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PRAISE FOR


The Stepped Approach and Dionne Mejer


“Dionne Mejer is an incredible coach and mentor. She helped me in the earliest days of our new informatics division to build out our sales process, SDR metrics, talk tracks, and playbooks, which have allowed us to massively scale our commercial efforts. I highly recommend Dionne!”


Kyle Dunn


Vice President, Sales and Commercial Strategy, Informatics Division


“I’ve worked with Dionne on a number of projects over the years. Her insight into sales strategy and leadership is unmatched. She has the unique ability to improve sales productivity because of her experience working with business leaders in various industries. I cannot recommend her highly enough if you are looking for support to grow your business.”


Tony Nolan


President, Triton Concepts


“This book will become the go-to and trusted reference to provide the structure any sales leader needs for them and their sales team to be a better leader and implement better tools, processes, and structure, all the while achieving quota success. Dionne’s style of writing is legendary, engaging, and real, using funny yet extremely practical stories from the trenches. If you’re ready for a new way of doing business, this is the book for you.”


Mario Martinez, Jr.


Host, The Modern Selling Podcast


CEO, Vengreso


“In Dionne Mejer’s The Stepped Approach, she provides a realistic and commonsense method to understanding the how of being more effective in use of sales tools, processes, and people. Dionne’s methods of breaking things down into clear, actionable steps helps any sales leader bring value, develop people, and increase revenue for their organization.”


Beth Paisley


Sales Enablement Manager


“A lot of steps go into building a great sales team, and those steps don’t have to be a mystery. Dionne breaks down the moving parts of leading a sales team, provides guidelines and helpful templates, and describes the metrics for success and key methods she has applied to those components to make her previous companies and clients successful. If you want the step-by-step playbook to create success for your sales team, this book was written for you.”


Kevin Gaither


InsideSalesExpert.com


“Sales leaders and executives will immediately find that The Stepped Approach is their trusty companion to sales excellence. Dionne Mejer has outlined a prescriptive approach that carefully considers people, process, and technology in the sales organization, and this book can be referred back to as a company grows and scales. If you’re looking to improve your sales outcomes and fast, follow Mejer’s concepts, use her worksheets, and put time into the reflections—but do it in pencil, because you’ll want to use her approach again and again.”


Shannon J. Gregg, PhD


President, Cloud Adoption Solutions


“New sales leaders are rarely given a playbook to help transition into a coach’s mindset. Veterans like me tend to forget some of the fundamentals of building process and developing people. Dionne has put together an easy-to-understand journey with details for each stage of your sales leadership role.”


Ben Simms


Vice President, Commercial Client Services


“Dionne combines decades of experience delivered with a modern approach. The Stepped Approach is a must-read for any sales leader looking to up their game.”


Matt Millen


Cofounder and President, regie.ai
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Introduction





LET’S IMAGINE FOR A MOMENT that you are tasked with baking a cake. You’ve never baked a cake before, but you’re familiar with cake, you’ve eaten cake, you love cake! How difficult could this be? Now imagine that you’re told what ingredients are in the cake and that it’s very important that you get it just right, but are not told how exactly to go about baking it. All of a sudden, the seemingly simple task of baking a cake becomes quite difficult. You have a lot of questions; you’re not sure what the measurements are or in what order to do things. And why is this particular cake so important? You’ll try hard and most likely will come up with something resembling a cake. But is it the best cake you could have made? Not likely. And wouldn’t it have been easier if you’d known what steps to take and whom you were baking this cake for? Wouldn’t your job of making a delicious cake be much simpler and less stressful if you’d known exactly what was expected of you and had a list of clear instructions? Absolutely.


It’s the same thing when it comes to you and your sales team. Your job as team leader isn’t just to tell your sales representatives to sell this product or that service (“Bake that cake!”). They already know that. What they probably don’t know is exactly how to go about it and what your expectations for them are. Just as it makes more sense to give the cake baker step-by-step instructions, the logical thing to do would be to actually teach your sales reps what to do and how to do it. Think of how much less stress would be involved if your team knew exactly what was expected of them and how they should go about succeeding.


During my decades-long career, I’ve worked in a variety of industries and had a host of job titles. Account manager, inside sales manager, account executive. I’ve worked in the software sales industry, in the manufacturing industry, and at a company that produced e-newsletters, to name just a few. But no matter where I found myself working, I noticed that there was a common thread running through the leadership faction: a lack of practical approaches and common sense when it came to steering a team toward its goals. I saw leaders of organizations, both sales and non-sales, floundering and playing hit-or-miss instead of applying clear-cut guidance to teams of people who surely were eager to do a good job and make their leader happy. This is so unnecessary, I thought to myself. I began to consider why talented, motivated leaders were having so much trouble getting their talented, motivated team members on board. Then I set out to formulate a plan and to learn how to teach that plan to others. I wanted to teach those team leaders how to teach their teams to bake that cake.


My motivation for wanting to help sales leaders do their best work is rooted in the way I was brought up. I come from a Midwestern, blue-collar, and military family: highly efficient, always busy, and always productive. It was ingrained in me to seek out the most efficient way possible to do something. In college, after sitting down with a syllabus and a guidance counselor, I saw that it was entirely possible to manage a dual major and a minor and to do it all in three-and-a-half years. So, I formulated a plan and structure based on the guidance I’d received and my experience growing up in my highly efficient family and got it done. I’m no Superwoman, but I was able to do all this because of the tools I was given growing up. The task was made easier because I was taught the importance of strategizing, planning, and managing expectations. I was lucky because methods and tools were given to me at an early age and became part of who I am. But these things can be taught at any age, I promise you!


Think of it this way. It’s really about being able to look at the big picture, whether it’s how to plan your day, how to tackle cleaning your house, or how to build a team. It’s about the tactical execution of a strategic plan, a skill set that is in high demand. The core of it is to be able to create a strategy, look at the big picture, and execute tactically. Just as importantly, it’s about doing this in a helpful, soulful way.


I come from a long line of teachers, helpers, and doers. Helping others is woven into the fabric of my family and my family culture. Having majored in international business and business administration, I was a bit hesitant to go down a corporate path, which is often perceived as cold, not helpful, and being all about the endgame without regard for soul. Someone in a leadership role has the opportunity to balance the quantitative results that we’re responsible for with the qualitative approach that lets us keep our integrity. That’s the world I wanted to live in.


The scorecard gives us the ability to benchmark and think about where we’re currently at—a kind of “You Are Here” marker—and forces us to think about, consider, and evaluate our current status and environment. The results help us to plan where to start and where we ultimately want to end up. Once we’ve completed the scorecards, we can then dive into the pieces that we need to focus on. It’s all about facilitating and guiding people through what the characteristics of a successful sales team and leader are when viewed from a practical, pragmatic standpoint.


Helping someone do their best work or be their best self can be easier said than done. It’s easy to tell our team to go do something, but intentions are not always successfully conveyed. We have to be able to know how to deliver a message to our team. We have to test and measure whether that message has landed. Has the message been absorbed and internalized by our team? Are we all on the same page? So many times, this just doesn’t happen. I teach team leaders how to bring harmony and balance to, for, and with the strategy that they’ve come up with and to be successful with the tactical execution.


I mentioned earlier that I felt a certain reluctance about entering a cutthroat corporate culture because that goes against the way I was raised and my comfort with the work that I do. Many times, sales are perceived as a very do-or-die, crush-the-competition, masculine world. It’s very intense, and it’s all about the results. That’s okay, I get it. But there’s also a softer side to sales as well. At the end of the day, it comes down to connecting with individuals. Whether you’re the sales leader to your sales team or the sales team communicating with buyers, there is room for personal connection. This is not to say that everyone has to be best friends, although it’s true that we typically make our friends where we work. It’s really about being authentic with the connections we make.


Clearly, I feel very strongly about these personal connections, and it’s important to me for you to know where this all comes from in my life. Ever since I was young, I found myself being put into positions of leadership. The coaches, the teachers … they saw something in me that led them to choose me to help and guide others. They gave me opportunities, and I ran with them. I was the president of my Little Sisters organization; I was a captain of the campus patrol; I even worked in the office when I was in grade school. I like to think that what they saw in me was the ability to lead with soul, to guide others in a gentle and supportive way. I think about these coaches and teachers often and am grateful for all of the wonderful opportunities they gave me. Being in a helping or leading role feels very natural to me, and I am okay with that. Actually, I cherish the ability and consider it a gift. We all have gifts, right? We all have superpowers. It’s okay not to feel comfortable being in charge; there’s nothing negative about it at all. Everyone is different, and our life experiences mold who we are. My upbringing and the influences around me as I developed led me to this path, and I am very happy to be able to guide, help, and lead others.


This book is for people who want to learn how to give themselves structure if they don’t have it, or to enhance the structure they do have. In the coming pages, I will share all kinds of stories with you. Funny stories, convicting stories, examples of things that have gone amazingly well and things that have gone horribly wrong. I will share what I learned from all of the successes, wobbles, and failures I’ve either experienced or witnessed, and I hope you will learn from these as well. I’ve taught hundreds of team leaders how to use a stepped approach to become the best leaders they can be, so don’t worry. You can do this!
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CHAPTER 1:


Anything Is Possible with a Stepped Approach





A journey of a thousand miles begins with a single step.


—LAO TZU, CHINESE PHILOSOPHER


THE PHONE RINGS. On the other end of the line is a sales team leader who is at his wit’s end. He is in charge of a team of sales reps that just don’t seem to get what it is he’s telling them. He talks, they listen, and then … nothing much. Sales are down, mistakes are made, and morale is low. It’s a disaster, and this man needs help. The phone rings again. This time it’s a woman who wants to start an inside sales team but has absolutely no idea where to begin. She sounds completely overwhelmed and confused. She also needs help.


Let’s start with the woman who wants to create an inside sales team but doesn’t know where to begin. After reassuring her that it can be done and that I’m here to help, I lay out a few strategies for her to consider. First of all, we acknowledge together that we have a super huge idea, and then I stress the importance of breaking it down into what I like to call “consumable chunks.” Desmond Tutu once paraphrased an African proverb, saying, “There is only one way to eat an elephant: a bite at a time.” When a task is huge, it certainly seems overwhelming, but taking it bit by bit will make it manageable. It absolutely can be done. The approach I teach can be applied to both of the clients I’ve mentioned: the sales leader who is struggling with his already-assembled team and the woman who wants to start from the very beginning.


I like to start by reminding the client to keep the end in mind. I always begin with a simple benchmark scorecard that has seven components for the team and five for the sales leader.


FOR THE TEAM


For the basic building blocks, we’ll talk about the following and rate them from 1 to 10, both for the present and for future goals.


1. YOUR TEAM’S GOALS


How well are they known and understood? Are the goals aligned with the company’s goals?


2. YOUR TEAM’S PURPOSE


Does everybody know the purpose? Does everybody know which hill they’re taking on any day? Is it aligned with the company’s mission and vision?


3. EFFECTIVE ONBOARDING


Are your people able to sell more quickly? Are they made to feel welcome? Are the basics covered? Does your onboarding include some sales best practices? Does your onboarding include training on your systems and tech?


4. EFFECTIVE SALES TRAINING


This is not product training. This is ultimately the how of how your product/service is sold. Are your reps trained on Sales 101 blocking and tackling, overcoming objections, pre-call planning, value proposition statements? If so, how well?


5. SALES MANAGER 101


Contrary to popular myth, your best sales rep does not always make your best leader. What does your ideal leader profile look like? Yes, we want them to be able to sell, but we also want them to be able to lead. Is this person able to lead by example, inspire, remove barriers, hold effective one-on-ones, communicate up the chain effectively, and keep the team focused? (Among probably a dozen other tasks.)


6. COACHING AND MOTIVATING YOUR REPS


Some say, “I shouldn’t have to motivate my reps,” and there’s a part of that statement that is true. However, coaching works, and the byproduct of a good coach and/or coaching sessions is the reps feel more motivated afterward. What do your one-on-ones look like? Are they inspiring or beat downs? (See employee engagement stats.)


7. REPORTING DO’S AND DON’TS


For the love of God, please stop measuring every little thing. Just because we can doesn’t mean we should. Are your key performance indicators clearly defined? These should be the vital stats of your organization. Yes, if those vital stats go red, dig deeper. However, until then, information overload slows down the team, produces a nitpicking feeling, and may overall demotivate. Is success clearly defined for your team? Do they know what it is? Can they see it? Touch it? Articulate it?


FOR THE LEADER


Here we’ll talk about leadership traits and rate them from 1 to 10, both for the present and for future goals.


1.  WHAT IT’S ALL ABOUT


It’s not about you. Why did you become a leader? How would you describe your leadership style? Who’s on your advisory team? How do you hold yourself accountable?


2.  PERSPECTIVE


Does your team have a (1) goal, (2) purpose, (3) perspective, (4) clarity, and a clear path to (5) execute? If not, what’s your plan to put these pillars in place? If yes, which one area or areas need to be shored up to make your team more effective? The outcome of having these five areas defined and enforced is to allow your team to move with less friction.


3.  A FUNCTIONING SYSTEM


See the seven questions on the benchmark scorecard above regarding your overall system and processes in place. How well does your system work? What areas would you need to focus on to make your system more effective? The purpose of a functioning system is to provide the opportunity for all on the team to be successful. The system is essentially the lines on the road for your team to follow.


4.  SELF-AWARENESS


Are you a thinker, feeler, or doer? What are the three words you’d use to describe yourself? Your leadership style? Are you walking the walk and talking the talk? Do you have a coach?


5.  ABILITY TO HARNESS AND USE RESOURCES


Who’s at your table? Do you take the time to figure out what motivates your people? What matters to them? How about the rest of the organization? Being able to know and understand what makes people, departments, etc. tick drives alignment and allows for stuff to get done and removes obstacles (both perceived and real).
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