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" Introduction

Meetings form the backbone of sales management, so you need a consistent meeting
cadence to get the best performance from your reps and the best chance to hit your
number. This doesn't simply mean putting a series of meetings on the calendar at the
beginning of the month — it means holding the right meetings at the right time with the
right people and the right objectives.

In this section, Mark explains his own sales meeting strategy, including:
* How to create a meeting blueprint

+ What types of meetings to hold
* How to conduct effective meetings
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Q: What types of meetings should a Sales Manager have with his reps?

A: The specific cadence really depends on the context of your business, but here is a
general blueprint:

1. A one-on-one coaching meeting on the first of the month where direct managers
discuss how the last month went for each rep and look at the month ahead. This is
a very metrics-driven sales coaching meeting that should ideally highlight the one
skill that rep is going to focus on for the rest of the month.

2. Opportunity review meetings twice a month. Again these should be one-on-one
and they should be used to review each rep's individual pipeline. It's important to
really look at the newer opportunities toward the top of the funnel. | think one of the
mistakes a lot of managers make is focusing on opportunities that are already deep
in the funnel. Your influence over that is so small. You should always focus on the
early-stage opportunities.

3. Team meetings once a week that focus on general coaching. This is when I'll do
a "White Hat/Black Hat" meeting where we'll have one rep on the hot seat, and we'll
listen to one of her calls and have one person assigned to give positive and another
to give negative feedback.

Q: Do you have specific tips for conducting regular meetings?

A: You can't overlook the importance of regular meetings with your reps. Here are some
of the fundamentals:

1. All manager-and-rep one-on-ones should be on the first of the month, and they
should take your whole day.

2. When you identify a specific skill for a rep to improve at one of those coaching
meetings, you should book the follow-up meetings right away.

3. Opportunity Review Meetings should start by reviewing new, early-stage op-
portunities, followed by stage 2, stage 3 and then review each stage count and $
amount and drop-offs.

4. Managers should meet twice a week with new reps, and less frequently with more
senior reps.

5. Have one team meeting a month that focuses on general news about the compa-
ny, the product, etc.

6. Spend the rest of your time executing coaching plans.
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Q: As an executive, how do you use meetings to guide a rep's con-
tinual improvement?

A: Basically, | make sure that the first-of-the-month meetings are unfolding in the way
| just explained. So, on the 2nd day of the month, | sit down with all of my directors and
go through every single rep on their team. What's the one skill that person is working on
this month? How did last month turn out for them? This ensures that all of my directors
are sitting down with the managers who report to them, and that managers are meeting
with all the reps under them on the first of the month and holding the meetings the way
| described in the last question. | use meetings with my managers as a way to ensure
the meetings they're holding with their reps are focused on continual development.

Hold Sales Team Accountable to Effective Coaching

15t Day of Month 2" Day of Month
Sales Person / Manager Director Meets with Manager
Independent Reviews * Review Skill / Developmant
* Think through qualitative Plans for each sales
Morning performance person

* Review individual metrics
* Think about Skill/
Development Plan

Manager Meets with Sales VP Meets with Director

Person *+ Review Skill / Development

* Discuss qualitative Plans for each sales
Afternoon performance person

* Review individual metrics
« Co-Create Skill /
Development Plan

Source: HubSpot Presentation
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Q: How should | conduct my weekly group meetings with the
Sales Team?

A: These group meetings are not meant for coaching but instead to give your entire
team a more general update.

Give a general update of where things stand for the month.
Reminder of current promotions, contests, SPIFs or marketing campaigns.

Update on new product features.

Ask reps to share new ideas about talk tracks or strategies.
Be positive and show appreciation.

Show bookings trend.

Show forecasts and where your team stands against its goals.
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Show where your reps are month-to-date in terms of activities against goals.

Q: How should I use film review meetings to coach my team?

A: Yeah, like | said, | really like having team meetings where we have what | call “Black
Hat/White Hat" team film reviews. Basically, about once a week, I'll have a team meeting
where we listen to a recorded call from one of our reps. | assign one person to give pos-
itive feedback and one person to give negative feedback to the rep after we listen to the
recording. So the positive person (or “white hat") explains what they thought the rep did
well in that particular conversation, and the person giving negative feedback (the “"black
hat") will pick two or three things they think the recorded rep could have done better. It's
just a great way to spark a natural dialogue and have everybody learn using a real-world

example.

Q: How should | conduct the first monthly 1:1 meeting with each rep?

A: The first-of-the-month review meeting might be the most important meeting you
have all month, so you should have a standard procedure for it:
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Hold them on the first selling/business day of the month.

Review last month's numbers with the rep.

Have an in-depth conversation about last month and why turned out the way it did.
Have the rep self-assess qualitative and quantitative performance.

Determine a single skill to work on.

o g k> w A

Work with the rep to co-create the coming month's development plan (using spe-
cific metrics).

7. Customize a coaching cadence for the rest of the month based on the discus-
sion and actually book three 90-minute sessions right away in that meeting (this is
critical to do immediately together and not delay because sales management is all
about sales coaching and this is a priority).

Q: How should I run the Sales Coaching Meeting with each rep?

A: Coaching meetings are separate from Forecasting Meetings and Pipeline Reviews.
As a sales manager, you need to have a coaching cadence during the month and three
of them should be 90-minute sessions, which you will have booked right in your first 1:1
monthly meeting with your rep. It's a skill development meeting. Well, you need to lean
really heavily on the data. Each rep will have a different set of strengths and weakness-
es, so it's important to start at the top and use data to precisely identify where each one
needs coaching.

Diagnose the Skill Issue: Start at the Top

Each Color
Represents a
| Different Sales

Cworkanlz Leads
Craated Net Yield - Leads Worked Rep
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So, for example, if you use data and notice that one of your reps isn't working enough
leads [like the salesperson represented by the blue bar in the second section of the figure
above] you need to dig in and identify the root causes for this shortcoming. Is he over-in-
vesting in unqualified opportunities? Does he have time management issues? Does he
have a fear of making calls? Does he have a lack of personal goals or not enough mo-
tivation? This will determine how you co-create a coaching plan to address that short-
coming.

You should look for one skill to improve and focus on that until you feel the rep has im-
proved. This is why you need to use “metrics-driven coaching” and measure carefully
whether your coaching is moving the needle. You need to diagnose the problem they're
having, drill down until you've found its root cause and then coach the rep on the one
skill that will help resolve that problem.

The biggest mistake new sales managers make is trying to work on too much at once.
Almost every new manager makes this mistake. No rep is a rock star on day one, even if
they have the potential to be, so a lot of managers see so many ways they can improve
their reps that they end up just throwing too much at them, which ultimately overwhelms
them. So the first step to really effective coaching is to ask what is the one skill they can
improve that will make the biggest difference right now.

After you've identified the one skill you need to work on and used metrics to create a
customized plan to address it, you need to get buy-in from the rep. Reps respond much
better if their managers come in and co-create a plan with them instead of just coming
to the meeting and saying "OK, I've looked at the numbers and this is what you're going
to work on this month.”

Instead, it's more effective to have a conversation like this: “I've done some research
about your performance and | have a few theories on where you can improve, but | want

to talk to you about it."

And there's two reasons | do this. First, like | said, | get the buy-in, which helps the rep
become more invested in the improvement process. And second, sometimes | actually
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am swayed by their own interpretation. | mean, | can go through and identify the skill |
think they need to work on, but sometimes I'll go through the whole presentation and
they'll say, “Listen, I'm really struggling with my email prospecting.” And they nailed it!
So at that point, it's much easier. | have buy-in from the rep and we've identified a prob-
lem and then we can co-create a plan for resolving it. “So you need help with your emails?
OK, | helped Tom with this a few months ago, so let's schedule 3 meetings this month
and we'll work on a way to improve your connects.” And then you should actually sched-
ule those 3 meetings right then and there.

And this process is a really important part of the way | train all my reps. It's tailoring the
training to them while still ensuring that they get the same training in general so that |
can more accurately and consistently evaluate them.

Q: How should | conduct Pipeline Reviews?

A: This is a meeting that is intended to oversee how the reps are managing their open
opportunities.

Hold 30-minute opportunity reviews at least twice a month with each rep.
Start with newly added early-stage opportunities.
Make sure all new opportunities are properly entered.

M wn A

Explain process changes. You will always have reps who don't agree with your
process, but you should make sure they understand why it's important.

Here is a report from InsightSquared that offers a great example of what you should be

using to review the current set of Opportunities (categorized by stage) in the Pipeline in
total and per rep each week:
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What stage are my opportunities in? Custom Last This ToDate Trailing Forward

1 2 70 30D m 12Mm
open opportunities per employee, on average, closing in the next 90 days
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[ 2 4 L] ] 10 12 14 16 18 20 22 24 26 28 3 32 34

Additionally, during your pipeline review meetings, you should be looking at pipeline his-
tory for each rep and in total for all of your reps. How much is the pipeline changing or
how many open opportunities are in your pipeline over time, broken down by stage? Are
there more opportunities in your pipeline than there were last week? Last month? Last
quarter? Based on your historical pipeline data, does your team and each individual rep
currently have enough opportunities to hit the number? Analyzing your pipeline count
over time in your Pipeline Reviews allows you to see if your pipeline is growing and how
well your current pipeline sets you up to hit your number.

How is our pipe"ne count Changing? Custom Last This ToDate Trailing
7m0 30D 200
64 opportunities in the pipeline today m
o
B Qual
B8 Present Solution

B Technical Fit

60
Closing

50

40

30

20

=]

30 Sep 2012 31 Dec 2012 31 Mar 2013 30 Jun 2043 30 Aug 2013

SELECTION

INTERVAL
n Top15  Hone E Quarter

How is your pipeline changing over time?
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Q: How should I run the Forecasting Meeting with each rep?

A: This meeting is more for inspection rather than general review of the rep's pipeline. It's
a good idea to separate your deal inspection or forecasting meetings from your overall
pipeline review meetings. In this meeting you should know the total forecast for the
current selling period and you should also clearly understand what changed from the
previous forecasting meeting and why. Also, one of the key objectives of the Forecast-
ing Meeting is to help your reps identify how to close their opportunities and ensure
you figure out what areas you can assist them with (is it qualifying and doing a better
needs assessment, ensuring you are talking to the decision maker, negotiating, etc.).

Also, remember that the frequency for these meetings is different for seasoned reps
than for your new, inexperienced reps. If you are meeting someone very experienced who
hasn't missed a number in a year, then you can be scheduling this 1:1 Forecasting Meet-
ing every two weeks for 30 minutes each but for new reps you would do this weekly and
for a full hour. So this is really circumstantial. Finally, in a Forecasting Meeting you want
to make sure your rep's activities are on track and determine the key skills your reps
should work to improve that you can help them with that during your coaching sessions.

Here are a few other things to keep in mind:

1. This is a 1:1 meeting between the sales manager and the rep and you ideally
want to start these meetings on the first selling day of each month.

2. Drill into every forecasted opportunity and start by carefully reviewing the oppor-
tunities that are just entering the pipeline (your top-of-funnel or early-stage opportu-
nities) instead of only looking at the late-stage opportunities that are about to close.
The reason to look at early-stage opportunities is, because by the time they are late
stage, it is too late for you to help your reps. Many managers make a huge mistake
of just digging into opportunities that are deep in the funnel which is totally wrong
— your influence at that point is so small that at this point everything is pretty much
done and most issues that creep up at the end of a sale can't be helped at this point.
3. Lock each rep's forecast in halfway through the month.

4. Create a forecasting chart — rep by rep — that shows what they locked in mid-
month vs. what they actually closed — above the line means they were sandbagging,
below the line means they underperformed.

5. At the next meeting, adjust their forecast based on their historical performance
and explain why you are doing that based on the previous point.
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| like to look at a sales forecast that is “metrics-driven” rather than merely intuition-
driven and that's based on Pipeline Stages (stage to stage conversions) rather than
traditional Forecast Stages (such as Commit vs. Strong Commit or Upside vs. Strong
Upside). So for my forecast, | take historical conversion rates from the funnel and apply
them to the opportunities currently in the pipeline. Here is an example of what that

looks like.

Below is a Sales Funnel showing stage to stage conversion rates:

Opportunity Count
Qual 37
38Y%
Present Solution 14
& ']'li"-
3 86%
E Technical Fit 12
§ ?5%}
Closing 9
89%
Desl B

Stage to Stage Conversion Rates

And then | apply those conversion rates to my reps' open opportunities to get a “data-
driven sales forecast,” which is another report from InsightSquared and looks like this:

Thig

$5,387,0181hi5 month based on our pipeline m e
S6M

-8 Month-To-Date Bookings
= » Projection Based on Current Pipeline
sEM Projection Based on Previous Months
Typical Range

Cumulative Bookings

Day of Month

A metrics-driven forecast from InsightSquared
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= Conclusion

Meetings form the background of sales management and coaching, so it is essential
that you really know how to plan and run meetings. This installment in the series ex-
plained Mark's personal blueprint and philosophy behind the meetings he uses to drive
his team's success: one-one-on opportunity reviews, team meetings, forecasting and
more. By following his advice in these areas, you can use meetings to not only check in
with your reps, but also ensure that your Sales process is functioning properly.

In the next part of this series, the 5th in our 6-part series, Mark explains exactly how
HubSpot handles Sales and Marketing alignment, by answering the following
questions:

1. Where does alignment start? When should a company start using marketing to
generate leads?

2. How do you work with Marketing to ensure a consistently high quality of leads?
3. What metrics demonstrate Sales and Marketing alignment?
4. What does an SLA really look like?

5. What are your favorite tips for improving Sales and Marketing alignment?
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