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More Praise for Fortify Your Sales Force

“This book offers a broad array of practical and valuable ideas along with tangible tools that can be readily applied to build high performance sales teams. From matching the right training solution to measuring the impact of the training, this collection of articles can be a ready resource for sales managers and training professionals alike.”

 

—Kathy Leck, executive VP, Lake Forest Graduate School of Management.

 

“This is a must read ‘hands-on thought book’ for all sales training and development professionals who want to define what blocks they need in their foundation of competencies. Regardless of your experience level, each chapter guides you in building the right foundation or provides the perfect ‘check points’ for assessing what cracks you have, what new blocks to add, and what mortar you need to strengthen yourself to stay relevant in responding to tomorrow’s development challenges.”

 

—Joe Slezak, manager of sales team development, Miller Electric Manufacturing Company.

 

“Fortify Your Sales Force offers proven and actionable strategies for keeping your sales force ‘frosty’ in a tough economy. Sales leaders and trainers from any organization struggling to maintain a competitive advantage in today’s economy need to read this book!”

 

—Jesse Teverbaugh, manager, Technology Solutions, CDW.

 

“Fortify Your Sales Force is a corporate treasure map that leads your organization down the path to consensus and into the house of higher profits. From the board room to the training room, this book provides clarity in a world of information overload. If you’re passionate about improving corporate performance, then this book is a MUST read!”

 

—Todd Zaugg, CEO of Matrix Achievement Group, LLC and author of Warrior Sales Monk.

 

“In Fortify Your Sales Force, McClay has assembled a world class team of contributors across 14 topics of interest to sales leaders and sales trainers around the globe. You’ll get a variety of perspectives—from the experts who have been in the arena. It is definitely worth reading!”

 

—Stephen J. Bistritz, Ed.D., Sell XL; past president of SMT: Center for Sales and Excellence and co-author of Selling to the C-Suite.

 

“Fortify Your Sales Force’s sage contributors serve up the perfect mix of proven and pragmatic advice to those who have among the toughest of tough jobs—sales leaders. Read it now. Next quarter is way too late.”

 

—Dave Stein, CEO, ES Research Group, Inc.

 

“Because we live in a world of diversity, we need to understand the many different angles of the sales process! That’s the reason this book is so important. Get the best from the different authors and your sales people will hear the word ‘yes’ many times!”

 

—Alfredo Castro, president of MOT, chairman of the ASTD 2010 Advisory Committee, author and international consultant.

 

“Leave it to Renie McClay to compile the best thinkers in the industry to inform, challenge and inspire us.”

 

—Polly Rowland, former director, Sales Strategy at Kraft Foods.
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About Pfeiffer

Pfeiffer serves the professional development and hands-on resource needs of training and human resource practitioners and gives them products to do their jobs better. We deliver proven ideas and solutions from experts in HR development and HR management, and we offer effective and customizable tools to improve workplace performance. From novice to seasoned professional, Pfeiffer is the source you can trust to make yourself and your organization more successful.
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Essential Knowledge Pfeiffer produces insightful, practical, and comprehensive materials on topics that matter the most to straining and HR professionals. Our Essential Knowledge resources translate the expertise of seasoned professionals into practical, how-to guidance on critical workplace issues and problems. These resources are supported by case studies, worksheets, and job aids and are frequently supplemented with CD-ROMs, websites, and other means of making the content easier to read, understand, and use.
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Essential Tools Pfeiffer’s Essential Tools resources save Lime and expense by offering proven, ready-to-use materials-including exercises, activities, games, instruments, and assessments-for use during a training or team-learning event. These resources are frequently offered in looseleaf or CD-ROM format to facilitate copying and customization of the material.

Pfeiffer also recognizes the remarkable power of new technologies in expanding the reach and effectiveness of training. While e-hype has often created whizbang solutions in search of a problem, we are dedicated to bringing convenience and enhancements to proven training solutions. All our e-tools comply with rigorous functionality standards. The most appropriate technology wrapped around essential content yields the perfect solution for today’s on-the-go trainers and human resource professionals.
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Essential resources for training and HR professionals
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INTRODUCTION

REGARDLESS OF THE economic environment, companies NEED talented sales people. Sales revenues are the life blood of most organizations. To keep the revenues flowing, sales leadership and sales representatives must continuously improve their skills to meet changing demands of a competitive global economy. Revenue fluctuations have a direct impact on the bottom line. An increase in the effectiveness of a sales force by just 5 percent translates to a significant increase in the bottom line.

An increase in sales, particularly these days, isn’t easy to get. Sales management doesn’t always have the answer to new challenges or know how to make it happen. Their talents may lie in different areas. Sometimes it takes an objective resource to see things more clearly from a distance. Often the answer can be found in experience with other industries or a different approach to sales and learning strategies. Many organizations don’t have sales training departments or deep cross-functional experience. Where do they turn for guidance? This question is precisely the reason for this book. I have set out to gather experience from the best and the  brightest in the sales industry to provide wisdom and best practices to help you fortify your sales organization.




Who Are the Contributors? 

My selection criteria for book contributors was that they need to be wildly talented, successful, and have deep experience with sales forces. Each contributor is a thought leader in his or her particular topic area, and I relied on them for providing the content. They share tried-and-true tips and ideas that they have personally used to succeed and improve their organizations.

This book is a compilation of articles from thirteen contributing authors who have mountains of experience building and bettering sales forces. Combined, they have more than 75 years of selling, over 60 years of management experience, and greater than 120 years of improving the performance of sales teams. There is an astounding amount of wisdom between these covers for those willing to do some reading and pondering.

Fortunately or unfortunately, this book is not “vanilla.” Some of the authors have a strong opinion about their topic and perhaps even an edge, or they take one side of an issue. Similarly, the contributors don’t necessarily have the same view or particularly agree with each other. This strong feeling comes with experience and wisdom, and that’s okay with me. I actually like this about the book because I believe there is more than one way to approach many of the topics presented here.




Who Will Benefit from This Book? 

If your sales force is perfect, the revenues are pouring in, and you’ve perfected the business case to get whatever funding you want for training or other events, this is not for you. This book is written for those who want to improve their sales teams and are open to new ideas to make that happen. There are topics for sales leaders, sales managers, and trainers who work to develop sales audiences. There are both strategic topics and more tactical topics.




How to Get the Most from This Book 

The book does not have to be a cover-to-cover read. Using the table of contents as a guide, go to the topics that interest you. Better yet, determine who in the organization would benefit from the various topics and split up the reading.

I wish you well in your journey to increase the talents and capabilities of your sales force and ignite your sales success. I invite you to put some of these ideas into practice and then let me know how they work for you at email me at RMcclay@inspiredtolearn.net.




1

Invest in Your Salespeople Now

Bob Rickert

 

 

 

 

 

YOUR SALESPEOPLE ARE fighting a new kind of battle today. Doing business has changed in recent years as economic cycles have become less predictable and erratic, creating greater competition and forcing every company to re-examine its go-to-market sales strategy. With every economic cycle, there is a chain reaction of good things or bad things that occur, depending on which way the economy is heading. In good times, demand is strong, prices are stable, and growing the company can be done while investing in the business. However, in a downturn, the impact can be swift and painful. In reaction, customers typically initiate deep cuts in spending in every area of their businesses, including technology, labor, operating expenses, inventories, and capital investments. As a result, decisions are delayed or simply not being made at all to conserve cash and to ensure that spending does not get ahead of  revenue or capital reserves. This type of reaction has a direct impact on virtually every industry and every company.




Facing a Strong Headwind 

What does this all mean for your salespeople? They are your first line of defense, as they are the first to experience shifts in your customers’ buying behavior. In the past, a slowing economy meant you had to consider being more aggressive with pricing and offer more services to slow the loss of revenue and margins. Customers still bought, it was reasonably predictable, and you simply had to manage your business more cautiously. That will not be the case in the future. For customers, in a tough economic environment it is all about conserving capital, making deep cuts in spending, and forcing greater competition among suppliers to get lower pricing to optimize their expenditures. Customers’ behavior will become even less predictable as they attempt to get their arms around their continued financial challenges. This means it is going to take strong leadership to keep the sales organization focused, effective, and successful in the face of stiff economic headwinds.

There are only two ways companies and their sales leadership can respond to economic downturns and increased competition. First, you can batten down the hatches, ride out the storm, and hope you are competitively viable when the economy rebounds. Or you can press your advantages and exploit the opportunities the financial challenges have created by embracing new sales capabilities and go-to-market strategies. Now is the time to make a significant investment in your sales organization, even though the easy decision would be to wait, hunker down, and conserve resources. However, with the public and the press hammering corporations for how they spend money, it is essential that a business case be built to justify every significant investment a company makes. To accomplish this will require a new mind-set and learning to speak the language of financial return and improved profitability. In this chapter, we will explore the financial challenges that are impacting your organization and what it will take to build a strong business case for  investing in your salespeople when they need it most. We will also review strategies for identifying measurements tied to the company’s key business drivers and objectives that you can use to make a persuasive business case for equipping your sales team for a new kind of competitive battle.




Why Invest in Your Salespeople Now 

Business cycles are constantly evolving. When the economy is growing, companies invest in their sales organization in a variety of ways, including sales meetings, training, promotional campaigns, incentives, client conferences, CRM technology, customer intelligence, market research, and more. But once the organization misses its revenue targets and forecasts grow soft, the budget shrinks and the pressure to produce revenue grows exponentially. In typical economic cycles, a defensive posture can be effective by focusing on retaining existing business and finding ways to win market share from weakened competitors. But a deeper economic downturn requires a different kind of response.

An economic downturn is the time to go on the offensive by enabling your salespeople to pursue profitable selling strategies.


When economic downturns are relatively short, you can often avoid investing in your salespeople. Actions can be taken to remain competitive knowing a rebound is within sight. However, fighting for profitable revenue gets harder the longer and deeper a downturn goes. You run the risk that reactions to the downturn, such as discounting, more financially lenient terms, and providing additional no-cost or low-cost value-added services will be institutionalized and difficult to undo later when the economy recovers. This is why investing in the sales organization during a downturn becomes even more important than any other investment an organization can make. You need your salespeople equipped to handle the pressures from customers and increasingly desperate competitors to retain your competitive advantages.




Lessons of Past Recessions 

Taking a look at current economic conditions, it will serve you well to learn from history. McKinsey conducted a study of past recessions that companies could learn from as they make their decisions to invest in their businesses, focus on surviving, or sit on the sidelines waiting for the recovery. They found that some companies emerged from recessions stronger and more highly valued than they were before the economic downturn. By making strategic choices that sometimes defied conventional wisdom, they increased their market value relative to those of their former peers and thus gained more power to shape their industries. I believe this will be the case during this financial crisis and should be factored into your investment plans.

Consider a contrarian strategy during an economic downturn while your competitors adhere to more low-risk, low-reward approaches.


McKinsey studied one thousand industrial companies in the United States over the period from 1982 to 2000, which included the recession of 1990-1991. They identified companies that kept their leadership positions within their industries or became successful by challenging top-performing companies. They studied the characteristics of successful companies, during both the recession and the subsequent economic recovery. They found that successful companies took an aggressive position in everything from acquiring companies to investing in new products to improve competitive advantage. Of the various strategies deployed, perhaps the most unexpected action was that industry leaders actually increased their operating expenses. While most companies tightened their belts, the successful companies refocused rather than cut spending, giving up short-term profit for long-term growth. These leaders spent significantly more on selling, general, and administrative (SG&A) costs than did companies that lost their market leadership.

Another interesting point was that, during expansionary periods, successful leaders actually spent less on SG&A than did their less  successful peers as their improved efficiency was an outgrowth of their earlier investment. Finally, expenditures on R&D, marketing, and advertising followed a similar pattern. Despite selective spending increases during the 1990-1991 downturn, successful leaders were far more efficient, even with their increased spending, as they maintained an employee-to-sales ratio 27 percent lower than that of their industries.

The financial markets rewarded those companies willing to pursue contrarian strategies during the downturn. By the end of 1990 - 1991, successful challengers had a market-to-book ratio that was 25 percent higher than those of their unsuccessful challengers. In most economic downturns, conserving cash is a major concern. Still, when it comes to investing in the one area that ultimately impacts cash the most, your revenue engine, it goes to reason that now is the time to invest to stay ahead of the competitors that are most likely not investing.




What’s Impacting Your Business 

Too often I hear sales leadership complain that, given the importance that revenue generation plays in an organization, they are left fighting for budget dollars after “non-revenue-generating” investments are made. But at the top of every organization, executive management is challenged to prioritize and choose the investments that generate the greatest return.

To position a strong business case for investing in your salespeople, you need to view the business the way your executive team does. Looking at your business from 20,000 feet, how are current economic challenges impacting your ability to grow profitable revenue? What should you look at to assess the challenges you might face when putting together a business case? Here are five key business factors that might be directly or indirectly impacting your company’s financial health and that could prevent senior management from making an investment in your salespeople at this time:1. The Credit Squeeze.This isn’t usually a factor that sales leaders think about in normal times, but companies are now under extreme pressure to conserve their capital. Is your company putting an extra emphasis on managing cash flow? Lowering  costs, reducing inventory levels, and deferring capital expenditures make it an especially difficult climate to ask for funding.
2. A Shutdown in Capital Investments. Companies in many industries are stopping or slowing down capital expenditures. The uncertainty of future economic growth has stalled attempts to build infrastructure or improve plants or make other large-scale investments. A JP Morgan study on the healthcare sector, for example, found that 33 percent of hospitals are stopping capital investments, and only those that offer an attractive ROI are being funded. The lowest ROI projects are being cut first.
3. Major Cost Reductions. If you are in an industry that is experiencing huge fluctuation in the cost and availability of raw materials such as chemicals, electricity, oil and gas, food ingredients, steel, and more, it is probably causing your cost of goods or services to go up faster than you can pass through price increases to your customers to maintain your margins. This will force your organization to take a hit in profitability to maintain your current levels of revenue. This puts tremendous pressure on margins and causes a pullback on the expenditures you are pursuing.
4. Consumer Spending. Are you in an industry that is directly impacted by consumer spending? When consumer spending trends downward, inventories build up, purchasing slows down, and price pressures surface as a key strategy for selling products in inventory, further pressuring the company’s financial health.
5. Executive Turnover. Are high-level executives leaving your organization? This will make it more difficult to make a case for investing in your salespeople. Typically, when there are leadership changes, everyone in the company becomes obsessed with keeping their jobs. For sure there will be a lack of clarity during the transition. Until the priorities of the new leadership team are communicated, senior leaders are hesitant to commit to future investments in people-related expenses.


Anticipating market trends has never been more challenging than it is today.


There is growing pressure on executives to deliver immediate results, especially in the current environment. It is also difficult given the public scrutiny on company performance and the challenges of living and dying by quarterly earnings reports. This is causing turnover among CEOs to reach all-time highs. The pressure CEOs face will always involve the financial performance of their companies. Compliance to new rules such as Sarbanes-Oxley creates even greater pressure. And now with the government’s involvement in the excesses of Wall Street leading up to the financial crisis, it will not be unusual to see a CEO forced out due to questionable business decisions or overall performance of the company, especially during these times.

It is important to assess your company’s environment and how internal and external changes or challenges are impacting senior management’s view of investments, especially as it relates to developing and supporting the sales team. Understanding these pressures will help you prepare a business case that addresses the immediate financial and organizational concerns of senior management.




What You Need to Know About Your Business 

There is no question that managing sales puts you in a position of strength in terms of leveraging resources to help you deliver profitable revenue growth. But there are also inherent risks as well. To make an informed and impassioned plea for funding and support, you will certainly be asked how your proposed investment will impact the business. With the new economic realities we face comes a new level of responsibility for the sales leader. Business and economic cycles in the past were reasonably predictable, generally slow to occur, and easier to manage around. In today’s environment, having a stronger knowledge of the business will prepare you to respond quickly to new emerging challenges.

I have spent nine years with Aarthun Performance Group working with Fortune 500 companies to improve financial performance through improved sales financial literacy and value selling. Most of the company leaders I have interviewed admit that the sales organization is viewed as not having a deep enough understanding of the key financial drivers they directly impact, nor do they understand the customers’ business, leaving them vulnerable to competition. It’s a big gap in corporate America, and the consequences are greater today than they were even a year ago. So why do you need to understand your company’s financials? Understanding the key trends in your business and understanding the key financial indicators that are driving executive decisions will assist you in positioning your business case for investing in your salespeople in a way that addresses executives’ most important goals.

Most people understand whether their company is making money or not. You can review your quarterly releases and 10K to keep up with your company’s latest financial performance. Pick up The Wall Street Journal and you can learn about what is going on in the market, in your industry, and with your key competitors. Most people understand it when the company announces that revenues are up, profits are strong, and shareholders are receiving a dividend. However, I have found that, although these performance numbers are useful, they don’t really tell the whole story. Mostly, they won’t tell you about the challenges the company had to overcome to be successful. Only when you can interpret the meaning of the numbers “operationally” does it begin to help you understand your business at a higher level.

If you work for a private company, many are open about their financial situations. Some may not be, especially during tough economic times. But understanding more than just the top-line numbers that are revealed can help you get a picture of the company’s key challenges and priorities. There are three things you can look at to enhance your discussions with executive leadership and your development of an effective business case—revenue growth, expense management, and the use of capital.




The Financials 

Financial reporting is fairly standardized and easy to interpret. When it comes to top-line growth and what goes into the company’s revenue generation, no one knows that area better than the sales department. You know all too well that the key numbers being looked at, in addition to revenues are cost of goods sold, gross profit, gross profit margin, operating expenses, and operating profit. But what is behind the numbers? If the company is under unusually stiff competitive pressure, winning the business at a lower margin may have been a Herculean task. Did you exploit a market opportunity to defeat a stronger competitor to win new business? This needs to factor in to your business case as you defend how you achieved the numbers and why enabling and equipping the sales organization with new capabilities and tools will directly improve those numbers.

I suggest that you compare the numbers going back three years. Looking at three years’ data will provide the view that analysts take to evaluate your company’s key performance drivers. You should also pick one or two of your competitors and compare the numbers. Here are a few questions you should pursue in your analysis:• Are you growing at a faster rate than last year? How does that growth rate compare to your key competitors?
• Are you growing faster than your overall market is growing?
• Are you achieving your growth goals in your target markets?
• Are you penetrating new accounts and taking market share away from your key competitors?



The answers to these questions can be very revealing in terms of what the market and shareholders look at in terms of future performance expectations for your company and whether you are a good investment versus your competitors.




The Trends 

As a sales leader, you need to compare two key trends that most directly impact your organization. Gross profit and gross profit margin are your  first lines of defense. These suggest that a company is viable, has a strong plan, and is executing well. Gross profit margin is especially critical today because there is extraordinary pressure from customers to cut prices, which has painful consequences. For every dollar of revenue you bring in, the gross profit margin tells management just how much money it has left over, after paying the cost of goods or service, to run the business. Seems simple enough, but it is the trend that management reacts to first and foremost. Every dollar of gross margin lost drops directly to operating income. Here are the questions they want answered:• Are the gross margins going down a trend we need to plan for?
• Why is it happening, and what can we do about it?
• Is it an increase in raw materials that couldn’t be passed through?
• Is it a competitive pricing issue that to retain the same level of business you had to spend more through discounting?



Whatever the answers to these questions are, the pressure will be on to improve your overall go-to-market sales strategy.

The next important trend looked at are operating costs. Senior management will assess the trend in operating expense as a percent of sales ratio. This tells them what it is costing to generate a dollar of revenue. It is an indication of how efficient the company is. Are operating expenses (also expressed as SG&A) going up at a faster or slower rate than revenue? That does not land on the sales department solely, but since that is where your investment dollars will come from, understanding it and how sales can impact it is a powerful tool in persuading management to invest. Increases in raw materials or pricing challenges alert management to margin pressures down the road. That is why cuts in salaries, training, and travel budgets more often are done quickly because management knows that the pressure to adjust costs to produce promised profits will increase, and operating expenses are the easiest target.

There are other implications for trends. These trends may also be leading indicators of the need for training. If the company is growing, new hiring and speed to performance will be keys to sustaining the growth  or turning around a decline. You can anticipate learning needs based on the key financial trends of the company. Most of all, demonstrating a working knowledge of these trends will elevate you as a sales leader in the eyes of senior management.




What Executives Are Saying 

You can learn a lot about your company’s current and past performance and future strategies by what your executives are saying publicly. The numbers tell a story about what is happening in the business. I have talked to many sales managers who routinely listen to their companies’ quarterly and annual earnings calls to understand their financial results. The executive team will explain external factors like the economy, trend in raw material costs, internal changes, and initiatives designed to improve performance, projections they are making for market growth, competitive factors, and more. As a leader, it is important to hear what your executives are saying about your business so that you can position strategies with your salespeople that reflect corporate direction.

Perhaps the most revealing part of the call, however, is the question-and-answer session. Executives and their investor relations teams put together substantial information to prepare for questions from analysts. The questions reflect how analysts keep score in your industry or sector and expose the concerns analysts have as they attempt to report on the business and advise their firms whether to invest, and on whom.

What management is saying publicly also provides you insight into how they intend to address the business to deliver value for the shareholders. It is an opportunity for you to key in on strategies and/or challenges that you can align your business case with. This will help address the most pressing business challenges the company faces, especially those you can address in your effort to build the capabilities of your organization.




How to Analyze Your Sales Team’s Needs 

Once you understand your company’s key financial priorities, be prepared to get in front of your leadership with a business case that reflects those priorities and is based on an assessment of how your sales team can deliver on them. You are skilled at managing sales and applying strategies to win business. But to get to the next level as a strong leader, you need to leverage your understanding of the business drivers discussed above by conducting an analysis of your sales team’s strategies and needs tied directly to the company’s priorities. As you conduct your needs assessment, be prepared with well-thought-out answers to the following business questions.


 1. What Challenges Do You See in Growing Revenue? 

What leadership wants to know: Leadership needs to understand the challenges you are facing in growing the business. For example, one challenge you might be facing is the continued uncertainty about customers’ pullback in purchasing. With the slowdown in customer spending, salespeople may be at a loss to determine “what buttons to push” to move their customers off the dime. Is it cash flow that is causing the customer to pull back? As a result, are customers throwing up new kinds of obstacles around extending terms, requesting vendor-managed inventory or value-added services at no cost? You will need to defend in business terms what and why things are happening and what you intend to do about it.


 2. Will Your Salespeople Be Able to Protect Price and Defend Margins? 

What leadership wants to know: Be prepared for this one! In times like these, customers who have been less price driven in the past may now be under immense pressure to drive all suppliers’ pricing down as they feel urgency to protect cash and squeak out a profit (at your expense). Pricing is a profit-improvement strategy. Salespeople always feel the heat on protecting margin, but margin is lost not only in price but also in  services that are provided without compensation. There is a cost for the resources the sales team relies on, and if the focus is too much on the revenue and not on the profitability of that increased sales volume, senior management will balk. McKinsey found in a study on pricing that for every 1 percent in price increase a company can achieve, it will result in an 8 to 10 percent increase in operating profit. Conversely, they found that on average a 5 percent discount, all things being equal, will require 18.7 percent greater sales volume to make up the loss in profitability. This is why your team and your plan for investment must be tied to improving and defending margin.


 3. What Are Your Competitors’ Strategies for Winning Against You? 

What leadership wants to know: Sun Tzu said in his book The Art of War  that the key to success is not in defeating the enemy, but in defeating the enemy’s strategy. Do you know what your competitors’ strategies are for beating you in the market? What are you up against in this challenging economic environment? What intelligence do you have regarding what your competitors will do to defend their positions? Leadership does not like surprises, and when it comes to competitors, anticipating what your competitors will do is key to winning.


4. Are Your Salespeople Equipped to Win? 

What leadership wants to know: Are your salespeople ready for the new challenges that face them? Are you clear on the three to five things that you must do to get your salespeople ready for the market challenges? These might include training, data, marketing support, market or industry intelligence, or competitive information. Sales managers know the strengths and weaknesses of their sales teams, but articulating the specific needs translated into business improvement is what management will want to know, especially with regard to your proposed solution. More than that, you will need to be able to link the financial consequences or impact to a specific competency gap you propose to close.


5. What Are Your Critical Success Factors? 

What leadership wants to know: Be clear on the one or two critical success factors for your success. For example, in the current environment, selling to higher-level decision makers may be the single most important thing your salespeople can do to achieve their revenue numbers. Getting to the customers’ executive-level decision makers and presenting a strong value proposition based on improving their profitability will result in a higher win ratio (because you pre-empted competition by being there first); larger deals (because the total value and impact are sought and better understood at that level); and deals close sooner because the case is compelling to invest now. This is what your executive team wants to hear: that you are clear and that you have a strategy. This is all the more reason to build a business case that aligns to corporate goals.

Your salespeople need more than moral support during tough economic times.


In a tough economic market, growing the business usually requires that you take business away from your competitors. You must win without giving away margin in the form of discounts, terms, or no-cost services. To accomplish this, salespeople must sell on value and not price, call higher where the economic decisions are made, and differentiate not only what they sell but also how they sell it. Salespeople are in the best position to protect your margin, and your business case should always address the skills and performance drivers that help you manage these critical success factors. The worksheet that follows is a guide that will help you think through those areas that you know executives will challenge you to answer.

Sales Team Analysis Worksheet

1. What are the trends in your industry?  Example: Are the key industries you serve immune from the current economic downturn and represent opportunities to expand your  business and protect your position, or are the industries you serve being adversely affected by the downturn and require innovative ideas to remain profitable?


2. What will it take to grow your business?  Example: Retaining the 20 percent most profitable customers; selling existing products and services to new prospects; selling new products and services to existing customers; going after new target markets or industries.


3. What are your competitors’ key strategies?  Example: Competitors are bundling their solutions and positioning their offerings as a cost savings package; competitors are discounting to buy market share and pressure higher value companies like yours to price to win or withdraw.


4. What support will be required to equip your sales team to compete and win?  Example: Training on how to analyze customers’ financial and business needs with the skills to sell higher may be the single most important support you can provide; it might be customer intelligence or market intelligence; it might require new marketing tools to combat competitors’ low price strategy.


5. What role can executives play in helping you win in the marketplace?  Example: In tough economic times, taking your executive team to the customer can be a very important sales growth strategy. Should you arrange peer-to-peer C-suite meetings and dialogue to position your company for success?







The Business Case for Investing in Your Team 

In good economic times, executives make decisions regarding investments the same way, based on return on investment. That includes return on the capital that is required, but it also includes the human capital required.

The CEO cuts a big check every day in the form of operating expenses (people, processes, etc.) to execute the business plan. What he or she always wants to know is: Are we getting our money’s worth? Regardless of what level you are presenting your business case to, the approach needs to be the same; it is always about how any business improvement idea can impact the company’s operational, financial, and business processes.




Components of an Effective Business Case 

Based on the key trends driving your business, you must start with the challenges executives are facing. You need to establish the financial and business need before you can effectively formulate a recommendation. Next you need to identify the measurements you will use to track success—acquiring new accounts, revenue growth, being paid for value-added services, customer retention, and so on. Start with the end in mind: What financial outcomes are needed? From there identify your key strategies that will address the desired outcomes. This might include targeting only a certain market segment or selling higher, which can drive results more quickly. Here are the components of the business planning approach.


Think Like Your CEO 

As you approach your solution and prepare your business case, put yourself in the shoes of your CEO, regardless of whom you are targeting for the presentation. This will help you anticipate the issues, concerns, and questions that will likely be asked of you. Use the information you gathered in analyzing the company’s business. It has been my experience that executives view sales leaders as experts in selling and not enough as financial stewards of the business from a total profitability position. That is not to say sales leadership or any level of sales management lacks the requisite financial and business knowledge; it is just that too often the perception is that it is really about revenue and not addressing the direct and indirect ways the sales department impacts profitability. Speaking the  language of the financial and profitability will cause executives to view you as someone who understands their world and, more importantly, their challenges.

To prepare a strong business case, focus on what keeps executives up at night. Revenue growth is certainly at the top of the list, but it will be more than that. Other questions covered in part earlier include:• Are sales growing faster than your key competitor’s? Analysts and shareholders are looking at this and it may be a critical area to study.
• Is the sales organization protecting price and defending your margins? Pricing has a significant impact on overall profitability, which often is the single biggest metric executives look at.
• Are your operating expenses in line with your growth rate? Some of this is outside of your control; however, within the sales organization, cost management is important.
• Are you retaining your high-profit customers? In some industries or companies, losing one or two key customers can have a dramatic impact on the business.
• Are you retaining your best people? And what are you doing to ensure they are operating at a high motivational level?




Delivering Your Business Case 

Executives are open to new profit improvement ideas if they address one or more key financial or business priorities. The first thing they want to know about your recommendation will be what is required of them. What is the investment being requested, and what will they see in return? They will also press you on when the company will see the return. There is no shortage of requests of executive management to invest in the business. They have too many choices; their job is to deploy limited capital on those projects that bring the greatest return to the corporation and shareholders. Job one is sorting out how best to manage the resources of the company and the capital that has been bestowed upon them. They will also gauge your level of confidence in your recommendation, which  will be a key determining factor when considering your recommendation. They will want to know how confident you are that the outcomes can be achieved, how you will measure results, and how much time is required on your part to implement the solution.

What every executive wants to know is: Why should I invest and why now?


Here are a few things to keep in mind when approaching executives with your business case:• Demonstrate your understanding of the business. Summarize your understanding of the company’s key performance metrics and executive strategies, and position your solution in a way that addresses the critical short-term and longer-term business drivers. If the company is suffering revenue and margin declines, speak in terms of ratios and why you are addressing them with a solution designed to impact their key business goals.
• Sell results up-front. To capture the executive’s attention, demonstrate the kind of financial and business impact your recommendation will have on the organization. Nothing speaks louder than numbers, especially when the organization is under performance pressure. You should quantify the impact of your solution in terms of sales growth, margin improvement, new customers, and so forth, and be prepared to defend your numbers.
• Align your recommended solution to other important corporate initiatives. If possible, link your recommended solution to other key initiatives to demonstrate that you are aligned with the key strategies of the executive team.
• Set realistic time frames. Be clear and realistic regarding the time and effort required to implement your project as well as the amount of time and effort you will have to devote to ensuring success. Executives want to know whether it will take away from other revenue-producing activities if the sales management team  is focused on this. You need to set clear expectations and follow through on your promises. If it takes six months to see the impact, be specific about the milestones that can be anticipated on the way to results, what steps it will take, what will be observable, and how results will be measured and tracked.
• Close for a decision or a clear next step. Fortunately, your executive team got to be where they are by being decisive and making informed decisions quickly. They will welcome a leader in their company pursuing a timely decision so that attention can be given to the appropriate next steps. Close for a decision and/or a clear next step demonstrating your interest in getting things done.



Business Case Worksheet

1. What are the key corporate financial and business goals and the CEO’s key strategies?  Example: The company is focused on acquisitions to achieve growth; the focus is on lowering costs to improve margins, cost-reduction measures are being put in place; strategies for lowering raw materials are a key focus; there will be investments in R&D and new product rollouts.


2. What are your key strategies?  Example: How do your strategies for your sales team address the key goals of the corporation? Because CEOs address their most pressing business and financial concerns every quarter, identify those areas you can reference in your recommended solution to strengthen your business case.


3. What is your proposed solution and how will it impact the business?  Example: What are you going to propose that will address the needs of your team to deliver on the most pressing corporate objectives? The sales team is always the first line of defense when it comes to growing the business. Based on the big issues, there will be connections to how the sales organization needs to focus their attention and what is required to be successful.


4. What are the key measurements you will use to track success?  Example: Revenue growth; margin improvement; retaining customers; selling bundled solutions; selling value; selling higher.


5. What are the key sales and sales management activities required to implement the solution?  Example: What will be required of you and your sales managers to implement your recommended solution in terms of time commitment and resources, and how will it happen while you are performing your other responsibilities?


6. What are your recommended timeline and next steps?  Example: Have a clearly defined timeline and next steps. Include next steps for your executive team and other areas that are needed to support your solution.




Building a strong business case for investing in your salespeople is important during any market condition. You can offset some of the impact of unpredictable economic swings by asking your best people what they are hearing from your most valued customers. Your best salespeople are the ones who typically spot early warning signals because they are having higher-level business conversations with senior levels who are monitoring their business activity. These conversations with executives offer important insights into the trends that predict future behavior (that is, requests for a review of supply chain efficiencies; alternatives to building inventories too high; slowdown in orders; end user behaviors being tracked, etc.).

Another strategy is to invest in the top 10 to 15 percent of your salespeople. Too often, spending stops altogether. It is expensive to invest in the entire sales organization, even in the expansionary periods. But when you are early into a recession, persuade senior management that one way to mitigate the revenue decline is to enable the top performers  with new tools, alternative pricing/bundling, and terms—as they are in a position to make an immediate difference. This will also help you make a broader business case to invest in the whole team as the recession deepens.

Finally, talk to your customers more often. Many companies have formalized a “voice of the customer” to stay in touch with trends. It is even more important at the onset of a recession to have a defined swat team that gets out ahead of the economic changes by looking into the source of your revenue, your customers, and better understanding their business (which is your business).




Summary 

We are living through challenging times and the rules have changed. For most companies, holding their positions and conserving resources seem like prudent approaches. But as history has shown us, for those companies that aggressively pursue a strategy of investing in their salespeople, the rewards can be great. To advocate for investment during a difficult economic environment when senior management is attempting to ward off disaster is not easy. But, like every other financial decision senior management is making, a business case built on a strong return on investment is essential.

Many sales managers fail to pursue funding for their people because the head winds are simply too strong. But for innovative sales leaders who know how to leverage the resources for improved performance, it will serve you well. Knowing your company’s financial situation and offering solutions that address the company’s highest priorities will earn you credibility at a time when you need it most. This will require analyzing your business and your team’s needs and proposing a development plan that achieves results. Building a business case for success is the only way in the current economic environment to win your share of available budget.
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 Winning Leadership Support for Sales Initiatives

Jim Graham

In today’s economy, more than ever before, you as a sales leader must understand and successfully execute the internal sale.

 

 

 

 

 

THERE IS NO silver bullet for persuading senior leadership to support your initiatives! It’s a tough, uphill battle, where you are competing for time, tight budget dollars, potential outsourcing, reductions, restructuring, cost controls, and many more worthy projects.

Other constituents are just as enthusiastic and eager as you are to get the same support. So here are a few best practices and some success stories for gaining that support for your projects.

But let’s be clear: there is no panacea, no one right way, no way that works every time, and no formula that I know of for always getting what you want. We will explore some options and give you ideas, along with a few actual cases, that could work in your organization.




Credibility 

Let’s start with credibility. As the old saying goes, sometimes you’ve got it, and sometimes you don’t. In gaining support from senior management, you must have it! This is not negotiable; you cannot gain support for your project without having credibility.

How do you get it? First, you earn it through years of service to the company. You rise through the ranks, become successful in sales or sales management, earn a reputation for effectiveness, take on challenging initiatives, and succeed. Basically, your reputation precedes you. It’s great if you have it, but it’s tough if you don’t.

In today’s world, with mergers, acquisitions, downsizing, and rightsizing, many of us don’t have years of experience to support our positions. Perhaps the VP of sales who supported you has now left the company and your champion is gone. (I have a story about a project like this later in the chapter.) As a result, credibility can be hard to come by.

What is credibility? Credibility is doing what you say you will do when you say you will do it. It is your track record of performance. How quickly and professionally have you responded to each request? How successful have your projects been? How visible? Who knows about your past performance successes? Can you or someone who has credibility summarize your successes to impress a decision maker?

As you did with your customers, one way to gain this credibility is to obtain the support of others who have it. You can’t gain it alone; you must get help and support. You gain credibility for your project by the associations you have with those who are seen as credible. The people who coach and support you must be credible, even if you are still earning your stripes. They can actively support you via email recommendations or in hallway conversations (yes, those conversations with the right people do influence decisions), or by attending a presentation and supporting you with their presence. They also may coach you behind the scenes (the invisible coach). What they do and how you use their credibility is very important. The higher this person is in your organization, the better!  The general has more clout than the lieutenants, captains, or even the colonels.

Here is an example from my company:One of my first experiences selling—yes, selling—a major project to senior management was a large, interactive computer-based learning simulation project designed to train salespeople more effectively and efficiently. I started by building a very elaborate presentation with well over one hundred slides in more detail than a congressional report. Then I requested two hours with our president. His approval would lead me to the CEO. I started with someone with whom I already had credibility, who had credibility with the ultimate decision maker, and someone I thought could influence the decision. I told him I had prepared the presentation for the CEO and wanted him to critique it. After the first ten slides or so, he stopped me and asked what I was doing. He described the attention span of the CEO as that of a gnat, and suggested an executive summary of a few slides, without the agonizing detail I had prepared.




I learned a valuable lesson about being brief and precise. I took the advice, built the executive summary with plenty of detail to back it up, and a few weeks later presented to the CEO. The CEO asked, “Who else have you talked to?” I told him the president (hoping that would seal the deal). He asked more questions. Because the project was for sales, he wanted to know whether I had the approval of senior sales leaders across the business units? No. I had not talked with all of them, but I certainly would. I went off to meet with each, get his or her sign-off and support, and returned to both the president and CEO with support signatures and obtained the finances I needed.




Consider the Audience 

Sometimes all the support you need from the most senior level, the CEO or president, is a signature on an appropriation releasing the funds. At other times, their support is in the form of a message to the organization.

It’s amazing how much support you get when the CEO or president is behind your initiative. Unfortunately, politically minded people often check the organization chart before making a decision. We all know that there are followers and leaders in every organization. Your job is to gain support high enough to bring the followers along, just as you did in selling a customer; you need to determine roles and relative clout. Here is an example of how this might work.

A well-known mid-western furniture manufacturer wanted to create a “learning organization,” an environment of ongoing learning, growth, and development for all employees. With this in mind, a well-seasoned training leader with remarkable credibility set out to create a state-of-the-art facility to provide such an environment. But in order for this project to be successful, it had to have senior leadership support and, in fact, board funding approval. This person’s credibility made support from the highest levels possible, and the project proceeded, becoming a best-in-class facility not only in the industry and state, but unquestionably one of the top five in the nation. Most facilitators for the center were internal and well credentialed in their own right. The CEO who supported the project with the board also was an instructor. Can you guess how many other members of the senior management team also were involved in leading sessions in the new facility? Yes, my friend, you are correct—all members of the senior team became involved in one way or another in developing talent at the new learning center.

As you can see, sometimes you need a signature and funds, and sometimes you need the direct support and presence of senior managers. As you plan your strategy, think about how to maintain support at this level for much more than just approving the funding.




Defining the Return 

When faced with a lack of your own earned credibility, as well as a lack of high-level support, you must consider another tactic. One tactic is showing the potential impact this initiative will have on the company’s bottom line. (I’m sure you needed that advantage when you were selling.)

Can you prove that changing the behaviors of certain individuals with training will have a return on investment for the company? If you have compelling evidence of such an outcome, then you are home free!

Not so fast: we need to think this one through a bit. Why? Because people refute irrefutable evidence all the time!

Most of us at one time or another have completed an exhaustive needs analysis to understand gaps in performance and have developed plans to close those gaps. It’s a good starting point, but the message is sometimes lost in the project minutiae. Have we considered business outcomes? Do we know the key business drivers of the internal organization? Is an earnings per share target such a driver? How about growing revenue? Reducing costs? Competing in new markets? Launching new products? Retaining talent?

These questions, and their answers, are as important as your credibility in selling your initiative. Using business terms shows that you are thinking of the business—and management’s definitions of success. If you make management look good by helping to achieve their goals, you will become a business partner.

Let’s dig a little deeper. A few years ago, Rob Brinkerhoff introduced a high-impact learning process called success case methodology,which is tied to measurement and evaluation of training outcomes. He should be credited with changing the way that many training people and businesspeople alike think about training outcomes. His process can help you gain that elusive credibility we all seek. And if you already have the credibility, it can cement your ability to gain support from senior management. Quite simply, it involves understanding the business-related questions above. Which business outcomes must be produced for the enterprise this year? Every company has a quarterly scorecard (at least the public ones do), and they are evaluated against their industry peers, forecasts, previous quarters, and more. We, as professionals, must understand those outcomes if we are to win. Here is a story that shows this point.

Sales training at a large medical products company was historically classroom-based for new sales representatives joining the company.

Often reps were from outside the industry, so they had to learn about the industry as well as products. Experts were committed. A solid training process was in place. The sales training leader, working with an external consultant, determined it was time to move to an e-learning platform for product training and to institute a “masters” program for senior reps, as well as define a curriculum for overall sales development.

The price tag would be more than $1 million for three years and included: analysis, selecting an e-learning vendor, design, development, 360-degree feedback instruments, and, of course, heavy use of the external facilitator. How would you sell this expensive idea to a conservative senior management staff? First, by understanding the company sales culture—what sales needed, sales usually received. Second, by using some ideas from Rob Brinkerhoff about measurement and proving outcomes. Finally, with a well-orchestrated plan expertly presented to upper levels, showing speed of learning and 24/7 access to e-learning modules (many of which were also used by experienced reps for their own quick reference).

The outcome? Complete support from senior management! The metrics offered proof of success and encouraged continued funding.

In the business climate today, we must be business professionals as well as sales leaders. Rob Brinkerhoff provides ample direction for how we get there. Understand the key business drivers of your organization first, and design your outcomes to meet those initiatives. Deceptively simple, and not impossible to execute!

While having discussions with key senior leaders and trying to gain their support for your initiatives, you should be asking what the success drivers are for this year and/or this quarter. When you meet with business unit leaders, you should ask the same questions about those business units. Ask for the behavioral outcomes they need to see from your sales teams, sales managers, and senior sales leaders. The answers will tell you what your special initiative needs to accomplish.

When you understand the business drivers, both for the company and the business unit in particular, you can create “line of sight” plans and ideas to accomplish those business objectives. (And you will have some very  interesting business discussions with those you engage.) Your project, your initiative, and your plan must be linked to business outcomes if you are to have a chance of winning support, with or without credibility.

You really must understand your audience just as you did in your external sales role. We spend a lot of time training sales representatives on how to sell to senior executives with programs like “Selling to Senior Executives,” “Selling to Vito,” and “Selling to the C Level.” The message always is that, if you are going to sell to senior management, you must understand how they buy! It seems simple, and in some ways it is, but not always.

I mentioned earlier that your priorities compete against other priorities. Executives have more on their plates than just your project. Someone (the president of our company in my story earlier in this chapter) must help you identify the “hot buttons” for his or her buying decisions.

You need to understand the budget. Are there budget dollars available? Who is going to pay for your program? Will it be billed back to business units? Will the budget house the costs? There are always budget dollars available for the right idea. You may have to search to find them, but the dollars are there—somewhere. You also have to work with accounting to determine whether your project can be included in the “capital” budget. If a project includes hardware, building improvements, upgrades, or furniture, you may be able to capitalize the costs instead of expensing them. The expense budget is usually much more sensitive than the capital one. Maybe you can amortize the costs over several years, and this will help to reduce the single-year impact.

You must shape the content of the message as well. Executive summaries are an excellent place to start. Become familiar with the detail that supports your summary, and find a way to make it short, sweet, and to the point. Realize too that the people you are presenting to are quick studies. They would not be where they are if they weren’t. Don’t oversell your proposal; get the signature and get out! Wow, does that sound like an old sales adage... once the customer signs the contract, shut up and leave quickly! The content is important, but so is the delivery. Many a great message, proposal, or project with an important payoff for the  company has been denied because the delivery was flawed. Just as a good facilitator can make an average training program come alive and a poor facilitator can destroy a good program, so too with a proposal.

Here is an example.

In a large manufacturing company, a proposed system would cost thousands of dollars and expert time from the systems group. It was clear to those pushing that this system would be beneficial to all managers worldwide, but the challenge was to convince the budget approvers in purchasing and finance that this was a good deal and a critical need for the company that could save millions. Gaining agreement for a meeting to discuss the project was a challenge, accomplished primarily through friends of influence. At this meeting, the decision makers were coached on using the system and provided with impressive marketing materials to engage their interest. They really enjoyed using the system and found the materials to be impressive. So they responded well to the internal sales pitch/public relations approach and approved the project. This took a long time (eighteen months), so patience and persistence were important to the success of this effort.

Your executive summary is like the executive summary often built into a sales proposal, or a request for proposal response. Think about your customer—the senior executive—and build the summary around “what’s in it for them.” What are the business drivers? Will the project deliver results? and Why do they need it now? Why should they spend the company’s dollars on this instead of any one of several important initiatives? (Sound familiar?)

Timing is critical! Timing is everything! If your proposal falls in Q1 and the budget was finalized three months before, you will have little chance of gaining approval. Unless, and this is a big one, someone very high up wants to support the project. As I said, there are always budget dollars available for the right idea.

If your company is completing a good year, timing may be right for your proposal. If, on the other hand, it’s been a tough year or quarter, or the next year looks dismal, all bets are off on the proposal being accepted. And here is another point on timing that you cannot control: a change  in personnel. Leadership changes occur without your knowledge (at least before it happens), and you may find you’ve been working with the wrong people. Sales training company Miller Heiman, in its program Strategic Selling, would call this a red flag—a loss of executive sponsorship.

Here’s something that happened in my company:My team and I worked for several months convincing a group president and an executive VP of sales how important it was to conduct a fundamental leadership program for the sales leadership team. Our proposal was strong, needs were identified, and curriculum was developed and tied to business outcomes. We had done everything. Our last meeting included four hours with the executive VP of sales defining launch strategies, attendees, and location—detail after detail. Three days later, an organization announcement was made: the company had reorganized business units and these two individuals were not retained. The outcome for my team: no sponsors and new decision makers—we had to start over.







Defining Outcomes 

Your next question is, or should be: How are you going to measure the success or outcomes of your project? Put yourself in the chair of the senior executive. Would you ask: What will be the outcome of my investment in your project? Have you measured the ROI? Will the investment make a difference? How will I know? Who else is supporting this (another way of asking whose neck, other than yours, is on the line)? Companies always measure the ROI of a capital project (new equipment, a plant, a system upgrade, or an acquisition), and you can measure the ROI on your project if it’s a capital expenditure.

AN EXAMPLE FROM THE WORLD OF TRAINING

In a large equipment products company, a system was purchased to provide data on the success of sales promotions. The senior management decided that it was worth the investment to purchase and implement this  system. It was considered critical to the success of the organization and important to achieve organizational goals. The training group compared the costs of having the external company that designed the system conduct the training to the cost of having internal resources conduct the training. Management was sold on supporting the internal training effort.

While the training was a success, the system was not, so management considered the training unsuccessful as well. The lesson we learned was to spend our training efforts on projects that are more likely to succeed rather than on risky ones, because management often cannot separate the failure of a project from the successful training that was conducted. It was a hard lesson and not one you can always avoid. With limited resources, it is important to prioritize the projects that you can be most successful in supporting, and that will show positive results for the organization.



Often the results of an initiative are intangible, much like buying insurance: I know I need it, I’m just not sure how much, which type, and for how long. Most would agree it’s better to have a trained workforce than an untrained one. Some might argue that if we train them, they might leave. Others might argue that if we don’t train them, and they stay, what do we have? (Which is worse?) Few senior leaders would disagree, but why then are training dollars the first cut from the budget? Many of us have experienced this over the years. We know the organization needs XYZ, and many times so do the executives, but decisions must be made. If you don’t have a direct link to business outcomes, you won’t obtain the funding! Sometimes even when you do, the funding is just not there.

We were conducting a leadership development program through a large mid-western university for thirty-plus attendees. The program had budget approval and had been conducted before. In fact, the relationship we had with the university went back several years and several sessions. We had complete approval and support from the business units the participants worked in, and we were four weeks from launch. The university faculty had developed their sessions, correspondence had been  distributed to all, and university accommodations were booked. Then I received the dreaded phone call from the CEO’s office and was asked to immediately cancel the program. No discussion, no negotiations—just cancel it. I, of course, being of stout heart, scheduled a meeting with the CEO to explain why this was not a good idea for our company reputation and for the message it would send to participants, and that it was just too darn late to do such a thing.

I received a quick lesson in economics, which I have never forgotten—what it means when a public company is close to missing quarterly results. The CEO not only wanted to save the cost of the program, travel, and missed work opportunities (there were a lot of sales leaders in the program), but he wanted to send a very clear message to the organization: your number 1 job is to make the numbers to which we committed. (I was not in sales, but was leading a major initiative during a quarter.)

We postponed instead of canceling, and rescheduled six months later. The university, to their credit and our relationship, did not charge the normal cancellation fee, although it would have been impossible to schedule another company in the slot. I made sure the CEO knew what a good partner the university had been. We ran this program and several others there.




Budget Process and Timing 

Timing, as we’ve seen, can be so critical. The project was right—the purpose, process, funding, support, and agreements at all levels—and it was critical for leadership development.

Sometimes the chief financial officer (CFO), not the CEO, is “to blame” for a project rejection: “Obviously, it’s the accountants who don’t understand the importance of our project and who reject it only because they have veto power! They don’t understand the complete merits of our very important endeavor!”

In my CEO example, that CEO was an attorney by background, although he did understand the numbers quite well (as any CEO must!).  There are times though when the CFO or the accounting team can be your ally, rather than your adversary. Here’s another example from my experience:We were in the midst of an internal consulting project with our large account managers. We were trying to measure the outcome of our very extensive efforts by using additional volume and/or profits from their accounts. The account managers were held to rigorous details and analysis of their accounts. They dug deeper than they ever had into understanding their customers’ businesses. We looked at everything from marketing to operations to sales and distribution. Update meetings were held every three weeks, and each participant presented what he or she had learned and accomplished since our last meeting. There were three follow-up meetings after an initial training session to understand a process for building a deliverable and working with an external coach. A lot of time, effort, and sweat went into the program.

We were collecting solid growth numbers, but needed more support to continue our efforts. To gain that support, we developed a presentation, which we delivered to our CFO. We were conservative in the results we were claiming; we didn’t want to get caught up in numbers we couldn’t support. He looked at our analysis, asked several good questions, as you would expect, and in the end told us our numbers were better than we thought they were! We were surprised, even though we had been knowingly conservative. He further pointed out results we could take credit for that we had not considered.





The point is that the accounting team, especially the CFO, can be helpful in selling your projects to senior management. If you have the numbers that the CFO supports, you can’t get a better recommendation! Before you present to the CFO, make sure you have worked with someone in accounting to help you understand which metrics make the biggest impression on those who approve the numbers. Is it return on assets (ROA), internal rate of return (IRR), or another measure? How are other projects judged? Do you need to prove a return on investment  in three years or five? The better you understand the internal accounting mechanism, the better you will be able to present your story.




Sell It 

How do you really develop that winning presentation, and what does it contain? As I mentioned earlier in the chapter, there is no one right way, but there are some elements that must be considered. The list below may help if you have not done this before. Even if you have, it might be worth a quick review of the fundamentals:1. As you do in sales, know your audience and how they like to receive information. (If you don’t know, ask one of their assistants or get coaching as I did from the president.)

Provide an executive summary, which should include answers to:Why are we doing this now?

What impact will this have on the growth and development of participants?

What is the change outcome that will make a difference?

What are the costs? Don’t try to hide this at the end as most people do with proposals; present it up-front, but then explain why.

What time will this save? Almost any project worth its salt will speed up a process or provide greater efficiencies. Which costs will the project reduce? For example, reduce travel, less time from the field, and more trainer time?

Who, other than yourself, is sponsoring it?

How long is the development time? Give yourself some flexibility here, no matter what your developers or external suppliers are telling you.

When will it be implemented?





2. Always under-promise and over-deliver.
3. Keep it short. Brevity is one of the keys to success.
4. Bring the back-up data. Don’t be surprised with a question you can’t answer. (Just as you would prepare for a sales call, anticipate what your audience will want to know and questions they may ask.)
5. Practice, practice, practice. Don’t get fooled by what might seem to be an informal meeting. Even if you are not presenting via PowerPoint, be thoroughly prepared. In many cases, you have only one time to make a good impression. Even if you know your audience, don’t be too casual.
6. PowerPoint slides can be a great way to present, if done right. Make the presentation clear and concise. Avoid putting 80 percent of what you say on the slide! Put 20 percent of the information on the slide in bullet points, and talk to the rest.
7. Schedule enough time for the meeting, and avoid circumstances when they are preparing for board meetings or budgets and/or during the busy times in your organization. (Again, an executive assistant can give you insight here.)
8. Be enthusiastic but rational. They probably will be less excited about your project than you are, but your job is to get them excited.
9. Remember that your objective is to gain the commitment—once you do, leave. Don’t become caught up in trying to explain more just because you think they should know. Once you get the signature, grab it and run.





Progress Updates 

As part of your project proposal, you should plan to provide feedback on progress and demonstrate, within a reasonable period of time, that the dollars invested were invested wisely. The story earlier from the medical products company included very detailed end-of-the-quarter and annual  ROI analyses. It was a three-year project, so interim accounting of costs and results was critical in gaining additional funding.

In order to obtain funding from senior management for your next project, you must provide progress reports. These should be at least annually or, even better, quarterly to apprise the leadership team of your success and accomplishments. Again, consider your audience. They don’t need length or depth; they need a brief synopsis of accomplishments and measures.

For example:1. The results we are seeing are as follows....
2. Our cost savings have been ....
3. Our improvements in process are as follows ....
4. Our time savings have resulted in X ....


They will tell you if they want more information, so you should be prepared.

Tips for Success

1. Start with company or organization priorities and goals.
2. Identify what training is required to achieve those goals.
3. List all stakeholders (see example below). Create a plan to engage each stakeholder (person who stands to benefit from the successful implementation) and explain how it will support his or her success.
4. Find out the definition of success.
5. Design the training to achieve this definition of success and the learning objectives that would ensure that organization results can be achieved.
6. Don’t waste time and money on projects that are not viewed as essential by key leadership.
7. Start a year ahead to obtain budget funds for key projects.
8. Put together a solid business case
9. Don’t be disappointed if you don’t get the funding. They are often choosing among many other important initiatives.
10. Keep informed of the state of the business, choose your timing (when they have money to spend), and word requests very carefully.
11. Always keep open communications regarding status of projects, needs of management, and success celebrations with management and stakeholders.
The results of gaining leadership support for initiatives might include the following:1. Priorities are always agreed on by the end of the year for the next year.
2. There is a large budget and there is support for training.
3. Suppliers are engaged as partners for success.
4. Purchasing helps with RFP and approval process.
5. Finance always says yes.
6. Senior management introduces concepts and ideas and demonstrates their leadership. Credit for results is often shared with training.
7. Sales representatives and sales managers ask for more training on a continuous basis and often fund it.
8. Training expenditures are approved quickly.
9. Training often is highlighted in the company newsletter.
10. Senior managers often attend and stop in on training sessions.
11. Many managers conduct training sessions, as requested.
12. Subject-matter experts make it a priority to be available for design, review, and delivery of training programs.
13. Managers and the best salespeople make themselves available to coach those who request their support.
14. Training results are reviewed on a monthly or quarterly basis.
15. Awards and recognition are given to training staff and sales representatives for outstanding performance.


A SALES TRAINING EXAMPLE

We were developing a low-cost (webcast) approach to training sales representatives on new products and we engaged the VP of sales in the design and implementation to save money on travel and training costs and time. The VP agreed to invite participants with our prewritten memo and his signature. He then followed up the memo with a phone message to all sales representatives telling them that he expected their full participation and would be checking to see who attended and who did not. Then he asked for attendance rosters and gave them to his directors to follow up to see why someone had not attended the session. He congratulated those who completed the training and encouraged them to use the techniques they learned in the next few months so he could track the increase in sales on the product. This really motivated or coerced everyone to attend and apply the new learning because they knew the expectations and follow-up would be conducted by their managers. They would be responsible for applying the new learning and showing results from the training. Sales on the product on which they were trained were closely tracked to ensure the reps were using the knowledge and skills that had been learned.


In short, what you want to do is1. Develop a plan to obtain leadership support.
2. Find out what the “hot buttons” are for key leaders.
3. Use their terms and examples to prepare to discuss what they would like training to do for them.
4. Deliver excellence on a continuous basis.
5. Make them the leaders of the training effort, but do all the work for them.


ANOTHER EXAMPLE

We were asked by the president of the division to create a university in which senior executives would learn to use and teach their employees about new products. Our dialogue helped us learn what he was looking for, and we agreed to provide drafts for his approval. We quickly worked as a team to design a proposal and some examples for his review. We made him the “dean” of the university, created a curriculum, and brought him sample tools and certificates for the completion of the training. After some revisions based on his input, the program was introduced at the annual executive meeting by the president, who expressed his expectation of completion by every executive. He would receive monthly reports regarding who had completed the training and who had conducted the training for his or her sales representatives, and he would personally sign and present the certificate of completion to each executive. Ongoing communications from the president (which we created and he signed) were sent to all executives throughout the year. Lists of those who had completed each phase of the university sessions were sent out to all executives on a monthly basis so that those who had completed were recognized and those who had not completed were motivated to finish quickly.





Your Plan for Leadership Support 

Answer the following questions in order to get leadership support for a specific initiative. If you find that categories cannot be completed, it is time to do more homework to determine the answers to these critical success factors. This list is just a beginning; you should add other factors that will be important to the success of the project.

1. What critical needs have to be identified?
2. What is required to achieve organization goals and targets?
3. Who are the key stakeholders?
4. What are the costs?
5. What results need to be achieved?
6. What are the objectives?
7. What is the timing?
8. What is the plan?
9. What is the schedule for engaging stakeholders?
10. What are the roles and responsibilities?
11. What are the measures of success?
12. What is the communication plan?
13. Is there a design document?
14. What is the implementation plan?
Persuasion is an art and a science, and it is important in gaining other people’s support. “Change management” to engage support of leadership often depends on relationships that have been built over time (trust) and the numbers to prove success. Senior managers are people too. Find out what they like—and especially what they don’t like. Just like your customers, administrative assistants are your best friends (or they can be your worst enemies, that is, gatekeepers). Always make the senior leaders and your manager look good. Find ways to talk to managers on a more casual basis, such as after presentations or at charity, community, or network events that you attend to show your support of their interests. Always tie your initiatives to the corporate goals they are committed to achieving. Show that you value their time by making their involvement brief and preparing everything for them to ensure that things proceed smoothly.




Summary 

There are a lot of right ways to gain acceptance on the projects you bring to senior management seeking their support, and there are a few things you can do to shoot yourself in the foot, so to speak.

I hope this chapter has spurred your thinking about your approach to gaining support. But let me capture what I think is most salient: selling to senior executives is not completely different from selling to senior levels of a customer or prospect. You must1. Have credibility (If you don’t have it, you need to find a way to get it!);
2. Consider the audience and the message content, length, depth, time, structure, level and position of buyers, and more;
3. Make sure your project provides a return on investment for the corporation because you are competing against other projects that will;
4. Define project outcomes very clearly, with ROI, time savings, improved efficiencies, and more;
5. Understand the budget process timing;
6. Be prepared to answer questions;
7. Practice, practice, practice;
8. Get the order and get out;
9. Plan progress reports and gain senior management agreement on when they want to see them; and
10. Remember that selling internally is not that different from selling externally.


So, let’s get going! There are lots of people to persuade!

 

Questions for Reflection

• Challenge yourself .... Do you really have credibility within your organization? Why? Are you sure? Can you prove it?
• Are you willing to put that credibility on the line, risk it to get support for your next project?
• How well do you know your audience? Are there new players? Do they all think alike? Do they all buy what you are selling? 
• How good are your investment numbers? Will they pass muster with your CFO? Have you asked the CFO or someone else in finance to test your logic?
• As you wrote your proposal, did you clearly define the outcomes? Can the real value be found? Have you differentiated your project from others under consideration?
• What about your timing? Are you in line with the budgeting process?
• Who else do you need for support? If you have an advisory can you get submarined at the last minute?




Recommended Resources 

Robert O. Brinkerhoff. Success Case: Find Out Quickly What’s Working and What’s Not. San Francisco: Berrett-Koehler, 2003.

Robert O. Brinkerhoff and Anne M. Apking. High Impact Learning Process: Strategies for Leveraging Business Results from Training. New York: Perseus Publishing, 2001.

Robert B. Miller and Stephen E. Heiman, with Tad Tuleja. Strategic Selling: The Unique Sales System Proven Successful by America’s Best Companies. Reno, NV: Miller Heiman.
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of their nceds and problems, this sales rep
encourages them to do most of the talking
by asking questions thar are concisc and

© the poi
As customers move toward making a buy-
ing decision, chis sales rep helps them

think through the criteria and priorities
they consider to be the most important.
When negotiating with customers d

d
sales calls, this sals rep identifis the cus-
tomer’s and his or her initial position,
builds common ground by highlighting

areas of agreement, and then concentrates

on resolving arcas of disagreement.

During sals call, this sales rep uses com-
pellingarguments and techniques to move
customers to action or to an agreement.

When working on customer projects, this
sales rep supports and encourages a good
working relationship beween hin
e, the customer, and his or her company.
When discussing sol

tomer need or solve a problem, this sales

orher-

ions to meet a cus-

rep accurately and approp

nicates the strengths and limitations of

cly commu-

each solutior

Never Always

QOGO
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Flow | Topics and Learning Tools Used and Exerc
Objectives

« Explain the opportunities
and challenges involved
with change

- Aiculate the
implications of being a
publicly held company

WHAT do [ Bras
wedo?  |external branding campaign

Learning Objectives:
You will be able to:

xplanation of our |+ Brand Video

+ Know your role
supporting the value of
the brand

Offerings Portfolio and |+ Client sales presentation
Clicnt Sales Presentation | exercise
« Case Study: The

Learning Objectives:
DeskTop Toy Company

You will be able to:
is looking for help. They

o Identify business have a small, but

opporunities to build
our organization through
understanding our
offerings

+ Describe XYZ Co.'s
disciplines and

established company that
produces and distributes
mementos, trinkets, and
small toys. They are
hoping to expand their
business and someday go
public. They have a long

way to go!

compe

'+ Describe how we market

our organization to

potential lients
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Tnstructions Action Planning,

« Refer back to your Sales | 1. What are your overall reactions o your
Skills Assessment—Self | scores?
Effectiveness Score
Ranges chart.

« Note your highest and
Towest scores.

« Think about your role as . N

2. Which results please you most?

asales rep in working

with customers and

answer the following

questions.

3. How would you like to sec your scores

improved?

4. What steps can you take to improve

your scores?

5. What obstacles
taking the steps listed above and how can

ht keep you from

you overcome them?
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[Technology

[Advantages

Disadvantages

+ Ofien requires
download of software
(because any
participant can “take

5o the soffware
prepares them to do
just tha

+ Ofien has more
complex interface

* File uploads/
downloads facilitae

sharing/collaboration

| Large group meetings

l* More passive
presentation style, so
the attendees do not
have the complexity of
the controls inherent
0 small group
mecing software

[+ More media
strcaming—it’s more
a push technology

 More

+ Record presentarion
for delivery/playback
later

the floor” and present,
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Frank, clear, and ongoing discussion paves.
the way for efective colaboraton botween
L&D and Sales.
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Sales Leader, | Timeline | Activity Date
Team Leader Completed
SLTL 12 Mo. Out | Define objectives, goals,

and theme.
TL 12 Mo. Out | Determine date for

mcting.
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To begin planning killer meetings, ask yourself the following questions:

1. Whatis the objective of this e

2. What behavior change or impact do you want as a result of

this meeting?

3. Whowill be best able to communicate the message? How will

we communicate the message?
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Company
Meet the Executives

History (Tim.

Mission/Vision
B
Org Chart/Locations

ness Strategy/Model

Partners
Go to Market
Publications
Tourl Logistics/ID/Mail Room
Workstation
Restrooms
Laptop/PC/Logins and Passwords
Phone/Voice Mail System
Email System
Intraned/Internet
Help Desk
R

[n e R e I R e [ R e I R e I R

]

Corporate Culture
Core Values

Dress Code
Safety/OSHA
Harassment Policy

Vacation, Holidays, Sick Time (Time Off)

oooooao
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Skill
Dimensions Smummh Effectivencss

Building Truse

Communication

Customer Focus

Gaining Commitment

Negoriation

Sales Abiley/Persusivencss

Building Straccgic Working

Reonhips 0.0.0.0.0.0._

Add the skillcfccivencss scores for cach dimension to get your
Oveall Effeciveness scor.
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[Technology [Advantages Disadvantages

[Instant Messaging |+ Great for quick Ineffcient for long
exchanges between | conversacion

co-workers

ltyping is slower than
o “Buddy Lise shows [0

who's available alking
o Fecls less intrusive
than the telephone
* Quicker chan
email—also isa
real-time dialoguc/
conversation, not a
monologue in email
Teleconference [+ Conveys social cues, [+ Not always easy to
(Phone cmotions, ctc., much | tell who's
S better than text does | participating in the
(Conversation) (email, text, IM) phone conference,
or who is speaking
|+ Missing visual cues,
s0ics hard to
ensure everyon has
awm o alk
[Video Conferencing [+ Allows for visual ucs, [* Many times sceing

along with social and | people’s faces is nog
emotional cues as important and
| Can sce who is presene| ~ sharing visual data,
for the mecting and. c.g slides and
an
speaking + Can be expensive

who'is spreadsheets

+ Ifoutof the price
range, poor quality
is not substitute

|* Technical hassle
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Flow Topics and Learning
Objectives

Tools Used and Exercises

Reception: Networking

+ Optional people
scavenger hunt to get
people mingling

* Guest speakers include
exceutives from the

Corporate Global offices

Towal |7 hours, 15 minutes;

Time | 2-hour reception

Wednesday

Flow Topics and Learning | Tools Used and
Objectives Exercises

Where do we

operate?

Organization Module:
Office locations, global

+ XYZ Co. website
« Create large world

organizational structure and | map to depic all

exccutive committee

Learning Objectives:

You will be able to:

'+ Identify the exceutive
leadership of XYZ Co.

+ Explain the group
structure of our
organization

« Identify other XYZ Co.
regions and office

locations

locations and the
global reach of the
organization
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L&D’s Portion
of the Program

Sales’ Portion

of the Program.

Develop courses/program
Project manage third-
party developers,if
appropriate

Work with Sales to

« Supporcsales

‘managers

* Teach effective

behavior modeling

* Teach effective

L&D’ develop tools/job aids couhing!
Role * Coordinate logistics
Convd |+ Deliver/facilitate meoring
courses/programs * Teach basic adult
+ Work with Sales on education concepts
follow-up to programs « Asistas requested
+ Scorccard/monitor « Provide administrative
resules support for training
and development
« Clearly define « Require sales manager
+ desired outcomes, post-training program
N N development and/or
+ desired behavior
follow-up
changes, * Work with L&D to
¢ preferred approaches/ | pyiiid training and
formars, if any, development skills in
Sales Role | * sales requirements/ sales managers

needs
Provide SME support for
and
delivery if necessary

developmes

Provide resources as
required and appropriate
for development and
delivery
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Sales Leader,
Team Leader

Timeline,

Activity

Date
Completed

TL

5 Mo. Out

Create registration packet
including name badges,
agenda, and welcome
letter, mecting

evaluations, etc.

SL,TL

4 Mo. Out

Budget review.

TL

4 Mo. Out

Conference committee
meeting to finalize roles

and responsibilcis.

TL

1 Mo. Out

all

Verify specifics

vendors.

TL

1 Mo. Out

Confirm all travel
artangemens for

speakers, vendors,

committee members,

attendees, and VIPs.

TL

1 Mo. Out

Confirm all food and
beverage orders with

catering vendor.

TL

1 Mo. Out

Phone Pre-Con Review
with Hote

ncluding
room pickup, meeting

room layouss, food and
beverage, in-room gifs,

sec information, etc.

TL

1 Mo. Out

Begin gathering necessary

onsite office supplics.
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Evidence Characteristic

Pursucs sales-appropriate technical skills, achieves relevant
echnical certifications

Displays comprehension of relevant industry technical
terminology

Solution Selling Expertise

‘Approaches customers to offer solutions, not justsell
product

Effectively conducts comprehensive needs assessments with

customers

‘Able to confidently propose appropriate solutions that meet

customer objecti

Competitive Excellence

Understands performance expectations and requirements

“Takes active steps (o address performance gaps quickly

Works to enhance skills through role plays and working

with mentors

Drovides performance activity metrics to manager

Business Operation and Financial Acumen

Articulates business stategy and company goals

Displays knowledge of customer's business fundamentals

Uses business terminology correctly to describe solutions

benefits

Actively pursues rescarch about customer vertical markets

Tactical Planning

Act
tickler files

cly uses planning tools such as Salesforce, calendars,

Effctively plans and strategizes for customer cals

Knows how and when to “close the deal” with the customer

Accurarely forecasts sales achievements
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Skill
Dimensions Statements Effectiveness
[T

Building Truse .0+00+

2

[INT) 7
Sols Abiliy/Pemsussiveness [+ [+ (] +

Building Straecgic Working.

Relaionships D D \:I

2 »
0.0

T 5 6 B

Communicion EI O0.0.0.0
[T AR R

Customer Focus [I O.0.0.0
RN

Gaining Commitment EI + D L0.0.0
52 b % 5

Negotation 0.0.0.0.0
7 %

0.0

%

0.0

‘Add the skillefectivencss scores for cach dimension to get your
Overall Effecivenss scor.
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Before New Hire’s Start Date

Request Phone

Request Laptop

Request Cube Assignment

Request Network ID and Password, Other Required Sign-Ons
Schedule Orientation

Arrange Deparcment Lunch

On New Hire's Start Date

Review Benefits

Review New Employee Paperwork

Benefits Forms

Direct Deposit

Office Guidelines/Handbook

Corporate Quality Program and 1SO Registrations
Department Org Structure

Review Voice Mail

Review Email

Passwords and Log-Ins from IT

Equipment Distribution

Tour

Review Work Hours, Schedules, Lunches, and Breaks
Time Sheets/Entry

Expense Sheers/Entry and Policies

Internet and Intranet Use

000000000000 0O0O00a0

General Expectations
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8.

10.

1.

12.

13.

14.

15.

This sales rep willingly and appropriately
shares thoughts, feelings, and rarionale

with customers so that they understand

or her position.
During sales calls, this sales rep pauses
during the conversation to encourage and
allow the customer to speak.

When working with a customer o solve
a problem or mect a need, this sales rep
follows up o make sure the customer's
needs and expectarions are met.

During sales meetings, thissales rep estab-
Tishes good interpersonal relationships by
helping everyone fec valued, appreciated,
and included in the discussion.

When negotiating with customers during
sales calls, this sales rep secks a win-
win solution that recognizes both the
customer's and his or her needs.

When presenting product or service solu-
tions to a customer, this sales rep uses an
approach that positions the product or
service as a viable solution and prevents
or minimizes customer resstance.

When work

on customer projects,this
sales rep places a higher priority on the
project goals than on his or her own
personal goals.

During sales call, this sales rep uses the
customer's name periodically during the

course of the discussion.

Always

COOOO6

COOOO6

COOOO6

COOOO
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[oJejejoje)

COOOO6
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Flow Topics and Learning | Tools Used and
Objectives Exercises

Performance Appraisals
and Development
Programs: When do they
happen, what forms arc

used, how do I get training

approved? (45 minutes)

Getting paid | Time and Expense « User Guide
Reporting: How to report

i

d expenses: policies
and procedures, if
applicable (1 hour, 30

minutes)
Using Systems Training: Key |+ User Guide
resources  [systems tools and their use

in day-to-day acti
(2 hours)

What clienc | Business Development
names should |and Local Client Review:

1 recogn Who are our key dlients and

h

what is our histor

them? (30 minutes)

Funswfi  |Recognition Awards, |+ Event Calendar
Special Events and
Programs: Dates for
summer picnics, holiday
parics, office meetings, etc.
(15 minutes)

Total Elapsed | Approx. 7 hours
| Time
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25.

26.

27.

28.

29.

When engaging customers in a discussion
of their nceds and problems, | encourage
them to do most of the talking by asking
questions that are concise and 1o the
point.

As customers move toward making a buy-
ing decision, | help them think through
the criteria and priorities they consider to
be the most imporcant.

When negotiaring with customers dur-
ing sales calls, 1 identify the customer's
and my inicial position, build common
ground by highlighting arcas of agree-
ment, and then concentrate on resolving

arcas of disagreement.

During sals calls, | use compel

ng argu-
ments and techniques to move customers
to action or to an agreement.

When working on customer projects, |
support and encour
relationship berween me, the customer,
and my company.

When discussing solutions o meet a
customer need or solve a problem, I aceu-

¢ a good working

rately and appropriately communicate the
strengths and limitations of cach solution.
When discussing complex ideas or solu-
tions during sales calls, | explain them ata
level appropriate to the audience and use

terminology to ensure understanding.

Never Always

[oJejejoJo)

[oJejojoJe}

[oJejejoje)
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Comperency

Evidence Characteristic

Encourages technical excy

promotes technical certific

lence in sales reps,

s

Displays comprehension of industry technical

terminology

Tactical Planning and Project Management

Actively uses plan
tickler files, etc.

g tools such as calendars,

Clearly advertises team objectives and regularly

feviews progress, milestone achicvements

Accurately forecasts sales, budgeting, and personnel

needs

Time Management and Prioritization

Plans effective use of own time to accomplish tasks

Starts cach da

y with a clear plan

Spends limited time “fighting fires” or crisis
management

‘Adjusts schedule based on priority situations as they

arise

Leadership and Development

Makes timely, effective decisions after gathering

adequate information

Consistently displays a professional demeanor to

both co-workers and customers

Mail
trade journals, publications, and Internet rescarch

ains industry expertise through reading of

Follows an individual continuous education

program for professional growth

Builds Effective Relationships

Offers opportunities for team members to ask

questions, express concerns, and make suggestions

Shares information about organizational changes or

problems in a d

ely manner
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Common Mistake Tips to Avoid Common Mistakes

10. Lack of time invested in | 10. Start with the end in mind.
the planning process. Visualize what behavior you want o
impact.
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331045 Youlead meetings well, but don’t become complacent; look
for new and crearive ways to engage and involve your team.
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Sales Leader, | Timeline | Activity Date
Team Leader Completed
TL 6 Mo. Out_ | Open registration (I use a

registration site from my
favorite travel agent) to

include dates of meeting,
hotel, transport, air, and

hotel amenities.

TL

6 Mo. Out

Set up AV requirements
with vendor.

TL

6 Mo. Out

Select food and beverage.

TL

6 Mo. Out

Confirm speakers,
activiies, and

entertainment,

SL,TL

6 Mo. Out

Follow up on speaker
presentation reviews and

finalize speaker lst.

TL

6 Mo. Out

Compile AV
requi
Include speakers and

ments for event.

entertainment. Secure

AV agreement

TL

6 Mo. Out

Order sales awards and
create certificates. Note

This date may vary based
on sales reports available

and your award vendor.

TL

5 Mo. Out

‘Confirm hotel agreement
det

addendums o contract.

prepare necessary

TL

5 Mo. Out

Prine materials, create

signage.
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Flow Topics and Learning | Tools Used and
Objectives Exercises

How dowe | Teamwork and + Tower Challenge

doitr Cooperation Module: Exercise

Principles of
communication and

fficient and effective teams

Learning Objectives:

You will be able to:

-« Idenify the key clements
of teamwork

-« Idenify your strengths
and weaknesses in a team

environ

nc
+ Appreciate the
importance of every role

on the team

« Scavenger Hunt to
Reception—
Answering questions
relating to material
presented in the first

day of orientation

Engagement Management:

Framework by which XYZ

Co. manages our

engagements

Learning Objectives:

You will be able to:

-+ Follow the XYZ Co.
engagement management
process

 Describe p

engagement management

roles

+ Case Study and
Framework Activity:
Follow-up set of
exercises to the DTTC
case study from the
previous day
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31

32,

33.

35.

36.

When discussing complex ideas or solu-
tions during sales calls, this sales rep
explains them ata level appropriae o the
audience and uses terminology to ensure
understanding.

When eritical decisions need to be made
on a customer project, this sales rep tries
10 get all the key decision makers together
from the customer’s organization to pro-
vide input and gain their bu
When recommendinga productor service
solution to address a customer need or

problem, this sales rep also provides the
customer with evidence of the product or
serviee's effectivencss.

When negoriati
sales calls,thissales rep also pays attention
o the interpersonal process by keeping
the discussion focused on the task and

with customers during

construcively addressing emorions and
conflict.

Dauring sales calls, this sales rep adapts

his or her sales approach to match the
personal and sylistc preferences of the
customer.

When discussing project issues during
customer meetings, this sales rep looks
for opportunities o expand on previously
discussed ideas and seck new ideas from
the customer.

Dauring sales calls, this sales rep actively
listens to what the customer s saying and

Never Alvays
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loJejojoje)
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Tuesday

Flow | Topics and Learning Tools Used and Exercises
Objectives

WHO is | You Are XYZ Col Personal |+ Interview and introduce

XYZ Co.? |and Team Introductions | the person sitting next to

you

+ Guided acivity of
questions o get to know
Your project team
(arning team)

Vision Module:

fission

Statement and Corporate
Goals

Learning Objectiv

You will be able to:

Relate our history.
Describe the building of
XYZ Co.

Relate our merger
approach

Understand the merger
environment

Identify resources for
information on Project

e*merge

« Use applicable
information on Central
o further demonstrate
points made about
merger and/or the
dircetion of the
organization

* Change management

exercise (goal: to facilitate|

new employees’
awareness of the XYZ
Co. merger environment
and also more
understanding, receptive

and flexible to change)
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Go to Market Strategy
Three-Pronged Approach to Building Competency

v 1 1

Transfer Knowledge In Firsan Practics  On-the-Job Application

w &

v

Leaming

nformate
Engaging

Itractvo

Ineresing
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D

L&D Programs. L&D & Sales
Collaborative Programs.
Not all raining and development s done
effoctvely by LAD. Salos programs are more.
effective when L&D colaborates with Sales.
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T keep my promises and commicments,
and respond prompely and willingly o
customer requess.

During sales calls, 1 listen carefully and
periodically repeat back to the customer
what he or she has said to test for and
confirm my understanding,

During sales calls, | actively seck infor-

mation to gain an understanding of the
customer’s stated and unstated business
needs, problems, and expectations.

When bringing up discussion topics dur-
ing sales calls, I position them from the
customer's point of view to show that
there is value in discussing them

During sales calls, when needed, I nego-
tiate schedules and deliverables with
customers

When presenting product or service solu-
tions to a customer, | do so in a manner
thar clearly shows how the solution would
meeta need or solve a problem.
Iproacively build effective work relation-
ships with my customers by identifying
their needs and expectations, clarifying
how and when they want to be con-
tacted, and who should be included in
our commaunication.

1 willingly and appropriately share my

nale with

thoughts, feelings, and r
customers so that they understand my

posicion.

Never Always

loJejojojo)]

[oJejojoJe)

[oJejojole)
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[o}eJoJojo]

[oJejojole)

loJejojoje)

[oJejojoje)





OEBPS/mccl_9780470552902_oeb_009_r1.gif
Competency

Evidence Characteristic

1 Strives for Success

Employs a systematic method for revie

evaluating sales rep performance, saes reports,

ride-alongs, customer feedback

Sets clea

expectations of sales reps’ activities and
performance standards

Tnvolves sales reps in establishing long-term goals

2 Coaching

‘Allocates ample time for sales reps to be trained on
ey skills

Addresses performance gaps quickly

Understands and practices coaching

Helps sales reps enhance ther skills through role
plays, targeted assignments, and working with

mentors

3 Business Op

Provides individually targeted recognition and
rewards

eration and Financial Acumen

Articulates business stategy and scorecard goals

Displays knowledge of business fundamentals

Uses business terminology correctly

‘Correctly identifies revenue and proft sources

4 Sales Rep Recruitment and Selection

“Takes active steps to attract top sales alent

Utilizes behavior-based interviewing skills

5 Leverage of Technical and Product Knowledge

Demonstrates knowledge of full solution offerings

‘Aware of competitive solutions in the marketplace
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Sales Leader,
Team Leader

Timeline

Activity

Date
Completed

TL

1 Day Out

Confirm VIP attendance,
gifes, in-room letters, and
hotel registration packets
or leters

Post-Meeting

TL

Present tips and gratuities
0 necessary hotel saff,

vendors, etc.

TL

‘Compile mecting

evaluations.

TL

‘Compile mecting

summary.

TL

Pay remaining balances

o vendors, hotel, etc.

TL

Finalize budget

SLTL

Hold meeting with sales
leaders and conference
committee to review
event pros and cons and
obtain feedback for
upcoming year.

TL

Send thank you notes to

speakers, hotel, saff, etc.
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Cost to Auend Training | Expected Return on | Anticipated Loss
(Travel Costs, Trainer Costs, | Mgr. Follow-Up | No Follow-Up
Meeting Costs, etc)
$ 1,000 $ 2,000 =S 860>
$ 5,000 $10,000 <$4,300>
10,000 520,000 88,600~
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O Introductions to Key Staff
O Review Supply Orders
O Dress Code
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What T W How It
Works

Tostan messaging (V)
s form of resl-time
beaween two o more
people bascd on typed
o The extis
conveyed via devices
comnected over a
nework such as the
Internet

Toxt messaging or
xting,is the common
ermfor the sending of
“short” (orginally 160
eharacersor fower,
including spaces) et
messages from mobile
phones wing the shorc
message sevice (SMS).
Itis available on most
digital mobile phones
and some personl
digial asssants (PDAS)
with on-board wircless

mesages that are senc
arecalled ext messages
or, more colloquilly.

et or SMS,

Short text mesages enable
quick back-and-forth
informaron.

Userstings can le contacts
Knowa person'ssatus: online,
avaiable,our, rc.

Docs not require hrge

technology — gencrally the
hardware s i plce. Software
cossare low (o fe).

You should only usc this with
customers with whom you

have a relationship. People
generally do not ke to be
contacted by someone they do.
ot know over IM.

Short text messages crable
quick back and forth

investment n technology
(wirclessdevices and
telecommunicarions services).
You should only use this with
customers with whom you
havea relationship. People
generlly do not ke 0 be
contacted by somcone they do
ot know through text
messaging, and—in some
cases—they are charged for
the message.

+ Delivering
* Ongoing
Conact
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What we
during orienarion?

¢ the top three things you learned

What information was least important to you? Why?

Delivery Approach
Were the learning activities used in this Yes No
orientation helpful to you?

Which activity was most helpful to yor

Can you immediately apply what you learned? Yes No
Did you find working in a group helpfulz  Yes No

Is there benefit in getting to know Yes No
others during orientation?

a Yes No
positive and energetic demeanor?

Did the facilitator(s) maint
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Wit ¢/ How Tt
Works

Key Points

Where [ Fis in
the Sales Process

Avoid some of the
disadvantages of email by
moving group discussions
0 forum. An Interec
forum, or message board, i
an online discussion sic. It
s the modern cquivalentof
a radiional bulletin board,
and a technological
cvolution of the d

bullein board sy

A vweb scarch engine i 3
ool designed to scarch for

information on the World
Wide Web. The scarch
results ae usually presened
ina st and arc commonly.
alled is. The informarion
may consistof web pages,
images,information, and
orher types offiles. Some
scarch nginesalso mine
daa availble in

ks upa ot of space in he

inbos.

Technology and cost
westment vary based on

brand chosr

Tomms provide a “sense of
place”—a centralized place o
meet, 1o hosediscussions and
share informaion
Place  group can come 10

iscussand o the work of the
group.
Providessuucrure o the
discussions —seriesof

£ another.

history—months,years br,
avilble toallparicipans.
Greateecontrol over who has
access o th discussion and the
Disuantags necd
Knowledge to st up and time
o kecp upo-date.

A uscr can scarch ad hoc or
sty or company
information.
‘Google and Yahoo now have
“alens” dha el you updates
on the wopic of your choice
‘Google conains appliations
0 monitor your website and
scarch for industry trends.

Trospecing
Qualifying
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10.

1.

12.

13.

14.

15.

16.

During sales calls, I pause during the
conversation to encourage and allow the
customer to speak.

When working with a customer to solve
a problem or meet a need, 1 follow up
to make sure the customer’s needs and
expectations are met.

During sales meetings, 1 establish good
interpersonal relacionships by helping
everyone feel valued, appreciated, and
included in the discussion.

When negotiating with customers during
sales calls, T seck a

win solution that
recognizes both the customer's and my
needs.

When presenting product or service solu-
tions to a customer, 1 use an approach
tha positions the product or service as
viable solution and prevents or minimizes
customer resistance,

When working on customer projects, |
place a higher priority on the project
goals than on my own personal goals.

During sales calls, T use the customer's

name periodically during the course of
our discussion.

During sales calls, [ periodically summa-
tize what the customer and 1 are talking
about in order to consolidate what has
been discussed and move the conversation
forward.

Never Always

[oJejejoje]

[oJejeojole)

QOGO

OGO

[oJejojole)

[oJejejoje)

[oJeJojole)

[oJejojole)
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Struoture.

Barriers and enablers to collaboration between
L&D and Sales must be identfed and addressad.
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Sales Leader,
Team Leader

Timeline

Activity

Dare
Completed

TL

1 Mo. Out

Create onsite binder 0
include all emergency
contacts, EBOSs, special
requests, VIP
information, vendors
contact information,
contracts, rooming lists,

transportation liss, crc.

TL

1 Mo. Out

Cut checks for all

vendors.

TL

2 Weeks Out

Ship all supplies to
venue—include return
labels to return necessary

supplies from venuc.

TL

2 Weeks Out

Review all items have
been complered on
checklist

TL

2 Weeks Out

‘Obuain perty cash for tips

and graruic

TL

1 Day Out

Pre-Con m

ing with
hotel and all vendors.

TL

1 Day Out

Pre-meting with all
onsite personnel
including conference
committee and

volunteers

TL

T Day Our

Set up registration area
and onsite saff offce
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Evidence Characteristic

Sales Activity

Employs a systematic, consistent process for sales cycle

‘Maincins high levels of activity in contacting new and
existing customers

Keeps a full pipeline of customers in various stages of the

sales cycle

Reports regularly and accurately on sales forecasts

Technical and Product Knowledge

Demonstrates knowledge of full product line and fearures

Exhibits awarencss of competitive solutions in the

markerplace
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[Technology [Advantages [Disadvantges

|Web Conferencing |+ Seen as an extension/
enhancement of an

Cool tools forsmall | Gudiophonelvoice

Ishops. Check out conference
Skype Video Calling |+ ¢ an extension of
for free web-based

Videoconferencing

(www.skype.com/  [* Mind mapping,

PowerPoint,
alfeacureshvideocall). | gover o
All you need is a creation/collaboration,
high-speed Internec | deskeop application
connection, a sharing, web tours,
whitcboarding

prebeam, and afice | (yichoard sales

techniques), polling,
surveys, visual Q&A,
can do text chat, can
also host voice online
via VoIP

+ Collaborarive work
and conferencing.
Most software is
designed to focus
on/support onc o the
other

Skype account.

| Small group meerings
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16.

17.

18.

19.

20.

21.

22.

During sales calls, this sales rep periodic
cally summarizes what the customer and
he or she are talking about in order to
consolidate what has been discussed and
move the conversation forward.

This sales rep’s sales approach is charac-
terized as one of being more interested in
flly understanding the customer's needs
and problems than in presenting his or
her company’s products and services.
During sales meerings, this sales rep
explains how he or she arived at con-

clusions they've reached so that others

understand the decision and suppor i
When negotiating with customers during
sales calls,this sales rep engages in mutual

problem solving by exploring aliern

positions or approaches and evaluating
them openly.

During sales calls, this sales rep gets a
complete picture of who all the buying
influencers are in the customer's organi-
zation and their personal buying motives
(economic, technical, user, etc.).

‘When working on customer projects, this
salesrep tries o build a neowork of srare

gic relationships within the customer
organization.

In addition to helping customers solve
a particular problem, this sales rep is
also sensitive to their personal situations
and tries to understand their needs and

concerns.

Never Alvays
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Monday

lay of the land

public transporcation, IDs,

<opy

ng, faxing, phones,

voicemail, restaurants in the
area, and other basic

information (15 minutes)

Flow Topics and Learning | Tools Used and
Objecives, [Exercises
Who's on the | Introductions: Swap names|+_ Iecbreaker exercise to
ceam? and vita information with | build rapporc
office mates (30 minutes)
Local Organizational |+ Customized
Structure: Key roles/people | organization charts
in the office, including
human resources and
administrative support
(15 minutes)
Give me the | Office Logistics: Parking, |+ Office tour/voice mail

instructions

Benefits,
Compensa-
tion, and
Employee

Development

Benefits and
Compensation: Enough
info to make benefits

clections and to understand
the compensation structure

(1 hour)
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What e /How It

gencraly individuals or
organizations) that arc

ed by onc or more
specifc typesof
interdependency, such
asvalus,visons,ides,
fmancial exchange,
fiendship, scxual
welcionships, inship,
dislike, confict, or
e,

A comact network i
minimal scial evwork.
in which people are not
assumed 1o have any

wship other than
10 beable 0 conact

matual iterestin
politcs or busines, that
imply no longstanding
collaboration or
elatonship or trust
with cach other.

 Require sttng up a profe.
* Technology costs ar low since-
these applications run on
cxiting computcrs,

+ Study of contactnetworks

marketing and polical
marketing and public elcions
in parcicula, sincespreads of
hearsay ae thought
o follow contact nevworks
closely. A phone tee o buddy
i, for nstance, especally
when combined with
technologiessuch as SMS and
flash mobs, are wel-known
ways o spread requests,
Requiresscting up a profile.
Technology costs are low since

these applications run on
cxising compuers.

Prospecting

* Ongoing

Qualifying
Contac
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On the whole, was there an appropriate balance ~ Yes No
between lecture and class participation/acivities?

Did you enjoy the sessions? Yes No

Would you change anyehing about this lass?  Yes No

Ifyes, what?

Why would you change it

How would you change it
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Emal i any method of
creating, transmiting,
o soring primarly
wxtbased human
communications with
digial communicacons
sysms.

Tl is an exteemely popular
asynchronous tool allowing peopl 0
communicate at their own pace and

Email has s o disadantages:

* Often docsninclue the right
people st from the navure of
how the conversaton stars, it can
include folks who may not have an
imerest orexclue those who do).

* Hard 1o follow the discussion
andor history.

* Peopleose tack or verlook e
messiges

* Burden on recpient what o do.
with 3 message: delte, ile i cte.

Al steps o the
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31

32,

33.

34

35.

36.

37.

When critical decisions need to be made
ona customer project, | try to getall the
key decision makers togeher from the
customer's organization to provide input
and gain their buy-in.

When recommending a product or ser-
vice solution to address a customer need
o problem, 1 also provide the customer
with evidence of the product or service’s

When negotiating with customers during

salescall, also pay ateention to the inter-

personal process by keeping the discussion
focused on the task and constructively
addressing emotions and conflict.
During sales calls, 1 adapt my sales
approach to match the personal and stylis-
tic preferences of the customer.

When discussing project issues during
customer meetings, 1 look for opportu-
nities to expand on previously discussed
ideas and seck new ideas from the cus-
tomer.

During sales calls, T actively liscen to what
the customer is saying and objectively
consider his or her ideas and opinions,
even when they conflict with my own.
During sales calls, 1 keep the customer
engaged and involved through the use of
echniques such as analogies,illustrations,
stories, humor, and an appealing style

Never Always

COOOO
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COOOO6

COOOO6
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Knowledge ~ Critical Actions  Key Results  Business  Corporate
and/or Skill Unit Goals - Goals
Developa  Develop alist of Nevergive — Meet Grow
concession  negoltiable anything profitability revenue
planand  optionsand  without targets
strategy  desived retums  receiving value

for trading in return
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[Opportunity

Suggested Technology and Uses

(On-the-Spot Coaching

Text Messaging
+ Help onboard new hires
+ Asist scasoned salespeople in

connecting with each other

[Build Expert Communities

[ Wiki

+ Bring experts and newbics
wogether o share tacit knowledge

|+ Leverage reward and recognition
program by rewarding salespeople]
for sharing information and best

practices and recog
publicly on the Wiki

ng them

[ Disseminate Information

Podcasting

+ Use podeasts for rewards and
recognition, share best
pras
capture sales leader content

o Easily distributed to a sales force

s/new sales techniques,

on the go—audio fles can be

listened to just about anywhere

Share Best and Bad Practices

YouTube/Google Video
+ Training—create shore YouTube
videos. Use staic images with a
recording of a real sales call and

illustrate best and bad practices
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Where or what will the impact be for your team?

Where or what will the impact be for your custom

How will the outcome impact the organization?

What barriers exist that might hinder my team from hearing

or acting on the message?

How can [ break through the barriers to communicate the

message and impact the results?

Whac will be the challenge or eall to action? How will I hold
my team aceountable and follow up on the objective?
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Travel/Expense
Benefts

Employee Development
Performance Reviews
Compensation

EAP

ooooooao

Policies and Procedures
Sales and Marketing

Market Segments
Industry Overview

About Our Customers
About Our Comperitors
Company Jargon/Acronyms
Mentor Assignment

Key Departments
Customer Service

Pricing

Samples

Who to Contactif ..
Offce Supplics

Systems Training

Product Training
Quotes/Processing Orders
Processing Returns

Forms

Sales Cycle

ooooo0oO0O0O0O0O0O0O0O0O0O0O0O0o0ao0

Marketing Programs
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FORTIFY
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Renie McClay
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Common Mistake

Tips to Avoid Common Mistakes

9. Deviating from the
agenda—not suarting and
stopy

ng on time.

9. Watch your time closely, start and
stop on time. If something is added
o gocs long, remove or shorten
another topic

8. Overwhelming your

audience with too many topics

or acti

8. Pick three key points and stick o

them. Utilize conference calls to

discuss less important iniciatives.

7. Lecturing to your audience

7. Look for unique ways to engage

your team. Discussion questions and
group exercises are good ways to

involve your tcam.

6. Lack of participation and
feedback

. Recognize this is about your team
selling more. Get them involved in
the game.

5. Not making personal
conncetions with your team as

they arrive for the mecting.

5. Step away from your laptop and
gret cach team member as he or she

arrives.

4 Lack of recognition of your

team’s success.

4. At every meeting, acknowledge

your team’s success or progress.

3. Poor SME presentations.

3. Have cach speaker present to you
firs. Check back to ensure your
suggestions were added o the
presencation.

2. Not issuing a call o action

at the end of your meetis

2. Make the call o action specific

and time-bound.

1 Lack of follow-up on your
team’s progress.

1. Call o check in, watch for new
activities in the field, ask about their
progress at the next meeting, share
best practices within your team, and

provide coaching when necessary.
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37.

38.

39.

41.

42.

objectively considers the customer's ideas
and opinions, even when they conflict
with his or her own.

During sales calls, this sales rep keeps the
customer engaged and involved through
the use of techniques such as analo-
gies, illustrations, stories, humor, and an
appealing style.

When working with customers, this sales
rep looks for opportunities o educare
them by sharing information and build-
ing their understanding of the issues and
his or her company’s capabilitis.

If a customer s resistant to an approach
or solution this sales rep recommended,
this sales rep first tries to understand the
resistance from the customer’ perspective
and then, with customer input, tries to
find a way to overcome it

During negotiations with customers, this
sales rep tries o build value for preferred
alternarives by relating them to the cus-
tomer's needs and poineing out problems
with undesirable alternatives.
When presenting product or service solu-
tions to a customer, his sales rep looks for

opporunities to present muldiple opeions
for the customer to consider.

When working on customer projects, this
sales rep regularly assesses the strength of
the partnership that exists beoween him-
or herself and the customer and their

abiliy to atcain mutual goals.

Never Always
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COOOO6

COOOO6
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Go to Market Strategy
Line Leader Involverent

Post-Program
TrainerModarator Folow-Up.






