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FOREWORD BY JEFFREY HAYZLETT


Dear Readers,


Dear (future) Sales Leaders,


if I’ve learned one thing over the years, it’s that there’s no secret to success. It takes hard work, dedication, and your blood, sweat, and tears. Most people only do things when it’s convenient, and I’m here to tell you hard work is just that – hard work. But I promise it will be worth it in the end.


This is the hard work that awaits all those who intend to set up a sales structure or develop and lead a sales organisation, because sales isn’t taught anywhere. Nowhere else than in the market, in the businesses themselves – and here in this book by my European colleague Andreas Buhr. Andreas is a successful businessman, speaker, bestseller author and THE recognised expert for leadership in sales in Germany, Austria and Switzerland. And Andreas is one of the founders of the well-known Sales Leaders who are now conquering the speakers’ stage in the United States, known as ‘the German guys’. Why, you might ask, why should we, coming from the ‘homeland of sales’, read this book and listen to Andreas’ lectures? I’m telling you: for three reasons:


First, especially in times of increasing political partitioning, it’s important for us in the business community to look beyond our own backyard. To observe the things that are being developed and taught in other leading economies. And gosh, the Germans are playing right at the head of the pack.


Second, the basic rules of setting up, developing and leading a professional sales organisation are the same here and there. And Andreas has explained this very clearly in a logical series of steps. From recruiting to onboarding, teaming, setting up performance targets based on key sales figures, to controlling and employee management to the culture of motivation in sales. Because his book is addressed to all those who are just beginning to set up a professional sales structure, he very pragmatically explains every phase based on these questions: ‘WHAT needs to be done?’, ‘WHY does this need to be done?’ and ‘HOW specifically does this need to be done?’ This is where the well-known German precision and clarity shine through, and that benefits all of us who want to quickly and accurately produce solid, reproducible results! And that’s why I can even recommend this reading to all the sales ‘old-timers’, because the book is bristling with practical guidance and checklists. Hands-on – just the way we Americans like it.


Third, the digital transformation is advancing on the international markets at least as quickly as it is in the United States. And it has massive implications for how we sell, and how we communicate and act in sales. You know my approach: ‘Understand that no one is going to die with everything being digital, no one is going to die because of the changes you make. So don’t be afraid of taking risks’. Those of us in sales and in positions of leadership must have faith in our ability to shape the digital transformation. Sometimes, we have to take a risk, because courage belongs to the future. But not a blind risk – which is why Andreas also dedicated the opening chapters of his book to the role of sales in the era of digital transformation and disruptive business models. He has evaluated studies and information from around the world to help us understand how the new generations – here we also know them as Gen Y, Gen Z and Gen Alpha – want to sell and transact, lead and be led. And the additional skills we must acquire if we want to remain leaders in distribution and sales.


Because distribution is and remains the engine of businesses and the economy. This engine needs fresh fuel every now and then – and here it is.


Seize the opportunity! Become a sales leader yourself! I wish you much success – and see you in the C-Suite.


Jeffrey Hayzlett


www.hayzlett.com




PREFACE: FROM ANDREAS TO YOU PERSONALLY


In 2010, I had already taken the decision to return to the rooftop of the world – I was in Gulmarg at the time, with a view of Nanga Parbat. To me, there is something magical about mountains. They radiate sovereignty, clarity, focus and strength. There is something definitive about them. Together with my friend and colleague Steve Kroeger, in 2014, I finally joined an expedition to the base camp of Mt. Everest. During upcoming speeches and events, I will have lots of opportunities to talk about some of the things we experienced during this expedition. What particularly impressed me was the unconditional willingness to help on the part of the local population. This respect the Nepalese people demonstrate towards other people. I owe a great debt of gratitude to my companions, Lakhpa Rita Sherpa and Tensing, to the entire group of climbers and to the fantastic mountain world. Some of the places there are so paradisiac that they could have served as a template for the creation of the world.


The guiding principle for this book comes from an interview I had with the mountain guide Michael Horst at the base camp to Mount Everest. And I have to admit that I’d never heard a statement like this applied to the topic of leadership. It was that statement that inspired me to assemble my knowledge and expertise on this topic of this book:


‘To me, the most important about leadership


is to come up with a way to permit other people


to trust me.’ (Michael Horst)


This book is intended to provide inspiration and support to those who are called upon to provide support to salespeople on a daily basis. Who – as in mountain climbing – have their sights trained on the summit, the sales target, and yet always pay attention to each next step, make each next decision, focussed on the next call. Both are important when it comes to sales leadership – particularly now, at a time when nearly everything is changing, for sellers and executives alike. When digitalisation and the digital transformation pose a major challenge for us all. Let’s move ahead together!


How to benefit the most from this book


This book is addressed to you, dear reader, if it is or soon will be your mission to set up or expand a sales team, develop a sales structure or lead employees in sales and make them successful.


This book is a standard work, written by a man who has worked as an entrepreneur for more than 30 years, has helped establish large sales organisations one develop sales teams, and who has led companies to record revenues and profits. By an entrepreneur who worked his own way up through the ranks, gathering and living through lots of experience. By a practitioner who, every day – and now as the founder and CEO of his own training company – has taken up a position at the ‘sales front’ is therefore constantly questions what changes in sales leadership are currently under way, what the impact of the digital transformation is, which new tools and systems are in use, which of these are nonsense and, particularly, which of these are currently proving useful, which are left over, and which will endure.




This book is focussed on the basics; updates will be provided in digital form





More than anything else, the field of sales consists of a transaction between people; it is always based on social skills. To be powerful, though, sales must also be structured to be effective and goal-oriented. The same guideline applies to this book. Here in simple, clear terms, I condense checklists and handily compressed background knowledge to offer the major steps required to successfully build and grow a sales team today. Because I place great stock in things that are to the point, and in plain language.




The three key questions: WHAT, WHY, HOW





That’s why you won’t read any long treatises here in the philosophy of economics; we will not discuss any theorems, either. In this book, the discussion is always concrete and revolves about the three underlying core questions:




	WHAT needs to be done in this area of activity?


	WHY does this need to be done?


	HOW specifically does this need to be done?





Wherever possible, I have introduced up-to-date examples of real companies and existing (sales) organisations. In the text below, you will find the relevant sources, along with additional background material such as studies and tips, as links–most of it with QR codes for easy scanning – including the respective documentation date. If it turns out that a particular link or study is no longer accessible, then certainly updates can be found in topics around the source given.
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Free downloads
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This book also provides you with numerous checklists and sample forms that you can put to direct use in your everyday work. This and other additional material is available for you to download free, at www.buhr-team.com/salesleadership.


At the end of each chapter, you are prompted to draw up a list of keywords you can jot down to remind yourself of the tasks, tools or structures upon which you intend to focus more closely in future; the things that struck you as particularly important in your reading; the things you want to think through further; and the things you intend to continue working on.




Your mission: create and build a professional sales structure





Let’s assume you’ve been working on your career in sales for years. Delighted in accepting challenges. You have achieved success, are always being approached about this by colleagues who notice how (well) you gain customers and how convincing you are. Perhaps you have been asked what exactly your recipe for success happens to be. You have generated considerable revenue and earnings, and this has not gone unnoticed, not even by your superiors. And now you are sitting in a meeting opposite the head of the human resources department or the head of the company, who wants to entrust you with a position at the helm of the sales department. Or perhaps you are a founder, owner, entrepreneur and have built up a successful business that needs just one thing: excellent salespeople suitable to the tasks at hand.




Sales leadership is based on good self-leadership





In both cases – whether salaried employee or entrepreneurs – what matters first is the growth of your personal leadership and sales skills. Because effective leadership rises or falls with the ability to lead yourself. If you can’t lead yourself, then you can’t lead a team, either. How important and relevant to your success is the skill it takes to be led yourself? To engage, be part of a team, to be able to share in a task? Interesting thought? I think it is. No one is irreplaceable! Act in such a way that, step by step, you will become dispensable. And what about your ability to lead others? To move former colleagues and new employees to excellent performance?


Just between us: I’d like to tell you a secret that’s actually not a secret at all. Marketing is not rocket science, nor is the work of leading salespeople! By reading this book, you have already taken on the most important challenge: the challenge of letting yourself be led. That is the basis. Only a person who can be led can also be an effective leader. Then there’s self-leadership: the ability to pursue one’s own goals while remaining true to one’s own values at the same time. The next step is to take responsibility for your team and the entire company. Because the things you decide as a future leader have far-reaching consequences for all concerned.


This book will help you with that. It is addressed to all of the readers who are faced with the task of taking over, developing and establishing sales leadership in an enterprise. Starting with the current market situation and the new requirements of Customer 3.0 in the B2B and B2C segment, it assists you with numerous practical tips for creating and growing, and for leading and developing, teams in sales.


The tasks that await you in sales leadership, are extensive and require constant learning on your part. From developing a sales and customer strategy, customer segmentation and customer selection to the selection of sales staff, onboarding, leading, training, coaching and assisting them, to the creation of sales processes, including the necessary key figures for management in sales, establishing systems and introducing and updating tools such as customer relations management systems (CRMS/CMS) – these are all things that belong to the task profile of executives in sales.
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Leadership versus management





Whether you want to be promoted from colleague to boss – from seller to executive – or would rather build your own sales operation: in either case, you will have leadership tasks and management tasks to solve. Leadership means doing the right things, based on ethical values, moral standards, an entrepreneurial vision and a mission to achieve economic success. Leadership always involves an emotional element and derives from a suitable strategy. Management, on the other hand, means doing things correctly: establishing targets and key sales figures, with administration and the communication of rules. Management means organising things and distributing tasks. Both – leadership and management – are important. Out there in the market with the customer, and in the office. Externally and internally. You cannot have the one without the other.


In other words, you need so a good sales structure and effective, simple tools to build sales, and proven strategies for sales leadership. In short: what you need is a simple ‘sales leadership primer’ at your fingertips, a work to which you can refer in all phases and areas of work, offering practical expertise and useful tools. A guide to leadership in sales and a guide for better results. And that is exactly what this book delivers!


Structure of the book


This book is structured around your needs: we begin with a glance at the market – at the factors that influence it and thus your sales operation – and dare to take a cautious look to the future. Then we examine your self-leadership and self-management skills and illuminate how you can build these right now, with a future orientation, in a way that will let you meet your noblest task: effectively leading your (new) employees.


It then addresses the mission of finding, recruiting and hiring the right new staff: people who suit you and the company. This is followed by onboarding and teaming – the work of assembling effective sales teams in the field and the back office, approaches for resolving conflicts, and performance within the team. Sufficient space is also devoted to the topics of setting sales targets, key sales figures and their controlling, team spirit and motivation, as well as to the important management and employee dialogues. What you ultimately have here is a compendium you can always take to hand if you want to delve into one topic or another in greater depth.


If you follow the tips offered in this book, you will quickly discover that sales leadership means taking responsibility, on the one hand, and a great deal of joy on the other. For enterprises, customers are the lifeblood, the purpose and the raison d’être. To work in sales leadership yourself, personally close to the customer and with the customer, is an obligation, is joy, is an honour – and at the same time it is exemplary. May your successes in sales leadership be unforgotten – for the company, for the team and for you yourself. I wish you every success!
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Andreas Buhr
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CHAPTER 1


MARKET: WHAT FLUX AND


DIGITAL TRANSFORMATION


MEAN FOR SALES





	Your check at a glance: What this chapter is about





	WHAT needs to be done in this area of activity?

	
	Viewing the market as the ‘playing field’ of sales from a broader perspective and drawing conclusions from this for your own sales activities.


	Knowing the needs of Customer 3.0 and learning from other companies’ best practices.


	Looking deeper into the future: The classic sales organisation is increasingly in competition with ‘digital colleagues’ and bots, and not just for fintechs and securetechs.


	Actively confronting advances in digitalisation in sales and among customers and purchasing departments, and expanding sales organisations in a ‘digitally adaptive’ manner.








	WHY does this need to be done?

	
	To a certain extent, sales management always means business management, too, because sales brings needed money into the company.


	Because the sales effort is attuned directly to the customer, it also serves as market research and a source of inspiration.


	Awareness of markets and customers helps management develop strategies.








	HOW specifically does this need to be done?

	
	We analyse the major market trends and question what they mean for you as a (future) leader in sales.


	 You receive an overview of the topic of ‘digitalisation in sales’, and, based on this, develop ideas for your concrete measures. 


	You become acquainted with the fields of action of the companies with the strongest sales operations that are particularly effective in meeting the challenges of sales in view of the digital transformation and Customer 3.0. 


	You use the (digital) tools that can assist you with sales development and sales leadership – a synopsis.










As it is said in an ancient Chinese curse: ‘May you live in interesting times’. And we can confirm that, in many respects, that is what we have at the moment. Particularly for you in sales. And yes, many are still cursing! But this curse also harbours a positive message. Because we can succeed in the heavy lifting of (sales) leadership if we grasp all the challenges as a supportive stimulant. To accomplish this, we must always observe our market over and over from a broader perspective – not just locally, regionally and nationally, based on sales territories and customer-business criteria, but also with future developments in mind. After all, it is the global markets that determine the major trends.


1.1. Long-term market conditions and predictions for your sales


There’s an old saying in sales: ‘What doesn’t kill you just makes you harder.’ But we don’t want to be ‘killed’ when setting up or creating a sales organisation without monitoring the major developmental trends, nor do we want to simply become ‘harder’. Being hard is a helpful skill, but today it is about more than just being harder and more consistent. The point today is to be smarter: better-informed, more attentive, more elegant, better-trained – that’s the only way you can offer orientation and provide security and motivation, today and in the future.




Major uncertainty and rapid change





At the moment – and this moment has been ongoing for several years, now, and will last another several years – the last time the uncertainty was as great in many firms was during the Great Depression, as the Economic Policy Uncertainty Index sums it up. Given political developments, nearly no one in the companies knows where this journey will lead us. And this has a direct impact on sales.


Added to this are the challenges of the new world of work, of digitalisation and automation of internal production and handling, of external communication processes, of artificial intelligence (AI). Of the changing demands of new generations of employees – Generations Y and Z – that define the company as employees, as the new managers and as customers. Of the global trends, such as virtualisation, disruption, flexibilisation and automation. None of this is new. What is new is the speed with which these trends are shaking up the companies’ market environment – and the companies themselves.




Eight predictions for 2030





The prestigious World Economic Forum (WEF) has issued eight forecasts that will radically affect our economies: will also radically affect you as a person, entrepreneur or sales manager. Here is a synopsis of the global forecast of the WEF:
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 There are no products any more, only services.


	
 Carbon dioxide emissions cost a (high) price worldwide.


	
 There are a handful of global powers – the previous dominance of the USA will be history.


	
 Medical care is shifting from general health care to the home setting.


	
 Eating meat and the meat industry are out.


	
 Today’s refugees are tomorrow’s CEOs.


	
 The vaunted values of the West are tested to the breaking point.


	
 Humanity is in search of new opportunities for development beyond our beloved yet irresponsibly exploited planet – will we look to outer space?





For now, though, we cannot simply leave everything behind. Given the seismic precursors and trends that markets and economies worldwide are already sensing, in many firms – large and small alike – there is a spreading feeling of unpredictability and economic and geopolitical upheaval – and this is accompanied by considerable reluctance. A dangerous reluctance: in today’s markets, hesitancy or standstill is equivalent to a step backwards. And that is a death by a thousand cuts.


1.2. Digital transformation outward and inward


The end will come even sooner for many companies – for the companies that have overslept the digital transformation and have proven unable to adapt to modified technologies and business models in their markets. For companies that either ignore disruption or become aware of it too late in the game, thinking that the digital transformation in their company only concerns research and development but not areas such as marketing and sales. And yet it is at the interface to the customer, in outward digital transformation, that the largest and most important field of application of digitalisation lies, as the following figure summarises.


If you want to set up and expand your sales organisation, you cannot avoid grappling with the significance of digitalisation for your industry, your sales and your leadership role. Because in times of digitalisation, the customer has changed his or her behaviour. The customer now shops differently. The customer is an expert for the things that concern him or her.




The fast eat the slow, and now even the big





Interestingly, some of the industries that are currently late to adapt to change are not the ones we would have expected – such as consulting and services, and financial services in particular. It is precisely here, though, that the struggle is being waged by the established interests against the quick and aggressive fintechs and securetechs. There is a flood of digital finance and insurance platforms and apps that is washing over the once-market-dominating players that are now struggling to pick up the slack with spin-offs and acquisitions, using their money to bring fresh ideas on board and bring these to the market on a larger scale. In some cases, their business models are suffering massively: Digital services such as moneymeets are reporting gigantic waves of new customers, as they disclose the commission and kickback models of financial service providers and let their customers share in these. The savings they can offer are unrivalled. Others, such as Parlamind, are pouncing on the area of customer service as providers of ‘virtual team members’, digital purchase and service assistants or online sales agents; they are strategically intelligent in the way they occupy the nearest point of customer contact: the interface at which much of the customer experience is determined.
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No matter what market field we consider, wherever there is an interface with the customer, we can see new digital or online go-betweens and ‘brokers’ that are in the process of massively changing sales – or already have done so. Among other things, the assets they bring with them consist of the collection, linkage and analysis of Big Data: of meaningful customer data of great volume and depth.
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In their exciting study, ‘Wie die Digitalisierung den B2B-Vertrieb verändert’ [How Digitalisation Is Changing B2B Sales’], Dr. Martin Handschuh and Dr. Christian Gebhardt of AT Kearney have compiled additional factors that will have a massive impact on your work as a sales leader: One thing is clear: Even if the graphic is labelled ‘Sales 2024’, the underlying developments are already in full swing. The decision as to whether you will still be a market player by the year 2024 is being made now.




Solution approaches for the outward digital transformation





So how do we respond to these rapid developments? I see one concrete idea in the approach of ‘H2H (Human to Human) instead of B2B or B2C’. Because as the above-mentioned study shows, the type and structure of the sales areas of B2B (sales to businesses) and B2C (selling to private individuals) are increasingly converging in a Human to Human direction.


In my view, in the near future there will be only two functioning outward sales orientations left:




	Digital-to-digital sales: digitalised or digitally mediated sales to shoppers who are also digitally positioned. Entire purchasing departments in large companies are already setting themselves up as ‘digital procurement’.


	Hybrid sales: sales measures that link the Internet with the real world (mixed reality). The pacemaker in this is the Customer 3.0, who is present both offline and online and thus acts in a hybrid manner. The human factor is absolutely mission-critical in this regard; sales is thus becoming more personal, more humanised and more individualised. (cf. Binckebanck/Buhr, 2017)







Solution approaches for the inward digital transformation





The inward digital transformation must be focussed on processes. Functioning CRM, preferably and perspectivally as a cloud solution, SEO (Search Engine Optimization) and SEA (Search Engine Marketing), responsive websites, etc., are structures that should already be the standard today. The world has become fast-paced, transparent and less hierarchical. In view of the next generations that are joining companies, (GenY and GenZ), we can see that ties are increasingly being eliminated, with preference given to a less formal mode of interaction. The work of assembling, developing and leading cross-generation teams is apt to be particularly exciting, too. In future, the aim here will revolve more and more around establishing a project mentality within the company. So tasks will be distributed for a clear, rather short period and executed in an agile way, with clear objectives. Both directions of the digital transformation – outward, oriented around Customer 3.0; and inward, focussed on processes and effective, mixed teams, are today’s challenges.




Creating added value





Creating added value – naturally this is something everyone expects of sales. In reality, though, this is a difficult challenge for you as a (new) sales leader, because it is not clear exactly what this means. Let us look at the above-referenced study by AT Kearney. According to this study, ‘creating added value’ affects three fields:




	
Customised products: Products configurable for and by customers are experienced as added value. The trend towards the product with a lot size of one has been noticeable for years. Customers are no longer interested in standard merchandise. Everything should be personally adapted, redesigned and customised. As many studies show, the self-made ownership role – ‘I made it my own’ – is an extremely powerful trigger to buying and an incentive to trade. The ten percent of the highest-selling companies have already understood this: they offer up to three-quarters of their products with a ‘customized’ option, creating added value for customers.


	
Range of offer: The second field is the range of offer; this can be created, for instance, through networking or collaboration with partners – external providers included. Customers appreciate it if the products and services they buy have something to do with each other, and do not have to be purchased from X different firms and providers. Instead, they seek a coordinated, maximum range of offer from a single source (formerly known as ‘cross-selling’). This added value also characterises the Top 10 of the strongest-selling companies.
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Structure of the value chain: The third area lies, as it were, in a reversal of the function of sales to date. Rather than sell company products, from contact with the customer, sales structures the entire value chain and develops innovations deriving directly from the customer’s needs.







Digital Leadership – (sales) leadership in a new era





Digitalisation requires additional skills of you as a leadership figure in sales – skills that you must begin developing today. Along with the requisite skills in classic employee management (see also Chapter 2.3, Clean Leadership) and sales leadership, there are new skills of digital leadership that we will explore in detail in the next chapter.




Exercise


What initial ideas do you derive from the impulses identified for your sales leadership and long-term vision?
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How important to success is training in sales skills, and how do you organise your training process?
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1.3. Socio-political megatrends are changing local markets


The next field of challenges lies in demographic change. There are fewer and fewer children being born in the wealthy countries of the West. At the same time, life expectancy is on the rise, permitting parents to live to see their own children retire. In contrast to our own grandparents, the generation of those 60 years of age and older is not withdrawing into retirement – these people are staying active. They are informed and aware of what is going on around them. This generation travels, studies, exercises and enjoys culture. And continues to do so into old age. For sales, this means that the interest groups of the older generation are nominally increasing in size, and these individuals are growing ever older – no matter whether you are selling textiles, electronic appliances, construction equipment, services or financial products, whether you are a travel agent or a car salesperson. Reaching these customers calls for new paths and new forms of approach.




The new customer communicates publicly





And this is just one of many socio-political megatrends affecting the market and hence your business, offering new challenges that you and your team must address every day. Because with globalisation, the digitalisation of our lives and an increasing awareness of sustainable consumption, it is not only the opportunities and the markets that change. There is also a rapid rethinking taking place among consumers. They use social media to get their information about products, companies and their image. Get price comparisons. Compare service life, technical features and customer service. Poll their personal network and receive recommendations. On Facebook, Pinterest and Twitter, they publicly delight over new clothing, bags, pots, good food at the Italian restaurant or a solid consultation. They post videos on YouTube showing in minute detail how they unpack a new electronic gadget or showcasing the features of their most recent acquisition. For businesses, all of this is invaluable – and unpaid – advertising. Just as publicly, however, these consumers also fret over bad service, slow responses to customer enquiries or products that fail to live up to expectations. They fill blog after blog with complaints (‘rants’) about services that have disappointed them. There are even public debates over individual sales staff or salespersons who, in the customer’s view, have failed to cover themselves with glory.


1.4. Customer 3.0 – the new H2H expert


The Customer 3.0, as I have been referencing since 2010, has long since become the new expert. It often requires the squaring of the circle – or the ‘squaring of the price’, as I call it. On the one hand, the Customer 3.0 wishes for the most economical shopping possible – making the most of his or her market expertise and opportunities for comparison – and on the other hand, he or she has the highest expectations in terms of quality, image, service and the conditions of production. Under the right circumstances, a critical and interested customer is actually prepared to pay more rather than chase after the cheapest price. This is true for both the end consumer – the B2C buyer – as well as for the B2B customer: business customers and professional purchasers. B2B and B2C are becoming H2H: Human to Human.




What undermines the ‘squaring of the price’





The ‘squaring of the price’ is no longer the decisive factor if:




	the products offer not just emotional but also ethical added value. If they give the buyer the good feeling not just of having bought something, but also of supporting certain values dear to him or her – such as organic or regional production, fair production and trade conditions, or proven sustainability.


	
these are products of his or her absolute favourite brands, the image and brand values of which the buyer wants to project onto him- or herself.


	these are products that the buyer can help design and configure him- or herself, making them unique. ‘Product personalities’, produced in an edition of one.





You, and your team, must be prepared to meet these requirements. The classic salesperson of the 1980s and 1990s, and even of the 2000s, is passé. The customer evolved from consumer to designer and expert. The global market is open to him or her. The customer can shop in Hong Kong without leaving home, order fashions from Spain or have individual pieces of jewellery and gifts for loved ones manufactured in 3D printing. In Taiwan, houses are printed and occupied; in England, cars are printed with shapes that adapt to speeds during driving.


The Customer 3.0 finds him- or herself in the constant barrage of new products and services: on television and radio, on video platforms and blogs, in mailings and e-mails, in magazines and newspapers, on the Internet, on the smartphone and tablet, via messenger, in nearly every free app. I strongly urge that you assume that your competitor uses all channels to convince your (potential) customers of itself and its products. This competition is reinforced by ‘electronic colleagues’: (Re)targeting supplies consumers with product recommendations on a daily basis that match with their searches on Google and elsewhere. They are repeatedly reminded on the products they have viewed – sometimes even weeks after visiting the corresponding website. Thanks to the analysis of cookies, the computer knows more about your customer, his or her surfing behaviour and interests, than you do – even more than your customer does, for that matter. This places the computer a decisive step ahead of the rest. Because this familiarity with the customer is something your employees must first painstakingly build. Must know where and how to find and evaluate this information – in compliance with the legal framework conditions. They must approach the customer with the right offer at the right time, awakening the customer’s interest and persuading.




Allowing purchases is the new salesmanship





The Customer 3.0 is not only more demanding than in the past – he or she is also far better informed. He or she has entirely different questions about materials, origins and workmanship than in years past. Interest revolves not only around a product’s pricing but also around the wage the workers have been paid for production. The Customer 3.0 raises better questions and challenges the seller. The Customer 3.0 is the new expert! He or she places demands on management, on an entire company, at a different level. We should be clear that this development is not only a result of digitalisation but actually constitutes a paradigm shift! The new customer wants a fair deal – in every respect. The new customer would like to see his or her values reflected in the product, but also in the company, the brand, the sales employee with whom he or she is in contact. ‘Unpleasant employees’ don’t stand a chance here. With the new customer, anyone who simply seeks a sale before then turning to the next customer has wasted his or her time. Allowing purchases is the new salesmanship The future of pure selling of products is: no selling!


What this means for you: you must help establish a completely new type of salesperson and sales employee. Right from the outset, even in the selection of your employees, you must be careful to identify those who meet the new requirements of Customers 3.0 or who can do so in future. But what exactly is the Customer 3.0 after? What are his or her expectations of the salesperson, of management and of the company itself?


1.5. New requirements for sales: the Sales Intelligence [VertriebsIntelligenz®] research project


This is the question investigated by the VertriebsIntelligenz® research project in two studies (2010 to 2011 and 2014 to 2015), within the scope of which some 250 executives and business leaders from different sectors have been surveyed to date.




Explanation of the term ‘VertriebsIntelligenz®’





VertriebsIntelligenz® – what in the world does that mean? The term refers to a holistic, values-aware competence model for marketing-oriented companies. This comprises the four competence fields of Market Strategy, Clean Sales, Clean Leadership and Shaper Power. Behind each of these four fields lies a competence matrix that is broken down into a set of individual competences.


Background knowledge: The competence model of VertriebsIntelligenz®






	
Positioning based on a potent market strategy: Develop an (emotional) market strategy. This way, you make every shopping process an emotional experience – in the B2C as well as in the B2B segment. This way, you can aggressively tap future markets and create emotional ties on the part of existing customers.


	
Clean Sales: Salespeople need to do the right thing at the right time (proceeding effectively, leading) – and do this right, often and consistently (proceeding efficiently, managing), taking into account the factors critical to sales success, consistently canvassing, conducting relationship- and sale-oriented sales consultations and acting as role models.


	
Clean Leadership: Sales-intelligent leadership figures place demands upon and promote their employees, lead them to success and have a command of the four levels of leadership: self-, employee, team and business leadership.


	
Shaper and Implementation Power: Certain soft skills enable executives and employees to want to shape things, to act out of motivation, to implement things, to put the ‘horsepower on the road’.








Within the framework of our research projects, one of the things we wanted to ask executives was what skills constitute a successful sales employee. After all, what fills the coffers with money are not the great services and colourful products – but the customer. With no customer, there’s no deal. If the customer is not convinced, even the best product never leaves the shelf.




Results of the research project





Respondents’ replies permit conclusions about how they can successfully set up their sales operations. And above all: where they should place their focus in employee selection, coaching and in their own capacity as role models. The change in values occurs not only among the customers – it must also be shared by the sales operation. What is important, as the research project discovered, are dependability, quality and honesty, followed by trust. Coming in just 4th place are considerations of value for money. When asked which value was the second- and third-most important, the most common answer was dependability. This result imbues this value with a particularly high importance for sustainable business success. Frequent mention of this value shows even more: it’s not about making a quick euro, a quick sale. It’s about building long-term relationships with the customers. About shared evolution, shared growth.


The second finding to emerge from the study is that loyal customers rank among the decisive criteria for the success of a company. The second-most frequently response was loyal employees, followed by clear goals.


The most frequently mentioned characteristic a seller should possess is the ability to get along well with people. Successful sales staff also come across as authentic and strive to create long-term customer relationships. Also in demand are solid awareness of the customers and of the company’s own services and products. These should also be explained well. Cheating is taboo here: anyone who deals in half-truths to conclude as many sales as possible has a bad reputation as a sales employee. This has a direct impact upon business success – the participants in the research project are convinced of this.


Queried about the connections between sales-intelligent action and business success, sales intelligence attained a mean value of 1.71 – ahead of dependability (1.36). A score of 1 means that the respondent ‘agreed completely’ with the statement, whereas a score of 5 meant a respondent ‘didn’t agree at all’ with it.


Incidentally, the second-most frequent mention in this connection identified sustainability (1.65). The respondents understand ‘sustainability in sales’ primarily to denote ‘convincing through long-term performance’ (1.43). Placing second was the statement ‘Gaining long-term customer loyalty’ (1.60). The statement ‘providing services over the long term’ can certainly also be translated as ‘dependability’ and ‘quality’. But also as ‘competence’.


Let us recapitulate what this means for you, your team and the sales employee.


A good sales employee should






	identify with the company, the products and the services


	believe in him- or herself and his or her profession


	be concerned with societal and economic trends and their impact on markets and customer requirements
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Figure 1: Tasks of sales management in a market-centred model
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Figure 5: Creating added value
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