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Welcome to the SalesPulse™  

 

The SalesPulse™ was first issued in May 2006 and since then there have been over 

ninety issues covering all aspects of selling. In the past five years we have built a 

hard core of over two thousand readers and over three thousand have read more 

than ten individual issues. Our readership includes many sales people and sales 

managers as well as marketing people, chief executives and even directors of 

finance. Our subject matter has covered everything from sales fundamentals through 

to measuring returns on investment from training and websites; our primary 

message though has always been about getting the best possible return from your 

sales investment. 

 

When we started issuing the SalesPulse™ we had two objectives and they were: 

 

 To provide senior non sales executives and business owners with an insight 

into selling and the benefits it brings to all companies  

 

 To act as our primary lead generation tool. 

 

We are pleased to say we have achieved these objectives. 

 

We have decided to issue and keep up to date this compendium version so that you 

can have a copy of every issue at hand without recourse to our web site. It embraces 

over 100 man years of experience of front line selling and management from Koru’s 

directors. Before you think of “reinventing the wheel” have a look through our index 

to see if there is something about it. If you want to write an article please let us 

know and if you would like something on a special subject, we will be happy to see if 

we can help. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

1. Whatever happened to selling? 
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There are many ways in which a company can improve its profits. For example it can 

cut costs, if there are any left to cut: suppliers can be squeezed if there is any juice 

left in the orange: acquisitions, mergers and disposals; and of course let us not 

forget restructuring and refocusing, the favourite terms in press releases, as 

companies try to convince analysts that the extraordinary charge on their P&L was 

justified. Most if not all, of the above are expensive, some extremely expensive, 

some are short term and some potentially dangerous to a company’s health. 

 

In my opinion there is another way, maybe taken for granted or perhaps forgotten 

and ignored, and that is to sell more, sell better and sell quicker. After all greater 

volumes, better margins, and improved cash flow are not far from most Managing 

Directors priorities, and these are the benefits that come from selling more, better 

and faster. What is more it is relatively cheap to implement. “No it’s not!” is the cry 

from the frustrated FD who after three years implementing a CRM system at a 

preposterous cost, is still waiting to see some bottom line benefits. “Oh no it’s not!” 

is the cry from the equally, but less financially, frustrated HR Director as he trips 

over a pile of unused sales training manuals and Miller Heimann strategic selling blue 

sheets. A harsh judgement? Maybe, but weren’t there good sales people before the 

introduction of IT systems and complex sales techniques? 

 

Much is written in the business pages and journals about all aspects of business, but 

so little about selling. This is not a criticism of business journals, rather an 

indictment of the sales profession, one which is bullish externally but not as secure 

as its external demeanour sometimes presents. However, the sales community is 

responsible for much of the profit generation in today’s environment where true 

competitive advantage is transitory. Good selling is not transitory and is a relatively 

inexpensive source of sustainable competitive advantage. 

 

The fundamentals of selling are simple; find a prospect who needs something you 

have to sell, and has the money to pay for it. Convince them of the value of your 

proposition, counter their objections and ask for the order. Sales people flourish in 

an organisation where there is a clear business plan with realistic goals, a well 

defined, unambiguous sales strategy, a strong value proposition, and a supportive 

management environment. If an organization has these attributes a well managed 

and motivated sales force will do the execution. 

 

So, the next time you are planning a strategic review to enhance shareholder value, 

or just to improve profits, make sure you ask the question, “Whatever happened to 

selling?” 

 

This article appeared in the summer 2006 edition of the CBI West Midlands Magazine 

 

2. Blame the Salesman 

 

“Why do some excellent sales people fail to perform with certain employers, and 

conversely, why do some apparently mediocre sales people achieve noteworthy 

success at certain times in their career?” 

 

I’m sure the question crosses the mind of every sales manager or director at least 

once a day. Some reasons for poor performance may be: not enough or 
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inappropriate training, poor motivation, lack of drive, can’t articulate the value 

proposition, and so on. On the other hand good performance is typified by the 

reverse of these. Sales people are target driven, and failing to meet target is often 

put down to them – blame the salesman syndrome. However failing to make target 

is not always the salesman’s fault. 

 

The reality is that target setting is not always scientific. For example, after a period 

of intense business planning out pops the company’s revenue target. It’s a mere 5% 

increase on like for like sales and 5% for new business. However, the board knows 

that not all sales people make their targets so they add another 10% for what is 

euphemistically known as cover, so the original 10% becomes 21%. (Why don’t they 

do something about the underperforming sales people, reduce sales costs, and leave 

the remainder with achievable numbers?). Any way the tablet of stone is now 

handed down to a sales force that has just successfully slugged it out with the 

competition for a year to be rewarded with a 21% target increase in a market that is 

growing at 5%.  

 

Is there not a better way of doing this? There is and here are a few questions that a 

Sales Director should consider: 

. 

 

1. Do I have an agreed, documented sales strategy? If not, why not? And if I 

have, is it truly connected to the organization’s business plan and will it stay 

that way?  

 

2. How well does the Management Team understand my strategy? Have I 

explained it to them fully? 

 

3. Do I know what our target markets and customers are? Have I focused my 

people in the most profitable areas?  

 

4. How well does the Management Team understand our value propositions?  

 

5. How is our sales revenue performing in each market? Do I know why the 

French love our products and the Germans won’t touch them?  

 

6. How are our distributors/resellers/agents sales revenues performing? Are they 

motivated to sell our products?  

 

7. Do I have a consistent and well understood method for setting sales targets? 

Does my team buy into the way I set targets?  

 

By answering and acting upon these questions there will at least be some  science in 

generating sales targets and give real cause to blame the salesman if he fails to 

perform. 

 

(This is a précis of an article published by SalesSense in March, 2006) 
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3. How do your sales managers spend their time? 

 

The title is supposed to be thought provoking rather than critical. In many 

organisations there are lots of demands on a sales director’s time. Board meetings, 

business reviews upwards and downwards, strategic planning, meeting partners, 

visiting customers, motivating the troops, product launches, advertising reviews, 

recruiting, ad hoc internal meetings, and the list goes on (and on). While all these 

tasks are necessary and many are urgent too, what are the really important ones? 

Which ones will make a difference to your business results?  

The place to start is with the objective of the job; in very simple terms the objective 

is to achieve an agreed level of sales, yielding the right gross margin all within a 

given sales cost. The next important thing is the quality of the business forecast. In a 

listed environment this is vital as the failure to achieve sales forecasts is one 

contributor to the unwanted profits warning. Failure to achieve forecasts and budgets 

mess up cash flows, investments, costs and morale.  

 

There are only three really important things in a sales managers working life. The 

first and most important is customers: the reasons for this are obvious, aren’t they? 

Leaving out the clichés (or home truths) like “customers make pay day possible” and 

“the customer is king”, the sales manager can acquire valuable business and 

competitive intelligence, verify forecasts, monitor and coach their sales people at 

work, generate leads, and of course close major contracts. Many sales managers are 

drawn into sales situations rather than being proactive and having their own 

schedule of relationship building programmes. This approach is invaluable when 

things go wrong or when there is a big deal to be won. How many of your sales 

managers spend more than 30% of their time with customers? 

 

The second is people: after all they are the ones that do the selling. At a weekly 

sales meeting how much time is spent communicating, rather than telling? How 

much time is spent training, for example improving closing skills, or in maximising 

returns from value selling? In one to ones how much time is spent call or account 

planning, and in front of the customer if the sales manager always closes the deal, 

how does the sales person ever develop the skills to do it themselves? Releasing or 

hiring sales people is expensive – improving them is, in most cases relatively cheap. 

 

Finally there are the numbers. Sales Mangers live and die by their numbers, but it 

doesn’t matter how many times a prospect list is examined, or sales people coerced 

into improving the possibility of an order, or offering increased commission, the 

numbers will not just happen! The keys to managing a business target and forecast 

are: 

 

 Knowing on a day to day basis your order intake, the gap to target and 

forecast, and how the gap can be realistically bridged 

 An intimate understanding of your target markets and key customers 

 Ensuring that your offerings add real value to your customers by improving 

their business performance 

 Understanding the strengths and weaknesses of your sales people and 

ensuring that they are deployed and managed in the most productive way 
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 Understanding the risks and opportunities at a customer, or in a market and 

taking appropriate action 

 An obsessive focus on qualification – only those prospects that are truly 

qualified will deliver orders 

 Understanding your competition, and how to beat it, and 

 Honesty – do not penalise sales people for telling the truth, rather than saying 

what they think you want to hear! 

 

It is not possible to achieve a target or forecast or by working in the office 

“managing” a spreadsheet full of numbers. The only way these tasks can be achieved 

is by sales managers spending their time with their customers and sales people, 

and by doing this, theirs and your chances of success are significantly improved. 

 

4. If your profits aren’t improving your website isn’t working 

 

Here are ten questions. Answer them as honestly as possible and you will get a quick 

assessment of your web site as a sales tool. 

QUESTION ANSWER 

When a potential customer lands on your home page can they 

see what you do, to whom you do it and what value you provide 

for your customers? 

 

Can they easily see your industry experience?  

Can they see the type of services and projects you undertake 
with case studies to support them? 

 

Can they see your peoples’ experience and skills?  

Can they provide feedback or provide articles for publication.  

Is it seen as a source of information? (For example does it have 

down loadable white papers, or technical tips or articles on 
innovative solutions) 

 

Can they register for your newsletter?  

Can they search from your site on related topics?  

Is there a dedicated customer area where they can buy services 

or where there are documents for their use only? 

 

Does your contacts page have people’s names for potential 
customers to write or speak to? 

 

 

HOW HAVE YOU DONE? 
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If you have between zero and 3 yes answers you have a website that is an electronic 

advert. If you have between 4 and 8 yes answers you are moving in the right 

direction, and if you have 9 or 10 your site is a source of competitive advantage. 

Why is the case? 

Advertisement sites do not attract the attention of searchers or search engines as 

the content is generally very limited and does not have enough search terms. Other 

sites do not send traffic on as advert sites offer little value to them. This can be 

overcome by using Google Adwords but if the content is poor the same results will 

obtain, that being little traffic after the first hit. On the other hand those sites rich in 

content offer greater value to the searcher, as the information displayed is relevant, 

current and helps prospective customers with their decision making process. Other 

sites want to link to content rich sites as it enhances their value. Searchers keep 

coming back looking for additional value, and of course when they become 

customers they have their own private area for information which is even more 
relevant and valuable. 

But this is more expensive isn’t it? 

Yes it costs more, but it’s all about value. 

Your website is a valuable sales tool. It is there to help you attract new customers, to 

win their business and to retain their custom. Any website that does not do this is a 

cost and those that do are an investment. Costs have no return where as 
investments do. It is quite simple really, dump your advert and think about content. 

 

 

5. We don’t need a sales strategy 

 

Sales are competitive and there is always someone who wants to eat your lunch. 

This challenges both business managers and sales professionals every day.  

 

It doesn’t matter if you are a business executive or a sales person - someone wants 

your prospects, your customers, and your business. This challenge will never stop 

and you must always be vigilant about protecting your business pipeline and base - 

especially your key customers. 

 

If you were a general in an army about to face an invader hell bent on invading your 

country and charged with its protection…wouldn’t you feel vulnerable without a 

defensive strategy in place? Exactly the same applies in business. Except, not only 

do you have to protect what you have, but also counter attack and beat the 

competition in both familiar and new territories. 

 

Amazingly however, many businesses don’t take the time and effort to develop a 

sales strategy and trust solely to the skills of the sales force. This may be fine in the 

case of the top 10% of sales performers who will often devise their own strategy and 

message in order to win business (a word of caution – it may not be the strategy or 
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the message the business needs or even wants). However, the rest of the sales force 

may not be so astute and this can result in the following: 

 

o Poor forecasting 

o Extended sales cycles 

o Excessive use of presales resources 

o Reducing price when increasing value is needed 

o Inappropriate pricing 

o Ineffective market segmentation  

o Lack of knowledge of competitors' strategies  

o Low morale 

 

These factors taken singly, or in combination lead inevitably to one 

outcome…depressed sales leading to reduced revenue resulting in a negative impact 

on your profits. If you are coincidentally suffering cost pressures there will be a 

double whammy. 

 

The sales strategy is one of the most critical parts of the marketing plan. You may 

have the best service in the world. You may have the best widget in its category, 

hands down. It may have the best price and the best guarantee in the world. But if 

you can’t work out how to get it into the customer’s hands, you’ve got nothing! The 

world will not beat a path to your door just because you have a better product or 

service! You have to sell the world on buying what you have to offer. 

 

This is why you absolutely need a sales strategy. 

 

The Sales Strategy outlines: 

 

o What to sell (what there is a market demand for) 

o Who to sell to (to be most effective) 

o Whether to sell direct, indirect, or a combination of the two (in order to 

maximise sales) 

o What your Value Proposition is (to make them want to buy from you) 

o What the price is (so they will buy from you) 

 

By having a sales strategy in place, consistency will be assured amongst the sales 

force as they will be ‘singing off the same hymn sheet’. There will also be a solid, 

measurable foundation on which to base individual sales campaigns and account 

plans. 

 

This will lead to 

o Quicker market penetration 

o Better customer retention 

o Increasing market share 

o More accurate forecasting 

o Improved morale 

o Increased revenues 

o Better profits 
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Of course, the sales strategy is inseparable from the marketing strategy, of which it 

forms a part – so don’t forget to develop your marketing strategy and plan first. 

 

 

6. Why sales people lose business 

 

In my time as a sales director in the IT industry I spent a lot of time and effort trying 

to understand why we won and lost business, with most of the effort on the latter. In 

sales reviews, reading lost business reports and raking over the ashes with ex 

customers I compiled a comprehensive list of reasons. Top of the list was price! “The 

competition offered a lower price, bought the business or gave more for the same” 

were the usual suspects. Next was product, “they had this widget, or used newer 

technology or had a better roadmap for the future of their offering”. Hard on the 

heels of these compelling reasons was “they went over the IT managers head, blew 

him out of the water and changed the basis of decision”. Other reasons included 

“they had a better unique selling proposition (USP) than us”, i.e. our marketing 

people are useless; “the customer has decided to write the software as they have 

people with little to do” and of course “they have decided not to progress the project 

as they don’t have the budget”. 

 

One day one of my best sales people came to me and said he had just lost a piece of 

business. Out of morbid curiosity I asked why and checked my trusty list of reasons. 

To my surprise he came out with a reason I had never heard before. “I was outsold, 

their guy was better than me”. This unprompted piece of honesty caused me to 

amend my list; I crossed out ‘reasons’ and replaced it with ‘excuses’. Exploring this 

situation further, our offering was competitive in every area so the classic excuses 

were not relevant in any case. What was relevant though was the competition’s sales 

person; he was their USP, because he added more customer value during the sales 

process. This was a really interesting lesson and led to another question. Why would 

this sales person adopt a very open position, when others blamed third parties? The 

answer was quite simply confidence. Unlike many of his colleagues he did not suffer 

from the fear of failure (or the sack) as to him losing was a lesson to learn from, not 

a disciplinary issue. 

  

There are a few practical steps that can be taken to increase the confidence of your 

sales people and reduce the incidence of lost business. 

  

 Firstly create an environment where the fear of failure is reduced and that 

engenders honesty. In turn this will help reveal the real reasons for failing to 

win business 

 Ensure that these causes and how to resolve them are written into the sales 

person’s development plan and are followed up by the individual and their 

managers. Make sure the rest of the sales team know and that they learn 

from it. 

 Celebrate success; speaking to companies and individuals this is something 

which seems to have got lost in today’s business world. Success is infectious 

and builds confidence in individuals and sales teams. 
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People will always lose business, it is not a crime. Failing to understand why and not 

learning the lessons is a failure of both individuals and their management. 

 

This article was featured in the CBI INBusiness magazine Autumn 2006 

7. Direct mail doesn’t work 

 

Isn’t it strange that we tend to make broad sweeping judgments based upon our own 

personal views. I tend to throw “junk mail” straight in the bin, and unless I know the 

sender I immediately delete emails. Hence the heading of this newsletter. However, 

general business experience throws some doubt upon my strategy. For example, Dell 

does not print a catalogue once a fortnight just to promote their brand, and Viking 

Direct doesn’t distribute many thousands of their catalogues just to please the 

Finnish paper industry; and the credit card companies are not just supporting the 

Royal Mail.  

 

The one thing these have in common is volume. This type of direct mail works on the 

basis of a very low hit rate, and even at this level mailings are very profitable. But 

what about the good old fashioned “cold calling” letter or email, how successful and 

profitable is this as a technique for finding business? There are tons of statistics 

available from the Direct Marketing Association on the effectiveness of selling by 

email or ordinary mail but little on prospecting. Many organisations use direct mail to 

prospect but are perhaps reluctant to disclose their results. It may be because it is 

done in a fragmented manner and no statistics are kept, or because it is not 

successful. Organisations tend to stop using direct mail if it does not yield immediate 

results and this can be a bad call. If you work on the basis of “if you are not mailing 

your customers, or potential customers then someone else will” it should encourage 

you to continue mailing. At Koru we use direct mail to cold call, and are convinced 

that it works as well as telemarketing, or pay per click advertising in generating 

prospects. The primary success measure for us is the profitability of the mailing, but 

as prospecting mails need to be followed up we also use number of meetings, and 

number of proposals generated as measures. We have maintained statistics from our 

own mailings, and are happy to share them with anyone who requests. However, our 

sample is relatively small, and may not be representative so we would like your help 

to develop some research into prospecting by direct mail. Once we have completed 

the analysis, we will make a copy available to every respondent together with our 

best practice guide to cold calling by email.  

 

Please take a few moments, (or ask your marketing manager) to answer these 

questions. 

 

 

Does your company use direct mail (post and email) 

to sell products and services? 

 

What percentage of mails sent result in orders?  

Does your company use direct mail (post and email) 

to generate prospects? 

 

What percentage of mails sent result in: 

1. Customer Meetings 
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2. Proposals 

 

3. Orders 

 

----- 

 

----- 

 

----- 

Do you know how many intended recipients open 

your emails? 

 

 

When you have filed the answers in the boxes provided just press reply, and send. 
 

 

SOME INTERESTING COMMENTS ABOUT SALES AS  A  PROFESSION 

 

 In the UK there are 766,000 sales people and 545,000 marketers, yet 

 

 Of Britain’s 300 HND or degree level business courses only four have sales 

modules, whereas more than two hundred have marketing modules.  

 

Maybe this is why: 

 

“Sales is neither understood nor accepted by many” 

 

(Daily Telegraph 26/10/2006, updated by Koru Consulting Ltd) 

 

 

8. Give value, not discounts 

 

In this heavily commoditised world where professional purchasers are incented to 

extract the lowest price, many companies spend their time reducing costs to 

maintain margins or even worse reduce prices and accept lower margins. There is 

though an alternative, and that is to sell value, and the key word in this sentence is 

sell. Identifying the highest price a customer will pay may be an art form, but it is 

certainly not selling. This is the main difference between value being a differentiator 

and price being the value proposition. There is a quote I like which is “the price 

isn’t too high; it’s the value that’s too low”. Prospects, the people who are going 

to use your product or service do not buy on price, they buy on value, and the only 

people that can create value in front of the customer are your sales people. Even if 

you have a commodity product or service you can generate customer value. 

So the question for you to answer is do you sell on price, or value? To answer this 

just answer the next questions with a yes or no. 

 

Question Y/N 

Does your firm get asked to drop your price more than 50% of the time 

by the prospect before they will buy? 

 

When you lose a deal, do prospects tell you more than 50% of the time 

that your price was too high? 

 

On repeat sales to existing clients, do your clients hold you hostage for  
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discounts to get add-on business?  

Do your sales people lead with price when presenting to a prospect?  

Is the word "price" mentioned anywhere on your web site, advertising, 

sales brochures or standard sales letters to prospects? 

 

Is your pricing based upon your competitors’ prices?  

 

Do your sales people have a standard price discount they are allowed 

to give to a prospect without management approval to close a deal? 

 

Are your sales people rewarded on a basis of anything other than gross 

margin? 

 

 

If you have all or predominantly NO answers, don’t tell your competitors your secret 

as you are value selling. If you have lots of YES answers then keep reducing your 

costs and prices.  

 

There are two simple things you can do to start the value selling process. The first is 

to incent your sales people on gross margin, and your sales managers on gross 

margin percentage. The second is to challenge your sales managers to spend at least 

30% of their time with their customers’ management¹ through a proactive 

relationship programme. Done correctly, this will give them an invaluable insight into 

their customers’ business and allow them to understand where they and their sales 

people can sell real value and increase your margins. 

 

9. Are you getting your fair share of your customers’ spend 
 

To maximise your share of your best customers’ spend you have to create value for 

them. 

 

Value selling can be achieved in a number of ways but the best method is Key 

Account Management (KAM). KAM is about deploying sales resources in the areas 

that will deliver the best return on a sales investment. Key Account Managers are 

much closer to business consultants and managers than they are sales people, but 

they are first and foremost sales people. They must develop a deep understanding of 

their customer’s business through a well thought through relationship plan; they 

must convince their customer’s management to partake in account planning 

workshops; they must challenge their own management’s thinking about product and 

service development in support of their customer’s business; and  they are the ones 

who will translate their customer’s issues and opportunities into the products and 

services their company has to deliver, and if their company cannot deliver, they will 

identify the strategic partnerships needed to meet their customer’s needs. This 

extends their company’s portfolio and enhances their relation with their customer. 

The seller’s organisation must be aligned in the same way so that your key (most 

valuable) customers receive the level of service that drives customer satisfaction and 

loyalty. The chart below identifies the stages of a business relationship. The objective 

of KAM is to move rapidly to the right hand side of the table, and this can only be 

achieved by selling and delivering value. 
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Commodity Enhanced  Collaborative Partner 

Price differentiator Value Add Mutual benefit Joint Venture 

Simple service(s) Specific service(s) Shared Service(s) New service(s) 

 

Just take a second or two to position your company with your most valuable 

customers. If you are at the left hand side you are vulnerable to competitive threat, 

whereas towards the right hand side of the table you have little or no competition. 

Making this transition successfully will improve volumes and margins and provide a 

great return on your sales investment. 

If you want to know how to start making this transition attend one of our KAM 

workshops. Early in the new year we will be running a number of these that will take 

our clients through all the aspects of Key Account Management. The first will be held 

in late January where the emphasis will be on Key Account Planning. Not only will 

attendees come away from the workshop with a comprehensive understanding of the 

KAM planning process, they will also receive a simple but very effective planning tool 

that can be used throughout your organisation giving you the basis for a consistent 

approach to Key Account Management. 

Koru has extensive experience in establishing and managing UK and multinational 

KAM programmes, as well as managing key accounts in both the public and private 

sectors. 

 

10. How to sell better 

 

Generally speaking Christmas is a great time. You get quality time with your family 

after another tough, but hopefully successful year and you have time to enjoy the 

fruits of your labours.  

 

In this Christmas edition of the SalesPulse™ we are going to have a bit of fun and as 

a result give all our regular readers a present; one of our lucky readers will enjoy a 

fantastic business value present, but more of this later.  

 

Let’s start with reflecting upon the past year. From a sales perspective how have you 

done? Could you have done better? If so what will you do to improve? If not then 

fantastic but I am sure you will want and need to improve next year! If we can offer 

one piece of advice that will improve your sales performance it can be summed up in 

two words, “Account Planning”. 

 

A well managed implementation of account planning will help maximise the return on 

your sales investment by: 

 

 Identifying and evaluating your sales opportunities 

 Focusing your sales people thus improving time management 

 Reducing competitive activity in your accounts 

 Increasing the profitability of each deal, and 

 Move you from being a supplier to trusted partner 

 

These benefits are available to those companies that take a customer value approach 

to account management and planning. 
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11. An offer to our readers – Christmas 2006 
 

In our Christmas edition of the SalesPulse™ we made an offer that we would give 

everyone who replied to our mail a thank you. Having looked at the situation we 

have decided to give all our regular readers a gift 

 

On February 9th we are launching KoruKonect™ which will be our way of delivering 

high value advice and guidance at a rate that is affordable for companies of all sizes. 

We will deliver this service in the form of publications, and later this year through 

telephone and on line pay as you go services. 

 

Our first publication is “The management guide to cost effective lead 

generation”. Focusing on the business to business sector and identifying over 80 

ways to generate sales leads, the objective is to assist companies to increase the 

ROI of their lead generation budgets. 

 

This is not a one off publication, but a document that will be updated and 

republished quarterly with news, additional methods and best practice in the field of 

lead generation. 

 

The guide will be made available for thirty pounds in the first year and as a thank 

you we are making this available to you for just twenty pounds. All you need do is 

to click on the book cover in the panel on the right and in the promotion box enter 

koruxmas. Payment is by credit or debit card and you will receive a payment receipt 

and your copy of the guide will follow. 

 

Thank you once again for reading the SalesPulse™ and enjoy the benefits of 

improved lead generation efficiency. 

 

Please note this guide is much enhanced and available now  

 

12. Would you buy from anonymous@.....? 

 

A short while back we were undertaking some sales development work for a client 

and as part of the assignment we undertook to build him a specific target list of MDs 

and business owners in the services sector; generally small to medium sized 

businesses whose sole USP tends to be their service quality and customer 

relationships! 

 

As the results came back from our initial trawl, I was astounded to see the number 

of small service businesses adopting a ‘no names’ policy! Now if you are the MD of a 

large Pharmaceutical company with links to organisations who do animal testing, I 

can readily understand why your company might be reticent about handing out the 

MD’s name and telephone number - but a services business? 

 

Intrigued by this phenomenon, we dug a bit deeper. Not only did 30% of businesses 

not want to give out names on the telephone, but also not once did the young lady 
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(usually) on the other end of the line ask if we were either an existing customer or a 

prospective new one. So here was a service or sales opportunity lost, not to mention 

the possibility that we were a disgruntled client with a problem to resolve – or it 

seems in a large number of companies, not resolve. 

 

We then had a look at a sample of the offenders’ web sites; not one web site from 

this group had any personal contact details on at all – we might as well have been 

trying to contact Martians for all the human presence available. The contact details 

supplied ranged from the usual anonymous ‘info@’, to ‘sales@’, ‘enquiries@’ which 

we see frequently, to perhaps the least appealing generic we have ever seen – 

‘accounts@’! I understand that people are concerned about spam or unwanted calls 

from over eager sales people but these can be easily prevented. Personally I like 

calls from sales people, particularly the good ones as they provide a valuable 

learning experience. 

 

This leads me back to one of the principal lessons I learned early in my sales career. 

‘People buy from people’. OK, I know e-commerce is a big deal these days and we 

should all exploit the power of the web to ease our sales processes. But if you are 

truly proud of whom you are, what you do, and the customers you serve surely you 

should at least put your names out there on the web site? The best practice sites put 

photos of the owners, directors, or principal managers too. The only differentiator 

many service businesses have is the quality of their service and the personal 

knowledge and contact with their customers – so flaunt it! Make yourself known! 

Would you buy a business critical service from someone who wouldn’t give out their 

name? Neither would we. 

 

13. The search for competitive advantage 

 

What is it that makes your company different from your competitors? Is it the same 

as it was five years ago, and will it be the same in five years time? Clearly I am not 

in a position to answer the first question, but I would happily place a bet that the 

answers to the second one are no and no. Competitive advantage is transient. Price, 

innovation, route to market, time to market, brand, quality and reputation are clear 

differentiators, but they are not necessarily sustainable. The best price today may 

not be tomorrow, ask any retailer; the best brand and quality is similar, just ask 

Marks and Spencer, and it doesn’t take long to lose reputation. Gerald Ratner and 

the administrators of Andersen’s will confirm that. 

 

The fact that these attributes come and go is the perfect reason to find something 

which is sustainable. I would contend that in a business to business environment, 

value selling has this sustainability property. Value selling also helps companies to 

sell more, sell better and sell faster. The best place to start is with a quote from 

Warren Buffet, the famed US investor. He said “Price is what you pay, value is what 

you get”. This does not necessarily mean that the lowest price is the best value, 

although it may. Rather it associates the return (value) with the investment (price). 

This is one of the keys to good selling, maximise the customer benefits for the best 

profit the seller will accept. The only real way that this can be achieved is to have an 

intimate understanding of the customer’s business, and to proactively sell products 

and services that meet the customer’s needs. This is good selling. Set the agenda 

rather than responding to customer’s requirements, as in many cases someone else 
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has set the basis of decision. In a value selling environment there are a number of 

questions the salesperson must be able to answer. 

 

 What is the customer’s problem or opportunity? 

 Why is it a problem or opportunity? 

 What objectives does the customer have in mind for a successful solution and 

how will they measure success? 

 Which of these objectives is the most important? 

 How can we solve the customer’s problem or help them exploit the 

opportunity? 

 What are the outcomes of our solutions? 

 Which solution is best? 

 

In the next issue of the SalesPulse™ I will examine the questions in more detail. 

Knowing the answers to these questions will generate more value for your customers 

and higher margins for your company. Once again this is good selling, and good 

selling is and will always remain a source of competitive advantage. 

 

This article appeared in the Thames Valley Chamber of Commerce Magazine Spring 

2007 

 

 

14. Improve your margins – seven questions that underpin success 

 

In the last issue of the SalesPulse™ I identified seven questions that were at the 

heart of value selling, and in this issue I will examine in more depth how you arrive 

at the right answers. But before looking at these I will once again say that an 

intimate knowledge of your customers’ business is a prerequisite. 

  

What is the customer’s problem or opportunity? 

Problems and opportunities are different depending on an individual’s job function. 

Explore this with your customer to gain the maximum range of views and inputs. For 

example providing a sales team with mobile technology is a procurement and 

security challenge for an IT Manager, but for a Sales Director it is a sales productivity 

and revenue issue. 

 

Why is it a problem or opportunity? 

Who is affected, and how are they affected? For example implementing a Customer 

Relationship Management System has far reaching implications. Identify those most 

affected as they may well be part of the decision process. 

 

What objectives does the customer have in mind for a successful solution 

and how will they measure success? 

These can vary on whether the customer is in the private or public sector. However, 

going back to the mobile technology example in the first question, for the HR 

Director the objective may be better employee motivation and for the Buildings 

Manager, it may be a reduction in floor space. Remembering the Sales Director 

his/her issue is revenue. 

  

Which of these objectives is the most important? 
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Well to the individuals they are all important, but which is the most important? 

Prioritise the objectives as this will show you understand the customer’s business. It 

will allow you to articulate your proposal and benefits to the key decision maker and 

it will also allow you to pitch your proposal in such a way that the lesser stakeholders 

see benefits for them. 

 

How can we solve the customer’s problem or help them exploit the 

opportunity? 

Quite often there are a number of ways to solve a problem. Prioritise your solutions 

by the value they deliver to the key decision maker and the other stakeholders 

 

What are the outcomes of our solutions? 

Which solution is best? 

The process above should make this decision reasonably straight forward. However, 

do not be seduced by proposing the best solution for your company. The lifetime 

value of a customer will nearly always be better than a “fast buck” today. 

 

 

Finally just remember this quote: “The price is never too high, it’s the value 

that’s too low!” 

 

15. Why do B2B sales companies use Google? 

 

You can also ask the same question for Yahoo and MSN. In many marketing circles 

these sorts of questions may be seen as heresy or even insanity. However, I would 

strongly disagree and go so far as to say that spending money on Adwords 

marketing programmes is akin to sticking a huge pile of £20 notes on a bonfire! I 

came to this conclusion just a few days ago as a result of reviewing our promotional 

activities, or more honestly looking at our bill from Google! The first question to ask 

is why do companies use Google (or MSN or Yahoo)? There is only one real reason 

and that is to generate sales leads by driving potential buyers to your website. I am 

sure that there is a lot of good stuff around brand awareness, but brand awareness is 

only any use if it results in more sales and profit. Marketing and selling in a business 

to business environment should really be about targeting existing or potential new 

customers. However, I will admit that Yahoo, MSN and Google are great if you are 

selling a commodity product in a B2B environment.  

 

But if you don’t sell commodity products I like the analogy a friend of mine used to 

use. You can go hunting, where you set off on an expedition to see if you can find a 

target; this is search engine prospecting. Or you can go shooting where you have 

already identified the target – this is how B2B prospecting should be done. If you 

agree with this hypothesis what are you going to do with all that spare cash you 

have suddenly found you have, now that you don’t have to spend it with the search 

engine companies?  

 

If we go back to the principle that marketing and selling are about generating leads 

(not to forget that sales have to convert the leads), it is a matter of identifying 

where you will get the best return on your investment. As we have stated in earlier 

issues of the SalesPulse™, there are many ways of generating leads, some of which 

are extremely inexpensive by any measure, which provide far better qualification and 
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that are easier for sales people to close. Five of the most cost and business effective 

methods of generating sales leads are: 

 

1. Customer referrals – they cost nothing and come with a really strong 

recommendation. 

2. Email marketing – well targeted email marketing is low cost and has a 

reasonable response rate. 

3. White Papers – providing existing and potential customers with thought 

leading concepts as potential solutions to business issues are high value to 

readers. 

4. Account Planning – the correct application of a structured, managed and 

reviewed account plan will bring good results. It is low cost as your 

salespeople should be doing it as part of their job. 

5. Case Studies – a well presented and benefit laden case study is a great way 

of describing your capabilities. Make your customers your hidden sales force. 

 

The key to all of these are targeting the prospects you want to win; remember go 

shooting not hunting and reduce your spend with the search engine companies. 

 

 

 

16. Does your website make money? 

 

During our assignments we often undertake a review of our clients’ websites and ask 

the question above. The answers generally avoid the question but do include brand 

awareness, lead generation, public relations, advertising and “our competitors have 

one so we have to”. These are all interesting answers but not really to the point. A 

website is just like any other business investment and should have an ROI. Have you 

asked your marketing people what the ROI of your website is, and if you did, would 

they know? This is not a criticism of marketers as a website is a business imperative, 

and the only justifiable objective of a website is to generate sales, either through the 

site itself or, in a B2B environment, by capturing potential customers to whom you 

can sell. If you are not achieving this then your website is just another cost. 

 

There are some very simple measures you can use to measure the effectiveness of 

your website as a revenue generator and these are: 

 

MEASURE RESULT 

How many people have visited our website?  

How many people have left personal information for our salespeople 

to follow up? 

 

How many of these have the salespeople actually followed up?  

How much revenue and margin have we generated as a result of the 

follow up? 

 

How much has our website, including search engine fees   cost?  

What is our return on investment?  

 

These are not difficult questions, but I believe they are fundamental to getting best 

value from your website. I like the comments that Phil DiModica, a US sales guru 

often uses and these help focus the mind on website objectives: 
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 Brand awareness is not revenue 

 PR is not revenue 

 Advertising is not revenue 

 A website is not revenue 

 Revenue is Revenue 

 

Your website is a sales resource; if you had a sales person who didn’t make their 

target, you would review their performance, so why not do the same for your 

website. 

 

 

17. Your customers can be your best sales people 

 

Here’s a real win/win situation worth considering; the good thing being is that it will 

improve sales productivity and reduce marketing costs, but costs you very little to 

implement. This (nearly a) panacea is referral selling. It doesn’t matter how good 

your product or service is, or how good the return is or even if it is free, your 

customers and potential customers will ask you for a reference. It’s not that they 

don’t believe you they just want a second, less biased opinion. You have to provide 

these because your customers ask for them and your sales people use them for 

handling sales objections. This is a passive use of references. They become more 

powerful when used proactively. For example “We helped Acme Inc save one million 

pounds per annum” is really good but is even more powerful when your contact at 

Acme Inc says “You should talk to ABC plc because they saved us a million” to a 

colleague. 

Sales people have lots of “don’t likes”. Many do not like cold calling and for some 

reason many don’t like asking for referrals, case studies or testimonials. Your first 

win, and your sales people’s first is “you provide me with a referral from each of your 

customers and you don’t have to cold call any more”. The availability of customer 

generated material and referrals and taking away a “don’t like” will have a positive 

impact on sales productivity. Your second win is that if you have a strategy based 

around referrals your marketing costs reduce as the need to find evermore expensive 

ways of lead generation decline. It costs nothing to ask for a referral and not a lot to 

create a case study. There is also a third win; Many companies put their customers 

at the heart of their strategy, but having a referrals based sales strategy means that 

you have to deliver the highest levels of performance to maintain customer 

satisfaction and loyalty. By doing this you should achieve more repeat and follow on 

business. 

While the focus of this newsletter has been customer referrals there are several 

others and these include: 

 

 Supplier referrals 

 Commission agreements 

 Synergy partners, and 

 Consultants 

 

A referral based sales strategy has other benefits and some of these are: 

 

 Shorter sales cycle 
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 Better conversion rates 

 Better margins 

 Less competitive distractions, and 

 More referrals 

 

 

18. Listening is the science of selling 

 

In this issue of the SalesPulse™ we look at the most important aspect of selling. 

While different people will argue that negotiating or closing skills are most important 

you first have to get to the point where you can negotiate or close. For me the key is 

listening to customers or prospects whether in a formal sales call or over lunch, in a 

waiting room or wherever. This leads me to one of the best sales war stories I have 

heard. Hilary Devey the founder and Managing Director of Pall-Ex, a distribution hub 

company, told it at a recent CBI lunch and executive briefing in Birmingham. The 

story goes like this.  

“Prior to running Pall-Ex Hilary did research work in the retail industry and was 

waiting to see the owner/manager of a logistics company, who was keeping her 

waiting an unreasonably long time. During this period she heard a traffic manager 

take an order from a customer who wanted two pallets of goods shipped from the 

north of the country to the south coast. It is of course not economic to ship this sort 

of load on its own, so the traffic manager started feverishly ringing his customer 

contacts to fill his vehicle to at least break even utilisation. Whether or not the traffic 

manager actually achieved this is unknown, as Hilary was summoned to carry out 

her research interview. On meeting the owner/manager her opening statement was; 

‘Would you be interested in reducing the size of your fleet, running it at 100% 

utilisation, reducing the number of traffic managers and making more money?’ On 

her way home she had three messages on her mobile phone from the 

owner/manager wanting to know more.” It was this situation which spawned the idea 

of Pall-Ex. However, had Hilary not been a retail researcher and was in fact a 

salesperson for Pall-Ex, what a great lead she unearthed by just listening rather than 

paging through an old magazine or answering emails on her Blackberry.  

An old boss of mine used to regularly say “listen, you might learn something” and in 

selling this is a good lesson to learn. 

 

19. How well do you understand your sales people 

 

This comment appeared in the Daily Telegraph: 

 

 In the UK there are 766,000 sales people and 545,000 marketers, yet 

 Of Britain’s 300 HND or degree level business courses only three have sales 

modules, whereas more than two hundred have marketing modules. Maybe 

this is why: 

 

“Sales is neither understood nor accepted by many” 

 

Two other facts: I did a scan of the curriculum of 15 MBA courses, and not one of 

them mentioned sales, lots on strategic marketing though: The only official 
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recognition for the selling profession is “The Diploma in Sales” available through a 

number of specialist marketing bodies and a few business schools around the world. 

 

Here are a few more interesting thoughts. Pick up the business news of any news 

paper and find an article on sales. Page through a business magazine and find an 

article on sales. When did you last see a heading “Sales force drives Acme plc to 

25% growth”, or “Competitive sales wins give Acme plc increased market share”? 

The top and bottom of it is you don’t!  

 

It seems that reported business success is down to strategy or cost control or new 

products. Of course there is truth in these but when did you last get a call from 

strategy trying to sell you something. Cost control is finite, there are still only 100p 

to a pound and those new products generally speaking don’t sell themselves. As 

selling is the real wealth creator why is it not understood or publicised?  

 

I have a simple view of this. It is a view that reflects our British nature. Basically 

sales people are disliked. People do not like being sold to, the ultimate insult is 

likening someone to a double glazing sales person. Of all the white collar professions 

the easiest one to measure is sales. A sales person has a target, if they make it they 

are great and if they don’t they are fired. A bit black and white but closer to the truth 

than many would care to admit.  Have you ever wondered why the Jobs section of 

the Daily Telegraph (sorry to promote this broadsheet, but they do have a sales 

column) has so many sales director vacancies? Companies no longer recruit sales 

people rather they call them Account Managers or Business Development Managers. 

The truth of the matter is that most sales people are insecure, which is not surprising 

really, and that the profession is under recognised and undervalued. Addressing 

these two issues is fundamental to achieving a successful sales force and a 

successful company. Money and sales trips are only part of the answer, the real 

answer lies in saying “Thank You” when a big order comes in, or praising the sales 

force rather than beating it up when things are not going well. Achievement is a 

sales person’s biggest motivator and that is what really needs to be understood. 

 

 

20. Increase your sales through newsletters 

 

Other than this newsletter I feel sure that you receive several, if not many other 

similar publications. If your company produces a newsletter then you will know the 

value of them. If you don’t there are a number of compelling reasons why 

newsletters are valuable. 

 

 They communicate your expertise, experience and credibility, and position 

you as a thought leader 

 You can target the companies, organizations and markets that you want to 

reach 

 They are an inexpensive source of highly targeted PR 

 They help build relationships and brand awareness 

 They allow you to discover the subjects that interest your customers for 

targeted marketing and sales follow up 

 They drive traffic to your website at a much lower cost than search engine 

advertising 
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 They help engender customer and prospect loyalty 

 They are extremely effective for generating sales leads, and 

 They will reduce your marketing spend 

 

In a Business to Business (B2B) environment a lot of money is spent on unfocused 

activities such as brand development, public relations and advertising - I am always 

amazed when I see quarter or full page B2B adverts that cost a fortune. Similarly 

press releases put together with PR agencies are expensive. You do the cerebral 

work by producing the material for the press release and the PR agency charges you 

for helping and placing. One has to ask the question who is this advertising and PR 

aimed at? Is it the world at large or is it your customers and those organisations you 

would like to be customers?  

I would contend it should be the latter. For example if you sell only to manufacturers 

what is the value in having retailers read your ad or press release. Newsletters 

achieve the same objectives of PR and advertising, and a lot more at a fraction of the 

cost. If you don’t agree just delete this mail. If you do, I would strongly recommend 

you consider producing a newsletter.  

 

As a newsletter producer Koru can endorse the benefits listed above and we are 

happy to share our experiences with you.  

 

 

21. Are your sales people performing to their potential? 

 

If the answer is YES, you might not want to read on, however, it may be worth 

carrying on as their potential may be greater than you think!  

There are many reasons why sales people fail to meet their potential. These include 

lack of motivation, incorrect targeting, poor sales management, lack of appropriate 

training and many, many more. In Issue 2 of the SalesPulse we covered the issue of 

incorrect targeting, in this issue we are going to look at the lifeblood of sales and 

that is lead generation. In some worldwide 2006 research by emarketer.com it was 

stated that 42% of all sales leads were generated directly by sales people, and yes it 

is part of their responsibilities to do just that. Unfortunately some companies believe 

that lead generation is the sole responsibility of sales. Where you are selling 

commodity products with low margins volume is the name of the game and to 

achieve volume needs activity, and lots of it. If you are not selling commodity 

products or services you need different activities, particularly thought leadership and 

strong differentiation. Is it reasonable to ask a sales person to sell in a highly 

competitive environment, generate all their own leads through cold calling, or write 

thought provoking white papers to capture their client’s attention? In smaller 

businesses it is but in many companies it is not, in fact it is counterproductive. A lack 

of sales leads results in a number of unwanted outcomes. 

 

 Sales people fail to qualify opportunities correctly on the basis that a poor 

lead is better than no lead at all 

 Worse still is that the absolute need to win business because of a poor lead 

pipeline often results in margin erosion in the short term, and long term price 

expectation from the customer’s perspective 

 demotivated and vulnerable (to competitive approach) sales people who 

ultimately become a cost to the company, and 
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 from experience these outcomes are not binary – they accumulate, and they 

generate unrecoverable costs. 

 

 To avoid these unnecessary costs and their consequential impacts, it is prudent to 

invest in lead generation programmes which have a targeted return on investment. 

In a business to business environment lead generation need not be costly, as there 

are many cost effective ways of reaching your targets. What is important though is 

to ensure that the lead pipeline remains at a level that supports your salespeople in 

achieving theirs, and your targets. 

 

22. Learn from your sales losses 

 

In Issue 6 (October 2006) of the SalesPulse™ we examined the reasons why sales 

people really lost business and concluded that it was not price, nor product, nor 

service, or any other excuse, but rather the real reason is that they were outsold. We 

also said that this was not criminal, all sales people, including the best ones, lose 

business. Losing for the same reason is also not a crime but it is a sales and 

management failure. Failing to create and sustain a sales learning environment is 

one of the reasons sales people fail. Here is a simple test; the questions require only 

a yes or no answer. If your answer is “don’t know” then enter a NO. Think of a piece 

of business you lost recently: 

 

QUESTION Y/N 

1. Did the piece of lost business meet your qualification criteria?  

2. Do you complete lost business reports?  

3. Do you identify the key learning points from sales losses?  

4. Do you communicate, verbally or in writing the key learning points?  

5. Are the key learning points included in the sales person’s “personal 

development plan”? 

 

6. Are personal development plans reviewed alongside sales peoples’ other 

business objectives? 

 

 

If you have all yes answers then you have a good sales learning process, and your 

losses should be relatively small. If you have lots of no answers the chances are you 

may suffer many more losses. The key issues are held in questions 1 and 3, the 

others are process driven, but none the less extremely important. Much business is 

lost because sales people and managers fail to qualify opportunities correctly, due to 

lack of information early in the sales cycle. The big issue here is that bad 

qualification leads to lost sales, associated support and management time and as a 

result damages sales productivity. The first learning point is “Correct qualification is a 

must”.  

 

Determining other learning points needs a brutally honest appraisal of the sales 

process. Some key questions are: 

 

 When did you detect something was going wrong, and why?  

 Did you really understand the customer’s requirement and decision 

criteria?  

 Did you miss a vital piece of information that caused you to lose?  
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 Where did you encounter resistance, objections and stumbling 

blocks?  

 Could you have done more to overcome these obstacles?  

 What strategy did your competitor’s use to convince the prospect to 

use their company rather than your? 

 

This is not an exhaustive list, however, it should give you a few key questions to ask 

that identify some learning points. The key though is to have a lost (and won) 

business process that gives you the basis for increasing your win chances in the 

future 

 

23. Creating customer loyalty in a commoditised world 

                

It costs up to seven times as much to win a new customer than it takes to win 

business from an existing one. Well that was true at one time but I am not so sure 

today. The markets are doing everything they can to commoditise products and 

service with the single purpose of driving down your price (and of course your 

margins). In most businesses today there are a minimum of two buyers; the first is 

the one that wants to use your product or service to improve their business, and 

there is the one whose sole purpose in life is to get the price as low as possible, as 

there is always someone else who will discount to beat you. So is it really possible to 

create true customer loyalty in this sort of environment? The answer is undoubtedly 

yes. It’s not easy but it is possible! The first step is to sell the value of your 

relationship to the user of your products or services. Areas to consider in this are: 

 

 The length of the relationship 

 The strength of the relationship, never let the customer down, have helped 

them when others had let them down 

 The value that you have brought, whether that be in cost savings or enhanced 

revenue and profit 

 

These arguments are equally valid with the procurement person, but here you should 

also stress the benefits of continuity based upon your track record and the cost of 

changing to another supplier. 

The next step is to help them further improve their business through a number of 

different mechanisms. These can include: 

 

 Giving the customer referrals. A referral may be more financially beneficial 

than another 1 or 2% off your price 

 Help them create demand for their products and services through joint 

marketing campaigns 

 Put them on your website as a testimonial or better still through a case study. 

Both parties get benefits from this, and 

 Have mutual links on your websites which fosters a feeling of partnership 

 

The final step is to identify early to your customer, your new and other market 

developments. For example; 

 

 Provide pre release information on new product or service developments 
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 Create White Papers showing how your new developments can positively 

impact their business 

 Provide, where it is not in conflict with your own interests, competitive data 

 Provide them with their competitors’ press releases. 

 

Commoditisation is here to stay and it is difficult to combat, however, I hope this 

newsletter gives you some food for thought and some actions to try.  

 

24. The importance of PR to sales 

 

Generally speaking, in order for any business to operate successfully, it must have a 

good reputation. A key function of public relations is the management of reputation - 

what you say, what you do, and what others say about you. And, it goes without 

saying, that your company’s reputation has a direct impact on the lead generation 
and business conversion rates of your sales team and therefore the bottom line. 

And this has been confirmed through a survey carried out in the US with B2B sales 

teams and marketers that showed that 74 per cent of all sales respondents believed 

PR and 'word of mouth' are more effective than advertising at generating sales leads.  

Overall it indicates strong respect for PR activities from sales people and highlights 
areas where the marketing department can possibly better support the sales effort. 

Some of the findings from the survey are quite interesting, comparing how sales and 
marketing people rate the importance of specific PR activities. For example: 

 Sales people ranked reprints of articles generated by PR as more important 

than brochures, whereas marketing people believed the opposite.  

 42 per cent of sales people said their marketing department was doing a poor 

job of providing them with “PR results that help our sales efforts”. And 28 per 
cent of marketing people agreed with them!  

This is because marketing views the organisation as a whole, including corporate 

reputation, whereas sales concentrate almost exclusively on the sale of products and 

services.  This shows up in the following extracts from the survey findings: 

 More sales people than marketing people see PR activities such as lead 

generation and direct marketing as priorities  

 More marketing people than sales people see product awards and product 
review as priorities 

Taking both sales and marketing respondents into account, the top seven activities 

seen as coming under the PR banner are: 

 Speaking engagements 80%  

 Articles 74%  

 Customer success studies 71%  

 Product awards 59%  

 Product reviews 56%  
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 Direct marketing 33%  
 Lead generation 30% 

When it comes to sales and marketing working well together, the practice of 

sharing article reprints is quite strong in the US, with two-thirds of surveyed 

companies passing on article reprints from marketing to sales, and then on to 
customers. 

When asked to name the best means of measuring PR success, half the respondents 

stated ‘generating more or better sales leads’ and one quarter stated media 

coverage. 

There is no doubt that this survey highlights the importance both departments place 

on PR in driving sales.   

If you’re in an internal PR role with a company that has a strong sales focus, then 

here are the top three PR activities that you should be undertaking to support your 
sales activities: 

 General editorial coverage - copy all coverage and pass it through to sales 

(ensuring you adhere to the Newspapers Licensing Authority rules) 

 Case studies - pitch them to media and print them for sales use  
 White papers - discuss possible white paper topics with sales 

Most companies would be actively working towards gaining good editorial coverage, 

however many lack the internal resources to undertake case studies and white 

papers.  If you fall into the latter category, consider seeking outside assistance in 
researching and writing these important PR resources. 

Consider undertaking a small self-survey with your marketing and sales teams (no 
matter how small) to see if in your organisation: 

Question Y/N 

Sales use, or would use, any positive editorial coverage you may send 

through to them  

 

Sales are actively sending through details on customer wins that you 

could turn into a release  

 

Sales are comfortable with pushing their customers to be the subject of 

a case study 

 

Marketing informs sales of PR successes   

Marketing keeps sales abreast of its PR plans for each quarter   

Marketing has sufficient internal resources to produce great PR 

materials, specifically those that support sales 

 

 

 

25. Sell Faster 
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Our philosophy at Koru is that we help our clients sell more, sell better and sell faster 

so that they can maximise the return on their investment in sales. Over the next few 

issues of the SalesPulse™ we are going to focus on this theme and identify some 

innovative techniques, as well as reinforcing basic sales processes that should be 

used on a daily basis at the sharp end. Please pass this on to your sales people. 

 

Tip #1 is to ensure that you maximise the use of your investment by only pursuing 

business you have a realistic, 60% or better chance of winning. There is only one 

wrong time to qualify a deal and that’s when you’ve lost it! Throughout the sales 

process check your qualification criteria. If the “win ability” is not increasing take a 

really good look before increasing your investment. Remember “Poor qualification 

is the thief of sales time”  

 

Tip #2 Get your value out early: By putting the value you bring to your customers 

on the table early you set the benchmark: you have established some barriers to 

entry thus reducing the competition and reducing the sales cycle. Value is simply: 

 “What it is you can do for your customers” 

 “Where you have done it”, and  

 “What benefits the customer realized” 

This last point is key – articulation of real benefits and/or the return on investment 

are what matters to buyers.  

 

Tip #3 Set stretching objectives. How often have you heard a sales person say “I 

wished I’d have asked for………” when they have just come out of a sales meeting. 

The failure may not be in the meeting it is in the planning for the meeting. The 

overarching objective of a sales call is to move the sales process and your position in 

it forward. Every sales call where the maximum progress is not made, means 

another call is necessary, and the sales cycle extended. To maximise the return from 

a sales meeting you have to determine your objective, and then create a stretching 

objective. For example if your first aim is to get your customer to agree to a 

reference visit, a stretching objective could be to get them to agree to put forward a 

board 

recommendation if the visit is a success, and prepare for the call appropriately. 

 

Tip #4 Set an engagement timetable. Provided you’re not in a prescribed tender 

process, another way of accelerating the sales process is to set a timetable.  This 

could be: 

 We will confirm your needs by………… 

 We will put forward our proposal by…….. 

 We will demonstrate the benefits by….. 

 Etc 

The great benefit of this approach is that it is a good test of the prospect’s 

commitment – the sooner a decision is taken, the sooner the benefits can be realized 

– and if you can persuade them to adopt your plan then you know what you have to 

do to get to a reasonably quick decision. 

 

Someone once described selling as a premeditated sport – this means planning your 

every move, and with only 230 real B2B selling days in a year maximising their use 

is an imperative. 
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26. Your sales people need new skills? 

 

Much has been discussed and written about the need for ‘new’ sales skills in the 

internet world. The argument suggests that ‘globalisation, technology and changing 

buyer demographics’ have profoundly affected sales practices (see for example the 

Telegraph Business Section 14th June). Consultancies involved in advising companies 

on sales recruitment assert that the sales profession is undergoing a major 

revolution 

 

“Our research found that traditional skills like resilience and drive were 

still key to a successful salesperson but there were new requirements 
such as adaptability and the need to embrace change” Neil Wroe, SHL 

 

The new key sales competencies include – depending upon whether the perspective 

comes from sales management or the sales force itself – confidence, making contact, 

closing, building desire, creating options and presenting! 

 

Now, I may be missing something here but all this stuff seemed awfully familiar to 

me. So I fought my way through the dust and cobwebs in the attic and dug out the 

sales competencies and assessments of budding sales people from 20 years ago. The 

results were interesting. Quite apart from  wondering what had happened in the 

meantime to the various people we put through the wringer then, the skills and 

processes we were looking for bear a marked similarity to the ‘new age’ skills our 

sales people are deemed to need now, for example (and in no particular order) – 

creativity, flexibility, understanding changing business environment (political, 

economic, technical and cultural), developing win-win solutions, regular Director 

level contact, Board level presentation skills. I could go on! 

 

It seems to me that there are certain ‘universal truths’ about selling which haven’t 

changed in the last 2000 years let alone the last 20. First, in the B2B arena, if you 

are selling anything other than the universal widget, people still buy from people; the 

most effective form of marketing and sales conversion is still personal contact via 

introduction and referral. Second, the only way to build a successful business is to 

have the confidence and ability to sell value; this inevitably means understanding 

your customer’s business and giving him a range of solutions dependent on budget, 

timescale and ambition. Finally, it is critical to continue to qualify your customer all 

the way through the sales process right up until closing – if the qualification is 

rigorous then closing becomes a matter of agreement with the customer, not a battle 

to get a signature on a contract.  

 

So what’s new? One observation, not statistically verified but from anecdotal 

evidence from fellow sales professionals, suggests that there may have been a falling 

off in the depth and quality of in-house company sales training over the last 10 

years, whether from budget or business pressures. More to the point, the burgeoning 

higher education business course market has not picked up the slack. 

 

It is estimated that in the UK there are 766,000 salespeople and 545,000 marketers, 

but of 300 HND or degree level business courses, 200+ have marketing modules and  

3 (yes that’s 3!) have sales modules. (Daily Telegraph 26th Oct 2006). A quick and 
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unscientific review of the much treasured MBA courses in our universities reveals 

similarly dispiriting results. 

 

In short, selling is a dirty word, a dishonourable profession peopled by folks in sharp 

suits, with quick wits and the gift of the gab. Who on earth wants to be called a 

salesman, let alone admit that sales is the engine of growth and requires careful 

development and investment in real people skills? And yet…the same skills are 

required in the new age, just as much as they were in the old, it’s simply that fewer 

and fewer companies invest sufficiently in developing their sales capability. 

 

27. The price is never too high – it’s the value that’s too low! 

 

Last week Sainsbury’s announced their interim results that showed revenue up 4.7% 

and operating profit up 27%. When asked how Sainsbury’s achieved this very 

creditable set of numbers, Justin King the Chief Executive said “It was down to 

providing our customers with great value!” But did he really mean low prices? There 

must be some element of truth in that, but when I popped into a Tesco store 

recently they seemed to be very proud to display a board that said they had n,000 

prices lower than ASDA and x,000 lower than Sainsbury. Over recent years we have 

become more and more commoditised, but if there is value to be found in the retail 

sector there surely is in the business to business (B2B) environment. 

 

It always amazes me and my colleague, that when a sales campaign gets tough the 

automatic response is to reach for the pencil sharpener! There is an overriding view 

that the way to beat the competition is by having the lowest price. However, a 

bargain is only a bargain if it does what the customer needs and that is not just to 

meet the functional specification. 

 

After price the next emphasis is “how do we differentiate our product, service and 

company from our competitors”. This is a sure way to reduce your price. Competition 

is a fact of life: I am not saying you should ignore them, rather you should focus on 

your offering because    customers are generally not terribly interested in your 

differentiators, they are interested in how you can help them differentiate their 

offerings, be it through cost savings, improving customer satisfaction and retention 

or working capital reduction, to help them win sales to improve their business. 

 

The best way to beat the competition is for you to provide the best value, and to do 

that you need a deep understanding of your customer’s people and business. I saw a 

quote recently that said “You should know your customer better than your customer 

does!”, and it is undoubtedly a target which professional sales people should strive to 

achieve. 

 

Some of the understanding you should develop about your customer’s business are 

their: 

 

 business objectives 

 strategies 

 critical success factors 

 market positioning 

 investment criteria/return 
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 key people and their needs, wants and aspirations 

 key issues – the things that will stop them achieving their objectives 

 competitive advantage 

 

These are just a few of the knowledge points you should consider when framing a 

sales proposal. Understanding the relative importance of each one will determine the 

value the customer will perceive. Remember also that in most procurement’s 

nowadays there is more than one person who can influence a buying decision and it 

is important to understand their value requirements. A simple example would be that 

if your customer will only invest in capital purchases where there is a 3:1 return on 

investment over three years, your solution must at least meet that. If you can 

provide a 4:1 RoI, price is unlikely to be a major issue, even less so if you can 

demonstrate it through another customer. If you cannot meet their value 

requirement the price is likely to be irrelevant. 

 

 

28. Do you really need a sales office? 

 

Rather, the question is do you really need an office for your sales people? There are 

many schools of thought on this subject and they range from: 

 

 “If they are not in the office I don’t know what they are doing” 

 “If they are in the office they are not out selling” 

 “They need to be in the office to bounce ideas off people” 

 “We have to have an office for team meetings, account reviews, forecast 

meetings etc” 

 

These are all fair if not reasonable views. However, there are many factors which 

now indicate that an office for salespeople is unnecessary. From the pure business 

perspective offices cost money, and lots of it: for many companies whose customers 

are geographically dispersed the cost of visiting them is continually rising, and there 

is a significant loss of productive time during travel. Attracting and retaining high 

quality sales people is becoming increasingly more difficult (and expensive).  

 

Having salespeople based at home overcomes these issues and can hugely reduce 

costs, and from a customer perspective, having supplier people local to their 

business is seen as a distinct advantage. Earlier this year Microsoft made a big 

splash about having people working from home. Their UK HR Director said it would 

give them competitive advantage when it came to recruiting and retaining people. 

But this really is the tip of the iceberg as there are many other benefits. Technology 

has certainly facilitated home and mobile working but many of the benefits can be 

found to have their roots way back in the seventies. The foundation upon which 

these benefits were realised was trust. As we have stated in previous issues of the 

SalesPulse™ sales people are not well understood and as a result not trusted. This is 

an attitude that needs to be banished from Director’ thoughts as it will certainly 

prevent the realisation of significant benefits. 

 

Apart from the property cost savings and the customer proximity benefits here are 

some others. 
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 By allowing salespeople to work from home, managers are displaying trust 

and in return it has been proven that people work harder and are more 

productive.  

 The responsibility that is bestowed upon employees manifests itself in less 

management overhead than for office based staff 

 Generally, people working from home are more motivated, and happy people 

are more productive and less likely to leave 

 Dead time travelling to the office and to customers is drastically reduced as 

are associated costs. 

 

If these benefits could be translated into only a 10% productivity increase, the 

bottom line impacts are significant. But what will we do about all the meetings and 

reviews? Well technology can fix most of those issues for what in real terms is a 

marginal cost.  

 

However, this is not a one size fits all solution, it does not suit everyone and needs 

careful consideration and planning – but it can be well worth the effort. 

 

29. 2008 The year that your sales investment has to make a real difference 

 

Selling has to make a difference every year but 2008 has all the makings of a 

particularly difficult one. Falling house prices, depressed retail sales (perhaps this 

Christmas the retailers did not cry wolf), falling consumer confidence, the credit 

crunch and increasing personal debt will all contribute to what could be a really 

tough market all round. Bargains alone will not tempt buyers, be they personal or 

corporate; they will be looking for truly excellent value and service.  

 

The sales people that succeed this year will be those that succeed on a consistent 

basis. They will be hard working, excellent planners who are detail conscious, 

understand their customers’ business and requirements better than their customers, 

can create and maintain business relationships that yield mutual value and never 

consider failure. Alas these are in a minority and if you have some, make sure that 

you hold on to them. The cost of replacement will far outweigh the real cost of 

retention. 

 

If my view is correct and 2008 is going to be a tough year many companies will start 

to trim their budgets. The soft ones like training, consultants and marketing will be 

the first to be cut, followed by recruitment, travel and any other discretionary costs. 

Given this situation it seems counter intuitive to say that when the going gets tough 

that you should invest in sales. (On the other hand the best time to reduce costs is 

when you are doing well).  

 

So why do I believe that now is the time to increase your sales investment? 

 

1. Cost cutting is finite – there is an absolute limit to which you can cut. 

2. Wealth creation is infinite – within your available market(s). 

3. Cutting sales investment is counterproductive – it reduces customer contact 

and the time available to sell; it  de-motivates  and destabilises and will 

potentially cause the best people to leave 
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4. Increasing sales investment is an indicator of an organisation that is planning 

to succeed. 

5. Your competitors may cut costs – leaving you room to address their 

customers’ business needs. 

6. If you invest correctly you can make selling a competitive advantage that can 

be sustained – cost cutting is generally transitory.  

 

The reality is that your current sales investment probably has plenty of room for 

growth without adding a lot; it is just a matter of identifying and exploiting what 

really adds value. If you would like a view of the effectiveness of your sales 

investment just down load Part One of our 

“Maximising your return on sales” Concept Paper and take the test that is in 

Appendix One. I guarantee it will make you think about your 2008 sales investment. 

 

30. Blame the sales person - again 

 

When a company fails to make its sales targets, blame almost inevitably falls on the 

sales force. Sometimes this is justified, sometimes it is not. In issue two of the 

SalesPulse™ we ran an article on this subject and came to the conclusion that most 

good sales people fail because of unrealistic targeting. We still believe that this is the 

number one cause, but it is not the only one. There are at least another nine and I 

am sure that some hardened old sales pros can rattle off hundreds. In the second 

part of our Maximising the return on your sales investment concept papers we 

identify the major reasons for good people failing. In this issue we are going to look 

at another big issue and that is “How much time do your sales people actually spend 

selling?” 

Is it all the time, a lot of the time, some of the time or not much of the time? Well 

first we need a definition of selling – for us this is defined as time spent on work that 

can directly benefit the customer. This includes:  

 

 Undertaking customer research 

 account and campaign planning 

 customer call planning 

 structured and planned customer meetings  

 preparing and giving customer presentations and proposals  

 follow up work from customer meetings 

 focused relationship building 

 customer care, and  

 sales training and learning  

 

There are some interesting points regarding the availability of selling time: in smaller 

companies much of sales people’s time is spent selling. The bigger the company the 

less selling time there is. However, in the medium to large enterprise the average 

time spent on these value adding activities is less than 50%! The simple arithmetic 

says that half your sales investment is being spent on something other than selling, 

or 50% is an unrecoverable cost or your sales force is just too big. A more positive 

way of looking at it is that you have up to 100% additional sales capacity, and what’s 

more you can get it for very little additional cost.  

 

http://www.korusales.com/sales_productivity_library.htm
http://www.korusales.com/sales_productivity_library.htm
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So next time your sales people don’t make their targets ask them what is stopping 

them achieving them. It might still be the right time to blame them, but on the other 

hand.......... 

 

31. British sales people are the worst 

 

Before you bombard me with emails saying this is not so, I hasten to point out that 

this somewhat emotive synopsis came from the Daily Telegraph on January 24th. Do 

I agree with it is a question I plan to duck as my email box is already full. The report 

the venerable Telegraph extracted this information from came from was The Global 

Sales Perception Report produced by business leadership consultancy DDI, who are 

based in the United States. I have read their report and it is interesting to say the 

least. It raises many issues about the motivation of sales people, their knowledge of 

what they are selling, relationship building, partnerships and the sales profession as 

a whole. In this issue of the SalesPulse™ I am going to look at this last point because 

it is probably at the heart of many of the issues the report ultimately spawns. The 

key findings are: 

 Only 50.6% of respondents would be proud to have sales in their job title 

 39.6 of respondent believe that sales expertise has increased in the last five 

years 

 53% of respondents rated British sales people poor or fair 

These points resonate for a number of reasons. We have used the statements below 

on a number of occasions and it is absolutely true. 

 In the UK there are 766,000 sales people and 545,000 marketers, yet 

 Of Britain’s 300 HND or degree level business courses only three have sales 

modules, whereas more than two hundred have marketing modules. Maybe 

this is why: 

 

             “Sales is neither understood nor accepted by many” 

 

It is probably also why some of the other issues raised in the DDI report have such 

negative outcomes. It is really quite amazing that as wealth is created at the point of 

sales that academia and senior management have such an ambivalent, or even a 

negative view of selling as a profession. It is probably because of this that so few 

people have pride in being called a sales person and that job titles such as account 

manager, business development manager and business consultant continue to 

proliferate. I would go so far as to say that many senior managers see sales, and 

indeed marketing as a cost rather than an investment. If a company is not truly 

supportive of its sales people then their good people will leave. As the demand for 

good sales professionals far outstrips supply the net outcome will be higher cost 

and/or poorer sales performance. The cost of supporting a sales investment can be 

quite low when compared with the true cost of attrition. In our Maximising the return 

on your investment in sales papers we explore some of the many issues raised in this 

report and put forward a simple set of proposals that will help any organisation with 

sales productivity. In the next issue of the SalesPulse™ I will look at some of the 

other issues raised by this interesting report. 
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32. British sales people may not be the worst 

 

In the last issue of the SalesPulse™ I covered some general points from The Global 

Sales Perception Report produced by business leadership consultancy DDI. In this 

issue I am going to examine some of the specifics, but the outcome is in the 

heading. This will please a lot of our readers who have written in support of the poor, 

down trodden British sales person. The conclusion I have reached though will not 

please everyone.  

 

In the opening pages of the report five stark statements are made about sales 

people: 

 

 Unwilling to listen 

 Won’t take no for an answer 

 Lacking knowledge about their products 

 More interested in commission than what I need 

 Doesn’t understand my circumstances 

 

These are pretty damning statements. There are a number of other thoughts that 

need to be added to this pot. Buyers have higher expectations of the sales people 

who serve them. They expect the seller to: 

 

 Understand their business 

 Listen and provide sound advice 

 Create “Win Win” situations 

 Move away from transactional selling and become consultative sales people 

 Become a business partner 

 

In defence of the sellers the report does say that many organisations have embraced 

the concept of becoming a trusted business advisor and have invested in training to 

achieve that status. However, in the UK only 42% of respondents believe that the 

sellers have achieved that goal. So what is at the root of these issues?  

 

The first five statements are all symptoms of a short term, totally numbers focused 

sales culture. This is not to say that organisations should not be interested in the 

numbers, quite the opposite, but they should balance this with the “how” sales are 

achieved which is well described in the second five statements. True Key Account 

Management would be another way of putting it. Over the twenty five years I have 

been involved with sales I have seen the style of sales leaders’ change, from being 

heavily engaged with their customers and their people to drive results to one where 

the focus is on an Excel spreadsheet. I know which one I think works best. 

  

So why am I saying that British sales people may not be the worst? It is quite 

simple, culture drives behaviour and culture comes from leadership. I heard an 

interesting quote from a golfing correspondent after the American team lost the last 

Ryder Cup. “The best golfers in the world, but worst led!” Maybe there is a ring of 

truth in this in the world of sales. 

 

33. Sales lessons from the souks of Marrakech 
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You may well wonder why the frenetic market places in Morocco have any relevance 

in a business to business environment. Having visited a few over the last few weeks I 

can assure you that they have. While they may only sell to consumers that is the 

only difference and a marginal one at that. The consumer is undoubtedly the most 

discerning buyer of all. You may argue for the best deal at work, but when it is your 

own money you are spending you want the best value you can possibly get. 

 

The canny sellers in the souks are competing and collaborating with each other so 

that they too can get the best value. They work in an environment where they are 

selling the same or similar products as the stall next door. Some offer a wide range 

of products while others are niche suppliers. One can see many parallels in a 

business environment. An example would be the general purpose personal computer 

providers like Dell, Hewlett Packard and Lenovo, with Apple as the niche supplier. 

However, unlike these industrial giants I would suspect that none of the souk sellers 

has invested a penny in formal sales training. Rather they undoubtedly have a 

learning culture that is derived from many different sales situations. 

 

So what can we as business people learn from this highly price sensitive 

environment: 

 

 Firstly many potential customers may look at your products. However you 

have got to engage them in a conversation. The souk sellers have no aversion 

to cold calling, they have no fear of rejection and they know that if they don’t 

talk to a potential buyer someone else will  

 They have a simple qualification method. If the buyer says no twice they walk 

and if the buyer says maybe they are qualified in 

 Find out their requirements; giving them options to help them understand 

what you can offer helps you and the prospect through the buying/selling 

process 

 If you haven’t got what they want, you can always say sorry, but you can also 

source it from elsewhere. This shows you are flexible and that you value their 

custom 

 Know your products and margins; know exactly how far you can take a 

negotiation for a win/win result. Don’t be afraid to offer lower value or quality 

products if the buyer is too demanding on price, and don’t be afraid to walk 

away if the buyer won’t pay enough 

 Finally, before you close the deal see what else you can sell them. If you don’t 

ask you may have lost another selling opportunity. 

 

I have had the pleasure of watching these people at work, and have had firsthand 

experience of the sales process as I wanted to buy a new bag for my lap top. The 

result was I got what I wanted and a few more things I didn’t set out to buy. I may 

be a push over for a good sales person but the learning and reinforcement process 

was well worth the experience! There are many books written about selling and 

many training courses available all becoming ever sophisticated. However, if you 

have a simple sales process and get the basics of selling right I remain convinced 

that you have a winning sales strategy. 

 

34. Are your growth plans achievable? (2008) 
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According to the International Monetary fund the UK economy will grow by 1.6% 

over the next two years. The Ernst Young ITEM Club estimates growth this year at 

1.8% and 1.5% next. According to the Office of National Statistics growth in 2007 

was 2.8%, and from my simple interpretation of the ONS figures growth was on 

average better than 2.5% over the last five years. This created a healthy business 

environment which, quoting the ONS once again resulted in corporate gross 

operating surpluses (profits) 3.3% higher in 2007 than in 2006. What are the bets on 

a repeat performance in 2008 now that profit warnings are running at 100 per 

quarter and at the highest level since the dotcom failure in 2002?  

 

I am sure that many companies will have taken into account the economic 

environment but how many will have forecast such a significant decline when setting 

their plans? In board rooms around the country directors will be examining their 

business plans and identifying how they can protect their bottom line performance. 

Few of us have the luxury of stifling supply to increase prices in a high demand 

market; most of us have some capacity to reduce controllable costs, but cost 

reduction is finite; all of us though, have the capability to improve sales productivity. 

After all wealth is created at the point of sale and wealth creation is infinite.  

 

Improving sales productivity is not just about selling more. Anyone can drop their 

prices (and margins) to achieve growth. Sales productivity is about selling more, 

selling better and selling faster. “More” gives volume, “better” protects and enhances 

margins and “faster” creates sales capacity and the potential to improve cash flow. It 

is also about leadership; it might sound daft to say that this is a time to invest in 

sales, but it is and the winners over the coming months and years will be those who 

do. 

 

35. Thought leadership improves margins 

 

....and a great deal more.  

 

It generates leads, provides competitive differentiation, shortens sales cycles, 

supports brand development and most importantly it delivers value to the prospect 

or customer in advance of the sales cycle. While many people see thought leadership 

as a corporate activity, it can be used as a simple sales tool and the best sales 

people employ it on a regular basis. 

 

The best known brand in the UK is Google: they take more in advertising revenue 

than ITV. If you examine how Google achieved this brand recognition it was not 

through mass advertising, it was through thought leadership. They developed their 

market dominance by providing free searches, and of course still do. As internet 

traffic grew exponentially they introduced sponsored links and other sales tools as 

vendors wanted to expose their goods and services to their markets. I am sure some 

will say that all they did was give something for nothing, but for their returns and 

market value many of us might be inclined to do the same. The key was not the 

freebie, it was their vision of the future and that is what thought leadership is all 

about. It is about solving problems that people do not know that they have. 

 

At a sales level thought leadership is in the first instance understanding your 

customers business and the markets in which they operate. An old colleague of mine 
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used the phrase “know the customer’s business better than the customer”. This is 

sound advice, because to be credible with senior management you have to talk 

business. Too many sales people talk about products and force themselves upon the 

prospective buyer, and in so doing create huge problems for themselves. The 

episode of the “The Apprentice” televised on Wednesday demonstrated precisely the 

impacts of this approach. The best sales people are seen by their customers as peers 

or trusted advisors who deliver solutions to business problems and creative 

approaches to exploit opportunities. You cannot do this unless you know your 

customer’s business. 

 

Let me give you an example of thought leadership at the sales level. Let’s say that 

your company provides training and training materials. Your customers have a need 

to support mobile technical and sales consultants with information on the latest 

technological developments and continuous learning. Bringing these people off the 

road incurs loss of revenue and actual cost so why not display some thought 

leadership and send them a concept paper describing how delivery of training and 

dissemination of technical information through podcasts yields significant business 

benefits. It is more cost effective, facilitates greater reinforcement and retention and 

provides training on demand. Additionally it creates competitive advantage by 

maximising customer facing time. The next step is to seek their views and in return 

offer them a single pod cast course for their personal use. This concept changes the 

way in which training is delivered as few people do it this way, and if you Google 

“training using podcasts” you will be surprised how few people do it! 

 

Thought leadership demands that you invest a little of your intellectual property, 

however, the return will be significant. 

 

36. Is your sales investment yielding the optimum return? 

 

This week’s newsletter is short and to the point. To help you understand if you really 

are getting the best return on your investment in sales we have compiled a quick 

quiz. All the answers are either YES or NO (if the answer is DON’T KNOW, assume it 

is NO). The fact that the answers are binary doesn’t mean to say the questions are 

easy!  

  

# QUESTION YES/ 

NO 

1 Do you know the ten good uses of sales peoples’ time?  

2 Do you know the ten big wasters of sales peoples’ time?  

3 Do your sales people spend more than 80% of their time on 

customer facing revenue generating activities? 

 

4 Do your sales managers spend 80% of their time with their 

people or with customers? 

 

5 Do you and your top management team spend 30% of their 

time with customers? 

 

6 Are your company’s processes, resources and activities aligned 

with your sales efforts? 

 

7 Do you or your sales managers know why your good sales 

people fail? 

 

8 Did all your salespeople achieve their sales targets in your last  

http://www.google.co.uk/
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financial year? 

9 Do you or your sales managers know what most frustrates 

your sales people? 

 

10 Is there a continuous learning programme in your company for 

your sales people? 

 

 

The correct answers are of course all YES, and if you have ten of them you have 

perfection in sales and I would welcome the opportunity to discuss how you got 

there. If, as I suspect, you have a smattering of correct answers there is a massive 

opportunity for you.  

 

That opportunity is to increase your sales capacity and capability and to make selling 

a sustainable competitive advantage. 

 

37. The value of account planning 

 

Without doubt account planning is the key to selling more, selling faster and selling 

better. Here are some good reasons why every sales organisation should employ 

account planning as a sales best practice: 

 

 It is a good use of sales time and optimises the use of post planning sales 

time by focusing the account manager on those things that are important 

 It is pro active – by understanding your customer’s business, identifying their 

needs and imperatives allows you to take proposals to them before they 

decide to hold a tender and as a result can lockout the competition 

 It allows you to understand the resources you need to apply to a given sales 

opportunity and to determine if you wish to proceed i.e. it contributes to the 

qualification process 

 It focuses your valuable resource on those opportunities you can win 

improving both revenue and margin 

 Good account planning involves the customer in the process. This allows you 

to show thought leadership in solving their problems or meeting their 

requirements 

 It helps you move up the value chain from being a commodity vendor to 

being a strategic business partner, and 

 It helps align the company with the customer’s business needs building 

customer focus and true responsiveness. 

 

There are several misconceptions about account planning 

 

 Many people believe that account planning is a long winded process that 

requires a report the size of “War and Peace” to be produced – This is the first 

of these. An account plan can easily fit on 3 sheets of paper and can be 

conceived within two working days. What is required though is a thorough 

understanding of your customer’s business. 

 Our salespeople are too busy to do account plans – A salesperson that does 

not plan will rarely be a good performer and will end up chasing opportunities 

where other people, the customer and/or the competition have set the 

agenda. 
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 An account plan is an internal document. “We wouldn’t want the customer to 

know what we plan to sell them”. This is another fallacy. If you don’t share 

the plan with the customer you might be trying to sell them something they 

don’t want/need. It is much easier to sell what the customer needs rather 

than try to sell the products or services you can make. 

 “We have tried this before and it didn’t work”. The reason for this is usually 

that sales and general management are not part of the process and as a 

result the plans and actions are not followed up. Management should be 

involved in the process. 

 

38. Poor Sales people cost than good ones 

 

Generally speaking good sales people command a premium in terms of pay and 

conditions. But this does not mean they cost more. It is our contention that poor 

sales people cost significantly more than the good ones. Have you ever worked out 

the true cost of a poor performing sales person? If not you should as it is a great way 

of focusing on sales productivity. The costing process is not at all difficult as can be 

seen below and is based upon a sales person targeted with the achievement of 

£500,000 of gross margin. 

 

Item     Price 

Salary 30,000 

Bonus/Commission (50% target achievement)   15,000 

NI 3,600 

Pension 1,800 

Car 3,600 

Other benefits (Health/Dental insurance) 1,500 

Recruitment cost 10,000 

Overhead (Facilities and Management) 12,000 

Gross Margin Generated (50% target 

achievement) 

 

250,000 

Net Return 172,500 

 

On the surface this doesn’t seem too bad unless you compare it with a 100% 

performer who would generate a net return some £235,000 higher using the same 

parameters. In sales productivity terms this is the true measurable cost of a poor 

performer. Too often unfortunately Sales Managers look at their performance against 

sales target and against their cost and if they are equal or better they believe they 

have done a good job, and as this is the accepted way of measuring sales managers 

they have done a good job. Accepted it may be, but that doesn’t mean it is right. 

Selling is an investment and sales performance is the return. You wouldn’t consider 

lumping all your investments together and saying it’s fine because on balance they 

gave what you planned. Rather you would examine the performance of each 

The well used cliché “Failing to plan is planning to fail” is very apt. Successful 

sales organisations have account planning as their core sales process. Most 

systems and sales techniques come to the fore when an opportunity is 

identified, but finding them is the most important outcome of account 

planning. 
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investment and decide the appropriate action. Good sales leaders do the same; 

understand the issues, devote time to the salespeople concerned and measure the 

improvements. In some sectors the timeframe for improvement is just one month. 

That is like the sword of Damocles hanging over a salesperson, they will be too 

scared of losing their job to improve. Choose a timescale that is reasonable, it might 

well be a month, for them to improve. It is not just down to the sales person, sales 

leaders help their people improve through the provision of learning and coaching. 

And finally remember the cost of a poor performer can also include the cost of poor 

performing management. 

 

39. A time to relax and reflect (Summer 2008) 

 

This was a have a happy holiday message at a time when the credit crunch was at its 

peak! However there was a sales tip well worth considering: 

 

Our tip this time around is a quotation. It is a good one for you and your people to 

have on their partitions or office walls and it is about maximising the return from a 

sales call. You should always plan calls, be they visits or on the phone. 

 

"If you have accomplished all that you have planned for yourself, you have 

not planned enough." 

 

40. Do you know the return on your sales training investment 

 

I have asked this question of many sales managers, directors and senior 

management over the last couple of years and have never received an answer in 

financial terms. This lack of benefits management/realisation coming from people 

who are selling value to their clients is quite interesting and it poses a number of 

follow up questions.  Why do senior sales managers invest in sales training as an act 

of faith? Why are training companies apparently unaccountable? If training is really 

necessary to improve performance why is there such apparent ambivalence from the 

purchaser? 

The answers are many and varied, but first of all let us consider why management 

commission a sales training programme? Some reasons here include we are not 

getting the right price for our products (lack of value and/or poor negotiating skills); 

we always lose out at the presentation stage (lack of value and/or poor presentation 

skill); our people are selling product (lack of solution selling skills) or the Miller 

Heiman rep says that we can extract more value from our best customers by using 

their sales programme (we don’t know how to manage our best customers). The 

outcome of this type of needs analysis is nearly always “sheep dip” training. Put 

everybody through it and we will improve! The motives are good, the execution is 

good, the initial outcomes are good but the results generally are not sustained. 

Let’s now consider the training companies: they receive an RFQ unless they are 

smart and get it on a single tender and propose their standard fare. The good ones 

propose follow up with the sales people, but this is discounted on price or “we have 

our own sales managers who will do the follow up” so we will not need you for this. 

The “best bid” is accepted, the training is delivered and that’s that. The training 

company has delivered its product to specification and collects its cheque. 
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The sales people return from their course full of enthusiasm and find that their 

manager, who generally speaking has not been on the course, asks a few simple 

questions (was the course good, did you learn anything new) but just really wants to 

know if their recent forecast is still OK (the sales people have been out of the office 

for a week) as the month end is nigh and it is results that count. This is the point 

when the investment starts to become a cost. Sustaining the benefits from training 

requires managements’ commitment to coaching their sales people, to ensuring that 

training becomes learning by embedding it in the culture of the organisation and by 

measuring the financial return on the investment. If these are not present then the 

objectives of the training will not be achieved. 

This is not the only reason why sales training often fails to deliver financial benefits 

and I will cover these in future editions of the SalesPulse™. 

 

41. The biggest thief of sales time 

 

52% of forecasted orders are lost or result in no decision; this worrying statistic 

comes from the Chief Sales Officer Insights Survey in 2007. We are all aware of 

situations like this conversation: 

Salesperson: Hello John, I am just calling to see if you are ready to sign for the 

project we have been discussing. At our last meeting we agreed the pricing, cleared 

all the issues you foresaw out of the way and when we did the presentation to your 

board they asked a lot of questions which we answered, and they said that our 

proposal was just what they were looking for. 

Prospect: Brian you are right and following the presentation we sat down and while 

everything you have proposed is what we thought we wanted we have decided not to 

go ahead. 

Salesperson: Is there something we have missed? 

Prospect: No, you have done everything we asked but we just cannot justify the 

expenditure right now. 

This type of conversation goes on everyday and the do nothing outcome is the 

biggest competitor many companies face. For the client it is the safe option; doing 

nothing, particularly in the current environment, means nothing can go wrong. 

Leaving the cash in the bank earning 5% interest is safe. However, from the seller’s 

perspective this is a really bad outcome as the sales cost has been incurred, but 

more importantly potential selling time has been lost. The problem lies in the sales 

process and not necessarily with the sales person who is generally speaking the 

scapegoat. The biggest thief of sales time is poor qualification in a poorly managed 

sales process. Despite the fact that qualification is at the heart of all basic sales 

training it is often not applied rigorously or often enough. This results in sales people 

holding on to prospects for far too long, and this is particularly the case when times 

are tough. 

Here are a few simple questions with YES/NO answers that will help you check if your 

qualification process is working: 
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  - Do you have a documented sales process, if so is it followed? 

 

  - Do you have an ideal client profile, if so is it used? 

  - Do you have a documented qualification process? 

  - Is it used at the start of the sales process? 

  - Is it used at each stage of the sales process? 

  - Are qualification questions included in every call plan? 

  - Is the process tested outside of the one up sales management structure? 

If your answer to these questions is yes, the situation described above should not 

arise too often, and your win rate will be better. There will always be circumstances 

where the prospect, no matter how well qualified, will withdraw from the sales 

process but these will be exceptional events such as mergers or takeovers. There are 

a few golden rules for qualification: 

  - Ask pertinent questions and listen carefully 

  - Qualify rigorously 

  - Qualify often, and remember that 

  - The only time it is too late to qualify out is the day you fail to win    the business. 

Selling time is one of the most valuable commodities an organization possesses. 

There are many other thieves of sales time but poor qualification is the biggest thief 

of all because it is one of the few that is almost entirely in the hands of the sales 

person and their team. 

42. To bid or not to bid, that is the question 

 

This morning I received an invitation to tender (ITT) from a potential client and have 

spent a bit of time thinking about it. Times are tough for many companies at the 

moment and likely to get tougher; opportunities are becoming scarcer as both public 

and private sector organisations hold back on investment but shouldn’t I really put in 

a bid. You never know I might just get lucky. This logic, if you can call it that is going 

through the minds of sales people everywhere, and like me they are in a quandary 

as to what to do with this invitation to tender. There are a few guiding questions 

upon which to base my decision to respond, and these questions all have binary 

(Yes/No) answers as that should remove any element of doubt and prevents emotion 

from outweighing reason. 

 Do I or anyone in my company have any personal/business relationships with 

this potential client? 

 Have we done business successfully with them before (are they a satisfied 

customer)? 

 Have I had any influence on this tender request?  



KoruConcepts - The SalesPulse™ Compendium 

Confidential                             Copyright © 2013 Koru Services Group. All rights reserved. Page 43  

 

 

 Does the style and wording in the document reflect the words, values and 

Unique Selling Proposition of our company rather than those of a competitor?  

 Is my company stronger than the competition in three or more of the 
following areas? 

         a) Product/and or service 

           b) Customer intimacy                         

         c) Value (or price in a commodity environment)              

         d) Demonstrable experience/references  

 Are the client’s bases of decision clear and unambiguous?  

 Is bidding for this business truly a good use of my time and the resources of 

my company?  

 Do we win more than 60% of bids when we make the short list? 

 Have we won business like this in this market sector before?  

If you have answered yes to at least seven of these questions then invest your 

company’s time and money, if not then qualify out. Even if you are well positioned to 

answer only do so if you have the time and resources to put in a high value 

response. Cobbled together proposals are just that and lose you credibility. 

Another question it raises though is why should a salesperson even contemplate 

answering an ITT when the chances of winning are so low? There are several 

reasons; firstly people are seduced into this type of activity if they have a shortage 

of sales leads. Secondly they feel that they should be seen to be taking positive 

action, for example writing proposals or their commitment may be called into 

question, and finally they lack the skills and/or confidence to create opportunities 

with their existing or potential clients. While there are clearly some sales person 

issues here there are also some leadership ones as well. A good sales leader will help 

their people through this qualification process and provide coaching to help the sales 

person overcome their other issues. This would be a much better use of time than 

bidding for a lost cause. 

So what have I decided to do? I qualified out and wrote this newsletter instead. 

43. Selling in tough times 

The latest description of the current economic environment is the R word. I am not 

an economist but like many other business people I could see that a recession had 

been coming for at least a year. Back in January our newsletter covered the topic 

through an article on why 2008 was the year to invest in sales. In the summer we 

ran a seminar on the same subject covering sales productivity and tactics to employ 

when selling in a recession. For those of you who weren't there I am going to cover 

the top activity points to help manage sales in a recession - I hope you find it useful. 

 

Focus on your existing customers. Understand their business better than they do 
and pro-actively create solutions to their needs 

Do you have Account Plans for your best customers? If not this is a good time to 

do them as they will facilitate the understanding process, help you identify 
opportunities and provide a structured approach to winning them 
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Use your sales time well. Building on the last point, have a sales plan for every 

opportunity. Not only will it help you understand what you need to do, it will help you 

qualify. Be rigorous with qualification and don't hang on to no hopers because they 
are the only show in town 

If it’s tough for you, it's tough for your competitors too. If your customers aren't 

buying someone else's might be. Focus on your weakest competitors and call their 
customers 

Your best sales people are vulnerable. Love your best performers and manage the 

not so good. Don't cut back on expenditure for lead generation or personal 

development as doing so is counterproductive. There's little point having a low cost 
base if you've no one to sell your goods and services 

Selling is a company responsibility, not just the sales team's. Everyone sells! When 

did your Finance Director last give you a sales lead? Challenge managers to spend 

time with customers and reward individuals for exceptional customer service. We 

seem to have forgotten how to celebrate success. Rediscover it, say thank you, it’s 
cheap and hugely motivational 

Are your sales targets achievable? If business is in general decline your targets 

may be inappropriate. Adjusting them to reflect today rather than yesterday is 

motivational. Unachievable targets is the most common reason for good sales people 
leaving 

When times get tough, reviewing increases. This is counterproductive - stop 
reviewing and start helping your people win sales 

Finally, and returning to the first point, stop your customer facing people doing 

anything that does not benefit the customer. On average sales people spend 

less than 20% of their sales time on customer facing activities. Doubling it has 
enormous benefits 

Not everyone is struggling; irrespective of the circumstances there are always 
winners and losers. Most of the points above are equally valid if you are doing well.. 

44. The one thing every director can do to increase sales 

 

To sell effectively sales people need a deep understanding of their customers:  

 

 - their business plans and strategies  

 - their key people  

 - their challenges  

 - their competitors, and  

 - their partnership and buying processes.  

 

Without this knowledge it is really quite difficult to build solutions to customers needs 

and to provide the proactive approach that many customers want. It is not just the 

buyers of complex product and service packages that want this type of relationship: 
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even hardnosed buyers of price sensitive products understand that there is value in 

the right type of seller/buyer relationship. To build relationships and to develop the 

understanding that will yield long term business benefits takes a significant amount 

of time and effort. Every sales manager knows that this is a good investment of sales 

time, and in the current economic environment it is even more important. So why is 

it that  

less than 20% of salespeople's time is spent on customer facing activities? 

 

This horrifying statistic comes from SiriusDecisions in the United States. Of course it 

is not that extreme here is it? It may not be but salespeople in the United Kingdom 

do suffer from traits that indicate a lack of customer knowledge and understanding 

(Source DDI 2007/8 Global Sales Perceptions Report) which means they are probably 

not spending enough time on customer facing work.  

 

Let us assume that this "less than 20%" figure is wrong, and that sales people spend 

double that amount on customer facing activities. If one can reduce the non 

customer facing work to one day a week the size the sales force is doubled at no 

extra cost. So the one thing that directors can do to increase sales is to liberate their 

sales people from inward looking activities. This will allow your people to focus on 

value adding activities such as:  

 

 - undertaking customer research  

 - account and campaign planning  

 - customer call planning  

 - structured and planned customer meetings  

 - providing advice through concept papers  

 - preparing and giving customer presentations and proposals  

 - follow up work from customer meetings  

 - focused relationship building  

 - customer care, and  

 - appropriate sales training and learning  

 

We are sure that whatever sales people do other than selling is really important. The 

sign of a good leader is that they understand not only the "what of performance" but 

also the "why". If you want to do one thing to increase sales in 2009 make a New 

Year's sales resolution to really understand what your people do, and then do 

something about it. 

 

45. Delivering more value to your customers 

 

In the current environment customers are looking for more for what they pay, and 

this is probably an understatement! Other than dropping prices there are ways by 

which you can bring that distinctive value that will let you maintain your margins. 

While dropping prices is an easy option it can have long term impacts on your 

business and importantly on your relationships with your customers. For example if 

you have always charged £10 for a "widget" and your customer says he has a quote 

for less than that and suddenly you can do it for £8, your customer may feel that you 

have been making excessive profits from them, which is potentially relationship 

damaging. Once you set your price at £8 that is the price at which you will trade 

forever; a classic lose lose situation. Of course you can argue that circumstances 



KoruConcepts - The SalesPulse™ Compendium 

Confidential                             Copyright © 2013 Koru Services Group. All rights reserved. Page 46  

 

 

have changed and that your costs have reduced, but a reasonable response is "why 

has your price dropped now that I have got a competitive quote?" I am not saying 

that you should never drop your price rather it should be the last resort. If this is the 

case how can we generate more value for our customers?  

 

First of all there is no silver bullet. Some companies sell commodity (price sensitive) 

products where differentiation is difficult, unless you are the lowest cost provider or 

your like for like product is superior. Others sell complex solutions where 

differentiation is possible but that may not drive customer value. For example IT 

outsourcing can be complex and there are different ways of achieving it, but a 

primary driver for this type of service is cost. Having said there is no easy answer 

but the best way to deliver value that we know is through customer intimacy, but 

what is a customer intimate company. We picked up this definition from the web;  

 

"Customer-intimate companies bring an entirely fresh perspective. They 

discover unsuspected problems, detect unrealized potential, and create a 

dynamic synergy with customers. They often merge their operations with 

those of their customers. In the integration of their operations, suppliers 

become more than merely useful: They become indispensable". 

 

We use a simpler definition and that is "to understand your customer's business 

better than they do". Understanding in detail the needs, wants, people and drivers 

of a customer's business allows you to thoroughly plan your sales activity, optimise 

your sales resource, and take proactive solutions to your customers that can win you 

business. This is why we are such strong advocates of account planning. Account 

planning is at the heart of customer intimacy.  

 

Returning to the "widget" example above, this is a classic case of reactive selling as 

it is the customer who has been proactive by going to the market to find better 

value. If you had said "Having looked at your historic demand and current trading we 

estimate that in the next three months you will need 10,000 widgets which you can 

call off when you need them thus reducing your inventory and working capital" you 

will stand a much better chance of retaining your £10 price because you have added 

value to your customer by reducing their true cost of acquisition, and they would 

probably not have gone to the market for alternative quotes. Only by 

understanding your customer's business and planning your approach will 

deliver more value. 

 

46. Making a good first impression 

 

 

Like many business people visiting a customer, supplier or potential partner is a 

regular occurrence. It is always interesting to see what the reception area is like. 

When you arrive are you greeted courteously? Is your name badge waiting for you? 

Does it say Visitor or Guest? And does your host come to meet you personally? 

These are small things but they show that you are cared about and as a customer 

one always like to think that you are cared about and that the company you are 

visiting has customer focus.  

 

As one always has to wait a few minutes to be collected I have a look around to see 
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what else the company has to say for itself. The walls normally have a few accolades 

on them like: 

 

 - Investors in People 

 - The Queens Award to Industry 

 - Some industry recognition like "Microsoft Gold Partner" or 

 - "Times Fastest Growing Company" 

 

These things say a lot about the company but little about their customers. One then 

still has the odd minute or so to spare and the next thing you see is the brochure 

rack which has eye catching titles like "Our insolvency services". And of course there 

is the press cuttings book with items about the new office they have just opened or 

about a new product release. Good solid press release material. As a supplier of 

services I work on the principle that buyers are not really interested in your company 

they are only really interested in what your company can do for them, i.e. how can 

you help them improve their business? 

 

As the banner at the top effectively says now is the time to exhibit genuine customer 

focus. While it is absolutely right to have a very healthy interest in working capital, 

cash flow and costs it is equally as important to use the assets at your disposal to 

help you sell more. Your reception is a sales asset. Here are a few low cost ideas to 

transform your reception into a sales aid. 

 

Make sure all the hygiene factors are right - a warm welcome, name badge 

prepared and a prompt collection by the guest's host. 

 

Rather than talking about your company with the industry accolades, have 

some good strong customer testimonials saying what you have done for 

them 

 

Get rid of the brochures and replace them with Concept Papers identifying 

innovative solutions for industry problems 

 

Replace the press cuttings with customer case studies that exemplify your 

capabilities 

 

And when your guest leaves exchange their pass for a folder with the 

testimonials and case studies included. 

 

We all need to do a bit more to get the playing field sloping in our direction and you 

achieve this by doing lots of small things; after all if there were big things to do 

wouldn't we have done them by now. 

 

47. What does your website say about your company? 

 

In today's technological environment many potential customers find you well before 

you find them. Thanks to the wonders of the internet search engines people can find 

out about your company without any costly sales interventions on your part or 

unwanted telephone calls or sales visits for them. The day they click on your website 

they immediately gain an insight into what you have on offer. At that moment your 
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website is no longer a piece of technological widgetary, it is your company. In the 

last issue of the SalesPulse we talked about using your sales assets and this issue 

continues in the same vein. Your website is an extremely valuable sales asset and 

what it says should be as powerful as a sales call from your top sales professional. 

Apart from those websites that are dedicated to e-commerce there are two other 

types of websites namely "electronic adverts" or "authority sites". The names are self 

explanatory really an advert (or a brochure) is an advert; these websites are just 

advertising what you do. Authority sites are those that not only advertise what you 

do but they help the potential buyer by providing information that can help them 

improve their business. It is this type of site that generates most sales leads. The 

key here is to retain the reader's interest for as long as possible; the longer they 

stay with you the more likely they are to make contact and the less time they 

will have for your competitors' sites. Here are a few questions to ask yourself: 

 

- When a potential customer lands on my home page can they immediately 

see what we do, to whom we do it and the value we bring to our customers? 

 

- Can they easily see our line of business experience? 

 

- Can they see the types of products, projects and services we provide with 

case studies supporting our claims? 

 

- Do we provide no charge materials such as white papers, technical hints 

and tips, industry articles; are we seen as innovative or just "me too"? 

 

- Do we have a simple non threatening way of identifying targets e.g. a 

newsletter sign up box or do they have to sign up to receive any of your 

materials? 

 

- Do we have a dedicated customer area where existing customers have 

early availability of documents, product news, etc? 

 

The answer to all these questions should really be yes. To retain the searcher's 

interest and to generate in them enthusiasm for your company you need to provide 

them with information that will help them improve their business. Authority sites do 

this as they are seen by the searcher as offering real value. Adverts rarely deliver 

value. There is one further question you must ask and that is: 

 

Do we have a tangible (financial) objective for your website, do we measure 

the ROI, and is there a senior manager responsible for it? 

This really is the first question as it will probably dictate the type   of website you will 

deliver. If you have a website because everyone else has, the chances are it will be 

an advert as it is likely to be the least expensive to set up and maintain. Investing in 

an authority site is more expensive, but the returns will be better. The best article I 

have read on this subject is from a company called Web Page Mistakes. Unlike the 

other umpteen sites I have looked at it does not talk about technicalities, it merely 

gives 4 tips for improving website ROI. They are: 

 

 - Have a clear objective and measure performance against it 
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 - Know your audience, or target market: your website is for your existing and 

prospective customers 

 

 - Be informative: provide the information (and evidence) that will help them make 

a buying decision 

 

 - Make it easy to use 

 

Put yourself in your customers' shoes and have a good look at this sales asset; 

better still ask some customers what they think of your website. 

48. Generating sales from data 

 

Making maximum use of your sales assets is a major requirement in the current 

climate. The last two issues of the SalesPulse have covered this subject. This issue 

prepared for Koru by David Willis of Information Drivers explores how data can help 

your sales efforts particularly in the area of customer retention. 

 

It’s understood that selling to existing customers is more cost effective than pitching 

for new business. Supermarkets and companies such as Amazon capitalise on this 

principal. They know who their customers are, what, when and how much they 

purchase and use this knowledge to devise propositions that entice customers to 

return and buy more goods. 

 

These companies and others like them, have retention programs to help keep their 

business in front of the customer's mind when making purchases. When considering 

purchase of a CD or book, you probably think of Amazon. Similarly, for food you 

automatically think of your preferred supermarket. The brand plays a part in that 

decision, but it’s the service you receive that will ultimately keep you coming back. 

 

Key to retention is understanding your customers and how to service their needs. It’s 

unlikely that your customers are all the same, they will probably fall into a number of 

groups or segments. By segmenting customers into discrete groups, you can address 

each group’s specific needs e.g. occasional shoppers, price sensitive or volume 

purchasers, etc 

  

Yes, it’s easier to send a general news letter or piece of promotional material to all 

customers than targeted communications. But if you were on the receiving end, how 

would you feel? What would be the implied message? Customer segmentation as 

part of a retention strategy provides the context for each communication. 

Communications with regular customers might be to thank them for their continued 

business, whereas infrequent customers may be sent purchase incentives and less 

profitable customers bulk purchase discounts. 

 

Using historic sales information, it is possible to build customer segmentation that 

will support your business growth. Sales data held in your systems provides the basis 

to understand how often customers purchase, what they buy and which offers they 

respond to.  
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A good retention model will identify discrete customer segments e.g. best customers 

in terms of recent, regular and profitable business. Similarly it will reveal segments 

that require attention e.g. lapsed and previously best customers. Perhaps most 

significantly, it will also identify customers who have the potential to become 

tomorrow’s best customers. 

 

From a business view point, how profitable are your customers? You may have 

customers that are hugely profitable; some where you actually lose money and many 

others in between. Should you treat them all the same? Probably not! Placing 

customers into profitability segments makes it simpler to ensure they receive 

appropriate communications e.g. change of terms for unprofitable business! 

 

Customers who purchase regularly can easily be viewed as the lifeblood of a 

business. Quite often this is true, but each needs to be seen in terms of profitability 

too. Are regular purchasers only taking advantage of your offers or have they 

succumbed to your excellent service? In the current economic climate, it is 

appropriate to view changes in behaviour to. If customers are ordering less 

frequently or in lower quantities, what is the reason for this? What might be the long 

term impact on your business? Could you help them and retain their longer term 

business? 

 

Moreover, should you just focus attention on recent customers? Clearly it’s good 

practice to welcome new customers and thank them for their business, but what of 

customers who have not placed an order recently? What could be done to encourage 

another purchase? By understanding their previous purchases, relevant offers can be 

communicated. 

 

Your sales system undoubtedly maintains customer names, addresses and records of 

sales. This information will provide the basis to build customer insights that reveal 

latent sales potential and the understanding necessary to translate that knowledge 

into sales. 

If you would like to know more about exploiting data to generate sales email 
david.willis@information-drivers.com or call him on 01494 871 342 

 

49. Using your customers as a sales asset. 

 

In recent issues of the SalesPulse we have focused on making the most of your sales 

assets and one of your greatest assets are your customers. Clearly we all depend on 

our existing customers for repeat business and we work our socks off to provide 

them with excellent service so that they keep coming back. However, existing 

customers can be a source of new business as well. Many senior business people 

have extensive networks of colleagues in their own and other industries and the 

organisations they represent should be targets for your business. They can be 

reached through a simple sales methodology and that is referrals. All experienced 

sales people know that referrals are the best leads and have the highest conversion 

ratio. If this is the case and we strongly believe it to be, why do so few companies 

have a referrals strategy? After all the benefits are compelling and include: 

mailto:david.willis@information-drivers.com
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Referred customers are pre sold – reduced sales cycle time 

 

The referred sales person has instant credibility and trust worthiness – 

reduced selling time 

 

The competition is diluted or non existent – better margins 

 

Conversion rate is higher (50 – 75%) – better productivity 

 

Referred customers are more likely to provide referrals – more qualified 

prospects, more business 

 

It is important to understand the key requirements, "the must haves" before setting 

off on a referrals strategy. The first is service; service excellence is a must. 

Customers desert suppliers because of bad service more than for any other reason. 

Satisfied customers are happy to give out referrals. As customers we give unsolicited 

referalls all the time. For example "we ate at a great new restaurant last night, good 

food, good service and good value". If we feel we have had a good experience then 

we tell our friends and colleagues. In some cases where a customer has had a bad 

experience and the supplier provides a solution that is above their expectations they 

also give referrals. 

 

Asking for a referral is as hard, or as easy as asking for an order. However, in the 

sales process a customer can anticipate that a salesperson will ask for the order. 

Taking a customer by surprise by asking for a referral puts them on the spot. It is 

better to broach this over time and play it into a conversation at an appropriate time. 

This allows the customer time to have thought about it and you are likely to get a 

better response with additional information about the potential buyer.  

 

While customers are the best source of referrals your suppliers should not be 

ignored. Rather than pinning them down to another 1% off the price why not ask 

them for a referral, in the long run it may be worth a lot more! 

 

50. Making the best use of your sales people’s time 

 

Would you like to increase your sales time by 50%? I am sure the answer is yes! 

According to SiriusDecisions research last year less than 20% of sales peoples' time 

is spent on customer facing activities. A bit extreme you might say but even if they 

are out by a factor of two, less than 40% of time is devoted to the job for which 

sales people are employed. In the current environment this is really appalling. If 

you analyse the time your people spend you will be amazed at how many tasks sales 

people do which add little or no value to your business. Generally speaking the larger 

the company, the greater the unproductive time. 

 

However, there is an answer to this and that is to focus your sales managers on 

three simple tasks. First they should spend at least a half of their time with their 

people giving sales leadership and coaching their team to optimum performance. 

They should help with critical activities such qualification, call planning, objection 

handling, preparing for presentations and providing them with the right skills to do 
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their job. By doing this they will understand in detail not only their sales 

peoples@ qualities and capabilities but will also understand their prospects and the 

probability of those prospects becoming firm orders.  

 

Sales managers should also devote a significant amount of their time to their 

customers and prospects. This will allow them to understand individual 

organisations, industry and market trends, competitive activity, build senior level 

relationships and most importantly directly assess the possibilities of their 

sales peoples' forecasts becoming realities. The time they have left after these two 

crucial tasks should be spent on reporting their business forecast to their 

management and ensuring that the management know the best use of sales peoples 

time. The following are the right uses of sales peoples' time: 

 

 - Undertaking customer research 

 - Account and qualified campaign planning 

 - focused relationship building 

 - Call planning 

 - Structured customer meetings that advance a sales campaign 

 - Timely follow up from customer meetings 

 - Preparing customer proposals and presentations 

 - Giving customer presentations 

 - Providing the necessary input for customer contracts 

 - Customer care, not customer service 

 - Planned training and learning with follow up/reinforcement 

 - Sales meetings and reviews where the emphasis is on finding   and winning 

business. 

 

Anything else is a waste of sales time! 

 

To maximise the use of your sales people and their managers ensure that 

your organisation understands these simple guidelines and you will find that your 

customer facing time and business results will increase. 

 

51. Increase sales productivity starting today 

 

In the last edition of the SalesPulse I identified those activities which the sales force 

should do and which, if followed ruthlessly would increase the amount of time spent 

on customer facing activities. I also said that anything not on the list was a waste of 

sales time. In this edition I will spell out the top thieves of sales time; other than the 

first they are in no particular order. 

 

 - Poor opportunity qualification: The sooner you get out of situations that are 

going nowhere the sooner you will find more sales time. 

 

 - Unplanned customer calls and meetings: These are caused by many factors, 

some of which are covered below, but the meticulous planning of sales calls will 

reduce the occurrence of unplanned ones 

 

 - Sifting through and following up inappropriate leads: Sales leads are the 

lifeblood of companies, however completely unqualified leads can waste inordinate 
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amounts of valuable sales time  

 

 - Creating collateral to replace that which is irrelevant: do not create 

marketing material in a vacuum; involve all who can contribute including sales 

people 

 

 - Working through unwieldy order processing and management systems: 

This is a simple arithmetic exercise. Is an hour of selling time worth more than an 

hour of administration time? If so hire an administrator, it will increase productivity 

and morale 

 

 - Preparing for and attending sales reviews: Best practice sales management 

obviates this 

 

 - Carrying out support tasks that other people are paid to do: Often caused 

by poor products, poor quality and/or poor customer service. These are not usually 

sales responsibilities. 

 

 - Attending sales training where there is no management reinforcement: If 

sales training is not followed up and reinforced through management and practical 

application, it is not only a waste of time but also a waste of money 

 

 - Management procrastination; Chasing managers for decisions or for reports 

from client visits creates frustration which is counterproductive 

 

- "When will you get the order, or have you got it yet?" A better question is 

"what can I do to help you get the order?" 

 

 - Overcoming lack of trust, confidence and respect of the sales 

organisation; Good sales people will always find something to sell: good product 

and service developers will always create innovative solutions and good marketers 

will find creative messages. Put them together regularly and mutual trust, confidence 

and respect will grow as problems reduce   

  

Remove one or two of these sales time thieves and productivity, morale and results 

will undoubtedly improve. 

 

52. Listening, the key sales skill 

 

Regarded by most professional sales as far and away the most important sales skill is 

listening. Without listening you cannot: 

  - Build relationships 

  - Understand your customer's needs and wants 

  - Add value to commodity offerings or develop solutions 

  - Professionally handle sales objections 
  - Negotiate the best deal for you and your customer. 
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I just read a brief article which said that sales people should spend at least five times 

as long listening as they do speaking. In fact in early sales meetings the listening to 

speaking ratio should be significantly higher. So how good are you and your sales 

people at listening. Below are 12 questions to help improve listening skills. Each 

question has 3 potential answers; usually, sometimes or rarely. The absolutes of 

always and never are not included as it is rare that someone does, or does not do 

something all of the time. Here are the questions, but remember one gets value 
through truthful answers not what one thinks are the right answers: 

1. When talking with someone, do you completely refrain from doing other things 
and give them your full attention?  

2. Do you anticipate what someone will say and jump ahead in your mind? 

3. Are you easily distracted when you’re talking with others (e.g., by other people or 
activity, by mobile devices or cell phones, etc.)? 

4. When someone begins to ramble or is unclear, do you find yourself tuning them 

out or pretending to listen? 

5. Do you listen with the intent to fully understand what someone is saying before 

you begin to formulate your response? 

6. When appropriate, do you rephrase what was said in order to be sure you 
completely understand what was trying to be communicated? 

7. Are you able to accurately recall or relay most of the details of a conversation? 

8. Do you listen with an open and unbiased attitude? 

9. Do you give someone the chance to fully explain his or her position, problem, etc., 
without interrupting or finishing his or her sentences? 

10. Do you make appropriate eye contact with others when they’re talking? 

11. Do you physically acknowledge different discussion points when someone is 
talking (e.g., nod your head, change facial expression, etc.)? 

12. Do you completely face someone with whom you are talking? 

Attached to this newsletter are the answers. Why not ask your sales people to take 

the test and then to identify and execute a couple of actions to improve their 

listening skills. 

Here are the answers 

 

1. When talking with someone, do you 

completely refrain from doing other things 
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and give them your full attention? 

2. Do you anticipate what someone will say 

and jump ahead in your mind? 

   

  

3. Are you easily distracted when you’re 

talking with others (e.g., by other people or 

activity, by mobile devices or phones, etc.)? 

   

 

  

4. When someone begins to ramble or is 

unclear, do you find yourself tuning them out 

or pretending to listen? 

   

  

5. Do you listen with the intent to fully 

understand what someone is saying before 

you begin to formulate your response? 

 

 

  

  

6. When appropriate, do you rephrase what 

was said in order to be sure you completely 

understand what was trying to be 

communicated? 

 

 

  

  

7. Are you able to accurately recall or relay 

most of the details of a conversation? 

 

  

  

8. Do you listen with an open and unbiased 

attitude? 

 

 

  

  

9. Do you give someone the chance to fully 

explain his or her position, problem, etc., 

without interrupting or finishing his or her 

sentences? 

 

 

  

  

10. Do you make appropriate eye contact 

with others when they’re talking? 

 

  

  

11. Do you physically acknowledge different 

discussion points when someone is talking 

(e.g., nod your head, change facial 

expression, etc.)? 

 

  

  

12. Do you completely face someone with 

whom you are talking? 

 

  

  

 

53. Solution selling, a personal experience 

A little while ago I had the pleasant experience of having to arrange the wine for my 

son's wedding. The requirement was for a significant amount of champagne, red and 

white wine, beer and assorted soft drinks. I contacted my local wine merchant who 

in the first instance laid on a tasting session, from a short list we had identified, for 

my son and his soon to be wife. While all the wines were acceptable they weren't 

just right so the wine merchant gave some more. Having selected the wines we then 

had to sort out the logistics, the wine merchant was in Birmingham and the wedding 

was held at a restored castle in Dorset. As the castle is open to the public six days a 

week, the window for delivery was one hour between 5:30 and 6:30 pm on the day 

before the wedding. In addition to the basics, i.e. the drinks, we needed glasses and 

wine coolers which the wine merchant provided as part of the deal. The risks were 

significant; how would we provide all this stuff if something went wrong! Fortunately 

it didn't. The van arrived at 5:30 pm precisely and was unloaded and on its way 
home shortly after. 
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There were some really good sales and customer service points from this exercise: 

Firstly, I had a relationship with the wine merchant so I didn't look around 

trying to find a lower price. Had I done so I would probably have had to do a 
lot more work myself 

Secondly, they provided an all inclusive service from identifying options at 

the start right through to delivery - they made buying a pleasure 

They understood the requirements and most importantly they understood 
the risks. 

They delivered on all their promises and offered a fully refunded return 
service for unconsumed products 

They turned a commodity into a solution and made it easy for me, their 
customer 

 

The wedding was a great success and this wine merchant gets referrals from me all 

the time, a true win/win. As we approach a new year now is a good time to think 

about what it is that we as managers can do to help our sales people during 2010. I 

have attached our new year's resolution list which may give you some food for 

thought over the next few weeks. 

Ten Ways to Improve Sales Performance – Make a New Year’s Sales 
Resolution 

 Have action focused account plans for all major customers 

 Spend a minimum of 30% of my time with customers 

 Have a simple, motivating sales incentive scheme 

 Reduce the amount of time spent by sales people on non sales activities 

 Help my sales people get their next order rather than asking them when it will 
happen 

 Treat sales as an investment, not a cost 

 Ask for referrals from my satisfied customers (and from my suppliers) 

 Remove the word “Price” from all my customer facing materials, and talk only 
about value 

 Generate 10 new case studies 

  Communicate regularly with all my customers 
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Here are a couple of New Year’s quotations: 

 

“An optimist stays up until midnight to see the New Year in.  A pessimist stays up to 

make sure the old year leaves” ~ Bill Vaughan 

 

 

”Cheers to a New Year and another chance for us to get it right”  

~ Oprah Winfrey 

 

54. The only reason sales people lose business 

 

I feel sure that you know the implications of losing a sale; it is frustrating, very 

costly, demotivating, it is a waste of that most precious commodity, sales time and it 

leads to irrational decision making. 

 

Losing is also contagious and is a habit to be avoided at all costs. Luckily it can be, 

because there is only one real reason why sales people lose. There are though lots of 

excuses and sometimes we just accept these and move on. Some companies 

produce lost business reports and being professional sales teams they review them, 

but do they review the reason or the excuse. 

 

Let’s look at a fictitious, though not unrepresentative example. Billy, our salesperson 

of the year, has just lost a significant order from one of his clients. Being a good 

chap he asks the client why he lost. “You were too expensive” was the first reply. 

“How much more expensive were we?” he continues. “Ten percent” came the reply. 

Armed with this strategic information Billy returns to the office and completes his lost 

business report. Later that week he meets with his Sales Director to review his 

report. Immediate action is taken and a 10% price reduction is put in place to ensure 

no more losses like this. In this example there possibly would have been less order 

losses just 10% loss of revenue, and at least that in gross margin, on all future 

business. This, potentially is an irrational response. A more considered response 

would have covered the following: 

 

- Should we have bid for this business in the first place? 

 

- Did we know the true basis of decision? 

 

- Did we have the right solution for the client’s requirement? 

 

- Were the products/services comparable? Was the client comparing  

  apples with apples 

 

- Did we understand the competitor’s solution? 

 

- Was the competitive offering giving a better return on investment? 

 

- Did we offer enough value to all the parties involved in the decision? 

 

Price is the most used excuse; other sales excuses include: 
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- Insufficient product/service functionality 

 

- The competitor changed the basis of decision 

 

- The client decided to do it themselves 

 

- The project was delayed or cancelled 

 

The reason sales people lose business is that in many cases the opportunities are not 

qualified well enough, and if they are the sales person is outsold. If they aren't 

properly qualified the sales person will always be outsold. The only way that a sales 

person can outsell the competition is by offering more value. As Warren Buffet says 

"price is what you pay, value is what you get". The ability to demonstrate more value 

to clients is the cure for losing business 

 

55. Stop managing and start leading 

 

I recently came across a quote in a sales book I was reading which really resonated. 

It read; 

 

                   "The top earners are the top learners" 

 

Looking back on the best sales people I have had the pleasure of working with this is 

absolutely true. They continually assess their own performance to understand why 

they win, or lose, and learn from their colleagues as well. The really good ones take 

time to help their colleagues as this not only benefits the colleague, but it also 

reinforces their own learning. It is interesting to note that one of the top reasons 

why sales people leave their current job is because their employers do not foster a 

learning environment. Many organisations see learning as the provision of training, 

and while this is part of it, it is in many ways a small part. Sometimes the entire 

investment in training is lost because there is little or no follow up, little or no 

reinforcement and sometimes, sadly to say little interest from sales management. In 

Issue 53 of the SalesPulse we explored improving sales performance and said 

that 50% of sales managers' time should be spent with their people providing sales 

coaching and leadership. But what is leadership? I particularly like the following 

quote from Alan Keith through Wikipedia "Leadership is ultimately about 

creating a way for people to contribute to making something extraordinary 

happen." Contrast this with the way many sales managers operate, some 

characteristics of which are: 

 

 - A myopic obsession with numbers 

 - Review driven management style 

 - One way communications 

 - Absence of trust 

 - Dictatorial coaching 

 - What, not why or how 

  

This style may produce short term results but will not sustain as people become 

demotivated and seek alternative employment; another outcome is that performance 
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declines and the result is the same. A leadership style that creates a motivational 

environment by allowing and helping people to excel will sustain. This starts with the 

establishment and nurturing of a learning environment which only leaders can put in 

place. The quote below identifies the first step towards a leading, rather than 

managing environment, that starts with learning. 

 

“Leadership is the engine of change. The leader who spends time with 

people who do the work, asking questions, exploring the ‘what and why’ of 

current performance, is leading learning – and if the leader is learning, so 

does everybody else”  

 

If you would like to understand more about leadership and your peoples' styles, 

attached to this newsletter (below) is a leader/manager comparison document. I am 

sure you will find it interesting. 

 

Sales Manager and Leader Comparisons 

 

Today's sales manager needs strong leadership skills to maximise the capacity and 

capability of their sales team. To sustain business performance, you need to 

understand the differences between managers and leaders and which areas you will 

need to work on. Review this list of comparisons to see where you fit today. 

 

1. Direction 

Managers supervise, control, and correct. Leaders strategize, inspire, and motivate. 

 

2. Goals 

Managers focus on short term goals, plodding through an endless series of internal 

processes. Leaders think and act like owners, recognizing the importance of long 

term goals, vision and value added functions. 

 

3. Thinking Style 

Managers are satisfied with incremental gains, being just a little better than the 

competition. They judge success solely by the bottom line. Leaders redefine their 

markets, constantly searching for new knowledge from new places, new markets, 

and new customers. 

 

4. Communication 

Managers engage in a lot of one-way communication, giving orders or having people 

report to them. Leaders encourage free flowing interactive communication and are 

receptive to feedback, both positive and negative. 

 

5. Perspective 

Managers prefer specific, functional expertise. Leaders see the interdependencies 

between functions and processes and endorse a general management perspective. 

 

6. Style 

Managers define themselves by perpetual activity, generating transactions, attending 

meetings, and so on. Leaders get things done, but also take time to reflect and 
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develop their sixth sense, because they know a well seasoned sixth sense can be 

more valuable than mounds of data when it comes to making good decisions. 

 

7. Emotion 

Managers are analytical and coolly detached. Leaders produce emotional energy; the 

kind that inspires and motivates people. 

 

8. Faith 

Managers are firm believers in Murphy's Law, so they constantly monitor their 

employees. Leaders maintain a high level of trust and commitment with their people. 

 

9. Openness 

Managers need everything proven and take great pride in their ability to say no to 

ideas that don't meet their standards. Leaders embrace diversity and are highly 

receptive to ideas and people who are different. They realize that new, young, 

original, or off the wall ideas could evolve to become the cutting edge solution 

needed. 

 

10. People development 

Managers review their people through formal appraisal systems and identify 

development needs and book training for them. Leaders help their people identify 

their needs and coach them through a personal development plan 

 

11. Feedback 

Managers place conscious and unconscious limits on what they are willing to say or 

listen to. Leaders recognize that clear and honest communication is essential and are 

open to both positive and negative feedback  

 

56. What’s your value proposition? 

 

Your value proposition should be the corner stone of your growth strategy. It 

describes your core capabilities in such a way that it provides overwhelming reasons 

why your customers should buy your products and/or services. Does this sound like 
your value proposition or does it sound something like this? 

"We are unique in our commitment to helping our clients improve their business in 

the long term. We not only bring new products and technology, but we also enhance 

their capacity for learning and change. The best measure of our success is that we 

create lasting value for our clients, their customers, employees and owners".  

 

Gripping stuff! Lots of motherhoods and apple pie but it doesn't create an 

overwhelming desire to know more. Many value propositions are like this, so creating 

better ones should not be too difficult. The key elements of a value proposition must 
address the following: 

 - It must be customer or market specific. The people who generally craft value 

propositions reside in marketing. It is the responsibility of sales to tailor the message 
to their customers based upon the circumstances of the time. 
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 - It must address a need or a want. If this does not exist then there is no value to 

be gained for either the buyer or seller. This is a basic element of the qualification 

process. 

 - It must differentiate your offering from the competition; it must remove any 

thoughts of substitution. If not then all that remains is a "who is best at guessing the 
price" battle. Differentiation is once again a basic qualification issue. 

 - It must create trust. Therefore your offering must be referencable or your 

reputation must be such that trust is implicitly created. If there is no trust the fact 

that you have highly differentiated offering addressing a burning need will count for 
nothing.  

 - It must be capable of being articulated by every customer facing person in the 

organisation. One of the main reasons sales people leave their employers is 
management's inability to articulate their value proposition, and finally 

 - It must not be created in a vacuum. The only people who can test your value 

proposition are your customers. Those companies that operate a true customer 

intimacy differentiation strategy will always fair better in this respect than those 

where the relationship is vendor and buyer based. Having said that at the end of 

each sale, win or lose the sales person should conduct a brief interview to 

understand the reasons for the outcome based around understanding the need, 

differentiation, trust and did we get our value across. We used to call this "The won 

and lost business report" and it is still a good discipline as it allows both the 
organisation and the sales person to improve. 

In the next issue of the SalesPulse we will explore further the development of value 

propositions.  

57. How do you help your customers 

 

In the last issue of the SalesPulse we discussed value propositions and the elements 

which are required to draft a compelling statement of what it is you have to offer. 

These elements are:  

 

- It must address a customer or market 

- It must address a need or a want 

- It must differentiate your offering 

- It must create trust 

 

In addition we said it should be market tested and be capable of being articulated by 

your customer facing people. 

 

In this issue we pose a number of questions that if you can answer will give you 

strong input for your value proposition, and also we offer some guidelines in terms of 

language usage and a simple way of you testing your proposition before testing it 

with your customers. 

 

At the heart of your value proposition is "what is it you do to help your customers"? 
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Do you help them to: 

 

- increase their revenue 

- develope and improve the service to their customers 

- reduce their costs 

- improve their profitability 

- improve their responsiveness to customers' needs 

- increase customer satisfaction, loyalty and retention 

- improve their responsiveness to market threats 

- improve their speed of delivery 

- improve their peoples' satisfaction, morale and motivation 

- improve their quality and conformance  

- improve their partners' business performance 

- improve their competitive positioning, and 

- increase their market share 

 

Depending upon the sectors in which you operate all the questions may not be 

relevant. In the public sector questions regarding profitability, competitive 

positioning and market share may not always be relevant. However, having clear 

supportable answers to these questions certainly help in forming your value 

proposition.  

Here are a few more thoughts for your proposition; Try to avoid jargon; all industries 

have their own and it seems there is an industry solely for the purpose of creating 

jargon. I know it seems unavoidable at times but using simple descriptive words is 

better. On a similar theme avoid what someone once described as fat words like 

"world class", "leveraging" and  

"industry leading solutions". Be specific once again simple words are better.  The 

final point is the internal test; does your proposition pass the so what test? Here's 

one that does: 

 

"No other route planning system has reduced 50% of bus companies' running costs 

by 20% per annum". Here's one that doesn't: 

 

" We are unique in our commitment to helping our clients improve their organisation 

in the long term" 

 

Which is closest to yours? 

 

 

58. A massive failure of the sales process 

 

In this issue of the SalesPulse™ we examine a real life sales situation and identify a 

massive failure, and other issues in the sales process. The case is built around a 

company we know and a major motor car dealer. Both will remain anonymous to 

protect the innocent and the guilty. Why not see how many issues you can find? 

 

The directors of the company we know decided to replace their cars and chose 

contract hire as the way to finance them. They then trawled the market and 

identified a few models to look at and following this they decided on their choice. It 

was a particularly good deal and they set off to the dealership to sort the details and 
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enjoy the uplifting experience of buying a new car. Their salesperson was very 

attentive and once in control of the detail started the process of identifying the 

whereabouts of the cars. Then came the first problem; the advertised model was no 

longer available but there was a new model with a few more "go faster" features, 

which obviously cost more. The buyers didn't want the extras and there started a 

two hour negotiation, involving the sales person, their manager and an area 

manager. At the end of the day a deal was agreed at the advertised price and the 

deposit paid but the hoped for uplifting experience had longed passed. 

 

Nothing happened for three weeks and suddenly they received an email from the 

dealer's financing arm saying that their order was progressing, and great news the 

gismos they didn't want were included on a complimentary basis. The buyers were a 

bit confused by this as they had been allocated cars without them, and when they 

read the email in detail, the dealer's definition of complimentary meant £30 a month 

more! They were incandescent, and immediately called the salesperson at the 

dealership. They calmly explained their position, and were told that the cars they 

ordered were no longer available and to make matters worse the new price stood. At 

this point their calmness disappeared and demanded to speak to the dealership's 

director. Once again they explained what had happened and the director said he 

would sort it all out. After a further two days where the dealer spent a lot of time 

trying to meet the buyer's requirements a new deal at the original price was done. 

Three weeks later the buyers were told they had failed the financing company's 

credit checks. The saga continued but for the point of this news letter we will close it 

at this point. We identified some serious issues in the sales process. 

 

The salesperson overwhelmed by the possibility of selling two brand new cars forgot 

the basics of selling. He did not qualify the opportunity. Had he asked the financing 

company to run a credit check, before getting deeply involved in vehicle 

availability, he would have found that the buyers did not have budget for the 

purchase. Not only did he waste sales time he wasted significant amounts of 

management and other people's time. 

 

Secondly, don't advertise what you can't deliver as this was the cause of the 

problems. 

 

Next, it is always easier to sell what the customer wants not what you can make. 

This is how Toyota competed with the motor industry to become the biggest car 

manufacturer in the world 

 

Finally, don't make a promise then break it, and don't break it twice as happened 

here.  

 

How did the buyers feel? The following statement aptly summarises their view. "It 

takes years to earn loyalty but not long to lose it". 

 

 

59. Getting the basic things right 

 

When learning to drive you are taught to do things right, like not crossing your hands 

on the steering wheel and observing the speed limit and all the road signs. As you 
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become a more experienced driver these basic tasks become instinctive, so much so 

that you don't realise that you are not doing them anymore. I always think that 

selling is a bit like this. Basic sales training messages are lost in the mists of time 

and you involuntarily develop bad habits. 

 

It is worthwhile just going back to the basics of selling as they are what good sales 

people have been doing for centuries. Here are ten simple ideas for improving sales 

performance in customer meetings: 

 

Plan for the meeting; be clear of your objectives, how you are going to meet them, 

and how you are going to handle those thorny objections 

 

Always arrive early or on time, never be late! 

 

When your customer meets you greet them with a smile and a handshake, 

remembering to look them in the eyes 

 

Make sure your phone is switched off and concentrate on this meeting and this 

meeting alone 

 

Listen a lot more than you speak; if this is a first meeting you should be listening for 

more than 80% of the time 

 

When you are listening take notes. Remember you are there to learn not just waiting 

for the earliest opportunity to speak 

 

Don't make promises you cannot keep 

 

Summarise the meeting and agree the follow up actions 

 

Always thank the customer for their time, and 

 

Follow up when you say you are going to. 

 

These simple points will allow you to stay in control, be more effective and 

demonstrate commitment and professionalism 

 

60. A cynic’s view of on line sales meetings 

As you will see from my photo below I am not the youngest of sales people and nor 

am I the most open minded. Despite spending nearly all my working life working in 

the IT industry I have some deep concerns that technology is causing the de-

humanisation of communications. Automated call centres is the most 

quoted example. Some of us even feel uncomfortable on the phone and would prefer 

to meet face to face. I am from the school that says "you can't sell without seeing 

the whites of their eyes". My first instinct when introduced to sales meetings on line 

was that while they may have some value they will never replace face to face selling 

through the whole sales process. 

 

However, I have now changed my views. As people are becoming more open in their 
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approach to business in general, and discretionary expenditure is scrutinised 

evermore rigorously, and time is the one commodity that cannot be increased, using 

web based techniques such as webinars and on line sales meetings are on the 

increase. The big question is though are they effective? I would say without doubt 

that they are. Let me give a couple of examples. We have a client who has 

developed their business in the UK and on a global basis with web based sales 

meetings being a major facilitator. In some cases they never meet the customer face 

to face and their product is not a commodity. Another example is more personal. 

Two weeks ago I conducted five sales calls in a day using this technology. The 

benefits from my perspective were as follows: 

 

 - because of the geographic dispersal of the people I was talking with it took me two 

working days less than planned. 

 

 - in addition it removed the need for me to drive nearly 700 miles; this alone funded 

the software needed. 

 

 - it saved our client money and made us more competitive 

 

 - I was concerned that it would be difficult to create rapport, as there is a contact 

element involved in this e.g. shaking hands, happily this was not the case 

 

 - The outcomes were at least as good as if the meetings had been face to face; my 

view is that I prepared for these web meetings more comprehensively than I would 

normally and the media created focus 

 

 - the customers were as happy as I was. In fact one of them has adopted the same 

technology for internal meetings 

 

 - when giving a presentation in the flesh you can see peoples' expressions be 

it boredom, lack of interest, enthusiasm etc. Unless it is a video conference these are 

big missing signals, however it does force you to engage the audience more 

conversationally 

 

The million dollar question is will this media become the norm? A lot depends on 

what you are selling, the complexity of the solutions, the audience (people still want 

to do business with people in the flesh) and attitudes. If you haven't tried it give it a 
go as there is no doubt a place for in most, if not all B2B sales organisations. 

61. Do sales meetings improve your sales performance? 

 

Selling is the capture of profitable revenue by a group of accountable people; a sales 

meeting is the once a week/month opportunity for a sales team to meet up, and by 

working together and understanding the whats and whys of sales performance they 

can improve their own and the team's performance. 

If you ask the average sales person their view of sales meetings the answers are 

likely to be: 

 

 - Boring 

 - Tedious 
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 - Numbers driven 

 - Waste of time 

 

If this is the case all that has happened is that you have lost valuable selling time, 

demotivated your people and contributed nothing to your sales performance. A good 

sales meeting is a business improvement opportunity; the attendees will leave with 

more ideas, enhanced skills, a better understanding of theirs and their customers’ 

business issues and better morale. So what should a good sales meeting look like? 

 

A welcoming introduction - Ensure that you have a good room with everything 

that is needed including coffee/tea. Specify clearly the objectives and run through 

the agenda 

 

Good News - Each member of the team, including the sales manager should give a 

piece of good news. It doesn't have to be a big sale or a competitive win (though 

these help), it may just be the identification of a replicable opportunity that their 

colleagues can also pursue or how a major objection has been overcome. This sets a 

positive tone for the meeting 

 

Analysis of Wins and Losses - This is NOT a beating up session of your under 

performers or a glorification of your super sales people - it is understanding the true 

reasons for winning and losing business and ensuring that people learn from them 

(See the SalesPulse Issue 6) 

 

Skills enrichment - This should be part of a programme of skills improvement. It 

should be highly participative using scenarios and role plays to reinforce key sales 

skills and product/service training. 

 

Customer Corner - While not necessarily a feature of every sales meeting, it is 

incredibly valuable to hear the views of a customer talking about their own company 

or the issues in the industry in which they work. It is also very powerful from your 

customers' perspective as it demonstrates your willingness to learn and to help 

them. It also helps remove unsubstantiated "this is what the market wants" 

statements. 

 

A commitment to achieve (the forecast/target) - This is the numbers bit. It 

should be a clear statement of the forecast and the identification of any risks and 

opportunities and a mutual commitment to achieve it. It does not have to be long 

but should ensure that everyone knows and agrees what is expected. 

 

Celebration - Celebrate your successes. It doesn't have to be a Michelin star meal 

or a weekend in Paris, in many cases a couple of pints and a curry is enough. In this 

part of the agenda say thank you and give positive strokes as these go down really 

well. 

 

I may be preaching to the converted but if not have look at your sales meetings to 

understand the true outcomes. If this newsletter helps you improve your sales 

performance it will be worth the time you have invested in reading it. 
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62. Key issues facing sales and business leaders 

In this issue we look at some key sales related issues that we believe sales and 

business leaders are facing. In the next issues we will look at practical means to 

overcome these. 

 

1. Recruiting and retaining quality sales people 

 

There are just not enough good sales people in the market. This is causing the cost 

of sale to rise due to higher remuneration packages, increased recruitment costs, 

inconsistent account management and subsequent loss of business. Losing one’s best 

sales people has a demotivating effect on other sales people and can cause other 

people to at worst leave, and at best impact negatively on their performance.  

 

2. Availability of appropriate training 

 

There is no lack of training available; what is missing though is appropriate training. 

Training is seen as taking too long, with people off the road in some cases for up to 

two weeks. Much of the training is seen as “vanilla” lacking industry focus and is 

relatively expensive. The biggest issue though is that while there is performance 

improvement in the short term after the training, much of it is unsustainable due to 

lack of reinforcement. Once a sales person gets out of the habit of practicing what 
they have learnt the benefit of the investment disappears. 

3. Too much overhead in the sales organisation 

 

In some companies in excess of 60% of the available sales days are consumed in 

non value adding activities. These include finding or generating sales collateral, 

managing poorly “qualified” leads, complex order management systems, incessant 

sales objective and territory reviews and internal negotiations on price and terms 

and conditions.  

While these unnecessary demands are bad enough, the reduction in available sales 

time has other even more detrimental impacts. These include poor understanding of 

the customer’s requirements resulting in inappropriate solutions, poorly presented 

proposals and the inevitable loss of business. 

 

4. Need to make sales capability a USP 

 

Customers will attempt to commoditise anything and everything with the single 

objective of driving down the price of your offering. In a proprietary environment you 

can differentiate the value of your proposition through uniqueness, features and 

benefits, and cost of change. Nowadays the primary place where value can be added 

is at the point of interaction, i.e. the sales person is the value added. As more and 

more companies realise this the premium for good salespeople climbs and as a result 

the absolute cost of sale rises. 

 

5. Inconsistent/unequal performance 

 

Rarely if ever does 100% of the sales force make 100% of their targets. In many 

cases sales managers' achievement often masks serious shortfalls in their team’s 
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performance. Over performance by a few compensates for underperformance by 

many. This will always be the case but a growing and urgent concern is how to 

improve the performance of low achievers while retaining and stretching the really 

good people. In general attrition terms it is often the good people that leave. 

 

6. Sales management time and overhead 

 

Businesses and their sales managers have become obsessed with numbers and to 

some degree so they should. Unfortunately this obsession is with the arithmetic and 

not with the process of achieving. Too much time is spent on the measurement and 

not the "how". Most sales teams are relatively small, six to eight people and if most 

sales management time is being spent “on the numbers” the role is effectively an 

overhead. Productive time with sales people is the critical success factor in 

evaluating sales management performance. 

 

63. Generating Great referrals 

 

As any sales person will tell you the best type of lead is a referral, Why? 

 

  - Good referrals are presold thus reducing sales time 

  - The referred sales person has instant credibility and trustworthiness 

    further reducing sales time 

  - The competition is diluted or even non-existent giving better  

     margins 

  - The conversion rate is 50 - 70% higher giving better productivity 

  - Referred customers are more likely to give referrals.  

  - More referrals mean more business 

 

After all getting a referral is straight forward. All you have to do is a good job and 

ask if the buyer knows anyone who could benefit from your products and services. It 

will give you referrals, but will it give you great referrals - the ones that really do 

deliver the benefits identified above. Probably not, I suspect. 

 

To get great referrals we need to understand what doing a good job really means 

and therein lies the answer. To do this we need to go back to the sales process and 

understanding the customer's requirements and expectations. The requirements are 

generally quite clear as they are often specified in a formal document against which 

one bids. Expectations are more difficult because the view is that if we can meet 

or beat the requirement then that is what is expected. Service contracts, for example 

have some sort of service level agreement (SLA), but even though the suppliers 

always meet the SLA they do not always win the contract renewal. If you were asked 

to give a referral think of the parameters that you would set before willingly giving it: 

 

  - Is the sales person trustworthy, do we have a good business 

    relationship, am I willing to put my reputation on the line with a  

    colleague or friend? 

  - Is their company easy to do business with, have I had a good  

    experience, have they met my requirements? 

  - Has their company's performance exceeded my expectations, have  
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    they delivered some unexpected value? 

 

If the answers to these questions are yes then I suspect most people would give a 

referral. But would you arrange the introduction or just give the details for the sales 

person to pursue. From a personal point of view I would be happy to arrange the 

introduction because of the overall experience. 

 

The message for the seller is to ensure that they understand not just the hard 

elements of a sale but also the soft ones. If your strategy is to build a sales business 

based around referrals then do a great job because that is what generates great 

referrals. 

 

64. Keeping your best sales people 

 

In issue 65 of the SalesPulse we discussed the issues facing sales directors and 

managers. Top of that list was recruitment and retention. In this issue I am going to 

deal with the latter. A reasonable amount of planned attrition is not a bad thing, but 

what is bad is losing those that you can least afford to. To tackle retention I am 

going to give you my views on why good sales people seek alternative employment. 

 

The number one reason why sales people leave is inappropriate and/or unrealistic 

targeting. Too many organisations spend too little time understanding what is going 

on in their markets, and as a result targets are often top down aspirations foisted on 

the sales teams. This is often compounded by the fact that sales manager always like 

to have "cover". That is, they hand out targets that when aggregated are larger than 

their own. It is really motivational for the team when their sales manager 

makes his/her target but no one in the team does!  

 

Next on my list is numbers myopia. A single minded and single dimensional approach 

to sales management, but an outstandingly successful way of demotivating people. 

"When will you get the order?"; "Will it happen this month?"; "Can we bring it 

forward? All what questions. If these sales managers spent half of their time with 

their people, and customers understanding "the hows of sales performance", and 

helping them, they would stop wasting everybody's time and be in better control of 

their numbers. 

 

Number three is what is politely called market dis-connect. Generally driven out of 

companies where the bias is to manufacturing and referred to by the American sales 

guru, Phil DiModica as the "red shoes, blue shoes" problem. i.e. we can make red 

shoes but the market only wants blue ones. In these organisations sales reviews are 

rampant with senior management demanding more sales (a derivative of the above). 

It is much easier to sell what the customer wants rather sell what you can make. 

 

Following on from this is the company's value proposition, or more specifically the 

lack of it. If the management cannot articulate their value proposition, and sales 

people are not miracle workers, how are they going to get a customer's attention, 

differentiate their offering and generate trust that their company can deliver. You 

cannot sell without a compelling value proposition and this causes sales people to 

look for pastures new. 
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There are many other reasons most of which good sales people can live with. These 

include temporary price or product issues, lack of training, and poor marketing; 

there is however one more that slips into the top 5 and that is lack of confidence and 

trust shown by senior management towards their sales people. This is often 

manifested in over bureaucratic and inward focused reviewing of every aspect of a 

sales person's work and the business they bring to their company. Much of this is 

brought about by a lack of knowledge and understanding of sales as a profession. To 

support this we have used the data below for many years as tangible evidence of this 

management failing. 

 

In the United Kingdom there are: 

 

 - 766,000 sales people 

 - 545,000 Marketers 

 - 300+ HND or degree level business courses 

 - 200+ have a marketing module, and  

 - 4 have a sales module 

 

Perhaps this is why sales is not accepted or understood by many! (Original 

data printed in the Daily Telegraph in 2006 and updated by Koru) 

 

65. Grow your own sales people 

Recruiting sales people is a very serious investment decision. It demands not only a 

substantial return but also the understanding of risk, timing and the impacts of poor 

selection. 

 

In this issue of the SalesPulse we discuss the implications of the above, the true cost 

of external sales recruitment and an alternative which is to nurture new salespeople 

from your own resources.  Many of the top sales people I know came through the 

"grow your own" approach. This model has delivered, and continues to deliver high 

quality people at a fraction of the cost of external recruitment. This is not to say that 

one shouldn't recruit externally, rather it is a complimentary strategy. 

 

So what are the real costs of external recruitment? Firstly there are the hard costs 

which include: 

 

  - Recruitment and/or advertising 

  - Training 

  - Bonus or commission guarantees 

 

and then there are the opportunity costs, i.e. loss of orders and/or revenue as a 

result of lost selling time and representation continuity. These include: 

 

 - The time between resignation and replacement 

 - Ramp up time, how long will it take for a new sales person to   become fully 

effective 

 - Performance risk, will the replacement become more/less productive than their 

predecessor 

 - Attrition risk, will the new person stay long enough to give a good ROI 
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While the hard costs are significant they are dwarfed by the opportunity costs. A well 

founded "grow your own" strategy can significantly reduce all of these costs. In 
developing such an approach there are five key steps: 

 Identify suitable candidates - These normally, but not exclusively come 

from customer facing activities such as sales and technical support, 

project management, marketing, customer engineering. Test 

their understanding of the sales role, their motivation and willingness to 

develop.  

 For suitable staff develop with them a programme including achievement 

based milestones that will lead to a sales role. This will entail training, but 

not weeks on end courses, coaching, mentoring and exposure to sales 

events such as weekly meetings, forecasting sessions etc  

 Discuss regularly their progress with their mentor and with the candidate 

adjusting their development programme as required.  

 Allocate them a role as a junior sales person alongside an experienced 

salesperson, preferably a role model for the final part of their development  
 Allocate them a sales territory at the appropriate time 

Having a pool of "ready and waiting" sales people who understand your business and 

customers does vastly reduce the costs and risks of external recruitment, and what's 

more, it creates greater stability and loyalty in the sales force, which in itself 
generates additional benefits. 

66. Finding 10% growth 

It is amazing the number of different places you can find good sales tips. Last 

weekend I was sitting in my local Indian restaurant waiting for my take away and I 

started thumbing my way through the Tandoori magazine. My eyes were drawn to an 

article the title of which was "Boost your restaurant sales by 10% today". While not 

too many of you, our readers are in the restaurant trade, the principles of the article 

apply to any business.  

 

The author of the article, a restaurateur in Scotland made the point that many 

restaurants did not have a sales culture and that was a drag on growth. He also 

asked the question. "Which is easier? Selling 10% more to customers who know, 

trust and use your restaurant, or find another 10% brand new customers. In most 
businesses the answer is the former. 

The author continues; "the concept of up selling is rarely used formally in 

restaurants. Done right this can deliver a significant increase in sales. Up selling 

involves adding related products (or services) to the current sale and making it 

convenient for customers to buy them". Since introducing a sales culture at his 

restaurant he has seen an increase of 12% in sales and enhanced the customer 

experience. 

 

While, you are probably not a restaurateur you do have people who have customer 

contact and who can up sell on your behalf. Waiters are not salespeople; they were 

trained to ask relevant questions that would cause their customers to buy a little 
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more than planned. This can be applied to just about any business. All it needs is a 

mindset change; the principles applied in this case study were: 

 

Inspire trust and credibility; people buy from people they know and trust. 

Delivering the best possible service earns trust and credibility. 

 

Know your products and services; people who understand their products and 

services inspire more confidence from the customer and are able to make the best 

recommendations for up selling. 

 

Keep it simple; if a customer is faced with decisions they are more likely to stay 

with their original choice. Make clear the benefits of the "up selling option" 

 

Don't be pushy; If a customer doesn't want to know then pushing them will only 

irritate them. 

 

A restaurant is a passive selling business. Once through the door the customer is 

very, very likely to buy, the only question is how much. In a normal sales 

environment it often takes a lot to get the prospect to say yes. Once they have done, 

the up selling opportunity is presented. No professional salesperson should be 

unfamiliar with the four principles above and before taking an order should always 

ask themselves the question. "What else can I sell this customer?" If they don't, a 

growth opportunity is lost. 

 

(With thanks to Tandoori Magazine and Ajmal Mushtaqs for providing the basis of 

this edition of the SalesPulse) 

 

67. Reducing the sales cycle 

In the last issue of The SalesPulse our quote of the month was “You can win or lose 

fast, you can even win slowly, but what you can’t afford to do is to lose slowly”. In 

this issue we focus on two aspects of the sales process which are aimed at improving 

the time it takes to win new sales or reduce the time it takes to get out of unrealistic 

opportunities. 

  

Poor qualification is the single biggest, self inflicted waste of sales time. In difficult 

times salespeople tend to hold on to opportunities for far longer than they should as 

reducing the numbers in their (mythical) pipeline is frowned upon by management. 

Good sales management is about encouraging and improving the right behaviours 

and qualification is a right behaviour. Rigorous qualification improves win rates, 

productivity and results. It is also not a one off event. As in all aspects of life 

circumstances change and it is vital to continue qualifying throughout the sales 

process. Any company’s biggest competitor is a “do nothing” decision and according 

to research from CSO insights 52% of forecasted orders are lost to either the real 

competition or do nothing. Good qualification reduces significantly the chances of the 

above and of losing slowly. 

 

I read an interesting article a couple of weeks ago, it started “I’m in an elevator, 

thinking about the sales meeting I’m going to. Thank goodness it’s a skyscraper in 

Manhattan—gives me a little more time to plan my call”. There were then a few lines 



KoruConcepts - The SalesPulse™ Compendium 

Confidential                             Copyright © 2013 Koru Services Group. All rights reserved. Page 73  

 

 

about how the salesperson would create rapport and this part of the article 

concluded “Elevator doors open, I’m ready for anything. I can talk my way out of any 

objection”. Would you or your salespeople approach a meeting in this way? Of course 

not! 

 

However, according to the author this regrettably is how many sales calls are 

planned. On a recent assignment I did, call planning was initially seen as 

administration. Preparing for a sales call is one of the best uses of sales time. Time 

with potential customers is limited, we should all make extra efforts to maximise the 

benefits for both ourselves and our customers. Customers like sales people are also 

busy, they don’t want meetings that are not helping them improve their business. 

They do understand that you need to understand their business, their issues and 

opportunities but they don’t need their time wasting. Going back to the author he 

states that research undertaken by his company, Partners in Excellence shows that 

salespeople make twice as many calls as are necessary. The cause is inadequate call 

planning; it can also be down to poor qualification or both and our experience 

supports the view that sales can be made with much fewer calls. 

 
Here are a couple of challenges for you to consider: 

Review your last five sales losses and fully understand whether or not you should 

have even bid? It will tell you whether your qualification is weak and/or your sales 

skills need improving. Secondly think about your last three wins, how many calls 

did they take and how could you have improved the call efficiency? It will be good 
use of your time. 

68. Engaging with the buying process 

If you want to improve the possibilities of winning sales campaigns then align your 

sales process to the customers buying process. 

 

Having a clear understanding of a prospect's buying process including the bases of 

decision, when it will be taken and by whom are part of the fundamentals of 

qualification during the selling process. Not only will they help tell you if the sales 

objective is real, but it will help you influence the timing and outcome of the 

decision. There are many different buying processes but the most common 

is described below: 

 

1. Needs - Are usually dictated by "pain" (a problem) or "gain" (supporting a 

business objective, such as revenue or profit growth)  

  

 

2. Options - How do I go about finding out what can he help me with my pain or 

gain? How many solutions are there, who supplies them, what is the return on 

investment, which is the best? How long will it take to identify the options, how long 

before it works, how will I judge which is best? This is where the bulk of the work is 

for both the buyer and the seller. In the public sector there will almost certainly be 

a tendering exercise (Request for Proposal, RFP) and if it is a large procurement a 

prequalification questionnaire (PQQ) may be needed. While tenders are not unknown 

in industry the process is likely to be quicker for everyone. 
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3. Issues - What are the risks, how can they be mitigated, what if it goes wrong, how 

can failure be prevented? 

 

4. Decision - What are my decision criteria; is it price, value (ROI), quality, least risk 

or some or all of these? How do I justify my decision? 

 

5. Outcomes - has the solution met my expectations, was the buying experience a 

good one, would I be happy to use the supplier again, would I positively 

recommend them to colleagues? 

 

When you have a detailed understanding of the buying process then you can engage 

with it positively. A simple way to do this is to set out an engagement plan, or in 

sales terms a sales plan that tells the buyer exactly what you are going to do and 

when you are going to do it. If you have identified the pain or gain for the buyer then 

an engagement plan will keep you in the driving seat and really establish your 

professionalism. If you are behind your competitors' campaign it is a vehicle to help 

you make up lost ground and hopefully set the agenda. 

 

In many cases the sales process stops once the decision has been made. This is a 

trick missed. Not only do you miss out on the possibility of enhancing your current 

proposal, but most importantly buyers switch suppliers not because of the 

product/service provided, but because of the associated post sales 

service and/or support. The buying experience covers the whole spectrum, the sales 

process should too. 

69. Exceeding customer expectations 

This is probably one of the most over used expressions in business today second only 

to "world class products and services". From the board room to the "shop floor" it 

really is on everybody’s lips. But what is it and how do you know you've achieved it? 

A quick Google is a good way to understand what it means and somewhere in the 

790,000 results it turned up yesterday there must be something really useful. My 

own view is that exceeding customer expectations means giving the customer more 

value than they expected. But what is value and how do you know their 

expectations. Let's deal with the latter point first. In every buying situation there are 

three elements: 

 

 - The product (or service) 

 - The service that supports the product and  

 - The buying experience 

 

If there is a shortfall in any of these areas the buyer will be dissatisfied. In many 

cases the seller only considers the first two. "We've delivered a working solution on 

time, to specification and at the agreed price". How can the customer not be 

satisfied? Or "we have managed this service for three years and have never missed a 

Service Level Agreement (SLA)". Once again how can the customer be dissatisfied? 

Too often we make the mistake of assuming we know the customer and what they 

want, or our marketing research says that our customers fit this profile. The only 

person who knows the customer is the customer, and the only way we can truly 
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understand their expectations is to ask them. They will have undoubtedly spelt out 

their product requirement and the associated services and will have identified 

success criteria, but rarely do they say what sort of buying experience they want. By 

asking them we will understand their true expectations and in that way we can 

provide more value. Value comes in many forms; more for the same price, a same 

day delivery instead of the normal two days, or just a regular phone call during the 

early life of a project to provide the customer with moral as well as tangible support. 

Going that extra mile is another way of putting it.  

 

As so few sales people ever ask the customer's expectations, doing so and slanting 

your proposition such that it addresses the whole gambit gives you an advantage in 

the sales process, as well as knowing what you have to do to exceed their 

expectations. 

 

So how do you know if you have exceeded their expectations? There are many 

measures for this. For example you win business to which you are not entitled; or 

price rarely becomes an issue; or the customer will act as a reference and strongly 

participates in the development of a case study. However for me the simplest way, 

and it forms the one question customer satisfaction survey, is to ask "would you 
recommend my company to a friend"? 

70. Are your sales people good or great? 
 

In this month's issue of The SalesPulse we examine some of the key behaviours of 

top salespeople, the objective being to give you a benchmark against which you can 

measure yourself and your people, and help improve your competitive position. We 

have said many times that selling is a source of competitive advantage, but to 

sustain it needs a mindset that says "I must get better every day". It is this mindset 

that differentiates great salespeople and managers from just good ones. 

 

Much development of salespeople focuses on product/service selling and core sales 

skills. Behaviour supplements any product/skills improvements you may have 

planned and if you use Knowledge, Skills and Attitudes in your performance appraisal 

system this falls very much in the attitudes section. So what are some of the traits of 

great sales people and managers? (These are listed in the table below with a "grade 

box" which you can use to identify strengths or weaknesses of individuals, or mark 

out of 10) 

 

Behaviours of great sales people                        Grade 

They are obsessive about their customers' success, they 

know that only customers allow them to achieve their 

business and personal goals. 

  

They set themselves ambitious personal objectives. Target 

or quota is just a milestone on the way to their objectives. 

  

They are continuous improvers through learning, always 

seeking to improve their performance. They look forward to 

every training opportunity even if they have experienced it 

before. 

  

They are not afraid of making mistakes and own up to them   
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when they do. They see this as a learning and improvement 

opportunity. 

They admit openly that they do not know everything, but 

seek advice to fill their knowledge gaps. 

  

They freely share their experiences and knowledge with 

others so that they may improve and succeed. 

  

They revel in the success of others and learn from their 

experiences. They want to, and do help others to succeed. 

  

They don't give up! They understand that hard work and 

perseverance are key to obtaining excellence. 

  

They are disciplined, methodical and focused. They know the 

fundamentals of selling and consistently use them.  

  

They are optimistic but realistic. They look for the upside in 

everything but evaluate reality extremely carefully. 

  

They love their work, are great believers in themselves, but 

lead a balanced lifestyle. 

  

This is not a comprehensive list of behaviours but it is a fair point from which to 

start. How do you and/or your people stack up against this and are you prepared to 
settle for just being good? 

 

71. How are your sales people valued? 
 

For most of us the holiday period is now over, and as we often say, not wholly in jest 

is forgotten. The business pages are increasingly reporting doom and gloom as far as 

the economy is concerned with growth in the current quarter forecast to be below 

1%, and the longer term forecast not offering a great deal of cheer for many of us. 

However, this does not mean that growth over and above the forecast is not there to 

be had; it does mean though that you have to be able to demonstrate more than 

ever that your company brings greater value to your customers than that of your 

competitors. 

In many cases that value has to be demonstrated by your sales people. Those people 

who can articulate that for every pound your customers spend with you they will 

achieve one or more of the following: 

 

 Greater revenue 

 Greater profits 

 Lower costs 

 Higher quality 

 Better customer service 

 Greater customer satisfaction and loyalty 

 Greater flexibility and adaptability 

 Better people 

 Better partner performance, and 

 Better market share and competitive positioning 
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Most companies will say that this is what they do, quoting case studies and generic 

benefits statements, and yes these are valuable aids. However, we are all customers 

in both our private and business lives, and we want to know specifically how our 

suppliers are going to deliver the value we require. The best sales people are those 

that have achieved “trusted advisor” status, the true consultative or solution sellers. 

But what is a trusted advisor? He or she has: 

 Invested their (own) time in understanding their customer’s markets and 

business in as much detail as possible 

 Provided their customer with concept papers demonstrating this knowledge 

and how they can help them improve their business 

 Provided market and competitive intelligence 

 Given them a deep insight into their own company’s plans and developments 

demonstrating its commitment to its customers, and 

 Consistently delivered unexpected value through a deep understanding of 

their customer’s expectations 

How is trusted advisor status demonstrated, and how do you know you have 

achieved it? Your customer 

 

 Asks your advice on subjects which are outside of the remit of the relationship 

 They take you into their confidence in difficult and sensitive matters 

 They seek to extend the relationship through joint developments and/or 

marketing initiatives, and 

 You win business that in normal trading relationships you would not 

The title of this newsletter is “How are your salespeople valued”?  From your end of 

the spectrum value is evidenced by bottom line contribution. Trusted advisors 

generate profit through their expertise, much like a business consultant. From the 

customer’s perspective it is not dissimilar; they too can measure it by bottom line 

contribution. Another way I guess is to ask yourself a simple question, “how many of 

my sales people have a relationship for which my customers would pay”? 

 

72. Building rapport with a new prospect  

 

 

There are but two objectives for a first sales meeting. The first is to identify if your 

company has a solution for a prospect's wants and/or needs, and the second is to 

ensure that you can get a follow up a meeting if that is appropriate. In a first 

meeting a salesperson or manager should display their professionalism and start the 

process of creating a business relationship through building rapport. Rapport simply 

defined is two or more people being in sync or on the same wavelength. There are 

various methods that can be used in the rapport building process and these include: 

 

 - mirroring; using the same body language, or tone of voice 

 - reciprocity; providing something for nothing which the prospect values 

 - commonality; finding areas of shared interest 

 

There is though one other and that is thorough call planning. 

 

Recent research shows that buyers spend a great deal of time researching those 
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products and services they are interested in buying; over 60% claim they find their 

chosen suppliers rather than the other way around. Building rapport with a new 

prospect is extremely important as we only get one chance to make a first 

impression and it needs to be a good one.  

 

If the buyer can take time to research your company (and you possibly) you should 

follow their lead. Learn as much about their organisation as possible; set up a Google 

alert so you get a regular flow of up to the minute information. Check if the person 

you are seeing is on LinkedIn; is there anyone in your network that knows them? 

How was this lead generated? If it was a referral then you will already know 

something about them, if it was a cold call you should already know a bit about 

them, and if it was a inbound call or a website enquiry then be as prepared as 

possible. After all you can't be in sync or on the same wavelength if you know 

nothing about them! Rolling up at their offices, having a quick look around looking 

for inspiration and opening up with "Hello John, I am pleased to meet you, how's 

business?" is unlikely to have the desired effect. Starting with "Hello John, I am 

pleased to meet you; I noticed in my Google alerts yesterday that your company has 

made a major breakthrough in rocket science. How will that affect youand 

your business prospects over the coming months?" will produce a better outcome. 

The prospect will respect that you have a taken time to do some research and are up 

to date with what's going on at their company. For part you have a topical, customer 

important and focused open ended question to kick off with.  

 

The next step is to demonstrate professionalism; a simple and effective way of doing 

this is to present an agenda.  In a first meeting there only needs to be four or five 

items. Here is a suggested agenda; 

 

a) Firstly thank them for giving you their time, check how long you have 

 

b) Then learn more about them, your prospect and their challenges  

 

c) Present your company's credentials through case studies and  references 

 

d) Agree follow up (and keep your promises) 

 

You should of course ask the prospect if there is anything that they wish to cover. If 

they have done their research there will be questions for sure. 

 

The steps above are all part of the call planning process. Call planning is probably 

the best use of sales time. The quality of the first interaction with a new prospect will 

dictate the chances of winning a sale and how long it will take to close. Sales time is 

extremely precious and we all need to make the most of it so starting off on the front 

foot is vital. We must also respect that our prospect's time is equally, if not more 

precious than ours. 
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73. Products and services that sell themselves 

 

Steve Jobs of Apple left many legacies and I thought it might be useful to discuss the 

one he left on sales and how so very relevant it is today. Apple's products, under his 

direction and leadership demonstrated that people will acquire, without being sold to: 

 if the product is cool enough  

 if the value exceeds expectations  

 if the marketing creates demand  

 even if the market hasn't asked for it  

 when demand exceeds supply  

 when the design is near perfect  

 when its un-cool not to have it  

 when it changes how we interact  

 when it changes our lives  

 when it changes the world  

 I suspect that few readers of this newsletter are in the same position as 

Apple, though we may all wish we were; and I agree that making computer 

maintenance a cool service or or a stapler a world changing product is not so 

very easy. However, there is one thing we can all do to help us to get closer 

to the Apple panacea and that is to get our marketing to create demand.  

 

In the last issue of the SalesPulse we said that many buyers find potential 

suppliers before the supplier finds them, thanks to the internet. 

(Source:  According to Enquiro, 95% of corporate purchase agents in the 

USA use the web to research products and services before selecting a 

short list. They get about 80% of their questions answered using a 

variety of online sources). This is because they have passed the start of 

their buying process and have already recognised they have a need or a want. 

These people may come to you but the chances are they will have been 

influenced by a competitor. Your marketing task is to get to those who have 

not recognised they have a need or a want.  
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Creating demand is about providing information that stimulates a need. Concept 

papers, thought leadership, case studies, industry comment and reviews, are good 

demand generators and there are many affordable methods available to get these 

messages to your target market(s).  

 

As your prospects will find you over the net your website should help them find a 

solution to their needs by taking your customers and prospects through the 

buying process and making it easy for them to do business with you. In many cases 

this will mean an investment in your website; it means that your website needs to be 

customer centric - most are not; it means that your website must carry authority - 

all your claims must be referencable; electronic adverts carry no authority 

whatsoever. The investment will not generate queues like those outside Apple's 

stores on new product launch day but it will pay its way by reducing your sales time 

and cost. 

74. The search for differentiation 

In absolute terms there are but three ways in which companies can differentiate 

themselves which are: 

 Operational efficiency (or lowest cost producer)  

 Product or service leadership  
 Customer intimacy  

In reality the first two are transitory as few organisations can sustain long term 

differentiation, though some might argue that WalMart and Apple are not doing too 

badly at it! However, customer intimacy is a viable long term strategy. Since Michael 

Treacy and Fred Wiersema coined the phrase some years ago the phrase customer 

intimacy has evolved into Customer Experience and more recently into Customer 

Expectation Management. While those in sales may know this latter phrase for a 

different reason, it is now about aligning people and processes to deliver a desired 

http://www.mailm.co.uk/2/admin/temp/newsletters/3557/Buying_cycle.jpg
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customer outcome. When this becomes a reality the benefits are enormous 
including: 

 Improved customer retention  

 Improved customer satisfaction  

 Improved customer lifetime values  

 Improved sales win rates  

 Improved people satisfaction  

 Customers consistently provide referrals  

 Lower costs, and  

 The relationship becomes a partnership rather than a series of buyer seller 
interactions.  

Koru’s skills are very much focused on delivering improved sales outcomes for our 

customers who in turn deliver real value for their customers. To broaden our reach to 

further help our customers achieve sustainable competitive advantage we are 

pleased to announce that we have merged with The ContinuousImprovement 

Practice Limited (TCIP) with effect from January 1st 2012. TCIP is a process and 

business transformation company whose strategy has been to provide products and 

services that deliver better customer outcomes at lower cost. This has been very 

effective in both the private and public sectors. The mission of the new company 

which will be Koru Consulting Limited is 

“To help and enable our customers to look after their customers better” 

Chris Howells, Managing Director of Koru said of the merger; “The private and public 

sectors face very different and difficult challenges over the next five years but their 

successful futures are inextricably linked. Competitiveness is the private sector’s 

challenge; surging demand and less funding is what the public sector has to manage. 

Customer focused transformation is key for all and we at the new Koru believe we 

have the skills, knowledge, experience and values to make a difference, and we 

intend to. While every year is the year of the customer, let’s all resolve to make 
2012 the year where we all deliver an exceptional customer experience”. 

75. Are your people working on the right prospects? 

There are various views on how much more time and money it takes to acquire new 

customers rather than develop existing ones. The numbers vary from 5:1 to 12:1 

depending upon which pundit you listen to. There are of course products and 

services that create their own demand and it doesn’t really matter whether the 

customers are new or existing ones – or does it? When Apple brings out a new 

product is it aimed at new markets and customers? I very much doubt it; they know 

it is easier to sell to existing ones. I, and I suspect you know people who have a Mac, 
several IPods an IPhone and an IPad. 

So if like Apple your products and services generate customer loyalty through 

delivering value, why would you not focus on selling to existing customers? First of 

all though let’s throw away the conventional wisdom and assume all the pundits are 

wrong and it only costs twice as much to sell to a new customer rather than an 
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existing one. Doesn’t that still mean that you would generate more revenue and 
margin by working on existing customers? If you don’t agree read no further. 

If you have done a good job, delivered the value you promised and when you 

promised it wouldn’t your customer give you a reference or better still a referral? A 

referral means that you don’t have to worry about: 

 Building customer knowledge if it is an internal referral  

 Establishing credibility  

 Establishing trust  

 Heavy qualification  

 Referencing out problems and issues  

 Handling so many objections, and  
 Managing out competitors  

Even if you can’t get a referral you have a track record to build on, you have 

credibility, can easily establish trust, it easier to reference out issues and objections 

and remove your competitors. These are big tasks and the less time you have 

to expend on them, the more productive you are. So why do some sales 

people devote more time to new business? Here are a few ideas to think about and 

questions to ask: 

 Do our people have the confidence in themselves and their company to ask 

for referrals?  

 Do they understand the benefits of referrals?  

 Do they have the confidence to build multiple relationships across a 

customer?  

 Do they find managing multiple relationships difficult?  

 Are they managed and motivated to ask for referrals and to build business 

within a customer?  

The best leads you will ever get are referrals and what’s more they are all within 
your control. Remember the old adage “If you never ask you never get”! 

 

76. Case studies are gold 

 

Salesperson: "Our service delivers a 10:1 return on investment". 

 

Prospect: "You would say that wouldn't you"? 

 

Salesperson: "Of course I would, but so do your competitors; let me show you this 

case study". 

 

The salesperson's dream is to be able to handle all objections through a simple piece 

of media that supports their point. But this is just one of several reasons why you 

should invest in this fantastic form of marketing. Here are a few more: 
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They create trust - Trust is a vital part of any relationship and the simplest way to 

create trust in business is to be able to demonstrate through a third party that your 

products and services do what you say.   

 

They have multiple uses - You can use them to support email marketing 

campaigns, direct marketing, word of mouth marketing, social media activity, sales 

proposals and in this internet enabled world your website. As over 60% of customers 

find you before you find them nowadays this last point is hugely important. 

 

They identify your strongest advocates - Those customers who provide case 

studies are amongst your most valuable ones; likely they will provide referrals, 

testimonials to other organisations looking to acquire your offerings and will provide 

you with insights of their market and its dynamics, thus guiding your business 

developments. 

 

They convey a personal story - The best case studies are written in your 

customer's language and should identify the personal challenges and outcomes; this 

makes them more appropriate and relevant to their peers and significantly more 

valuable than a brochure. 

 

They help you win more business - Your prospects have specific business needs 

and issues. Case studies provide success stories to which your prospects can 

relate. This makes the sales process simpler as it allows you to articulate the value 

of your offerings to their needs.  

 

While everyone accepts the value of case studies, few people want to accept 

responsibility for creating them. I was working with a client's sales team recently and 

they were bemoaning the fact that marketing were not generating enough case 

studies. My comment was "how many have you provided for them to document"? 

The responsibility for case studies lies with the people who are closest to the 

customer as they can best relate the situation. In most cases this is the sales people 

and/or consultants, engineers etc working at the coal face. Sure marketing should do 

the polishing and publication. This lead to another discussion - what should a case 

study look like? There are just four sections.  

 

 - a bit about the customer, what they do, their markets and customers 

 - an adequate description of the customers need 

 - a summary of what you did, and 

 - the outcome. What was achieved, supported by quantifiable benefits. 

 

In the opening paragraph I said that case studies are a fantastic investment; what's 

more they can cost less than a brochure and have a measurable RoI. When was the 

last time you won some business through the quality of your brochures? 

77. How to get case studies  

Following the last issue of the SalesPulse "Case studies are gold" I have had a couple 

of requests on the subject of "how do you get them"? In this issue I am going to 

cover our own experiences and one of our clients, which is where I will start. 
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Gael Ltd is a software and services company based in Scotland and they are the 

leading supplier of solutions for compliance, safety and risk management  to the 

aviation, health, supply chain and other target markets. Their main product is Q-

Pulse and they have 2500 installations in over 80 countries. Their products and 

services are of the highest quality and it is this that has helped them generate over 

60 case studies which are available on their website Having great products and 

services that meet and/or exceed client expectations is key to generating case 

studies. 

 

This is something which our own experience supports too. Here are a few more 

ideas: 

a)   It's not just the product and service it is the whole customer experience. It 

covers the lifecycle of a project from first contact, which may be your website, 
a trade show or a sales call right through to completion and after project support 

b)   The strength of the business relationship is very important. If you have a good 

relationship and the client will not give you a case study then maybe it isn’t as good 

as you think! Asking for a referral, testimonial or case study is a good test 

c)   A case study is good for the client as it gets their success out there in the market 

as a whole and in their industry sector in particular. It is no cost PR, it delivers value 
to the client as well as to the supplier 

d)   We worked with a client who, as part of their mission state that “they will deliver 

unexpected value”. They achieve this through continually improving their services 

and sharing the benefit with the client rather than just pocketing the proceeds. 

This generates great leverage and makes asking for a case study so much easier. 

 

e)   Some clients/customer's believe that giving a case study gives them a long term 

bargaining chip. (If they do then perhaps the case study has little real long term 

value to you). However, a way to manage this is to position the case study as part of 

the deal. They get some benefit up front and you get the case study benefit 

thereafter. In this way we have found that you retain a degree of control by 
associating the case study to a particular deal. 

I hope you find this useful and I would like to thank Gael Ltd for their agreement to 
use their experiences in this newsletter. 

 

78. Managing customer loyalty – the role of sales 

 

Delivering a great customer experience generates loyalty and there is little doubt 

that customer loyalty should be a very high priority task on any board's to do list. It 

doesn't matter how much you cut costs or deliver innovative products if you are 

losing existing customers and/or failing to win new ones. Interestingly though there 

are very few examples of great customer experiences in the business to business 

market. All the good examples are in retail or hospitality with companies like 

Nordstrom, Marriott Hotels, Amazon and Apple. I concede that Apple do business to 

http://www.gaelquality.com/Resources/Success-Stories/
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business but primarily through resellers. Also very interesting is that none of these 

organisations have what I would call a sales force. Maybe that is the problem? I am 

sure it is not, but some recent insight from Matthew Dixon and Brent Adamson co-

authors of The Challenger Sale shows that the sales experience is the dominating 

factor in determining loyalty. 

This graph shows clearly the factors affecting customer loyalty. 

 

 

 

I am going to give you a couple of personal examples, one good and one bad of 

customer experiences where the role of sales had a direct impact on my loyalty to 

their organisations. Let's start with the bad one. A couple of years ago we went along 

to my local Mercedes dealer to acquire two new company cars. We had seen the 

ones we wanted on their website so it really should have been a simple case of 

taking the order. Unfortunately, and despite the fact we had double checked that 

day, the models we wanted had been withdrawn. There was a newer model that had 

some facilities we didn't want but the price was higher. We politely explained this to 

the sales person who then called his manager who was even less willing to move. He 

phoned his manager and following that call we thought we had struck a deal only to 

be told later that they could not do it. We are talking about a price reduction of £30 

per month! The initial experience lasted two and a half hours and it took over three 

weeks for the whole process. The outcome of which was, not surprisingly they did 

not get the business. Worse than this they had damaged their reputation and lost a 

loyal customer of 20 years because: 

 

The sales person did not know the current offering 

 

He didn't know his customer  

 

He and his manager were completely unempowered and couldn't go the extra mile 

for their customer 

 

They failed to keep their promises, and while not a direct sales issue 

  

Their business model only just touches their customer rather than embracing them 
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Compare this with my experience with Majestic Wines.  The requirement was for a 

significant amount of champagne, red and white wine, beer and assorted soft drinks 

for my son's wedding. I contacted my local wine merchant who in the first instance 

laid on a tasting session for my son and his soon to be wife. While all the wines were 

acceptable they weren't just right so they offered more. Having selected the products 

we then had to sort out the logistics; their store was in Birmingham and the wedding 

was in Dorset. Because of the location of the reception the window for delivery was 

one hour between 5:30 and 6:30 pm on the day before the wedding. In addition to 

the basics, i.e. the drinks, we needed glasses and wine coolers which they provided 

as part of the deal. The van arrived at 5:30 pm precisely and was unloaded and on 

its way home shortly afterwards. Majestic Wines are my wine merchant of choice 

because their sales person: 

 

Met our every expectation  

 

Was very attentive, understood our needs and the risks involved 

 

Provided an all inclusive service making it easy for me to buy, in fact it was a real 

pleasure 

 

She me informed of what was happening all through the process, and  

 

Delivered some unexpected value in as much as she would refund everything we 

didn't use 

 

The key point to remember is that your sales people are your company to their 

customers. Have a think about how your sales people encourage and foster loyalty 
and give them the tools and skills to deliver a great sales experience. 

79. The end of solution selling 

 

This is a very contentious subject! This is the heading of an article originating in the 

Harvard Business Review and distributed by LinkedIn. Some of you may have read it 

if not have a look at it http://hbr.org/2012/07/the-end-of-solution-sales/ar/1 . Now, 

the Harvard Business Review (HBR) is not against writing punchy articles and there 

are several others that I have read that are equally contentious such as one on 

provocative selling, more on this later. This article is written by the authors 

(Adamson and Dixon) of a recent book called The Challenger Sale. I must get the 

HBR to promote my next book! 

 

This article makes some very good points especially with regards to how buyers have 

changed; the internet has in many ways empowered buyers. Where as in the “old 

day” buyers were very dependent on sales people for information and ultimately for 

pulling together a solution, they can do much of this work themselves. The 

salesperson is now a fulfiller and price negotiator. It goes on to say that salespeople 

must change their approach to customers. They must: 

 

- Target organisations (or departments) where the need is not defined which are in a 

state of flux 

http://www.mmtrackc.co.uk/2/link.php?M=3257464&N=4934&L=6574&F=H
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- Seek out new stakeholders who prefer not to wholly trust their internal advisers, 

and to 

 

- Coach these people through the buying cycle. 

 

These “new” salespeople are categorised as challengers! 

This advice is built upon lots of research but is it radical, is it new or is it just another 

way of expressing how the best sales people work? In the introduction I mentioned 

an article on provocative selling (different authors) which espouses similar views and 

in fact Adamson and Dixon wrote an article in the HBR (just before the publication of 

their book, another good marketing move) very similar called “Selling is not about 

relationships”. In this article they categorise relationship builders as people who just 

accept the status quo, who give in to customer demands, who like to be liked and 

who give their time to build personal relationships. They compared their performance 

against the challengers. The title of the article is a giveaway; it is the challengers 

(the provokers if you like) who win and the relation builders who lose out; they do 

admit that building business relationships is important. A great set of convenient 

facts! 

 

At the start of the paragraph above I posed a multi part question and here are my 

answers. Is it radical – No? I remember being in a meeting with my best salesperson 

and my biggest customer in 1983 and he challenged the status quo, he had great 

business relationships with his customers and he was incredibly successful. In fact all 

the really good salespeople that I have had the pleasure of leading demonstrated 

these characteristics.  Is it new – NO? The previous answer applies. Is it just another 

way of expressing how the best salespeople work – Absolutely? The previous answer 

applies. 

 

These three articles have reinforced some of my views on selling. 

  

- If you want to consistently beat the competition you need to understand your 

customers business as well as they do, and ensure that you serve them better than 

anyone else. That’s what the so called provokers or challengers do 

 

- Business relationships are built on trust (doing what you say, when you say it); 

respect (providing the best advice, delivering bad news); and delivering value (if you 

promise a 3:1 return on investment, then you deliver it)! I define having a good 

business relationship as “winning business you shouldn’t” 

 

- Selling is a simple profession; let’s not confuse it any more as enough have 

already. 

 
Next month’s SalesPulse™ will be available as a blog as well as in Newsletter form. 

80. CEOs need to get serious about selling 
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Goodness me! This earth shattering statement and accompanying article was 

published in the Harvard Business Review Blog on 10th July. It starts "With many 

companies trying to shake off the drag of a global recession, CEOs are eager to find 

growth. One place they need to look is in their own sales organizations". My initial 
reaction was "where else do they expect to find growth"?  

It goes on to say "In writing the book Sales Growth, (another book promotion from 

HBR, they must be on commission. Ed) we've found that CEOs who put sales 

management at the heart of their agenda have captured astonishing growth — 

outstripping their peers by 50 to 80 percent in terms of revenue and profitability". 

This is really encouraging and I know from experience that Chief Execs who take a 

passionate interest in sales deliver better business results; generally but not always 

these CEOs come from a sales background. In many cases though, CEOs do not 
come from a sales background.  

The article covers three areas: the first is headed "cranking up the analytics" - this 

means generating statistics about sales performance, deep market analysis, micro 

markets etc. A colleague of ours calls this paralysis by analysis - it sucks out valuable 

selling time, which is quite contrary to the next section which is "Build a lean selling 

machine". This bit is quite good but it does not address the core issue of the amount 

of waste organisations generate through unnecessary reviewing of the sales process 

and the internal hoops a salesperson has to jump through. Given that most 

salespeople spend less than 25% of their time on customer facing activities (Source 

Sirius Decisions), doubling it by removing any activities that do not add value to the 

customer, or improving people's capability to so do would be a very valuable action. 

The final section is entitled "make sales a team sport"; the key statement in this 

section reads "......... requires raising sales' profile within the company. Give your 

best sales performers broad recognition, make sure that sales has a seat at the table 

when you're discussing product strategy, and share sales successes and insights 
throughout the company". Being a sales person I whole heartedly agree. 

For me though the key issue in the UK is the perception people have of sales. It is 

not seen as a valued profession as it is in many other places. So much so that only 

50% of salespeople are proud to have "sales" on their business cards. The problem is 

much deeper though, and the statistics below, while a few years old demonstrate 
why sales is not a valued profession and why sales is not understood by many: 

 There are about 750,000 sales people in the UK  

 There are about 550,000 marketers  

 There are over 300 HND or degree level business courses  

 Over 200 have a marketing module  
 Only FOUR have a sales module  

If you don't believe me ask a colleague, or better still ask someone with an MBA; we 
have found no one with an MBA that has studied sales as part of their qualification. 

I agree CEOs should get serious about sales but as an option rather than taking 
advice from the HBR blog they should do three simple things initially: 

http://blogs.hbr.org/cs/2012/07/ceos_need_to_get_serious_about.html
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Understand the whats and hows of sales performance and break down the barriers 

that reduce selling time i.e. go and listen and talk to their sales people regularly. 

Setting up a sales council is a good way to do this 

 

Invest in the right sales development, training and coaching. Over the last seven 

years we have seen a marked decline in this. Good selling is a source of sustainable 

competitive advantage 

Put customers at the top of their personal and business agendas; visit them, 

understand their issues and opportunities and build strong personal business 

relationships. Urge, convince or tell their board colleagues and senior managers to do 
the same 

In my experience this will show that the company is taking sales seriously and will 

improve sales performance. Remember the quote above "less than 25% of sales time 

is spent on customer facing activities". If it's true in your company take a personal 
objective to double it. 

81. Are your salespeople developing bad habits? 

 

 

This month's newsletter is short and sharp. Do you know the tell tale signs of bad 

habits in sales people? If you do then that's great, if not then read on. Here are 

some of the symptoms: 

 

1. Are elapsed times from lead to close increasing? 

 

2. Are an increasing number of campaigns ending in no result? 

 

3. Is your win rate falling? 

 

4. Are existing customers turning to alternative suppliers? 

 

5. Is price increasingly becoming an issue? 

 

6. Is your forecasting accuracy declining? 

 

7. Are the number of internal complaints and debates increasing? 

 

8. Are your sales people claiming that there are too few leads? 

 

9. Are your sales managers spending more time in the office? 

 

10. Are the number of sales reviews increasing? 

 

 

Do you recognise any of these? If so click here to understand what they mean and 
some ideas on what you can do about them. 

http://www.korusales.com/wp-content/uploads/2012/05/KoruConcepts-Bad-Sales-Habits-2.pdf
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82. Selling is simple why complicate it? 

Before writing this newsletter I searched for "sales techniques" on Google. The 

search yielded 146 million hits! That's not to say that there are that many sales 

techniques though at times it seems like it. Here are just a few, solution selling, 

relationship selling, the challenger sale, provocative selling, Miller Heiman's strategic 

selling, Huthwaite's SPIN and power selling just to name a few. I have been asked 

many times which of these is best, or is there a panacea for selling or can I 

recommend a really innovative sales training organisation? My answer never varies; 

I always say that selling is about doing the simple things right. After all a sales 

person, or whatever variant of job title they wish to put on their business card, only 

has to find someone who needs what they have to offer, has the means to pay for it, 

knows why and when it is needed and can be convinced that your offer is superior to 

anything else available. What can be simpler than that? Well clearly it can't be that 

simple as many organisations have made many millions of pounds through 

convincing sales directors and managers that they can make the process of selling 

even simpler and more productive. In reality they have made it more complex. 

 

Here is a quote from the website of one such supplier; "Achieving sales excellence 

requires strategic alignment and consistent performance from every member of your 

sales team". I agree with the bulk of this statement, but I am not sure what strategic 

alignment is. In any case isn't this the responsibility of the sales director/manager. It 

goes on to say "Our process significantly improves the odds of winning complex sales 

opportunities. It gives organizations a common process and language for pursuing 

sales opportunities and criteria for allocating resources to determine when to walk 

away from resource-intensive deals with a low probability of success". I would say 

any half decent sales organisation should have a process to improve the chances of 

winning, it is called account and campaign planning. They also have a common, 

relatively jargon free/understandable language and if they are not practicing 

qualification then they will lose business whether it is resource intensive or not. 

Earlier I said selling is a simple process, sales management or leadership is simple 

too. Sales leaders have only three tasks. Get the most out of their people, dedicate 

time to building relationships with their customers to understand their needs and 

pains to deliver better solutions, and manage the numbers. (There's more on this 

topic in the SalesPulse issue number 3). 

 

I am not saying that sales techniques companies are wrong, they are very successful 

so why should I? I am merely questioning their value for money. Key to delivering 

consistent sales performance are well skilled, knowledgeable and motivated sales 

people doing the simple things right, led by managers committed to supporting 

them. If it's simple less things can go wrong. Our approach to improving sales 

performances focuses on this and you can read about it by clicking here. 

 

Remember there were great sales people long before Miller Heiman, Huthwaite or 

salesforce.com. How did they manage? 

http://www.korusales.com/wp-content/uploads/2012/10/Account-Management-Development-v11.3.pdf
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83. What great sales people never do! 

On average sales people spend much less than 50% of their time with customers. 

The bigger the company, the less customer facing time they have. In fact, in a recent 

survey of Chief Sales Officers, the lowest recorded amount of customer facing time 

was a dismal 17%.  

 

Apart from being extremely worrying it certainly identifies what great sales people 

never do. That is they never waste their time and they never waste their customers' 

time. There are quite a few other things these people never do - like telling lies, 

blaming other people when things don't go as expected and they do not, contrary to 

common opinion, focus on themselves. However, not wasting time is top of the list.  

 

How do the best sales people do this? Well they plan for success. They use a 

systematic approach to their work based upon the three simple processes below all 

underpinned with a relentless attention to eliminating or minimising wasted time, not 

only their own but their customers' time too.  

 

The processes are: 

 

Account Planning - what can I do to ensure that my customers and my company 

enjoy the mutual benefits of value creation? What do I have to do move the 

perception of my company from being a vendor to one of a valued partner and 

trusted advisor? How can I apply my knowledge of my customers' business to the 

products and service we supply to help improve my customers' business outcomes? 

Account planning is a structured process that identifies business opportunities that 

helps the best sales people achieve the objectives above.  

 

Campaign Planning - Quite simply what is it that needs to be done, by whom and 

when, to win a particular sales campaign? It sounds simple, and it is, but it is also a 

thorough examination of a particular situation 

 

Call Planning - How do you make the best use of your time in front of your 

customers? How do you make sure you ask the right questions, understand the 

issues and objections your customers may raise and make the most possible 

progress? Call planning helps sales people answer these questions, enhance their 

professionalism, reduces the sales cycle time and saves their own and their 

customers' time.  

 

The biggest, self inflicted waste of sales time is lack of, or poor, qualification. 

Chasing business that is not going to happen, or where your offering is not a good 

fit, or where your competitors are well and truly entrenched really demonstrates poor 

sales and sales management skills. The best sales people ensure that they ask the 

right questions to minimise wasted time. 

 

We call these processes planning for sales success because, if executed properly, 

success will follow, sales time will be maximised and wasted sales time minimised.  

From the customer's perspective the quality of interactions are improved and the 

customer experience enhanced. 
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If you would like to know more about the benefits of planning for sales success, 

please click here for details of our webinar series on this subject. 

 

Remember the adage "Failing to plan is planning to fail". It is old, it is well used 
but it is very, very true.  

84. 87% of sales training is a waste of money! 

According to Professor Neil Rackham, the Professor of Professional Selling 87% of 

sales training is forgotten within 30 days of the training. By definition this is money 

badly spent. And if it applies to sales training why should it not apply to any other 

sort of training? However, concentrating on sales training, there are many reasons 

why this is the case but in our opinion it boils down to four reasons. These are the 

content, the trainer, the attitude of the attendee and the follow up process. If any of 

these are wrong there is a really good chance that the training will not be retained. 

 

The content 

 

Many sales training courses are multi day affairs with high content and evening 

working. To sum them up they cover too much, and despite the working hours 

there is too little time. The mobile phone and immediate communications have 

exacerbated the situation as attendees are often trying to do their day job at the 

same time as supposedly learning how to improve. The outcome is overload and poor 

retention. 

 

The trainer 

 

Trainers generally fall into two categories; professional trainers or retired sales 

people. Both can be equally good or bad. Great trainers keep the audiences' 

attention through thorough knowledge and application of doing the job, providing 

appropriate anecdotes and training through current stories. A working sales person 

or manager is likely to do this better. 

 

The attitude of the attendee 

 

"I am here because I will improve my performance" or "I am here because my 

manager said (or told me) I should attend". I don't have to tell you who will get and 

retain the most out of a training course. 

 

The follow up 

 

A sales person fresh from their training come into work and the conversation with 

the sales manager goes something like this: 

Sales Manager: Hi Sarah how was your course? 

Sales Person: It was really interesting, I learnt a new closing method and that call 

planning was vital to success 

Sales Manager: That's good. Just before you went on the course you told me that 

Acme Limited would sign this week, is that still the case? 

Sales Person: Yes I think so 

Sales Manager: Good, well go and get it! 

http://www.korusales.com/wp-content/uploads/2012/05/Planning-for-sales-success.pdf
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Outcome: £x00 worth of training wasted! 

 

So, how do you get a positive return on your investment in sales skills 

training? 

 

Do it yourself. There are four simple rules to achieve this: 

 

1) Sales skills training should be part of a personal development plan, preferably 

initiated by the sales person and agreed with their manager 

 

2) Sales Managers have an obligation to help their people to improve; they must 

follow up to reinforce the training through coaching 

 

3) Do your training in short sessions. Pick a topic and do no more than two hours, 

one hour on the theory and one hour of role plays. Then put the learning into action 

straight away. Use the philosophy of learn in the morning, do in the afternoon 

 

4) In every sales organisation there is always one or more players who stand out and 

are highly respected by their colleagues. These are your trainers 

 

The only issue most organisations will face is finding the material, and that is where 

Koru can help. Click here for details 

 

On behalf of us all at Koru I would like to take this opportunity to wish you a happy 
Christmas and a healthy and prosperous 2013.  

85. Some New Year’s business thoughts 

 

 

Happy New Year. In this edition of the SalesPulse we focus on some thoughts that 

we believe will enhance business performance in 2013. Our quote this month is 

about focus and we should all focus on what is important, and the most important 

asset we all have is our customers. Here are some ideas for you to think about: 
 

1. What do our customers really want and value from us? 

 

2. Which customers need special attention and managerial help in the next 

quarter? 

 

3. Which new prospects would make 2013 a great year if captured? 

 

4. Where can we improve our teamwork and partnering to delight our 

customers and turn them into passionate advocates? 

 

5. What customer interfacing/contact improvements must we execute in 

2013 and in what sequence? 

 

6. Which team members need some special help and coaching to turn them into 

http://www.korusales.com/wp-content/uploads/2012/12/The-Sales-Skills-Kit-v2.pdf
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success stories for 2013? 

 

7. What initiatives should we launch and sustain inside the company and into the 

marketplace during the first six months?   

 

8. How can we execute our plans for 2013 in a better, smarter, simpler or more 

focused fashion? 

 

9. Which business area needs the most help and action in the first quarter? 

 

10. What simplification and improvement actions can I lead/do/sponsor, ideally 

before Easter? For example; 

 

 

 - Minimise/stop lengthy, poorly run and unnecessary meetings…especially my 

own 

 

 - Stop badly qualified sales effort and activity. No spray and pray! 

 

 - Stop high risk/low reward activity; know your margins and business risks 

when saying yes or no. 

  

   - Trust your people! 

 

ABOVE ALL ELSE, DO THE SIMPLE THINGS WELL, DO NOTHING THAT ADDS NO 

VALUE TO YOUR CUSTOMERS and REDUCE COMPLEXITY. Click here for details of a 

webinar which will describe how you can achieve this in your sales function 

 

86. Quality not quantity 
 

Answer these four questions honestly. 

 

a) How many potential sales do your people have in their prospect lists? 

b) How many of them are real, that is they will end up in profitable business for your 

company? 

d) Do your sales people know the answer to the last question? 

e) Are their answers based upon gut feel or on thoroughly understood facts? 

 

The most common honest answers to the questions are: 

 

a) Not enough of the right ones 

b) I don't know 

c) I don't think so, and  

d) A mixture I suspect. 

 

In this month's SalesPulse we examine the biggest of the self inflicted wastes of 

sales time and that is qualification. Or rather, it is the lack of disciplined application 

http://www.korusales.com/about/events/
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of the qualification process. Sales time is at a premium, it is a very valuable 

commodity. It is imperative therefore that it should not be wasted but every time a 

deal is "lost" because the customer does not make a decision, or is really lost to a 

competitor, it is likely to be a failure in the qualification process.  

 

Let's start with a definition of qualification. Qualification is an investment 

decision, and like any investment decision there should be a return. "Should I invest 

my company's time, including my own, and resources in trying to win this piece of 

business"? Other business investments require rigorous return on investment 

statements, due diligence and risk management strategies to ensure that the 

investment pays back. However, sales people can and are even empowered to make 

their own investment decisions, and as a sales manager I would endorse that but 

with a caveat. That is that the qualification process should be competently used at all 

stages of the sales process, because that will ensure that the sales people work on 

deals that they can win. 

 

According to CSO Insights just over 50% of forecasted orders are lost to competitors 

or to the no decision syndrome. This accounts for a half a sales person's time. There 

are two fundamental reasons for this. The first is human nature; if people don't 

appear to be busy they feel worried and as a result keep unwinnable prospects on 

their to do list until they come to a predictable end. These people will, and 

sometimes with management support respond to unsolicited open tenders or request 

for proposals without any prequalification. The most useful place for such unsolicited 

documents is the bin. Secondly they don't know, understand, have forgotten or apply 

a qualification methodology that reduces the likelihood of failure. Best practice shows 

that great sales people win 90% of the deals they bid for; even the best are not 

perfect. 

 

The key message here is to ask yourself the four questions I started with; then go 

and talk with your sales people and understand why they are working on the 

prospects they have. Then start the process of weeding out the chaff, focusing on 

the ones that can be won and use the subsequent spare sales time to develop new 

prospects or to nurture ones that will buy, but are not ready to purchace yet. You will 

then have a quality prospect list and have positive answers to the questions. Sorry, 

the answer to the first question rarely changes. 

 

In this newsletter we have mentioned two types of qualification, but there is a third 

and that is how to select and develope your next strategic accounts. This will be the 

subject of our next webinar details of which can be found here 

 

87. Getting youngsters in to sales jobs 

 

 

I passionately believe that even in these difficult times most, if not all of us would 

like to find a way to get a young person a good qualification and a job. How many of 

us though know that there are formally accredited qualifications in sales, especially 

as higher education shuns sales like the plague. Our newsletter this month is written 

by Heather Carter, co-founder of the National Sales Academy and successful 

entrepreneur; Heather is passionate about sales, about making a difference by 

http://www.korusales.com/about/events/
http://www.korusales.com/about/events/
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developing young people and providing them with a career choice. Here is her 

contribution: 

Focus on Work Based Learning – Opportunity is only the beginning 

We’ve all heard of work based learning, but a recognised accredited work-based 

qualification in Sales?  Now that is something new.  And that is precisely where the 

National Sales Academy’s focus lies in 2013.  As we all know, Sales is the lifeblood of 

any organisation, but sales can be difficult to manage, standardise and is commonly 

plagued by high attrition rates. With the existence of over 300+ business 

management courses in the UK, at the last count, only 4 focus on sales as part of the 

qualification.  The National Sales Academy was specifically set up to address the 

national skills gap in Sales and support employers in their endeavor to engage, 
recruit and retain their sales force through accredited work based learning.  

So, just like any other apprenticeship model, sales development programmes deliver 

guided learning combined with hands on experience, enabling the individual to grow 
with the dynamic requirements of the business world.  

Harnessing youth and enthusiasm and making a difference to young peoples’ lives is 

a passion of the National Sales Academy. And with 20 years experience in sales and 

marketing and a national alliance of colleges and universities, individuals and 

employers can be confident the National Sales Academy can deliver its mission. 

When you consider that two-fifths of all those who are unemployed are aged under 

25 and are eligible for an apprenticeship, starting at grass roots and harnessing 
young talent makes perfect sense.  

Apprenticeships are rapidly becoming the new norm for school-leavers looking to 

enter the world of work, earning whilst they’re learning. In 2012 we saw 

apprenticeship applications rise by 15% and in 2013, the success of the National 

Apprenticeship Week pushed the effort into full force, creating 13,600 new vacancies 

which were pledged by businesses large and small in an attempt to counteract the 
current employment crisis in the UK. 

The National Sales Academy are firmly backing the current transition, increasing 

apprenticeship positions within the workplace and believe that apprenticeships are 

the way to give young people the opportunities they deserve. A portfolio of work-

based learning programmes in sales and related roles, from entry to university 

accreditation, to get individuals started and advancing the business career ladder will 
aid this movement.  

The National Sales Academy’s mission is to develop talented sales people; whether a 

school or college leaver or an individual/employee looking to advance their current 

sales career, we empower them to achieve their career ambitions. As such we invite 

all employers to become part of our ‘Make a Difference, Provide a Career Choice’ 

(MAD PACC) initiative to help us make this national transition and establish sales as 

a recognised and rewarding profession. Standardising sales process, facilitating a 

structured benchmarking and appraisal process, tailored not only to the individual 
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but also the business model; and with the support of sales professionals; this way, 
work based learning is not only great for morale, but also great for business. 

88. THE CHICKEN OR THE EGG? 

During 2011 customer loyalty dropped from 70.3% to 58.8% according to the 2012 

CSO Insights report. The reasons for this are many, but the bottom line is that 

companies need to invest more in ensuring a great customer experience that drives 

loyalty or face the fact that they need to generate 18% more business from new 

customers just to stand still in revenue terms. Anecdotally and statistically it is far 

more expensive to acquire business from new customers than from existing ones. 

There are some other related issues; customer satisfaction, business results and 

employee satisfaction run in parallel. If one goes down so do the others. It is 

extremely unusual to find a highly motivated workforce where business' numbers are 

poor or high customer satisfaction where employee morale is low. It is a bit like the 

chicken and the egg but with another dimension - which one of the three is the 
cause? 

Customer loyalty is generated through the people who serve the customer. To the 

customer your people are your business. According to Gallup sales people generate 

four times as much loyalty than the product or service. 90% of all loyalty is 

generated by the top 25% of the sales force. The Harvard Business Review concludes 

that a 5% increase in employee satisfaction generates a 2% increase in customer 

satisfaction resulting in a return of up to 1.8% of additional profit. 

 

So where is the best place to start to reverse a customer loyalty issue? In a difficult 

business environment more and more controls are imposed. These controls often 

cause the wrong behaviour and limit people's ability to do the right thing for their 

customers and as a consequence fuel demotivation. One, if not the biggest motivator 

is trust or empowerment. It will help deliver self motivated people who have the 

single mindset of continually improving the customer experience yielding better 

business outcomes for their customers and their company. 

 It must though be within the context of a plan the sole objective of which is to give 

customers the best possible experience. Such a plan should have some objectives 
and below are some suggestions.  

  * Customer retention metrics consistently improve 

  * Customer satisfaction survey scores have positive trends 

  * Customer feedback is predominantly positive and regular 

  * People satisfaction increases 

  * Market share improves  

  * Customer lifetime values increase 

  * Key customers deliver sustainable revenue/profit growth 

  * Sales win rate better than 80% of qualified bids 

  * Customers ask for advice on a broad range of topics  

  * Customers ask how they can expand the partnership 
  * Customers continually provide you with referral business 

and of course business and profits improve. 
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If you would like to know more about developing a business to business customer 
loyalty programme why not join our webinar on Tuesday June 25th. 

89. FUNNELLING YOUR EFFORTS IN THE RIGHT DIRECTION 

Our quote this month from Adam Smith, pioneer in the world of economics and free 

trade rings very true in today's business environment and has a huge impact on the 

world of professional selling. There is never a shortage of demand for cash, even 

though at times there may be a shortage of demand for the products and services 

that we all supply. While we may not technically be in a recession demand is 

generally flat, as it has been for the last three or four years. In this issue of the 

SalesPulse we suggest a few key actions that companies can take to improve the 

chances of achieving their demand for customers' cash through enhanced sales 

focus. 

 

First of all in commercial organisations everyone sells. Selling is a team sport the 

objective of which is to generate, manage and close enough leads to achieve the 

team's success. This is also known as managing the sales funnel.  

 

 
 

So let's take a look at the players in your team: 

 

Marketing: This part of the team have so many, sometimes too many things to do. 

However, there are two key jobs that surpass all the others and they are to generate 

qualified leads, and to nurture those that aren't, so that they may become so. If 

there's any time left they can do all the other stuff. 

 

The sales people: These players need to keep their discipline, use their time on 

business they can win, prepare thoroughly for every customer or prospect contact so 

that progress through the funnel is achieved. When times are tough there is always a 

temptation to hold on to leads for too long. Over 50% of prospects end up as no 

decision to proceed or losses. Time lost here cannot be recovered, and it is time that 

could be better used prospecting. 

 

Sales management: Stop looking at spreadsheets, stop asking when orders will 

happen, stop asking how much will they be and stop getting involved in internal 

http://www.korusales.com/about/events/
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bureaucracy and meetings. Sales managers are responsible for the integrity of the 

sales funnel, to ensure that everything in it is real and the right steps are being 

taken to generate business. Think of the funnel's contents as the lifeblood of the 

company; keeping it healthy is paramount. Your sales managers should start 

spending at least 50% of their time with their people, working on the "hows" of 

performance so that their people can improve. They should also use at least 30% of 

their time with their customers and prospects understanding their business and their 

problems and creating solutions to help them. Not only will these two activities 

ensure the integrity of the sales funnel, they may also yield additional leads. 

 

Customer services: Mistakes made here are often punished; doing it right first 

time, on time, every time is the mantra. Empower this part of the team to fix 

customer problems and go the extra mile for the customer; it will deliver satisfied 

customers, more leads for the funnel and quicker outcomes. 

 

Other senior management: When did you last get a lead from your finance 

director, or indeed when did your FD or other senior managers last have a business 

meeting with a customer? Get them to develop a relationship plan with their peers in 

your customers, so that they can find out what is stopping you winning business and 

help speed prospects down the funnel. They might even find some leads as well. It is 

the responsibility of senior management to ensure that all meetings have customers 

as the first agenda item and what their department(s) can do to help generate cash 

through supporting sales and customer satisfaction. 

 

Remember, branding is not cash, advertising is not cash, accounting is not cash; 

cash is cash and it comes from sales to your customers. So become totally customer 

centric. Examine, reduce or stop activities that are not helping your customers 

business and get as many people out of the back office as is possible. 

 

90. THE EIGHT DEADLY SINS OF SELLING 

If your sales people are committing any of the sins shown below you should take 

immediate action, as they all reduce your sales capacity and effectiveness. 

 

Talking too much 

 

Epitomised by the catalogue sales person who starts at page one and keeps going 

until the prospect surrenders or dies of boredom. People talk too much for many 

reasons, nervousness, excitement or just the desire to show how much (or little) 

they know. The number one skill in sales is listening. You can't learn if you don't 

listen. 

 

  

Short termism 

 

Many sales people focus on this week's or this month's business. They are often ably 

abetted by equally short term minded sales managers. Today's business is 

important, and I have been guilty of forcing short term business. Sometimes though 

you can alienate the customer, and indeed lose them later, but you can also miss the 
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bigger picture and better outcome. 

  

Not understanding your customers' business 

 

It never fails to amaze me the lack of customer knowledge and narrowness of 

customer contacts that some sales people have. Without knowing an 

organisation's risks and possibilities and the people responsible for managing them, 

how are you going to sell your products and services throughout a customer’s 

organisation. This is often brought about by short termism, by lack of confidence, by 

lack of ambition or by all, or a combination of them. 

 

Lack of an inside sales person 

 

All of us need a little help at times; someone who can tell us how our campaign is 

progressing, what our competitors are up to and what the current internal issues are. 

An "angel" or inside sales person is a vital part of your armoury and if you don't have 

one you are at a distinct disadvantage. However, you don't just get one you have to 

work on it by building a relationship that delivers them value at the time you said it 

would. Simply put you have to earn their trust and respect. 

 

Lack of product/services knowledge 

 

If your people do not fully understand the capabilities of your products and services 

how are they going to understand what value they can bring to your customers; and 

when your customer asks that really difficult question or raises an objection, and 

they always do, how is your sales person going to answer it to their satisfaction? 

 

Poor qualification 

 

Without doubt this is the biggest self imposed waster of sales time and resources and 

the most deadliest of sins. Why on earth do people work on prospects that will 

not yield a successful outcome? Much of it is to do with wanting to be seen to be 

busy but more of it is to do with poor support and sales leadership. 

 

Wasting valuable resources 

 

Have you heard the story about the sales person who has found a prospect, 500 

miles from your office who they are sure will take your product if you send your 

technical specialist to see him or her. Well the prospect doesn't acquire and what has 

happened at best. is that you have lost a load of expenses, worse is the loss of one 

day's revenue earning capability and worst, the potential of using that person on 

some business that was real. 

 

Failing to plan 

 

"............ is planning to fail"! It's old, it's a cliché, it's a sound bite, BUT it is oh so 

true! In sales, planning is required at many stages in the sales process, be it at the 

outset in Account Planning, or in planning a sales campaign or a call to a prospect. If 

you do not plan a customer call how do you know it was successful? Yes unplanned 

calls can and do work, but I am absolutely sure that a planned call with clear 



KoruConcepts - The SalesPulse™ Compendium 

Confidential                             Copyright © 2013 Koru Services Group. All rights reserved. Page 101  

 

 

objectives and a route to achieve them will always work better. 

 

To finish, just identify what you believe is the most deadly sin in your organisation 
and remove it.  

91. CLEANSING THE EIGHT DEADLY SALES SINS 

Thank you for reading our SalesPulse newsletter last week. It has certainly struck a 

chord with most of our readers. Many people opened it several times, the highest so 

far being 47. The response has delighted our team and was so marked that it 

prompted us to think about a single way to respond to the key issues discussed in 
the 8 Sales Sins rather than leaving everyone to figure out solutions on their own. 

From our extensive experience, we know that not every company and every 

individual have the same needs and that providing a one size fits all solution is 

neither appropriate nor valuable. What we have devised is a series of simple, pick 

and mix workshops to cleanse sales of the deadly sins to meet your specific needs, 

that we have dubbed The Koru Salvation Initiative (KSI). Each workshop has a 

learning element (or a refresher if your people are experienced), followed by a 

doing session with expert feedback and, if required, a real world specific piece of 

work. 

The main dishes (sales skills topics) on our KSI sin removal menu are as follows: 

Account planning – getting the best value from your key customers 

Campaign planning – building a winning sales strategy 

Call planning – delivering the best return from customer interactions 

Qualification – spending your valuable sales time and company resources  on 

business 
that you can win 

To bid or not to bid? – deciding which tenders you want to spend your money and 
scarce resources bidding for 

 “Not ready to buy yet” – in some cases customers have a real need but can’t buy 

right now due to budget, timescale and/or resource constraints; how these situations 

can be managed and sales accelerated? 

Questioning and listening – extracting maximum actionable information from 
sales calls and overcoming the urge to talk too much 

Building sustainable business relationships – delivering real value (this figures 
prominently in both account and campaign planning) 

Koru delivers true value for money solutions to its customers through its very 

experienced team of sales leaders and we would welcome the opportunity to discuss 
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how we could help you. If you like the idea of KSI and would like to discuss it 

further, give me a call on 07903 121916 or reply to this newsletter. 

92. MANAGING THE CHANGING WORLD OF SELLING  

Customers today probably know more about your products and services than ever 

before. Gone are the days when a buyer who wanted information on a product or 

service called up the reps of potential suppliers who provided such information. 

Nowadays buyers have unprecedented information, competitive pricing, and have 

become difficult to reach through traditional sales and marketing channels. All of us 

are customers in some form or other and we expect buying to be a painless process 

and of course we demand high levels of service. With the customer now in control of 

the buying process, in this edition of The SalesPulse we look at the implication for 

the sales, marketing and management communities. If we look at the buying process 

shown below, 

 

 

 
 

 

a buyer could be 60% of the way through before they have any need to contact a 

supplier; thank you Google et al. In fact in excess of 60% of buyers make the first 

contact rather than the other way around.  

 

So the first messages for marketing are: does your website help your customers and 

prospects easily gain the basic information they need? Of course it describes what 

you have to offer, but does it provide enough information?; does it help the 

buyer look at comparable solutions without trashing them; does it reassure them 

that you will deliver what you promise; does it help them de-risk the decision, does it 

show what you have successfully achieved for other customers and does it 

demonstrate value? Is this information structured in such a way that it is easy to 

find? i.e. does it lead the buyer through the process? 

 

The next key messages are for salespeople; if the first contact you have with a buyer 

is through a formal document, an invitation to tender or the like, you have to decide 
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whether to go for it, and I am sure all sales people have a methodology for doing 

this. This approach puts the buyer in control. A far better way is for the sales 

person to identify the need and the benefits associated with meeting it. This 

demands a significant understanding of the customers business but puts you in 

control of the sale, reduces the amount of work the customer has to do and takes 

away the uncertainty and risk of the "open tender".  Great sales people generate this 

detailed understanding through research and through building reliable business 

relationships. Such relationships often give suppliers the inside track on formal 

tenders. 

 

The key message for business managers is; how easy is it for your customers to do 

business with you? Do you know? Have you ever asked them? Do your processes 

help expedite the customer's order or are they geared to supporting your needs first 

and the customers' needs second? I have seen many organisations where it is more 

difficult to place the order than it was to win it. Not only does this frustrate your 

customers but it adds lots of unnecessary costs to your business; in simple terms, 

simplify your back office processes and make the customer experience a good one. 

 

The best way to understand and manage the changes in buying behaviour is to 

involve your customers in your business. Apart from helping you understand what 

you need to change, doing this will improve their perception of you and increase 

their loyalty as well. 

93.  ARE YOU SURE YOU UNDERSTAND YOUR CUSTOMERS' NEEDS? 

 

Telepathy would be such a wonderful skill as it would mean that all of us would 

understand our customers' needs without having to do any work. Unfortunately so 

would our competitors. In the mean time we have to develop skills as a substitute 

but more importantly as a distinct advantage. Far too many people in sales and 

marketing believe they understand their customers' needs without even asking and if 

they do, do they ask the right QUESTIONS and do they really LISTEN and understand 

the answers? 

 

Without doubt questioning and listening are the most important of sales skills and 

the top six reasons that buyers give for not choosing a particular supplier can be 

attributed to poor understanding or delivery of these skills. Some recent research by 

the Rain Group in April this year delivered the following top six reasons for buyers 

not choosing suppliers. Note that the percentage relates to the number of 

respondents who gave that response. 

 

1. Did not listen to buyer = 38%   

 

Example; Seller has preconceived or prescribed solution. and did not ask enough 

questions to determine the suitability or applicability of their solution. 

 

2. Did not respond to buyers request in a timely manner = 30%  

 

Example; Seller did not understand timescale or the questions to which they were 

asked to respond. Had the sales person summarised the customer needs this may 

not have happened. Failing to summaris is a failure to listen. 
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3. Did not understand my needs = 30%  

 

Example; Often what is written down is not the whole story. Without open ended 

questions and checking of understanding will the seller really understand what the 

buyer is really looking for. 

 

4. Talked too much = 25%  

 

Example; If a sales person spends most of their limited sales time with a prospect 

talking, it is unlikely you they will understand the buyer's needs! One of the 8 deadly 

sales sins. 

 

5. No personal chemistry with me = 25%  

 

Example; Did not take time to ask buyer about their personal needs and wins or to 

discuss subjects of mutual interest, or if they did, they did not listen and use the 

knowledge gained to their advantage. 

 

6. Did not convince me of the value I would receive = 24%  

 

Example; Did not ask enough questions on the background to the project or the 

drivers behind the need to develop a compelling value proposition. 

 

Questioning and listening are also vital when it comes to qualification, objection 

handling and negotiating. Remember a good sales meeting should be where the 

sales person spends much more time listening than talking. A good quote to have in 

one's mind is "You can tell how clever a man is not by the answers he gives, but by 

the questions he asks". It helps if he listens to and understands the answers! (Ed).  

 

A colleague has pointed out that there are only 60 effective selling days until the end 

of the year. So it is definitely time for that year end push and to plan for a successful 

2014. 

 

 94. PLAN BETTER, ACT BETTER 

By the end of October there will be just 38 selling days left until the end of the year. 

From our regular contacts with our readers we know that right now it is definitely all 

hands to the pump to close those all important orders before Christmas. Then we can 

take a week off to relax and prepare to start all over again on January 2nd. But start 

on what?  

 

Planning for 2014!!; how are we going to deploy our resources to meet our budgets; 

which customers are likely to acquire and when; working out how we can do 12 

months of sales in 11 months because the first month is a write off. This is not an 

atypical January for many companies, and if your year end is not December then 

substitute the month after year end for January. The time to start planning is now; 

having been there we know that you will say that you can't afford the time to plan, 

however our view is that you cannot afford not to plan. December is a short month 
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and there are many distractions, other than closing orders, and January is too late - 
so start now. January is when you should be executing your plans. 

But what do we mean by planning? Our view is that sales and account plans should 

not be massive tomes, they won't be read in any case. They should be concise, no 

more than two or three pages, action focused and based upon your customers' needs 

not on what new products or services you are going to introduce. New products and 

services may help, but they are not the driver for your customers. Start from the 

basis that "customers are not interested in your business, only what you can do to 

help theirs" and where relationships permit involve the customer(s) in the process. 

This is particularly important in the case of key customers/accounts. The picture 
below shows our simple planning process: 

 

 

Many organisations segment their customer base into key accounts and let's call 

them territory accounts. In the external market and business context key customers 

are really important and the rest are very important too. However, the planning 

process for both is the same; it is depth that is the difference. More time, more 

understanding and more people are generally required to build key customer account 

plans. Whereas territory accounts are usually less people and time intensive. For a 

key account you need a couple of days planning time, and for territory accounts 2 - 3 

hours. In relative terms this is a small investment and because the outputs are 

concise they will be used. A sales plan is a living document and as the planning 

process gains traction, it becomes a continuous activity and the outcome is that you 

always have an up to date plan. More importantly you can also see progress against 
key objectives. 

Why do it? There are significant benefits to be gained which include: 

 - It focuses effort on sales objectives that can be won 

 

 - It improves sales peoples' time management by focusing their efforts on the right 

thing 

 
 - It moves the seller up the value chain from vendor to business partner 
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 - It offers competitive advantage and reduces competitive activity 

 - It aligns your business to the buyer's needs 

 
In essence it is a good use of sales time, and helps you perform better. 

If you would like to know how we can help you to plan for success, please contact 

Brian Sellers or myself. 

95. YOU DON'T HAVE TO BE ILL TO GET BETTER 

I have yet to come across a professional sportsman or woman who does not want to 

be better at their chosen discipline. They train regularly, have customised diets, 

receive coaching and are supported by management who are always in search of 

perfection.  

 

There are many parallels between sport and business; participants in each are under 

competitive pressure, the stakes are high and of course both want to win. However, 

that is probably where the similarities end. In sport improvement though learning 

and innovation is a way of life; in business, improvement is normally initiated when 

there is a problem to be solved, i.e. the business is ill. Take the British cycling team 

for example; they work on the principle of the "accumulation of marginal gains", i.e. 

get a little bit better every day. In manufacturing many companies follow the lead 

set by Toyota in continuous improvement, but how many in the services sector do? 

 

Here are some questions based on what sports people do to improve their 

performance; how do your sales people, or for that matter any of your 

functions match up to these? All you need do is answer yes or no. 

 

Sports people: 

 

1. Have an in depth knowledge of their competitors strengths and weaknesses; do 

you? 

 

2. Have respect for their competitors but do not fear them; which competitors do 

you fear and why?  

 

3. Fully understand and accept their own strengths and weaknesses; do your 

people? 

 

4. Together with their coaches have a plan to build on their strengths and neutralise 

or remove their weaknesses; do your teams have such a plan? 

 

5. Rigorously execute their improvement plans, and continuously monitor progress in 

practice and in competition; does this happen in your company? 

 

6. Meticulously plan and prepare for every event in which they partake to maximise 

their chances of winning. Do your people do this? 

 

7. Honestly analyse each performance, win or lose and learn from each; do your 

http://www.mailm.co.uk/2/admin/mailto;brian%20sellers@korusales.com
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teams have such a learning culture? 

 

8. Have fantastic self belief, they work on the basis that if you believe you can! Do 

your people have this attitude? 

 

9. Have coaches that really do coach their charges; they are interested in all aspects 

of performance; Do your sales managers work on the "hows" of selling rather 

than just the "whats" i.e. the results? 

 

10. Finally, sports teams have an ethos where everyone plays for each other, 

sometimes sacrificing their own chances for the good of the side; do your sales 

teams work on this basis? 

 

Before we examine your results let's just think about a sporting situation. Jessica 

Ennis, the London 2012 Heptathlon Champion had a number of weaknesses, one of 

which was in the shot putt event. Do you think her mentor sent her on a one week 

training course, put her immediately into her next competition and then skimped on 

training and coaching for the next few years. I don't think so, yet in business this is 

not uncommon.  

 

So how did we do with the questions? If anyone got 10 out of 10, you truly 

understand that "you don't have to be ill to get better", and have a finely tuned and 

very effective sales engine. For everyone (else) who didn't get anywhere near that 

mark and would like to understand how to get better and not get ill please contact 

Brian Sellers or myself. 

 

Finally, and I am sure it is in the front of your mind, there are just 28 practical 

selling days until Christmas. 

96. MAXIMISE YOUR DECEMBER SALES  

 

In this our last SalesPulse for 2013 we are offering a few practical sugestions as to 

how you maximise your sales in the last few weeks of the year. While particularly 

relevant for quarter and year ends most of the these are applicable all year round. 

Sales time is always at a premium and directors and managers must do everthing 

they can to ensure that evey sales minute matters over the next three weeks or so. 

 

1. Work on only the deals that you can win; for all those prospects on your list have 

you thoroughly qualified them? Are they real, if not do you have cover? 

 

2. Do you have a plan for success? Do you know precisely who has to do what, with 

whom and by when to turn the prospect into a sale? 

 

3. When sales time is short you must ensure that every customer contact has a 

positive outcome. Now is NOT the time to forget the basics and quality call planning 

will strongly contribute to quality outcomes 

 

4. Are you and your sales managers helping or reviewing? The simple mantra is that 

reviewing takes valuable time, helping adds value. 

 

5. Are your people empowered? Do they know what they are allowed to do in 

mailto:brian.sellers@korusales.com
mailto:steve.rowe@korusales.com


KoruConcepts - The SalesPulse™ Compendium 

Confidential                             Copyright © 2013 Koru Services Group. All rights reserved. Page 108  

 

 

negotiations. Experience shows that when crunch time comes around customers 

know that suppliers will nearly always give a little bit more. 

 

6. Are there any customer satisfaction issues that might get in the way of closing a 

piece of business? If so is there a clear well understood plan for resolving these? 

 

7. Is there an issue resolution process that delivers fast results? A point to remember 

here is "procrastination is the thief of time". 

 

8. Have your senior managers got a contact plan for your existing customers and 

prospects? This is obviously important in the context of business this year, but let's 

not forget there is a next year too. 

 

9. Everyone will be keen to present a contract or ask for a purchase order. However, 

when a customer is about to buy they are at their most generous. Before finalising 

everything it is always worthwhile asking the question, "is there anything else I can 

sell them"? Remember the waiter/waitress in your favourite eatery who always asks 

if you want any additional (low cost high margin) side dishes! 

 

10. Put anything to do with customers as numbers one, two and three on your 

must do list and ensure that your people do the same. 

 

By the time you receive this there will be just 18 effective selling days until 

Christmas and you must make the most of each and every one of them. 

 

We at Koru would like to take this opportunity to wish you all a successful year end, 

a very happy Christmas and a healthy and prosperous 2014. 

 

97. CENTENARY EDITION - THE BEST OF THE BEST 

 

In this issue - our centenary edition - of the SalesPulse we reflect a little and look 

back by reminding you about the five most popular editions of this missive. More 

importantly though, we will be looking forward and describe to you how we see the 

development of the SalesPulse brand helping our readers and customers in 2014 and 

beyond. The philosophy that underpins the SalesPulse is that we want to 

deliver content that helps companies improve their ability to sell more, sell 

faster and sell better.  

 

Our "Wall of Fame" bears living testimony that over the last 9 years we are 

achieving this aim. Since we delivered the first issue of the SalesPulse, called 

"Whatever happened to selling?" in May 2005 the environment, the economy, 

the markets and customers in which we all operate have changed dramatically and 

they will all continue to do so.  

 

Has selling changed much in that time? We've heard about Sales 2.0, we've seen a 

raft of hype on provocative selling and the challenger sale but I am not sure it has at 

its core; sales people and organisations have had to adapt to an environment where 

customers are better informed, more demanding, less loyal, tougher to get to see, 

time poor and value conscious, however you define value.  

 

http://www.korusales.com/library/the-salespulse/wall-of-fame/
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The Best of the Best will be the winners and they will best manage the changing 

nature of the customer through superior engagement while at the same 

time developing professional, well oiled and tuned, and continuously improving sales 

teams. These customer needs and sales improvements are where the SalesPulse and 

the Koru Services business will focus over the next year or so. 

 

In addition to the SalesPulse we will be providing further high value, no cost 

activities and content on a quarterly basis. The first of these is to offer three, first 

come first served no charge well being assessments to help you on the journey to 

becoming the best. The outcome of these assessments will give the participants a 

sound basis for making sales investment decisions  

 

The second is our SalesPulse Centenary Sales Conference to be held on 

Wednesday 18th June. The theme is the Best of the Best in Customer 

Engagement. The event will be highly interactive and informal, with speakers offering 

a wide range of insights from their extensive business knowledge and 

experience. We guarantee it will be a good use of your time. For more information 

and to book your place click here. 

 

So what were the five most popular SalesPulse topics? You can read them by clicking 

on the title. In no specific order they were: 

 

- SalesPulse #45    Selling in tough times  

 

- SalesPulse #64    Do your sales meetings improve your sales performance? 

 

- SalesPulse #55    Listening is the key sales skill 

 

- SalesPulse #84    Are your salespeople developing bad habits? 

 

- SalesPulse #57    The only reason sales people lose 

 

My personal favourite is "SalesPulse #73 - Are your sales people good or great?" 

as great is the target to which we should all aspire. Koru and the SalesPulse are here 

to help you achieve your aspirations.  

 

On behalf of all of us at Koru we wish you a happy, healthy and prosperous through 

great selling 2014. 

 

 97. CUSTOMERS DON'T WANT CHOICE........ 

 

As a young sales trainee (too) many years ago we were always told to provide our 

customers with different options, with a choice so that we could differentiate 

ourselves by showing them that we understood that there was more than one way to 

solve a problem. After all we salespeople in the IT Industry knew more than our 

customers. That was true in the seventies but not now. Anyone can be an expert, be 

more expert than us; all they have to do is to put their mind to it. They rule out the 

options and come up with the solution which is why customers don't want 

choice..........they want what they want. Companies that understand this and can 

http://www.korusales.com/library/the-salespulse/become-the-best/
http://www.korusales.com/about/sales-conference/
http://www.korusales.com/about/sales-conference/
http://www.korusales.com/library/the-salespulse/salespulse-issue/
http://www.korusales.com/library/the-salespulse/salespulse-issue-64/
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http://www.korusales.com/library/the-salespulse/sales-pulse-issue-84/
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execute to support their customers will be the winners. 

 

What are the attributes of such companies? Why are they successful? What makes 

them different? Rather than just giving you the answers, which we will later, have a 

look at the table below and position your company where you truly believe you 

should be. To help you, think of the bottom of tier 4 as providing commodity 

products; think of Tier 4 as where you are integrating your products and/or services 

with those of your customer and jointly taking them to market. Within each tier 

there is of course a scale; for example if you sell only products then you would be 

towards the bottom of the tier 4 scale, but if you were to provide supporting or 

complementary products you would be in the middle and if say you provided 

installation services you would be towards the top of that scale.  

Price 
Differentiator 

Value Add 

  

Mutual Benefit Joint Venture 

Simple service(s) Specific service(s) Shared Service(s) New service(s) 

  

Every deal is a battle Less Competition No Competition 

  

New Customers 

Cost of sale is high Cost of sale reduces Higher Margins Wealth Creation 

Tier 4 Tier 3 Tier 2 Tier 1 

 

We call this grid the Value Journey, or in Key Account Management terms "the 

Vendor to Partner" Journey; the objective of the journey is to build a sustainable 

competitive position in specific customers or markets. Over 90% of organisations are 

in tiers one and two with the majority, 70% in tier one.  By establishing where you 

are, you can start to see how you can, if you so wish improve your market 

positioning. One could quite easily question the rationale and say "as there are so 

few companies in tiers one and two, why bother"? The answer is simple the further 

you can move your company to the right, the greater the rewards which are 

evidenced by improvements in turnover, margins and cost of sale. 

 

This is all very interesting, but what has it got to do with the title of the article or 

with the questions regarding attributes etc? It is very simple and no doubt you know 

the answer. It is all about obsessive customer focus, customer knowledge and 

understanding, customer service, delivering value and mutual benefits which 

together create superior relationships and most importantly loyalty. In a recent 

Accenture report it was stated that over 60% of CSOs (Sales Managers/Directors in 

our speak) admitted they had lost sales because their competitors had established 

better business relationships. The same report stated that P & G had 500 people and 

Johnson & Johnson had 200 people deployed in WalMart. This investment has 

allowed both companies to take over the work and business of their competitors. 

Customer intimacy is the only sustainable form of differentiation and it is the 

most suitable form of transport to move you along the Value Journey. 
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In summary the better you know your customers and their business the more likely 

you will know what they want, and the more likely you are to make that 

want, something you can supply.  

 

Continuing the customer theme our Sales Conference in June is built around the 

subject of "The best of the best in customer engagement". We have top level 

speakers who we know will provide great subject matter, and if like us you really do 

believe the customer is king, this no charge event will provide you with great insights 

into developing a customer intimacy strategy and accelerate your progress on the 

Value Journey 

98. HOW LOYAL ARE YOUR CUSTOMERS? 

 

This month's SalesPulse is in the form of a questionnaire and requires just YES/NO 

answers. Its aim is to help you to assess the loyalty of your customers, and the 

impact that it has on your business. Loyalty is an interesting word as its true 

meaning is different to that used in business. For example I am very loyal to 

Coventry City FC, but expend very little money being loyal to them; in business 

terms we need a combination of factors to define loyalty and these are covered in 

the questions below. When answering baseline your responses on your position 12 

months ago. 

Attribute YES/NO 

Has customer retention improved?   
Is customer satisfaction improving?   
Is customer feedback predominantly positive and regular?   
Is your people’s satisfaction increasing?   
Is your market share improving?   
Are sales to your existing customers increasing year on year?   
Is your sales win rate better than 80% of qualified bids?   
Are you winning business that you really shouldn’t be?   
As a percentage of revenue are your annual customer support costs 

reducing? 
  

Do your customers ask for advice on broad range of topics?    
Do your customers ask how they can expand the partnership?   
Do your customers consistently provide you with referral business?   

In last month's SalesPulse we introduced you to the Value Journey. If you didn't see 

it, here it is again. 

 

 

 

http://www.korusales.com/about/sales-conference/
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Price 
Differentiator 

Value Add 

  

Mutual Benefit Joint Venture 

Simple service(s) Specific service(s) Shared Service(s) New service(s) 

  
Every deal is a battle Less Competition No Competition 

  

New Customers 

Cost of sale is high Cost of sale reduces Higher Margins Wealth Creation 

Tier 4 Tier 3 Tier 2 Tier 1 

 

 

Last time we asked you to position your company in the grid. If you could, or indeed 

did answer yes to all the questions would it help you improve your positioning? It 

should do, even if your products and/or services are commodities. We will be 

exploring more about customer engagement and loyalty at The SalesPulse 

Centenary Sales Conference in June. If you would like to attend just reply YES to 

this newsletter and we will do the rest. Thanks and have a great quarter end. 

 99. SETTING SALES QUOTAS - AN ART,  A SCIENCE OR PURE 

GUESSWORK? 

When Albert Einstein coined this month's quote he must have been thinking about 

the process of setting sales quotas or budgets or targets. Experience shows that 

imagination far outweighs knowledge as far as this subject is concerned, and 

probably accounts for the fact that the number one reason why good sales people 

leave is unrealistic targeting.  

 

Unrealistic sales targeting is demotivational, margin eroding and a bad use of 

company resources. In most companies sales people are the most accountable of 

any employees as they are generally the only ones who have measurable business 

objectives. However, while the sales targets are for the sales team, everyone in the 

company has a role in achieving them and should carry some meaurable objectives. 

For example, how many marketers have a specific objective for bringing in sales 

ready leads? How many product developers have an objective related to the number 

of new product introductions? How many support staff have a specific customer 

satisfaction rating objective? How many managers and directors have SMART 

(Specific, Measurable, Actionable, Realistic and Time based) customer and market 

focused objectives? 

 

Unrealistic targeting is brought about by five factors: 

 

1. Blind ambition - a stretch too far 

 

2. A lack of market and customer knowledge by senior management 

http://www.korusales.com/about/sales-conference/
http://www.korusales.com/about/sales-conference/
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3. Sales management who load individual sales targets with "cover" to look 

after their own interests 

 

4. Lack of organisational alignment, and 

 

5. A general misunderstanding of sales people and selling in general. 

 

Setting sales targets is more than saying "We did £5milion last year and grew 10%, 

so let's go for 15% this year". If this is the wrong way, what is the right way?  

 

Like the answer to most business problems there is no single right way but there is a 

common starting point and that is to have a vision which spans years rather than 

months and into which the whole board and management group is committed.  

 

Such a vision might be "We will double sales by 2018". The first step is to establish 

the baseline. This is normally the previous year's, or if you are planning ahead the 

current year's forecasted performance. Were there any market discontinuities, e.g. 

legislation or regulation that caused unusual and/or unrepeatable growth? If so 

adjust the baseline accordingly.  

 

The next step is not to dish out this year's target of baseline plus n% growth, you 

never know it may be too little. Rather it is to say, "what are the top level customer 

focused actions the company has to take to achieve this, what are their outcomes, 

who is responsible for each action and by when will we achieve them"? These 

actions must be board and senior management led and owned and be companywide . 

If you have no marketing or product development actions perhaps there are other 

questions to be asked! If you have no actions coming to fruition this year, you are 

doing nothing different to last year so why should achieve anything better, or worse 

than market or customer planned growth?  

 

So baseline plus time lined outcomes equals this year's overall sales target. 

 

The next phase is to cascade the target and actions down the company so that each 

department can do their part of the actions, can see their contribution and every 

individual can receive and accept their objectives in support of the of overall sales 

target. These objectives should be just as SMART and accountable as those of their 

sales colleagues. The key to success though is not the process as described here, 

that's just common sense, it is in the motivation of all the people in the 

company. The biggest motivator is trust; engage your people, bring them into the 

process, trust them to give an honest assessment of their contribution to the plan 

and link rewards to achievement. 

 

If a company adopts this overall approach not only will they set realistic sales 

targets, they will have the active support of the whole company, engender sales and 
customer focus and achieve competitive advantage. 
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100. IS YOUR CUSTOMER RELATIONSHIPS MANANAGEMENT (CRM) SYSTEM 

WORKING? 

I guess the first question to ask is do you have a CRM system? If so this edition of 

the SalesPulse should help you do a sanity check on your implementation. If you 

don't have one and you are planning to this should help with your thought processes. 

If you don't have one and are not planning to have one you can see if that is the 

right decision. The next question is what do we mean by "is your CRM system 

working"? Well they all work in their unadulterated form but many organisations 

believe that they need enhancements to meet their specific needs. Customisation of 

software generally increases costs and risks, extends timescales and reduces the 

return on investment. For the purpose of this newsletter the word working means is 
it delivering tangible business benefits? 

Here are some simple measures for you to consider: 

 Have you achieved, or are you on track to achieve the return on investment 

you planned? 
 Have you redesigned your sales processes and practices to optimise 

performance? 
 Have your best practices been automated? 
 Have these practices been adopted by all those who use them? 
 Has your system helped reduce training time and cost? 
 Has the system helped to improve internal and external communications? 
 Have the timescales from prospect to payment been reduced? 
 Have other sales costs been reduced? 
 Has the implementation helped improve the customer 

experience, retention and loyalty? 
 Have your customers seen an improvement in sales and service performance? 
 Is revenue and margin growing? 
 Is life time customer value increasing? 
 Are your customer based company decisions better informed because of the 

system? 
 Will your primary users, your salespeople and customer facing staff rate the 

system in terms of its usefulness to them at eight out of ten or better? 

I am sure that you will have noticed that some of these measures are in fact 

customer and/or business measures and not solely CRM. That is to be understood as 

in business objectives are intertwined. For example providing excellent customer 

service can cover practically every department and individual. You could also say 

that you do not need a CRM system to help manage customer relationships, or to 

improve processes or automate sales tasks, and I would support that. After all we 

achieved great numbers, had great relationships and delivered great service before 

any of us had a PC on our desk. Perhaps the current question to ask is: 

"Is my customer relationship management system helping me achieve my 
customer objectives"?  
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You can add a few words such as cost effectively or comprehensively but the basic 

question is a good start point. If you can answer the question positively your CRM 

system is working, only you can say how well and that depends on the objectives 
you set at the outset. 

Companies that succeed with CRM all have one thing in common: a customer-

centric focus which permeates their culture, their processes, their reward systems 

and their information systems. Customer focus is part of their DNA and this focus 

becomes their competitive advantage and differentiator. Our sales conference, 

themed "The Best of the Best in Customer Engagement" will discuss customer 
centricity through highly experienced board level speakers. 

Companies that fail with CRM do so for many reasons, but in our experience the 

primary one is that it is there to support operational measures such as prospect 

volume, call rates, account activity etc. CRM systems, for whatever reason they were 

developed and whatever other value has been extracted from them, have been used 

extensively as a means for management to 'oversee' their sales forces in more detail 

- not better, just more command and control - 'best paid progress chasers in the 

business'? In these circumstances the information provided makes a rod for the 

information provider's own back and the outcome is that he or she provides as little 

information as possible, rendering the system useless. In these cases CRM stands for 

colossal resource mutilation. 

Good sales managers and directors get out there and talk to their people and 

customers regularly and often, they don't need CRM systems for micro management 

- they use their system to achieve their customer objectives. 
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