09-0100

Sales Strategy

Worksheets and Exercises
This section contains worksheets to help you decide how much or how little customization to build into your selling process, and provides guidance on two critical selling skills, which are (1) listening and (2) relating product functions and features to customer benefits.
The key questions for determining how much or how little to customize your selling process are: 

What can we customize?  What’s do-able and what will it cost?

What should we customize?  What will make a difference to customers that we can offer cost-effectively?

In general you can customize three things – the product (or service), customer processes, or the sales presentation.  There are worksheets below for product, process, and presentation customization, plus a fourth worksheet to help with your decision making.
	PRODUCT CUSTOMIZATION WORKSHEET
For this worksheet you may find it helpful to refer to your work in Topic 07-0100, The Customer Experience Model (especially the sections and worksheets on the purchase decision process), and Topic 07-0400, Product Strategy.

	WHAT’S POSSIBLE?

What product functions and features could your business produce to order for individual customers?  (Describe below how you might customize each function or feature.)
	CUSTOMER REACTIONS?

How would customers respond to the customization of each feature or function?

(More sales, easier sales, willing to pay higher price, etc.?) 
	FEASIBILITY
What costs and benefits will your business experience from customization? (Will it require additional resources, skills, effort, and will those costs be offset by corresponding gains?)

	
	
	


To add rows press the tab key and new rows will appear.

	CUSTOMER PROCESS CUSTOMIZATION WORKSHEET
For this worksheet you may find it helpful to refer to your work in Topic 07-0100, The Customer Experience Model (especially the sections and worksheets on the purchase decision process), and Topic 07-0450, Customer Process Strategy.

	WHAT’S POSSIBLE?

What functions and features of your customer processes could you adapt to individual customer needs and preferences?  (Describe how you might customize them.)
	CUSTOMER REACTIONS?

How will customers respond to the customization of each feature or function?

(More sales, easier sales, willing to pay higher price, etc.?) 
	FEASIBILITY

What costs and benefits will your business experience from customization?  (Will it require additional resources, skills, effort, and would those costs be offset by corresponding gains?)

	
	
	


To add rows press the tab key and new rows will appear.

	SALES PRESENTATION CUSTOMIZATION WORKSHEET
For this worksheet you may find it helpful to refer to your work in Topic 07-0100, The Customer Experience Model (especially the sections and worksheets on the purchase decision process) and also Topics 07-0400 and 07-0450, the Product and Customer Process Strategy Topics.

	WHAT’S POSSIBLE?

How could your sales people tailor the product information and the way they present it so as to emphasize the benefits of greatest importance to each individual customer?
	CUSTOMER REACTIONS?

How will customers respond to tailoring of the sales conversation to their personal needs and preferences?
	FEASIBILITY

What costs and benefits will your business experience from this customization?  (Will it require additional resources, skills, effort, and will those costs be offset by corresponding gains?)

	
	
	


To add rows press the tab key and new rows will appear.

	SUMMARY and EVALUATION
Use this worksheet to summarize the thinking you’ve done on the previous three worksheets, and to develop alternative strategies for customizing your product, customer processes, and sales presentations.  Answer the question, “What customization makes the most sense for your business?”

	POTENTIAL CUSTOMIZATON STRATEGIES 
What combinations of customization make the most sense?  
	CUSTOMER REACTIONS?

What impact will you expect each customization strategy to have on your target customers?
	FEASIBILITY

What costs and benefits will your business experience from this customization?  What will be the net benefit to your business?

	Strategy A:

	
	

	Strategy B:

	
	

	Strategy C:

	
	

	Strategy D:

	
	

	Strategy E:

	
	


To add rows press the tab key and new rows will appear.
	DECISION
Use this worksheet to describe the customization strategy you will use, your general plan for implementing it, and the results (objectives) you expect to achieve for your business.

	CUSTOMIZATON STRATEGY 

Describe the customization strategy you have decided upon. 
	COMMENTS and EXPECTATIONS
Explain how you will implement this strategy and what results you expect to achieve.

	
	


Exercises to Develop Listening Skills
Listening – real listening – doesn’t come naturally to most people.  They have to learn and practice it.  Here are five exercises to help your sales people (and yourself) develop your listening skills.
1. 
Watch

Observe the people you interact with from a detached, analytical point of view.  Don’t do this all the time because the act of observing tends to take you out of the conversation.  Three or four times a day, for about 5 or 10 minutes, become a clinical observer of the people you’re having conversations with.  Do this for a week or two.  This practice will permanently raise your awareness of how people communicate, and it will sharpen your own ability to listen to more than their words and to begin to detect clues about their unconscious thinking.
Watch the people with whom you have conversations, and observe how well they are, or are not, listening to you.  Notice that what they say relates more to their own concerns than to yours.  Notice how often they interrupt you.  Notice how often their comments seem to come from their own biases and established points of view rather than in response to what you’ve said.  Notice how often you yourself have the urge to think about what you’re going to say next instead of listening closely to what they are saying.
Watch their body language and facial expressions.  Listen to the tone of their words and the emotional content of what they’re saying.  Listen to the words for their meanings and also for the choice of words that reveal the person’s unconscious thinking.  [If they complain about someone, do they simply state the incident as it happened or do they call him a “jerk” or “moron.”  If they’re telling you about a happy incident, was it simply “fun” or was it deeply meaningful in some way.  The same words, with different body language and “energy” can tell very different stories.]
2. 
Feedback
When you have conversations with people, every now and then during the conversation, repeat back to them what they were saying to you.  Don’t parrot their words – say it in your own words.  This demonstrates to them that you fully understand what they’re trying to tell you and how important it is to them.  It’s also a reassuring thing to do because it shows genuine interest in them as individuals.  In a sales situation, it demonstrates that you’re paying attention to the customer and not simply rattling off a sales pitch.  It shows caring and a desire to understand, and that implies service rather than persuasion.
It’s important to be natural about it.  Parroting back their words sounds like mocking or like you’re using a “technique” you learned somewhere.  Either way, it diminishes the other person and makes you seem uncaring and remote – the exact opposite of what you’re really trying to do.  Don’t just say “I got it” or “I understand.”  Prove you get it and that you understand by saying in your own words and in your own way what you got from the other person’s conversation.  Parroting back a person’s words only shows that you heard the words – and that’s better than nothing – but saying what you got in your own words demonstrates that you were listening, that you care, and that you actually did “get it.”  It also shows when you didn’t really get it – and that happens a lot more often than you think.  That’s also good because you can demonstrate even more caring and interest because you want to get it right!
3. 
Interruptions
Notice when others interrupt you.  Interruptions can mean two things.  Either the other person is caught up in what s/he wants to say, and is anxious to express him or herself, or is more concerned with speaking than hearing.  Either way it’s all about “me” isn’t it?  You know, probably unconsciously, that the other person is more interested in him/herself than in you.  That’s okay in social situations…well, it’s not okay, but it’s common and relatively harmless.  In a sales situation it proves to the customer, consciously or unconsciously, that your agenda is what’s important, and that serving the customer, notwithstanding what you say, is secondary.  If I’m your customer and you continually interrupt me to tell me what I “should” know about the product, I know it’s not about me at all.  It’s all about you and your need to sell.
4. 
Imagine others
When you can’t see the other person – for instance, if you’re communicating by telephone or email – you can’t see the full array of body language and facial expressions, and in written communications you can’t even hear the tonality, loudness, or energy of the words.  You can’t pick up on all of their “energy” so you can’t get the full impact of what they’re saying and you have fewer clues to their unconscious thinking.
That’s not true at all.  People who spend a lot of time on the telephone – business coaches are a prime example, and so are telephone sales people – learn to pick up on just as many clues as if they were standing in front of the other person.  It takes practice to develop the skill of “Full Spectrum” listening when your eyes don’t provide any clues, but you can be every bit as perceptive on the telephone as you can in person, or very nearly so.  Time and repetition are the secret to success, however you can speed up your learning curve with a bit of visualization.
All you do is imagine the other person.  If you’ve personally met him or her, it’s easier, but even if you have to create an imaginary person in your mind to represent the person you’re talking with, that will work.  As you’re talking, visualize the person (or your imaginary person) making gestures, moving his/her body, making facial expressions, and in general being a fully animated human being.  You’ll find that listening with your ears gives your unconscious mind enough clues to fully “hear” the other person, and that imagining the person gives it all emphasis and reality.  Imagining the person is a way of tricking your conscious mind into grasping what your unconscious is already taking in.
5. 
Imagine yourself
Often, when fully engaged in a conversation (or a customer relationship), you lose track of your listening.  You’re part of the action, not thinking about the action, and you unconsciously revert to your normal habits of mind, or in this case, habits of non-listening.  You lose your awareness of listening because you’re immersed in the conversation.  You’re living it, not thinking about it.
Visualization, again, comes to your rescue.  You can remember a recent conversation, or imagine a hypothetical conversation, and observe yourself as if you were an impartial third party witness to it.  If you do that once or twice a day for a week or so, you’ll find that you’ve permanently established the habit of mind of really paying attention to your conversations, and really “hearing” the other person has become your routine way of being when you’re with them.  The great thing about this practice is that you don’t even have to be right.  You don’t have to accurately remember the actual conversation, and if you invent a hypothetical conversation, it doesn’t have to be an accurate prediction of a conversation to come.  What you’re after is the practice, and ultimately the habit of mind that makes you aware of your conversations in a three-dimensional way.  You’re not practicing conversation – well, you are a little bit, but mainly you’re practicing being aware and awake to what’s going on with the other person.  You’re practicing listening.
Worksheet 

The Information Cycle in Selling
The worksheet below will help prepare your sales people to connect product and service features and functions (attributes) to the customer’s needs so that the sales person can communicate the benefits that the customer will realize from the product.  
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You simply list all of the product’s features and functions in the left column, indicate the need satisfied by that feature or function in the center column, and then, in the right column, write down how you will communicate those benefits to the customer using words that you will actually use when talking with customers.
You can fill out the worksheet and use it to train your sales people, or you can have them fill it out (in their own words) and discuss it with them to make sure they have it right.  It’s usually best for sales people to communicate in their own words, otherwise they’ll sound artificial and rehearsed which is a major “turn off” for most customers.

	PRODUCT NEEDS, ATTRIBUTES, and BENEFITS

	PRODUCT ATTRIBUTES
List the features and functions of your product.  List them all because different ones will be important to different individual customers.
	CUSTOMER NEEDS
What needs, especially driving needs, is this particular product attribute intended to satisfy?
	BENEFIT STATEMENTS
How will you tell customers about the benefits this feature or function will produce for them?  What words will you use?  What emotional gratification will it produce for them?  You may want several statements for each attribute.
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