 
same mistakes as so many of the sales leaders that have 
gone before you. Don’t focus solely on the numbers. 
Develop each salesperson’s mindset and the numbers 
will follow.

The old ways of sales leadership are obsolete and simply 
don’t work in the twenty-first century. Instilling fear in 
your salespeople and whipping them to bring in more, 
more, more creates an unhealthy, toxic culture. For 
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those who stay, it leads to burnout, and the talented will 
leave for greener, healthier pastures. It’s a lose-lose.

It’s also important to bear in mind that developing your 
sales leadership using the approach outlined in this 
book doesn’t mean that your entire team will become 
top performers. A reality check here: each person in 
your team will be at a different stage of development 
– you’ll have some salespeople on chapter three of 
their life book and some on chapter thirty. You’ll need 
to determine the specific approach needed to get each 
person to their next chapter. If you make the mistake 
of comparing Salesperson A, who is at chapter six, with 
Salesperson B, who is at chapter twenty-six, at best you 
will perceive Salesperson A as an under-performer and 
at worst you’ll squash their self-belief, perhaps leading 
to their demise and subsequent departure from the 
business – and maybe even sales altogether.

Every person in your team is unique and you’ll need 
all your detective skills to gather the facts of their 
personality, character traits, values and drivers. And that’s 
not enough. It’s also important that you take an interest in 
them personally. Are they in a relationship? Do they have 
children, pets, hobbies? Where do they go on holiday? 
The more you know about them in and out of work, the 
easier you will find it to lead and develop them.

Another reality check: your role is not your title, or an 
entitlement. You will be judged by your actions and the 
way you treat and develop each person. You need to get 
the first demon out of the way – your ego.
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We all have an ego. It’s not about getting rid of it all 
together, because it has some positives that keep 
you striving. It’s more about not letting it control your 
choices, because your ego often makes poor decisions: 
it tends to choose what is right for your ego rather than 
what supports the greater good.

You’ll know when your ego is at play because your 
emotions will be playing havoc with your mind. You 
are likely to be feeling anger, guilt, shame, hurt. . . the 
list is long. When you notice you are feeling negative 
emotions, don’t make any decisions. Go for a walk or 
run, wait twenty-four hours, write a letter to the person 
involved or to yourself. This letter is not to be sent, 
you can burn or bury it afterwards, it’s just to get the 
thoughts out of your head. If the emotions are still there, 
keep writing and discarding each letter until you feel 
neutral. Do whatever you need to get yourself grounded 
in the reality of the situation and to calm your nervous 
system. Only then can you make good decisions.

Another demon I need to mention early on is your 
desire to tell your team what they should or should not 
be doing. This ‘telling’ style of leadership is a definite 
no-no. Why? Because you are training your team to do 
what you say rather than think for themselves. You are 
training them to think that you have all the answers and 
they do not. You are training them not to do something 
until they’ve run it past you. If you have a team that is 
constantly checking in with you about how to do X, Y or 
Z, that’s a strong clue that you are a telling leader. Telling 
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leadership is ego-driven and makes you feel valuable 
and needed, which may be nice for you but is hopelessly 
ineffective in developing a high-performing team.

The next time one of your team asks you what they 
should do, try my favourite response:

‘I’ve got some ideas, but what do you think?’

Then stay silent and let them respond. This won’t be 
easy if you love to jump in and fix things but it will be 
worth the effort. Usually, your team members know 
what they should do and you’ll be pleasantly surprised 
when they share their thoughts. If they are on the right 
track, or thereabouts, I normally say:

‘That sounds like a plan – let me know how it 
goes.’

If they are way off track, it’s normally because they 
haven’t taken something important into consideration. 
Your job is then to shine a light on that darkness by 
asking a question that exposes their oversight without 
making them feel small, so that they can tweak their 
plan. Something like:

‘What would happen if. . .?’

Then stay silent, let them ponder and tweak. Even if 
their plan isn’t the best, they will be 100% committed 
and motivated to make it work because it’s their plan. 
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That gives it way more chance of success than anything 
you might suggest.

If it’s going well, they are likely to tell you – make sure 
you check in with them regularly if they don’t mention 
it, not to interfere but to listen and help them come up 
with their own changes and improvements.

Awareness of your impact

It’s so easy to do or say something without realising 
the impact you have on the people around you. For 
example, if you send a group email addressing a negative 
behaviour from a few people that you’re frustrated with, 
how do you think that will impact on those who aren’t 
displaying that behaviour? Especially those who are 
exhibiting the behaviour you wish all your team would 
adopt.

Getting a positive outcome in leadership is crucial. Use 
this seven-step process to keep you on track in your 
actions and communications:

1. Think about the impact you want before taking any 
action.

2. Assess your inner state – are there any negative 
emotions coursing through your veins?

3. Shift into neutral and detach yourself from any 
negative emotions.
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4. establish the best outcome for all concerned.

5. Consider the people involved – how do you need to 
communicate so that they will hear you?

6. Take	action and observe the impact of your 
communication to ensure it’s being received in a way 
that achieves your desired outcome.

7. Change what you are doing if it’s not working.

This process will help you have calm conversations and 
meaningful discussions. This is best for you, best for 
your team and best for the business.

Focusing on creating a positive reaction to your 
communications going forward will create a positive 
internal state in each of your team. Why is this important? 
Because your salespeople can’t show up as their best 
selves and deliver the sales you both want if they are 
feeling rubbish on the inside. Similarly, you can’t do your 
best work as a sales leader if you feel rubbish on the 
inside. It’s essential you find a way of dealing with your 
internal negative emotions so that you don’t transmit 
these to your team. You’re after a peak mental state that 
empowers people to go beyond where they are now.

A Harvard Business Review study found that happy 
salespeople generate 37% more sales.1 Upset your team 
and you upset your sales. It’s important to add here 
that keeping your team in a positive state doesn’t mean 

1 S Achor, ‘The Happiness Dividend’, Harvard Business Review (2011), https://
hbr.org/2011/06/the-happiness-dividend
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letting them have everything their way or giving them 
an easy ride. Far from it. You still have to focus on their 
growth and personal development, which can lead to 
some stress for them and for you. Nudging people out 
of their Comfort Zone is a constant challenge. Having 
those tricky conversations to increase someone’s 
awareness of their poor behaviours is not easy. You have 
to do these things, and do them with respect and care so 
that by the end of the conversation they feel good about 
it too. We’ll talk more about this in Chapters 7 and 8.

In order to have a greater awareness of my impact on 
others, I’ve developed my ability to observe myself 
in situations from an observer position, so that I can 
evaluate my behaviour and give myself feedback. In 
doing this, I ask myself:

• How do I rate my actions against achieving the 
desired outcome?

• How would I feel if I was on the receiving end of my 
communication?

• What impact am I having on the person or people 
around me?

• Are my emotions or ego getting in the way of the 
best path for all?

• What would my peers think if they were observing 
me right now?

• What could I do better?
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When observing and evaluating yourself, you have to be 
totally objective and detached from the you that you’re 
observing. Think of yourself as someone you don’t know 
or someone that you want to develop who has asked 
you for feedback to improve their approach.

If you’re emotionally attached to the you that you’re 
observing, your ego will tell you exactly what you want 
to hear:

• ‘You were absolutely right to get angry.’

• ‘Anyone in your position would have shouted.’

• ‘That person is an idiot.’

Get the picture? You can’t trust your ego in a challenging 
situation, it will always justify any negative actions.

I’ve developed this discipline over many years, 
so I’m able to do this in the moment. You may be 
applying elements of this already and only need some 
refinements to get you all the way there. If it’s not 
something you already do, the easiest way to start is 
to use the questions as part of a review process after 
an interaction. Take notes on the changes you need to 
implement to make your next interaction better. Over 
time, you’ll notice yourself asking these questions in the 
moment, allowing you to observe and evaluate yourself 
while having these conversations. This is a great skill to 
master, both for your sales leadership and for your life in 
general.
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Integrity in sales leadership

Integrity is something you feel. It’s important not to 
mistake personal integrity with leadership integrity – you 
can have the former without the latter. When you have 
leadership integrity, your team will see it and feel it.

Leadership integrity is about being fair, non-judgemental 
and non-biased – someone your team can trust. Being 
honest, respectful, supportive and consistent with every 
member of your team, not just the ones you like. You 
may like to add to my list of leadership qualities that 
demonstrate integrity, but don’t remove any – these 
qualities are all crucial for leading a high-performing 
sales team. Lack of these qualities and being seen as 
lacking integrity will have a strong impact on the way 
your team perceive you, and ultimately on how they 
perform.

Talking of perception, how do you think your team 
currently perceive you based on your behaviours in the 
last six months? It’s something worth pondering and, 
while you do so, keep in mind that far more than what 
you say to your team, it’s your behaviours and how you 
made them feel that they will remember. What you say 
may not be what you do. Kind words with harsh actions 
will still have a harsh impact.

If you ask your team how they perceive you, your 
integrity and your impact, they are unlikely to be honest 
– you are their boss, after all. So, who could you ask? 
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Is there anyone who would be honest enough to tell 
you? If you are lucky enough to have such a person, ask 
them and listen to what they say without interrupting, 
without judgement or justification. They are giving you a 
massive gift. Be grateful and thank them. If you haven’t 
got anyone you can ask, you will have to be your own 
counsel and use the observer questions in the previous 
section.

You could also ask someone to observe you in action 
with the specific task of giving you feedback on the 
impact you have on others, being careful to note 
responses that indicate a negative impact. These might 
be sideway glances, eye-rolling, becoming disengaged, 
or ‘Yes, but’ language – things like that.

The more you focus on creating a positive impact, the 
better your sales leadership will become and the more 
sales your team will generate. Why? Because you will 
have created a culture of trust, support and growth for 
all – and that can only lead to good things.

There’s a mantra I share on all my Growth Mindset 
programmes:

‘Never compare yourself to others. . . only to the 
you of yesterday.’

By all means, be inspired by others, but comparing 
yourself only leads to negative emotions. Remember, 
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you could be comparing chapter ten in your book of life 
to their chapter twenty-five.

You are not in competition with anyone else, only with 
the you of yesterday. Are you better than yesterday? 
Even if it’s only by a little bit, you’re still going in the 
right direction. Daily marginal gains are the most 
consistent path to self-development. At the end of each 
day, ask yourself:

‘What could I do differently tomorrow to be a 
better sales leader?’

Your responses will ensure that you are continually 
developing and upping your leadership game.

Your development

What do you need in order to show up as the best 
version of yourself?

You may or may not know the answer, but one thing is 
for sure – your development is crucial to the success 
of your team, so make time for it. It starts with making 
a commitment to yourself. How much are you willing 
to bend and flex your routine to make time for your 
development, to be a better sales leader?

Humans are creatures of habit and that means we are 
easily drawn back to our old default settings unless we 



WHAT	MAKeS	A	GreAT	SALeS	LeAder?

25

commit to change. What do you do when you want to 
create time for new, better habits?

This is what works for me:

• I write my new actions on post-it notes and put them 
all over the place.

• I schedule time in my calendar.

• I use an accountability buddy.

• I use a coach.

• I read books, listen to audio books and podcasts, and 
watch videos on the subject.

• I attend workshops.

• I find easy ways to make improvements.

I can’t tell you what will work best for you because we’re 
all different, but I hope my suggestions will help you 
come up with your own perfect solutions. Consistency is 
vital. It’s much better to do a little every day than allocate 
two hours a week. Even if you can only do five minutes 
a day, that’s a start. The frequency and repetition create 
momentum and the new neural pathways you’ll need to 
cement your new habits.

I’ll close this chapter with another mantra:

‘Care more about improving yourself than proving 
yourself.’
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	TAKe	ACTION

As we come to the close of the fi rst chapter, it’s ti me to 
think about what acti ons you’re going to take as a result 
of what you’ve read so far. They need to be acti ons that 
improve your sales leadership skills for the benefi t of 
your team.

Go for the quick wins to start with – it’s always good to 
feel like a winner in the early days, to build your muscles 
for the more challenging stuff  to come.

 As your fi rst acti on, download the accompanying 
Sales Leadership Journal where you can record all your 
responses, insights and acti ons as you work through the 
book: www.sales-consultancy.com/book-resources
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W hen you wake up in the morning, what is it that 
gets you out of bed committed to being your best 

self for the day ahead? If you know the answer, great 
– write it in your journal. If you haven’t got an answer, 
it’s time to put some effort into creating something. 
Why? Because without a personal sales leadership 
mission you are likely to fall into the trap of adopting the 
corporate version, which is unlikely to be the best fit and 
is probably very uninspiring. It’s possible that yours is 
great, but most are awful.

Let me clarify what it is I’m asking you to do. A sales 
leadership mission is something that inspires you to be 
the best version of yourself. You don’t have to share it if 
you don’t want to, it’s just for you. 

The Importance 
Of Having A Sales 
Leadership Mission

2
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Some pointers to consider when creating yours:

• Keep it to one to two sentences max.

• Make it memorable – you must be able to repeat it in 
your mind without looking.

• It should inspire you.

• Focus on what’s best for your team, so they too can 
show up as their best selves.

• Ensure it fills your heart with joy, pride and other 
positive emotions.

• Create a statement that keeps you moving in the 
right direction, making the right choices for you and 
your team.

• Check that it has a positive impact on your 
salespeople, your customers and your sales.

• Avoid corporate speak. It must come from you and be 
in language you would use. Remember, this is just for 
you – you don’t need to impress anyone.

It may take you a few iterations to get there, but you 
have to start somewhere. Go and grab a coffee, find a quiet 
space where you won’t be disturbed, switch your phone 
off, make some notes, doodle, do whatever it is you 
do when you’re creating ideas. Use the list of pointers 
above, but let yourself sit in silence if nothing flows 
immediately. I know that can be tough – us sales pros 
love noise, but it will be worth it if you give it some time.
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Think about twelve months’ time from now – who 
and where do you want to be? If you need some 
inspiration, go to my website (www.sales-consultancy.
com/book-resources) where I share some personal 
sales leadership missions of the many sales leaders 
I’ve worked with. If there’s something there that is the 
perfect fit for you, try it on for size for a week or two 
and tweak it where necessary to make it fully yours. 

Once you have it, make a note of your sales leadership 
mission in your journal. To give you the best chance 
of making this mission a habit, repeat your sales 
leadership mission on waking, before going to sleep and 
throughout the day. It needs to become your North Star, 
guiding your actions and decisions.

Now that you have your personal sales leadership 
mission, it’s time to turn your focus to your team.

The 10–80–10 rule

Over my many years of working with sales teams, I’ve 
noticed that a 10–80–10 ratio shows up time and time 
again. This manifests as roughly 10% of a team who are 
top performers. These people are amazing regardless of 
the quality of leadership in place, because they rarely 
need it. They are going to perform well no matter what. 
Not only do they achieve, they also do it in an ethical 
way that’s aligned to the corporate values. These guys 
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are generally outcome focused, with a Growth Mindset. 
We’ll talk more about the Growth Mindset in Chapter 5.

Then, roughly 10% of the team will be under- 
performers. No matter what you do to help them, it 
never quite works out. There are all sorts of reasons for 
this – their heart isn’t in the job, a lack of self-belief or 
of confidence, or they are lost in what I call the ‘Valley 
of Reasons and Excuses’. It can be one or more of these 
reasons, but these team members usually have a Fixed 
Mindset. 

Then there’s roughly 80% of the team who sit in the 
middle. Some months are good, some are poor; some 
may hit their target but don’t go far beyond it, even 
though they could with a bit more effort.

Your biggest wins are with your 80% salespeople. They 
want to do it. They can see the top performers above 
them and want to be like them. They tend to fluctuate 
between a Growth and a Fixed Mindset. This causes 
them to either avoid new approaches for fear of failure 
or humiliation or, when they are brave enough to try, 
they do so apprehensively, meaning they generally get  
a mediocre result and so pull back and feel reluctant to 
try again.

They are the ones that really need your support to step 
out of their Comfort Zone. Coaching them every step of 
the way so that they don’t go running back to safety is 
the surest way to develop them to greatness. The more 
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you focus and support this slice of your sales team, the 
greater the sales increases you’ll get.

Were you a top 10% salesperson?

If you were, this can make it harder for you to have 
empathy with the other 90% of your team. You might 
struggle to understand why they just don’t get on with it 
and simply do the things that create results. ‘What is the 
matter with these salespeople?’ you might frustratedly 
ask. That’s what I did too. I come across this situation all 
too often in sales leadership. I hear things like, ‘They are 
just lazy, useless, a waste of space, incompetent, not fit 
for purpose. . .’ 

Yet, when the sales leaders I work with realise that not 
everyone is like them and some people simply need 
a helping hand, a leader who believes in them and 
someone they can turn to when they are having a tough 
time, they suddenly see the potential. Once they change 
their approach they start to see a shift in thinking within 
the 80%, and better results follow. Not all of those 
salespeople will become top performers but they will 
all do more than they are doing now. How would you 
like an extra 10% from each of these salespeople? How 
about 20%? Some will even double their sales when 
they get the support they need to get through the fog of 
fear and negativity.

Just to be clear, being supportive doesn’t mean being 
nice all the time. You need to push and challenge your 
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team beyond what is comfortable and make them 
uncomfortable. This is when they’ll need you most – not 
to make it easy, but to give them the confidence to take 
each step. Taking one step after another. . . knowing that 
you’re there supporting their growth and development. 
Done well, these experiences and conversations will be 
the things they remember most about working in your 
team, and remember with fondness.

The first step is to identify who your 80% sales people 
are, the people you want to focus on developing. 
Your 10% top performers just need a quick check 
in, some positive reinforcement, then you can leave 
them to do what they do best – generate sales. Your 
10% under-performers need to decide for themselves 
whether they are committed to making it happen. You 
can support them, of course, but you can’t save them – 
they have to choose to save themselves.

In my early years of sales leadership, I made the mistake 
of trying to save my under-performers because I wanted 
them to succeed. In doing so I simply delayed the 
inevitable, which was painful for me and stressful for 
them. The best thing for everyone is to help them find 
a role that lights them up, that inspires them to be their 
best self and, if you can help them to discover what 
that role is, then you’ve done a great thing. Remember: 
saving someone is not the same as supporting them. Do 
the right thing, not the easy thing.
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The Five Keys to Sales 
Leadership Success

When you observe any successful sales leader, you’ll 
notice that there’s no single personality type that stands 
out as the ‘successful type’, they come in all forms. This 
is great news and means you don’t have to conform to a 
specific personality to be a successful sales leader.

There are, however, some things that every successful 
sales leader has in common. They are all excellent at:

1. Being totally clear on what they want to achieve.

2. Taking action to achieve their desired outcome, even 
when they aren’t 100% sure what the right action is.

3. Noticing what works and what doesn’t in the 
achievement of their goal.

4. Changing what doesn’t work and testing new 
options.

5. Having rapport within themselves as well as 
everyone involved in achieving the goal.

If you can develop these five abilities, you will be an 
even better sales leader. Let’s look at each of them in 
turn.
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Evaluate
Impact Rapport Adapt

Strategy

Clarify
Outcome

Take
Action

The Five Keys to Sales Leadership Success

Be clear about what you want to achieve 

Of course you want to achieve the team targets and your 
KPIs for success, but how do you want to get there? Are 
you going to drive your team to the point of exhaustion? 
Do you plan to shout at them until they surrender and 
do things exactly as you want them done? Hopefully, you 
want a happy and motivated team full of self-belief and 
confidence to do what it takes to achieve their KPIs and 
sales targets. Whatever it is you want, get totally clear on 
how you want to show up and what impact you want to 
have as a sales leader and as a sales team.

Take action

Once your outcome is established, you need to decide 
on the first step towards it. This first step creates 
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momentum and gives you valuable feedback that can 
guide the next step. You don’t need to be fully confident 
in the entire journey – just the first step. Confidence 
grows with each step.

What actions do you need to take to enable your sales 
team to deliver your identified outcome? Coaching, 
supporting, developing, mentoring – the list of skills 
you will need to draw on is long, and each member 
of the team will need a unique approach to suit their 
needs.

In the process of developing your salespeople you will 
need to stop telling and start asking them how they 
think they can contribute to the outcome. Give them 
feedback – this should be positive and developmental. 
Get comfortable with letting them make mistakes 
sometimes, as this is the best way for them to learn and 
grow. In later chapters, we’ll take a deeper dive into the 
skills you will need to do this.

Constantly evaluate 

This one is simple. Is what you are doing with each 
person working, or not? Assess your progress at every 
opportunity, don’t wait until the end to evaluate. 
Deviate from your plan if it isn’t working. The bottom 
line is: if something is working, keep doing it; if it isn’t, 
stop.
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If what you are doing isn’t working, adapt and do 
something else

Just because something works in one context, doesn’t 
mean it will work in every context. It’s the same with 
your team; an approach will work for some and not 
others. If something isn’t working with someone, change 
your approach and keep evaluating the impact until you 
start to see progress toward your chosen outcome.

Rapport, rapport, rapport

You must have strong connections with every individual 
in your team and with any other people involved in the 
success of your outcome. You must care about them and 
fully believe in their ability to succeed. You also need 
rapport to inspire them to greater heights, to go that 
extra mile.

Think about yourself, too. Are you ‘in rapport’ with 
yourself? Do you really want this? If you’re in conflict 
with yourself, this will manifest initially in discomfort and 
evolve into resistance and reluctance. In this downward 
spiral it’s impossible to do things well because part of 
you is only doing it because it’s required, and another 
part of you doesn’t want to do it at all. You can’t give it 
your all because all of you doesn’t want to do it.

How can you lead your team with 100% integrity when 
you’re not fully on board? You can’t. The success of your 
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sales team starts with you, so you must bring together 
the parts of yourself that are at odds with each other.

Let me share a real example from a sales leader I 
worked with. Part of them knew they needed to have a 
conversation with one of their team who was exhibiting 
behaviours that violated core values. They were a 
top performer who got highly emotional whenever 
approached about their less than perfect behaviour; 
it would take them days to get over it. The team were 
heading towards the end of the quarter and a bit off 
target. The sales leader needed their salespeople firing 
on all cylinders to ensure the best chance of hitting 
target. However, his inner conflict about the problematic 
behaviour of that one team member was adding to his 
stress levels and he was aware that other members of 
the sales team were observing him do nothing about  
the situation.

If this was you, what would you do? Think about it 
before you read on – your response will tell you a lot 
about yourself. Would you focus on chasing the target, 
or would you have the difficult conversation and risk 
impacting that salesperson’s performance?

In this example, the best solution – and the one the 
sales leader took – was to have the conversation. Yes, 
the person was a top performer but he was one person 
and his behaviour was negatively impacting the whole 
team. When the rest of the team saw that the issue had 
been addressed, they all worked like crazy to achieve 
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their target. Not only that, eventually the sales leader 
had to fire the person in question because his behaviour 
did not improve. The sales team collectively generated 
far more sales going forward, which more than made up 
for the exit of their top performer. People who violate 
values have a negative impact on others – be sure to 
keep on top of it. Remember: don’t do the easy thing, do 
the right thing.

Sometimes the conflict is within you. Maybe you feel a 
bit awkward with one of your team because you raised 
your voice at them. You know it wasn’t your finest 
moment and feel bad about it. You want to apologise but 
you feel it would be a sign of weakness. The solution? 
Get over yourself. Don’t let a moment like that get in the 
way of your rapport with every member of your team. 
It’s simple – just apologise. 

Remember the Five Keys to Sales Leadership Success:

1. Be clear about what you want to achieve with your 
team

2. Take action

3. Constantly evaluate how you are doing 

4. If what you are doing isn’t working. . . adapt and do 
something else

5. Rapport, rapport, rapport



THe IMpOrTAnCe OF HAvInG A SALeS LeAderSHIp MISSIOn

39

You can also use the Five Keys to assess the impact 
afterwards. The following questions will help guide you:

1. Were you clear about the outcome you wanted?

2. What action did you take?

3. What was the impact of your action?

4. What other approaches did you try to increase your 
positive impact?

5. How strong was your rapport with the person/people 
involved?

These questions will help you identify the areas where 
you need to strengthen your approach and improve your 
overall success rate for you and the team.

TAKe	ACTION

It’s time to think about what actions you’re going to 
take as a result of reading Chapter 2.

For the best results, work on your sales leadership 
mission, and review the 10–80–10 Rule in relation to 
your team. Actions should follow the Five Keys to Sales 
Leadership Success outlined in this chapter to improve 
your skills for the benefit of your team, so focus on 
outcome, action, impact, different approaches, and 
rapport. Again, you should aim for some quick wins to 
start with – this is a great way to build your muscles for 
what comes next.
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