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		Sinopsis

		Con este libro conseguirá un doble objetivo, aprenderá inglés a la vez que se formará en las habilidades directivas claves para tener éxito en el entorno empresarial actual. Trata, en inglés, temas relacionados con la comunicación, la negociación, el cierre de ventas, la fidelización de clientes, trabajo en equipo, inteligencia emocional, etc.

		Su estructura está especialmente diseñada para facilitar el aprendizaje, contiene artículos breves, en inglés, de temática de gran interés para los profesionales, en los que se marcan las palabras más complejas, de las cuales podrá consultar su definición mediante un link.

		Finalmente, para aquellos que deseen tener la traducción del vocabulario destacado, pueden consultar el glosario que aparece al final del libro, que contiene la traducción al español de todas las palabras clave.

		Le invitamos a que lo abran al azar y lo hojeen, es la mejor forma de conocer su gran utilidad de primera mano.

	
		
			
				A perfect team

				If the scheduling of appointments is outsourced to a call centre, the coordination and communication between sales rep and call centre agent needs to function smoothly.

				“How in the world can they talk with our customers?” was one of the initial reactions from the sales force at Stäubli Tec-Systems Connectors, Bayreuth, when they found out that future scheduling of appointments would be outsourced to an external Call Centre, the CommuniCall Contact Center, Bayreuth. “The sales force’s greatest fear was to be cut down in their freedom to plan,” reports regional sales manager Andreas Lanßky. However, for managing director Heinz Maisel, these initial reactions were not an obstacle. He felt sure that the sales force would quickly profit from the collaboration.

				First hurdles taken successfully

				The four-week pilot phase, which involved two Stäubli sales reps, already proved Heinz Maisel right. One of the salespeople was Norbert Dörfler. From the beginning, he took a positive view of the project but he also knew that obstacles had to be dealt with in the initial phase. One example was effective route planning. “When we started out, it sometimes happened that we had to go from one customer to the next who was 70 miles away,” says Dörfler.

				
Raising the scheduling quality

				A much greater challenge, however, was achieving a high scheduling quality. “It is top priority to be as high as possible,” emphasises Andreas Lanßky. For the call centre staff to be in a position to schedule useful appointments, they first had to be trained in product knowledge. Beyond that, they receive continuous training from the regional sales managers. “We are the link between the scheduling centre and the sales force,” reports Lanßky. To him, smooth communication is what it’s all about.

				This is also the case for direct collaboration between the call centre agent and sales rep., “Of course, we discuss with the agents how to best start the call, how to determine theappropriate contact or which questions to ask,” explains Norbert Dörfler. “The better the scheduling centre has been briefed, the greater the scheduling quality,” adds Andreas Lanßky. Usually, Norbert Dörfler is very satisfied with the quality, “The contacts are well informed about the concrete reason for the sales rep’s visit and are usually well prepared. In many instances, all other important contacts are present at the first visit.”

				Sales force maintains scheduling power

				Norbert Dörfler confirms that the sales force still remains in charge of scheduling. The central control medium is an internet-based appointment calendar which is used by the sales rep and the call centre agent to enter appointments and leads. “The call centre only schedules appointments for the time-periods we release on the calendar,” reports Norbert Dörfler. “If I mark an office day, the agent knows not to schedule any appointments for that day.” Also, the sales reps take care of their most important customers themselves. “The call centre agent only schedules appointments for the released times with new customers or B and C customers,” says Dörfler.

				Conclusion: It already became clear during the pilot phase that this new procedure made life significantly easier for the sales force. Sales reps are able to make more visits than before and the visit’s efficiency has clearly increased.

				
					Everyone has to do their share

					Even one year after completion of the pilot phase, all involved work on continuous improvement. The agents receive further training from Stäubli’s regional sales managers. Once a week, they get feedback about the appointments they scheduled. “This system lives from ideas,” says Andreas Lanßky. “It’s key that everyone is backing it 100 percent.”

				

				
					Company information

					The Stäubli Group has a worldwide distribution and service net with 11 production units and approximately 40 sales offices in 85 countries. The Stäubli Tec-Systems Connectors product portfolio comprises quick disconnect couplings and multi couplings systems, quick mould change systems, high-speed precision robots for industrial, painting, and all automation needs, weaving preparation systems, jacquard machines and industrial accessories. For further information please contact www.staubli.com.

				

			

			
				
Achieving success in a difficult market

				Competition is quite tough among home builders but Viola Christophel, franchise partner with Town & Country, cannot complain about a lack of orders.

				To Viola Christophel from Brandenburg, who is a licensed partner of the massive-construction homes builder Town & Country, clear positioning in the market is an essential prerequisite for success. “We offer massive-construction homes in the low-price segment. Our main target group consists of young families with average incomes.”

				Because these customers have an especially high security need, Viola Christophel approaches the matter at the beginning of the sales talk. She explains to her customers that they are automatically covered against risks if they decide to buy a Town & Country house.

				Always oriented towards the customer

				This entails presenting to the customer a certificate with a building quality, finance, and building service cover, which is automatically included in the price. It’s just as important to Viola Christophel first to determine the customer’s financial frame and how he envisions his dream home.

				The actual planning of the house plays an important role in the sales talk. Viola Christophel attaches great importance to clarifying and discussing every detail because great emotional values are attached to living in your own home, “The customer wants to improve his quality of life and fulfil his dream.” In order to give the customer a good idea of how his dream can come true, Viola Christophel draws up a virtual model of the house on the computer, precisely matching the customer’s wishes. At the end of the sales talk, the customer receives a computer print-out of his future house – an especially important moment, as Viola Christophel emphasises. “The customer sees his finished home in front of him. This raises his anticipation.” Before the customer leaves, something important must be taken care of: Agreeing on a follow-up appointment to clarify all the planning and financing details.

				
					Proactive marketing

					Intense marketing is an integral part of Viola Christophel’s work. She is responsible for local marketing activities, while headquarters deals with national marketing efforts. Ad campaigns are supported by the franchise provider but Viola Christophel also takes advantage of being locally present, for example by attending local house building exhibitions and by making personal contact with potential customers.

					Showing structurally completed homes results in many customer contacts: As part of a marketing campaign, the Town & Country customer agrees to have his house shown before completion. “The customers are proud of their new homes, so most of them agree to have them shown,” says Viola Christophel.

					Customer retention worthwhile

					It is also worth one’s while to follow up with customers who buy a house only once in their lifetime, emphasises Viola Christophel, because “I get a lot of referrals from them.” The customers are proud of their houses and are pleased to pass their positive experiences on to others. Therefore, Viola Christophel is always able to turn to her referral customers if a potential customer wants to see a lived-in Town & Country home from the inside and exchange ideas with the home owner.

					Checking out the competition

					It’s not a taboo subject for Viola Christophel that prospects also check out the competition. “We can talk openly about that!” While she nudges some customers onto the subject herself (“Have you looked somewhere else yet?”), other customers, referring to the competition, try to haggle the price down several thousand Euros. In this case also, Viola Christophel has a clear strategy: “I ask the customer to re-examine if the same services he gets from us are also included in the competitor’s offer. As a rule, this is not the case.”

				

			

			
				After the visit is before the visit

				They may often be bothersome, but meaningful call reports help ensure better customer care and make preparation for your next visit much easier.

				Sales representatives who procrastinate in writing their call reports aren’t doing themselves a favour, because the “fresher” the experiences are in your mind the easier it is to put them on paper. Besides, there is less danger in forgetting important things. Your call reports must contain the following points:

				
						What type of visit was it (for example, routine visit, cold call, first visit, follow-up visit)?

						What was the goal/purpose of your visit (for example, to explore the chances for collaboration, to get to know the decision makers, to present a requested offer, etc.)?

						Who was present? What is their function? In what way or how strongly do they influence the buying decision?

						What were the results? Which agreements were reached?

						Did you reach the goal you aimed at? If not: What are, in your opinion, the reasons for that?

						Which follow-up measures should take place/were agreed on? Who takes the initiative/is responsible for them? By what date?

						Which actions must follow immediately?

						What other persons are involved/have to be included?

				

				
					Personal evaluation

					Your call reports should also include your personal evaluation of the following questions:

					
							How was the atmosphere during the talk?

							How does the customer view your company and your products?

							How high do you think the chances are for winning the customer and retaining him (if this is a potential customer)?

							How do you judge the stability and durability of the relationship with the customer (if this is an existing customer)?

							Do you notice anything unusual or strange, perhaps some changes, an improvement, or a change for the worse ?

							 How do you assess the customer’s current situation, his own position in the market and the economic trend?

					

				

			

			
				
Approach service creatively

				Customers like businesses that find creative answers and solutions for their needs.

				Every single contact with a customer presents you with an opportunity to be creative, but you also ought to creatively develop your longterm strategies for better service.

				Some tips for turther practical steps:

				
						
Compose a list of all your routine behaviour patterns regading your customer relationship (for example, predetermined words of salutation, standard letters, etc.)

						Try to break the routine with creative behaviour that shows the customers how much you appreciate them!

						
Review all the initiatives that you and your employees have displayed towards your costomers during the past weeks. Try to determine what impression you might have left.

				

				Creative managers regularly conduct brainstorming sessions with their teams to develop new ideas. Beforehand, it has to be made absolutely clear that such meetings proceed devoid of restrictions, negativity, assessments, and criticism.

				These criteria should be measured against the analysis:

				
						Is the idea unique?

						What is your gut-feeling regarding this idea?

						Does this idea fit your customer and is it worth developing?

						What are you trying to achieve by implementing this idea?

				

				While routine devalues the relationship with your customer, creativity valorises it. Creativity enables you to give more than you are contractually obliged to do. That way you can be a step ahead of the competition and other market participants. This is often achieved easier than believed.

			

			
				
Approaching customers on the spot


				With the help of geo-marketing, target areas and available addresses can be examined for their potential in advance. This regionally individualised target group approach is the key to success in direct marketing.

				In the geo-strategic optimising of a direct marketing campaign, not only demographic data such as age, profession, household income, or information pertaining to product affinity play a part, but also the proximity to the competition, or the distance and routes to the supplier’s locations and branch offices.

				The available amount of data on business and consumer target audiences is enormous: Schober’s subsidiary, Infas Geodaten, has a household database including 35 million home addresses at their disposal, selectable by microgeographic characteristics, more than five million so-called lifestyle addresses, selectable according to specific buying intentions, consumer focal points and interests, more than seven million private email addresses with consent for email marketing, and more than five million business addresses in Germany, Austria, and Switzerland. 

				With the help of geo-information systems, the GfK (Association for Consumer Research) Geomarketing is optimising their customers’ dialogue marketing campaigns. In this process, applicable addresses are filtered from the existing pool of addresses, responses are analysed, and the levels of efficiency are compared. What lies behind this: In a mailing campaign, the response rate can indeed be measured but most of the time the senders are deprived of the information about where exactly their informative letters had a high response and in which regions a comparatively small response was achieved.

				By using a recent example, the mechanism of the geo-strategic optimising process becomes clear: Mailings were to be sent to retail businesses. The following objectives were to be taken into account: To localise profitable target areas and target groups in order to minimise or altogether avoid wastage, to measure the mailings’ response rate differentiated according to regions, and to determine its consequences for sales. The goal was to reach retail businesses that are located in affluent regions allowing the sender of the informative letters to achieve a high contribution margin.

				Initially, for the selection and evaluation of this data, the addresses were important. On the basis of the postal code, they were put into a geographical order and placed on a map. Because of the addresses’ geographic relation, more potential factors could be taken into consideration. For example: What part of the general buying power is available for the retail industry? Through this procedure, it was possible to find locations with strong retail trade – and these regions were especially interesting for the mailing campaign.

				The costs for geo-strategic optimising of direct marketing campaigns vary, dependent on the depth of the analytical examination. If a client simply wants to isolate regions according to one specific characteristic like buying power, a few hundred Euros will suffice. For a more precise approach – perhaps down to the geocoordinate level and that for many regions – the expenses could possibly reach the six-figure area. A tip: In order to raise the economic efficiency of geo-marketing, let your company’s various departments such as marketing, media planning and sales, share the secured data.

			

			
				Be proactive in getting referrals


				Almost everyone in sales has heard appreciative words from their customers. But not enough salespeople ask for a written recommendation.

				Positive feedback from customers is the best advertisement for sales representatives, their companies, and their products – provided that it is made public. Especially valuable are written testimonials created by people whose opinion is highly esteemed among a large circle of potential customers. For management consultant Alexander Christiani from Starnberg it is imperative to document the credible statements of satisfied and enthusiastic customers. In his opinion, something in writing is much more convincing than the spoken word.

				Take calculated steps

				There is one problem: Rarely does a customer feel bound to compose a referral letter. Even if you ask him for it, you must reckon with having to broach the subject again until the whole matter becomes embarrassing to you. Christiani, therefore, recommends keeping matters firmly under control by offering to formulate the referral letter for the customer. 

				Example: A customer just made some positive remarks about your products. You seize the opportunity and ask him to give you those remarks in writing, which the customer assures you he will do. You thank the customer and continue with the sales talk. 

				After a few minutes you return to the subject “referral,” emphasising how pleased you are about the customer’s promise. At the same time, suggest to relieve him from the bulk of the work by writing up a draft which the customer could modify if need be. According to the experience of Alexander Christiani, “Most customers gladly agree to this procedure. And if we do the preliminary work, eight out of ten customers feel obligated to keep their word and send the referral back.”

			

			
				Being present without pressuring


				Salespeople who put their customers under pressure and push them to make the buying decision, attain only short-term success, if any at all. It’s much more likely that the customer will not buy in the first place or regrets his purchase afterwards.

				Sales experts agree: One of the most important success factors for sales representatives is their presence with the customer. This applies especially to acquiring new customers, “If you let more than 15 days go by between the initial and the follow-up appointment, you are banished from the customer’s mind,” explains Michael Weber, Sales Manager Germany for Viessmann, Allendorf.

				More often than not, this presence with the customer is mistaken for applying massive pressure. Instead of showing an interest in the customer and taking his needs seriously, he is pressed towards a decision. This starts as early as scheduling the appointment, says telephone trainer Klaus J. Fink from Bad Honnef, “If the appointment is forced on the customer, he develops a feeling comparable to buyer’s remorse.”

				Offering benefit instead of applying pressure is the most promising way to go. On the one hand, sales reps should allow their customers enough free space so they won’t feel pressured but on the other hand convey to them that they always will be there for them and advise them competently in all important matters.

				For example, it is especially beneficial to the customer, if the sales rep makes the transition to the new supplier as easy as possible, “ This entails, for example, the sales rep programming all the important contact numbers into the customer’s telephone system,” explains Michael Weber. Moreover, conducting extensive user workshops for customers and supporting them in all technical matters are decisive factors in retaining your customers.

			

			
				Benefit beats price

				Sales people, who focus their presentation strictly on customer benefit, don’t need to fear price objections

				Alfred A., a sales representative for an outside supplier from Essen, had no explanation for a phenomenon he was experiencing, “I noticed that customers started coming up with price objections just as I was giving a detailed explanation of the product advantages.” But as soon as a customer told him openly, “That may all be fine and dandy, but what do I get out of it ?” the truth dawned on him. “I realised that I had disreqarded, one crucial step: to explain to the customer how he can benefit from the product.” 

				This experience prompted the sales rep to reassess his sales argument, “Now I’m no longer content just knowing what the product can do but I think about how it can benefit the customer.” Alfred A. encountered a basic problem that his colleagues were also confronted with, “When we were introduced to the latest products, we always received a lot of information from our company, which, for the most part, consisted of technical papers and data sheets. Even we had difficulty in figuring them out.” 

				In-house workshops 

				Alfred A. and his colleagues approached their sales manager about this problem. “We made it clear that we are much too fixated on the product features which really puts customers off.” reports the sales rep. “Then we sat down together in workshops and figured out what to improve and how to go about it.” 

				Alfred A. is very pleased with the results, “We were determined to get to the bottom of the matter: What do our customers want? Where do they have problems? What is it that will benefit them?” 

				During the workshop it became clear to the sales reps that often the most obvious things are important to the customer and that there is much he’s just not interested in, “If I read all the technical data to the customer, he’ll forget them quickly. But if I tell him that this product is suited for a number of purposes and that it saves him time and costs – then the customer really knows what benefit he gets if he buys.”

				
					Quick tip
Emphasise the customer benefit 

					According to Dr. Irene Glockner-HoIme, a sales expert from Stadtbergen, “It’s easy to walk into the ‘benefit trap ’ and talk about the product advantages instead of the benefit it provides to the customer.” She explains that a product is not beneficial, per se. Only if the product is applied correctly, the customer derives an advantage from it. This advantage is the customer benefit and it should be emphasised clearly. Here are some examples:

					
							The product benefit of an innovative measuring device for production lies in even more precise measuring. The customer benefit, however, lies in the decrease of the production costs.

							The product benefit of a navigation system lies in being guided automatically to your destination. The customer benefit lies in arriving relaxed and safe at your destination.

							The product benefit of automatic machine maintenance lies in not having to take care of anything. The customer benefit lies in, for example, increased safety and time gained.

					

				

			

			
				Call centre agents act as “secretary”

				Negative examples have had harmful effects on the image of call centres. But the successful collaboration between a call centre and an industrial company shows that it can work with a different approach.

				If sales reps schedule all of their appointments themselves, they come under time pressure. That is why Heinz Maisel, CEO for Stäubli Tec-Systems Connectors from Bayreuth, decided to collaborate with the CommuniCall Contact Center, also located in Bayreuth.

				“Each call centre agent who works for Stäubli only sets up appointments for the sales representatives assigned to him,” explains Alexander Bernreiter, who is in charge of the Austrian sales territory. “You could call us the sales force’s secretary.” Bernreiter and his colleagues make it a point not to convey to the customer that an anonymous call centre is calling but a colleague from the sales force. If the customer has questions or wants to postpone an appointment, he contacts the agent, who, upon request, gets him in contact with the sales rep or arranges for the customer to be called back immediately.

				In order to avoid a clashing of appointments, the call centre agents schedule customer visits two weeks ahead of time. The agents enter the dates into Teamspace’s Internet-based appointment calendar, which can be accessed at any time by the sales reps and where they enter their own appointment dates, scheduled with their key accounts.

				The sales reps also inform their “secretary” which routes they are driving. “We’re using postal zones and schedule appointments only with those customers who are located within the allotted zone,” explains Marco Dünkel.

				Close dialogue with the sales force

				It is the call centre agents’ uppermost goal to schedule qualified appointments for the sales force, “Once a week we receive feedback from the sales reps on what became of our appointments,” says Marco Dünkel. Because of the close dialogue with the Stäubli sales force or with the regional sales managers, the call centre agents are able to optimise their actions continually. This involves, for example, analysing the requirement and determining the right contact. “In 90 percent of all cases, it is the production manager” reports Marco Dünkel. Still, he has to ask precisely each time, “In some companies, there are several contacts and sometimes I have to contact them individually.”

				If an appointment is set up, it is always confirmed to the customer in writing – however, not before the next day, as Alexander Bernreiter emphasises. “It could happen that the sales reps also scheduled new appointments but didn’t enter them into the appointment calendar until the evening. Therefore, we compare the dates before we confirm the visit to the customer by e-mail or fax.”

				Conclusion: Because of excellent coordination and a continuous dialogue, the collaboration between the call centre agents and the sales force is being steadily optimised.

				
					Well prepared

					Before the call centre employees were able to start scheduling the sales reps’ appointments, they received thorough training from customer Stäubli. Because the company sells products which are in need of explanation, such as a variety of couplings, robots for industrial needs, and a wide range of industrial accessories, the call centre agents had to acquaint themselves intensely with the new matter. In addition, the call centre agents receive continuous training at Stäubli, usually conducted by one of the regional sales managers. “Of course, we don’t need the complete technical know-how but at least enough of it to determine the customer’s requirement,” says call centre agent Marco Dünkel.

					If the customer asks more probing questions over the phone, the moment has come to schedule an appointment. “Then you reply to the customer that it’s best if a sales representative explains the details,” says Alexander Bernreiter.

				

			

			
				Classic marketing traps


				Detecting corporate mistakes early prevents wrong decisions

				Quite a few small and medium-sized companies are subconsciously falling into the same traps: Frequently, the much-feared competition beats you to the punch, gaining the customer’s favour and perhaps even ruthlessly hijacking your very own ideas. What is the problem?

				Many small and medium-sized businesses are bowing low to the motto: just don’t stand out.

				They are afraid of

				
						provoking the competition,

						being a magnet for buyouts and takeovers,

						
alluring intellectual theft,

						becoming a victim of the media,

						inspiring jealousy in their community, etc.

				

				In a safely tucked away and concealed niche, life can flash by comfortably by comparison. The downside of this, however, is that it will continually become more difficult to attract new customers and to distinguish yourself in a reputable way or for potential customers to even find their way to you, much the same as qualified employees. In the event of an “incident,” you can be sure of the fact that the press and respectively the public will react far more concerned to such news from an unknown entity than from an already respected and well-known company!

				Textbook trap of the small and mediumsized businesses: not being able to let go.

				They are afraid of

				
						
bidding farewell to a portion of theis customer base:

						even if it hardly generates anu revenue,

						accumulates high costs and

						
jams capacities that are essentially needed for expansions and development.

				

				Many small businesses initially start their business activities with only one product or service. After a successful start, variants are developed, new product lines are added and everything broadens instead of striving forward. Often, it is believed that maintaining as many products as possible can generate steady sales or even increase them. But that is a fallacy!

				
						Constantly review your product portfolio, looking for the key providers.

						
Amply practise cost management and use controlling instruments.

						Aside from revenues, direct your attention to the creation of value, respectively the EBITDA (earnings before interest, taxes, depreciation, and amortisation.)

				

				The human resources trap: hurt no one.


				They are afraid of

				
						rearranging the personnel structure regarding executive and employees:

						because it is often belived that doing so may destroy the corporate climate, culture, of the existential self-image.

				

				This is the most malicious trap yet: Employees and executives have brought the company to the top with team spirit and loyalty

				Yet, this may have led to subliminal conflict and resentment amongst them. Executives, who are blocking one another, constrain the desperately needed implementation of effective marketing strategies far more often than suspected.

				So, what can you do?

				Scrutinise your personal formulas for success regularly and dispose of them if needed, when new necessities are emerging on the horizon. For these decisions you will, above all, need objective targets and controlling instruments.

			

			
				Comunicate visions

				Do not just talk about visions but awaken them in your employees.

				Visionary mission statements are the elementary fuel for entrepreneurial planning and action. Visions secure a one-of-a-kind market positioning and build important gateways into the future.

				But what is the stuff that dreams are made of? And in which way can it be realised purposefully? What does the word “vision” actually mean? Sadly, in everyday practise it is often mixed up with similar and frivolously used buzzwords. 

				Conceptual delineation from correlating terms 

				For example, the much-quoted corporate philosophy should manifest the management’s uppermost core values, while the corporate policy manifests the product and market goals as well as the financial, social, and managerial goals.

				The overall concept statement specifies the chief behavioural guidelines and the managerial style of the company. The mission defines the current function and placing in society. Yet, the vision identifies what the company shall represent and create in the future. Visions are the mental images of a prospective reality.

				So, a vision is something that looks beyond our momentary existence, it enriches, nourishes, and amplifies us. A vision, therefore, always outlines the idea of self-actualisation.

				What effects do visions have?

				
						Lived visions cause an inciting effect on employees, because within them their worthwhile future is reflected.

						Visions are the source of innovation and promote vitality and a fast pace.

						And: They place the customer and his requirements at centre stage.

				

				So nowadays, it is the management team’s most crucial ability to be masterminds in fabricating visions. Not to “let run” but to “run yourself” and predetermine what the company will be and do in the future. For example:

				
						The best service in the industry.

						Worldwide low-cost leader.

						The most successful business.

				

				How can you get those visions off the ground?

				A vision can only achieve the desired behaviour when it is communicated and implemented in a goal-oriented manner and when the result is rewarded properly. That is why the managers have to align these visions with the individually set goals of the salespeople because peak performances can only be the result of self-motivated endurance and personal commitment. Your employees should fantasise and “envisage” themselves in the desired condition:

				
						How do you see yourself as a successful salesperson?

						How will you face your customers?

						How will your success affect your personality?

						What new things will you have learned?

				

				But never forget: No objective in this world, no award, however luxuriant it may be, no promise for a pay raise, however high, could motivate a mountaineer to keep climbing the peak again and again at the hazard of his own life. Only he himself, only his own free will and endurance can achieve this.

			

			
				
Complaints are opportunities

				Sales representatives need to take each customer complaint seriously and respond immediately.

				Many times Wolf T., a sales representative for a supplier in Essen, has received text messages like this one from his colleagues in the internal sales force, “Call customer XYZ right away, he’s very upset !” – “And when I called back it turned out that it was only a minor detail that had to be resolved in order to make the customer happy again.”

				However, Wolf T. knows that no customer complaint should be taken lightly, “You always have to react quickly. What’s most important is to convey to the customer: I do what I can. Even if you can’t drop everything, you should make it clear to the customer that only he matters right now.”

				Two customer groups

				Walter G., a sales rep for a commercial enterprise from Berlin, divides his customers into two groups: the desperate ones and the ones who crave attention. “The latter ones use the opportunity to be the centre of attention. It’s not so much about the matter itself. In contrast, the customers from the first group are really helpless and hope that someone rescues them from their plight.”

				Conclusion: Professionally handled complaints present an excellent opportunity for expanding business with the customer. In Walter G.’s words, “The happy ending of a complaint often means a new order.”

			

			
				Correct assessment of customer inquiries

				All the efforts the sales department puts into the acquisition of a new customer often turn out to be in vain because the prospect decides to buy from the competitor after all. One corrective measure to prevent this is a substantiated calculation of the buying probability for each customer inquiry.

				In principle, it is true that each customer inquiry has to be answered as quickly, competently, and comprehensively as possible. But businesses have to bear cost-effectiveness in mind and can’t allow themselves to pay the same degree of attention to each prospect. The internationally operating market research firm Vocatus, based in Munich, developed a model called lead scoring, which supports companies in the assessment of customer inquires. Based on statistical procedures, each inquiry receives a purchasing probability score.

				The problem is that “A large number of inquires score very low in buying probability,” says Mark Lendrich, Senior Project Manager for Vocatus, and illustrates this fact by using the example of an automobile manufacturer examined by Vocatus. In this case, 23 percent of the customers produce 81 percent of sales. Lead scoring provides an extremely precise prediction model. A process called data mining identifies influential factors that show a high connection with purchasing probability. Factors, such as customer type, socio-demographic data (such as age or gender) and all other available data about the customer are taken into account. During the examination, the market researchers analyse the customers on the basis of data collected from order forms that the prospects completed online on the car maker’s website.

				Aside from the fact that some customers do not fully complete the form, aspects such as the age of their current car or the amount of extras are incorporated in the evaluation. “In some companies we experienced that prospects going to great trouble over filling in the form, score higher in purchasing probability,” explains Lendrich. But even less obvious connections to buying probability can be discovered this way: A prospect who completes the website form and also uses two or more different modules on the website and configures many typical extras into the vehicle scores, statistically, a buying probability of 97 percent. Another prospect, being only 20 years of age but otherwise showing the same data only scores a buying probability of 5 percent.

				But: “A prospect is not more inclined to buy a car because of his repeated contacts with the manufacturer,” underlines Lendrich, “rather it can be determined statistically that those customers who had repeated contact, have a higher buying probability.” In this way, certain customer inquiries will take priority. This makes lead scoring an important tool, for example, in the sales support for dealers. “At the same time, customer inquiries can be dealt with more efficiently, which in turn increases the company’s profitability and sales,” says market researcher Lendrich.

			

			
				Customer service boosts sales


				Your colleagues from customer service may be able to provide you with hot sales leads. Therefore, it pays off to keep in contact with them.

				The customer service reps from a mediumsized factory in Krefeld have long since gotten used to the following ritual: If the doorbell rings at their branch office at 11 A.M. on Fridays, it is Manfred G., the colleague from the field sales force. He comes in, shakes hands with everyone and exchanges a few words about the weather, the upcoming vacation, or the local soccer team’s weekend match.

				An outsideobserver, watching this scene, may arrive at the opinion that Manfred G. is not necessarily one of the most industrious people in his guild. He seemingly dawdles with his colleagues instead of taking care of his customers.

				High benefit

				But one couldn’t be more wrong. The hour he spends at the customer service branch provides Manfred G. with high benefit. During the small talk, he hears things he never would have found out otherwise. For example, a customer service rep recently told him that the machine, installed at a customer’s in Ettlingen, is showing considerable signs of wear. To Manfred G., this information was ready cash, “I called there immediately and got an appointment, which gives me the opportunity to introduce our new product to the customer.” Manfred G. is certain that he will return from this appointment with an order.

				Valuable lead

				A lead, coming from the staff members of a customer from Hamburg and overheard by one of Manfred G.’s customer service colleagues, proved to be a “real stroke of luck” for the technical sales rep, “Company … plans on moving to Poland!” The following week, Manfred G. already had a meeting with the company’s general manager and made him an offer, “In case you’re planning to open a production site in Poland, may we …?” Manfred G. still remembers the customer’s reply, “I think you got a hotline to Heaven!”

				However, the service technicians do not always pass on something positive to him: “They also tell me when a customer complains about quality defects or when they discover a competitor’s machine. My colleagues know that I will always listen to this sort of information.” What’s more, “When they’re at the customer’s premises, they do far more than take care of their regular work. They talk to the operating staff and to the foreman. If they happen to meet the Head of Engineering, they always exchange a few words with him. My colleagues are always on the lookout for valuable tips and leads.”

				
Extended arm

				To Manfred G., the customer service department has long since become the extended arm of the sales department. Much has become routine. Since the beginning of the year, every evening the service branch secretary faxes him the service technicians’ work reports, “Now I’m able to keep track of which machines are standing at what customer’s, how old those machines are, what condition they’re in, and where it may be worthwhile to inquire about replacement purchases.”

				From time to time the customer service reps even take on selling tasks on behalf of Manfred G., “They may ask the production manager if a machine’s achievement potential is still sufficient and if it wouldn’t be better to use a product with a higher processing speed. Or they bring along prospectuses featuring our new products and explain to him the benefits those offer.” If the customer shows even a trace of interest, Manfred G. gets informed about it right away.

				It is not just due to the service reps’ collegiality that the information source “customer service” flows so well. It’s has a great deal to do with Manfred G. He does not leave it at saying “thank you” but sometimes invites the whole team to dinner at a restaurant.

				If he managed to turn a small lead into a lucrative sale, then he is quite generous toward the tip provider: In the case of the company expanding business to Poland, Manfred G.’s “thank you” to his service colleagues consisted of a digital camera.

			

			
				Customers, associates, and partners in the same boat

				The drugstore chain dm-group presents itself as an exemplary partner of customers, associates, and suppliers. The company substantiates its high repute with extensive corporate citizenship.

				Since the company was founded 32 years ago, orientation toward customers and associates has been the top priority for the dm-group, one of the leading drugstore chains in Germany, Austria, Italy, Hungary, and some other European countries. To stay in that position, the company invests greatly in the improvement of what it has to offer: That the company is always willing to listen to the customers’ wishes is exemplified by the chain’s efforts in point-of-sale research. In the past years, the stores were continually optimised and designed more customer-friendly with the assistance of renowned market research institutes. The shopping atmosphere in the dm stores is an important component in the company’s POS concept. Everything, from floor to ceiling, is geared towards conveying a harmonious impression. Seasonably changing ceiling decorations complement the shop windows’ motifs. Spotlights transmit different colours, and sporadic spectral light which adapts in colour to the respective season, is supposed to provide a pleasant atmosphere. The reward for such efforts: Commercial experts from AC Nielsen confirmed to the dm drugstores last year to have the most loyal customers. According to the researchers’ study, dm customers spend significantly more money for drugstore products in “their” market than the customers of the competition chains, Schlecker and Rossmann. Another analysis, the “shopper study” conducted by Procter&Gamble, gives dm similarly high marks, just as a study about the competitive environment in drugstores, conducted by Lever Fabergé. 

				To embrace the consumers’ problems – that is the quintessence of dm’s customer principles: “We aim to distinguish ourselves in the eyes of our customers from our competitors. We do so by using all appropriate marketing tools in order to win consciously -buying, regular customers whose needs are meliorated with our range of products and services offered.” The in-house bio-brand Alverde (this is also the name of dm’s customer magazine) builds a bridge between products and the company’s longstanding and extensive social engagement: dm, for example, started a concerted effort with the German Aids Foundation or supports the foreign aid association Sekem. For such activities, dm’s chief executive officer, Professor Götz W. Werner, was decorated last year with the Federal Cross of Merit.

				It’s part of the corporate strategy, that in addition to all these efforts, dm interacts especially well with its associates and business partners. “Although customer orientation is considered to be the dominating factor in all activities, also required is an equally substantial consideration for and support of associate orientation,” is the gist of what has been written in an internal paper. Each associate is to be “perceived objectively in his job.” dm attaches great importance to a trusting, good relationship with its business partners. By means of a questionnaire, suppliers as well as dm regularly submit their assessment of collaboration. Evaluated, for example, is accessibility, the completeness of information, or cooperation when new products or services are launched.

			

			
				
Diligence and consistency lead to success

				Successful time management demands two things: A clear, realistic strategy and consistent implementation.

				In practice, strategic time management is implemented only sporadically. But as long as salespeople aren’t clear about what their priorities are and as long as they don’t determine concretely what is really important and takes precedence, they will not even attempt to tackle certain projects.

				One typical example, noted by Dr. Ewald Lang, trainer and management consultant from Munich, is the acquisition of new customers. Prospecting demands a great deal of time and effort and takes a while till success ensues. Therefore, one is greatly tempted to return to short-term “success” by continuing to generate sales with the existing customers.

				However, to set clear priorities means making a decision, which is best done together with the sales manager within the target agreement. The closer the communication and the more regular feedback is given, the better the sales manager will be able to support the sales force in reaching their goals. 

				For example, if there is an agreement that the sales rep wins over a certain number of new customers and if this goal has top priority, it clearly has to show up in the time management planning. After all the tasks have been planned and scheduled, the next step is the most important one: the implementation. In this case, success depends on simple virtues, such as diligence, consistency, and discipline.

				Conclusion: “A diligent salesperson will always achieve better results – even if he may not be a ‘natural sales talent.’ The more consistent and disciplined he sticks to his set objectives, the more successful he will be,” says Dr. Ewald Lang.

				Know what’s stopping you. The best time management is useless if “something always keeps cropping up.” Dr. Ewald Lang summarises the reasons why we often procrastinate:

				
						If the goal is still a long time away, actions are moved to the back burner. Solution: Move up the dates for action or commit yourself to partial steps and goals and control if the partial goals have been reached.

						The fear of tackling something new. Solution: Consider what would be the worst that could happen and then put the worst case in relation to the actual experience.

						
The fear of failing and experiencing defeat. Solution: Make it clear to yourself that it is much worse not to do anything. Only this is defeat.

						
Clinging to what you are familiar with because you know that you can do it well. If things have gone well so far, you lack the motivation to make changes. Solution: Make it clear to yourself that new goals open new perspectives.

						A lack in motivation – there are no (negative) consequences if you do not tackle the task. Therefore, one doesn’t do anything about it and everything goes on as it did before. Solution: Accept motivational incentives, e.g. along the lines of variable remuneration.

				

				
					Assigning priorities

					Assign priorities to all upcoming activities, for example prospecting, recapturing lost customers and servicing current customers. Then, allot percentages to your priorities in accordance with how much time you want to spend on each task. It is important that your planning be realistic: Fixed appointments and time periods, for example recurring weekly meetings, consultations with the internal sales force, office work, etc. have to be determined as fixed time blocks. Then, determine the time you want to spend on the individual priorities. This may, for example, result in the following weekly schedule: 2 days for prospecting, 0,5 days for recapturing lost customers, 1,5 days for attending to current customers. The extra day, for example, could be your office day on which, of course, you’ll be also integrating your tasks.It is important that you inform your colleagues about your fixed times and days. For example, the internal sales force or the call centre, which schedules your appointments, needs to know which days are open for visiting potential customers and which day you have designated to be your office day.

				

			

			
				Discuss a customer’s buying inhibitions openly

				If a customer drags out his decision it is a sure sign that he is struggling with buying inhibitions.

				Gerald F. has been selling luxury company cars for years. Still, it became rather difficult for him to get his customers to sign the sales contract, “They raise all sorts of objections and ask for time to think it over. Some of them pretend not to be there when I call to find out how far they’ve come in making a decision.”

				The way these customers behaved caused him considerable anguish, “I was at a loss and didn’t know what I was doing wrong. Then I began to doubt whether I was really working in the right industry.”

				Finally the car salesman tried a different strategy, “I simply asked my customers what is keeping them from making the final decision.” Then Gerald F. found out the following, “They want to buy but are concerned because they find it inappropriate when they’re pushing for cost-saving measures in their companies and then show up with a new luxury car.”

				Since he knows about this buying inhibition, it has become much easier for Gerald F. to come up with suitable arguments during his sales talks, “I convince my customers that they are not only entitled to a luxury car but by driving it they exude success and convey security to their staff and customers.”

				Thorough analysis

				Even in the capital goods business, where normally only hard facts and figures matter, salespeople are struggling with unspoken buying inhibitions. Sales engineer Helmut K. from Hannover has no illusions about potential risks, “Initially, one is quite confident that there is nothing to stop the closing and suddenly you are dealt a blow: The customer declines without further explanation.”

				Therefore, the sales engineer has gotten into the habit of watching for possible buying inhibitions from the beginning of the acquisition process. By taking a close look at the customer’s company and the customer’s behaviour, he can assess what type of customer he is dealing with. If he is still not ready to draw a conclusion from this, he asks a few seemingly insignificant questions in order to determine which buying reservation he has to be prepared for. 

				Picking up signals

				“A couple of weeks ago, for example, I visited a customer whose visitors’ room was furnished with a faded corner seating unit and closets from the 70s. It dawned on me immediately: If the customer is that miserly, an old machine must be completely unserviceable before he decides to purchase a new one. Helmut K. based his sales strategy on this estimation, “First we talked about today’s high wages and utility costs. Then we wondered how we could force them down in order to reduce production costs. Now I was able to bring my machine into play. I explained to the customer how he could make money selling his old machine and lower costs and increase profits by purchasing a new one.”

				Helmut K. has to deal with tight-fisted customers not nearly as often as with anxious ones. Such customers quickly give themselves away, “You detect their worries in every question and answer. They are afraid they will overextend themselves if they buy the machine or that they can’t operate or make correct use of it.” In order to be completely sure what keeps customers from buying, the sales rep directly addresses the supposed reason for not buying, “In using examples and facts, I make it clear to the customer that his reservations are completely unfounded.”

			

			
				Do all customers deserve equal treatment?

				Value-oriented customer management requires that there be a clear distinction between key account management and the activities of overall sales.

				In genuine, value-oriented customer care, it is impossible to give every customer the same treatment. Intensity and strategic focus of the costumer contact depend upon the customer’s contribution to the company. A clearly defined boundary between key account management and servicing less profitable customers does more than save costs because customers with low profit contribution don’t need to be cared for so elaborately by the sales reps. It also eases the work burden of qualified sales professionals because they are now able to concentrate their efforts on profitable key accounts.

				The international management consultancy, Miller Heiman, recommends to first closely analyse the competitive situation from the key account’s point of view and to develop separate sales argumentations and strategies. This view is also supported by sales expert Peter Winkelmann. Absolute musts for key account management in the industrial goods industry are: providing individual care, separating responsibility for turnover and results in sales, and developing joint projects (so-called customer integration).

				In an assessment for the University of St. Gallen, Uwe May, General Manager for the consultant firm Maihiro, explains, “Within the realm of value-oriented key account management, different product and service packages should also be compiled for the customers according to their significance.” Customer service that makes a distinction between key accounts and less profitable customers could look like this:
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