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Preface


The goal of this book is to show you how to build a clientele, not just make sales. We will focus on selling in a way that your customers will want to do business with you again and again.


To accomplish this, we are going against the current so you can see things from a totally different perspective. On your part, this will involve expanding your viewpoint and changing your vocabulary. You will need to see selling as what it really is… a profession—one that rightfully belongs alongside the professions of law, medicine, consulting, and finance and requires more than just a gift of gab, a firm handshake, and a perpetual smile. The sales profession requires you to become proficient in all of the activities and skills listed under the sales bicycle on page 9.


Before you start feeling overwhelmed, let us assure you that it is not as hard as it sounds; however, it does require effort. Perhaps a salesperson should take an oath just as doctors and lawyers do. The oath would clarify the key requirements of the profession and serve as a constant reminder of the salesperson’s responsibility. It would clearly state that this profession is not to be entered into casually or taken lightly because it is a career, not just a job.


The Salesperson’s Oath


I choose to be a professional in the field of selling. I make this choice knowing that selling has many requirements.


Selling requires caring. In order to serve others and to help people own the right product or service to fill their needs, I must learn to identify their needs. I must be skilled in the twin arts of probing and listening, for one without the other is useless.


Selling requires planning and study. For my sales career to endure, it must be built on a foundation of solid planning for long-term and short-term success. I must study my products and services until I know them thoroughly. I must know exactly how each customer can benefit from the use of my products or services. I must study the selling skills that will allow me to help my customers own the right products for their needs.


Selling requires strength of character. There will be times when I am tempted to make an easy sale that does not benefit the customer. At these times I must have the strength of character to avoid the sale and act in my customer’s best interest. I must be able, at all times, to say that I have advised the customer to do exactly what I would do if I were in his or her position.


Selling requires determination and persistence. Many on whom I call will not buy my products. I must believe unflinchingly in the law of cause and effect (every good act brings a reward, every bad act brings a consequence). If I make enough calls with a professional attitude on qualified customers, I will achieve my goals.


Selling is dependent on the free enterprise system and is an integral part of it. Selling is based on the premise that one person’s knowledge, skills, and handiwork can benefit another. It is also based on the belief that those who provide a service should be compensated. Profit is the incentive that motivates improvement. Profit, whether financial or otherwise, is a part of ownership, and with ownership there is always responsibility.


Selling requires responsibility. I must recognize my responsibility to serve my client well, uphold the principles of this oath and my profession, improve my own knowledge and skills, and profit from my labors. When I earn their respect, it is my right, for I am a professional salesperson. In today’s society, professionals are not measured by the business they are in but by the way they are in business.


Selling as a Long-Term Occupation


The American dream has always been to start at the bottom and make it to the top. We have been Horatio Algerized into thinking that climbing the corporate ladder is the road to fulfillment and success. Recent experience has shown that this is not necessarily so. One need not start at the bottom or make it to the top to be successful. Success in recent years has been redefined as the achievement of worthwhile goals and the realization of self-fulfillment while achieving them.


There is no “bottom” in the field of selling. A forty-year veteran and a one-week rookie are on the same level when they go in to see a customer. It is the level of professional skill that determines which one gets the sale.


Selling has no seniority system. Just because you have been around a long time does not mean you are more professional or successful than another. Some twenty-year sales veterans are said to have one year’s experience repeated twenty times, while others grow with each passing month and reach higher levels of professionalism in a short time.


Is a Salesperson All You Will Ever Be?


In other occupations, a person who has mastered a certain job typically wants to move up to the next level. Thus, it is natural to be constantly building toward acquiring the boss’ job—and then the next one above that.


Selling has no such process. It requires a different growth orientation. Rather than striving for the position of sales manager, you are striving to become a better salesperson. Being paid according to sales gives unlimited income potential to the professional who is dedicated to becoming a better salesperson.


This book is dedicated to making you a better and better salesperson. It provides all the information and techniques you need to run your selling career as a business—a highly successful, profitable, and ethical one.
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Salespeople Are Managers of Sales


THE premise of this book is that salespeople must assume many of the sales manager’s responsibilities. Does this mean that sales managers are not doing their job? Perhaps. However, the fault may not be the sales manager’s. Sellers promoted to sales managers may be ill prepared for the new job or not allowed to perform effectively in it.


Are Sales Managers Dinosaurs?


How much time has your sales manager spent coaching and counseling you in the field? How effective have your performance reviews been? How often has the information and directions provided by your sales manager been confusing or conflicting? How effective has your sales training program been in providing knowledge and skills that improve your performance? What criteria are you being measured on, and what constitutes performance? How efficient and equitable are the sales territories within your organization?


These questions may lead you to conclude that perhaps your sales manager is more of a superseller than a true sales manager. Jack Carew, in a recent issue of Sales and Marketing Management magazine, wrote “When Salespeople Evaluate Their Managers”:I


“Ken, a sales representative, has just returned from a performance review with his manager, Jerry. Ken is still seething. It had gone something like this:


First his manager reminded him of the sales objectives that had been presented at the last regional meeting. Then Jerry blasted Ken for losing an account to a competitor. He insisted that Ken had to do more prospecting.


Jerry then announced that he would be taking over an account that Ken was developing because, as he explained it, “I foresee some problems, and I want to make sure we close on this one.”


Finally, Jerry told Ken he was pleased with his progress. Despite some recent setbacks, he said, Ken was generally doing well. Now, if he would just get out there and open some new accounts….


Ken’s manager concluded with a warm, enthusiastic talk on how difficult it was to prospect, and how much disappointment was involved, but how sure he was that Ken would eventually be successful.


Sound farfetched? It’s not. In fact, for thousands of sales professionals, scenes like this are all too common.


Although Ken must think he has the most insensitive, demanding, and erratic sales manager in the world, his situation is actually typical. And so is the dilemma of his manager—who probably finds himself with too many salespeople to manage, too large a district to administer, his own account responsibilities, steady pressure from above to increase sales, and a tide of paperwork and “administrivia” that threatens to overwhelm him at any moment. Given all this, it’s no surprise—and no fault of his own—that Jerry’s “management style” has become a hodgepodge of directives mixed with intimidation and persuasion, polished off with a brisk motivational talk.”


Simply look at the way sales managers spend their time to get a sense of the burden and perhaps misdirection of your sales manager’s efforts. A study initially conducted in the early 1970s by Rodney E. Evans has been updated several times by the authors. It basically addresses the issue “How do sales managers spend their time?”:


Marketing Activities (19 percent)


• Analyzing sales data


• Communicating information to salespeople


• Digesting information from management


• Summarizing sales and customer data for management


• Reviewing competitive activity


• Forecasting future sales


• Reviewing sales coverage and salespeople territory alignment


• Advising on changes in price, delivery, arrangements, products, or new product development


• Managing advertising and/or other nonselling promotional activities


• Participating in the formulation of overall marketing policy


Selling Activities (36 percent)


• Making sales calls with salespeople


• Personal selling to own accounts


• Handling problem accounts


• Deciding on customer’s request for special terms of sales


• Expediting customer orders


• Working with dissatisfied customers



Administration Activities (18 percent)


• Managing the field office


• Keeping records


• Writing reports on various aspects of district operations


Financial Activities (7 percent)


• Analyzing selling-expense data


• Controlling inventory and warehousing costs


• Controlling costs of branch office operation


• Watching the trend of costs expended in relation to profits generated


• Preparing budgets


• Advising on the need for additional capital expenditure


Personnel Activities (20 percent)


• Training salespeople


• Establishing standards of performance


• Planning and holding sales meetings


• Advising salespersons on personal problems


• Handling problem salespeople


• Recruiting and selecting new salespeople


• Revising people specifications for field sales


• Reviewing compensation programs for salespeople


• Forecasting future personnel needs


As you can see, 80 percent of the sales manager’s time is spent doing work other than developing the sales team. The other activities are necessary and affect sales performance indirectly, except in the case of personal selling (36 percent).


This weakness in developing sellers is reflected in another study, this one conducted by Industrial Distribution with 10,000 industrial buyers. The conclusion was that today’s salespeople have some serious deficiencies:


• 96 percent said the salespeople did not ask for a commitment for an order, apparently because they had lost control of the selling situation.


• 89 percent said the salesperson did not know his or her products.


• 88 percent said the salesperson did not present or demonstrate the products; what he or she appeared to be selling was price.


• 85 percent said that salespeople lacked empathy.


• 82 percent said they would not buy from the same salespeople or companies again and cited “neglect” and “indifference” as the major reasons.


A study of 257 Fortune 500 companies found that:


• 83 percent do not determine an approximate duration for each sales call.


• 77 percent do not use the computer to assist in time and territory management.


• 72 percent do not set profit objectives for accounts.


• 63 percent do not use prescribed routing patterns in covering territories.


• 54 percent do not conduct organized studies of their use of time.


• 51 percent do not determine the number of calls it is economical to make on an account.


• 51 percent do not use a prepared sales presentation.


• 30 percent do not use call schedules.


• 25 percent do not have a system for classifying customers according to potential.


• 24 percent do not set sales objectives for customer accounts.


• 19 percent do not use a call report system.


Before you condemn your sales manager or become overly sensitive about your own professionalism, recognize that you can take a greater degree of responsibility in the development of your own selling effectiveness. This book gives you the tools to overcome these shortcomings and put you on the path to the top of your profession. Rather than waiting and depending on your sales manager, it behooves you to take control of your own destiny.


Becoming Your Own Sales Manager


You can become a superstar simply by learning how to ride a bicycle. Not just any bicycle, mind you—the sales bicycle. And not just by riding it but by mastering the art of maneuvering it. You must learn how to move the pedals to get maximum drive from the back wheel and to move the handlebars to get accurate direction from the front wheel. When you can do that, you will reach the destination of success, in both earnings and prestige. Want to know more about the sales bicycle and how you can master riding it? Read on.


The back wheel of our sales bicycle represents the business skills that give your sales career drive. It consists of the self-management and sales planning skills that help you call on the right people at the right time with the right product or service. The back wheel skills (business side) of selling are the primary focus of this book.


The front wheel of the sales bicycle represents the interpersonal selling skills that provide you with direction. Sales communications and face-to-face selling techniques are front-wheel skills. More specifically, your sales communications expertise encompasses your verbal and nonverbal communications skills, as well as your ability to size up prospects and be flexible in communicating with them. Your face-to-face (relationship) selling skills include your expertise in telephone techniques and correspondence, creating favorable impressions (image), studying prospect needs and problems (information gathering), proposing relevant solutions (presentation), confirming the sale (commitment and implementation), and ensuring customer satisfaction (follow-through). They are covered in great detail in our other books, such as Non-Manipulative Selling and Relationship Selling.


The back wheel is the focus of Be Your Own Sales Manager. In order to utilize the front wheel’s “Interpersonal Selling” skills effectively and efficiently, the back wheel’s priorities, plans, and programs must be in place. Much of what falls into the back-wheel category has traditionally been the domain of the sales manager. You must take on the back-wheel responsibilities if you are to become a true professional.


Chapter 2 covers the values and goals of successful selling. Your personal plan for the future in terms of career, family, financial, mental, physical, social, and spiritual goals is the logical starting point in the process. Chapter 3 assesses the organization’s goals and priorities as they affect you, the salesperson. What are your responsibilities? What are you being asked to do? To whom are you being asked to sell? What are the organization’s product mix priorities?


Chapter 4 shows you how to begin to develop sales programs to achieve your personal goals, and the organization’s goals and to develop satisfied clients/customers. Chapters 5 and 6 address the issues of positioning you to sell against competition by understanding the needs and behaviors of your customers and competitors.


Chapter 7, one of the cornerstones of this book, pulls together all of the previous material in the form of a territory plan. It provides explicit instructions on creating the sales plan through the development of an account portfolio, a territory plan, and an implementation schedule. The ideas and forms in this chapter alone could dramatically increase your sales effectiveness.


Chapter 8 develops your strategies and tactics for selling to your key accounts—those strategically important to both your short- and long-term successes.


Chapter 9 covers the crucial subject of prospecting. Without a good flow of qualified prospects, even the best face-to-face salesperson eventually fails. Sources of prospects and creative ways to reach them, qualify them, and monitor their progress from prospect to client are covered.


Chapter 10 provides you with the tools to measure and monitor your performance.


Chapter 11 addresses time management. Although the entire book will help you increase your productivity, which indirectly improves time management, this chapter provides tested methods that specifically address this issue.


Chapter 12 answers the question: “How do I keep myself motivated to do all this?” Carrying out the daily tasks that will eventually lead to your success as a seller is crucial. Sales are rewards in themselves in the form of remuneration. “Nice tries” and continuous effort are what motivation is all about. How can a sales manager motivate you if you can’t motivate yourself?


The Appendix presents a useful methodology for estimating the opportunities in your territory. It will require an investment of time and energy on your part. As you work through this book, use your best estimate of your territory market potential. If you are uncomfortable with your guesstimate, we strongly urge the effort that this Appendix will require. It is well worth it!


When all this is set in motion, our sales bicycle will look like this:


Figure 1-1II
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	BACK WHEEL DRIVE


	FRONT WHEEL DIRECTION







	“Managing to Sell”


	“Interpersonal Selling”







	SALES MANAGEMENT


	SALES COMMUNICATIONS







	Personal Goals


	Verbal Communications







	Organizational Goals


	Nonverbal Communications







	Marketplace Opportunities


	How to “Size-up” People







	SALES PLANNING/TARGET MARKETING


	(NON-MANIPULATIVE) RELATIONSHIP SELLING







	TERRITORY/TOTAL ACCOUNT MANAGEMENT


	INDIVIDUAL ACCOUNT MANAGEMENT







	Coaching


	Meeting







	Counselling


	Studying







	Training


	Proposing







	Evaluating


	Confirming







	Motivating


	Assuring








Let’s get on the sales bicycle and ride through the rest of this book together. We’re sure you’ll find this one of the most enjoyable and profitable trips you’ve ever taken.





I. Reprinted by permission of Sales and Marketing Management, copyright: March 1989.


II. We would like to acknowledge Larry Wilson of the Wilson Learning Corporation as the person who popularized the bicycle/sales analogy.
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Your Sales Career and Your Life


FOR many years, people lived with the mistaken belief that their home life and their work could be totally separate. Many people gave their families and personal lives a back seat to their careers. For years they chased only the carrot of success while other facets of their lives suffered.


In the 1960s the pendulum began to swing in the other direction. Young people started questioning the traditional values of the establishment. They denounced the all-consuming work ethic and advocated recognizing people as individuals with needs that extend beyond work.


Balance


We all need to keep our lives in balance. Many needs must be fulfilled if we are to be well adjusted and happy. Our basic needs can be broken down into seven categories: mental, physical, family, social, spiritual, career, and financial.


In many ways we are like the fragile ecosystem in which we live. The different elements of our lives are interdependent. One need affects the others, especially when it is grossly neglected. For example, financial problems affect personal outlook, health, social life, and family life. For this reason practitioners of holistic medicine examine all facets of a person’s life when they search for the cause of a physical illness.


We are complex beings with complex needs. Our needs are dynamic rather than static—that is, they change. At one point in our lives, the development of a career may require more time than our spiritual or family needs. At some other time, physical needs may be emphasized more than social or financial needs. Just because one need is more urgent than others does not mean that the others disappear. All needs must receive at least a minimal amount of attention. Rarely can a need be completely neglected without unpleasant consequences.


To manage your sales career effectively, you need to work at bringing your life into balance. This requires goal setting—identifying the results you would like to achieve for each facet of your life. Only then can you plan the concrete goals and steps that stand between your current situation and your ideal concept of yourself.


If You Don’t Know Where You’re Going…


There’s an old saying: “Most people aim at nothing in life… and hit it with amazing accuracy.” It’s a sad commentary about people, but it’s true. It is the striving for and the attainment of goals that makes life meaningful. Lewis Carroll stated our point beautifully in Alice in Wonderland:


ALICE: Mr. Cat, which of these paths shall I take?


CHESHIRE CAT: Well, my dear, where do you want to go?


ALICE: I don’t suppose it really matters.


CHESHIRE CAT: Then, my dear, any path will do!


No matter what kind of traveling you’re doing—whether it’s through your life or across the country by car—if you don’t know where you’re going, you’ll never know if you’ve arrived. Taking just any road will leave your fulfillment to chance. That’s not good enough.


People who have no goals feel emotionally, socially, spiritually, physically, and professionally unbalanced. This can only cause anxiety. People who have goals are respected by their peers; they are taken seriously. Making decisions that affect the direction of your life positively is a sign of strength. Goals create drive and affect your personality.


It is easy to spot a person who has a clear set of goals. That person exudes a sense of purpose and determination. He or she has abundant energy and is willing to put time and effort into any task. Being goal oriented helps you become more positive, optimistic, and assertive.


We can think of ourselves as bodies of water. Someone with no goals is like a stagnant lake—spread out, with no movement. The lake just sits motionless at the bottom of a mountain. A goal-oriented person is like a river forging its way through the mountains. The river has movement. It is exciting, and it carries things with it in its flow of enthusiasm.


In recent years many studies have focused on productivity. One repeatedly confirmed finding is that people who continuously set, pursue, and monitor their career goals are more productive than people who just work at a job. Pride in and ownership of one’s choices are important ingredients in career satisfaction and success. The uninspired worker goes home at the end of the day, having gained nothing more than a few dollars and a lot of irritation.


Even on the factory-worker level, it has been shown that productivity will increase if a better incentive is provided for the worker. We all know that pieceworkers are more productive than salaried employees. This proves the WIIFM principle: What’s in It for Me? The greater the rewards, the higher the drive to attain goals. The individual chooses the goals with the most desirable payoff.


Figure 2-1


SELLING FAILURES CAUSED BY PERSONAL NEEDS




Cause of Failure


Lack of initiative


Lack of enthusiasm


Salesperson too customer-oriented


Lack of personal goals


Lack of job satisfaction


Insufficient self-discipline


No interest in self-development


Lack of self-confidence


Personal problems


Dishonesty


Unfortunate appearance


Improper attitude


Lack of tact and courtesy


Gambling and drinking





C. A. Kirkpatrick and F. A. Russ, Effective Selling, Southwestern Publishing Co., Cincinnati, OH, 1981, p. 24.


Figure 2-1 illustrates some of the causes of failure in the selling profession that can be attributed to a lack of balance in personal needs.



The 3-Percent Solution


Time magazine reported on a national survey a few years ago that found that only 3 percent of those surveyed had written personal goals; 97 percent of the people had no goals at all or had only thought about them. They had not committed their goals to writing. Interestingly the 3 percent who had written goals were found to have accomplished much more than any of the 97 percent. Almost every speaker, writer, and educator in the area of sales agrees that committing goals to paper is a necessary step. Later in this chapter we’ll have you write out a detailed description of your goals. If you take the time to do this, you’ll stack the odds in your favor and be on your way to becoming one of the successful 3 percent.


The dividends reaped by investing in yourself are unlike any other found in the financial world. When you clarify your values and set goals in all the major areas of your life, the right roads appear in front of you like mirages in the desert—yet they are real. Choices become infinitely easier to make, and you’ve taken a giant step toward living a balanced life.


Self-Fulfilling Prophecies


When you stop operating under the assumption that things will go on as they are forever, you can then initiate some changes. More often than not, it is our assumptions that limit our options. Negative assumptions set up internal obstacles that automatically defeat us.


One of the most common negative assumptions in sales is, “I’ll never get that account, so why should I waste my time?” If you assume you won’t get an account, then you won’t. Either you’ll pass it by, or you’ll predetermine the outcome by your attitude. Predetermining the outcome could be saying to the buyer, “You’re not interested in this product, are you?” Ninety-nine times out of 100 she’ll prove you right by saying “No.”


The following negative assumptions in sales are not uncommon:


• “The economy is bad so people aren’t buying.”


• “I’ll never make as much money as I want.”


• “I’ll never find a product or service I can honestly be enthusiastic about.”


• “They don’t need my product or service.”


• “They won’t like me.”


• “I’m not smart enough.”


• “They won’t be able to afford my product or service.”


• “I’ll never call on X number of accounts per week.”


• “A man will never buy from me.” (for saleswomen)


• “A woman will never buy from me.” (for salesmen)


• “People don’t like salespersons.”


This type of thinking usually becomes a self-fulfilling prophecy. You assume you can’t do something, and then you act in ways that guarantee your failure. You’ve then reinforced your original assumption. This could go on and on until you quit sales altogether.


Positive Thinking


In recent years much criticism has been leveled at positive thinking, probably because it has been exploited and over-commercialized. The fact remains, however, that positive thinking works. If you’re serious about succeeding in your chosen field, you must cultivate positive thinking as a habit.
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