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Effective sales leadership is a critical component of any sales 
organization. And as with all things, the factors that define the concept 
of “effective” change over time. Sales leaders need to continue refining, 
adapting, and transforming their approach to keep their sales team on 
track and motivated.

The Future of Sales Leadership presents ideas about how sales leaders 
can stay ahead of the curve as “business as usual” evolves. Each chapter 
offers insights, best practices, and strategies you can use right now to 
get ready for what comes next.
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Chapter 1: Mastering Key Sales 
Leadership Mindsets 

Sales leadership is one of the most challenging roles in any 
organization. A good sales leader must juggle multiple needs, 
expectations, and responsibilities from every direction — from the 
customer, the sales team, and the C-level. To succeed, sales leaders
need to maintain a laser focus on winning mindsets that help sales 
organizations achieve their goals.
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Chapter 1: Mastering Key Sales Leadership Mindsets 

While coaching needs to be a continual 
process, it doesn’t have to be 
complicated — these best practices add 
structure but can be applied flexibly, 
based on the needs of each salesperson.

Mindset 1: Reimagine ABC (Always Be Coaching)

The importance of coaching is a common thread that’s woven through past blog posts, 
and for a good reason. A lack of mindful coaching leads to a chaotic environment that can 
be difficult to course-correct. 
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Observe your salespeople selling regularly. Observation is a coaching 
priority, especially when a salesperson fails to meet their quota. Take the time 
to objectively evaluate your salespeople in the field and on the phone, then 
document your observations. This research forms the basis of your coaching.

Define your coaching objectives. Decide what constitutes “success” and use 
that to create specific outcomes. Specific outcomes are the priority here since 
you’ll fill in the activities required to achieve them in the next step.

Create a custom development plan, and then coach to it. Since all 
salespeople are not the same, develop customized programs to maximize 
coaching time, energy, and effort. Once each salesperson has a plan, apply the 
right combination of training, reinforcement, role-playing, testing, and 
technology to improve the specific skills that will lead to better sales results.

Evaluate results and adjust the development plan. Continually monitor the 
progress of each salesperson and assist as necessary to help them through the 
coaching process. As your observations and interactions provide more 
information, make adjustments to ensure the salesperson progresses towards 
the agreed-upon outcomes. The goal is to be sure you and your salesperson 
are on the same page.
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Mindset 2: Perfect Your Flex

Seek out diverse 
viewpoints.
Exercise your mental 
flexibility by inviting feedback 
and input from people who 
think, look, or behave 
differently than you. Work 
hard to recognize, 
acknowledge, and check your 
own unconscious bias.

Be bold, wisely.
Time and risk adversity are obstacles 
leaders need to face honestly. When 
time is of the essence, it can be easier 
to fall back on familiar thoughts, 
people, and behavior patterns. Instead, 
make the brave choice by encouraging 
people to speak up, challenge you, and 
engage in healthy debate.

Improvise. Adapt. Overcome.
In addition to wise boldness, sales leaders 
need to develop their agility — adapting to 
workplace dynamics and obstacles and 
rebounding from challenges. Agile leaders 
shed old processes and procedures in favor 
of alternative and innovative approaches. 
That means you need to be comfortable 
with the uncomfortable and flexible enough 
to adjust or adapt your plan based on new 
information or new conditions. Agile leaders 
are not afraid of failure — it’s part of the 
process.

Chapter 1: Mastering Key Sales Leadership Mindsets 

Being ready, able, and happy to pivot and adapt as needed is a skill set every leader needs in their repertoire. Both agile and 
inclusive leaders can be more effectively reactive and proactive regarding the change, opportunity, and potential threats.
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Chapter 1: Mastering Key Sales Leadership Mindsets 

“Be the change you want to see in the 

world” may be a cliché at this point, but 

that doesn’t make it any less accurate. 

Be the sales professional you want your 

team to be — coach them to develop 

their skills, be ready to flex, pitch in and 

help whenever it’s needed, and maintain 

a positive approach. These four 

mindsets are vital tools to keep in your 

leadership toolbox.

Mindset 3: Know When (and How) to Step In

As a sales leader, you need to develop a sixth sense about when it’s okay to let 
your sales force work through challenging situations independently and when it’s 
time to roll up your sleeves and help out. When used wisely, this hands-on 
approach sends the message that you can and will do whatever is necessary to 
help the team succeed. It’s a motivating and welcome experience for everyone.

An additional benefit to keeping your finger on the pulse of the sales effort is that 
you may learn a new skill or obtain insight into the rationale behind a 
salesperson’s process. This hands-on context helps you better assess why a deal 
moves in a specific direction more than just hearing about it from other people.

Mindset 4: Model What You Want Your Team To Be

Mindsets are “sticky” — they will stick with you and your team. According to Suzie 
Andrews, President, and CEO of Stark and Associates Sandler Training, the mindset 
you most want to stick to is positive.

“Before a sales leader does anything else, they have to decide what their mindset is 
going to be. It’s their job to create a strong foundation for their organization, and 
they should get clear about what’s required of them and their employees.”

The mindset of a sales leader can set the tone for the working habits of the entire 
organization. A leader manages a positive, “abundance” mentality that lays the 
foundation for growth, progress, and positive change.
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Chapter 2: Three Strategies for 
Leading Virtual Sales Teams

It’s the understatement of the century to say that the sales 
landscape looks a lot different now than it did a year ago. 
After an initial period of controlled chaos, B2B sales 
organizations have made the major shift from in-person to 
virtual interactions — and if multiple McKinsey studies are 
any indication, that shift isn’t a blip. It’s trending.

As virtual selling continues to transition from “this will never 
work” to “all in a day’s work,” it’s important for sales leaders 
to modify their approach to support and coach their team 
members. Here are three strategies that can help you to lead 
your team to virtual sales success.
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Chapter 2: Mastering Key Sales Leadership Mindsets 

Virtual team meetings and one-on-one 
sessions are also great ways to model 
the behavior you want your sales reps to 
exhibit with customers, so treat these 
virtual gatherings the same way you’d 
treat a client call. That means video on, 
professional setting, and attire you 
would be comfortable wearing to an 
informal client meeting.

Provide Clear Direction and Coaching

Even though setting clear, measurable goals is Selling 101, 
effective sales leaders need to consider modifying their approach 
with remote teams. When you work from home, the world is your 
office, and it’s important to bring your team in for regular 
meetings wherever you (and they) are. Ensure every rep knows 
what you’re measuring and what success looks like — sales 
activity by rep, deals closed, pipeline conversion rate, average 
conversion time, or other KPIs. Give extra coaching and support 
to veteran field salespeople who may feel especially challenged 
by working in the virtual world.
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Virtual team meetings and one-on-one sessions are 
also great ways to model the behavior you want your 
sales reps to exhibit with customers, so treat these 
virtual gatherings the same way you’d treat a client call. 
That means video on, professional setting, and attire 
you would be comfortable wearing to an informal 
client meeting.
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Build and Maintain Relationships

“Out of sight, out of mind” is not a strategy built for remote 
sales success. To build connective tissue within your team, 
incorporate a balance of scheduled and impromptu 
meetings using instant messaging and videoconferencing 
tools. Status meetings, team knowledge-sharing events, and 
microlearning sessions all serve the dual purpose of keeping 
your salesforce up to date on current needs and trends 
while keeping them in touch with one another. You can also 
create internal communities of practice around skill sets that 
need continual attention or specific projects or tasks. The 
network these communities of practice create can extend 
far beyond the initial intent of the group and build strong 
connections among your team.

You can also create an online community that focuses on 
your customers by hosting virtual focus groups, super-user 
roundtables, quick-hit online training, or “doctor is in” 
sessions. This allows you to gather information, stay 
foremost with your customers, and provide new skills or 
strategies around using your product or service. As the 
world opens up, you can continue to host virtual events —
they’re a flexible, feasible way to build and maintain loyalty 
and visibility. The following strategies can help make your 
virtual event a success.

Keep your audience engaged. Make sure the 
content you offer will both attract the audience 
and keep them in the session.

Choose the right platform or partner. Have a 
clear plan of what you need your presentation 
platform to do, and use that plan to make your 
selection.

Go for a mix of live and pre-recorded. Live 
presentations can be both engaging and risky. 
Consider incorporating a few pre-recorded 
segments with professional production value 
for messages or ideas that must be presented 
flawlessly.

Extend your impact. Virtual events don’t have 
to end at signoff. By recording the session and 
providing a post-production edited version of 
key topics, your audience can continue to 
benefit from the event long after it wraps.
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Invest in Effective Videoconferencing Tools and 
Skills Training

Sales professionals need a new approach when the available 
meeting real estate shrinks from a nicely appointed 
conference room with a large projection surface to a laptop, 
tablet, or cell phone screen. While many selling skills can 
transfer seamlessly from live to virtual interactions, your 
salesforce will need to adjust their techniques to fit the 
online environment. The following strategies can make your 
virtual presentations pop.

• Create personalization where you can. Establish and 
maintain a connection by enabling your camera (even if your 
customer doesn’t), being empathic to their situation, and 
showing that you are listening (and not just waiting until it’s 
your turn to talk).

• Build a narrative. Bring features and benefits to life by 
creating a story that will resonate with the customer.

• Make slides eye-catching and keep copy brief. Text-heavy 
slides are the quickest way to kill momentum. If your 
presentation is too complex and hard to digest, the customer 
may zone out, and all you’ll have to show for your effort is a 
missed opportunity.

• Include impressive statistics. Use the power of proof to 
design memorable slides. Charts, graphs, or tables that show 
favorable, data-driven comparisons can make an impact.

• Make it interactive. Incorporate open-ended questions, polls, 
and whiteboard sessions to keep the customer engaged.

• Don’t rush. It’s natural to want to cram as much content as 
possible into your time with the customer, but it’s important 
to resist that urge. Be brutal when it comes to pruning 
content; rely on the maxim “When in doubt, leave it out —
nice to know? Gotta go.”

10

Chapter 2: Mastering Key Sales Leadership Mindsets 

The Future of Sales Leadership | ebook

https://www.forbes.com/sites/forbesagencycouncil/2020/07/06/six-tips-for-succeeding-in-virtual-sales-consultations/?sh=3cff00f34b92


Summary

Virtual interactions have become a 
permanent part of the sales landscape. 
We’d like to hear how you modify your 
leadership approach to ensure your 
team succeeds in the virtual world.
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Salesforce education also extends to the tools that sales managers 
need to do their job. Sales organizations have many options for 
virtual engagements — regardless of what platform you choose, 
you and your team will need to become experts at how to use it. 
Decide on the features your team will use the most — screen 
sharing, file transfer, onscreen collaboration, breakout rooms —
and schedule training sessions to learn the technical aspects and 
practice sessions to hone skills in a safe environment before 
interacting with customers.

It’s also a good idea to develop a quick reference resource for 
best practices and troubleshooting tips. A practical approach 
would be to maintain the help as a living (as opposed to static) 
reference you and your team can continue to develop over time, 
incorporating actual virtual interaction experiences (both 
successes and mistakes). And as with any training initiative, there 
needs to be follow-up training for new features and orientation 
and practice sessions for new hires.

Chapter 2: Mastering Key Sales Leadership Mindsets 
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Chapter 3: Learning Lessons from Leaders Who 
Have Always Been Virtual

I recently had the pleasure of hosting a podcast with consultant and former 
pharmaceutical industry executive Keith Willis. We talked about the 
challenges of virtual leadership, and as part of that conversation, we hit on 
a pretty important point: there are plenty of leaders who have been leading 
virtually for quite some time. Due to large geographies, many sales leaders 
are not in the same city as their team members. And while field visits are 
common, most leadership has been done from a distance for years.

Sales leaders are often the primary drivers of sales team success. Talk to 
successful salespeople, and they will typically have compelling stories about 
the leaders that helped them get there. And sales leaders are critical to 
learning and growth. According to a Forbes article, coaching increased the 
use of knowledge gained in training by a whopping 87%. But, of course, 
sales tend to measure success in numbers — and according to survey data, 
sales teams with effective coaching recognize 28% higher win rates.

Not all of us signed up to be virtual leaders, though; circumstances forced 
virtual leadership upon us. It’s becoming apparent that virtual leadership is 
going to become more and more common. So this is a good time to look 
at some of what virtual sales leaders have been doing for years.
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Chapter 3: Learning Lessons from Leaders Who Have Always Been Virtual 

Lesson 1: Communicate More Frequently
Communicating more frequently may seem obvious, but it’s surprising how often virtual leaders miss this vital step. Co-located 
teams have many informal communication channels — they meet in the hallways, stop into each other’s offices, and find each 
other in the lunchroom. Virtual teams often need to make more effort to create those moments because they may not happen 
naturally. Don’t worry about “overcommunicating” — it’s rarely a problem.

Lesson 2: Have a Clear Agenda When You Do Communicate
While there are nothing wrong with “how are you doing?” check-ins (in fact, they’re a good idea — see lesson 5), most of your 
check-ins should have a clear purpose and plan. What progress is a team member making toward their goals? What resources do 
they need to be successful? How can you help? Coaching is about asking questions, not telling the answers. Many of us are wired 
to be problem-solvers, but coaching is more about helping team members find their path. It’s always tempting to tell a team 
member, “Here’s how I would do it,” but often, the best thing you can do is ask questions until that team member figures out 
how they would do it.

Lesson 3: Focus on Standards and Expectations and Whether They Are Being Met (or Exceeded)
Many sales organizations have field coaching rubrics; when sales leaders accompany team members on calls, they offer feedback
on whether they performed well on key metrics that drive success. Having clear standards helps team members understand 
whether they are meeting (or exceeding) expectations.
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Chapter 3: Learning Lessons from Leaders Who Have Always Been Virtual 

Lesson 4: Leverage Your Tech
From Zoom to Slack to Teams and beyond, we’ve never 
had more technologies for communicating virtually. It’s 
possible to overuse them — Zoom fatigue is real, as is 
being bombarded by thousands of Slack messages a 
day. But tech gives us many good options to 
communicate virtually, especially in fast-moving 
businesses or in businesses where people don’t spend 
much time at a desk. And sometimes, a quick face-to-
face conversation can solve a problem quicker than a 
dozen emails (even if it’s face-to-face on Zoom).

Lesson 5: Don’t Forget to Be Social
Most of these points focus on business, but we all 
recognize that leadership is a people-oriented job. So 
don’t forget to ask about team members’ families and 
their passions and hobbies outside of work. Virtual 
social events can be challenging, especially if your team 
is spread over multiple time zones, but they are 
possible.

Summary

Leading virtually is not a new challenge, but a 
lot of leaders are new to leading virtually. The 
good news is that you can be very effective as 
a virtual leader, and we’ve never before had 
more tools to help us succeed.
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Chapter 4: Five Ways to Build a 
Successful Sales Team with Virtual

According to Gallup’s State of the Global Workplace 2021 Report, only 66% of employees working in the United States feel engaged in 
their current job. This number has not changed much over the past decade. We know that a solid onboarding program is critical for 
increasing employee engagement, yet only 12% of employees strongly agree that their organization does a great job onboarding new 
hires. Over the past year, onboarding has become even more challenging as many sales reps have been forced to onboard virtually. This 
can be a challenge for the new sales rep and hiring company when neither party has ever met live in person.

So, how can you increase employee engagement and set your sales team up for onboarding success? Here are five components of an 
effective onboarding program for sales organizations.
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Develop and Distribute an Impact Plan

An onboarding plan, or what we at PDG like to call an impact plan, lays out the onboarding journey for your new sales rep. It
shows a weekly schedule of what the sales rep needs to complete as a part of the onboarding process. The plan can be as 
simple as an Excel workbook with tabs for each week’s activities, or it can be built and housed in a learning management system 
(LMS) or adaptive learning platform (ALP). The impact plan can be broken into sections, including things the new rep needs to
know, activities the sales rep must do, and further refinement/advanced learning areas. Both the new rep and their manager can 
view the impact plan as it is being completed and use it as the basis for weekly coaching discussions.

Develop and Send a Pre-Boarding Plan

World-class companies are 53% more likely to provide pre-boarding activities. Sales reps are eager to get started. Sending them 
information to read and expectations for their onboarding experience will help them hit the ground running. It is also essential to 
ensure they have any new equipment, like smartphones and laptops, shipped to them before day one to start getting up-to-
speed on their new role as quickly as possible. Nothing is more frustrating than being unable to log in to your company’s 
network or your business email at the start of onboarding.

Chapter 4: Five Ways to Build a Successful Sales Team with Virtual Onboarding
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Build In Time for Role-Playing Preparation and Practice

Athletes hate to watch game films! These films show the athletes what they are doing well and the areas they need to improve 
on. The same thing goes for preparing a sales pitch for your product/service and practicing it with your manager and other 
cohort members. Some of the adaptive learning platforms on the market have video capabilities that allow sales reps to record
sales pitches and then submit them to managers for review and feedback. You can also use live video conferencing tools like 
Microsoft Teams or Zoom to do these practice sessions. As the saying goes, practice does make perfect.

Set Up Meet-and-Greets Between New Sales Reps and Colleagues from Operations

Sales reps need to know their internal support team. The key to success for any new rep is to build their internal network of
subject matter experts. They should know who to go to when they need internal expertise on a sales call or who can help them 
draft a statement of work. New hires should be scheduling meet-and-greet calls with other staff members in the first 30 days on 
the job. These can be brief calls where both parties get to know one another better and discuss working together. This also goes
a long way in acclimating the new sales rep to the company’s culture.

The Future of Sales Leadership | ebook
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Summary

Virtual onboarding is much more than a one-time 
training event via a Zoom call. If you want to drive 
business results through behavior change, you 
must ensure that your sales reps are doing what 
they learned while onboarding and doing it well 
while on the job. It is also vital that they receive 
quality coaching from their manager regularly. 
These actions will lead to faster time to 
productivity and increased employee 
engagement.
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Include Weekly Coaching Checkpoints in 
the Impact Plan

It is essential to keep your new sales rep engaged and 
feeling like a part of the team. 72% of employees say 
one-on-one time with their direct manager is the most 
important part of onboarding. Sales managers should 
conduct a weekly checkpoint with the new rep to 
review progress towards completing tasks in the 
impact plan. These checkpoints should be more 
frequent during the first two to three weeks in the new 
role. The coaching sessions should be more than just a 
task for the sales manager to check off and improve 
the new sales reps; the coaching needs to be done 
with quality. This may require coaching training for the 
sales manager.

Chapter 4: Five Ways to Build a Successful Sales Team with Virtual Onboarding
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Chapter 5: Four Ways to Upskill Sales 
Leaders to Excel in Today’s World

Effective sales organizations are composed of equal parts 
top-notch sales talent and first-rate sales leadership. There 
are plenty of sales training programs out there (and PDG can 
help you develop your own), but what about sales 
leadership training? Untrained sales managers can present 
particular risks to your sales force. 
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Given that untrained sales managers can 
negatively impact both their sales team 
and the company’s bottom line, it’s 
critical to upskill new sales leaders so 
they can excel. Where do you start?

Without training, sales managers may:
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Retreat to their comfort zone and continue to sell, rather than 
rising to the many leadership challenges.

Lack of a well-defined management process and common sales 
coaching language leads to confusion and credibility loss.

Leave necessary skills, knowledge, and activities undefined, 
preventing them from providing beneficial developmental 
coaching.

Focus too much on results (outputs) and too little on processes 
(inputs), leading to a weak pipeline 

Chapter 5: Four Ways to Upskill Sales Leaders to Excel in Today’s World
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Coaching

To paraphrase Jane Austen, it is universally acknowledged that a manager in possession of a sales team must want coaching 
skills. There are plenty of online resources available to sharpen the coaching saw, and new sales managers can start by 
developing these coaching competencies:
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• Give immediate, actionable feedback on all aspects of your team member’s 
performance, whether it’s directly related to their selling techniques or 
something more general like time management or professional conduct. You 
aren’t protecting your sales staff by avoiding confrontation —
you are setting them up to fail.

• Schedule weekly one-on-ones to build a connection with each salesperson on 
your team. These one-on-ones are in addition to weekly sales team huddles.

• Have coaching conversations that go beyond sales metrics and provide 
consistent, structured whole-person development.

• Leverage strengths. Gallup research indicates that 
salespeople who know and use their strengths 
increased sales by 10-19% and increased profit by 
14-29%, among other bottom-line results. Take the 
time to assess your team’s strengths and then focus 
on and invest in those strengths.

• Show caring to build trust. Find ways to 
demonstrate that your team members matter to you 
not just as sales professionals but as people too.

https://www.forbes.com/sites/kevinkruse/2019/09/10/5-sales-manager-competencies/?sh=559196c1d1d9
https://www.gallup.com/workplace/282647/give-bossing-coaching-results.aspx
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Environment

Coaching can set the stage for a positive sales environment that encourages reps to excel. And there are additional skills a new
sales manager needs to establish and maintain a sales culture that thrives. New sales managers need to learn how to:

• Hold team members accountable, foster open 
communication, and invest in personal and team training.

• Identify which activities yield top results given their time 
investment.

•
Clarify expectations, set appropriate measurement criteria, 
and establish clear consequences.

• Support low-performance salespeople by providing 
additional resources or training, altering job responsibilities, 
or reassigning them to a new role.

• Conduct an effective ride-along, including best practices for 
pre-call planning, call execution, post-call debriefing, and 
client follow-up, as well as setting clear boundaries of who 
does what during a supervised sales call.

Chapter 5: Four Ways to Upskill Sales Leaders to Excel in Today’s World
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Talent and Metrics

Of course, the purpose of a sales team is to sell. A sales manager needs to be able to both maintain a strong team and help them meet 
sales goals, and it’s risky to assume that a new sales manager has those skills right out of the gate. Sales managers need to be trained on 
talent acquisition, pipeline development, and forecasting. Training topics should include:
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Making wise hiring choices by evaluating how the candidate’s skills and experience align with the job description, using a 
consistent hiring process, and implementing a proper assessment tool for new employee selection.

Building or maintaining onboarding programs that support new hires and set them up for success.

Forecasting and managing the sales pipeline. This can include customer relationship management (CRM) system training, 
training on implementing strategies, principles, guidelines, and technologies used for developing, retaining, and acquiring 
customers; and trend analysis and long- and short-term forecasting.

Chapter 5: Four Ways to Upskill Sales Leaders to Excel in Today’s World
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Beyond The Classroom

Formal, structured training can help bridge the 
skills gap for new sales managers. And it’s also 
important to incorporate ad hoc, “just in time” 
development opportunities. Sales managers can 
benefit from:

Mentoring by supervisors,
including coaching, advising, 
and competency-based 
development planning. In 
other words, leaders need to 
foster the same sense of 
support and expertise as 
first-line sales managers 
provide to their sales reps.

Peer onboarding where experienced managers work 
with the new manager to develop critical responsibilities. 
These skill-sets include business planning; talent 
acquisition, management, and development; sales 
tracking and execution; performance management, 
rewards, and recognition; and contracting, negotiating, 
and pricing. The new manager can shadow experienced 
peers and rely on them for future questions and advice. 
This kind of “first among equals” relationship can also 
benefit the experienced manager by giving them 
leadership experience, reinforcing their knowledge, and 
increasing their motivation and confidence.

Independent learning frameworks
provide easy access to development 
resources, so managers can seek ways 
to improve their skills and knowledge. 
To increase effectiveness, link learning 
materials (whitepapers, books, 
seminars, courses, video clips, webinars) 
to specific management competencies 
so sales managers can tailor the 
resources to meet their needs.
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Summary
Hiring a sales manager can be a tough call, and it’s only the first step in the much more protracted process of 
developing that manager’s skills and expertise. Don’t leave it to chance — set a course for success by taking 
the time to create a learning framework new sales managers can depend on. 

Chapter 5: Four Ways to Upskill Sales Leaders to Excel in Today’s World
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https://hbr.org/2019/03/why-new-sales-managers-need-more-training


John Maxwell said, “The pessimist complains 
about the wind. The optimist expects it to 
change. The leader adjusts the sails.” As a 
sales leader, you have the power to use the 
winds of change to steer your sales team 
towards success. PDG would love to hear 
what steps you will take.

Conclusion
Sales leadership has never been an easy task, and 
it’s a continual challenge to stay current with new 
approaches and expectations. And with that 
challenge comes a sense of exhilaration when the 
hard work, foresight, and expertise come together 
and result in a successful sales team composed of 
people who sincerely like what they do.
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