Article for REV
Harnessing High Achievers

Q Do you have a fabulous sales rep on your team who always hit their targets (and more!) and is hugely self motivated?  Do you find, though, that they have their own way of doing things and seem to think that usual rules don’t apply?

For advice on how to manage someone like this, without squashing their go-get-em attitude, read on.

A  This advice was kindly provided by one of our members, Jean Barr of Top Achievers Sales Training.

Managers don’t always realize how important it is to recognize and manage high achievers in order to keep them productive. As some sales managers have experienced, these individuals can seem like mavericks who insist on being able to work independently, with trust being the key ingredient, to accomplish their jobs with a high degree of integrity.

High Achiever Attributes

Let me start by defining what sets high achievers apart:

· They have a vision and Big Hairy Audacious Goals plus a plan for getting there – you seldom have to drive them.

· - They hold themselves accountable for their actions and their sales. They are ethical, with strong values.

· - They have high energy and are passionate and enthusiastic in all they do.
· - They can be real change makers because they question the status quo.
· - They seek out feedback as a means of helping them achieve their goals.

· - They believe in themselves and that they will be successful.

Tips for Managing High Achievers

The challenge is to harness high achievers’ energy in a way that keeps them engaged yet still delivering on what you need to get your job done. You also want to ensure they work harmoniously with other team members so that you are able to harvest the benefits of their questioning and creativity.

1. Agree goals

High achievers want to conquer the world. Stress the importance of achieving goals and work with them to set these on daily, weekly, monthly and annualized basis. Communicate how these are going to be monitored. High achievers often respond to “keeping score”.  And never move the goal posts – this will de-motivate a top achiever!

Tell them about performance evaluations and how often these will take place. Include the process they can expect if they should need coaching to reach goals.

2. Be clear about your non-negotiables

Although you may leave it to the high achiever to work out how to reach those clearly defined goals, there will still be some non-negotiables in how the job is done. These relate to protecting your brand and giving you what you need to manage the team and report to your bosses.
Give your high achiever a clear picture of expectations in terms of calls, appointments, quotes, dress code, dates and times for reports to be handed in, meetings to be attended, and what staff can and cannot do.

In some cases, peer pressure can be used to reinforce what you, as the manager, have required. The story at the end of this advice is a powerful example of this.

3. Identify their core strengths and build on them.

To start, have a look at their personality profiles and see their strengths and weaknesses. Motivate them on their strengths.

You can also consider whether there are business problems that could use your high achiever’s strengths. Maybe there’s a difficult client, or an internal sales-related project that’s bogged down.

4. Feedback, feedback, feedbacks

As a manager you need to focus the high achiever’s energy and drive and ensure they don’t go off on a tangent – they could go a long way wrong in a short time!

More positively, they have a huge appetite for feedback and you can harness this as a way to keep them on track.  Share your experiences, reflect on the effectiveness of their 

Approach (with colleagues and clients), let them know you’re interested and supportive.

5. Smooth the high achiever’s path inside your company

Their energy and questioning of the status quo can grate on other team members, even if it produces a better result in the end. They demand excellence, too, so you will have to watch out that they don’t destroy the team when things don’t go their way.

6. Align rewards to the individual

What motivates people varies and that applies to high achievers too. One may be motivated by only working 4 days of the week so as to spend a day with their kids. Another may respond to a weekend away, the chance to drive a fancy car on the weekends for the next month, or an overseas incentive. One size will not fit all. Take the time to find out what your team members want and, as far as possible within your company’s policy, give it to them.

But whatever the reward, don’t forget to celebrate the successes and achievements Recognize, praise, encourage and motivate on a daily, weekly, monthly and annual basis!

7. Prepare them for the Tall Poppy Syndrome
As a manager of high achievers, you need to be aware the Tall Poppy Syndrome is alive and well!  There will be plenty of people who will tell them what they can or cannot do and why, and who will try to derail them. As a manager, be on the look out for these people and tell your “poppies” to take their advice with a pinch of salt.

If you can, keep them away from negative people and encourage them to spend time with positive people and those who can motivate them.  These might include more experienced high achievers. These people will not only allow your high achievers to “fly”, they will also pick them up when they are a little down.

8. Rely on building respect, not authority, to lead

It can be hard to lead high achievers by relying on the authority of your position. Much better is to gain their respect.  Regular feedback and coaching sessions in which you ask lots of questions will give them a chance to feel valued.  Other leadership traits and behaviours that high achievers respond to are:

· Setting a clear vision, and supporting goals, with a plan of how the team will get there.

· - Having a passion for the people, products, company and industry.

· - Having core values of honesty, integrity, transparency and support for staff.

· - Leading from the front – not asking the team to do anything that the leader themselves would not, or could not, do.

· - Trusting staff and allowing them to work independency, all the while keeping them on track towards the goals.

· - Taking every opportunity to acknowledge the successes of the team and using a variety of ways to reward and motivate staff.

· Building relationships with staff and insisting on their relationship building with clients.

· - Admitting to mistakes and then moving on to find a solution to rectify the situation.

Hiring High Achievers

If you have  high achiever, you may be keen to recruit more of them. How do you attract them?  The key is to be clear about:

· Your company’s values and aspirations, and your own – high achievers will be looking for organizations and leaders who hold values that mirror their own.

· The importance placed on celebrating and rewarding successes day in and out.

· Specific details of the job, both in terms of what is expected (from achievement levels through to dress code), and what will be offered (from training and development to reward packages.)
· Your company’s reporting structure.

· What ideas will be listened to and what ideas will not be entertained.

· The induction process.

A Success Story

I thought I would leave you awesome leaders and managers with a success story.

It was once part of a team of twenty five high achieving sales people. Each of us was very independent and had a strong personality.  Ours was a fairly raucous group, fiercely competitive, but like a family in that we could call each other names, and have ferocious arguments, but would never allow an outsider to pick on one of us.
We were all meeting, and often exceeding, our targets and budgets. However, I have to admit our paperwork was often late and incomplete. Service sheets were a bit of a nightmare, even though we were handing in good-sized contracts, with good profit margins. 


Our manager cam up with a policy whereby, commissions and bonuses would not be paid promptly unless the contracts were handed in on time, properly filled out. He instituted these penalties for all team members if any one team member was late. Quickly, peer pressure meant our team sorted itself out and contracts and paperwork were handed in on time and complete.

This was a very smart manager. He took a fair amount of heat over the initial decision but it was a win-win situation in the end. If he got the paperwork in the way he needed, then we received bonuses and commissions on time!

…

Jean Barr is the Director of Top Achievers Sales Training and has thirty years of Sales and Sales Training Experience for top 500 companies and smaller companies on three continents. Top Achievers is currently offering workshops on cold calling and successful presentations and is also conducting half day workshops on a wide range of sales effectiveness topics.
Jean says, ”Please contact me on 021 2171663 or email me to have a chat about how Top Achievers Sales Training can assist you and your company in having a well balanced, professional, happy Sales Team that is achieving and exceeding their targets and budgets and allowing your company to be profitable and an industry leader.”
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