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ADVANCE PRAISE

“So many amazing ideas and moments in this book that will forever change the way I think about sales leadership. It engages you from beginning to end, bridging the gap between framework and science.”

—ANDY KOFOID, President, Global Field Operations at Databricks

“Now more than ever, organizations who prioritize customer success above all else will come out on top. The Transparent Sales Leader is a fantastic resource for those just beginning their sales careers, seasoned leaders, and everyone in between. This insightful book will transform your approach to leadership.”

—DJ PAONI, President, SAP North America

“As if Todd couldn’t get transparency in sales any clearer after his first book, he goes and writes a book on transparency in leadership, taking it to the next level! The breakdown of what it is and what it isn’t, the ‘Five F’s Framework,’ and the cherry on top of what leadership that matters truly looks like in practice made it difficult for me to put the book down. Whether you’re thinking about getting into leadership or have been in the game for years, this is a must-read book where you’ll get better as a result.”

—AMY VOLAS, Founder & CEO, Avenue Talent Partners and Co-Founder of Thursday Night Sales

“Certain words are used in business so thoughtlessly that they have become devoid of meaning: Authentic. Real. Transparent. And there is no one I trust more to rescue them than Todd Caponi. In this most recent book, he erects upon the foundation he poured in The Transparency Sale a sales leadership framework of such astounding utility and obvious value as to be almost self-evident. I buy a copy of his book for sellers for every rep I hire or mentor, and I will buy this book for every sales leader I work with. Todd’s work is as compelling and useful as any business book I have ever read.”

—ETHAN ZOUBEK, Chief Revenue Officer, Atari

“The Transparent Sales Leader is a modern playbook for maximizing the revenue potential of your teams. If you hate complex, hard-to-implement leadership books with lots of theory and little how-to—you’re going to love this book.”

—JASON BAY, Founder, Outbound Squad

“The Transparent Sales Leader provides straightforward advice, examples, and best practices for any modern sales leader, new or experienced. This is a refreshing guide for how to build trust and high-performing organizations in today’s landscape.”

—JEFF ROSSET, Founder & CEO, Sales Assembly

“The Transparency Sale quickly became required reading for sales professionals everywhere. With The Transparent Sales Leader, Todd Caponi has miraculously caused lightning to strike twice. Often counterintuitive but backed up by compelling research and actionable takeaways, Todd provides sales leaders a step-by-step guide on how to build and lead high-performing teams while making the job of a sales leader—one of the most stressful and underappreciated roles in any industry—much more enjoyable to execute.”

—MATT GREEN, Chief Revenue Officer, Sales Assembly

“It’s an exciting time for women in sales as we are beginning to get more and more curious about sales—and sales leadership! As you continue to explore the career—and leadership opportunities—Todd’s easy-to-follow leadership framework is a must! It will optimize your career and give you that competitive edge!”

—TANIA DOUB, Founder & CEO, Work It! and Author of Work It, Girl!

“Todd Caponi is one of the most affable, down-to-earth people you’ll ever meet. In The Transparent Sales Leader, he’ll punch you right between the eyes with the truth about effective sales leadership, back it all up with science and a smile, and you’ll thank him for it.”

—JEFF BAJOREK, Consultant, Author, Podcast Host, Rethink The Way You Sell

“Todd Caponi has always been a top performer in the sales leadership field. In our work together over 15 years, I’ve watched how his ‘done right’ sales leadership has massively impacted his career, his companies, and those he has served. This book shows you how, in an insightful, engaging framework and science-forward way. A must-read for any revenue leader who’s serious about their craft.”

—SCOTT ANSCHUETZ, CEO & Founder, Visualize, Inc. for ValueSelling




[image: ]



[image: Ideapress Publishing logo.]

Copyright © 2022 by Todd Caponi

All rights reserved. No part of this book may be used or reproduced in any manner without written permission from the publisher, except in the context of reviews. All trademarks are the property of their respective companies.

Published in the United States by Ideapress Publishing.

Ideapress Publishing | www.ideapresspublishing.com

Cover Design: Paul Nielsen, Faceout Studio

Cataloging-in-Publication Data is on file with the Library of Congress.

ISBN: 978-1-64687-111-7 (Paperback)

ISBN: 978-1-64687-064-6 (Hardcover)

Special Sales

Ideapress Books are available at a special discount for bulk purchases for sales promotions and premiums, or for use in corporate training programs. Special editions, including personalized covers, a custom foreword, corporate imprints, and bonus content, are also available.

1 2 3 4 5 6 7 8 9 10





The Transparent Sales Leader

TODD CAPONI

[image: Ideapress Publishing logo.]





CONTENTS


	Introduction


	PART 1: THE TRANSPARENT SALES LEADER FRAMEWORK


	Chapter 1: Transparency Defined


	Chapter 2: The Five F’s Framework


	Chapter 3: Focus


	Chapter 4: Field


	Chapter 5: Fundamentals


	Chapter 6: Forecast


	Chapter 7: Fun





	PART 2: THE BEHAVIORAL SCIENCE OF INTRINSIC INSPIRATION


	Chapter 8: Predictability


	Chapter 9: Recognition


	Chapter 10: Aim


	Chapter 11: Independence


	Chapter 12: Security


	Chapter 13: Equitability





	PART 3: MYTHS AND APPLICATIONS


	Chapter 14: The Three Myths of Motivation


	Chapter 15: The Application





	Afterword: Lessons Learned from “The Great Resignation”


	Additional Resources


	Acknowledgments


	Endnotes


	Index







To my dad,

the original transparent sales leader





INTRODUCTION


It is worse than futile—it is foolish for you to imitate anybody else. Just be your best self. Make the most of what you have that is salable. You require no more to assure your success.

— Norval A. Hawkins, Certain Success, 1910



“We think you’re ready.”

It was the middle of the night in Germany, where I was conducting training for one of our partners. My co-worker, Mark, was banging on my hotel room door to wake me up. My phone’s SIM card wasn’t functioning, so attempts from my CEO to reach me were going unanswered.

“Todd, Michael is on the phone. He needs to speak with you right now!”

The company was struggling, consistently underperforming the great expectations set by our Silicon Valley investors. Michael informed me of the departure of our senior vice president of sales. He was handing the reins of the sales organization over to me. The responsibility for driving the revenue that would keep the entire organization afloat and the investors financially above water was now mine.

I was not selected because I was a consistent top sales performer. It was not because of my age and experience, either. I was in my 30s, which made me younger than every single person I would now be overseeing. It also had nothing to do with the extensive training I had received in sales leadership. I had never received any.

Sales leadership was always my goal. Two years earlier, during my second day on the job, I had shared this desire with Michael during a random interaction. During a drive together, I explained to him how I had a deep background in sales, sales training, and learning science. However, I knew I had never been trained in sales leadership, nor did I possess any experience running a real team. Part of my decision to join this organization was to learn under the SVP of sales, see how it’s done, and eventually work my way into a similar role. Michael remembered.

Reality set in the following day. My lack of training, and most importantly, two gaping holes awaited me in my attempts to be the best sales leader I could be.

The first? I always had a sales process and structure to fall back on. However, now what process or structure would I be following? I was aware of the immediate challenges to be addressed. We had to grow the team, establish and meet a forecast, prepare for a board meeting, and look into how we are executing our mission. What about the piles of unknown challenges I wouldn’t even know to see?

The second? My personality was tuned for sales. Did I need a different personality to drive the performance of a team? I was no longer a peer to the team. How would I make the transition, drive performance, and minimize turnover?

As you have graduated to the role of sales leadership, there is a quick realization that the two roles of sales and sales leadership could not be more opposite:

Sales is the ultimate independent role. You are your organization’s voice to the prospective buyer. You are the Sherpa to the prospective buyer’s journey. You define your own success. You are transferring confidence to the buyer.

Sales leadership is the ultimate dependent role. Your success is dependent on the success of those you lead. You are transferring confidence to your sellers.

Revenue leaders have traditionally fallen back on what they’ve learned from their past leaders. So, the telephone game of sales leadership skills happens, eroding with each generation.

So I created a structure. Over the years of its use, I added in behavioral science, research, and data to modify and support the system. Magic happened. I began to see holes before they formed. Instead of chasing, I was growing. And so was the team. Turnover amongst the sales team fell to near zero. Everyone around me started using the structure, up to and including my CEO. In my executive sales leadership roles, transparent communications were born from the framework. Even our board would come to expect it as the guide for our agenda, which built their confidence in our sales execution strategy. Later, when I interviewed against 13 other chief revenue officer candidates for my last role, I was the only one who came in with a framework, a plan. According to the existing leadership team and the board, I was an A+ candidate, and nobody else was even a C grade. I’m not convinced I was any better than the other candidates, but having a framework sure helped!

To maximize sales team and organizational performance, we need to optimize five core areas required to build, maximize, and maintain revenue capacity. Sales leadership does not have to be that hard. There is a set of core responsibilities, which we will explore, that can quickly become your structure when categorized. There are also a core set of drivers to intrinsic inspiration—the science of why your team continues to show up each day, perform at their best, stay, and advocate.

The Transparent Sales Leader challenges long-held sales leadership standards, providing a modern, cards-faceup, science-backed, easy-to-implement framework for today’s sales leaders. It will become your means of planning, strategizing, and communicating. You’ll see the holes before they form. You will sound really smart, too!

You will also learn the science behind intrinsic inspiration. Becoming a transparent sales leader relies on a commitment to transparency, humbleness, and sincerity. I wasn’t going to be anyone’s boss. We were all equals. We just have different responsibilities.

It will become your sales leadership process if you let it. We’ll work through each step in the process, with resources within each which I hope you can continue to refer to as a handbook for your career. Embrace it. Make it your own. And when you do, you will set yourself apart in pursuing sales leadership opportunities. In the role, you will always have an instant 30-60-90-day plan. If you’re a leader-of-leaders, you will have a framework to structure onboarding for new managers, categorize your business plan for your board, senior leadership team, and the entire organization. You can structure every one-on-one with your other leaders or your bosses. You will gain ideas for structuring organizations, avoiding “science projects,” and get better results from forecasting.

I wrote this book to be the foundation for new sales managers, challenge the long-held standards associated with the leadership position, be a reference guide of ideas and refreshers for seasoned managers, and a vessel to maximize the sales capacity of entire organizations for sales leadership.

The Transparent Sales Leader offers a framework centered around those five areas for your first-to-fiftieth sales leadership roles. Transparent sales leadership is for those who believe that hitting revenue targets isn’t the job, it’s the outcome. I break the book into three primary sections.


PART 1: THE TRANSPARENT SALES LEADER FRAMEWORK

In Part 1, we learn and develop the filing system in your brain for the five categories of responsibilities in sales leadership for which all things reside: the “Five F’s of Maximizing Revenue Capacity.” Once internalized, you will immediately be equipped to better plan, strategize, and communicate in all directions; your one-on-ones, your board meetings (when you get there, if not already), your interviews, your due diligence projects, and so much more. You will see the holes before they form.

Within each of the Five F’s, I will equip you with the tools to maximize each responsibility. If all you did was read and internalize Part 1, you will immediately be 98% ahead of every other sales leader who wakes up each morning chasing solutions to the fires of the day.

Although, you may want to stick around for Part 2 …



PART 2: THE BEHAVIORAL SCIENCE OF INTRINSIC INSPIRATION

As a sales and revenue leader, the minute you truly understand how your team members are driven beyond the dollars, they’ll stay longer, perform better, and more likely advocate for the role to their friends … which speeds time to hire, too. Just like how I took the responsibilities of a sales leader and categorized them into a structure for the role, I did the same thing with the drivers that establish, maintain, and maximize intrinsic inspiration. We’ll go through each of the elements that drive our teams and us to maximize performance, tenures, your culture, and advocacy of yourself and your team. Let’s learn them, along with ways to apply each to your selling environment.



PART 3: MYTHS AND APPLICATIONS

In the third part of the book, we bust the myths of sales motivation, then explore ways to take these learnings to extend your lead. This will help you get and keep the next big opportunity in your career—from interviewing to motivating your team to managing the board.






PART ONE THE TRANSPARENT SALES LEADER FRAME WORK






CHAPTER 1 TRANSPARENCY DEFINED


Be human. The reason you are hired to sell goods is that you are a human being. Otherwise your employer would have sent a catalogue.

— Dr. Frank Crane, The Ten Commandments of Salesmanship, 1918



AS HUMAN BEINGS, WE ARE PREDICTION MACHINES. FROM THE TIME WE are babies, our brains are wired to predict. We use those predictions to learn and as the basis for our satisfaction. Our hearts beat faster in anticipation of moving from a seated position to standing up. We learn by configuring a prediction, observing reality, comparing our prediction to that reality, then consolidating those learnings for storage for the next time.

When our brains struggle to predict, we want to seek solid, sure ground.

Flashback to March of 2020, when it became clear that lockdowns from Covid-19 were imminent, millions rushed to the store to hoard toilet paper. Solid ground, in that case, consisted of a pantry filled with the comfort of two-ply.

Satisfaction comes from consistency and predictability. When we can predict, our brain is optimized for doing what we must do.

In a work environment, our IQ is at its highest in environments where we can predict.1 We perform better and are more likely to stay and advocate.

Could the secret of revenue leadership success begin with something as simple as accurate expectation setting? It’s a great place to start. The brains of the individuals you lead are optimized when they can make a confident prediction as to what their experience in that moment and in the future is going to be.

A prediction is hard to come by when the recipient is having trouble trusting the source. The more the individual reporting to you can trust you as the source, the more discretionary effort the individual will put in—not only to help themselves, but also to help you.


TRANSPARENT LEADERSHIP LESSONS FROM ECOMMERCE, AND SUPERMODELS?

If you have read The Transparency Sale, you likely know all about the overused word, transparency. My passion for this concept began in my last role as chief revenue officer of Chicago’s PowerReviews, Inc. PowerReviews is the engine behind the collection and display of ratings and reviews on over 1,000 retailers’ and brands’ websites.

In 2016, we engaged with Northwestern University to investigate how consumers interact with a website when that website is acting as the salesperson. In other words, when we as consumers shop online, and our interaction is only with the website itself, what do we do? Three core data points resulted from this study,2 two of which changed my life in a way that could only happen to a nerd like me. This study was the spark that caused me to quit my job to write my first book.

When a website is acting as a salesperson:

Data point 1: Almost all (96%) of consumers read reviews before purchasing a service or product they haven’t bought before. In other words, we all read reviews! I was not surprised by the first data point, other than that 4% of consumers did not read reviews. However, in PowerReviews’ 2021 update to this study, this percentage was at 99.9%.3

Data point 2: As many as 82% of consumers seek out negative reviews. When a website acts as the salesperson, we as consumers and potential buyers choose to skip past the 5-star feedback and instead read the 4’s, 3’s, 2’s and 1’s. In the latest update to this research, this number is now up to 96%.

Data point 3: The optimal average star rating for purchase probability is between 4.2–4.5 on a 5-star scale. In other words, a product with negative reviews listed right alongside the product itself aids the consumer in triggering a purchase decision. A product with an average review score of 4.2 will sell at a higher conversion rate than a product with nothing but glowing, 5-star reviews. A recent addition to this research concluded that 46% of shoppers are consciously suspicious of products with an average star rating of five out of five.4

Again, that was when a website was acting as a salesperson. So, I went on a journey to find out why, with a specific question in mind: If transparency and imperfection help a product sell better when a website is acting as a salesperson, would the same be true when a human being is driving a decision in an individual, whether it be in a sales capacity, or any situation where one person is trying to influence another?

The answer was emphatically yes. In every interaction, we are either building trust or eroding it. Our instinct is to maintain the status quo because it is certain. As a result, we use logic or data to support our prevailing opinion. It’s a shortcut the brain desires, given that the brain comprises just 2% of our body’s weight,5 but uses 20% of its energy sources (the oxygen and blood).

At even a subconscious level, we know that perfection isn’t probable. When assessing an investment in our time, resources, or dollars in something new, our brain goes on a journey to decide, “Is the juice going to be worth the squeeze?” However, our brain filters the good news until it has assessed the trade-off, which could be the price, what elements or features are not included, and what experiences others have had—especially the negative.

The negatives act as a disarming mechanism. It is almost as though a malarkey filter has been removed, where the positives and benefits of this decision can now flow freely.

In 1995, a company you may have heard of, Amazon, was the first to embrace listing the negative feedback right alongside the products they were selling (along with the positive feedback, of course).6 They’ve seemingly done well.

It works online. It works in human-to-human selling. It works in leadership.

And, due to the pervasiveness of reviews, feedback, networking, and human connection, we can no longer hide the flaws, downsides, unfortunate events, and experiences and expect to get away with it, anyway.

Transparency sells better than perfection, retains better, upsells and cross-sells better, creates advocates better, and leads better.

Transparency is not about beginning every conversation by proclaiming to the world, “Hey, this is why we/I suck!” Take it easy. Who wants to run behind someone who sucks? And even worse, who wants to run behind someone with so little self-confidence?

It starts with the wisdom of a supermodel. Yes, here we will impart a term most typically attributed to Tyra Banks. Banks, a television personality, model, business mogul, producer, and actress, often uses the word “flawsome”: “An individual who embraces their ‘flaws’ and knows they are awesome regardless.”

The 4.2–4.5 star-rating range discussed above is an important distinction. While that rating is an average across all product categories and skews higher or lower based on the product being sold, it still feels pretty good, right?

As a sales leader, transparency starts with an understanding that you are flawsome. You are worth running behind. However, you are human, too.

In one study, the relationship between leadership “transparency” and “employee happiness” had a .937 correlation coefficient.7 What does that mean, in less nerdy terms? The term “correlation coefficient” is used to calculate how strong the relationship is between two data points. The score is always between -1 and 1.


	-1 means there’s a negative relationship between the two. Being “randomly tased at work” would likely have a -1 correlation coefficient with “employee happiness.”

	0 would mean there is no relationship at all.

	However, a 1 would mean a complete overlap in relationship.



Transparent leadership, when done correctly, has the most significant correlation to building, maintaining, and growing a team. So, at .937, transparency is almost equal to employee happiness. And, without transparency, engagement and enjoyment at work suffers mightily.

Traditionally, sales organizations have kept their team members on a need-to-know basis. A salesperson is delivered a job description, a territory, some training, metrics to hit, the tools and resources to do it, and becomes an “employee ID number” with a “sales target number.” However, sales leaders monumentally underestimate their sales team members’ ability to see through a muddling of the facts. It may be one of the top skills of a great salesperson. The result is disengagement and likely turnover.

Transparent leadership is living the following values every single moment, consistently:


	Taking a cards-faceup approach to leadership.

	Setting proper expectations, consistently meeting them, and embracing the idea that those expectations are not always just rainbows and cotton candy.

	Embracing the idea that you do not have all the answers.

	Embracing the idea that you have weaknesses, and it’s ok for others to know that.

	Embracing the idea that you are no more important than anyone else on the team, you just have different responsibilities.



In your role as a sales leader, you are both a leader and being led. You still report to someone, right? Even if you’re the CEO, you likely report to a board, investors, or potentially a chairperson. As an entrepreneur, I report to my wife and children. I have given myself a quota each quarter as a measuring stick, but not hitting my quarterly quota has far-reaching ramifications at home.

Imagine your leader sharing her approach to leadership with you. Imagine her explaining how she approaches the job each day, what she uses to measure and predict the future proactively, how to strategize, see opportunities, and assess weaknesses and threats. Would that make you more comfortable, or less?

Imagine your leader sharing where she believes her strengths are, and where she falls short. Imagine her explaining what she is doing to up-skill and asking for your help in her personal and professional development. Imagine your leader embracing their “flawsome” with you and your peers. Would that make you more comfortable, or less? Would these qualities drive you intrinsically to stay, perform your best each day, and advocate for what you do?

According to behavioral science, research, data, and practical application, the answer is likely yes!

It’s not difficult for you to become the transparent sales leader. There is almost zero cost to being transparent as a leader. In the end, the more transparency you give, the more you’ll get in terms of reciprocal transparency, engagement, performance, tenure, and advocacy.



TRANSPARENCY—WHAT IT ISN’T

A considerable portion of our responsibility as sales leaders centers around expectation setting: helping our team predict their day, week, month, and even future; helping our managers and leaders predict; helping our board predict; helping our investors predict.

Overpromising and underdelivering is, of course, an unsustainable policy. When the local meteorologist tells me it is going to be 75ºF and sunny over the weekend,

I plan accordingly. When I wake up Saturday morning to 32ºF and snow, my satisfaction for that individual, trust in what they tell me, and the costs associated with those mis-set expectations is profound.

However, consistently underpromising and overdelivering is also unsustainable. It will typically produce a short-term spike in satisfaction, but it leads to something I like to call “expectation inflation.” Technically, it is a form of lying.

Expectation inflation is when we consistently underpromise and overdeliver. As recipients of the expectation being set, we will subconsciously expect more than the expectation.

My wife and kids went to a new restaurant that opened around 15 minutes from our home. The expectation for any restaurant during a first visit is prompt service, friendly interactions, a nice atmosphere, good food, then, we receive the check and go home. This restaurant checked all those boxes. However, there was a surprise at the end. Along with the check came freshly baked chocolate chip cookies and milk for the kids. The expectation was the check. The reality was something far better. The kids were wowed. The cookies were soft, warm, with just the right volume of chocolate chips. They were now sold. We are coming back.

The next time we went to this restaurant, the check came with the cookies once again. The kids were less excited because those cookies constituted the new expectation. Anything less would be a disappointment. Sure enough, during our third visit, the cookies came with the check, but they weren’t fresh this time. Clearly, these cookies didn’t just come out of the oven. They tasted great to my wife and I, but the kids were disappointed. No other restaurant we visit provides anything other than a mint with the check. However, my children were upset with the quality of the cookie. Is that a failure in parenting? No. It’s ultimately the challenge of sustaining the underpromise/overdeliver.

Why? Because exceeding expectations becomes the new expectation.

Prior to my first sales leadership role, I joined a sales organization on the same day as their quarterly sales kickoff. Each rep was required to get up and give their “commit” on day two. We will discuss later in the book why this dated practice does much more harm than good for your team’s engagement, motivation, and especially your forecast and longer-term performance. However, as each rep spoke up during this meeting, you could see the dynamic of expectation setting in action at a human level.

Jessie, who consistently crushed her quarterly number, was one of the first to present. It was clear that she was hiding deals. Her quarterly target was $300,000. She committed to $320,000. In looking in the CRM, her pipeline progress indicated that she would do considerably better than $320,000. At the team dinner that evening, I asked her about it. I was curious about the mismatch between what I saw in the CRM and her estimate for the commit. She responded, “I don’t want everyone’s eyes on me and my deals all quarter, so I underpromise, then overdeliver.”

Our sales leader shared the consolidated commits from all the team members with me the next day. I scrolled down to Jessie’s name, and sure enough, he wrote $420,000. So I said, “I had $320,000 written down for Jessie.”

He replied, “I know Jessie.”

At the end of the quarter, Jessie finished at around $400,000. She hit her quarterly target. She exceeded her commit. However, she disappointed the leader because she did not hit the expectation-inflation amount he predicted. Consistently under-promising and overdelivering sets a new expectation, one that is wholly unsustainable.

There is magic in setting expectations and
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TRANSPARENCY BEGETS TRANSPARENCY





	Never share how you plan to pay for the vehicle until after you have agreed to the price.

	Never share your intention to trade-in a used vehicle until after you have agreed to the price.

	And, for goodness’ sake, never share the details of what’s wrong with your trade-in vehicle. Let the dealer find those issues on their own—with fingers-crossed that they won’t find the problem and offer you more than the car is worth.
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