
How to Build
the Best Sales
Team to Scale
Your Business



Expanding into a new territory or market? Planning
to accelerate your valuation growth? Looking for
more anchor customers?

All these scenarios have one thing in common: you
need the right sales team—one that’s specifically
built to drive growth.

It’s common knowledge that sales success comes
from finding the right people to sell your products
and services, arming them with the right tools and
messaging, and focusing them on the right markets.
However, the execution will look different depending
on what stage a business is in.

In this paper, we’ll address these topics and other
valuable strategies for CEOs and business
executives who want to push sales to the next level.
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Introduction
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If you’ve got a sales person who knows
pharmaceuticals and lives in New Jersey, it’s
logical to try and tap that market and geography.
But is this your best market for expansion?
Be careful of building a sales strategy based on
the skills and experience of a few people. Speedto-
market is a great advantage when you can
leverage an existing sales team’s skills, but you
should balance that against the potential of a
greater market opportunity.

Rather than guessing the right market, it’s far
better to test multiple markets and let sales results
guide your decision-making process. Remember:
this is not about being disloyal to your salespeople.
It’s about finding the next best market for your
product so you can grow your company in a
strategic, objective way.
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Step 1 Is to Identify the Right Market to Pursue 

Part 1: Laying a Foundation for
Next-Level Growth

Too often, business leaders try to expand a product or service into a market based
not on the market opportunity, but on the convenience of their existing salespeople.
That’s a dangerous line of thinking.
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Part 1: Laying a Foundation for Next-Level Growth

This is about making sure everyone is set up to
succeed before you begin thinking of more hiring
(and the headaches that may bring).

The right model could be as simple as reallocating
salespeople in a way that helps them—and your
company—succeed. It could also be an
opportunity to deploy better tools, and a chance
to provide more data about a new territory.

If you have a good salesperson who is
underperforming, ask yourself if it’s really a sales
execution issue, or if it could be a broader issue
with product, segment, messaging, or strategy
alignment

On the flipside, company leaders often try to
change salespeople to fit their needs. That’s why
the field of sales coaching continues to grow.
There may come a point when you realize that
you might have the right salespeople, but in the
wrong markets, or the wrong types of salespeople
in specific areas of your business.

After all, if you can’t meet business objectives
with your current sales activities, it means your
model is broken. You either need to fix the model
or adjust your goals. That goes for the sales team
as well.

Step 2 Is to Evaluate Your Current Sales Team—and Readjust Accordingly
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So you’ve laid a strong foundation for your future growth. Now you need
to hire new people who have the skills to help you achieve your growth
goals. But how?

Hiring is both an art and a science, and arguably the most important
aspect of any business. Not surprisingly, research shows organizations
that spend more time recruiting high-caliber people earn 22% higher
return for shareholders than their less discerning peers.
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Part 2: How to Hire for Growth



Part 2: How to Hire for Growth
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• Possesses a clear 90-day plan (with associated
KPIs and metrics) for what should be
accomplished when hired. If a candidate can’t
describe an action plan for you, that means
there’s been no serious consideration of how to
integrate into the team post-hire

• Doesn’t just want to “put the band back together.”
Each company is unique, and what was a great
hire in the past might not be a great hire for
your company now. The right sales leader will
want to discerningly select some of the best
sales people from previous jobs, but will also
want a mix of new qualified candidates who
have the traits, skills, and hunger to be
successful in the future

This right hire is someone who:

• Can properly describe and build the culture
that you envision as you grow—not one that
blends into the culture that currently exists

• Is willing to build a team of sales executives
with complementary skill sets, rather than
clones. Different ideas, different approaches,
and different strategies are needed to
understand how to maximize growth

• Has a track record of building fresh networks
in multiple markets. In other words, hire for
networking skills, not a Rolodex. While it’s great
to gain a network of potential buyers, people
are not necessarily in need of another solution
just because they know a salesperson

• Two out of three sales hires prove to be a bad fit
within the first year

• Most interviewers are not properly trained, nor do
they like to interview applicants

To the extent possible, the interview process should
be used to gain insight into how a candidate sells,
from qualification to close.

The job interview is the ultimate sales call, so a
CEO must dig into how the candidates have
prepared for the interview to gain insight into how
they would prepare for an important sales meeting.
But be aware the interview process is complicated
by these factors:

• The majority of applicants exaggerate to get
a job, and they often exaggerate by a lot

• Most hiring decisions are made by intuition in
the first few minutes of the interview

A Successful Sales Team Starts with Hiring a Great Sales Leader

Upgrading the Sales Interview Process
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Here are six ways to improve the interview process and increase your chances of hiring and retaining the
right team.

Part 2: How to Hire for Growth

HOW TO BUILD THE BEST SALES TEAM TO SCALE YOUR BUSINESS  I COPYRIGHT © 2018 SFE PARTNERS

1

2

3

4

5

6

Prepare
Prior to the interview, make sure you understand the real business outcomes that you want each
role to drive, beyond just the activities on the job description. Develop a simple outline and
prepare questions that cover these concepts, and screen resumes to gain information for the
interview.

Demonstrate purpose
Talented salespeople have more choices and job opportunities to choose from. The interviewer
forms the applicant’s first impression of the company. Not only are you trying to determine the best
applicant, but you also have to convince the applicant this is the best place for them to work.

Focus on performance indicators
Identify the knowledge, attributes, and sales skills the applicant needs for success. If the job
requires special education, be sure to include it on your list. Identify the top seven attributes or
competencies that the job requires, and structure the interview accordingly.

Evaluate for people skills
Identifying the people skills a person bring to the job is hard—but extremely important. Each
applicant wears a mask. A good interviewing and selection process discovers who is behind that
mask and determines if a match exists between the individual and the job.

Look for curiosity
Good candidates will want to know a lot about the company, how they will be measured, how the
company will support their efforts, and what they should expect for their own professional growth.
The interview should turn two-way during the final stages before making an offer. By understanding
the applicant’s personality style, values, and motivations, you are guaranteed to improve your hiring
and selection process.

Create a structured process
The best interview follows a structured process. This doesn’t mean the entire process is inflexible
without spontaneity. What it means is each applicant is asked the same questions and is scored
with a consistent rating process. A structured approach helps avoid bias and gives all applicants
a fair chance.
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Part 2: How to Hire for Growth

What Are the Traits of Top Sales
Performers?
Great salespeople are not born; rather, they
are skilled professionals who have the right
orientation and drive to be the best. The best
sales hires are also entrepreneurs, willing to
take managed risks and make investments
of their time and effort to get a return.

In fact, the skills, habits, and attitudes needed
to be a great salesperson can be identified
and measured, and research has shown that
top performers score highly on approximately
70% of the following traits. Look for a high
combination in your applicant pool.

Skills

Customer-centric - puts the customer first

Commitment to service - has the skill and
commitment to deliver impeccable service

Organized - uses a disciplined approach to
customer relationship management and the
sales process

Self-managed - is independently motivated
to succeed

Accountable - takes personal responsibility
for results
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Habits

Active listener - picks up non-verbal cues and
encourages people to be open about their
feelings

Versatile - readily adapts to the variety of
different situations, challenges, and different
personalities.

Flexible - thrives on constant change and
handles it with ease

Attitude

Interactive - enjoys meeting and getting to
know people

Curious - always interested in learning new
things

Resilient - able to deal with rejection and
overcome barriers; not easily discouraged

Motivated by winning - demonstrates a desire
for money, efficiency, and return on investment

Independent - committed to controlling his or
her own destiny



Want More Insight into
Building a Sales Team
for Growth?
Whether you want to design a better hiring
strategy or optimize your existing sales engine,
our expert advisors can make your sales
more manageable, more repeatable, and
exponentially more profitable as you grow.

Call SFE Partners at
(781) 460-2100 or visit us at
www.sfepartners.com

About SFE Partners
Headquartered in Boston, MA, SFE Partners 
is the leading advisory firm for CEOs and 
business executives. From structuring the 
sales organization to defining core processes 
and setting measurable and achievable 
goals, our approach is designed to install and 
motivate a growth-minded sales team. We 
offer a full range of sales services for 
go-to-market, scaling, M&A, and new product 
launches. More than 250 companies from 
around the world have chosen us for their 
sales consulting and outsourcing needs.
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ASSESS. BUILD. TEST. DELIVER.

SFE PARTNERS
 100 TradeCenter, Suite G-700, Woburn, MA 01801

TEL: (781) 460 2100    l    WWW.SFEPARTNERS.COM


