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Introduction

For over 20 years I have worked with business owners, senior
managers and human resource leaders in the field of sales training ,
coaching and skills development.

During this time, I have learned a lot about what works and what
does not work when it comes to building winning teams, people and
companies.

As the president of The Thornton Group, I have made a commitment
to share what I have learned along the way.  My goal is to help you
and your team to better position your organization to compete and
win in an ever-changing business landscape.

A key trend I have observed is that what it takes for a business to
succeed today has changed.  Gone are the days of only competing
on price and so-called service excellence.  Everyone has great service
today, that is a given.  It is now your people who make the
difference; and these same people are dealing with intelligent, web
savvy customers who demand more and can broadcast their
experience out to thousands of people in an instant.

Your people must be growing and learning faster than the market
demands, or you are in deep trouble.
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In times of change, those who are prepared to learn will
inherit the land, while those who think they already know

will find themselves wonderfully equipped to face a
world that no longer exists."

-Eric Hoffer



Background

I have studied and worked with every type of training
scenario, but I have also designed and delivered in the
trenches with hundreds of companies and worked with
countless teams and individuals.

This report is not about theoretical principles, but what
makes people ‘want’ to develop and contribute to your
business at a new level.

Most businesses I have worked with see the importance
of developing and mentoring ‘true hunters’ and are now
positioning themselves to regain market share, grow
business development and understand that the same old
skills sets will produce the same old results….and that is
not good enough.

Einstein was quoted as saying, “You can not solve a
problem with the same mind that created it.” The same
ideal is true for your business. You will not grow the way
you want with the same skill sets that got you here
today.

You MUST raise the bar on your skills, knowledge and
attitudes. It is no longer an option to be waiting on the
sidelines.

"If you always do what you've always done, then
you'll always get what you've always got."

- Jackie B. Cooper

“If you don’t like change, you will like irrelevancy
even less!”

- Tom Peters
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"If you always do what you've always done, then
you'll always get what you've always got."

- Jackie B. Cooper

“People don’t leave bad companies, they
leave bad managers.”

- Marcus Buckingham



Executive Summary

This report is intended to be a checklist for your business.

Whether you are looking for development in sales, leadership influence,
business skills, management effectiveness or culture and morale
improvements , I  will share with you in this report the key strategies to take
in consideration to not only ensure people are learning, but also applying
what they have been given to impact the performance of your company.

I have seen far too many training programs that have been found sitting in
binders up on a shelf.  An investment was made and…..nothing changed!
The material itself was probably not bad, the facilitator was committed, and
your people had good intentions……so what happened?  Why did the
momentum stop?

I will answer that for you.

Providing applicable training is one thing, but the hardest part is ensuring
the material is being applied, shared and taught for lasting impact.

Developing a learning organization is vital, yet we must also make access to
training enjoyable, memorable and lasting.  Gone are the days of shuffling
people off to one day programs and offsite meetings.  Development
programs must now fit with people’s workload and balance.  There are
better ways to make training work.

Remember to start with
your culture.
Culture will always eat
strategy and training
for breakfast!
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The Pre-Training Checklist

Before you begin to develop your training budgets and programs I ask that you take into
account the following 12 considerations:

 People ‘ask’ for the training, they know the importance
 No one is being ‘fixed’, but getting access to higher contribution opportunities
 All training should be time spaced, practice makes permanent
 Training and development is part of everyone’s business plans
 Training is tied to clear business objectives, expectations and outcomes
 Avoid ‘canned’ programs; instead it should be designed for you, and your unique needs
 Balance different types of training programs and designs, offering alternatives if needed
 Expect measured outcomes
 Train the trainer works best, momentum is sustained
 You have a program that is ‘replicable’ for others in your company
 All training is tied back to organizational goals, vision and strategy
 Lead by example……you also take the training
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Why is each consideration important?

People ‘ask’ for the training, they know the importance
Have you ever attended a workshop where you see people who have been ‘volun-told’ to be there.  How
engaged are they?  Not very.  Or worse yet, the sessions where people are there for a ‘day off work’.
The best training is offered to those who request it as part of their business and development plans.
They see the value in attending, want the growth and know the importance.
Please do the leg work on this, and allow people to get involved in their own development, not what you
think they need.

No one is being ‘fixed’, but getting access to higher contribution opportunities
If people feel they need to be fixed in any way, they will ultimately regret the training.  This is human
nature.  If you send an angry person to an anger management course, it will usually piss them off.
People must see the development as an opportunity to advance and build skill sets.  It will allow them to
contribute more to the business.  Like someone in sports, they have a goal of winning through
improvement and practice.

All training should be time spaced, practice makes permanent
This is a universal, and often overlooked aspect of development.
People will rarely learn anything in a classroom, but instead through real world application in their own
environments.
Consider becoming healthy just by eating a salad for lunch today.  It will never create lasting results unless
habits and routines are formed.
Rarely will one day programs or short-term workshops create any results. The best development happens
over a period of weeks, with constant reporting back and  shared learning within a group.
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Why is each consideration important?

Training and development is part of everyone’s business plans
Successful companies today have their team involved in strategic and business planning.
In the same light, each person should have an individual plan that articulates performance indicators and
goals for improvement.
At The Thornton Group, I assist my clients in getting everyone on clear 3 month plans.

Training is tied to clear business objectives, expectations and outcomes
Recently I have uncovered a troubling trend.  Most owners and staff have unclear and mis-aligned
expectations of each other.  When tested I have rarely found a match in this regard.
Before embarking on any training program, please ensure everyone is on the same page with business
realities, new customer demands, changing market trends and understood learning objectives.

Avoid ‘canned’ programs; instead it should be designed for you, and your unique needs
Any training program that was used last month (with your competitor) should be avoided at all cost.
Business is changing too fast, and so are training requirements in today’s reality.
Although there is a lot of ‘classic’ learning out there, it should be developed into a program designed
‘exclusively’ for you, from the ground up.
Any training program must be developed to fit your unique needs as no other business is like yours.
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Why is each consideration important?

Balance different training designs  and delivery methods
There are a lot of programs and formats to choose from.
Here are a few common options I have worked with.
Ultimately what I see works best is a combination of options, but most importantly ones designed for your
unique needs, timing, logistics, schedules, budget and demands.

E-Learning, on-line designs

Public Programs

Pros Cons

Lack of individual attention
Same techniques used for everyone
Travel usually required

Able to work with people from other
companies, similar challenges
Shared expenses

Quick solution to fit many schedules
Off the shelf programs inexpensive and can be
implemented quickly

Difficult to engage people in programs
Lacks personal mentoring
Designed programs can be expensive
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E-Learning, on-line designs

Seminars and Workshops

In-house design

Academic , university, college

Webinars, podcasts

Comes from a reputable institution
Typically a low cost option
Other people in the room with same needs

Typically generic information dumps for groups
No control over facilitation quality
No guarantee of results

Quick solution to fit many schedules
Off the shelf programs inexpensive and can be
implemented quickly

Exclusive to your organization and needs
Able to fit people’s schedules, on-site support
You own the material and can replicate it

Can be heavy in theory instead of real world
application and experience
Measured results missing, transactional

Difficult to engage people in programs
Lacks personal mentoring
Designed programs can be expensive

Inexpensive
Easily sourced
Good for technical training

Can be the most expensive option
Time consuming and requires pre-design
Will need to include larger team for impact

Quick and inexpensive solutions
Can pick and choose from options available
Can fit desk-time schedules or at home

Difficult to find ones most applicable to needs
Gaining commitment to learn is a challenge
Little impact or effect due to no support



Why is each consideration important?

Expect measured outcomes
The best trainers and training companies will always stand behind their work. Please avoid those who are
even a bit uneasy about your requests in this matter.
Setting out clear objectives and measured outcomes is critical.  It lets all parties know that an investment is
being made, and as an owner, you can expect a return on that investment.
Measurement standards we have applied are both tangible (efficiencies, production, sales, reporting etc.)
and intangible (reduced stress, improved communication, employee morale etc.) in nature.

Train the trainer works best, momentum is sustained
The best way to get the most out of sending someone to a training program is to have them, ‘teach others’ in
the company the concepts they have learned when they return.
If your program is in-house, please ensure a small group of people are being trained to run the program in
future sessions.
A facilitator with integrity will want to be part of this design.

You have a program that is ‘replicable’ for others in your company
By developing in-house trainers, you will want a program that you can use again in the future.
It would be ridiculous to think that your business will not grow and bring in new people, so your training
needs to be both timeless and repeatable.

All training is tied back to organizational goals, vision and strategy
Just as you should expect results and objectives to be met when sourcing training, all work must also be
completed on behalf of a clear vision and goals set out for the company.
Training that is not on behalf of this growth can be simply referred to as ‘flavor of the month’ or a ‘quick fix’.
Please ensure the people you are working with know the ‘why’ of the training before the ‘how’.

Lead by Example…..you also take the training
The first person who signs up for any team training in your company……..is you!
Miss this point, and expect instant failure.
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Troubling Trends

People Are Either Learning…….or Leaving

For years now, I have witnessed good companies consistently develop their team and train them for
improved skills, both technical and behavioral.  I have also seen companies that have put training and
development on the back burner, and are now facing the ramifications and consequences of that decision.

Without development opportunities the brutal reality shows up.  People lose the interest, motivation and
engagement to contribute.  They are literally ‘checking out’ because they are not growing and learning.

It is always disappointing to see people who decide ‘to leave the job, but stay on board’.

In one instance I overheard a senior manager say to a group of colleagues, ‘Twenty five more years and I am
out of here.’  Ouch.

There are a number of reasons why companies have cut back on training.  The primary one is due to budget
restraints.  This is the reality for most companies right now, but that is no reason to stop training and
development programs.

People may say they are not interested in training, but I guarantee they want to contribute more and
continue to learn.  Your role as a leader is to lead by example, show them the importance of ongoing
development, and link it back to the improved business results required to compete today.

There are solutions to budget restraints.  If this is an issue for you, let’s talk. At least you will be doing
something.

The business will get better when its people get better; and people will
get better…..right after their manager gets better.
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The new sales landscape

Gone are the days of trial closes, cold calls and talking about your prospects golf pictures to build rapport.

The sales landscape has changed and unless you’re prepared you will be doomed to compete solely on price, because in the absence
of value price becomes the deciding factor.

So here’s the new reality, your customers are more demanding, better educated and have more choices than ever.

So what can you do?

Begin by setting clear expectations with everyone on your team. The number one reason I see sales initiatives fail is because of a huge
gap in expectations between sales people and the management of the company. Get everyone involved in setting clear and
measurable goals.

You need to offer more than products and services. You must bring more to the table than product knowledge; your customers can
find that online with the click of a mouse.
• How can you affect their business?
• What insights can you bring to them that your competitors can’t?
Your team needs to become resources and people your customers can count on, not just sales people.

Communicate with your market using multiple streams. Today you need to use a combination of traditional media, web, social media
and direct tactics to break through the noise and get your message in front of the right people at the right time.
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Develop sharable content. You and your team need to establish credibility and standout in your market. A great tool to accomplish
this is to develop content your customers need and find interesting. It can be as simple as a blog, or you can create videos or even
reports and complete eBooks. The goal is to establish your team as a thought leaders in your category.

Know that you can never rest. You and your team need to stay hungry. This means continuous learning and improvement of skills and
tools.

The best way to accomplish this is to meet with customers regularly and ask them what they need now that they didn’t need before.
The more you stay focused on what your customers are telling you and not sitting in your office making hunches,  you’ll see
measurable success.



What a sales professional needs today

If you were to ask most sales people what are the top three things
they need to be successful, what they need in their “sales tool kit”,
what do you think they would be?

I usually hear:

1. Product knowledge
2. Good leads
3. More time in the day

The truth is that’s not what successful sales people need today,
what’s really needed is a new way of looking at sales.

I believe the top three things a sales person needs today is:

1. Credibility in the market – them not just their company
2. The ability to understand their customers business beyond the

products and services they sell
3. The ability to understand and manage the right numbers
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What I hear from seasoned sales professionals

Working with senior sales teams requires an important skill.  Listening!

Over the years I have been asked to  work extensively with a combination of sales teams with varied sales experience and acumen. I have
worked with junior reps starting out, to professionals with years and even decades of experience.

Although you can never generalize what everyone needs through training and coaching, I have worked hard to understand the new reality of
what most sales pros are looking for in today’s ever-changing market.

Note:  Traditional ‘canned’ sales training programs typically are not sourced as options today; innovative companies sees the need for a fresh
and distinct approach.

Over the years, there are a number of important strategies that I have been asked to develop into training programs that have included all
levels of sales experience.  This is a mix of classic and new/progressive skill sets:

1. Re-visit and take stock of traditional sales skills.  This is a good starting point, as the fundamentals are the most important considerations
of how people win, or fall behind in daily habits.  These fundamentals include such things as prospecting lists, pipeline management,
managing the sales funnel, closing ratios, networking, solutions selling, overcoming objectives and daily learning,

2. Fundamental human relations, building rapport and trust, gaining cooperation and leadership are also skills that are in need of constant
polishing.

3. Treat sales people like business professionals, with clear business plans, accountabilities and ownership of results.  Training offered is
never about being ‘fixed’, but instead about execution of strategies and measured results.

4. Working on presence, impact and influence.  Knowing how you walk in a room, the impression you make and the story left behind that
others talk about.

5. Truly understanding language.  Knowing powerful vs. weak language, and the patterns people use.
6. Presentation skills excellence. People will rarely remember what you said, but instead how you made them feel.
7. Reading body language and understanding the nuances and clues people exhibit through interaction.
8. Creating content strategies that mix traditional and on-line medias.
9. Developing self-branding goals and being known as an industry leader.
10. Work-life balance and time management are overused, weak buzz words. Today it’s about setting priorities, measuring vital activities,

profitable action and promise management.
11. Providing strong, proven and honest coaching support.  No fluffy, vague life coaching, but real and direct feedback about actions and

results.
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Recommendation

The Team

There are five critical areas of importance when developing your sales team:

1. Willingness to learn
2. Ability to self-manage
3. Teamwork
4. Ability to build trust, respect and rapport
5. Work ethic

Each is equally important. As the owner of the company or sales manager, this is the first step in developing a
powerful sales team. Remember you can’t fix people. If you start with a poor team, you will get poor results.

If you start with people that have these key attributes you can easily train them in selling skills and product
knowledge. If however, they are stuck in their ways, believe they already know all there is to know about selling or
want to coast on past performance, your chances for success are slim.

When hiring, don’t focus as much on experience focus more on attitude and personality. No matter how much
training you provide for someone you can’t teach them to like people.

While sales skills can take time to learn, someone who is easy to like, works hard and is eager to learn will always
surpass the old stuck in past sales rep.

Remember that the goal of sales is to transfer confidence, therefore you need to ensure your people are confident,
prepared and can influence others.  You can always train for sales skills but never attitude.

Invest your time in getting the right people, this is by far the most important step in today’s sales environment.
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If you start with people that have these key attributes you can easily train them in selling skills and product
knowledge. If however, they are stuck in their ways, believe they already know all there is to know about selling or
want to coast on past performance, your chances for success are slim.

When hiring, don’t focus as much on experience focus more on attitude and personality. No matter how much
training you provide for someone you can’t teach them to like people.

While sales skills can take time to learn, someone who is easy to like, works hard and is eager to learn will always
surpass the old stuck in past sales rep.

Remember that the goal of sales is to transfer confidence, therefore you need to ensure your people are confident,
prepared and can influence others.  You can always train for sales skills but never attitude.

Invest your time in getting the right people, this is by far the most important step in today’s sales environment.



Recommendation

Your Offer

If you are competing more and more on price, then you are not viewed by your customers as a resource or a partner,
rather you’re simply a product peddler. To them you bring no added value so the deciding factor is the lowest price.

That’s the fastest way to go out of business.

To combat this the first thing you need to do is to ensure that you and your team understand your customers business
beyond the products and services you sell.

You might think this is a waste of time. “My customers are busy they don’t have time for all this stuff”.

The reality is you and your team only talk to them about what you want, not about their business.  All of your
conversations are about the things you sell. When you walk into their place of business they automatically think
“what does he/she want to sell me today”.

To truly build a relationship with a customer they have to see and believe that you have their best interest at heart. To
do this requires a full understanding of their business and what’s important to them.  This way you can be helpful.

This is a change in how you look at selling. Are you after sales or customers?

There is a concept called LTV, it stands for Life Time Value. It means that a customer is worth more than a single
transaction, they are worth a lifetime of transactions, service upgrades and referrals.

You can’t win a customer for life with the lowest price. If you win them on price you will lose them on price.
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Recommendation

Credibility

Each of your people need to be known to your market.  I don’t mean known
only that they work for you, rather, that they have knowledge, ideas and
solutions that are beyond what you sell and are beneficial to the people you
want to connect with.

To do this each member of your team should employ as many of these tactics
as possible:

Content Creation
Speaking
Networking
Social Media

You don’t need to be “the” expert, but you need to show your market that you
and your team have expertise and that you’re willing to share it.

A simple exercise to help you get started is to identify the top 25 questions
you get asked most by your customers. This will become your  best content
and at the same time position you and your team as knowledgeable, intuitive
and approachable.

Imagine at your next tradeshow if your sales leaders were key note speaking
instead of just standing at your booth.
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Recommendation

Knowing the numbers

While revenue numbers are important, they are not the only numbers that are
critical to the success of your sales efforts. I have found that the successful
teams I work with focus on these numbers:

• Sales Funnel Conversion rates
(From contact to customer – each stage)

• Dollars pitched
• Dollars committed
• Activities

• Contacts
• Touches
• Appointments
• Proposals/Quotes

By monitoring and understanding these numbers, you will be in a much better
position to act quickly should the market fluctuate, competitors become more
aggressive or new opportunities present themselves.

Each member of your team will perform at a different rate based on personality,
ability, customer base and experience. You should never determine one set of
numbers for the whole team to reach. Work with each team member
individually to set targets that are reachable, but at the same time tough
(stretch goals).

17

Knowing the numbers

While revenue numbers are important, they are not the only numbers that are
critical to the success of your sales efforts. I have found that the successful
teams I work with focus on these numbers:

• Sales Funnel Conversion rates
(From contact to customer – each stage)

• Dollars pitched
• Dollars committed
• Activities

• Contacts
• Touches
• Appointments
• Proposals/Quotes

By monitoring and understanding these numbers, you will be in a much better
position to act quickly should the market fluctuate, competitors become more
aggressive or new opportunities present themselves.

Each member of your team will perform at a different rate based on personality,
ability, customer base and experience. You should never determine one set of
numbers for the whole team to reach. Work with each team member
individually to set targets that are reachable, but at the same time tough
(stretch goals).



Recommendation

3 Month Plans

When sales people are left to develop their own success plan, most fail. To ensure this doesn’t happen I have been using a
tool for years called the 90-Day Plan.

Why 3 months? Three reasons:

1. It allows your team to break down their annual goals into a more manageable size so it doesn’t seem so daunting
2. It’s a long enough time period to see results but not too long to not be able to correct mistakes
3. It allows you and your sales person (or just you) to be part of the planning process and have a stake in creating your
results

I believe in the old saying of Henry Ford “failing to plan is planning to fail. The 90-day plan is a tool that brings everything
that is important for success into the play.

Elements of The 3 Month Plan

• Quarterly revenue target
• Current customers you want to increase business with
• Lost customers you would like to win back
• New prospects you want to target
• Touch campaign
• Activity requirements (touches, calls, appointments, quotes/proposals)
• Competitors
• Tools and Resources needed (technology, training, product knowledge)
• Milestones – 30 day and 60 day targets to ensure the sales rep is on track

You can feel free to add or subtract what ever you want from the list above. Just the fact that you are focused on doing and
monitoring the right things will have a tremendously positive effect on your results.
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Recommendation

Overall Strategy

Gone are the days when training was developed in the Human Resource department,
then rolled out the masses hoping for ‘buy-in’.

Your training and development strategy needs to fit within your organizational strategy
and compliment it.

At this stage I suggest focusing on the following questions:

• Do we have the right people on the bus?
• Are they in the right seats?
• Do we have a clear road map to ensure they are successful?
• How are we helping them to succeed?
• How can we get the right training to speed up their success?
• What training have we sourced, that has been successful? How can we use it today?
• Do we need to attract and bring in some new rock stars?

Training and
development that is
not connected to
your business
strategy, sales,
marketing,
customer service
and human
resources is just
noise.
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Recommendation

I have been in the training and development arena for a long time, and I have
learned a few things along the way….including the fact that we never stop
learning.

I have seen the vital importance of working side by side with my clients and
developing relevant, inclusive and impactful training programs from the ground
up.

I help you work on vision, strategy, values and direction first. I then invite your
team into the process where they contribute and make strong commitments. They
understand the business, market and customers at a higher level.   Everyone has
business plans and all see the importance of skills development.

Everyone has a stake in the outcome and skin in the game.   They see the value of
this work.  Those that do not or resist change are not invited into this new game.

Bring in consultants, facilitators and trainers who are proven business
professionals with a successful track record.  They are not flogging courses, but
have a vested interest and excitement about your business potential, growth,
culture and winning team.

Their list of testimonials and results are longer than any document provided.
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Positive Results

The organizations that have incorporated these considerations into their training, sales and development
programs have seen measured and exponential results in morale, accountability, engagement,
communications and all the performance indicators expected of any business initiative.

Here are just a few companies and organizations I have worked with:
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About the author

I get approached by business owners because they are not happy with sales,
development, team performance and growth. After our first conversation I usually
find out they have trouble getting things done because of one or two things. The
company has grown to a new size, or they simply do not have the right people in the
right places. Because of this, they are unsure about what to do next.

So I am known throughout Ontario for helping companies do four things:

1. I work with your team, to make sure you have the right people in the right roles

2. I work with your company to ensure you have a clear and committed corporate
vision and strategy

3. I work with you and your team to better communicate with and service your
market and customers

4. And lastly I put everything into action with dates, commitments, resources and
accountability. I measure results and help you drive change

These owners tell us they do not want theories and books, they want me to get s@#!
done.

If that sounds like something you need, let’s talk.
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