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Praise for Customer-Focused Selling

“To do business with people, you need to show them that you are trust- :
worthy, that you care, and that you're committed. This book shows how to do
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all three in sales situations. | recommend it without reservation.” :

Coach Lou Holtz . & : : .
“D'Innocenzo and Cullen really understand the people part of the sales propo- - U S E D

sition. They are masters at their craft.”
Tom Ritchey, President, Carlson Learning Company

“For the salesperson who knows that sales is an art and not a science:
Customer-Focused Selling enables you to study with the masters.”

Richard P. Chiarello, Executive Vice President and General Manager,
Worldwide Sales and Channels, Computer Associates International
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Can't get an appointment or even a call returned? Can’t convert a prospect into
a customer? Can’t get a customer to buy more than once? Most likely, you're
trying to sell what you have instead of what the prospect needs. It's time fo try a
new approach —customer-focused selling.

This book will help you make a big difference in the lives of your customers —and
help you crush your quota every time! You'll learn to:

Establish credibility and trust, then create interest
Conduct customer-focused interviews

Deliver outstanding proposals

Handle objections

Negotiate win-win agreements
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Some salespeople sell what they have. Some sell themselves. Some—the best—

’
By Len D’'Innocenzo
sell solutions tailored precisely to customer needs. In coming up with that solu- {
tion, they build trust and credibility that keep customers buying again and again. A I JaCk Cuuen
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Great Customer Service

The Agile Sales Manager was at a Caribbean Resort with the
fop twenty salespeople in his organization. They were on their
sales-incentive trip, President’s Club, to celebrate the outstanding
job they did the prior fiscal year and to kick off the new year.

After the awards banquet, held on the third night of a seven-day
trip, the group got together at the pool-side bar for a nightcap. The
Agile Manager quickly found himself cornered by his people. They
were on a mission.

Their message to the Agile Sales Manager: The company's prod-
uct line had become much like that of all the other competitors.
One said, “The competition has simply caught up. There's no way
to differentiate ourselves any more.”

Another said, “Can't you go to the folks in product development,
engineering, and marketing and get them to do something? We need
fo create a sense of urgency before we start heading downhilll”

Everyone nodded in agreement—they didn't want customers to
view the product line as “Me, foo.”

last call came and went and the Agile Manager walked to his
room slowly, thinking about how concerned his froops seemed to be.

Everyone spent the next day shopping. As all the award winners
got off the bus and headed into the brightly colored shops that
lined the street, the Agile Manager looked across the road towards
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the ocean. On the beach he saw what appeared to be an open-air
market undemeath palm trees swaying gently in the tropical breeze.

Curiosity got the best of him, and he decided to check things
out away from the crowds. As he walked toward the vendors, he
noticed two giant ocean liners out in the crystal clear, blue-green
water. Waves splashed gently on the immaculate white-sand beach.

The market had four rows with five blankefs spread out in each
row to exhibit the items for sale. The Agile Manager was amazed
to see that the twenty or so vendors were selling the exact same
thing—bananas! As he strolled, he began to smile.

Seeing the Agile Manager approach, one man got up from a
chair and shoved a banana in his face. The Agile Manager de-
clined. Another vendor, reading a magazine, never bothered to
look up. Several salespeople were busy listening to music through
headphones, while others napped or chatted with each other.

Several vendors asked the Agile Manager if he wanted to buy a
banana. He said "no” to each.

As he was getting close to finishing his walk, one gentlemen
with a big straw hat got up from his chair and greeted him with a
smile and handshake. “Hello,” said the vendor. “My name is James.
| saw you get off the bus across the street. | want to thank you for
taking the time to come over here to our market.” The Agile Man-
ager noticed a gleam in James's eyes.

"l see from the name on your bus that you are staying at one of
our finest resorts,” continued James. “How are you enjoying your
staye” The Agile Manager told him and was soon engaged in @
pleasant conversation. James asked about restaurants he'd eaten
at, where he'd played golf, and which sights he'd seen. After an-
swering each question, James offered useful advice.

Regarding shopping, for instance, James said, “Watch out for
the imitation brand-name products sold in the stores across the street.
And by the way, pottery is a specialty of our island. Here's the
name of a shop that sells the best. It's run by my sister. Mention me
and she'll be happy to show you items that may be of special
interest to you as gifts or freats for yourself.”

James concluded by saying, “I really want to thank you once
again for taking the time to come to our market. We are very
proud of many things on the island, like our friendly people, beau-
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tiful beaches, clean water, and of course our produce. And of all
the produce we grow, we are most proud of our bananas.”

"Sir,” he continued, “could | inferest you in frying one of our
bananase”

With a big grin, the Agile Manager said, "Of course. In fact, I'll
take two dozen it you'll put a banana on every seat in the bus
across the street.”

They completed the transaction, and James carried the two bunches
of bananas on his shoulders to the bus. All the competing vendors
paid close affention, wondering how James had made the sale.

Several hours later, the Agile Manager's salespeople came back
with their shopping bags full. They all looked quizzically at the
bananas lying on the seats.

On the ride back to the hotel, the Agile Manager used the bus
microphone to relate his experience on the beach. To tie the inci-
dent fo the previous night's conversation, he ended by saying, “So
what's the major point of differentiation between us and our com-
petitors? Simple—it's you,” he said looking at @ woman. "And you
and you and you,” he said fixing on a different face each time.
“The sales professional always makes the difference!”

Although products seem the same, features may look alike,
and prices may be very close, all things are never equal. Either
positively or negatively, the salesperson makes the difference in
the mind of the potential customer.

Why? Because many people buy on emotion. Then they jus-
tify or rationalize the decision with logic later on.

As Richard P. Chiarello, executive vice president of world-
wide sales for Computer Associates International, often says,
people buy in this order:

1. You, the salesperson.

2. Your company.

3. Your solution, product, or service.

That being the case, effective salespeople sell in the same order:

1. Themselves.

2. Their company.

3. Their solution, product, or service.
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When the prospective customer doesn’t “buy” the salesperson,
the story about the company, product, and services is never heard.
Thus, the sales professional must ensure that the message is heard
by first gaining emotional acceptance from the potential customer.

Sometimes the product is rich with benefit-laden features and
the company producing it is an industry leader.

Yet if the salesperson can’t sell him- or herself, the buyer de-
cides to go elsewhere.

That’s why sales professionals must accept responsibility for a lost
sale. Too many times, salespeople believe they lost a sale because:

® The price was too high;
The product didn’t perform as well as the competitor’s;
The product lacked options customers need;

The competition bought the business through extreme price
breaks.

None of these reasons wash, because customers do business
with people they like, trust, and believe to be credible.

Sell Yourself—and the Right Solution

As you'll see, outstanding salespeople make certain the solu-
tion they recommend meets the needs and wants of the cus-
tomer. Good salespeople even pass on an opportunity if they
know it’s in the best interest of the customer to do so.

Offering the right solution to a problem builds trust and helps
prospects buy the salesperson on an emotional level.

And when they do that, they look for reasons to do business
with the salesperson’s company or avoid doing business with
competitors.

What’s more, once they “buy” a salesperson, they’ll go out of
their way to tell others about their experience.

The lesson? The sales professional makes the difference!

The rest of this book is about being that professional.

Note: All the stories in this book come straight out of our expe-
rience as salesmen and sales managers.

Chapter One

The Agile Sales Manager was working in the field with Barry, a
successful sales rep. Today they were visiting several large custom-
ers to say “thank you” for past business and to strengthen relation-
ships. Barry was one of the top producers in the company. He'd
been near the top of the rankings for the past six years, and he
finished #1 last year.

The Agile Manager enjoyed working with Barry because of his
experience and professionalism, and because of his ability to pro-
duce consistently.

The first meeting scheduled was with a large, loyal customer.
Their main contact, Dan, had been the vice president of procure-
ment for the past ten years.

On the ride over, Barry said, “Dan is one of the best customers
I've ever done business with.”

"Why2" asked the Agile Manager.

Barry responded, “Dan is easygoing and frusts me. And | really
like him."

The Agile Manager knew how important it is for customers to
trust the salesperson. He was curious why Dan trusted Barry; he
hoped he had time to ask. Some salespeople are never able to
establish trust, and most take lots of time to develop it.

11
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Just before entering the building, Barry fold the Agile Manager
that Dan was planning fo retire next year. He had been with this
company for forty-one years, starting as a stock boy and working
up through the ranks. .

Dan’s secretary met them in the lobby and escorfed them to
Dan'’s spacious office. As they entered, Dan said; “Barry, good to
see youl! Is this your manager2”

Barry replied, “Hi, Dan. Yes, this is my sales manager. I'm glad
you two are finally gefting a chance to meet.” They shook hands
all around and Dan pointed to the sofa and chairs and motioned
for them to sit down. He then poured coffee into two fine china cups.

Dan said, “I've had my coffee quota for the day already. The
doctor said one cup a day is all | should have.”

"I hope you're still following the doctor's orders,” said Barry.
“You don't want to go back to the hospital again like last year.”

“No, I don't,” replied Dan. “I've followed his orders to the letter.”

Barry glanced over at the Agile Manager and said, “Dan had
an operation last year to repair a blocked artery. He was out of
work for four weeks.”

The Agile Manager asked, "How are you doing now, Dan2”

"Just as good as new.”

Just then one of Dan's managers walked in and said, “Excuse
me, Dan. May | interrupte”

"You just did, Ralph. What is ite"

"Could I borrow Barry for ten minutes? | have the marketing
people in my office and we need his advice for the fall lineup.”

Dan said, “Barry, do you mind?”

"Not at all. Besides, it will give you two a chance to talk pri-
vately for a few minutes.”

“Thanks a lot, Barry,” said Dan. “Come back when you're done.”

After they left the office, the Agile Manager asked Dan, “How
long has Barry been your sales rep2”

"About eight years,” replied Dan. "Our people think Barry's the
best salesman they work with.”

"Why do you say that?” asked the Agile Manager.

"Because they trust Barry. He tells the truth and they can always
depend on him,” said Dan.

‘| see,” said the Agile Manager, nodding his head.
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As Lou Holtz" says in his speeches and in his bestselling video
Do Right with Lou Holtz, there are three unasked questions people
have when they meet other people:

1. Can I trust you?

2. Are you committed?

3. Do you care about me?

The answers to these three questions are basic. Yet they are
often overlooked, if not ignored, by average salespeople. The
answers to the three unasked questions are:

® Always do what’s right.
® Always do your best.
® Always treat others as they'd like to be treated.

Note that you don’t answer the questions with words, but
with actions. When you do that, potential customers will “buy”
you, the salesperson, at an emotional level.

Earn Trust

Trust is the cornerstone of any business relationship. Without
it, there’s no sale. And if customers don’t trust a salesperson, they
rarely say so. Instead, they say things like, “We’re happy with our
present supplier,” or “That’s not a priority with us right now;
call back in six months,” or “Leave us some literature and we’ll
get back to you.”

All of these are stalls or smoke screens from a potential cus-
tomer, and all are usually the result of a lack of trust. If a cus-
tomer doesn’t trust a salesperson, he never says, “I don’t trust
you. We're not interested.” Instead, he’s nonconfrontational and
says things to put the salesperson off as nicely as he can.

Trust is one of the most difficult things to establish, and one
of the easiest things to lose.

And you can’t create trust by saying, “Don’t worry—you can
trust me.” You have to earn trust. You earn the trust of custom-

*Take a look at Lou’s book Winning Every Day. Many of the messages in it

and in his video are of particular relevance to sales professionals,
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ers by doing the right things: being honest and open, doing
what you say you will, treating others with respect. Professional
salespeople look for ways to prove they are trustworthy.

One way to do that: During your initial exchange, do more
listening than talking. Use open-ended questions (who, what,
where, why, and how) and probes (tell me, please explain, etc.).
These will solicit thoughtful responses. Most important: Really
listen to your customers. It’s the best way to earn their trust.

Show Commitment

The second unasked question is, “Are you committed?” It,
too, 1s vitally important. Customers need to know they are deal-
ing with a professional, someone who will deal with them hon-
estly, stand behind the product or service, and stick around after
the sale.

Building the trust that shows your commitment to prospects
requires effort. To build trust:

1. Get in Step (Pace). First, you need to communicate with

people on the same channel. The
I est T: secret to getting on the same
-FP wavelength is to find common

ground with your prospects.
You need to get in step with their
pace.

To do this, consider—before
meaningful communications be-
gin—how they think, act, speak,
and feel. Listen carefully to what your customers or prospects
say and what they imply. Observe how people act and what’s

Look for ways fo prove you
are frustworthy. Your cusfomers
and prospects are looking for
reasons fo frust you.

going on in their surroundings.

Then do what superior salespeople do quite naturally: Place
prospects or customers at ease by getting in step with their rate
of speech, mood, feelings, body language, and even beliefs.

Is it possible for you to share all the beliefs your customers or
prospects have? No, it is unlikely you will agree with everything

Plan to Establish Trust 15

your prospects believe in. But it is possible to find some com-
mon ground with each customer or prospect you contact. This
is called diplomacy.

Another way of getting in step with your prospects is to show
a sincere interest in them. If they like you and feel you really
want to help them, they will be more willing to let you. Dem-
onstrate your sincerity by asking about their goals and needs.
Don’t assume you already know them.

2. Show Proof. Professional
salespeople are committed to be- st 'FP
ing of maximum benefit to cus-
tomers. They can show that When meeting customers for
they’ve helped customers—that the first time, do more listening
they are committed to serving cus- than talking.

tomers—by providing proof
sources that include not just reference names and numbers but
also testimonial letters. (How do you get a testimonial letter
showing your commitment to a customer’s success? Ask for it!)

And customers who write testimonial letters for you will ac-
tively suggest to friends and associates that you could be of serv-
ice to them. That sends a message to the people they speak to:
You are not only committed to excellence but you really care
about your customers.

3. Provide Credentials. Just as applying for a job demands a
résumé, selling to a new customer requires credentials. Creden-
tials lead to credibility, and credibility leads to trust.

Create a résumé for yourself. Outline your education, previ-
ous employment, honors and awards, special training, profes-
stonal and civic organizations you belong to, and your hobbies
or interests.

Show Them You Care

To get people to “buy” you, show them you care. How? Here’s
a simple method: Sell people the products and services they need
instead of selling them what you have.
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As simple as this sounds, salespeople too often sell what they
have instead of finding out what prospects need.

Stop selling and start helping customers. Distribute those
golden testimonial letters that show the value you've provided.

It’ll be obvious to prospects that your customers cared enough
to help you because you came through for them.

Dan went on, “Barry is probably the best salesperson I've done
business with in my forty-one years here.”

"That's really interesting,” said the Agile Manager. “Why do
you say thate”

“Because,” said Dan, “Barry does two things that make him
different from all the other salespeople I've worked with.”

"What are they?”

"They're both very important,” said Dan. "You might want to
write these down and tell all your salespeople.”

The Agile Manager opened his notebook and took out a pen to
record Dan's words of wisdom.

"Number one,” said Dan forcefully, "Barry really cares about
his customers.”

The Agile Manager scribbled “Barry cares” in the notebook and
said, "Tell me more.”

"Sure,” Dan replied. “Barry is different because he doesn't say
he cares with words. He proves he cares by his actions. let me
give you an example. last year when | was in the hospital, | re-
ceived lots of cards and flowers from salespeople. | even had a
few come visit me at the hospital during the day. | think they put me
down on their call reports for the day. One guy in particular was
just concerned about when | was coming back to work. It was like
he wanted to make sure | didn't croak!” Dan laughed.

He went on, “Well, Barry was different. He came by five or six
fimes over the four weeks | was in the hospital or at home recuper-
ating. And not during the day. Barry visited me at night or on the
weekend when he could have been with his family. He even brought
over a casserole and an apple pie his wife cooked.”

"Wow," said the Agile Manager. “That's impressive.”

"You bet,” said Dan. “Barry really does care, like the good

=y
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friend he is. His actions speak louder than words."

“Yes, they do,” replied the Agile Manager. “What was the sec-
ond thing, Dan?”

"Oh, yeah,” replied Dan. “The second thing Barry does that
makes him different is that he always makes sure we get what we
need.”

The Agile Manager wrote, “Makes sure they get what they need.”

Dan continued: “I can't tell you how many times my people ask
Barry for his advice on a project they're working on. He knows our
business and he usually knows what we need. And your company
doesn't sell everything we require. Barry fells us if he can't supply
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what we need in the time frame we need it, and he'll recommend
a place or two we can get it.”

“Does he ever turn business away?” asked the Agile Manager.

“Only when your people can't meet our delivery date. Barry
makes sure we get what we need when we need it.”

The Agile Manager looked directly in Dan’s eyes and said, “The
two items you mentioned are very important. But haven't any other
salespeople shown they care and made sure you got what you've
needed over the years2”

Dan smiled and said, “Sure, when it suited them. Barry's the
only salesperson who does those two things every day!”

The Agile Manager smiled broadly, nodded approval, and said,

“Barry is one of the best.”

Just then Barry walked in and said, "How are the two of you
doing?”

"We're doing just fine,” said Dan. "We've had a good talk.
Your ears should be burning,” chuckled Dan.

"Oh, talking behind my back are you?2” said Barry.

The Agile Manager said, “Dan’s been felling me why he and
the others here like doing business with you.”

"Really?” replied Barry. “What did he say?”

“Oh, | just told your boss why we like you so much. You owe me
big time!”

The Agile Manager said, "Dan'’s shared with me a very impor-
tant lesson that all our salespeople should learn.”

Barry said, “What's thate”

"That salespeople earn trust through their actions and not their
words, and when you establish credibility, then trust, people enjoy
doing business with you.”

“You bet,” said Dan.

“That's really nice, Dan. Thanks,” said Barry.

“Don’t mention it,” replied Dan. "You earned it."

The Agile Manager added, “Thank you very much, Dan. | came
in today to thank you for your business. We really do appreciate it.
Thanks, too, for the lessons in salesmanship. I'll make sure all my
people hear about it.”

With that Barry said, “I'm afraid we need to go now or we'll be
late for our next meeting. Is that OK with you, Dan2”

JEP - US IR
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"No problem,” replied Dan. “Wait a minute, |'ve got something
for you, Barry.”

“What is it—an order2” quipped Barry.

“No, not today, Barry,” said Dan. “It's those Cubs tickets | prom-
ised your son. They play the Dodgers on Saturday, remember.”

Barry said, “He's asked me almost every day, Dan, if you really
had season’s tickets.”

The Agile Manager could not remain silent. “Wait a minute.
Isn't the salesperson supposed to be the one giving the tickets2”

Barry and Dan laughed.

“Barry’s son loves the Cubs,” said Dan, “and I've had these
tickets for years. There's nothing better than a father and son going
to Wrigley Field on a warm, sunny day. Have a hot dog for me!”
Dan looked at Barry with genuine affection.

They shook hands and as they walked away, the Agile Man-
ager thought to himself, What a great example of credibility and
trust to talk about at the sales meeting next month.

Remember: Facts alone seldom result in gaining customers. If
they don'’t first trust you or if you lack credibility, you won’t get
the sale. Focus on gaining a customer, not just getting an order.




Chapter Tivo

The Agile Sales Manager was meeting with one of the newest
sales reps on the team, Jane, to review prospects. There weren't
very many, which is often the case when new salespeople take
over a ferritory.

One of Jane's prospects did look inferesting, however. It was a
large company with operations in over one hundred countries.

The Agile Manager asked, "Where are you with the Interna-
tional account?”

"Nowhere,” responded Jane. "I can’t get anyone fo return my
calls.”

"What level are you calling2” inquired the Agile Manager.

"I've got the name of a middle-level manager at the home of-
fice,” said Jane. “I had good luck approaching prospects at that
level last quarter. | figured it worked before, so I'd try it again.”

"There was a story about this company in the trade press last
week. Did you see ife"

"Yes," said Jane. “I've got it right here. They have a new vice
president of sales for their North American operations. He was
quoted in the story.”

“Very good,” said the Agile Manager. "Have you thought about

20
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calling on him or writing an approach letter2 New executives present
excellent prospecting opportunities—they're eager to make an
impact.”

“Isn't he too busy to want to speak with me2" asked Jane. “I
never seem fo capture the interest of seniorlevel executives. They're
busy with more important things than to talk with me about our
services and products.”

“You're exacily right!” said the Agile Manager. “They are much
too busy to talk to salespeople trying to sell something.”

Jane looked puzzled. “Then | should not approach at the execu-
tive level, righte”

"Wrong,” said the Agile Manager, “You should definitely ap-
proach at the executive level. But to capture the executive's inter-
est, you have fo talk about things the executive is interested in."
Jane still looked confused.

“If you want to create interest with a sales v.p.,” continved the
Agile Manager, “think like a sales v.p. Talk about things sales v.p.’s
are interested in."

"How can you know what they're interested in2" asked Jane.

"We don't know all the things sales v.p.’s are interested in, but
you can be sure they are inferested in things like increasing sales
productivity and profit margins, improving customer satisfaction,
opening new markefs, gaining competitive advantages, and re-
ducing the salescycle time.

"Now," the Agile Manager continued, “do you think any of our
products or services can help a sales v.p. achieve any of these
thingse”

“Yes," said Jane enthusiastically. “Most of them.”

“Well,” said the Agile Manager, “to create inferest, then, talk
about what we have helped our customers do, instead of what we
sell. It's more interesting and —who knows—you may get lucky and
strike a chord with that new sales v.p. at International Company.

Jane asked, “Should | call him on the phone or send a letter”

"Whichever way you're more comfortable,” replied the Agile
Manager. “Both are effective. Given the busy schedule of top ex-
ecutives, a letter outlining the type of results we can provide fol-
lowed by a telephone call may be best.”
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“That makes sense. I'll give it a try.”

“Just make sure you write clearly, briefly, and put your bottom
line—your most important idea or benefit—right up front,” said the
Agile Manager. “And | suggest you mention one or two of our cus-
tomers who have written us testimonial letters. They'll add credibility
and help differentiate your letter from others. Also, make sure you ask
for something specific, like an opportunity to meet him in person.”

"Great idea,” said the sales rep. "I'll get started as soon as we
finish. Do you think | should include any literature?”

"Only general information about our company. Avoid product
literature, because you don't know what they need yet,” said the
Agile Manager. "All you want to do is create enough interest so
you can ‘sell” an appointment. You could include a few copies of
testimonial letters or a list of references. Again, this will help estab-
lish credibility and differentiate your letter from the others.”

“I'll let you know what happens,” said Jane.

Too many salespeople chase after low-level prospects who lack
buying authority.

Best advice: Approach the person who can say yes or no, re-
gardless of how anyone else in the company feels about it. This
person has the power, influence, and authority for the bottom
line. The buck stops in her office!

Also, too many salespeople talk about what they’re selling rather
than talking about things of interest to your prospect. In gen-
eral, prospects will be most interested in buying if:

“® You can improve the manner in which employees deal with
customers and business partners;
® Your product, service, or solution will improve employee
productivity;
® Your product, service, or solution helps the firm gain a
competitive advantage;
® Your product, service, or solution will fatten the bottom line.
A solution, by the way, can include one or more products,

services, programs, contractual approaches, and recommended
implementations.
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How do you identify the person to contact? Simply ask your-
self, “Who has responsibility, power, authority, and influence in
the organization?”

Make Prospecting a Daily Habit

Wise salespeople look for new business opportunities today,
no matter how well things are going, to replace business they
may lose tomorrow.

First, devote time to looking for new opportunities within
your existing customer base. Next, go after companies that do
not use your products, services, or solutions. Finally, target ac-
counts that do business with a competitor.
effort from sales representatives t .FP
already busy with their daily rou-
tines. Nonetheless, prospecting VWhen prospecting, aim high.
for additional opportunities and Approach the person who can
opening new accounts is a high say 'yes' or 'no’ fo the product
priority for any sales professional.  or service you are offering—
Consider it an investment! regardless of what anyone

To be effective, prospecting else says.
must be done each day.Wise sales-

Prospecting requires time and

people turn existing customers into active references and lever-
age past successes into new business.

Use This Seven-Point Prospecting System

All successful salespeople have a system for finding prospects
» and turning them into customers. Here’s one of the best:
1. Identify your top three sources for quality leads. Sales
professionals use two kinds of sources for leads:

People Sources

B Your current customers

® Community-service organizations
®m Prospects
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SaIes Pwﬁssional ’s Hat T’p #2

Put the Blinders On. The Agile Sales Manager's mind
wandered back fo an incident in which his first sales monqgar
passed along the best piece of advice he ever received.

It was a few days before the Kentucky Derby, and hgs _
manager drew an oval on a piece of paper. -

“Imagine that this is the race track at Churchill Downs he

said. “What will be different for the ﬁ'aree-yeclr old h?[ses
running in this year's Derby?”

“Well,” said the young Agile Monager “They'll run a
farther distance than they ever have before—-and in fmn’r of
over 100,000 people.”

His mentor smiled and said, “That’s right, that's right! I'm
glad fo see you know something about the racing game. Now,
the other unique thing all the horses will experience is what
those people in attendance will be doing and where theyll ba
doing it.” He paused and drew people on the outs;de of the
oval. i

“You see,” he continued, “Thoroughbmd hw&es are accus-
tomed fo huvmg people on their right side only as they run a
race. That won't change. For this particular race, the throngs

~ of “rail birds' will be screaming their heads off. So will the
more refined set, sifting in the grandstand wearing their suils
and fashionable siraw hats while sipping mint ;uleps i

“And how about the ten thousand people that are punymg '
in the infield—many of whom don’ t even knaw there l$ a race
taking place!”

The sales manager laughed. "Yep And ﬁmse pﬁuple on the
infield, inside the racing circle, will add to the horses'*conﬁasion-ﬁ
and nervousness by being on their left side. That's why many
of the horses will run with a new piece of equipment, and
something they may never wear again: blinders. Thrs s fo keep
them focused and avoid distractions.” '

The sales chief paused again. “I have watched the Derby

for over twenty years and | can tell you that there are always

. ‘ ctly rn%e fhe yeung Agﬂe Mcm-

~ ager's eyes. L
“As your #r&iner, he suld t considor you fo be a %hcrough» |

retid el profession. What's going on in the stands

“and the infield doesn’t matter. What matters is that you get fo-

the finish line first. Put the i:almders on and don't ever take them

off. That's how you'll win the race.”

® Other salespeople
® Professional and personal friends
® Service and support people

Data Sources

Advertising responses

Industry trade directories
Telephone directories/Yellow Pages
Business directories

Chambers of Commerce
Newspapers

Trade shows, seminars

World Wide Web

Qualifying prospects to fit your company’s profile of the ideal
customer will help you be more effective when prospecting. Re-
member: You don’t get rewarded in sales for being busy.

Working with both people and data sources is important in
qualifying opportunities. This gives you leads as well as infor-

mation to match against predetermined criteria you can put to-
gether that describes the ideal prospect company.

Your manager can help you assemble these criteria. Here’s a
short list to get you started thinking:
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—A new executive has been appointed.

—A merger has taken place.

—The company is growing or downsizing.

—The company is in a highly competitive environment.
—You have a unique solution to an identified need.

2. Have the right information before you make contact.
Know about the industry, the company’s financial situation, busi-
ness/market conditions, current environment, problem areas, etc.

3. Know the position or job function of the best people to
contact to create interest. Possibilities: president, CEO, COO, v.p./
general manager, CFO/controller, department managers, etc.

4. Use an effective method to contact these people. Op-
tions: phone call, letter, e-mail, fax, or third-party introduction.
(The ideal contact method is through a third-party introduction.)
If you prefer sending a letter first, indicate you will be calling
within five to seven working days. Then be sure to do that.

5. Have methods for getting past the “gatekeeper.”
Gatekeepers should be treated with respect and courtesy. Many
people in these positions are service oriented and accommodat-
ing. They can be very helpful if approached the right way.

Remember: Their job is to screen out the unimportant calls.
Make your call important. Let them know the reasons for your
contact and be sure to state those in terms of benefits to the

individual they work with. More
|Besf ] on that in point #6.
. .FP Also, try calling early or late in
the day when the gatekeeper may
not be there. At executive levels,
you’ll have a good “hit rate” of
reaching your desired contact di-
rectly. Of course, preparation is
the key here to ensure you make an immediate, positive impres-
sion and capture the prospect’s interest. This leads to the next
and most crucial point.

6. Use your three best initial benefit statements to create

A good fime to initiate busi-
ness: when an organization
restructures or shuffles jobs.

Create Interest 27

interest. Your initial approach, whether by letter or phone, should
have one important objective: to create interest so the contact
will invest time with you. -

Benefits involve things that in- I est T:
crease, improve, gain, grow, maxi- F 0 T;P

To create inferest, develop
lower, reduce, minimize, control, three ideas that benefited
and manage.

Provide the prospect with
three benefits in an opening para-
graph of a letter or within the first
thirty seconds of a phone call.

Why three? It’ll improve your chances of success. Choose three
that will be of interest to someone in that person’s position. Do
your homework and make the most of the opportunity by ad-
dressing areas of importance to the organization or person you

approach. (See page 36 for a look at what interests people in
particular positions.)

mize, enhance and/or decrease,

other customers and that you
believe will also benefit the
prospect’s business.

To improve your credibility, mention where you've been of
benefit to others. The more specific and relevant the better. For
example:

“XYZ Company has worked with us to reduce time to mar-
ket, gain a competitive advantage, and increase market share.”

Then ask for an investment of time. “If you'd invest thirty
minutes with me, we could explore how we might help achieve
some of your important initiatives. How does that sound?”

7. Have a follow-up system that works—and that you use.

The next week, the Agile Sales Manager received a phone call
from Jane. “You'll never guess what just happened,” she said excit
edly. "l was preparing fo follow up on the letter | sent to that v.p. of
sales at the International Company when the phone rang. It was
him! He called me before | could call him!”

“Great!l What did he say2" asked the Agile Manager.

“He wanted to know if we really were able to increase sales at
one of the reference companies | included. He said he knew the
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v.p. of sales at that company and was going to call him to check

us out.” )

“That's great,” said the Agile Manager. “How did you respond?

*| asked him if he needed the phone number and said | was
glad he was taking the time fo check us out. He asked how we
were able to increase sales and with what products.”

"What did you say8” asked the Agile Manager.

“I told him we craft-customized solutions with our products and
services to help our customers achieve specific results,” said Jone’.,

“Good job," said the Agile Manager. “What hoppenegl nexte

“Well he asked me if | thought we could help him increase
sales,” said Jane.

"How did you responde” asked the Agile Manager.

" said we wouldn't know for sure until we learned more about
his business situation. Then | asked him if he would give me thirty
minutes for a facetoface meeting.”

“And what did he say?”

"He said be in his office at 10 a.m. sharp on Friday!” said the
rep. “Do you believe how lucky | gotel” .

“luck,” said the Agile Manager, “is when preparation meets
opportunity. The harder you work, the luckier you get. Good work!

Chapter Three

The Agile Sales Manager was planning a sales meeting involv-
ing the entire sales team. The company's meeting coordinator did
some preliminary legwork by checking out a dozen different ho-
tels. She recommended that the Agile Manager visit three of them
in particular.

When he visited the first two, he found that each was very much
productfocused in their sales approaches. In both cases, he was
greeted by a salesperson in the hotel business office and escorted
infto a conference room. There, each salesperson asked the same
questions: "How many sleeping rooms would you need for your
meefing® How many meal functions do you plan on having2 Most
importantly, when are you planning on having your meeting2”

Three minutes into the first meeting, the hotel sales person disap-
peared into the back office, checked the calendar, and came back
looking as though he had lost a best friend. He said, “Gee, I'm
sorry we don't have those dates available. Would you consider
changing the dates of your sales meeting?”

"Nope,” said the Agile Manager, and he ended the meeting
abruptly.

The second meeting ended prematurely for the same reason.

29
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At the third hotel, the Agile Manager found a salesperson who
took a completely different approach. "I got a litle bit of informa-
tion about you and your company from your meeting coordinator,”
she said. "Would you mind confirming some of that- information
and answering a few more questions2”

The Agile Manager was impressed with the questions she asked,
especially the ones about what had worked well and not so well at
past sales meetings he'd attended. “What are some of the things
that you would like to continue to do or perhaps do differently at
this year's evente”

Now here's an effective salesperson, thought the Agile Man-
ager. None of the other two cared about what | believe to be the
keys to a successful meeting. And she hasn't even yet asked me
about numbers or dates.

The hotel salesperson then said, “From my experience working
with other sales executives in planning meetings like this, | know
they usually have specific objectives they're trying to achieve. These
include things like introducing new compensation plans, announc-
ing new products and programs, or conducting training sessions to
increase skills and generate excitement. Are these among the things
you are trying fo accomplish at this meeting2”

“Yes—all three,” said the Agile Manager. “We're infroducing
new products, holding training sessions, and announcing changes
to the compensation plan. But most important, the purpose of the
meeting is to kick off the new fiscal year by giving the sales orga-
nization a sense of purpose and identity.”

He went on to explain that the company had poor sales last
year and morale, as well as confidence, was low.

The hotel sales representative asked, "Do you have any specific
ideas to address the ‘sense of purpose’ issue?”

The Agile Manager smiled. “I've decided on a theme for the
meeting: ‘If you can't run with the Big Dogs, stay on the porch.’ |
want to give everyone attending a T-shirt with that slogan and a
picture of a giant St. Bernard on it when they check in.”

“Interesting,” said the sales rep. "What's behind that message?e”

“| want to convey that, as the people responsible for generating
revenue, the sales folks are the big dogs, or lead dogs, of the
company. | want people to understand that anything less than con-
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sistently attaining sales quota is unacceptable.”

“Anything else?”

"Well I do want people to have fun and get to know one other
during the evenings. But | also want them ready to answer the bell
at /:30 each morning when we kick off meetings.”

"S0," she said,  'If you can’t run with the Big Dogs, stay on the
porch.” I love it. | wish you the best of luck with the slogan at the
meeting.”

She then asked more about the three main purposes of the meet-
ing and what kind of facilities and services he'd need. As the
Agile Manager explained these needs in great detail, she took
notes.

When they were finished, she said, “If you are able fo achieve
your objectives for the meeting, especially the part about meeting and
exceeding quota, how significant would that be for you personally2”

“Well,” said the Agile Manager, “the company has a bonus
plan that pays out if revenue obijectives are met during a year.
Unfortunately, those bonuses weren't paid last year. If we could
turn things around, starting with this kickoff meeting, we'd be on
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our way to getting those yearend bonuses. Also, in the eyes of
everyone else in the company, the salespeople would really earn
that ‘Big Dog’ label.”

‘I really hope | have an opportunity to work with you on this
project,” said the salesperson warmly. “If you don’t mind, I'd like
to confirm some other things that your coordinator told me regard-
ing number of people, number of sleeping rooms and meal func-
tions. We also need to discuss dates.”

As it turned out, this hotel didn't have the dates available either.
But the Agile Manager gladly changed his meeting plans and re-
arranged airline schedules.

Why?2 Simple—because of a sales professional who made the

difference by conducting an outstanding, customerfocused sales
interview.
Postscript: The meetfing went off without a hitch. And waiting for
the Agile Manager to help kick off the meeting was a live St.
Bernard. The hotel’s salesperson had made arrangements with the
dog's owner to have “Bernie” available for pictures with each
member of the sales organization.

The old way of selling was very much product-focused. It
went something like this:

1. Tell the customer what is new.

2. Explain a new product’s features, functions, and benefits.

3. Compare these to what the customer now has.

4. Lead the customer to the “right” decision.

A Better Way: Focus on the Customer

There’s a better way of selling. In it, customer-focused solu-
tions—those geared specifically to your prospect’s needs—are
the ultimate objective.

The customer-focused selling approach:

1. Creates interest by talking to people about things they’re
interested in;

2. Uncovers needs, goals, priorities, and a personal win;

3. Crafts a customer-focused solution.
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Customer-focused selling is the only way prospects can get
the full value from the products or services they buy. It’s also the
only way you, the salesperson, can get “full value” for the time
you expend to get the sale. And it’s the only way to turn a one-
time buyer into a dedicated customer.

Why? Consider a simple situation in which price is exactly
equal to value.

Price Value

Is there a compelling reason for somebody to do business
with you? No. Most people want to feel like they are getting
more value for their money than they are paying.

Those using product-focused selling approaches understand
this, too. But unfortunately, the way they increase value is by
cutting the price! That creates the illusion of value.

r— — "
[Discount]|

Value

Price

Worse, the pressures of meeting sales quotas prompts sales-
people to cut the price even more.

In this scenario, neither the customer, nor the salesperson,
gets full value. Why not the customer? Because those buying on
price alone may not stop long enough to consider whether the
product or service is solving a problem most efficiently for them.

Customer-focused selling provides a far better way to increase
value than to cut the cost. You identify a minimum of three
value-added benefits to create a compelling reason for someone
to do business with you.These value-added benefits go over and
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above meeting minimum specifications. They usually involve
things like:

Increasing customer satisfaction
Improving productivity and efficiency
Saving time

Reducing costs

Protecting previous investments -

Gaining a competitive edge and growing market share

When you are actually able to provide benefits of this type,
you're providing real value that will often eliminate the need to
discount price. Why? You're providing a customer enablers that
positively impact business.

Price

Understanding your strengths, and the value you provide, binds
your relationship, builds your business, keeps the competition
out, and positions you to leverage past success for future growth.

Interviewing: The Heart of the Sales Process

The heart of customer-focused selling is conducting an ef-
tective sales interview. Salespeople should know how to assemble
various probing and questioning skills to learn the prospect’s or
customer’s needs, wants, dreams, and goals. You can then present
a value-added solution that best answers these requirements.

A value-added solution is the objective of a customer-focused
sales interview. And “value” is from the prospect’s perspective,
not yours. The right questions determine what benefits your
prospect considers “value added.” This distinguishes you and
your company from your competition.
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A benefit for you is that having a system for conducting cus-
tomer-focused interviews quickly establishes your personal cred-
ibility. This system saves time and helps you determine what is
most important to your prospect.

Consider Organizational Dynamics

Because you may sell at multiple levels within an organiza-
tion, you have to vary your approach according to the position.
Why? Would you conduct an interview with the chief financial
officer in the same way you would with the marketing man-
ager? Probably not. They have different interests and different
agendas.

The chart on the following page shows what these interests
commonly are. Use it to craft questions and solutions that ad-
dress these concerns directly.

USE THE EIN.D. INTERVIEW SYSTEM

In the heat of battle, some salespeople may forget to ask im-
portant questions. This means they have to call back later to get
information. Speaking to a top manager, even by telephone, can
take a lot of time and will delay the sales process if you'’re not
prepared. That makes you appear disorganized.

To keep this from happening to you, use our simple customer-

st Tip

Take the time to provide a

focused interviewing system,
FI.N.D. The FI.N.D. System as-
sists you in asking questions about

the four critical areas required to
structure a customer-focused so-
lution. EI.N.D. stands for:
Facrts. Gather background in-
formation on the customer’s or-

customerfocused solution. It's
the only way fo turn a buyer
into a dedicated customer.

ganization and situation, what

products the company currently uses, how it now handles main-
tenance and support, who supplies services, and what it likes
best and least with all of the above.




‘What Interests Various Jobholders

President, Division V.P,
General Manager
—Satisfying customers
—Growing profitably
—Increasing the company’s value
(stock price)
—Gaining a competitive advantage
—Improving productivity
—Finding and retaining good people

CFQO, Treasurer,

Finance Manager
—Improving return on investment
—Watching the “bottom line”
—Controlling costs
—Financing options
—Cash flow
—Budgets

CIO, CTO, VP. for MIS,
MIS Director

—Aligning MIS with corporate goals
—Satisfying customers (internal

and external)
—Leveraging investment in MIS
—Industry trends
—Security and control
—Proving his/her value

VP. for Sales, Sales Manager
—Crushing the sales quota
—Increasing sales rep productivity
—Improving customer satisfaction
—Enhancing profit margins
—Finding and developing

good people
—Getting leads and finding other

methods to grow the business

V.P. or Director of Manufacturing,
Manager of Manufacturing

—Supporting business model

—Meeting deadlines

—Maintaining or improving quality

—Managing capital equipment
efficiently

—Minimizing downtime

—Standardizing procedures

Contract/Procurement Manager,
Purchasing Agent

—Getting the most value for the
money

—Getting compliance with terms
and conditions

—Competitive price and delivery

—Vendor relationships

—Proving his/her value

V.P. or Director of Marketing,
Manager of Marketing
—Increasing market share
—Gaining competitive edge
—Increasing brand awareness
~Maximizing budget dollars
—Reducing time to market
—Protecting customer base

V.P. or Director of Operations,
Manager of Operations
—Aligning operations with
corporate goals
—Maximizing productivity
—Following procedures
—Meeting deadlines
—Smoothing operations
~Minimizing downtime
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ImMPORTANT Issues. Understand what important issues must be
satisfied by current or new suppliers (increased sales, reduced
costs, etc.). Having this all-important information will help you
frame the general discussion to follow.

NEeeps. Uncover problems with internal operations, areas the
company's current approach does not address, and additional ben-
efits the customer might be looking for.

Dreams. Uncover both a business and personal win for the
customer and expand his thinking beyond the immediate fu-
ture. That helps him form a plan
of action to reach his dreams.

Every FI.N.D. interview has
one main objective: Identify, rank,  Ask, ‘In your opinion, why do
and explore the three key issues your customers do business
that your prospect is most inter- with you?' The answer can
ested in and determine her im-  reveal benefits the prospect
portant business needs as well as  deems important.
personal dreams tied to business.

Once you have that information, you can frame your offering
around these issues with a customer-focused presentation or
proposal using the specific features offered by your solution (plus
any additional services and support you provide).

1. Warm-up: Get the Facts

Confirm how much time you have, then begin the interview
by asking open-ended questions and probes about the general
state of the industry. Then transition into a discussion about the
customer’s company.

This is the warm-up, and the time to gather facts. These ques-
tions are easy for the prospect to answer. If you have done some
preliminary research about the company, you can quickly estab-
lish your credibility by asking the prospect to confirm informa-
tion you have already gathered. Examples:

“I understand from your recent press release that the com-
petition’s price cutting has contributed to eroding margins
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industrywide. What area has been affected the most within your
organization?”
“I read about your plans to open new offices next year Which
will come on line first?”
Try to go beyond cold facts to learn something about the
prospect’s feelings, opinions, and impressions.
One really thought-provoking question is: “In your opinion,

why do your customers do business with your organization?”

Sales Professional’s Hot Tip #4

Questions Are the Answer. Probes and questions are crifical
in selling. The better you probe and ask customer-focused
questions, the more successful you will become. Many of the
sales greats believe their higher sales come from the quality of
the questions they ask.

Probes are sentences that begin with achon verbs like give,
describe, tell, talk, and explain. ;

Probes can be used as conversation starfers, to uncover a
person’s feelings and values, or to reveal general information.
Probes ask your listener to provide you with background in-
formation and their feelings on a subject.

Questions are more direct than probes. They ask the listener
for specific information on a subject. Questfions can also identify
customer wants, needs, dreams, goals, and a personal win.

Questions come in two forms: open ended and closed ended.

Open-ended questions are great for getting people to open
up and converse with you freely. They ask your customers or
prospects for specific information (the facts) and their optnrons
(their feelings). Open-ended questions begin with ihe words
what, where, why, when, how, and who,

Closed-ended questions start with words like do you did
they, would you, will she, can you, etc. They ask for specific
yes/no, this one/that one, or either/or types of answers.

Don't use closedended questions if you want to get your
prospect fo open up to you. Use them, however, if you are

asking for a commitment to action, confirmation, or decision.
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The answer will usually contain value-added benefits, beyond
low price, the company provides. Try it when you’re selling to
another business. The informa-

tion may come in handy later if IBest T
you get a price objection. - P

Also, it’s a great way to show  Find oyt which three or four

the person you are interviewing issues are of prime inferest

that you are interested in being to your prospect—and what
in step or in synch with them. they mean, exaclly, o the

Later on, you can demonstrate
prospect.

your attentiveness by playing back

the answer.

By the way, to help solicit quality responses, preface impor-
tant questions with, “In your opinion ...’
better.

It focuses people

2. Uncover the Important Issues

In the second part of the EI.N.D. Interview System, you fo-
cus on exploring the issues that are most important to your
prospect. (Refer again to the chart a few pages back.) Come
into the interview armed with a list of likely candidates, like
reduced costs, higher productivity, etc. And refer to the same
issues you mentioned when prospecting. After all, you created
interest with those issues and got the appointment.

Begin phase two by talking about these issues in a general
sense. Then ask a closed-ended question to see if your prospect
agrees. (“Do you agree?”)

If he does, probe to see which issues are most important, why,
and what they mean to the business. For example, a general man-
ager might select improving productivity as a top priority. Probe
to see what makes that issue so important. You’ll also want to
know exactly what improving productivity means to that person.

Here’s a probe you might ask of that general manager: “Please
tell me why improving productivity is so important to you. What
would the impact of that be?”
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ELN.D. Interview System Preparation Worksheet

Facrts: To determine background information on what prod-
ucts and services prospects currently use, how they currently handle
maintenance and support, who supplies services to them, what they
like best and least. .

Questions TO Use: Simple/general, fact finding, historical. “In
your opinion, why do your customers do business with you?”*“What
are some of the greatest challenges you face this year?”

Purrosk: To start conversations, learn about current operations.

IMPORTANT ISSUES: To understand what important issues must
be satisfied by current or new suppliers, and to provide important
information to frame the general discussion that will follow. List
three important issues of interest to the prospect.

QuesTions To UsE: Fact finding, historical, situational, exploratory,
investigative. “From our experience working with other people in
your position, we've learned that the three issues they seem most
interested in are: increasing customer satisfaction, improving pro-
ductivity, and growing their businesses profitably. Are these the three
most important issues you face? Which is most important? How do
you measure them now?” “What are your goals for improvement?”

PurposE: Establish credibility and trust, understand prospect’s views.

NEEDS: To uncover problems with internal systems, areas cur-
rent suppliers do not address, and what additional benefits pros-
pects are looking for in a new partner or supplier,

QuesTions 1O UsE: Fact finding, historical, situational, explor-
atory, investigative, hypothetical, agreement/closing. “What prob-
lems are keeping you awake at night?” “What needs to happen for
you to reach your goals?”

Purrosk: Identify problems, qualify, evaluate alternatives.

DrEeaMS: To uncover both a business and personal win for pros-
pects, and to expand their thinking beyond the immediate future
to help them formulate a plan of action to reach their dreams.

QuesTions To Usk: Situational, exploratory, investigative, hypo-
thetical, agreement/closing. “If we are able to accomplish all you
want, what will it mean to you on a personal level?”

Purrosk: Identify their wins, shape their thinking, bind your re-
lationship.

Conduct a Customer-Focused Interview

41

If the prospect doesn’t agree with one or more items on your
list, ask what issues should be on the list. Then, find out what
makes them important to the business.

Either way, identify, rank, and explore the meaning of the top
three or four key issues. Gathering this information becomes

critical for your proposal or presentation, because you’ll respond

to these issues in the same order.

You will also use these issues to frame the remainder of your

customer-focused interview. If return on investment is impor-

tant, for example, explore (quantify) what the prospect consid-
ers excellent, average, and minimum ROI figures.

Ultimately, you’ll wrap your solution around these important
issues when you present a customer-focused solution. This will

differentiate you from average salespeople. To your prospect you

will look, act, and sound like a consultant, because that is exactly

what you are!

3. Identify Prospects’ Needs

The third stage of the FEI.N.D. Interview System zeros in on
the specific benefits your prospects need. Once you have 1denti-
fied, ranked, and explored the important issues facing your pros-
pect, ask open-ended questions to uncover problems with the
present situation. Identify the benefits she desires. These will

become opportunities for you.
Probe to determine if the pros-
pect is evaluating other alterna-
tives. Find out who the competi-
tion is, and ask if the competi-
tion is impressive in any way.
Determine the prospect’s time-
table for taking action, assuming

Find out who your competition
for the business is and if they
can offer the prospect any-
thing that you can't.

she found the perfect solution. Then qualify this person’s actual
buying authority. Ask if anyone else will be involved in making

the final decision.
Sample questions:
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“If you could change the present operation, what would you
do first to address the problem?” :

“Which alternative approach has impressed you the most?”

“Who else in the company will you consult with in reaching
your final decision?”

Use hypothetical questions to overcome the prospect’s hesi-
tation or resistance. This will help to expand the scope of her
thinking and perhaps even reframe it (more on this when we
get to objections). Then ask closed-ended questions that confirm
you have identified key needs. Be certain your prospect agrees.

Examples:

“I understand. Just suppose it was a top priority. What would
you do first?”

“So if I understand correctly, you'd drop that procedure be-
fore the quarter ended if you could?”

4. Explore Dreams

Even the owner of the candy store on the corner dreams about
the day the business will expand from one shop to two. Then
from two shops to three, to five, and more. Think about your
dreams: Where you are today? Where do you want to be next
year? Where do you want to be in three years?

Your prospects also have dreams about their businesses and
their careers. If they own the business, they may want to expand
to other cities, or they might wish they had more free time to be
with their families, or to go boating or fishing.

If they don’t own the business, they may dream about their
next big bonus, getting promoted, having fewer hassles or prob-
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lems, or whatever else is impor-
tant to them.

Uncovering the prospect’s
dreams is critical in the customer-
focused interview. If you can find
a dream, you can identify a per-
sonal win. When you do, you can
then bring together a customer-
focused solution that addresses business issues and that win.

Your solution will then help the prospect fulfill his dreams.
This may be the most compelling reason to do business with
you and your company.

Example:

“What would it mean to you personally to make these goals a
reality?”

When to Ask the “Dream” Question. When asking about
personal dreams, make sure your prospect is the only one from
the organization present. That way he can speak freely.

But wait until you feel you've established credibility and trust.
Your gut will tell you when you've achieved this position.

Some people will provide the information without being asked.
You can often ask the question during the first meeting. And
sometimes it takes several encounters with a prospect before the
time is right. It’s OK to conduct a solid FEI.N.D. interview and
still get to the personal win at another time.

Helping prospects reach their
dreams is a powerful lever
that can motivate them to do
business with you.

Tie It All Together

Once you have confirmed the Facts, identified Important Is-
sues, uncovered Needs, and explored your prospect’s Dreams,
what do you do next?

Some salespeople may want to present a solution right away.
Though there are times this may be appropriate, we don’t rec-
ommend it.

Generally, the customer-focused sale requires you to go back
to your office and study the information you’ve just uncovered.
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You need to analyze which of your products, solutions and sup-
port services will provide the specific benefits the prospect is
looking for. Only then will you be ready to present the cus-
tomer-focused solution that best fits your prospect’s issues, needs,
and dreams. _

Make an appointment for another day to present your find-
ings. Understand, however, that prospects will usually want you
to provide some information during the initial interview about
what you're thinking. After all, they have just invested their time
and want you to solve the puzzle.

Make only general recommendations at this point. It’s too early
to get specific. First you need to study the alternatives and prepare
a well thought-out proposal, presentation, or demonstration.

Multiple Decision Makers. If others are involved in the deci-
sion, ask your prospect to introduce you to any other people
you need to speak with. Interview each of the decision makers,
individually if possible. You may need to collect more specific
information, details, or other perspectives.

This is especially true for buying committees. Don’t propose
your solution until you've spoken with all the people you need
to. It takes more time, but it helps you avoid surprises. Also, it’s
much more professional.

The Agile Sales Manager, feet on his desk, recalled many infer-
esting answers he had received fo the question regarding the per-
sonal win or dream. Some of these answers included earning the
respect of peers, gefting a promotion or bonus, keeping their cur-
rent position as opposed fo being terminated, and, quite often,
"gefting a life” —free time!

The one common trait among all the hundreds of times the Agile
Manager had asked the dream question was how people really
opened up once he had established credibility and frust. As a
result, he was in a much better position to help prospective custom-
ers get what they wanted.

He remembered in particular calling on the president of a small
foundry.
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The Agile Manager asked, “If it were three months from now,
and our organizations worked together to help you realize the
business objectives that you just laid out, what satisfaction would
that give you on a personal basis2”

The president rose out of his conference room chair. “You'll have
fo follow me into the men's room. There is something there I'd like
to show you."

The Agile Manager had found himself in some strange posifions
during his career, but this one had the potential to beat all.

Once inside the men’s room, the president said, “One of the big
benefits to me personally would be if | could come in here for just
five minutes and not be interrupted.” With that, he kicked open the
door to one of the stalls to reveal a bright red telephone.

"If this project works,” he said, “I'll be able to rip that thing
down. Imagine the satisfaction that would give me!”

As the Agile Manager likes to tell his salespeople, he secured
the business even though the solution he provided was neither the
least expensive nor the most rich with features. And, he adds, “I'm
pretty certain that the president didn't invite any of the competing
salespeople info the men’s room!”

The Agile Manager’s Checklist
v :Cr_heafe value by adding benefits, not by cutting the
i T e e
v Keep in mind that “value” and “benefit” must be judged
from the buyer’s perspective, not yours. i |
v Use the FILN.D. interview system to uncover facts, impor-
tant issues, needs, and dreams. ' '
Alter the sales interview, go back fo the office and put
together a solution tailored precisely to the prospect’s

.| peeds..




Chapter Four

When the Agile Sales Manager first joined his organization, he
learned about the product line by attending as many demonstra-
tions as possible. All of them had much happier endings than the
first one he observed.

He arrived at a branch-office demonstration room about ninety
minutes prior to a 2:00 p.m. demonstration. There he found some-
one in the midst of cleaning up a mess that had been left by the
last user of the room.

"Hi, I'm Bob Smith,” said the man. He was the salesperson the
Agile Manager would observe.

The Agile Manager shook his hand and said, “You have quite a
mess here. let me help you out. Who are you doing a demonstra-
tion for today?@”

“The biggest bank in the region,” replied Bob. “We'll have four
people in. One of them is the decision maker. | haven't been able
to talk to him before this.”

“What are they really interested in2 What's their biggest need2”
asked the Agile Manager.

"I really don't know. The technical capabilities seemed of great
interest to the information-systems guys. They were really excited
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about seeing our newest bells and whistles. | figure we'll knock
their socks off with the speed we can demonstrate.”

“And the benefit to their business of that speed?”

“Can't say for sure,” said Bob.

The Agile Manager was shocked that he had no clear under-
standing of the prospect’s needs and objectives. Bob was going fo
talk a lot about product features and functions hoping, along the
way, to identify benefits to the prospect.

This, the Agile Manager knew, was not a customerfocused ap-
proach, and the prospect represented one of the largest financial
institutions in the country.

When they finished cleaning up, Bob said, "I've got a few things
to do. I'll be back at 1:45 to meet with one of our technical sup-
port people. She'll be working the equipment while | talk.”

The Agile Manager said nothing as Bob left. He was surprised
that he and the technical support person would meet for only fif-
teen minutes. Oh well, he thought, they must have spent a few
hours together already.

But when they reconvened at 1:45, it was clear the two had
never met. Bob rushed through the instructions, and the Agile Man-
ager could see that the technician wasn't sure what to do, or when.
He found himself secretly wishing that the prospect would miss the
demo due to a lastminute scheduling change.

But just as he finished that thought, four people from the finan-
cial institution walked through the door eager to get things started.

Half an hour into the presentation—despite its sloppiness—the
senior member of the group said, “You know, that's just the type of
capability that could really handle some of our problems.”

Bob was smart enough to recognize a buying signal. He said,
“I'm happy that you feel that way. Would you like to review the
preliminary agreement | drafted and discuss implementation2”

The group considered the question for a few moments, until the
technician broke the silence by saying, I haven't even shown you
half the capabilities of the system. Why don't | show you the reste”

The buying group seemed happy to see more, but Bob scowled
at the technician.

He tried no fewer than eight more times fo reintroduce the point
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and get commitment. The more he pushed, the more he put off
those in the group, especially the senior executive. Finally, he told
Bob, “I think we've been pushed hard enough for one day. You
must be really desperate for an order.” :

Bob said, “No, please don't go. I'm sorry . . ." But everyone
had already put on their coats and headed out the door.

After they'd gone, Bob lit into the technician. “You really blew it
for us. | had them on the hook until you jumped in about wanting to
show them morel!”

"Nlow, now,” said the Agile Manager. He figured he'd try to
salvage the situation by doing a litlle coaching. “That wasn't a
smart move, 1o be sure. But | think if you'd done a litle more prepa-
ration . . ."

Have you ever made what you thought was an excellent pre-
sentation or proposal, but which did not result in an order? What
happened? Most likely, you didn’t properly prepare to address
the prospect’s real needs.

Never forget: The prospect decides whether a presentation is
excellent or not. What you think is immaterial.

For a demonstration to be really effective, it must do more
than make the sales team feel good. It must cause the prospect
to take positive action. A value-added solution, remember, dis-
tinguishes you from the competition. If you gather the right
information, you will be able to provide answers to the key is-
sues the prospect feels are important.

Recommending the best solution is one of the most impor-
tant skills in customer-focused selling. You need to prepare in
advance and think about your presentation or proposal carefully.
And you’ll want to maintain the consultative sales approach
you’ve used thus far.

Solve Problems, Provide Benefits

One thing to keep in mind as you move through the sales
process: Prospects are not interested in features. They are inter-
ested in the value (benefits) of these features. It is critically im-
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portant that you keep this in mind when you make a customer-
tocused demonstration or presentation. If you don't, you'll be
reciting technical specifications, and your presentation soon be-
comes product-focused.

People don’t want to hear a “talking brochure,” they want to
learn how you can solve a problem, satisfy a need, and help
them achieve their goals.

When you describe features, functions, and benefits:

® Keep it simple.

® Keep it relevant.

B Keep it interesting.

® Relate everything to the prospect’s interests, needs, priori-

ties, and dreams.

Structure your proposal or presentation as follows:

I. The prospect’s major issues, needs, goals, and priorities.
II. Your approach to providing a solution
III. The features and functions of your approach.
. IV. How the benefits of your approach satisfy the prospect’s
interests, needs, priorities, and dreams.

V. Incremental benefits from additional features that are in-
cluded with your approach.

Checklist for Effective Presentations

Sales demonstrations and presentations vary a great deal, de-
pending on the audience. Some will be casual pitches to a single

prospect. Others will be much more formal and for a group.
Most situations will allow you

enough time to prepare properly. IBeSf .
But sometimes you have to do a " FP
presentation before you get the
chance to determine needs, im-
portant issues, goals, and priorities.
It’s usually a poor use of both
the prospect’s time and yours to

Plan and sfructure your presen-
tation with one goal in mind:
causing the prospect to fake
posifive action.
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present without some level of understanding. It won’t be as
meaningful. Therefore, begin by asking questions to get the au-
dience involved and to share vital information.

For example, “For this investment of time to be miost benefi-
cial to you, I'd like to get your opinions on some things that will
allow me to be specific in meeting your needs, issues, goals, and
priorities.” Then, use the FI.N.D. Interview System to gather
information.

Serious prospects respect the logic behind this approach. It
allows you to focus on aspects of your solution that are most
relevant to the prospect’s unique situation.

Whether making a formal or informal presentation, to a group
or to an individual, keep these ten things in mind.

1. Know your prospect’s important issues, needs, goals and pri-
orities, and dreams by conducting a customer-focused interview.

2. Plan, with all the players on your sales team, who'll be
involved. Share the information you have and clearly define each
participant’s role.

3. Know which of your products and services will help solve
the prospect’s problems.

4. Present a complete solution, not just a small portion.

Sales Professional’s Hot Tip #5

Use Your Selling Time Wisely

1. Use the hours between 8:00 Am. and 5:00 p.M. to
speak with prospects and customers.

2. Whenever possible, write proposals, letters, quota-
tions, efc., during the hours you can’t speak with prospects
{early morning, evenings, weekends).

3. Fill out your prospect lists, sales reports, and forecasts
during the fimes you can’t speak with prospects.

4. Offload non-selling activities to anyone you. can Fmd
who will do them for you. '

5. Be more proactive. Let people know when you're
available to meet and give them options.
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5. Customize your presentation to your prospect.

6. Use literature and visual aids when appropriate—but don’t
start by passing out brochures!
You want the prospect to focus |Be$f z
on you. Pass out brochures later. b FP

7. Speak the prospect’s lan-
guage by tying your ideas and so-
lutions to his specific situation.

8. Keep the prospect involved
during the entire presentation.
Ask questions, and look her in the eye. Listen to the answers.

9. Justify the cost of your solution by providing return on in-
vestment (ROI) calculations and evidence to back up any claims.

10. Verify that the prospect understands your approach and
accepts it as viable. Ask confirming questions along the way, such
as “Do you see how that function solves your problem?” And,
“Does that address your needs?”

Present a complete solution
customized precisely fo the
needs of your prospect.

Adjust Your Presentation for the Person

It’s important to adjust your demonstrations and sales presen-
tations to match the buying style of your prospect. A serious
mistake that many salespeople make is to use the identical for-
mat for all prospects. Remember: For a demonstration or sales
presentation to be successful, the prospect must take positive
action. For that to happen, you need to shape the presentation
around the prospect’s personality type. Pay attention to the pros-
pect from your very first contact—and even beforehand by ask-
ing questions of others who know the individual. When you do,
you gain insight into her personality in the situation or envi-
ronment you'll meet her.

We’ve found that there are four main behavior styles® Ob-

*The ideas that follow are adapted from Carlson Learning Company’s
DiSC® Model and Personal Profile System®. We strongly endorse
both.(DiSC® and Personal Profile System® are registered trademarks of
Carlson Learning Company.)

R
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serving and listening to a prospect will aid you in determmmg if
the person:

®m Likes to dominate and control,

® [s outgoing and friendly,

® Focuses on a systematic approach and is security minded,
® Is careful and analytical.

Dominance Style

Those of this style try to dominate and control. Such a person:

m [s5 fast-paced and assertive

Shows decisiveness

Is demanding and direct

Does more “telling” than “asking”

When the prospect is dominating and controlling:

1. Stick to business. Don'’t get too personal.

2. Be clear, specific, brief, and to the point.

3. Use a paper-based executive summary in bullet-point form.
Put the most important point first. Keep the list to three or four
items if possible.

4. Come prepared with a well-organized package. Make it
easy for this sometimes-impatient person to find things by la-
beling them well. Put documents concerning the prospect’s im-
portant issues and how you’d address them up front.

5. Have support materials ready, but don’t go into details un-
less you're asked.

6. Present your case logically.

7. Tie up all loose ends.

8. Provide facts and figures about the effectiveness of options.

9. Provide alternatives and options that allow the individual
to make his own decision. Example: “To meet your needs, either
of these two approaches would work.You can decide which and
then control the implementation.”

10. Persuade by referring constantly to the objectives and
results the prospect is looking for.
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Power words to use with
dominating, controlling people:

Bottom line Growth Dominate Attain
Control Attack Eliminate Earn
Capitalize Productivity  Results Impact
Achieve Decisive Productive

Competitive advantage

Influential Style
Those of this style are friendly and outgoing. Such a person:

® [s spontaneous

® Enjoys social conversation

® s enthusiastic and animated

® Shows more interest in people than things

When the prospect is friendly and outgoing:

Allow time for socializing.

Be informal, friendly, and warm.

Talk about people and their goals first.

Ask for their opinions again.

Put the details in writing, but don’t dwell on them.
Provide ideas for implementing your proposal.

Offer testimonials from prominent people and companies.
Offer special incentives.

© PN U R LN

. Provide alternatives that feature teamwork.
10 Persuade them by mentioning their dreams.

Power words to use with
friendly, outgoing people

People Vision Image Team
Inspire Recognition Motivate Looking good
Influence Results Achieve Rally
Partner Empower Fantastic Communicate
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Steadiness Style

Those of this style are systematic and security-minded. Such
a person:

m Likes process-related questions

m Allows you plenty of time

m [s often indirect

m [s friendly but reserved

When the prospect is systematic and security-minded:
Begin slowly. Break the ice with a personal comment.
Present your proposal softly and in a nonthreatening way.
Review the prospect’s goals and objectives.

Present your solution in a step-by-step approach.

Put the details in writing, but don’t dwell on them.
Offer assurances that minimize risks.

7. Include the procedures for implementation and for han-

Lok i

dling problem areas.

8. Get the prospect’s agreement on critical issues—especially
the need for “orderly” change.

9. Justify your ideas with hard facts.

10. Persuade by summarizing the important benefits of your
proposed solutions.

Power words to use with
systematic, security-minded people:

Secure Stable Process Measurements
Procedures Cooperate Back-up plan Teamwork
Responsive Participate  First, second, third

System Safe Plan for problem solving

Plan for problem resolution Plan for problem anticipation

Conscientiousness Style

3
Those of this style tend to pgreareful and analytical. This person:

m s interested in details
m Takes a great deal of time to verify the facts
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m Expresses a cautious attitude that stresses quality and reliability
m s more interested in logic than emotion

When the prospect is careful and analytical:

1. Prepare carefully in advance. Have a well-organized package.

2. Be straightforward and direct. Don’t get too personal.

3. Include support materials at all critical points.

4. Take your time. Expect lots of questions and a longer
decision-making process.

5. Provide both the pros and cons of your recommendations.

6. Offer multiple choices and provide the pluses and minuses
of each.

7. Have a schedule for implementing the solution.

8. Allow time for the prospect to digest and verify your data.
Avoid special offers good for a limited time only.

9. Prove your case with solid, tangible evidence.

10. Persuade prospects by comparing the important benefits
of your proposition to those of your competition.

Power words to use with
careful, analytical people

Analyze Quality Sensible Planning
Best available Tested Cautious Think
Logical Detailed Critical Proven
Research Reengineered

Sell to Committees

The same principles apply when you demonstrate or present
to committees as when you deal with individuals. It is especially
important to remember not to turn a committee sales demon-
stration into a lecture. It’s critical to involve actively all the mem-
bers of the committee.

To accomplish this, be sure you conduct a customer-focused
sales interview with each member of the committee before you
make a presentation. While this means you have to do a lot more
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Sales Professional’s Hot Tip #6

Have Lunch with Customers/Prospects. Successful sales-
people have lunch with customers and prospects whenever
they can. It pays rich dividends. (And don't expect your
company to pay for all your business entertainment.) Some
thoughts:

® Most salespeople do not entertain their customers and
prospects enough.

m Customers may feel a slight obligation to you when you
buy lunch. Plus, you get to talk to prospects outside of
the noise and confusion of the office.

® lunches are great for building lasting personal relation-
ships.

m Don't discuss business until your customer/prospect does.

work, it’s the only way you can include “something for every-
one.”

On the facing page you’ll find an example of an “Issues Clus-
ter Matrix.” It can help you organize and plan for the most im-
portant issues of different committee members.

On the matrix, you chart the number of times people on the
buying committee bring up specific issues. That helps you de-
termine which issues are of the greatest importance.

The Issues Cluster Matrix allows for something else of criti-
cal importance—weighing each committee member’s votes ac-
cording to his or her power in the organization.

In this example, the CEO receives 2 votes per issue men-
tioned, the director and department manager I receive 1 vote,
and department manager II receives half a vote. You can play
around with the weighting scheme based on your subjective
assessment of the committee’s power structure.

Important issues for this committee would be prioritized and
addressed in this order:

1. Increased customer satisfaction (4.5 votes)

2. Increased employee productivity (3.5 votes)

3. Single vendor responsibility (3 votes)
4. Security and control (2.5 votes)
5. Complete problem management (1.5 votes)

When Presenting to a Committee

Before you begin your demonstration or sales presentation,
thank the people who spent time with you. Review your list of
the issues that are important to them. Check to see if anything
has changed. There may be additions, corrections, deletions,
changed priorities, etc.

Follow this with a general statement on how your solution
will address these important issues.

During the presentation, involve the participants. As you ad-
dress each issue, look at the committee members who are con-

Issues Cluster Matrix

Key Players

Important

Issues CEO e Department | Department

Manager 1 | Manager 2

Increased
Customer 2 1 1 5
Satisfaction

Increased
Employee 2 1 5
Productivity

Single
Vendor Res- 2 1
ponsibility

Complete
Problem 1 5
Management

Security and
Control

i
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Sales Professional’s Hot Tip #7
Don’t Waste Time Making Poor Calls
1. Prepare for each call in advance, and hﬁve an oblec- ,
tive. Rate the success of each call.
2. Qualify prospects as eariy as possible. The second besr
answer you receive can be “no.”
3. Know when to walk away.

cerned with it. Remind them that this was one of their con-
cerns, and try to get their agreement that your solution takes
care of the issue.

Pause often to ensure everyone understands you. Encourage
people to ask questions, and secure their agreement at each critical
point. Taking “temperature readings” like these makes closing
much easier.

Address the issues of the decision maker and the domineer-
ing types first. Then address the issues brought up by the friendly
and outgoing, the security-minded, and the analytical commit-
tee members, in that order.

Note: A committee will often have a “fox.” Be vigilant; the
fox may be dressed in sheep’s clothing. The fox may not say
much, but he will influence the committee’s decision.

The fox may be a natural devil’s advocate, a quiet but influen-
tial person, or someone appointed to poke holes in your
arguments.

The fox usually won’t undermine you while you’re present-
ing. He'll do that later. That’s why it’s a good practice to ask
questions to flush out hidden feelings and then address them.
“I'd like to be sure everyone agrees with our approach in that
area before I move on. What concerns do you have Mr. Fox?”

Watch for Buying Signals

When you become proficient at identifying interests, needs,
priorities, and dreams, and you convert this knowledge into a
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good customer-focused demonstration or sales presentation, you
can expect to see buying signals from your prospect. When you
see a buying signal, finish what you are doing and close the sale.

Prospects can signal they are ready to buy in many ways. They
can signal “Okay, 'm sold,” with body language, the questions
they ask, and their actions. Be observant and recognize buying
signals whenever they occur.

Some of the more distinctive buying signals are when the
prospect:

® Reads your proposal’s terms and conditions carefully.

® Examines information or documentation carefully.
Becomes relaxed, friendly, and demonstrates open body
language.

Begins nodding up and down quickly at what you say.
Begins asking you for price concessions or special services.
Brings in an associate to review your documentation.
Asks you to repeat answers to questions about terms, prod-
ucts, programs, and services.

Ty a Trial Close

Some salespeople get so caught up in the presentation that
they miss or—worse—ignore the prospect’s buying signals. That’s
a shame. How many times have you heard about a rep who has
“talked himself out of the sale”?

Whenever you get a buying I'Besf :
signal from a prospect, follow up L FP
immediately with a trial close.
Ask a closed-ended question like,
“Are you ready to move forward
today?” Other possibilities:

“Should we review the paper-

Encourage questions, and
secure agreement with your
views and ideas at critical
points in the presentation.

work to begin implementation?”
13 hd .
Since the benefits are all here in our recommendation, when
can we expect your purchase order?”
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Questions like these save you time, either because you’ll gain
a quick agreement, or because you’ll uncover a concern, prob-
lem, or objection that you can deal with.

Be sure you communicate your plans for dealing with buying
signals with the other members of your team. And after asking a
trial closing question, let the person answer fully before you
start talking again.

The Agile Managers Checklist

v Continue to use a consultative sales approach when
presenting a proposal. Stress benefits, not features.

v Best advice when presenting: Keep it simple, relevant,
and interesting.

v Become aware of the four behavior styles: Dominance,
Influential, Steadiness, and Conscientious. Adjust your
presentation to the style. _ i

v If you're selling to a committee, conduct a customer-
focused interview with each member. That's the only way
you can address the concerns of all present.

v Be on the alert for buying signals. If you get one, try a
trial close. '

Chapter Five

Hcmdle Objections

It was the last two weeks of the fiscal year. les, who covered
one of the more rural territories, was briefing the Agile Sales Man-
ager about an upcoming sales call.

“And at four o’clock we'll stop at the Jones farm to pick up the
contract for the order that | forecasted last month,” said les. He
smiled and continued, "With that order I'll qualify for the incentive
trip to Hawaii.”

“That's great,” said the Agile Manager. “I bet your wife is pretty
excited about that.”

“Well as a matter a fact,” beamed Les, “she went to the mall just
last night and bought @ new suitcase and several outfits.”

The Agile Manager and les were greeted later that day at the
farm by two brothers, both fall enough to be professional basket-
ball players. On the way in to meet their eighty-year-old father, one
of the brothers explained how badly they had wanted to act months
ago on the decision to buy les's solution to their problem.

“Dad is extremely frugal,” said one of them, "and very deliber-
ate when it comes to money.” Although the sons played a big role
in the success of the family’s egg business, Dad ruled with a tight
fist and made all final decisions.

61
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Upon entering the office, the Agile Manager noticed an antique
desk with a marble-based pen-and-pencil set. The only other thing
on the desk was a pile of papers. Being skilled at reading upside
down, the Agile Manager noted that it was their contract.

As they were seated, the old man behind the desk said, "Well
les, I'm glad to see you again. Young fellow, it certainly is nice to
meet you," he said nodding to the Agile Manager. “The boys have
convinced me that going with your organization is the right deci-
sion. Of course | also received the blessing of our banker, accoun-
tant, and atforney.”

Taking the pen from the desk set, he said, "The papers appear
to be in order. There is no reason why we can't get started on this
right now.” Everyone was smiling, especially the two sons. The
Agile Manager noticed that they appeared to be even more ex-
cited than les about the order.

Just as the pen was about to touch the paper, the old man looked
at les and raised a simple, innocent objection in the form of a
question. “This product will work with that new conveyor line we're
thinking about, won't it2"

It was so harmless and inconsequential that a simple “yes,” “no,”
or “maybe” would have sufficed.

But Les was suddenly struck down with that terrible affliction that
even the most experienced salespeople suffer from occasionally:
let-me-tell-you-all-that-l-knowitis. He gave a lengthy, completely
unnecessary explanation.

les rambled on for three or four minutes and would have contin-
ued, except that the father’s head slowly drooped down and came
fo rest upon the antique desk.

The Agile Manager feared the worst—that Dad had died. But
he was relieved when he heard the sound of deep snores. Les
stopped talking and the two brothers stared coldly at him. The
Agile Manager reached down to pick up the pen; it had fallen on
the floor and was resting against the old man’s black-wing tip shoe.
He managed fo make just enough noise to wake him up.

"Well boys,” he said, “with the information that les was kind
enough to provide, we're going to have to think this thing over
some more and probably consult with our outside advisors. les, |
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suggest that you call us in about thirty days. No, don't do that. |
just remembered—the wife and | will be taking off for a six-week
vacation middle of next month. You better make that just after Thanks-
giving.”

Considering the fiscal year ended September 30, and he needed
this sale to get the trip to Hawaii, les did his best to undo the
damage he had done. Nothing worked.

Outside his father’s office, son number one, towering over Les
by a good foot, said, "l have a pretty good idea why your parents
decided to give you the name that they did.” The Agile Manager
intervened and apologized for the debacle.

Eventually, Les did get the contract signed. Unfortunately, his
wife never got to use the items purchased, for there was no trip to
Hawaii. Not only did Les not qualify for the incentive reward, but
the new fiscal year's commission plan resulted in his receiving only
tworthirds of the money he would have received if he had only
responded to a simple question with a direct answer.

Stalls, seeming indifference, and objections are normal in the
sales process. There are ways to deal with all of them.

Customer-Focused Selling Wards Off Objections

One of the best ways to handle objections is to follow the
customer-focused selling approach. When you do, you learn the
issues, needs, goals, priorities, and personal win for your pros-
pects. That’s a great way to build a foundation of credibility and
trust. This alone results in fewer

objections. More important, the IBesr 'FP

objections you get will usually be ;

real concerns and not smoke Earn the trust of your pros-

screens. pects. That eliminates many
Nevertheless, every salesperson  objections and makes those

needs to be ready for an objec- you face easier to handle.

tion at any time.
Objections can be very different. Often, a salesperson may
confuse a simple question with an objection. Or he may think a

e i e
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product shortcoming or request for special terms is a deal breaker.
The better a salesperson handles these situations, the higher his
sales will be.

Answer Simple Questions Directly

The first step in dealing with an objection is to determine
whether it is a simple question, or if it is a real objection.

Whenever your prospect asks you a simple question, answer
it. Simple questions require direct answers. Don’t overstate or
explain more than is required.

Use your judgment and common sense to determine if it’s a
simple or trick question. Simple questions are honest requests
for information you haven’t discussed yet, or clarification on
something your prospect doesn’t understand. After you respond,
let the prospect decide if you’ve answered the question.

Sales Professional’s Hot Tip #8
Know the Value of Your Time
Your cost for
wasting one
If you expect Each houris  Each minute  hour per day
to earn worth is worth per year
$40,000 $20.00 $33 $5,000
$50,000 $25.00 $.42 $6,250
$75,000 $37.50 $.63 $9,375
$85,000 $42.50 $.71 $10,625
$100,000 $50.00 $.83 $12,500
$150,000 $75.00 $1.25 $18,750
$175,000 $87.50 $1.46 $21.875/
$200,000 $100.00 $1.67 $25,000
$225,000 $112.50 $1.88 $28,125
$250,000 $125.00 $2.08 $31,250
Remember: Place a value on your time. No one else will.
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At times, you’ll encounter trick questions.Trick questions may
sound innocent, but they carry a hidden meaning or agenda.
Again, use your judgment and common sense to decide if the
question is a trick question.

For example, a prospect might ask:

“Is it a big deal if we want to get updates to any of this printed
material?”

“No problem. We do it all the time,” replies the salesperson.

“Well, since it’s no problem, we’d expect there’s no charge!”

If you think you're being asked

a trick question, answer it with a IBesr -
question. This will usually force -FP

your prospect into giving you the Answer a simple question

simply. Let your prospect de-
cide if you've answered it

real meaning of the question or
the issue behind the question.
In the example above, for in-

: _ adequately.
stance, answer with something

like, “Normally not, but what do
you mean by big deal?” Or simply, “Why do you ask?” This may
even uncover a bad prior experience with a current supplier.

Open the Prospect’s Mind

Overcoming real objections requires opening up a prospect’s
mind just enough so the salesperson can “continue to sell.”

Objections can be either hard (tangible) or soft (intangible).

Soft objections (“I'm happy with my present supplier”) are
really stalls on the prospect’s part. They are another way of the
prospect saying, “I'm not interested,” or “I don’t trust you yet.”

Hard objections (“Our present supplier has a much better
warranty”’) are usually the result of a product or service defi-
ciency, price discrepancy, or a competitor’s advantage.

Both types of objections are normal in the selling process.
Soft objections can be more difficult to deal with sometimes,
because they are disguised by a prospect who may be trying to
avoid a confrontation.
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You overcome objections regarding hard product or service
deficiencies by opening the prospect’s mind to see another point
of view. Whatever the type of objection, you need a system to
deal with them.

Six Steps to Overcoming Objections

The following is a simple system you can use to overcome
most objections. By following this system, you will be able to:

m Identify and deal with the correct objection (a real problem)
m Avoid confrontations

® Reduce tension

® Build credibility and trust

m Create a favorable emotional climate

m Open closed minds to see things in a different light.

1|

. LISTEN to the entire objection. What is it about? What
are the issues? Are they valid? What is the prospect saying? What
is not being said? Are emotions high or low?

2. ANALYZE the type of objection and your response. Is the
objection hard or soft? Valid or invalid? Easy or difficult to an-
swer? What has caused the objection?

3. SUPPORT the prospect’s right to object. Don’t support
the objection itself. The prospect is entitled to an opinion. To

reduce tension, recognize that

|;Be,sl‘ 'F right. Acknowledge you under-
P stand his concern.

Don’t complicate the objec-

Overcome objections by
opening the prospect’s mind
enough to see another point

tion. Avoid an immediate rebut-
tal or challenge. Buy yourself
some extra time by making a sup-

of view. )
porting statement. For example,

“I can appreciate how important
this decision is to the business.” Avoid using words like “but’” or
“however” after you make a supporting statement. Just pause for
a few seconds instead.
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' 4 CLARIFY the specifics and their importance. Gather ad-
ditional information. Use open-ended questions and probes to
identify issues. Is there a misunderstanding? What makes any
perceived deficiencies important to the project? Are all issues on
the table?

After the prospect provides additional information, you’ll be
better able to respond to the objection.

5. RESPOND with a simple explanation or a “reframe” dia-
log‘ue (more on that in a moment). Offer proof, clarify, or ex-
plain. Update incorrect data. Open the prospect’s mind to larger

Know the Two Major Types of Objections

Hard Objections. Easy to identify, difficult to deal with be-
cause they usually involve tangible issues.

High price

Product/service failure

Availability

Disadvantage in the total solution offered

Product disadvantage

No budget

No authority

Bad prior experience with your company

Soft Objections. Tricky to identify and deal with because
they usually involve intangible issues.

Loyalty to a competitor

Prospect is too busy

Other priorities/not interested

No immediate need

Prospect takes a wait-and-see attitude (stall)

Lack of credibility and trust in you or your company
Doubts your products are necessary for success
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issues. Change the prospect’s perspective by reviewing the goals
and priorities you uncovered in the EL.N.D. Interview.

) 6. VERIFY that you have
|§-$f 'F dealt with the objection success-
— P fully. If not, go back to step three
Avoid rebutting an objection and try again. Is the prospect sat-
immediately. First offer a sup- isfled with your response? Have

you overcome the objection?
Does the prospect agree?

portive statement.

Recently, the Agile Sales Manager observed this conversation
between one of his salespeople, Mary and her prospect, Pat. He
admired the way Mary overcame a key objection from Pat and set
up a neat pathway to a close.

"Mary, | like your proposal but we don't want to be the first ones
to install the system in our area.”

“Pat, | understand how important this decision is.” Mary paused
for a moment, then continued. “What concerns do you have about
the installationg”

“Well," Pat replied, “you said there was no place nearby that |
could go to see it up and running. How do | know it's not filled with
'bugs’ "2

"| apologize for not being clear earlier, Pat," Mary said sin-
cerely. “We have customer installations all over the tri-state area—
just not in this county. If you're willing fo take a drive, we could visit
a few.”

“That'd be ferrific,” said Pat enthusiastically.

"It you were comfortable with the level of satisfaction most of the
customers have, would you be ready to proceed with the orderg”

"I sure would,” said Pat. “Could we schedule visits next week?2”

Reframe Objections to Open Minds

Reframing is one of the most powerful tools at your disposal
to overcome objections. The following true example (the com-
pany name has been changed) illustrates the principles of
reframing beautifully.
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The Agile Sales Manager was speaking with Sarah, the senior
account manager heading up the major-account sales team. She
was explaining how her team was one of two finalists for a multi-
million-dollar order with the Giftware Sales Company.

The opportunity involved replacing one thousand order-
processing systems used by the company’s distributors around the
U.S. The current system was causing severe service problems,
resulting in late deliveries and unrest among the distributors and
other customers.

Giftware products are sold by a direct sales force at small house
parties or local office functions. It's known for high-quality prod-
ucts, sold through a customer-oriented sales force. Because of this
unique approach, it is able to command a premium price com-
pared to less-expensive, imitation products. Any inferruption in su-
perb customer service hurts its image.

"We really have a wonderful opportunity,” exclaimed Sarah.
"Giftware has evaluated our system, and we meet all of its criteria.
We also have the advantage of having a field-service organiza-
tion. Our reputation in that regard is excellent, and service capa-
bility after the sale is a major criterion.”

“Who is the other finaliste” asked the Agile Manager.

“That's the surprise in this deal,” said Sarah. “The other finalist is
a much smaller company that does not even have a field-service
organization. They do, however, have a lower price, and that's a
concern.”

"How much lower2" asked the Agile Manager.

“As best as we can tell, 30 percent lower,” Sarah replied. “And
that's for the same configuration we're proposing.”

The Agile Manager thought for @ moment and then said, "It may
appear to be the same, but it's not the same. Remember, we have
our field-service organization. Hold your price. When is our meet-
ing with Giftware?”

"A week from Friday,” said Sarah.

Two days later, the Agile Manager's beeper went off while driv-
ing to the office. It was the senior account manager, Sarah.

“You won't believe what happened!” she said.

"What?" asked the Agile Manager.
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"Giftware called our v.p. of field engineering, José Aguillar, and
said it decided to buy the other company’s system.”

The Agile Manager replied, “| thought they weren't making a
final decision until after our meeting on Friday.” :

“That's what we thought,” said Sarah. “But they called to ask
José if he would write a service agreement to maintain the other
company’s system!”

"What did he say?"

"He said he would. That was our major point of differentiation,
you know. | called José and asked why he would do something
like that. He said he made a 'business decision."”

I'll give him a “business decision,” thought the Agile Manager.
Then he said, "Meet me at 10 A.m. We need to map out a plan fo
‘reframe’ Giftware's thinking.”

Later that morning at the planning session, the sales team dis-
cussed Friday’s meeting with Giftware.

“Let's show them our new system,” suggested one member of the
team.

"That's not available yet. What's the point2” said another.

"Maybe we can stall the decision and buy ourselves some time,”
said another.

The Agile Manager said, “Tell me again: How did we hear they
called our v.p. of service?2”

"Giftware called and told us,” said someone. “They asked if we
could match the other company’s price.”

“So they haven't quite made a final decision. Good,” said the
Agile Manager.

Sarah jumped in and said, "They say both systems are essen-
tially the same and since our service people would be handling
maintenance, we need fo think about lowering our price.”

The Agile Manager said, “So they think both offerings are the
same. | guess if any of us thought that way, we'd ask for a lower
price, too.”

"But they aren’t the same system,” said Sarah. “Our system is
constructed to much higher specifications. We have pre-sales and
post-sales support, the other guy doesn’t. And we have a top-
quality image and reputation.”
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"So we offer greater value than the competition?” asked the
Agile Manager.

"Yes," said several people at once.

“But they don't see it, do they2” asked the Agile Manager. A
few people murmured "no.” He continued: “We need to open
their minds—we need fo reframe their thinking so they realize why
we are different and why we are worth the higher price.”

Reframing helps prospects expand their mindsets. People
sometimes stand so close to something that they see only a small
part of it. If you help them back up a few steps, they might see
things from a different frame of

est T;
[ie

reference or in a new light. Done
Always verify that you've an-

well, reframing helps prospects
see the “bigger picture.”

swered an objection to the
prospect’s satisfaction.

You always have an opportu-
nity to open prospects’ minds to
broader issues, new ideas, and dif-
ferent solutions. This is what
reframing is all about. The key is to reframe the prospect’s think-

ing without starting an argument or making any challenging
statements.

Two of the more advanced objection-handling techniques are
the Analogy Reframe and the “Big Picture” Reframe.

The Analogy Reframe

When salespeople encounter a lack of interest from prospects,
or when they say the problem is of low priority, the Analogy
Reframe can be very effective.

This type of objection usually occurs when a prospect can't
quite grasp the value of your solution or is happy with a current
vendor. You don’t get an opportunity to sell because the pros-
pect can’t see things your way.

For example, if a prospect doesn’t see the value your products
or services can add, she might say, “Your price is 15 percent
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Sales Professional’s Hot Tip #9

Invest Your Time. Average salespeople are busy during the
course of the day. Successful sales professionals are both busy
and effective during the course of the day. One of the keys to
effectiveness is investing time being proactive rather than
spending time being reactive.

Such sales professionals believe that they are the CEQ and
maijor stockholder in a franchise called “Me, Inc.” They
recognize fime is the greatest asset they possess. The tools or
resources they use to maximize their return on this asset are
goals and priorities.

How can you possibly maximize your time without clearly
defined goals and priorities? You can’t. With so many things fo
do each day, the only way you can decide which are the most
important is to develop clear goals.

Remember: It's not how busy we are but what we actually
accomplish that counts most. If you focus on your goals, your
activities will be much easier to prioritize.

higher. I'm sorry, but I don’t see how your company is worth an

extra 15 percent.”
You say:

I can understand your desire not to pay higher prices than
necessary these days. [Supporting statement.]

Suppose you were building a new home. [Analogy.]

I think youd agree that the lowest price is not always the
best deal. You'd want to work with a builder who had an excel-
lent reputation for using high-quality materials and excellent
craftsmanship at a fair price. Then we’d be talking about value
instead of the lowest price. [Analogy Reframe.]

How important is it for your people to work with a company
where high-quality, reliable products are the standard? A com-
pany that’s committed to providing vour people the “best value”
in terms of:

1. Proven and reliable state-of-the-art products to maximize

Handle Objections 73

performance and increase your productivity.

2. Compatible migration to new products in the future to
protect your investment.

3. Reliable documentation and training to simplify use, mini-
mize support, and cut overhead.

Which of these important issues should we talk about first to
help increase your sales and profits? [Analogy Reframe.]

Note that we have reframed the discussion from “you’re 15
percent higher” to the most “value” in terms of the three items
mentioned above.

The ‘Big Picture’ Reframe

The second method is the “Big Picture” Reframe. This tech-
nique broadens the prospect’s view to encompass a bigger pic-
ture. Your discussion moves from
narrow concerns to larger issues |3Besf -ﬁp
(benefits) that will interest the
customer. This gives you a chance Reframe prospects’ concerns

to change his perspective. fo both open their minds to
Let’s deal with the price ob- new ideas and to emphasize

jection again. Prospect: “Your value over price.

price is 15 percent higher. I'm

sorry, but I don’t see how you’re worth it.” You:

I understand your concern to get the best deal for your com-
pany. [ Supporting Statement.] And that concern sounds like you’re
interested in the best value.

Let’s talk about the best value for a minute in terms of:

Proven and reliable state-of-the-art products to maximize per-
formance and increase productivity;

Compatible migration to new products in the future to pro-
tect your investment;

Reliable documentation and training to simplify use, mini-
mize support, and cut overhead.

Which of these important issues should we talk about first to
help increase your sales and profits? | “Big Picture” Reframe. |
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Reframe by Bringing Up Key Benefits

Value List three value-added benefits:
vy

— 2

——" 3

Price When they talk price, you reframe their

thinking to incorporate value. How? By
bringing up the three value-added ben-
efits you've identified that address their
concerns.

Note that we haven't started an argument with the customer
over price. And we didn’t imply the prospect was dumb because
he forgot that high-quality, proven, state-of-the-art products
maximize the company’s performance. Or that compatible mi-
gration to new platforms in the future increases productivity. Or
that reliable documentation simplifies use and minimizes sup-
port costs that cut overhead.

But we reminded him of all these things at a key moment.
Success allows us to continue to sell.

Rather than lower your price, you've reframed the discussion
to include the value-added benefits that are important to the
prospect.

Remember: You don’t want to lose the sale or lower your
price.You want to open the customer’s mind to the added value
your firm provides.

Sales professionals earn their pay by reframing the customer’s
objections (price or anything else) so they can see the value-
added benefits your solution offers.

4
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Giftware arrived for the meeting on Friday. The group included
three people, including their v.p. of operations.

The sales team’s strategy: The first portion of the meeting was a
review of the new systems to be announced later in the year. The
second part would be an attempt to reframe their thinking so they
thought “value” instead of “price.”

The sefting was the Executive Conference Center with its large,
plush leather chairs, beautiful mahogany conference table, and
Lenox china cups and saucers.

After some opening remarks, the Agile Manager turned the pro-
gram over fo the productmarketing manager to review the new
products.

There was not much interest from the guests and very few ques-
tions.

Then it was the senior account manager’s turn. Sarah thanked
them all for coming and then asked a question. “Do you remember
when we first talked about your situation and needs?”

They nodded their heads in agreement.

"We asked, 'Why do your customers do business with you.’
Remembere”

They nodded.

Next, she reached under the podium and put two plastic bowls
on top. She said, “The bowl on the right is made by Giftware. It
holds three quarts, comes with a lid, and sells for $10. The bowl
on the left is another brand. It also holds three quarts, comes with
a lid, and sells for $6. Could one of you please tell me why the
Giftware bowl is $4 higher than the other2” With that she folded
her hands in front of her, smiled at the group and began looking
each person in the eye.

An eerie silence fell over the room. It seemed fo last for several
minutes. In reality it was only a few seconds, but it required great
courage for Sarah to stand in front of the group waiting for a
response.

The v.p. of operations sat stonefaced with his arms folded.

Then, one of the Giftware people stafted to rock in his chair. He
was about twenly-seven years old, and he could not stand the
silence.
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“They're not the same,” said the young man.

The v.p. of operations turned quickly and glared at the young
man with a laserlike stare.

“Oh2" said Sarah. “They look the same to me. How are they
differente”

“Well, the Giftware bowl is manufactured to very high-quality
specifications. It carries a lifetime guarantee, and it is sold by a
direct sales organization.” With each word the young man sank
lower and lower into his chair, wishing he had remained silent.

Sarah spoke quickly. “So if | understand you, the Giftware prod-
uct stands for high quality, is sold by a professional sales organiza-
tion, and will last a lifetime. The other is a poor imitation, sold in
any discount store, and will not last a lifetime. Is that about right2”

"Yes,” said the young man very softly.

Sarah continued, “"let me ask you another question then, gentle-
men. Since Giftware stands for high quality, service, and excep-
tional value, what message do you send your sales organization
when you ask them to sell @ premium product—but when you send
them tools to do their job, you send a lower-priced imitation”

Silence again engulfed the room.

Now the v.p. of operations broke the silence. “You must know
your system was our first choice. We found it hard to justify the
premium price to our senior management.”

“Superior products, built to high quality standards, sold and sup-
ported by a topnotch organization, will always carry a premium
price,” said Sarah. "We call that value, and you folks certainly
understand value.”

The room once again became very quiet.

The Agile Manager spoke, "My, my look at the time. It's nearly
noon. let's move to our Executive Dining Room. After lunch, we'd
like to review some financial options that we feel would benefit
your company.”

The v.p. of operations said, “We really would prefer to go with
your company. let's see if we can work this out.”

As they walked toward the Executive Dining Room, the Agile
Manager thought, What a great example of an Analogy Reframe.
Value is defined by many things. Relating value to a prospect's
business or products seems to work all the time.
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A smile came across his face as he thought about the very pro-
fessional job Sarah just did. She was able to open closed minds to
see things from a different perspective in just five minutes. Life was
good!

A Managet’s Checklist

v Remember ﬂw aﬂskuné*obgechons ?e'cz nermql part of
~ the sales process. | '
v To deal with o%:sgﬁcfmn& -
1 m Listen fo the objection
® Analyze the Qb;echan
= Support the prospect’s right to object
® Clarify the issues mvofveci by guthering more infor-
;'mahan G
= Respond to issues by offermg proof or explanations
_ - m Verify that you've dealt with the ob;ecfmn .
v Anticipate oi:nechans and be pfepured to Tefrcime
 them. By showing prospects the bigger pucwre you'll

hetp %hem see benef'l?s (mci ﬂ“le value Df yeur sohﬁton




Chapter Six

Negohcﬂe o

Win-Win Agreernent

Steve, a promising young sales rep, asked the Agile Sales Man-
ager to accompany him to a meeting with a large customer. Steve
had proposed a customized solution to this account, and he re-
ceived word from his contact there that it had been approved by
the executive v.p. All that remained was to work out the details of
the contract.

The meeting was with a procurement manager from the customer’s
corporate headquarters. Steve had not met this person before.

When Steve and the Agile Manager arrived for the appoint-
ment, they signed in at the reception desk and waited for the pro-
curement manager to come to the lobby. The procurement man-
ager, Jim, soon greefed them. They exchanged pleasantries as they
walked to a simply appointed conference room.

The Agile Manager sized up the man. His instincts told him that
this was a mid-level procurement manager, probably with limited
authority. Many large companies, he knew, used such individuals
as their first level of contact for large contracts.

Jim offered coffee and cold drinks before they got down fo busi-
ness. As they drank their refreshments, Jim said there were only a
few minor points that needed to be resolved.
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Steve said, “That's great. | know a lot of your people are al-
ready clamoring for the implementation of the products and ser-
vices we'll provide.”

Steve had created a great deal of excitement. From the execu-
tive v.p. to individual depariment managers, people wanted the
solution Steve had proposed. They were sold|

This only heightened Steve's excitement for the contract. His face
said, "l want this deal and | want it today!”

The Agile Manager knew Jim was not as emotionally involved
as Steve. He couldn't be. That was his job. His job was to get the
most favorable deal for his company. He also, no doubt, wanted
to prove his value to his company. That's code for cutting a better
deal, and to many procurement people that means one thing: ne-
gotiate a lower price.

Sales Professional’s Hot Tip #10
Set Goals. Wise people have said, “Time waits for no one,”
“To waste time is to waste life,” and “Time is rhe stuff life is
made of.”

If you look around, you'll see many people acting as
though life is a dress rehearsal. To reach your goadls, it is
important fo be satisfied with the way you distribute your time
in each area of your life. These different areas include family,
social, professional, health, and spiritual. It's important to
have balance; each area has an impact on another.

You'l Shhance your chances of obtaining what you really
want if you:

® Commit to goals by writing them down.
Are as specific as possible.
Set a deadline for each goal.

]
=

® Measure your progress.
® Aim high but realistically.
%

Include long-, medium-, and shortrange goals.
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The Agile Manager watched and listened as Jim politely ex-
plained that the most important issue to resolve was the price.

"And we have a problem with the price you're quoting for your
product,” said Jim. :

“But the executive v.p. said our price was OK," protested Steve.
"We agreed on it. | thought we had a deal. What do you meang”

“What | mean,” said Jim tersely, “is that you don’t have any deal
unless | agree on the price.”

"What's wrong with our price2" asked Steve.

"We usually pay a much lower price than you've quoted for
this,” said Jim.

"How much lower2” asked Steve.

Jim stared at Steve and said, “Eighty percent lower.”

"You can't be serious,” said Steve vigorously. “This is a custom-
ized solution.”

“In consideration of that, and your past efforts with our com-
pany,” said Jim, “we would be willing to pay 50 percent of your
quoted price.”

“Whate" exclaimed Steve. "You've got to be kidding me

The Agile Manager realized he'd better cool Steve off. "Could
you give us a few minutes alone, please?”

"Of course,” said Jim with a smirk. “Let’s take a break. I'll go get
us some more coffee.”

After he had left the room, Steve asked, “What's wrong with this
guy? | thought we had a deal.”

"He's just doing his job,” said the Agile Manager. “"He's made
us an extremely low offer, hoping we'll compromise at an amount
lower than what the executive v.p. agreed to.”

"But why2" asked Steve.

“Because if he can negotiate a lower price, he has added value
and he looks good to his superiors. In his mind, you have to under-
stand, this is not a customized solution. This is a commodity pur-
chase—like buying paper clips or ball-point pens,” said the Agile
Manager.

“What should we do2” asked Steve.

“| don't think we're negotiating at the right level,” said the Agile
Manager. “And we're at a disadvantage without a representative
from the executive v.p.’s office—someone who wants to see this

|H'
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deal go through. | think we should close this meeting and ask for
another session with all the interested parties.”

"Can we do thate” asked Steve.

"Yes, we can,” said the Agile Manager.

Jim returned with a freshly brewed pot of coffee. "Would you
like cream and sugar?” he asked.

“No, thank you,” said the Agile Manager. ‘I believe we are at
an impasse. | suggest we set up another meeting with your execu-
tive vice president.”

"Whate I'm supposed to work this out with you,” said Jim.
“I'm sorry,” said the Agile Manager. “We don't feel this is a ‘win-
win' discussion. Thank you for your time.” With that, Steve and the
Agile Manager closed their notebooks and left the conference room.

“Hey, where are you going?” asked Jim.

“We're going back to our office,” said Steve. "Have a good

i

day.

Negotiating is a basic means of getting what you want from
others. It’s also a means for others to get what they want from
you.

Put another way, negotiating is a communication process that
allows you and your customer to
reach agreement. It assumes that lsf -
you and the customer have com- F T;P
mon interests and would like to
reach agreement on certain issues.

Don't glamorize or fear nego-

. : tiating. It's nothing more than
These issues normally involve

the terms and conditions under
which you two will do business.

the process you use to reach
agreement with another.

They include pricing, support
levels, training, upgrades, renewals, guarantees, payment sched-
ules, and more.

Strive for Win-Win Agreements

Win-win agreements are the best for all concerned.
A win-win sales negotiation is an agreement that is equally
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beneficial to both sides. The buyer and the seller come out of a
negotiation with a workable agreement they can both live with
and feel good about. When this occurs, lasting relationships de-

velop that benefit both sides.

IB“,- T Anything less usually spells
i p

trouble down the road.

Take a customerfocused ap- Achieving win-win agree-

proach to sales. There’s less
chance the prospect will fry to
squeeze you on price or ferms.

ments is the challenge facing
many sales professionals today.
Salespeople sometimes approach
a negotiation from a defensive

position. They believe the other
side is trying to squeeze them or take advantage of them. They
end up compromising on a preferred position to get the busi-
ness. Negotiations like this, with an adversarial cloud hanging
over them, usually end up win/lose.

Salespeople who have taken a customer-focused approach
through the sales process won't feel defensive at this point. They
have laid the foundation of credibility and trust upon which to
build a win-win negotiation. They know they can provide real
value and thus have no need to feel defensive.

On the other hand, if salespeople haven'’t taken a customer-
focused sales approach, then they may feel defensive due to a
lack of confidence in the proposed solution. That defensiveness
may lead to the very thing they fear—getting squeezed.

Basic Negotiation Strategies

Salespeople negotiate almost every day. They negotiate with
prospects and customers. They negotiate with their “significant
other” about where to have dinner, or what movie to see. Some
even negotiate with a child at bedtime. Negotiation is a basic
fact of life. Even though we may do it every day, it takes practice
to do it well.

Let’s take a look at some common strategies for negotiating:
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1. Positional Negotiation Strategy. Each side takes a position
and argues for it. Then both make concessions to reach agree-
ment.

2. Hard Negotiation Strategy. Here, both sides take extreme
positions. The negotiator who holds out longer wins.

3. Soft Negotiation Strategy. The negotiator wants to avoid
personal conflict, so he makes concessions easily to reach
agreement.

4. Win-Win Negotiation Strategy. Neither too hard nor too
soft. Both sides avoid taking a fixed position, and they look for
mutual gains whenever possible. Conflicts of interest are resolved
fairly to both sides. Win-win agreements allow both buyer and
seller to obtain what they want fairly and without either side
caving in.

The Problem with a Positional Strategy

In positional negotiating, sides tend to lock in over positions
and then compromise. But if the one side starts at an extreme
position, the resulting compromise may be unattractive to the
other. For example:

Buyer: For us to go with your company, we’d want a contract
that locks in prices with no increases for five years.

Seller: We've never done that. My manager would immedi-
ately reject that.

Buyer: Look, you approached us. We are quite happy with
your competitor. Do you want us to buy from your company or
not?

Seller: Of course I do. Give me a day to talk to my manager.
I'll see what we can do.

Depending how committed a buyer is to an extreme position,
three things can happen:

1. The seller makes the concession.

2. Both sides make concessions. Usually, the seller makes the
greater concession.
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3. Neither side makes any concession, and therefore no deal
is made.

In the example above, the buyer may be more committed to
his or her position than the seller. The harder you try to get the
buyer to compromise, the more committed she becomes. The
egos of the individuals involved in the negotiation may get in
the way, which makes it impossible to negotiate a fair agreement
that everyone feels good about.

The Problem with Hard or Soft Negotiations

Either hard or soft negotiations can be damaging to a long-
term business relationship. The hard negotiator wants to win for
his side without regard for the other. He establishes a take-it-
or-leave-it position and, unlike most positional negotiators, has
no plan to compromise. The goal is to gain all concessions from
the other side.

In hard negotiations, feelings will probably get hurt, and con-
cessions may be difficult to live with over the long haul. One or
both participants will feel exhausted and beat up by the end.

You will encounter hard negotiators when you don’t use a
customer-focused sales approach.

Soft negotiations are nonconfrontational but produce the same
one-sided agreements. People are less exhausted, but when one
side gets the better of the deal, the agreement may be difficult

or impossible to live with down

IBésf " the road. Negotiating a deal softly
. -FP today and then hoping to im-

Never fry fo ‘win' a negofio- prove it later may be difficult to

fion using hardball tactics. If's
a poor basis for initiating a
business relationship.

accomplish. It may even open the

door for the competition.
Naturally, variations of the

hard and soft strategies exist. They

involve a trade-off between get-
ting what you want in a business sense, and getting along with
people in a relationship or personal sense.
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The Best: Win-Win Negotiations

Win-win negotiations are the only kind that result in benefi-
cial contracts and deals for everyone involved.

Let the other side know right away that you are a win-win
negotiator. Explain your strategy. , ry. ..
Talk about the benefits to both IBES" FP
of you from this approach. This =
type of negotiation will produce Negotiate the most satisfac-

a satisfactory agreement for both fory deal you can foday. Don't
sides, and in a style that will leave think you can ‘improve’ it a
both parties satisfied.

few months down the road.
Win-win negotiating requires:
1. Understanding people and getting an agreement that win-
win relationships are fair and good business over the long haul.
2. Understanding the other side’s interests—both business
and personal.
3. Exploring and inventing options with the customer. For
example, brainstorming several options that make sense.
4. Finding mutual satisfaction. What do both parties want?
What constitutes a win for each?

On the way back to the office, the Agile Manager and Steve
developed their plan of action.

Since the executive v.p. represented the end-user department,
he needed to be informed of the meeting with Jim. He probably
was unaware that a price negotiafion was in progress.

Then, they agreed, they needed to get that executive or one of
his people involved in the negotiation.

When they got back to the office, Steve called the executive
v.p. Just as the Agile Manager had predicted, the executive v.p.
was not aware of the price negotiation.

“I'm very sorry that this happened,” he said. “We are usually
more professional than this. | will call the person in charge of cor-
porate procurement right now and arrange another meeting.”

Steve asked, “Would it be possible for you to sit ing”

“I'm leaving this afternoon for a fourday trip to five different
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cities, replied the executive v.p. “I'll ask my director of operations

fo sit in on the meeting.” )
"That's great!” said Steve. "Do you want me to follow up?
“Give me an hour, then call my director of operations. lt's Carla

Boskin. Do you have her numbere” _ .
"Yes. | do,” said Steve. "Thanks for taking the fime for this.
"It's no trouble. Your solution is exactly what we want. I'm sorry

Jim was trying to squeeze you.”
Later that afternoon, Steve called Carla Boskin. They scheduled

another meeting for the following morning. Carla would indeed
atiend it herself, representing both the executive v.p. and the v.p.

of corporate procurement. . ‘
Steve went to the Agile Manager's office with the news immedi-

ately. “Can you come fo the meetinge” asked Steve.
“I wouldn't miss it,” replied the Agile Manager. “We've got work
to do if this is going to be a ‘win-win’ negotiation.”

Just before a win-win negotiation, it’s important to brain-
storm a list of the issues that will be important to both sides.
That’ll help you plan a winning strategy.

For example, in the story above, Steve and the Agile Manager
might brainstorm a list—based on information gathered in cus-
tomer-focused interviews—Ilike the one on the top of the next
page.

Once you’ve completed that list, print two copies of it—one
for you and one for your potential customer. Once in the nego-
tiation, you'll show them your list and gain agreement that these
are, indeed, the critical issues. The customer can add or delete
items on the list or rearrange the order of priority.

Plan to Be Creative

In a win-win negotiation, it’s almost always necessary to cre-
ate solutions that satisfy the needs of both sides. To do that you
must know what you and the customer want.

This includes both business and personal interests. You'’re at a
disadvantage if you don’t know the customer’s personal win (or
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CUSTOMER ISSUES OUR ISSUES

v’ Increase Productivity v Satisfy Customer Needs

v GainaCompetitive v Develop a Reference
Advantage Account

v’ Grow Market Share v Adhere to Standard

Pricing Practices

V' Adhere to Company v Close the Business This
Guidelines Month

v Show Value for the v Develop a Strong Rela-
Investment tionship

Before a negotiation, list issues important to each side.

dream). Remember: The customer knows that your win is usu-
ally tied to some financial reward.

When you have a clear understanding of prospects’ interests,
identify, rank, and explain yours. Allow them to ask questions to
help them understand your situation.

Together, analyze both lists of interests:

® Which items are most important and why?

®m What are areas of common interest?

® Where are your interests opposed?

® What are the financial considerations (both immediate and
long term)?

Explore and Invent Options

Unless each side understands well the interests of the other
side, exploring and inventing win-win options is just not
possible.

Be specific in what you want. In addition, have some possible
options to reach the win-win in mind. The overall tone of the
negotiation is usually set by the extent that you have prepared
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possible options in advance. Preparing allows you to “seed” the
negotiation with possibilities.

Don’t limit your thinking to
I Be.Sf -Fp solutions that have worked in the

past. Get creative. Invent new

Don't let your creativity get options if you don’t like the old

you in renbls Shskvk ones or if the old options won't

higherups to make sure you make the situation win-win.

deli i Be careful, however. Don’t re-
can deliver on promises.

write company policy and pro-

cedures. On the contrary, propos-

ing something new without the prior approval of your manager
can be disastrous. You may not be able to deliver on a promise!

Always check with your manager first. If he or she can’t pro-
vide you with approval for an option, brainstorm together for
one that would be approved.

To invent new options:

1. Define the problem. Get the facts: details, people involved,
special situations, etc.

2. Diagnose the problem. Divide it into smaller pieces.

3. See what’s missing and what may have caused the prob-
lem. Analyze the situation.

4. Develop (brainstorm) new approaches for mutual gain.

5. Assign action items for both parties to test the feasibility
of a new option.

Whatever you do:

Don’t make an early judgment on a single option.
Don’t stop inventing new options after only one.

Don’t assume the answer is fixed. Expand your thinking.
Don’t use options that serve only your interests.

Don'’t be afraid to brainstorm with your associates and with
the customer.

Find the Win-Win

Use a white board flip chart, or just a note pad, and list the
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possible options. Ask your customer to add to your list of op-
tions, or develop new options together. All that matters is that
you consider both of your interests.

Once you have brainstormed several options that you believe
get you and the prospect what you want, you’re halfway there.
Now you need to find which option is the best for both of you.

As ever, get prospects’ input, ideas, and feelings. Allow them
to select the best option that satisfies the needs and interests of
you both.

The following morning, Steve and the Agile Sales Manager were
in the lobby of the customer’s building ten minutes before the sched-
uled meeting. They were greeted by Carla Boskin and the director
of procurement, a man named Mel. Missing was Jim, whom they
had met with the day before.

As they walked to the conference room, Steve asked, “Where is
the procurement manager we met with yesterday?@”

“Oh, he's busy on another project,” said Mel. "He won't be at
this meeting.”

Steve smiled to himself and thought, One for us.

Mel opened the meeting, “I hope a reasonable agreement can
be reached. The executive v.p. called me yesterday and spoke
very highly about your customized solution. He said it would help
increase productivity.”

Steve smiled and said, “We hope we can work things out. A lot
of effort by many people has gone into this project.”

The Agile Manager said, ‘I believe we all want a long-term
relationship. We would like to discuss an agreement that is win-
win.

“Win-win agreements are the best in the long run,” agreed Mel.
"We'd been discussing that before you arrived.”

"Good,” said the Agile Manager. “This is an important project
for both of our companies. | hope we'll be giving each other 'high
fives" after we work it out.”

Mel looked directly at the Agile Manager and said, "High fives?
I've never done high fives with a supplier.” Then with a smile he
said, "That would be really novell”
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For the next two and a half hours the group negotiated. Steve
began by echoing the Agile Manager: “We like to negotiate win-
win agreements. Then we have a process for doing business that is
fair and that will produce the results we all expect. Does that seem
reasonable?”

They all nodded in agreement. This was the first critical step in
the negotiation—gaining the customer’s commitment to negotiate a
win-win.

Steve distributed copies of the “Important Issues” worksheet. He
read them off one by one and asked Mel and Carla to confirm the
importance of each.

Mel said, “These look very good. What do you mean by ‘stan-
dard pricing practices'2”

Steve said, “We have quoted you our standard pricing for the
quantity and time frame we've proposed.”

“Can you do better than thate” asked Mel.

"I we increase the quantity and extend the time, you would be
entifled to a greater discount. That's our standard pricing policy,”
said the Agile Manager.

Carla added, “Well, our plan is to implement your solution in
North America first, and if we achieve the results we expect, we
will implement it in Europe, South America, Asia, and Australia
next year.”

Mel said, “That volume would be significantly greater than North
America alone.”

“Yes, it would,” said Carla.

"May | make a suggestion2” asked the Agile Manager. All eyes
turned toward him. “Why don't you folks run the numbers to deter-
mine what the fotal volume would be worldwide. We'll make a
phone call to get approval for an additional discount based on the
increased quantity. | think we'll be able to quote you firm pricing
for the next twenty-four months. Does that make sense2”

With that, Carla and Mel left the meeting to discuss the issue.

The win-win negotiation was going very well. Steve estimated
the increased quantity would be two and a half times the original
number. This was Steve's entire quota for the year!

The Agile Manager telephoned his office to get approval for an
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additional discount based on quantity. The manager in charge of
pricing wanted to know if this would be a “firm” contract or a
blanket order. With a blanket order, the customer is not required to
take the quantity. It is only an estimate and does not receive as
great a discount level. This was standard pricing policy.

The Agile Manager asked for discounts based on firm contract
pricing.

When the group resumed the negotiation, Carla said, “We've
just spoken with our executive v.p. He said based on a successful
implementation in North America, the quantity for the other areas
would be increased by a factor of three.”

Steve thought, Triple the volumel!

Mel then asked, "What did your people say2”

The Agile Manager spoke. "We asked for pricing for two and
three times the original quantity. Here are our best figures for a firm
contract over a two-year period.”

Mel and Carla looked at the discount structure. They asked if
they could be excused for a few minutes once again. As they left
the room, Steve looked at the Agile Manager and said, “What do
you think2”

The Agile Manager said, “I think they're okay on the discount
level. They may have a problem with the firm contract.”

h to an activity _ :
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"What can we do if they ask us for the discount without the firm
contract?” asked Steve.

"We've negotiated fairly with them. It's their job to osk us if this
is our best offer. | believe it is,” said the Agile Manager. -

Moments later, the two rejoined Steve and the Agile Manager.

The director of procurement took the lead role. “Is this your most
favored pricing for quantities of 3,0002"

"Yes, it is," said the Agile Manager.

"We're satisfied that this is your best price, and we think it is
fair. Frankly, we have a problem with that quantity over twenty-four
months. We'd be more comfortable it we had thirty months to com-
plefe the implementation.”

Steve looked atf the Agile Manager and said, "We can do that,
can't we?”

The Agile Manager smiled and said, "My people have given
me the authority to extend that pricing to you for up to thirty-six
months. You see, we want this solution to be implemented success-
fully. We're in this for the long haul and if six additional months
will make you more comfortable, then so be it.”

“Then | think we have our win-win agreement,” said Mel. “I'll
have a purchase order cut right away. I'll be back in ten minutes.”

He returned with the P.O. for almost triple the original deal. This
contract could make Steve the number one salesperson in the
country!

Both Steve and the Agile Manager soaked up the moment.

To a sales professional, there is no greater feeling than negoti-
ating and closing a large win-win contract.
It’s always the culmination of many months of hard work:

m Meetings with all the key people to identify needs, goals,
priorities, and the personal win.

m Crafting a unique customer-focused solution to meet the
customer’s needs.

®m Demonstrating that the company can implement the solu-
tion and provide the support services to keep things run-
ning smoothly.
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Only then does the customer company receive the value it
was looking for in the first place. Only then is it truly a win-
win.

Mel returned with the signed purchase order. Everybody smiled
and shook hands.

As the Agile Manager and Steve were walking out of the confer-

ence room, Mel said, “Hey, wait a minute. You forgot something.
What about the high fives2”

The Agile Manager flashed a huge smile as he and Steve high-
fived their way out the door. life is good!

Prepare to Negotiate: Final Tips

1. Know what you want. Know what you want the deal to
look like after the negotiation. Specifically, what will make this
a fair deal for you and your company?

2. Know what they want.

Conduct your customer-focused | [9est ==

interviews with all the other side’s 17 -FP

key influencers and decision dersiand that negotiating a
large contract requires great

perseverance. It can take

months fo seal the deal.

makers.

3. Do your homework. Re-
search answers to the important
issues involved in this negotiation

in advance. Consider the impor-
tant questions and concerns your prospect will have.

4. Know what the win-win looks like. Determine how you
can satisfy what your prospect is looking for and what you and
your company are looking for.

5. Consider other contingencies:

® Have you considered the needs of all of the interested par-
ties to the negotiation?

® What is the time limit on the negotiation, if any?

® Who would like to keep things as they are, who wants the
change and why?
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®m What does a delay cost the prospect and you? Who will be
involved in the final negotiation?

6. Practice the negotiation. Practicing prior to the actual ne-
gotiation makes for a smoother delivery on your part. By role
playing the negotiation in a safe environment ahead of time,
you can polish your exchange and be prepared.

The Agile Manager’s Checklist
v Of the four common negotiating strategies— positional,
hard, soft, and win-win—only win-win sets the founda-
tion for a long-term business reiuhonshlp '
v To negotiate successfully:
® Agree to aim for a win-win deal;
® Understand the other side’s interests;
m Explore and invent options with the customer;
m Satisfy the interests of both sides.
v To ease negotiations, identify, rank, and explai-n your
interests for the benefit of the customer. | .
v Plan to be creative. It's a rare win-win that doesn’t re-
quire brainstorming new options. L
v Practice the negotiation beforehcmd You i uchleve a
smoofher delivery. '

Chapter Seven

| - Gcm Corﬁmitmenfs‘

Closing a sale usually requires the salesperson to make many
“little closes” along the way. We call these “commitments to ac-
tion.” They serve as a strong indication that the prospect is in-
terested in your solution.

Getting prospects to agree to meet you for a customer-
focused interview, for example, is a little commitment. Getting
them to let you speak with other people inside their organiza-
tion is a little commitment. Getting decision makers to agree
that you can satisfy their needs is a greater commitment.

Get enough of these little commitments, and it puts you in
position to ask for the big commitment, the contract or pur-
chase order. And that’s the logical conclusion to all that you
have done to that point.

You probably obtained business in the past, for example, with-
out actually asking for the order. This often occurs when you've
done the right things along the way.

Start to Close at the Beginning

“Closing the sale is a process, not a point in time,” said NCRs
Dick Gately.
95



96 THE AcILE MANAGER’S GUIDE TO CUSTOMER-FOCUSED SELLING

Closing actually begins the very first time you speak with a
prospect. The prospect decides to continue the discussion or to
cut it off. The decision-making process continues throughout
the entire sales process.

Think about the decisions (commitments) that prospects will
make in the sales process. .

Little commitments include:

Agreeing to speak with you on the phone.
Meeting with you or someone else in person.

Assisting you in gathering information.

[
n
® Allowing you to conduct a customer-focused interview.
(]
m Taking you on a tour of their facility.

Bigger commitments include:

® Explaining current problems and future requirements to
you.

B Describing plans, priorities, goals, and dreams to you.

m Calling one of your customers for a reference.

m Agreeing that your solution or proposal will satisfy their
needs.

Final commitments include:

® Buying your solution or product.
®m Writing a testimonial letter for you.
®m Recommending you and your company to others.

Adopt a Winning Attitude

Your success in gaining both small and large commitments is a
direct result of your skill and attitude. You need good sales skills
to get in to see prospects, qualify them, and then gather the infor-
mation necessary to make customer-focused presentations.

Your success in closing the sale is greatly enhanced when you
improve your attitude. If you don’t believe that your company is
the best, why should the prospect? Remove any doubt from
your mind and replace it with a positive expectation of success.
You must convey to your prospects and customers that they will
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Sales Professional’s Hot Tip #12

Set Goals to Avoid Procrastinating. Procrastination is some-
thing that we are all potentially vulnerable to. Procrastinators
often perform low-priority activities instead of more important
ones. To avoid wasting time:

m Toke the suggestions on goal setting (page 79) to heart.
m Take action and commit to your goals in writing.

m Prioritize the activity that must be done to realize your
goals.

Many people procrastinate because they lack goals and
priorities. As a result, they may in fact be putting off unimpor-
tant activities and yet worrying about them needlessly. But
you'll never know until you decide what you should be doing
when you get out of bed each day.

benefit from doing business with you and your company. You
need to be poised, relaxed, and confident.

Worried about your poise? From years of experience, we can
assure you that you will be poised, relaxed, and confident when
you follow the customer-focused selling process. Having earned
the trust and confidence of your prospects makes it easy for
them to open up and share their needs, issues, goals, and per-
sonal wins.

That clear understanding allows you to create a solution that
helps them get what they want. Why would you be any less than
full of poise and confidence at this point?

Ask for the Order

Volumes have been written on asking for the order. Most of
these techniques are not suited for professionals selling business
solutions and support services. That’s because most rely on “out-
smarting” the prospect. More important than closing the sale, to
the sales professional, is gaining or keeping the customer.
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And you can forget about needing to ask for the o.rder three,
four, or five times, as sO many “experts” recommend. If you have
followed the customer-focused sales system up to .this point,
you will usually ask for the order only once. And you will get
it. Why? Because you are helping people get what they want,
and you are assisting in the decision process.

The following techniques are all you need to ask for the or-

der successfully.

1. The Direct Close
The direct close is best used when you have encountered little
or no resistance. It will be well received by most prospects. It is
the logical conclusion to all previous selling activities.
Examples:
“Are you ready to proceed?”
“Can you issue the purchase order today?”
“Will you give me the go-ahead today?” . )
“If you sign today, we can begin the installation immediately.
2. The Assumptive/Indirect Close
This close begins with a conversational statement that assumes
you have the order and asks an indirect question about sched-
ules, colors, configurations, etc. A positive response means your
prospect has bought.
Examples:
“The productivity of your people should really improve with
the new system. When were you
IBesf s thinking you'd want to start?”
-FP “A year from now, Bob, you’ll
be pleased you selected us for this

When you gain enough litile
commitments, ask for the big
one—the contract or order.

project. You'll like the way your
people can access inventory files
in the stores, and you’ll see the

difference that makes to your re-
tail customers. Shall we look at the contract?”
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3. The Positive-Choice Close

This is a variation of the assumptive/indirect close. It begins
conversationally and offers your prospect a choice of two or
three solutions, all of them posi- .
tive. This is an effective close |Besr -Fp
when dealing with domineering
personalities, who like making Use the Direct Close when
decisions and being in control.  prospects have shown litlle or

Example: no resistance. They should be

“Mr. Harris, we'd like you to receptive.
decide how to establish control

and administer the roll-out of products. Purchasing can main-
tain tight control or you could elect to keep other functional

responsibilities at the departmental level. Which way would you
like to begin?”

4. The “Ben Franklin” Close

This is a decision-making process said to have originated with
Benjamin Franklin. Whenever old Ben was faced with a difficult
decision, he would draw a large “T” on a piece of paper. On one
side of the T, he would write REasoNs For. On the opposite
side he would write REASONS AGAINST. Then he wrote down all
the reasons for and against a particular decision. After studying
both sides of the T, he would make his decision.

You can adapt this same approach to some of your business
situations. All behavior styles (see pages 51-55 for a refresher)
will allow you to summarize the important benefits that your
approach provides.

By using a list of the reasons for (your benefits) and the rea-
sons against (include some of your competition’s advantages),
you can help your prospect draw the proper conclusion. By list-
ing some reasons for hesitation, you will also add to your cred-
ibility and trustworthiness.

If the pluses don’t outweigh the minuses, you are probably
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trying to get a decision prematurely. You may need to gather
more information about the needs, goals, priorities, and
personal win. Example:
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ReEAsONS FoRr REASONS AGAINST
1. Increased productivity 1. Learning curve
2. Gainacompetitive advantage | 2. Fear of change by some
3. Grow market share

4. Supports business plans

B. Show value for the investment

5. The Benefit-Summary Close

Some people will want you to summarize the important ben-
efits that your solution can provide them. When you receive
favorable comments from your presentation and your trial closes
are positive, a nice way to “wrap up” is with a benefit-summary
close.

Example:

“Barbara, I think you’ll agree that our approach will be an
investment in success for your business. Let’s review the key
benefits you’ll receive:

®m Improved customer service. You’'ll improve customer serv-
ice substantially by reducing order-fulfillment times.

®m [mproved productivity. This system reduces product han-
dling, replenishment, and costly error.

®m Lower maintenance costs. We offer a five-year warranty on
all parts and labor.

What’s our next step?”

6. The Critical Date/Tight Schedule Close

This close can be effective in situations where an upcoming
event will change your offering. Sometimes you can use the
critical date to create a sense of urgency with your prospect. But
be careful and avoid bluffing. Otherwise it’ll backfire on you.

And when dealing with a detail-oriented prospect, be certain
you can provide logical proof.

Examples:

“Mary, we've just received word that a rate increase is going
into effect the first of next month. I can lock you in at our
original quotation if you give me the go-ahead this week. Are
you in a position to act?”

“Pat, you’ve said you'd like to get started this quarter. Qur
training organization is telling me that it’ll be fully scheduled by
the end of next week. For us to meet your timetable, I'll need a
signed contract by Friday. Will that be possible?”

7. The Turn-Around Close (“I Must Have Done Some-
thing Wrong™)

There will be situations in which you put in the time and
effort to provide a customer-focused solution.You prepared your
recommendation and conducted a five-star presentation.

But when you ask for the order, you don’t get an objection
and you don’t get a no.You get a stall of some sort or a “let me
think it over.”

To turn this situation around, |Be$f T
ip

you need to flush out the real rea-
son for the delay. If you have es- Try the Turn-Around Close
tablished your trust and credibil-
ity, the following can work won-
ders.

“Mr. Jones, I understand. You
want to make a sound decision.

when you've conducted a
superb customerfocused sales
effort and you still get a sfall.

I've studied your requirements and objectives, and I understand
your concerns. So, please help me out. I must have done some-
thing wrong to leave you undecided. What did I miss?”

Naturally, if you have credibility and the prospect trusts you,
you should always ask this question any time you learn of a
decision to go with a competitor. If you believe in what you're
doing, you owe it to the prospect as well as to yourself and your
organization.



102 THE AGILE MANAGER’S GUIDE TO CUSTOMER-FOCUSED SELLING

Sales Professional’s Hot Tip #13

Analyze Opportunities. Evaluate your chances of making
a sale redlistically. Decide what the potential opportunity of an
account is fo you, and how much of your time will be required
to close. '

Ask yourself if this opportunity is worth more of your time.
Could you spend your time more effectively by working on
another account? If you're not sure, ask your manager or an
associate. Don't chase your tail month after month. Life is too
short.

If you're not going to close an account in a reasonable
amount of time, drop it. Find another prospect, work on
another deal, or turn it over fo someone else. But don't beat a
dead horse.

Once you learn the reasons, you have uncovered objections
you can deal with. If the relationship is based on trust, you can
often turn the situation around. Worst case, you've established
something to build on in the future with this prospect as well as
others.

Adapt Your Close to the Prospect

Remember how we classified buyers a few chapters back?
You’ll improve your success rate by adapting your style to the
prospect during the close.

Dominance Style
Be concise and businesslike. Don’t waste time with idle talk. Get
to the points of interest quickly and summarize. Offer a choice
or a decision to make.
Don’t assume you have the order. Ask for a decision. Use either
the direct close or the positive-choice close. After you ask for a
decision, wait for an answer.

Influential Style
Eliminate the details. Just hit the high points.Visualize, through

Gain Commitments 103

word pictures, what your “new approach” or “finished system”
will look like. Talk about the results you will provide. Socialize.
Talk about your follow-on support services and how good the
buyer will look to other people in the organization.

Use the assumptive/indirect close to avoid a direct decision. These
prospects will feel more comfortable with this approach. After
asking a closing question, let the prospect answer.

Steadiness Style

Earn trust during your customer-focused interview, presentation, and
other discussions. Be warm and friendly. Use trial closes to test
the water regularly. Take it slow and easy. Be sure to answer all
questions.

Use the “Ben Franklin® or benefit-summary close and get agreement
that these are the most important benefits. It they stall, try the “I
must have done something wrong turn-around.” This will usu-
ally get hidden objections onto the table where you can deal
with them. Again, after you ask your closing question, wait for
an answer.

Conscientiousness Style

Don’t rush the sales process. Be patient. Don’t socialize or get
“up close and personal.” Back up the points they are interested
in with facts and figures. Be sure you answer all questions before
you ask for commitment. ‘

Avoid the critical-date close. Use the “Ben Franklin” or benefit-
summary close, but in greater detail. Offer proof of your claims.
Expect them to ask more “why?” questions than the other types.
Be steady and, especially, logical. Keep emotions out of this close.
They don’t work. Let them answer your questions.

Persevere and Persist

Many years ago, IBM’s Thomas J. Watson, Sr., said, “Keep track
of those people who say ‘no, because next week, next month, or
next year they are going to say ‘yes’ to somebody who 1s selling
your kind of product. Selling is a building proposition.”
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These words are just as true today. When a prospect doesn’t
buy your proposition today, follow up. Don’t keep calling back
to rehash what has already been discussed. Call back with new
information, new developments, new ideas, or a new approach.
Perseverance is the mark of a superior salesperson.

If you're having trouble, make sure you've done the essential
things: create interest, develop trust, conduct a FL.N.D. inter-
view, present a customer-focused solution, handle objections,
and gain commitments. If you feel you've missed a step, back up
and start over. Are you speaking to the decision maker? Have
you identified her needs and important issues? Did you uncover
her goals and a personal win? If you haven’t, find out what they
are.

The Agile Manager’s Checklist

¢ Think in terms of making many litfle closes, all of which
add up to an order.
v Expect success. Convey to your prospects that they will
benefit by doing business with you.
v Remember: One of the following closing techniques
should cover any situation:
m The Direct Close
The Assumptive/Indirect Close
The Positive-Choice Close
The “Ben Franklin” Close
The Benefit-Summary Close
The Critical Date/Tight Schedule Close
® The Turn-Around Close
v Always adapt your close to the prospect’s behavior style.

Early in his management career, the Agile Sales Manager worked
for a small startup computer company that was part of a larger
corporation. lts charter was fo sell products to the commercial mar-
ketplace.

In the first two years the company existed, the handful of people
that made up the sales organization managed to grow the busi-
ness slowly.

One day, the Agile Manager's lone sales rep for the East Coast
came back from a swing through New England. He was updating
the Agile Manager on his activity and pulled out a large three-ring
binder that must have easily weighed ten pounds with all the pa-
per in if.

He was very excited. He explained that he had heard about @
pre-bid information conference that the military was holding. It in-
volved a large purchase requirement.

The Agile Manager interrupted and said “We really have enough
on our plate. Besides, that clearly doesn't involve commercial
business.”

"I know," said the salesperson. “But they say that there is poten-
tial here for $300 million worth of revenue over a three-year pe-
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riod! Won't you please see if senior management would let us take
a run at this opportunitye”

The Agile Manager agreed. A few days later, he found himself
in corporate headquarters explaining the situation to a senior ex-
ecutive who had strong opinions on just about everything and who
made very quick decisions. :

Cutting the Agile Manager off midstream, he said, “That's all
well and good, but the opportunity you're proposing is outside the
market we're targeting. | don’t want you to pursue it any further.”

With that he made it clear that the meeting was over, and the
Agile Manager left. On the telephone that night, the Agile Man-
ager told the salesperson to drop the idea of pursuing the military
confract.

Roughly two weeks later, the same sales rep, wearing a sheep-
ish grin on his face, approached the Agile Manager again. I
know you told me to back off that military opportunity,” he said.
"But | decided to invest another couple of hours at another meeting
and | have great news. There were over two hundred companies—
all potential competitors—at the first meeting. But there were only
half that number at this conference!”

The Agile Manager chuckled to himself. He thought that maybe
management in other organizations had given similar directions to
their salespeople that were actually followed.

The sales rep's enthusiasm persuaded the Agile Manager to
pursue the matter one more time with the organization’s leader. An
opportunity presented itself a few days later at headquarters as he
was wrapping up a meeting on another topic.

“If you could give me five minutes,” he said, "there is just one
other thing 1'd like to talk to you about.”

“Sure,” said the executive, “just as long as it has nothing to do
with that military project we discussed the last time | saw you.”

The Agile Manager grimaced but forged ahead. "It could put us
in the black well ahead of schedule—"

“I'm sorry,” said the executive curtly. “I have other things to at-
tend to.” He walked over to a file cabinet.

The Agile Manager rose glumly and headed for the door. But
just as he was turning the doorknob, he stopped and did his best
lieutenant Columbo imitation.
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Turning back toward the executive, he said, "As one of the four
people you brought in fo start this business, I'm sorry that I'm letting
you down.”

"What do you mean?2” asked the exec. “Things are going fairly
well. The board of directors is happy with the results that you've
achieved so far.”

Sitting back down, the Agile Manager said, “I'm glad to hear
that. But I'm letting you down—as well as the organization—by
not doing an effective job presenting a case for us pursuing this
military opportunity. I'd really like to know what it is that I've done
or not done that's preventing you from lefting us compete for this
business.”

"Going after that business,” said the executive, “will require a
huge amount of time. And while that sales rep is chasing a con-
tract that hundreds of other companies will also go after, he'll ne-
glect the commercial accounts that we need to develop for long-
term growth.”

He wasn't through. “Just the administrative effort alone would be
enormous—and with no guarantee of success.”

"Thanks for clarifying your reasoning,” said the Agile Manager.
“Tell you what: I'll assume personal responsibility for the East Coast
rep’s quota. And we won't have to hire extra administrative help to
work on the project. Tom Backov told me that some clerical people
in the imaging division are twiddling their thumbs. He'd be happy
to loan ‘em to us for a few months.”

The executive appeared to be giving careful thought to what he
had heard.

The Agile Manager added, "Of course, I'm sure that the board
of directors, as well as the stockholders, would be thrilled beyond
belief to see a Wall Street Journal headline six months from now
announcing that our small, startup division won a contract valued
at $300 million over a three-year period.”

The Agile Manager hoped this had struck an emotional nerve.
The division's revenue to that point was only a litfle over $50 million.

Rising from his chair, the executive stuck out his hand and shook
the Agile Manager's hand warmly. “Go ahead with the first few
steps in the project. We'll see where it might take us,” he said.

"Good Luck!”
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Close to a year later, the Agile Manager felt somclawhot like @
prophet as he read the Wall Street Journal headline that an-
nounced the gigantic win for the organization. -

The difference that the sales professional made in this situation
[with the assistance of numerous other team members) was enor-
mous. It turned out the contract was worth almost-double what the
estimate had been. Not bad for what was a tiny startup company
trying to find a place in a very competitive market.

In Conclusion . . .

Sometimes a sales professional can make a difference selling
commodity items like bananas on a beach in the Caribbean.
Sometimes a sales professional can impact an organization and
the number of people it employs on a scale so vast that it’s diffi-
cult to comprehend. ‘

But as long as people buy from people, the sales professional
will always make the difference.
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