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" Introduction

Sales has undergone significant changes in the last several years: It has become more
consultative, more analytical, and more closely tied to Marketing. One of the leaders
of this charge is Mark Roberge. Over the course of his tenure at HubSpot, Mark has
increased revenue over 6,000% and expanded the Sales team from 1 to 200 employees.
Behind all this growth is a unique sales philosophy, a steadfast devotion to analytics,
and a carefully created coaching strategy.

Sales Managers and VPs across the country have turned to Mark's guidance and insights.
And now Mark is ready to share his secrets with you. InsightSquared recently sat down
with Mark for a long interview to discuss his thoughts on everything from his mission
as a Sales executive to his tips for hiring high-performing reps and aligning Sales and
Marketing. In this exclusive 6-part eBook series, Mark covers a wide range of topics,
answering nearly 50 questions that should be at the top of mind for anyone interested in
metrics-backed sales management.

In the first installment of this 6-part series, Mark discusses his Sales philosophy.
Behind any successful Sales Executive is a strong and consistent philosophy. In this
section, Mark shares some of the core tenets of his own philosophy that have shaped
the way he leads his team and devises his strategy, including:

* His mission as a Sales Executive

* His biggest mistake
* His technique for building a collaborative Sales culture
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Q: How do you approach sales management?

A: |l turn to science and data whenever possible and make sure all my decisions are sup-
ported by data. This data-centric approach has also helped me be a more entrepreneur-
ial leader — think big, make bold decisions, and constantly challenge the norm.

Q: What's your mission as a Sales Executive?

A: To achieve predictable, scalable revenue growth, which | accomplish by using five tactics:

1) Hiring the same type of successful sales person.
a. | use 14 criteria to rate each applicant during an interview.
b. And then, down the road, | perform a regression analysis to see how they performed
after they were hired so | can fine tune the characteristics I'm looking for.

2) Training each sales rep in the same way.
a. All of my new reps go through training during the first month on the job, which
consists of designing a website and getting 100 Twitter followers. At the end of that
month, each new hire takes 3 examinations and gets an assessment grade from a
trainer, which correlates extremely highly to the ultimate success of that rep.

3) Providing each salesperson with the same quantity and quality of leads.

4) Having the salespeople work the leads using the same process.

5) Developing leaders to execute and perfect the process.

Q: How do you get the most from your reps?

A: If you want to get the best performance from your sales reps, you need to understand
the four types of goals that drive them:

1. Performance
2. Professional
3. Financial
4. Personal

Knowing how these goals motivate your reps will help you coach them and better identi-
fy the right incentives to compel them to work more effectively and efficiently.
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Q: What are some of the biggest mistakes you made setting up your
sales team?

A: | made a lot of mistakes, but the biggest one was around hiring. When we started to
scale really aggressively, | obsessed over hitting the hiring target and | dropped the bar a
little in terms of quality, which really hurt us. The cost of a bad hire is enormous in terms
of both current investment and cultural impact. We work really hard to maintain the right
culture, so bringing someone on board who goes against that is very problematic.

So now, even though we're continuing to scale quickly, | am willing to miss my hiring
target if it means maintaining the same bar for quality.

Another mistake | made was having a preoccupation with hiring salespeople with a lot of
prior experience. I've learned that it is better to find the right candidate across a variety of
criteria — most importantly coachability — than it is to pick the one with the most experience.

Q: How have you worked to create a collaborative sales culture?

A: At many sales organizations, the sales culture is really cutthroat: Fighting over leads,
fighting over territory. Even though there's a lot of money at stake and sales can be in-
herently competitive, we know that no one wants to work in an environment like that, so
we've worked really hard to avoid it, but we're always working to get better too.

One of the biggest ways we've worked to combat this is by using team contests as a
motivation factor. Throughout the industry, it's popular to run sales competitions with
individual winners, like whoever gets the most sales this month wins $§5000. But having
individual winners can often contribute to that cutthroat culture, so for the first 2 or 3
years, we never ran a sales contest that had an individual winner. It was always team
winners. It's a little thing, but it makes a huge difference.

We also foster collaboration by really asking our reps to develop and teach each other.
We encourage our salespeople, as a part of their own leadership development, to come
and give presentations to management and the rest of the team. And that emphasis
went beyond just the training room and found its way onto the floor.

And finally, it's about who you hire. We have a ‘no jerks' policy. We've passed on plenty

of good salespeople who we thought might stir it up a little bit — they might end up being
a top performer, but they would likely have a larger negative impact.

Top Sales Management Secrets of HubSpot's Mark Roberge // 7



= Conclusion

A strong Sales philosophy is the foundation of any successful Sales team, but it is just
the beginning. Once you've determined your philosophy, it's time to design and build
your team. And this means hiring the right people.

In the second installment in this 6-part series, “On Building a High-Performance Sales
Team," Mark discusses the secrets that helped him create his world-renowned HubSpot
Sales team, including:

+ What are the attributes you look for when you hire a new salesperson?
* How do you define and measure those attributes?

« What attributes don't correlate with rep success?

« How much does rep experience matter?

+ Where do you find good candidates?

* Do you have any tips for interviewing?

* How do you onboard new salespeople?
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