I absolutely do not believe in universal solutions to which the application of said solutions allows the
successful solution for all problems that lead to success in a short time and with a small amount of work.
Open your eyes and stop believing in miracles because they rarely happen.
It is about time you put your hand to the plow and stop being afraid of hard work since nothing else
gives can lead to remarkable effects!

I dedicate this book to my beloved daughter Lukrecja
Chris Kraft
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INTRODUCTION: How an ordinary boarding house transforms into a thriving congress center
A few years ago I visited a seaside vacation resort just before the summer holidays. It was
a business trip. The resort was not too far from my destination not to consider booking a room there. This
decision was supported by the attractive prices as the prices could be a few times higher during the
summer season. Compared to the prices of the hotels located in close proximity to the business center,
the one in the boarding house was very good that day. Apart from that, another asset was the incredible
peace and quiet intertwining with the sound of waves. As the season had not yet begun, I did not see
many guests there. I was one of the few people in the quite large facility. The only person I was able to
meet and spend some time with was the owner himself.
In the evening we sat together on a terrace and we had long and interesting conversations.
I learned a lot about running a boarding house in a vacation resort, mainly about the related problems.
I repaid him by disclosing the secrets of a good sales strategy and the manner of attracting customers.
This topic turned out to be so interesting to my host that it seems to be the only topic he wanted to talk
about the next evening. He wanted to know how to attract more tourists. This task is important because
in that part of the world the tourist season lasts only a few months, not more than four. The majority of
companies there have to earn their living for the whole year during the season. This nice man admitted
that the business hadn’t been going very well. He sold 60% of the hotel’s guest capacity on average, ran
the kitchen at a loss and offered no attractions that could have ensured additional income. He presented
me his vision of making a stay there more attractive to tourists. I do not remember when I started to act
like a typical sales strategist or a sales representative but when I realized it, I was selling him a concept.
He liked it so much that a few months later a business plan was prepared, approved and pursued, as he
wished.
To begin, I suggested a total transformation to him. The most important goal was to rent out rooms
and infrastructure during the off season rather than in the high season. According to this concept, the
target customers were supposed to be business entities rather than individual tourists. The mentioned
resort was situated less than 80 miles from the industrial and business center, within a similar distance
from the airport, and the beach and beautiful forest parks were within easy reach. I thought that it was an
ideal place for opening a congress center. Symposia, seminars or corporate team-building meetings could
be organized there. I suggested that the typical tourist season be a form of an active advertisement
addressed to management staff, that is decision-makers. During their summer vacation they were able to
see the infrastructure, amenities and attractions prepared for the purpose of arranging such meetings.
This model was supposed to attract business clients more effectively. Two things could be done at the
same time: rooms rented during the season and advertise them towards the needs of corporate meetings
off peak. What is more, the staff in the boarding house, after a suitable training program, would have
employment for a whole year and not for just a few months! They could be looking for new clients during
this time and providing services to the current ones.
The investments for which my host secured some funds for were supposed to be related to the
equipment of conference rooms, Internet network, or office equipment. It was necessary to adjust to the
needs of business clients. A free transport from the airport to the resort was provided. Attractions to make
a stay more pleasant after working hours were introduced to the program. The costs were not that high.
This is how an ordinary boarding house was transformed into a thriving congress center.
The “dead” months were enlivened, the summer season became a mere form of advertisement, and what
is most important is that the cost of renting a room during the off season for a company was significantly
higher than for an individual client in the season. This was reflected in a remarkable increase in profits for
this business activity.
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As you can see, a sales strategist’s job consists of analyzing and building business concepts if
the present ones do not bring satisfying profits. No matter if you are the owner of a boarding house,
a manufacturing company, a member of the city council or the management board of a trading company
addressed to institutional customers, all these cases have a common denominator – the customer. If their
cashboxes are empty, it means customers do not leave their money there and something has to be done
about it. Naturally, you need to act differently where business to business (B2B) relations are at stake
than where business to consumer (B2C) relations are. If the company cashboxes are empty, my task is
to give a precise answer as to why this is the case. I then prepare a dedicated recovery plan. Changing
a strategy is a very difficult and important task. Devising a suitable plan requires taking into account
a countless number of complicated factors and reminds a journey to the “wonderland”. I am going to lift
a veil of secrecy and confess that my goal is to guide you through this wonderland. My next book is going
to show how I build these strategies, what parameters I take into consideration and what difficulties
I expect to encounter and, above all, how to resolve them. Preparing a strategy imposes answering
multiple questions like that. However, before I take you to this wonderland, I’d like invite you to take
a walk with me through the “basic problems park”.
The transformation of that ordinary boarding house into a congress center was a very big change
to the business concept. When I visit my clients, they nearly always suggest that everything should be
started again and a business metamorphosis can be performed. The problem is that it is quite a costly
and time-consuming undertaking. Not everybody has an appropriate quantity of funds, time, and decisionmaking powers. In such situations, I usually dampen the ardor of enthusiasm and, instead of suggesting
a revolution of “great things”, I suggest checking if the problem is not caused by “smaller” ones. What
I mean is examining the skills and style of work of the sales department, as well as the efficiency and
foundations of the trading company. At the end, I inquire if I am not dealing with any communication
problems. Perhaps sales forces and management staff have completely different opinions about the
causes of their failures. Do both parties speak the same language and do they understand the situation?
Knowing that the situation “is” bad is not the same as knowing “why” it is bad.
Undoubtedly, the major aim of this book is to promote the “sales efficiency culture”, which is
supposed to lead to its dynamic development. Most often, in crisis situations, companies decide on
a revolution among the “great things”, for instance the main strategy, instead of dealing with dozens of
small shortcomings. In fact, they are an effective brake on development much more frequently. So do not
start sorting the “great things” out when you still have a mess with the “small” ones! It is not always
necessary to spend a fortune and totally change the concept to improve the situation. Even if it does not
happen, the mess in the “small things” might destroy the conducted “revolution” in the future.
After twenty years of experience in trade, I came to the conclusion that all repairs need to be
started from there. It is a much cheaper, faster and more effective manner of rescuing poor sales
performance. I admit that I had to rescue my company from major decreases a few times in my career.
I did not manage to do that each time. Yet I did not give up; on the contrary, I began to investigate into
this phenomenon and learn to counteract it. This book is a collection of what I managed to learn over all
those years. Unlike many similar books, mine is not pervaded with lofty generalizations that do not work
in the real world but it is a collection of tools and information that can be directly transferred to your work.
You have 57 defined and discussed areas related to trade, 71 tools to help execute them and 62 causes
of poor sales before you. The knowledge contained in this book significantly exceeds the “soft” knowledge
as you are going to find here many secrets and items of information usually provided by consulting
companies. Due to the fact that their services are quite expensive, their clients are usually large
corporations. From now on, thanks to my publication, you will also have access to it. Contrary to many
authors, I do not limit myself to listing what should not be done but I also indicate what to do and how.
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It is much more difficult and not many can boast about that. The multiplicity of the tools included in this
publication will let you measure the strength of your company and the sales representatives working there.
I would like to quote my favorite author, Brian Tracy, who said in his book written jointly with Mark
Thompson: “One of the most significant challenges faced by the leader is to find the proper metrics and
focus on them.”1 I totally agree with this and I think you will find many of these in my publication, which is
actually a collection of metrics.
On July 20th, 1969, when the Apollo 11 spacecraft landed on the Moon, Neil Armstrong made
a small step for a man but a giant leap for mankind. In order that this breakthrough event could happen,
the following conditions had to be fulfilled: a serviceable spacecraft, an experienced staff, and appropriate
communication with the people in the Space Flight Center in Cape Canaveral. Those were not
spontaneous operations as they resulted from strictly specified procedures. The success was achieved
because of the work of the entire team, which understood each other, had the same clear goal and, above
all, knowledge on how to do it.
This is an analogy to the team game called trade, which I have been playing for twenty years now.
An equivalent of the mentioned spacecraft is a trading company, astronauts – its sales forces, and
procedures are the sales process model. Each of the components have to work properly or otherwise
a tragedy might happen. The quality of the work performed by each of them will determine if and what
results will be achieved. It is these three components that I am going to discuss in detail and I am going
to dedicate a separate part to each of them: Strong company (Kraft Company), Strong sales
representative (Kraft Sales Representative) and High sales standards (Kraft Standards)
I wish you a good reading and many successful activities that will lead you to remarkable success!

1

Brian Tracy & Mark Thompson, “Now, Build A Great Business!”, November 2010, Amacom
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PART I

The first pillar of success

Kraft Company - strong company

Measure the business capacity of your company and increase it!

By building solid foundations you will be able to determine where you are and which way to go to reach
your destination. Owing to that every organization’s member will know how to reach it.
This part of the book is dedicated mostly to sales managers so that they create good foundations
for development.
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1. FOUNDATIONS OF KNOWLEDGE AND STANDARDS IN A TRADING COMPANY
Following the quotation opening this publication, it is about time you put your hand to the plow
and get down to work! I am going to begin with organizing a trading company. You have ten chapters in
front of you, in which the most important issues will be addressed. I am going to focus on those which
most often hamper development, and sometimes even lead to bankruptcy. I set myself the goal of not
only listing but also describing and indicating solutions. Not many publications are capable of offering that
much.
Each chapter will end with questions allowing a kind of audit of the issues discussed in it. I will
summarize all this in the last chapter so that you can carry out a comprehensive audit on your own. Its
results will provide an answer to the question if and how your company is prepared for commercial
activities. Being aware of the weak points, you will be able to eliminate them and this book will tell you
how to do it.
I am going to devote the ten successive chapters to discussing issues such as:
- characteristics of a good sales representative
- the scope of duties and tasks of sales representatives
- what motivates someone to work and what de-motivates someone from working
- corporate code of ethics
- long-term development plan
- information economy
- why sales representatives achieve poor performance
- how customers can also de-motivate sales representatives
- who is who and what their responsibilities are
- welcome aboard (Is this really needed?)
As you can see, part one is aimed at eliminating the problems for which a company is responsible
for. This task ought to be performed by management staff. I am going to devote the next part to eliminating
the ones for which sales representatives are responsible. Have a nice reading!
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2. CHARACTERISTICS OF A GOOD SALES REPRESENTATIVE
I have been managing a sales department for many years now and I have gained experience in
large groups established in the United States and Europe. I began my adventure with trade nearly twenty
years ago from the position of a sales representative to become a manager and eventually a sales
director. I made use of the acquired knowledge by providing advice in the case of problems with low sales.
I have believed from the very beginning that what plays a crucial role in a trading company is a sales
department staff and it is its effectiveness that determines success. A significant part of my publication is
going to be dedicated to them. So it is not by accident that I am starting by determining the best potential
candidates and his or her desired characteristics. If the effectiveness of soliciting orders and, what follows,
sales performance is poor, I begin looking for its causes among the sales staff. What almost always is
behind this is that the people responsible for performing these tasks have very weak or no sales skills
whatsoever. It is obvious that this discipline cannot be handled by people who do not demonstrate
appropriate predispositions and the necessary knowledge. You need to be aware of the difference
between these notions if you want to have an impact on the effectiveness of your work in trade. The
knowledge of the offered product and about the manner of persuading customers to buy it are two
completely different matters. If you are a high-quality specialist in IT hardware but you do not know how
to convince people to the purchase, your chance of success becomes much smaller. It is usually the case
that the knowledge of a product can be gained faster than the mentioned sales skills. In critical situations
it is a better solution to engage a person with “sales skills only” than with “knowledge about the product
only”. I realize that this thesis is quite bold and revolutionary. I know that multi-year theoretical training is
unavoidable in numerous industries. The medical industry, where it is necessary to acquire a relevant
theoretical knowledge before going into practice, can serve as a good example here. However, in the
majority of cases it is sales skills that will exert the greatest influence on achieving high sales performance.
I hope that you will not face such a dilemma. Naturally, an ideal solution is to find candidates with both
talents.
I suppose that my revolutionary thesis will arouse controversies among those who think that
trading is easy. Thanks to observing management staff and management boards of trading companies
for many years, I was able to discover that this is what most of them think. They are convinced that
everyone can take up trade, that no special talents are needed and, what follows is that investing in
training related to this area is not needed either. I quite often meet managers who believe that everyone
can make a good “sales representative” once they get a few tips. On top of all that, there are books on
the market which describe how to become a sales “guru” in no time. I am not saying this is impossible;
I might have been unlucky not to have come across such a case. It is something like claiming that
everybody can be a pilot, a parachute jumper, an actor or a singer. I will never be the latter one even if
Jose Carreras 2 or Mariah Carey 3 guided me through because I absolutely cannot sing! This is why
I stick to my opinion and maintain that if you do not have proper predispositions, no effort on the part of
trainers, marketing or sales strategy specialists will help you. My ten odd years of experience is telling me
that the lack of the above means the lack of good sales performance! In the most extreme cases,
customers do not even want to have a casual business meeting with such people. I know many such
cases. In one of them, a distribution company owner considered his sales representative the right person
but the market was already cornered by competitors and this was why no one even wanted to see him.
The only thing I could do was to prepare ready-made texts to help him make appointments. That employee
has been using them to this day. Unfortunately, it was quite time-consuming for me and this man’s
performance has still been very poor. I realized how hazardous it was to employ the wrong people. The
2

Jose Carreras (born December 5th, 1946 in Barcelona). A world-class Spanish opera singer (tenor).
Mariah Carey (born March 27th, 1970 in Huntington, Long Island, New York). An American singer and
composer. She has sold over 200 M CDs worldwide.
3
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right people in the right place are the bases for success. I had been sure about this rule for many years
but I must admit that after reading the book titled “Good to Great”4 by James Collins I realized that it was
even more important than I had thought. This is undoubtedly the crucial key to the trading company’s
success. I whole heartily recommend that book!
If you are beginning the construction or reconstruction of a sales department, the first thing
I recommend for you to do is to select the staff. The right people “onboard” are capable of great things,
even without a good strategy. It does not work like that the other way round. Brilliant strategies in the
hands of the wrong people will not do much. In the last group for which I worked for, the production
department ensured the sale to the sales network which it owned. This time I am executing sales through
a network of independent business partners, on which I have little influence and no influence on the
employees who work there. To tell the truth, the task is as difficult as it can be this time. In order to help
myself and the owners of those companies to achieve appropriate results, I selected certain
characteristics which a sales engineer should have and supply the decision-makers with whom
I cooperate with such a set. Quite a lot of them still do not want to invest in professional services provided
by recruitment agencies so they have something to help them in this process. To be perfectly frank, the
greatest progress was made in the majority of the partner companies where management staff
acknowledged the power of employing the right staff. I submitted the same set of characteristics to the
recruitment agency that is responsible for headhunting for sales talents on behalf of my corporation.
Having the same set of characteristics of a good sales representative at their disposal as we do, they
know exactly who to look for. The ten fundamental characteristics are as follows:
1. Ability to establish contacts
Trade is an art of establishing interpersonal relationships, so wherever there is a direct contact this
ability translates into financial results. Shortages with this respect will not be remedied even with price
reductions, sophisticated special offers or high benefits of purchasing from your company. If you do
not solve this problem, the cost of soliciting orders will increase, which is completely ineffective..
2. Ability to maintain contacts
Some people find it easy to establish contacts. They are popular, everybody invites them to visit again,
and customers feel comfortable in their company. Yet many people forget that after establishing
a contact successfully they need to make some effort to maintain the relationship. This is extremely
important in the case of products and services which are bought fairly regularly and, in some cases,
during the whole life. Maintaining very good contact is a domain of few; make sure that you do not
neglect it!
3. Ability to persuade
It is another significant characteristic, if not the most important one. If a customer is unsure about
a purchase or is sure that he or she does not want to buy something, this ability determines success.
Experts divide it into: the ability to persuade (presenting benefits from the purchase) and to influence
(pressure for the purchase). What is characteristic of my engineering industry is creating long-term
relationships, and pressures are of little help. They can be effective only once. The case is similar in
most instances. However, sometimes selling “here and now” is what counts and building long-lasting
relationships is not that important. No matter in which industry you work, it is essential that your sales
representatives are able to transact sales. The lack of this ability will result in a very poor performance.

4

James Collins, “Good to Great”, October 2001, Fast Company
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4. Empathy, that is the ability to feel the customer’s needs and problems
Customers should feel secure and safe. They need to know that the sales representative can draw
appropriate conclusions and offer the best aid if needed. If a sales representative is unable to put
themselves in the customer’s shoes, they will not manage to find the best solution to the problem.
Some do it intuitively and some know they should do it but they do not know how. Others find it
completely insignificant. Make sure the latter group does not work in your organization. I would like to
warn you here against a characteristic which is unwelcomed in the case of sales representatives;
assertiveness. It will work great in the purchasing, customer service, debt collection or accounting
departments, but not in the sales department! Assertiveness is an antonym of empathy, so make sure
you do not mess up in this area.
5. Orientation towards seeking solutions rather than problems
This characteristic is useful in crisis situations, when finding a solution to a problem is expected.
A person who can only criticize and blame others instead of thinking of a solution is a burden to the
customer and the organization. This issue involves also the ability to find ways of selling things rather
than articulating obstacles.
6. Creativity, openness to new solutions and training
Ideal employees are willing to learn and strive for perfection. They look for new solutions if the present
ones fail to bring satisfying results. Their work does not come down to copying old ideas. The less
perfect employees are normally not fond of changes even if their performance is not too good. Some
declare an open protest if concepts and principles change. People like that will be an effective brake
on development.
7. Very good work organization
It includes keeping promises, punctuality, and appropriate work dynamics. People who can organize
themselves make life easier for colleagues and customers, which is rewarded with loyalty.
8. Extraordinariness
Extraordinary people achieve extraordinary performance. They do not expect that they will be spoonfed. They set new goals for themselves and arrange proper tools. They have higher and broader
aspirations. They are able to perform the same task faster and better. They are capable of investing
small funds in purchasing additional tools and devote some of their free time to the company. They do
not work “from-to”, they are available to their customers longer.
9. Ability to listen and draw conclusions
The cardinal sins committed by sales representatives are habitual interrupting, changing topics, and
focusing on pursuing only their own goals. An ideal sales representative can listen and draw
conclusions. Less perfect ones draw conclusions hastily and usually do not allow the customer to finish
his or her point. Unfortunately, garrulousness and self-righteousness are our occupational diseases ;)
You must fight these temptations! .
10. Ethical attitude
Such an attitude involves: loyalty, honesty, law-abidingness, and courteousness. Trust is extremely
important in building proper and long-term relationships, especially in trade. This issue is so important
that every company should include guidelines in a separate document, such as a code of ethics. I am
going to devote an entire chapter to this problem.
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If you construct or reconstruct the sales department, you need to define this area too. Owing to
that it will be easier to engage new employees and evaluate the present ones. Determining the desired
characteristics will allow you to select the best employees and reject those who arouse your doubts.
Incidentally, if they occur, you will receive a clear signal that you should continue seeking. It is also
important that every employee knows the characteristics, understands their significance and realizes that
their position in the team is ensured as long as they demonstrate them. When carrying out sales audits,
I rarely meet people who possess all of these characteristics. Regrettably, the vast majority of them do
not even have half of them or have only a few. The effect is always the same: poor employees need to
be led by their hand, supervised and reprimanded a countless number of times. It is an effective brake on
sales.
Apart from that, a negative and imperfect attitude is a contagious disease which is very hard to
cure and a demotivating factor for efficient work for others. I have lost too many people infected with such
an attitude in my career. I fight this phenomenon with extreme determination wherever necessary. I am
warning that you need to ensure that every employee knows what a virtue and what a sin is before it
happens. If this happens, all recovery programs will turn against you and the atmosphere will become
worse and worse. You will start to lose even those who did not share negative attitudes before. Publishing
selected characteristics of a good sales representative will be a good foundation for remedying this
unhealthy situation. Since I have dedicated this book to trade and sales representatives, I often write only
about them. It is evident, however, that this issue refers to all employees regardless of their positions.
I would like to allude here to the insightful conclusions which I found on this subject in a great
publication by Brian Tracy and Mark Thompson5. They exchanged a few curious observations. One of
them is that good employees are more interested in what is right than who is right. Another one says that
good employees like giving of themselves and are strongly success-oriented. My conclusions are similar
and I had written about that earlier. One more conviction convergent with mine, which I have already
mentioned, is that such employees do not need supervision. A similar remark is to be found in a book
titled “Good To Great” by James Collins, which I invoked some pages above. As you can see, many of us
share the same opinions on this topic. I hope that you will agree with them too.
In this simple manner I want to go on to the next issue, one related to human capital. I have
repeated for years that “customers buy where they see benefits”! Paraphrasing this statement, I argue
that “the best people work where conditions are the best”! When managing a sales department, you need
to know why it is worth working there. If you do not know, employees will not know either, and this is the
first step to disposing of the best of them. Numerous great publications to help you effectively motivate
and retain employees are available on the market. I personally suggest that you turn to appropriate
companies that will ensure proper support. Do not try to save money on that because losses might be
considerably higher. I am going to write about that in detail in the subsequent chapters. Having the best
employees “onboard”, will help you breathe a sigh of relief! Good sales representatives possess good
sales abilities, which is very often sufficient for solving the problem of low sales.

5

Brian Tracy & Mark Thompson, “Now, Build A Great Business!”, November 2010, Amacom
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Remember!

Poor sales performance is above all the lack of appropriate predispositions of sales forces. The right
people in the right place is half of the success. Not everybody can persuade another person into
a purchase and the lack of such abilities means the lack of good results! Out of concern about the best
results, a set of desired characteristics of every employee should be defined and their demonstration
ensured. Thanks to that it will be easier to engage new employees and evaluate the present ones. Weak
employees need to be led by the hand, supervised and reprimanded a countless number of times, which
effectively hampers sales.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do your sales representatives have the necessary characteristics needed for them to work
in trade?
are they being checked during the recruitment process?
does everyone know that their position in the team is ensured as long as they demonstrate
the characteristics?

PROBLEM: if affirmative answers were not given:

- the work performed by employees with inappropriate characteristics will bring poor results
- it will be difficult to select the most valuable candidates
- a negative attitude of one employee will infect others
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3. SCOPE OF DUTIES AND TASKS OF SALES REPRESENTATIVES
I am sure that the previous chapter will help you find the best sales representatives and keep
them “onboard”. This chapter will be devoted to answering the question: how to prepare “the best” work
environment for them? You can count on achieving “the best” performance only in such conditions.
First of all, the question about the task of a sales representative needs to be answered. It is
seemingly trivial. Unfortunately, when I check how it corresponds to the reality, the situation gets very
complicated. After reading this chapter you will be able to see if everything in this area is compliant with
good practices in your company.
The best tool which will serve this purpose well is the scope of duties. When properly constructed,
it is useful to both sales representatives and management staff. Is this the case in your company or is this
a dead letter put to the last drawer of the HR department? Let us think what a correct document ought to
include. Along with the essential definitions, such as working time and workplace or hierarchy, it should
comprise:
1. The major task
Browsing through job advertisements for a sales representative, I often come across the description
”this job consists in acquiring new customers and serving the present ones”. When I read a typical
scope of duties, this thought is usually not continued there. However, it is extremely important to make
it clear that “acquiring new customers and serving the present ones” is the major task of a sales
representative and, no matter what, the pursuit of the above is priority and absolutely nothing can be
superior to that. It is frequently the case that sales representatives cannot go to a meeting because:
their boss wants to see them this minute or they have to prepare another report. You need to realize
that whatever it is that blocks their business contacts, in the majority of cases is not worth it.
2. The task performance manner
Customer acquisition and service in the B2B industry normally involves business meetings. This
should also be included in the employee’s scope of duties. Think if it is all.
3. The task performance quality
Every commercial activity aimed at acquiring orders is composed of multiple steps: choosing
a potentially appropriate customer, estimating what and how much he or she could buy, preparing and
sending the offer, negotiations, etc. Every activity of this kind foreshadows the commencement of a
new sales process. It should be considered if defining and including it in the scope of duties would be
helpful. This is a rhetorical question. I strongly believe that this is what should be done. This is how
you model the proper manner and quality of action. You will see benefits particularly in the event of
lost contracts. Knowing what has led to that, you have a chance to eliminate obstacles. Owing to such
a regulation you will be able to measure the work quality. I assume that the work quality in your
company is measured mainly from the angle of the earned money, but is not the knowledge gained
from a lost contract worth attention? Learn to benefit even from lost contracts, because your company
has already paid for the actions taken in order to win them. Increasing the sales effectiveness by
pursuing sales processes is the major subject of this publication. In the last part I am going to explain
where it begins and ends and what is in between.
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4. Understanding and using the language of benefits
The language of benefits is one of the most significant notions of the sales process. It is its integral
part. Remember: “customers buy where they see benefits!” The sales process cannot be commenced
if you do not know what benefit the customer will get when deciding to buy. If the sales representative
does not know that, the customer will not know that either, and this is the simplest way to lose the
contract. Ensure a proper level of knowledge in this area and you will avoid 50% of the causes of the
failures of sales force.
5. The quality of knowledge about the offer
It is difficult to imagine an effective action when you do not know your own offer. Every trading company
ought to develop a set of necessary and continuously updated knowledge and require that employees
have it. Devising such a set will permit you to gain appropriate knowledge standards and measure its
level in every employee. Make sure that the mentioned set does not lack information about the
strengths and weaknesses of your company and the products and services it offers. Indication to the
prospective customer and the manner of convincing him or her to the purchase is a perfect complement
of such material.
6. The quality of knowledge about the market
The knowledge about the competitors increases your chance of winning contracts and ensuring the
company’s safety. I assume that your material is not limited to listing the most important ones but that
it communicates the information about their weaknesses and effective manners of fighting. Sharing
and updating the set of such pieces of information on the ongoing basis will be reflected in the
increased sales effectiveness. Apart from competitors, you will find customers subjected to a certain
rigor on the market. If you want to increase effectiveness, you need to know which way the market is
heading, what its condition is, and what could happen in the near future. Like in the previous case, the
necessary knowledge ought to be required here.
7. The necessity to improve qualifications
Improving qualifications is not only a way to increase effectiveness. It is estimated that 40% of the
employees who quit their job decide to do so due to a lack of opportunity to further develop
professionally6. On the one hand, we want to have an increasingly better qualified staff, and on the
other hand, we want to retain it. Devising a training plan will help achieve both goals.
8. Work planning
I am going to define the working time to be devoted to performing business tasks in this chapter.
I am a supporter of that mainly because office work (although indispensable) does not help much in
acquiring orders. A popular problem among sales representatives is overloading them with office tasks.
It needs to be remembered that this is how the time needed for them to acquire new orders is hindered.
It is worth thinking of the types of tasks to be performed and their priorities. Expecting that everybody
knows what it is all about is rather risky.
9. The information management
Having the right information is a key to success! Every employee should be obliged to acquire it and
communicate within the organization. You must think which pieces of information are significant as
well as how and to whom they should be communicated. If the process is based on a report, it should
become an appendix to the scope of duties. Every time I encounter a sales crisis, problems with
communication are visible with the naked eye.
6

Eric Jackson: “Top Ten Reasons Why Large Companies Fail To Keep Their Best Talent”, Forbes, December the
14th, 2011
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10. A proper attitude
Shaping a proper attitude is a concern about the company’s image, brand building and its safety. While
large groups are aware of that, this topic is completely ignored in smaller companies. It is a huge
mistake! Keeping a business secret, labor culture or observing the law are extremely significant issues,
and negligence in these areas may be costly. A good solution here is to develop appropriate models.
This should be regulated by the code of ethics. I am going to dedicate one of the subsequent chapters
only to this issue.
I devoted the first two points from the scope of duties to acquiring customers and their orders and
I recognized that keeping direct contacts is crucial. The lack or limited performance of these tasks does
not bode well. In many cases, restricting active commercial activities is a result of the fact that superiors
impose additional duties on their subordinates. I would like to point out now that colleagues generate even
more tasks for each other. You have no idea how many unnecessary tasks they perform. This takes
a lion’s share of the time that ought to be invested in acquiring orders. It is a very dangerous phenomenon
and it always leads to decreased effectiveness. Next time check if such a situation occurs in your
company.
Planning time intended for business meetings is generally known. I am a supporter of devoting
a specific amount of time for this purpose, for example a definite number of days in the year. I often
observe that a specific number of meetings is determined. After ten-odd years of working I have the
impression that most managers see a simple correlation between the quantity of the completed business
meetings and the sales volume. It is popularly believed that the more meetings the better the sales
performance. It is a pretty large simplification. Similar tactics was pursued by the supreme command of
the Red Army during World War II in the battle of Stalingrad. The commander-in-chief of the Soviet army,
Georgy Zhukov7, made up for the shortages in the training and equipment of Soviet soldiers by their
numbers. They succeeded in that case but you need to know that the defense of the city cost the lives of
over 750,000 people. That did not have much to do with effectiveness, more with desperation. When
I began my career on the position of a sales representative, I was also assigned such a goal. I was
supposed to have five business meetings every day. If this quantity was lower, my bonus was reduced.
Today, I believe that only the number of “professionally” conducted meetings contributes to sales growth
rather than the number of visits themselves. What will sales representatives do if they had three instead
of five meetings? They will arrange two imitations, e.g. they will only leave their business cards or
a product catalog, but will this be enough to acquire a customer?
The problem in understanding the sense of a meeting is not only experienced by the management
boards. It is very often the case that sales representatives themselves have a distorted idea about it. We
have to do with such a phenomenon when its goal is no longer finding a way to acquire a customer but
the meeting itself. When I ask about its purpose, I usually hear: “presenting the offer, leaving the catalog,
etc.”. If it is supposed to be limited to that, it is better to establish contact by letter – it is cheaper and the
chances of success are equal.

7

Georgy Zhukov (born December 1, 1896 in Strelkovka, died June 18, 1974 in Moscow). A Soviet military
commander, a head of the General Staff of the Red Army. He was responsible for the catastrophic defeats of
the Red Army during the early months of World War II, when millions of soldiers lost their lives. It needs to be
emphasised that he successfully led the army to victory in the later years of the war.
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Remember!

A properly constructed scope of duties is a document which serves well sales representatives and
management boards. It clearly specifies what the job involves and what is required from the employee. It
enables you to ensure appropriate standards and level of knowledge. If the major goal of the sales
representative is to acquire customers and their orders, and the main tool is business meetings, it is
crucial to make sure that both parties define such a meeting in the same manner. Most sales
representatives have serious problems with that. Their aim is to find a way to win a contract and not to
leave a catalog or simply have a meeting.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do sales representatives at your company know what the object of their work is and how to
perform a task?
are they prepared with respect to substance: familiarity with the offer, competitors, and
prospects?
do they know the goal of business meetings?

PROBLEM: if affirmative answers were not given:

- sales activities at your company are chaotic and unpredictable
- executing sales plans and knowing the causes of failures will be a secret
- effectiveness of sales representatives will be very low, and the costs of sales achievement of the sales
department will be very high
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4. WHAT MOTIVATES AND WHAT DEMOTIVATES TO WORK
At this stage of the work I have already defined the most important characteristics of a sales
representative and I have shown what a good scope of duties should include. It was stated that “the best
people work where conditions are the best”! Given that the lack of business abilities means the lack of
sales performance, it is evident that you need the best candidates on the market and they will require
good working conditions. What can encourage and discourage them?
The simplest way to answer this question is to examine the reasons why they quit their jobs. It is
alarming that not many employers do that. I wrote in the previous chapters that a business meeting is
aimed at concluding sales or finding the factors that hamper sales. A similar motto applies when managing
human resources. The employer should be responsible for retaining a (good) employee or finding the
causes which made him or her leave. If you know them, you have a chance to eliminate problems. This
is not my specialty, but life has forced me to analyze this phenomenon as well. Apart from that, I have
been monitoring such cases in the distribution companies belonging to my business partners. In the
darkest year, as much as 30% of the sales staff decided to quit. Unsurprisingly, it exerted a negative
impact on the sales performance of my group. Before I answer the question about motivation to work,
I will try to find the answer to another one: what makes employees leave?
1. No development opportunities
It refers mainly to small family businesses where the successor is obvious. The major group of people
deciding to quit their job are those who know that they will not achieve anything more and will not
learn anything new. A related problem is the lack of opportunities for self-fulfillment. Some employees
set themselves additional and more ambitious goals. Blocking such initiatives is extremely demotivating and leads to huge disappointments, and as a consequence, seeking a more favorable
work environment. I admit that I belong to this group. I once changed my job just because my
initiatives had always been blocked.
2. Unattractive remuneration and bonus system
Money is a magnet that tempts effectively, and failure to meet expectations with this respect is the
second most frequently declared reason for quitting a job. This subject has been addressed in
numerous books which instruct how to calculate base remuneration. Undoubtedly, it should be
attractive and the bonus system should be motivating, transparent and stable. Roughly, the base
ought to be sufficient to satisfying t basic needs, and the bonus – to fulfill dreams. Ask yourself
another question about this area here: do employee rewards exist in your company? It can be an
additional and effective impulse to achieve better performance. Its lack, in turn, is another
contribution to demotivation.
3. Bad atmosphere
It is the third most popularly declared cause of leaving. It mainly refers to a conflict with the middle
management staff, more rarely with the management board. In the vast majority of cases, an
employee is promoted to a middle level position from a lower one. Such persons had not undergone
preparatory training in staff management in any of the cases I examined. It is a serious mistake!
A person without an appropriate background might unconsciously trigger many conflicts. I confront
the phenomenon of bad atmosphere wherever present.
4. Poor management culture
This case also mainly refers to small and medium enterprises. The management style, the lack of
fundamental management bases, the failure to precisely define tasks and the lack of the discussed
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scope of duties are criticized. Another problem is favoring certain employees. The ground for that is
sometimes gender, friendship or family relationships. I would like to point here to another frequent
mistake made by management staff: namely, clear formulation of expectations concerning
employees. This issue is connected with relations and you need to know that if their relations with
superiors are poor, they negatively affect performance and involvement of employees. Similar
conclusions were drawn by Brian Tracy and Mark Thompson in their book8 which I have already
quoted. I often see that expectations are vague and not quite comprehensible. This frustrates
employees and makes them uncertain about what they are supposed to do.
5. Poor work ethics
The major reservations indicated by the respondents were related to the failure to observe the law,
contracts and provisions, and in the worst cases – to the promotion of unethical attitudes (racism,
sexism, phobias, etc.). Nowadays, shaping a particular attitude in both the company and the
individual has become something natural. Employees want the values they profess to be convergent
with those represented by the employer. A person who does not identify with his or her company will
not stay there too long.
6. Unpredictability in the long run
Last year, the best sales representative I ever met left one of my business partners. When I asked
him about the reason, he said “the company’s unpredictability in the long run”. As a freshly minted
husband and father, he wanted to become independent, buy a house, furnish it, create a safe haven
for his family. He had to incur a long-term loan for this purpose. He considered the lack of plans in
the company for which he worked a threat in the long run and, what follows, regarded the loan
too risky. The employees who have to plan their lives much in advance expect that the companies
for which they work will do the same.
After selecting the factors demotivating to work, it is possible – by inversion – to prepare a set
of those which motivate and make strong ties with the company. Let us see then what attracts employees
most.
1. Development and promotion opportunities
Devise a thematic list of trainings assigned to a particular position, which will help employees work
even better. In the case of the sales department staff I strongly recommend planning soft trainings:
the art of negotiations, conversation with the customer, verbal communication, creating a good
image. Moreover, think if the sales representatives in your company have an opportunity to be
promoted. If not, the solutions could be as follows: narrower specialties, changing the name of the
position, assigning more powers, etc.
2. Attractive remuneration and bonus system
Offer attractive remuneration and a motivating bonus system supplemented with comprehensible
principles. It is worth arranging a meeting with the team and look for solutions together. A great idea
would be to establish contact with specialized companies that are experienced in this field, and are
able to investigate the subject and prepare suggestions corresponding to your company’s realities.
Do not save on that, since damage might exceed your savings.
3. Good atmosphere
It is worth selecting a person whose additional task will be to encourage a good atmosphere.
A kind-hearted and popular person could be found in every company with which I have ever
8

Brian Tracy & Mark Thompson, “Now, Build A Great Business!”, November 2010, Amacom
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cooperated with. If somebody like that works at your company, it is good to ask him or her to handle
it “professionally”. A small raise and entrusting the employee with such a task might bring the desired
results. Another good idea is to prepare a calendar of team-building events, group outings, weekend
meetings, etc. It is important that the whole team participates in them and that they are not too
overwhelming. Remember that they are supposed to be the icing on the cake rather than the cake.
Consuming too much private time for this purpose could bring the reverse effect.
4. High management culture
Management staff should be required to be role models for the lower staff. The quality of their work
is usually a reflection of their superiors. Conscientious, just and ethical fulfillment of their duties will
be appreciated and copied. Even strict decisions will be understood.
5. High work ethics
A very good solution to problems in this area is devising and popularizing a corporate code of ethics
among the staff. An honest, open and law-abiding attitude is the basis for trust, which is always worth
promoting. In order to succeed in this field, you need to determine first which of the attitudes are
desirable and which unacceptable. I am going to discuss this topic in more detail in the subsequent
chapters.
6. Predictability in the long run
Long-term plans are always prepared in large groups, often in medium enterprises and hardly ever
in small ones. Regardless of that, it is worth having at least a general plan for the years to come. It
will be a good lodestar for the company and the opportunity to measure what has been completed
and what has not. For the employer, it means predictability and a certain tomorrow.
I believe that I have explained this issue properly. It is, of course, a modest fragment, so I would
like to encourage you to broaden your knowledge by reading publications discussing this subject matter.
For many people, inviting a company specialized in these areas to cooperate will be a milestone. I hope
that it will be clear what to do to attract and retain the best employees from here on end.
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Remember!

The employer’s task should be to retain an employee or to find the reasons why he or she left. If you know
them, you have a chance to eliminate them. It is necessary to know what discourages from and what
encourages to work, and how to effectively tie the best employees to the present workplace. Knowing
that, you will avoid events which might lead to a weakening of the company.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do you know what motivates and what demotivates employees to work?
does your company meet all six criteria of motivating employees to work?

PROBLEM: if affirmative answers were not given:

- you can lose valuable staff and, as a result, deteriorate sales performance
- you can have a problem with attracting valuable employees
- you can lead to demotivation, which will also contribute to decreased sales performance
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5. CORPORATE CODE OF ETHICS
As I promised in the previous chapters, I will now discuss the corporate code of ethics. It would
seem that such a publication would be another boring document ignored in masses by the team but that
should not be the case. When I look back and recall my first encounter with one, I remember that it aroused
only positive feelings. I remember how the company grew in my eyes. The adopted high parameters made
me want to become an even better employee. When I recall my weekend talks with friends, I have similar
impressions. We all want to boast about something in front of the others. In such situations we want to
prove that we bought the best vacation offer and that the trip was the best. We convince others that our
car is the best, the most reliable, the most comfortable, the most economical and the safest in the world
:) When we talk about work, we assure people that ours is the best in the world, we do not want to change
it and joining our team borders on a miracle. We all like to play a certain kind of “success poker” and bid
our cards at the table. My poker with reference to work is the code of ethics, the application of which is
an indispensable component of performing professional duties and … an attitude in everyday life. I am
not going to hide that I often win this game thanks to it.
You already know that one of the demotivating factors is the lack of an appropriate attitude of
management staff or the management board. It is no longer a secret for you that a code of ethics intends
to create an honest, open and law-abiding attitude, which is supposed to be the foundation of trust. Its
development should be carried out not only at the sales representative–buyer level but also inside the
organization. In order to succeed in this field, you need to determine first which attitudes are desirable
and which unacceptable. Frequent questions from my business partners convinced me to prepare a
document which I decided to publish on the next pages.
I am going to begin with an introduction in which I specify the aim of the implementation, the term
and the possibilities to repeal the provisions. The code is divided into three parts: obligations, attitude and
tasks performance. I am going to start with the introduction aimed at dispelling the initial doubts. A reprint
of the original code which I implemented during my work with customers and business partners is placed
below.
1. Introduction to the code of ethics
1.1 The aim of implementing the code of ethics
The present code of ethics is implemented for the purpose of helping every employee in our
organization to form an appropriate labor culture going far beyond the applicable laws and practices.
We want a conduct the positively affects its reputation to be the foundation of success. Said attitude
shall be demonstrated not only between employees but also in contacts with customers. This code
of ethics does not fully exhaust the issue but it is a guideline indicating the direction of developing
the proper attitude. It is impossible to account for all situations one may encounter. If you happen to
experience some of this type, act with deliberation and contact your superior who shall provide you
with appropriate instructions.
1.2 The term of the code of ethics
The present code of ethics shall apply for an indefinite term with immediate effect, which shall be
confirmed by the signature affixed on a relevant document while receiving this copy. Upon receiving
the copy, every person shall be obliged to read and understand it and enter it with immediate force.
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1.3 The possibility to repeal the provisions of the code of ethics
The entire provision or the selected parts of the code of ethics may be repealed exclusively upon the
management board’s request which shall become effective (…) days upon the publication of the
decision.
After such an introduction I proceed to the following part of the provision, which imposes obligations on
all employees.
2. Obligations of all members of the organization
Regardless of the fulfilled position, every person shall be obliged to:
- read and understand the content hereof and request their superior for explanations in the case of
unclear issues herein.
- observe this provision so that the everyday conduct is honest and ethical
- safeguard the compliance herewith by all employees of the organization
- notify events of violating its norms
- broaden their knowledge where this code of ethics is reprinted
2.1 Obligations of the manager
- every manager shall be obliged to act as an example with respect to observing the provisions hereof
- create conditions facilitating its application in their environment
- counteract ignorance, violation hereof and take relevant action
- encourage subordinates towards a similar attitude
- be always available and ready to listen to the remarks of subordinates
2.2 Obligations of the management board / owners
- all officers, members of management board and owners shall act as an irreproachable example
with their attitude
- they shall be the first to advocate the observance hereof and support any and all initiatives related
hereto
- they shall duly respond to any events of ignorance, violation of provisions, and take appropriate
actions
- they shall ensure that the provisions of ethical norms are always up-to-date.
After the second part, which imposes obligations on every member of the organization, I move on
to the main part, the objective of which is to promote a proper attitude that is compliant with the culture of
respect, tolerance and trust. It is divided into three significant areas focused on: employee, company and
consumer protection. While the intentions of the former two are generally understood, the latter one
sometimes poses problems. Consumer protection is related to the legislation of numerous countries and
organizations (e.g. the European Union), which is connected to the anti-trust law and counteracting
bribery. Every infringement may jeopardize not only the reputation but also the finance of the company
which is proved to have violated the law.
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3. Attitude
This is a set of attitudes and principles deemed desirable by the organization, ones which shall be
represented by all its employees. The ones quoted below regulate four areas: employee, company,
consumer and environmental protection.
3.1 Employee interests protection
Our organization shall make all efforts to ensure that every employee works in a friendly environment,
and is proud of and satisfied with being a part of it. Every employee and in particular management
staff and the management board shall be obliged to protect interests of all its members.
3.1.1. Respect and just treatment
The culture of respect and good treatment of every employee shall prevail in our organization. Any
and all manifestations of discrimination against race, gender, confession, age, sexual orientation,
political views, physical disability, education, length of work shall be deemed violation of this principle.
The occurrence of harassment, tyranny and any and all forms of physical and mental abuse shall be
deemed incompliant with the adopted principles. Our organization requires that these principles
should be applied not only by employees but also by any and all partners, contractors,
subcontractors, candidates during the recruitment processes. Every person applying for work,
a contract or commission shall be selected exclusively on the grounds of competence,
competitiveness and performance criteria.
3.1.2. Occupational health and safety
Every position and entrusted task shall be based on respecting all principles of occupational health
and safety. The organization’s objective shall be to create a workplace that will protect from
accidents, health impairment or loss of life of every employee regardless of the fulfilled position.
3.1.3. Good atmosphere
All employees of the organization shall be obliged to act, cooperate and establish relations in such
a way that such phenomena as stress, discomfort or embarrassment do not occur. No actions
violating this rule shall be tolerated.
3.1.4. Supporting initiatives
Our organization shall support creativity and entrepreneurship. A special task of management staff
and the management board shall be to collect, respond to, introduce, and reward such actions.
- regardless of the quality of the idea, every person submitting it shall be treated with dignity and
respect
- managers and members of the management board shall be obliged to create an environment in
which every person can notify their ideas and doubts without exposing themselves to any repressions
3.2 Company interests protection
Every member of the organization shall make a special consideration of protecting its interests both
in internal and external contacts. It is desirable to comply with this rule even after termination of
employment.
3.2.1. Business secret
Every member of the organization shall be obliged to protect its data, including upon termination of
employment. It shall not be permissible to forward the data “outside”. A particular attention shall be
paid to the conduct after working hours. Information leakage may be detrimental to the reputation
and financial position of the company, and they are frequently forwarded unintentionally. The most
significant data which shall be particularly attended include: pricelists, customer databases, business
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terms and conditions, marketing plans, business plans, development plans, research data, new
product data. Where data disclosure is justified, you shall request your superior for authorization.
3.2.2. Assets protection
Every employee entrusted with assets by the organization shall be obliged to use them in accordance
with their intended use and secure them against damage and theft. Remember that using the
corporate assets for private purposes may be equivalent to theft and punished as such a violation.
The employees of our organization are expected to perform exclusively such actions during working
hours that are compliant with their scope of duties and employment contract. Private
correspondence, telephone conversations from corporate phones or using company vehicles for
private purposes shall be deemed a violation of this provision. Employing specific tools of the trade
for corporate purposes shall be possible upon obtaining consent from the superior.
3.2.3. Conflicts of interests
Every employee of the organization shall be bound by the absolute competition prohibition.
The following shall be deemed a violation of this rule:
- pursuing commercial or consulting activities for companies, family members working for such
companies that are direct competitors
- pursuing one’s own business activity the effect of which is competing with our organization
- referring customers to competitive companies
3.2.4. Reports accuracy
It is hereby reminded that the knowledge and information acquired during the performance of
professional duties belong to the organization and shall be forwarded thereto with due diligence. The
organization is not interested in obtaining confidential information gained illegally or in violation of
the code of ethics of our or a competitive organization. Preparing accurate reports may affect the
organization’s performance and reputation. In the case of doubts we suggest contacting your
superior.
3.2.5. Electronic communication
Any and all electronic devices serving for generating, sending or storing electronic resources shall
be used exclusively for corporate purposes in compliance with the scope of duties and this code of
ethics. It shall not be permissible to generate, send or store the resources without valid licenses or
certificates protecting copyrights, pornographic, sexual, racist materials, ones promoting violence or
ignorance, or considered offensive. We hereby inform that any and all electronic resources recorded,
processed or sent via corporate appliances may be monitored by the organization at its discretion.
3.2.6. Prohibited substances
The aim of the organization shall be to ensure work in safe conditions free from alcohol, narcotic
drugs and other intoxicants. Producing, possessing and selling any of the above shall be prohibited
during the performance of corporate actions and in the entire facility, field units and corporate
vehicles.
3.3 Consumer interests protection
Our organization supports the principles of healthy and fair competition and free trade. All actions
violating them are not permissible.
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3.3.1. Gifts
The principle prohibiting the transfer of any gifts aimed at exerting impact that is supposed to help
our organization win a contract in a tendering procedure, special offers or be selected as a supplier
shall apply. This principle shall also refer to accepting any gifts that are supposed to ensure special
treatment by our organization. Upon the consent of the superior and entry in a special register of
expenses, it shall be permissible to give low value gifts. The organization relies on common sense
when accepting similar gifts.
3.3.2. Bribery
Any and all actions aimed at bribing persons responsible for the decisions related to purchasing
products and services offered by our organization, officials, politicians or candidates for official
positions shall be deemed incompliant with the present code. It shall be prohibited to both transfer
and promise any rewards and benefits that will be given if favor for our organization is gained.
3.3.3. Creating monopolies
In accordance with this code, contacts with competitors aimed at market partitioning, regulating
prices or other terms of trade shall be strictly prohibited. It shall not be permissible to offer and
conclude agreements or participate in actions aimed at leading to such situations. Should such offers
be received, such a contact shall be broken and the superior shall be notified thereof.
3.4 Environmental protection
The natural environment is a common good, of which also our organization cares. The principles with
which we comply provide for observing all provisions regulating this area and counteracting adverse
effects that may be brought by the activities pursued by our organization.
We have discussed the main part of the code of ethics, which refers to promoting a specific
attitude. An integral part of such provisions are instructions of conduct in the case of noticing violations
and sanctions imposed in such situations.
4. Compliance with the code of ethics
Hopefully, this record of corporate standards of conduct is comprehensible and will be approved by
all employees in our organization. We hereby announce that it shall be the only applicable set of
principles.
4.1 Noticing violations
Should you have any questions or doubts, please contact your superior or a selected employee from
the human resources department.
4.2 Anonymity and inviolability of the notifying person
The organization ensures anonymity and inviolability to every person who communicates the
information about infringements in observing the principles. The notifications shall not be monitored.
The notifications may be sent personally or anonymously and the unit appointed for this purpose
shall be obliged to verify the notification. Our organization treats ensuring safety to the persons who
decide to communicate the information about all such irregularities seriously. We can assure you
that such a notification will not have an adverse impact on such a person.
4.3 Sanctions for violating the code
The obligation to observe this code of ethics is treated very seriously in our organization and
disciplinary sanctions shall be imposed on the persons who commit violations immediately regardless
of the position they fulfill in our organization. Depending on the provision which has been violated,
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such a person may be punished with an official reprimand, including termination of employment on
disciplinary grounds. All sanctions shall be compliant with the labor code applicable in a given
country.
I hope that the presented outline of a corporate code of ethics will be a good inspiration for you
to devise your own or introduce the one above. You might notice other attitudes that need regulating,
ones not included in my outline. A provision concerning the culture of driving corporate cars comprised
by the code applicable in my company can serve as an example here. I am personally its advocate.
Additional attitudes refer to such actions as lobbing, participating in industry associations or contacts with
state-owned entities. Regardless of the form assumed by the code of ethics applicable in your company,
it ought to be acknowledged that it will always bring positive effects.

Remember!

The aim of the corporate code of ethics is to promote an appropriate attitude, which is supposed to be
a foundation of the culture of respect, tolerance and trust, among both employees and customers of the
company. In order to succeed in this field, you need to first determine which of the attitudes are desirable
and which unacceptable. Having such a publication at your disposal, it will be easier for you to shape an
appropriate attitude and first of all to fight irregularities. Remember that your company will go up in the
estimation of the present and prospective employees, owing to which you can win them over.

CHECKLIST: See if you can give affirmative answers to the questions below:

□
□
□

does your company have a code of ethics?
is the attitude demonstrated by the employees in your company satisfying?
is there anything with which you can win the top performing employees on the market over?

PROBLEM: if affirmative answers were not given:

- your company might lose its good reputation by your employees’ unethical conduct
- the culture and atmosphere at work could be bad and difficult to remedy
- in the case of a bad atmosphere or a poor image you can lose the top performing employees and have
a problem with engaging equally good ones as replacement.
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6. LONG-TERM DEVELOPMENT PLAN
In an earlier chapter, which I devoted to specifying what motivates and what demotivates
employees, I mentioned the benefits of long-term planning. It is a necessary action, particularly from
a business point of view! It is motivated by the concern of a company’s development, maintaining good
relationships with shareholders and customers. You need to know that it brings positive effect also among
the staff who will have to pursue it – obviously if it is realistic and will bring them benefits if implemented.
Preparing long-term plans is a general practice in large groups, it is sometimes observable in
medium enterprises and hardly ever in small ones. I have already written that well-qualified and effective
sales representatives are essential for a trading company. This chapter is going to be a continuation of
this thought. I will try to prove that a long-term development plan can successfully tie employees with the
company and make them identify with it. A cause of writing this chapter were instances of resignation of
a job by the most valuable employees, which I encountered multiple times. In the cases I examined
I found out that this was caused by the lack of an idea for the future of those companies. The employees
were afraid, for instance, of incurring long-term loans, which were a ticket to fulfilling their own long-term
plans. On previous pages I gave an example of one of the most talented sales representatives I have
ever met leaving his job.
Long-term planning is aimed at determining the direction for development, the goal as well as the
way and time of completing a task. A good study should include four components:
- goal,
that is “what”,
- way,
that is “how”,
- time frame,
that is “when”,
- substantiation,
that is “why”.
When beginning its preparation, first you need to determine where the company wants to develop
and what its chances of development are. For instance, in the engineering industry, more and more
emphasis is put on acquiring the largest possible portion of the energy market. Enormous subsidies are
granted for this purpose both in the USA and in the European Union for the purpose of becoming
independent of the present energy resources suppliers. It is even planned to propel cars by electricity
soon in the future. I will stick to this example to explain long-term planning.
If you have already managed to find an industry or market in which development is planned, you
need to determine its value and what part of it is covered at present. Next, it is worth looking closely at
competitors: whether and, if so, to what extent it exists. It is also necessary to learn its strengths and
weaknesses. Another step is to select the products and services to be offered there. As you can see,
there are many questions, each of which needs to be answered to enable the preparation of appropriate
assumptions. Based on the structure presented above, I am going to rely on four pillars of planning:
1. Goal, that is “what”
After reading the provision about the goal, no employee can have doubts as to what it is and what
his or her company is going to do in the nearest future. The content should be short and to the point
and, most of all, understandable. I am going to continue on the example of the mentioned energy
market.
The ABC company shall focus mainly on increasing the sales products and services dedicated
for the energy market. As at this day our share of sales in this sector is below 1% and provides
the annual value of less than $100K. The goal shall be to gain 5% of the share, with the value of c.
$1.5M. The task shall be completed within a five years’ period, with expenditure of $250K.
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Remember that the goal may be not only to gain a share in the market but also to enter it, to market
a new product or service, etc. Even such a general goal will bring a lot of benefits to your company.
Naturally, I encourage you to prepare a more insightful study.
2. Way, that is “how”
It is important not only to say “what” you want to achieve but also “how”. We still remain in the energy
sector.
The sales increase shall be based on products related to air filtration characterized by a longer
service life in comparison to the products of competitors, a lower failure frequency and faster
technical support. On average, one filtration system provides savings of $70K per year. (Remember
that all benefits of this kind must be expressed in money. Confining yourself to listing them without
calculating the value they will bring you will not win many people over!). A new team shall be
appointed for the performance of this task. We intend to allocate c. $250K, which will cover costs of
training and marketing activities.
Strong and weak points of the company and its offer, on which the market acquisition process will
be based, need to be specified here. A perfect situation is to have unique features whicH the
competitors cannot boast. Actions and capital expenditures for achieving this goal are also
presented.
3. Time frame, that is “when”
An important component is to define the time frame and specify when the project begins and ends.
Owing to that it will be possible to control the performance of individual tasks.
Increasing the power market share from 1% to 5% is planned within 5 years.
An indispensable supplementation of this part is submitting sales projections including a specific
time frame, e.g. broken down into months, values assigned to them and specific actions.
4. Substantiation, that is “why”
The reasonability of selecting this particular development path should be proved in this part.
Invoking the Act of Congress, which recognized electricity as the major energy resource,
subsidies for this sector will significantly increase in the next two decades. In accordance with the
government plans, next year $2.2B will be spent on solar power plants, and the value for the entire
sector will amount to ca. $10B
A plan prepared in this manner will resolve the issue of unpredictability. I am sure that all anxieties
of employees will be successfully dismissed. At the same time, the plan will be a guiding light for the
company. I want to point to another important factor, which is forgotten particularly in large groups,
namely: “consistency between departments”. The larger the organization, the greater discrepancies in
their goals. They usually plan only from the perspective of their own parameters. In my career, I witnessed
such cases numerous times. I once worked for a company in which the logistics department decided to
reduce warehouse costs, and simultaneously the sales department decided to orient towards end
customers. The conflict of interests consisted in the fact that such customers require high availability of
products, while the logistics intended to decrease it. I do not think I have to say more about the effects of
such discrepancies. This is why joint planning is so important. Make sure that all departments that have
an impact on the sales process are engaged in the planning process.
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Remember!

Planning is a standard component of pursuing any business activity. While short-term plans are developed
almost everywhere, preparing them for a longer period is a less frequent practice. This state of affairs
does not facilitate the company’s development and image in the eyes of investors, shareholders and
partners, and in the eyes of its own employees. The lack of a safe future of the company will be an
effective demotivating factor. In such cases employees will decide to establish a relation with the employer
for a short time only. A company that is safe in the long run knows what it aims at, how it wants to do it
and when it will happen.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

has a business plan for the next few years been devised in your company?
are employees familiar with its major assumptions?

PROBLEM: if affirmative answers were not given:
- the company’s long-term development will be jeopardized

- the company will be considered unpredictable, which might contribute to difficulties with retaining and
recruiting the best employees
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7. INFORMATION ECONOMY
If one pondered on what the most precious treasure in the world is nowadays, regardless of the
location, industry, economy type or political system, this will be information. Having relevant information
you can influence the business environment and successfully accomplish the assumed goals. Every
country in the world employs teams of people to obtain it more or less legally. Every business entity
understands the necessity to have it and the case is the same in our private lives.
Many times during the day, we need to make certain decisions about what to do first and what to
do next. Who can be trusted and who cannot? What to spend our savings on? In our professional lives,
we make them much more often. The ability to make decisions is the art of making a choice, which is
based on the information we hold. This is why we are forced to collect, process and forward it.This
phenomenon is called the information economy. Managers need it for determining goals and sales forces
need it for pursuing them. It is important for every cell in a large organism to have an appropriate resource
of information. Its efficient flow is crucial to its health. I have cast some light on the topics that I am going
to discuss on the next few pages.
I divided the entire issue into three areas: collecting, sharing & updating, and enforcing. I am going to
describe each of them in short.
1. Information collection process
Out of concern about the correct collection of information, first you need to prepare appropriate tools
and select the areas from which it will be obtained. A proper report sent to a designated person is
such a tool. A good one ought to be legible, easy to complete and as little time-consuming as
possible. Information should be collected in the areas where the customer is contacted directly:
business visits, telephone conversations, feedback after preparing an offer, etc. Remember that
reporting is not an eagerly performed activity. It is good to arrange a meeting with employees and
explain why it is worth doing. Incidentally, I have never seen my superior telling me why it is so
important for me to fill out a report. It is a great pity. A better understanding of a matter allows the
inclusion of more substantive information there. Moreover, it is good to know that the less difficult
they are, the more willingly they are completed. In the case of my company I went one step further:
filling out an appropriate number of reports comprising relevant information is rewarded with a bonus.
I think it is worth investing in the most desired product in the world – information!
2. Data sharing and updating
When taking advantage of a correctly devised information collection system, you face another
problem: sharing and updating. It is not a difficult problem to solve nowadays. Such information is
usually recorded on network drives or dedicated intranet sites. In the former case it is necessary to
send the information about changes in the record or to oblige employees to check the resources
periodically. The intranet version permits sending the information about changes together with the
indication of what they concern. Such a solution is offered by the group for which I work and I find it
an ideal solution. Pay some attention to this issue and your analyses will be more accurate.
3. Knowledge enforcement
We have reached the last area related to the information economy. If obtaining and transferring
knowledge is efficient, you ought to think of enforcing familiarity with it. The failure to acquire
knowledge is a pure waste of time and corporate money spent on its obtainment. Having relevant
knowledge means a reduction of the costs needed for acquiring orders, so it is worth taking
advantage of such an opportunity. It is good to examine how knowledge is acquired. Periodic audits
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or certificates can serve this purpose since having them might provide employees with additional
benefits. I leave the decision about potential rewards to you but I warn you that you never know about
acquiring knowledge. I used to have many problems with that. Employees often excused themselves
with not having been informed about something. After regulating this matter appropriately, nobody
could say that they “did not get such a piece of information”.
The lack of regulations about the obtainment and principles regarding the flow of information is
a problem of small and medium enterprises. I encounter excessively extensive reporting in large entities.
Sending enormous numbers of irrelevant messages have also become a plague in groups.
I sometimes spend one-third of my day only on reading correspondence. A considerable portion of the
messages do not concern me directly but I received them as a copy. Reading them makes me have
significantly less time for performing important operations. The issue of communication is so important
that it is worth appointing teams for solving the problems emerging here. It has recently become
fashionable to create teams according to the LEAN9 philosophy, the aim of which is to combat all waste
and hence increase productivity. I believe that this is the right direction and I encourage you to such
practices.
I hope that you perfectly understand the significance of the information economy. I have found
my work much easier and I have made fewer mistakes since I managed to order this area. I wish you the
same!

Remember!

Nowadays, the most precious treasure in the world is information. Having the relevant pieces of
information, you will successfully accomplish the assumed goals. This is why we are forced to collect,
process and forward it. Such a process is called the information economy. Managers need strategic
information for determining goals and sales forces need it for pursuing them. Out of concern about
the efficiency of this process, it is worth appointing LEAN teams, which will examine what problems exist
and where they occur, and will suggest a good solution.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

have information economy standards been devised in your company?
are they applied in the same manner by all persons appointed for that purpose?
do you have relevant information at your disposal at the right time?

PROBLEM: if affirmative answers were not given:

- the image of the market, successes and failures of the company will not be true
- the strategic decisions made will frequently be the wrong ones
- the time and money devoted to this goal will be lost! Even if you fail to acquire an order from
the customer, you can obtain a lot of precious information that will be reflected in better performance
in the future!
9

The LEAN philosophy. Reducing all waste. This notion was popularized in 1990 after the publication of the
book titled “The Machine That Changed The World” by James P. Womack, Daniel T. Jones, Daniel Roos.
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8. WHY SALES REPRESENTATIVES ACHIEVE POOR PERFORMANCE
This chapter will be a continuation of the proper organization of a sales department. The first
chapter in which I selected characteristics of a good sales representative, is a solid foundation of
knowledge. A person who possesses them is the best candidate for a job in the sales department and
has the greatest chances of becoming a top performer. For the issue to be complete, I should write about
the most frequent causes of being a poor performer. What is it then that effectively hampers sales? My
observations and six characteristics of a bad sales representative are listed below.
1. Lack of business skills and abilities: a problem with communication and empathy
If you lack business abilities, it is difficult for you to build trust and understanding with the customer.
In such cases it is difficult to win their favor and acquire an order.
2. Lack of knowledge about where to seek money, that is who is potentially the best customer
If you have perfect predispositions but you do not know where to look for prospective customers, you
will not have a good performance either. You had better not trust that the sales forces have such
knowledge. It is much safer to prepare material including answers to the title question.
3. Lack of knowledge about who makes decisions, that is who the decision-maker is
If a sales representative having predispositions and knowledge about which company is a good
prospective customer goes to an appointment with an inappropriate person, who has no impact on
purchase decisions or is not interested in the product, sales will not take place either.
4. Lack of complete knowledge about what to offer to the customer
If all the conditions presented above are satisfied but the employee has a vague idea about what
can be offered, the performance will not be satisfying either. The notion of “cross selling”10 is related
to that. In the case of the companies whose product offer is enormous it is worth devising tools to
help sales representatives carry out a presentation of “all” products in which the customer could be
interested. For this purpose I developed a brochure and a dedicated website for my company.
I elaborated on this matter in the section “Product Offer”. Do not rely exclusively on the sales forces’
memory and skills – it may be very hazardous and inefficient.
5. Lack of knowledge about how to substantiate the purchase, that is how to explain and
“calculate” why it is worth it
Following the assumed rationale, I can say that if all the above factors occurred and the employee
has no idea how to convince the customer that it is no longer worth doing business with the previous
supplier and that it is better to start doing business with him or her, sales performance will be also
highly jeopardized. If the sales representative is not aware of that, the customer will not know that
either and this does not bode well.
6. Lack of knowledge about competitors, weaknesses and strengths, that is which benefits of
the product and the company to advertise
To conclude, I would like to calm emotions. These time shortages will not have such a huge impact
on the achieved sales performance but they are not insignificant. If knowledge of competitors is
appropriate, winning the customer over will be much easier and that is something!

10

Cross Selling – extended sales consisting in offering all possible products in which a given customer might be
potentially interested.
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As you can see, the list of causes of poor sales is opened by the lack of sales predispositions
again. I want to stress one more time that this characteristic is extremely difficult to develop. This shortage
is the biggest brake on sales. I have come across multiple publications which were supposed to transform
an anti-talent into a sales whiz but I have never actually met a good example of such a transformation.
After many years of work I think that teaching this art to someone who is not talented in this field is too
time-consuming, costly and it does not pay off. This does not mean, however, that there is no place for
such a person in the sales department. I have already written that one of the sales representatives of my
business partner was so unfit that customers did not even want to meet him. I have never experienced
such a situation although I have arranged meetings thousands of times. This man had a range of other
characteristics that made him useful in a different position, above all high conscientiousness, willingness
to help and patience. When he took up preparing offers, telephone consulting and complaints, he won
many customers over. As you can see, this history has a good ending.
When analyzing the results of the work performed by sales representatives, it is worth focusing
on evaluating their abilities and attitude. You will be able to prepare a list of good and bad characteristics
without much effort. As a result, it will be possible to formulate a diagnosis and plan further actions. In
simple terms, it looks as follows:
1. lack of predispositions for sales - employ a new one and transfer the present one to a different
position
2. lack of knowledge (pt. 2-6) - run appropriate training ending with an examination.
Obviously, I have presented only the simple mode of conduct. I suggest considering every case
individually. This task is not too difficult. Once this area is regulated, you will know what to do in a crisis
situation.

Remember!

Most characteristics that hamper sales refer to the lack of specific knowledge. In such instances, making
up for the shortages is only a matter of time. The greatest problem is the lack of predispositions to sales,
which are extremely difficult to learn. If you do not have particular abilities, you will not be a match to those
who do. Having a defined list of characteristics of a poor sales representative, you can take corrective
action. For that, you will have tools ready to use if you encounter these problems.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

are characteristics of poor sales representatives defined in your company?
are the actions to be taken in order to remedy this state of affairs defined?
is material aiding the supplementation of shortages in knowledge available in your company?

PROBLEM: if affirmative answers were not given:

- you will not know why a given sales representative achieves poor performance and how to solve this
problem
- the actions taken will be imprecise and will not ensure the expected results
- effectiveness of sales actions will be low and the achieved sales performance – low
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9. CUSTOMERS CAN ALSO DEMOTIVATE SALES REPRESENTATIVES
I am sure that this chapter will be a new experience for you and I can bet that no book or trainer
has mentioned this problem until now. I believe that having the best sales representatives at its disposal,
ones who are motivated and equipped with appropriate knowledge, a company will achieve good
performance. As you know, life is not perfect and problems will arise sooner or later. Even if you motivate
your team properly, you will witness the progressing demotivation. Do not count on evading its source
because we are condemned to it in our profession. No more poetry! My dear reader, can you guess now
who I mean? I am going to write about customers in this chapter. It is because of them that our companies
exist, it is them who pay us remuneration, it is thanks to them that we develop. Sadly, every coin has two
sides. It is also owing to customers that we have bad days sometimes, we lose orders and even jobs at
times. It is said that the sales representative hears “no” as many times in a month as an ordinary person
during his or her whole life. I hope that after reading this chapter you will be able to get through all troubles
unscratched.
My long-term research proves that the highest customer acquisition effectiveness ratio fluctuates
from 20% to 25%. This means that every fourth customer at best will decide to buy. Simple mathematics
says that at least 75% of them will not do this. I actually did not conduct insightful research on this subject,
but the portion of the contacts that does not end in an order can strongly demotivate and lead to losing
faith in success. As years of work in trade pass by, we become more and more resistant to this
phenomenon but are young and junior employees supposed to do? If they have not gained appropriate
experience and have not won an appropriate number of orders, they will be more vulnerable to losing this
faith. It is the final nail in the coffin in our profession. If this happens, it is better to change your job. What
should you do if you manage a sales department and have less experienced employees there? Are you
supposed to count on it all shaping up well? Do you really want to leave lots of talent without any help?
Would it not be much better and more effective to prepare for and counteract this phenomenon? This is
a rhetorical question, of course, but I am not going to leave it without a clear and practical answer.
A few years ago I had to face this phenomenon myself and I had a serious problem. When
I became a sales director in an international corporation for the first time, I was given a very important
task: create a national sales network from scratch. The budget I had at my disposal did not allow taking
experienced employees from competitors, and the offered products were characterized by high quality
and an adequate price. Selling such products is a completely different task than cheaper substitutes. Less
experienced sales representatives had a problem with substantiating the purchase and were liable to
demotivation in a short time. I lost many who considered contracting sales impossible. They infected
others with this attitude. I compare this to a phenomenon known from war movies showing the issue of
low morale on the fighting soldiers. Where there is no faith, there is no victory. Trade is guided with the
same principles. In order to solve the problem, I prepared an appropriate training process and proper
materials. Thanks to that I prepared sales representatives for their work better. They knew what to offer
and to whom. I devoted one of the last chapters to the presentation of the doubts most often repeated by
customers. A large set was created to enumerate them, present their sources and tips on how to dismiss
them. I am still devising such studies and I always set two goals for them. One is to convince customers
to buy, which involves increasing the effectiveness of their acquisition. The other is to prepare sales
representatives for potential problems. By using the notion of engineers and doctors I aim at “toughening”
sales representatives. After a proper training, the doubts repeated multiple times by customers are not
capable of discouraging from work. This, in turn, gives them a lot of energy and willingness to strive for
good performance. I do not claim that this can work forever but it works much better than when the
problem is not regulated at all.
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Do you know what task I have for you this time? From now on, when you ask each sales
representative why customers stayed unconvinced, note all remarks. Then think how to explain the
reasons. Finally, prepare an explanation on how to dismiss the provided doubts. I prepared such a list for
my sales forces and I am going to present its fragment to you for the sake of inspiration. These are the
five most common doubts and the manner in which I help dismiss them.
1. “These products are too expensive, I buy identical ones but much cheaper”
Why is it important for customers? Everybody wants to buy beneficially and therefore they choose
the most beneficial offer. The lowest price is an advantage that is the simplest to understand if you
have no idea about other parameters. The task of a sales representative is to present them and to
do it in a comprehensible manner. You should avoid generalizations (e.g. high quality), which every
seller can boast, and jargon and vocabulary unknown to the customer (e.g. of a foreign language
origin). If the customer wants to buy cheaply out of conviction that it is economical, explain that the
cost of use increases this way. He or she will often spend a few or even ten-odd times more than
saved by buying “at a low price”.
2. “The products I’m using at present are cheaper and they work well, too”
Why is it difficult to persuade them? The customers who have always used the cheapest products
probably have had no chance to compare them with their high-quality counterparts. The sales
representatives offering quality products might have not managed to persuade them successfully.
I bet my life that the most trivial expression in the world, namely “high quality” was usually used and
no one was able to translate it into a language that would be understandable for customers. Today,
it is not enough to convince them. Apart from that, the expression “Chinese quality” no longer has
a negative overtone because Chinese products are increasingly better. Remember that customers
believe that quality products do not differ but for the price. A general conviction is that price depends
only on the margin policy and not, for instance, on the quality of the raw material used.
In order to effectively convince someone to buy, you need to examine the process of using cheap
products: how often repair services and spare parts are needed, service life, handling cost (e.g.
power) and many others. Knowing the answers to these questions and parameters of your product,
you can offer an improvement of the mentioned parameters, for example power reduction by 30% in
a year, a considerably lower repair cost, etc. In fact, emphasis should be put on what the customer
can achieve thanks to this product, and not on the product itself. I am going to write about it in more
detail in subsequent chapters.
3. “I have no time to talk to you, please leave your offer and I’ll contact you if need be”
Why does a customer not want to meet? To tell the truth, such an expression means: I am not
interested in your offer! You encounter various types of customers; some of them may be unwilling
to meet. The most frequent causes of such an attitude include very good relations with the present
supplier, the lack of experience in using quality products, the lack of budget for purchases, or the
person is not a decision-maker when it comes to selecting a supplier. The most popular excuse in
such cases is “no time to meet you”, and the most common way of dismissing you is the expression:
“I’ll contact you if need be”. A good sales representative does not give up but skillfully settles who he
or she can meet. This issue is more complicated and I am going to dedicate a separate chapter to it
in part three when discussing the contact establishment process.
4. “I don’t believe in this marketing”
You might come across an attitude of a customer who questions what you are saying. Most often,
this person has had negative experiences with another supplier who did not keep promises. Another
cause of such an attitude is the fact that the previous sales representatives have limited themselves
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to articulating benefits: more efficient, quieter, more economical, etc. If you do not convert such
benefits into money, it will be extremely difficult for you to convince the customer to buy. When I find
myself in such a situation, I try to refer to actual calculations. An attempt to persuade could be as
follows:
The product I am offering is characterized by twice as long service life, owing to which it is capable
of saving for your company:
- $14K thanks to reducing purchase costs
- $87K thanks to reducing production outage costs
- $14K needed for utilization of the worn out components
As a result, your company will save ca. $115K every year.
Instead of offering the purchase of product X (e.g. for $50K), it is better to offer production costs
reduction by $125K per year, which will be possible thanks to the purchase of product X. Can you
see the difference? This case is one of the more complicated ones and I am going to pay much more
attention to it in part two.
5. “The lead time is too long; competitors are faster”
The competitor which is currently serving the customer knows his or her needs and is prepared to
process orders quickly. A good sales representative will offer ensuring reliability of supplies before
sending the offer. In such cases, the customer will know that only the first supply will be processed
for a longer time and the subsequent ones within a deadline that is convenient to him or her.
As I have already mentioned, this list is aimed at preparing sales representatives for facing doubts
of customers, who can be skeptical to changing the supplier. Preparing them for such a scenario is
supposed to make them feel more secure. We cannot let them feel confused and discouraged from work.
Sales representatives begin their task on the moment when their interlocutor articulates any problems.
Thanks to relevant knowledge, they will be prepared to solve the most frequent ones. What is more, they
need to do it such that the customer feels comfortable and safe. You cannot imply that you know better!
Such cases are actually not that rare.
This is how I prepare sales representatives for facing doubts with customers. Remember that
a good material should also advise how to deal with a difficult situation. The rule of thumb is: whatever is
said, it needs to be true! I absolutely dissuade the “born sales representatives” from saying what
the customer wants to hear. I am one of them myself and I did the same thing many years ago. I told
customers what they wanted to hear even if it was inconsistent with the facts. Now I have been
a formidable opponent of settling the matter this way for ten-odd years and I do not bend the truth in the
slightest. Even if I lose a contract, I prefer to gain trust – this is a much better investment. A gift for
persuading and very good communication skills are characteristics of good sales representatives.
The key to trust is truthfulness while imagination and verve, with a big dose of humor, are
the complementation. It is simply impossible not to like us ;)
This time I am going to give you a tip on how to deal with a few typical problems. I am going to
stick to the example doubts presented on the pages above and I am going to give you true answers.
I hope they will be inspiring!
1. Your products are too expensive, I buy the cheapest ones
If you face such a situation, you need to inform the customer about the losses he or she risks when
buying cheap substitutes and at the same time “convert” benefits to money. A typical example of
doubts in my industry is:

38

“Cheaper pipes corrode four times faster, as a result of which they contaminate the substance
running through them, which, in turn, can lead to losses in production. Such a rapid corrosion means
the necessity to stop production and perform repairs three times. By buying cheaper pipes you can
save 20% on the purchase and simultaneously increase the production cost by 90%, which is
incommensurately more expensive. This means an additional cost of $150K in your sector. Are you
sure you want to incur it?”
2. The products I’m using are cheaper and they work well, too
If you face such a situation, you need to inform the customer about the potential losses and benefits,
and additionally enable the customer to contact the product. In the engineering industry, a typical
way is to supply a product batch for the purpose of conducting tests, and in the food industry - tasting.
My sales representatives dismiss such a doubt in the following manner:
“I am offering you a purchase of a small quantity of our products for the purpose of conducting
tests at a price of the presently used cheaper substitutes. Additionally, the tests will not increase the
purchase cost for your company in any way”
3. I have no time to talk to you, please leave your offer and I’ll contact you if need be
If you face such a situation, ensure the customers that you respect his/her time and do not want to
interrupt them. Tell them that other companies have already “reduced losses” and you are sure that
this time it will not be different. Ask them who you should meet or if you can do this with your
interlocutor on a different day. The key to success is to make this person become interested.
A letter of recommendation, articulation of the benefits received by other customers, confirmed
information about eliminating losses in the case of a similar customer can all help. In such instances,
my sales representatives say:
“I understand that you are busy so I don’t want to disturb you.. I would like to ask you for a big favor:
thanks to our offer it was possible to reduce losses at a similar company by over $60,000. I would
like to offer a similar solution to you. I would appreciate if you could give me contact details to
a person whom I could meet as a replacement and discuss the details briefly”
I think that information communicated this way becomes attractive even for a skeptic. Who would
not like to show their boss that so much money was saved thanks to them? In most cases like that,
contact persons designate another appointment and are willing to listen. It is very rarely the case that
they give someone else’s contact details. I have experienced the situation when the customer
definitely refused to meet only a few times in my life.
4. I don’t believe in this marketing
If you face such a situation, you need to convince the customer that you will not leave him/her “out
in the cold”. They usually behave like that because they have had bad experiences with another
supplier who did not keep his or her promises. Preparing an implementation schedule might be
a helpful tool. You could provide specific stages and dates here. I suggest using the following
wording:
“I realize that it is easier to give promises than to keep them. Probably many people do that. I do
confirm that we have managed to reduce losses of another customer by $60,000 and that there is
a big chance that we could do the same in your company. If you are interested, I am willing to prepare
an implementation schedule in which I will specify all stages, provide dates and designate the
persons responsible for the performance of the individual stages. You will be able to monitor progress
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on the ongoing basis. In the case of failing to comply with the schedule, you will have the right to
withdraw from the project without incurring any costs.”
5. The lead time is too long; competitors are faster
I encounter such a situation very often. It is obvious that a person who provides services to a given
customer is better prepared to do that than a person who wants to start doing that. The present
supplier must have a sales history at their disposal. Your task is to prepare a good service as soon
as possible. If you face such a situation, present it in a way in which you want to secure the needs
and dates within which this will happen. A good sales representative does that before inviting to
cooperation. You can say that in the following manner:
“This is true. The lead time will be longer for the first time but after completing the first order we
will prepare stock for your company. Owing to that, the successive orders will be processed within
24h from the moment of placing the order. With reference to our conversations, the stock will amount
to …. (items) and will be available from … (date). Is such a solution acceptable for you?”
I have thus dismissed in short some of the doubts faced by my sales forces. The material
I prepared includes: a list of the most common doubts, their source and suggestions about dismissing
them. I would not be me if I did not add the statistics showing how often you can encounter a given
problem and how often it is solved thanks to this type of solutions. I hope that your imagination is equally
rich as mine and that the solutions you prepare are equally effective. My long-term experience and the
achieved performance confirm that it is worth investing time in devising proper material, to which I am
encouraging you!

Remember!

At best, every fourth customer will decide to buy. Inexperienced sales representatives will be many times
exposed to demotivation due to failures. Before they go to meet customers, prepare them for the doubts
that will be voiced, how to dismiss them and how to become resistant to such demotivation. It is not a
secret that demotivation is a serious brake on the sales of the company and the development of the
employee. To make matters worse, it is a serious infectious disease and can contribute to decreasing the
morale of other members of the company. Do your best to prevent this dangerous epidemic!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do you know what doubts customers have related to commencing cooperation with your
company?
do you know how less experienced sales representatives handle this?
is this knowledge gathered together and shared regularly?

PROBLEM: if affirmative answers were not given:
- the sales effectiveness will be low

- other team members might also have increasingly greater problems with achieving good performance
- the company will not be prepared for solving this type of problems quickly and effectively
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10. WHO IS WHO AND WHAT THEIR RESPONSIBILITIES ARE
Preparing an organizational chart will be a good ending to the part which I dedicated to organizing
a sales department. Large groups always prepare such studies, medium enterprises do that sometimes,
while small ones never do that. This results mainly from the number of people and created jobs. It would
be difficult to orient oneself in large teams without an organizational chart.
I can bet that a thought about skipping this chapter has crossed your mind. I admit I sometimes
ignored similar ones myself ;) The subject, as always, seems to be easy but as a matter of fact it is not.
When performing sales audits, I usually come across organizational charts saying only “who is
subordinated to whom”. Most often, they were created because ISO 9001 required it rather than out of
the need to introduce some order. Since I am writing this book to help you build a “super” efficient trading
company, I am going to persuade you into devising a “super” organizational chart!
Touching upon this subject in this part of the publication is not incidental. In one of the first
chapters I wrote about the scope of duties which determined realistic goals and tasks. The organizational
chart I have prepared shows not only the staff relations but also a list of the major tasks for the completion
of which a given employee is responsible. Because of that, all doubts related to who is in charge of the
performance of individual tasks and to whom to turn in specific instances are dismissed. Such a study is
also a tool in aiding the bonus and discipline systems for employees. Naturally, the issue refers to the
entire trading company, to every department and employee, and not only to the sales department.
I encourage you to devise a chart including all the mentioned features. This is a minor but, hopefully, an
interesting remark. I am sure that preparing a new organizational chart will not be difficult for you.

Remember!

An organizational chart is a map of correlations between the staff in every company. A good organizational
chart should also provide information about who is responsible for performing specific tasks. Trading
companies handle sales and this activity is divided into various stages. It is worth distinguishing them and
assigning the individual stages to the designated people.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

has an organizational chart been devised in your company?
does this chart include the information on who is responsible for the performance of each
stage?

PROBLEM: if affirmative answers were not given:

- responsibility for each stage and each task will be blurred.
- it will be very difficult to manage the team and enforce the observance of the adopted work principles
and standards
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11. WELCOME ABOARD
I want to congratulate you on a good choice and thank you for joining our team! You will begin to
work in a company handling the reduction of production losses of our customers by offering high quality
products. We’ll do our best to make working for us easy and pleasant. Training programs have been
prepared in accordance with the highest global standards to help you achieve top sales performance! We
will make tools available to you to ensure that seeking and acquiring customers will be very easy. We will
be grateful if you give us information about obstacles hampering the achievement of good sales
performance. I wish you a lot of great successes!
Newly engaged employees of the sales department receive a message of more or less such
content, and they usually hear it directly from me. I am one of those who claim that staff is the greatest
capital of every company, and especially of a trading one. I have been applying the style of welcoming
a new employee with which I opened this chapter for years. To be honest, I found inspiration in
the materials attached by car, radio & TV or household equipment manufacturers to their products.
I made the assumption that if producers of such equipment congratulate on buying their products, I can
congratulate new employees on their decision to join my team. I send the message on engaging a new
employee via e-mail to all employees of the company. I include the strengths of the new team member,
the information about his or her experience and education, and honest and best wishes cannot be omitted
either! Does such a practice exist in your company?
Maintaining a team of the best sales representatives is important because the education from the
beginner to the experienced sales representative lasts long, which means the necessity to provide funds.
The more seldom the team changes, the greater effectiveness the company will achieve and the less it
will spend on training. I can assure you that every newly engaged employee in my company is impressed
and that’s that! I always welcome newcomers based on the same high standards because I expect equally
high standards from them when pursuing sales processes. Naturally, I had ensured beforehand that the
wording of the welcoming was not an empty monologue but that it reflected the reality. The sales
representatives cooperating with me really have the mentioned materials and tools and my almost
unlimited time which I am devoted to providing aid at their disposal. I am also ready to listen to problems
and help solve them. If finding out the causes of the customer’s not wanting to buy is natural, it equally
important to learn the reasons why the sales representative cannot achieve appropriate performance.
Perhaps we have put a spoke in his or her wheel? Let us make sure that no obstacles hampering sales
exist in your company.
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Remember!

The staff is the greatest capital of every company, and especially of a trading one! Do your best to make
every employee feel good in your company from the first day at work. Inform them about the tools to
facilitate work performance. Assure them that they will always be listened to willingly in the case of any
problems. Check their predispositions to selling products as early as the recruitment process!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

can you welcome an employee in the company’s team in a nice and motivating manner?
do you examine his or her predispositions to selling expensive products as early as in
the recruitment phase?

PROBLEM: if affirmative answers were not given:

- the initial moments will influence the opinion about the company; the worse it is, the faster eagerness
for work disappears
- you can employ a sales representative who will handle selling a “low price” rather than “high” profits.
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12. TOOLS OF THE TRADE IN A TRADING COMPANY
The previous chapters concerned issues related to organizing a trading company. I assume they
were highly inspiring and you can implement most of the materials directly in your company. Considering
the need to prepare the sales force for performing their job as well as possible, it is worth awaking yourself
about the level of their knowledge. On the one hand, what I have in mind is transferring knowledge, and
on the other hand – checking if it is sufficient enough. In both cases a reference point is needed, such as
a corporate database. The task is to determine what scope of knowledge is needed to achieve good
performance. Management staff is in charge of its execution and it should be responsible for regulating
this area.
In my opinion, the most significant tools of the trade in a trading company, which safeguard
continuous acquisition of knowledge and observance of high work standards are as follows:
- a business goal
what it is and to whom it is addressed
- a business mission
whom and what to say
- a business message
who we are, what we offer and why it is worth buying from us
- a sales process
what its beginning and ending is
- a business offer
what we offer and why it is worth buying this product
- a prospective customer profile
who they are and how to persuade to buy
- a prospective competitor profile
who they are and how to fight them
- a benefit policy
how to persuade to buy
I am going to dedicate the next eight chapters to discussing these issues. Read them carefully,
compare them to your present situation and think what you could improve. I am sure that you will accept
most of the material without changes, and that it will all be a fantastic source of inspiration. What should
result from studying the mentioned foundations of the business knowledge is devising a corporate set of
knowledge to define its standards and determining a high level. Make sure that it is developed and that
the knowledge included in it is acquired.
A separate matter is devising competence audits aimed at measuring knowledge and evaluating
individual employees. I hope I have outlined this subject so I invite you to your reading!
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13. BUSINESS GOAL
I am sure that the problem of low sales is not unfamiliar to you. This must have happened in your
company, too. There are many causes for these situations. Some of them are independent of our actions,
others result from mistakes. After checking sales predispositions, I begin to look for causes of low
performance elsewhere. One of the first questions regards an idea for business, that is the business goal.
The most frequent answer is the truism “to earn money”! I do not claim that this answer is the cause of
poor sales but this is where the problem begins. A well-prepared trading company has this area precisely
defined. The situation in the sales department does not look too good either. When asked why sales are
poor, sales representatives also list truisms, e.g. “high prices of the products we offer”. It is not difficult to
foresee that a truism is unable to lead to the source of the true causes and resolve them successfully.
At first sight, the answer to the question “what is the business goal of your company?” seems to
be easy but it is not. When I help create it, I suggest that it should become something more than a mere
platitude; it should be almost a small corporate constitution, on which all rules, orientation of actions or
perfection model should be based. Just like the proposed bills are examined by congress in terms of their
compliance with the constitution, the planned actions should be examined by the trading company in
terms of their compliance with the adopted business goal. When analyzing the cases of my clients, I notice
that the vast majority of them have already defined this notion. The bad news is that provisions are
unrealistic, employees are unfamiliar with them and they are not observed. It is almost always a dead
provision developed when implementing the quality management system ISO 9001 11. This was done to
eliminate problems with audit and not to help oneself. The fact that nothing will change after the audit,
that is that chaos will remain the major driving force of the planned actions, is more than certain. I hope
you can see the absurdity of this situation.
In this chapter I am going to try to help those who have not regulated this area in their companies.
I think we all agree that the most fundamental aim is to earn. Let’s contemplate on how to define a more
specific message. If I were to attempt to prepare one, I would suggest focusing on answering four simple
questions: “what” does your company want to do? “why” is it worth cooperating with it? “how” are you
going to acquire customers and “who” is going to be responsible for performing this task? The first two
parts are particularly important to me. I believe that every company should define what it wants to
specialize in and what benefits cooperation is supposed to provide to the customer. It will be better if you
manage to find a niche - this considerably increases the chances to succeed. Similar conclusions were
drawn by James Collins, who included them in his fantastic book “Good to Great”12, which I have already
quoted. He described there the famous hedgehog principle, according to which you can succeed on
condition that:
a) you discover what your company can be the best in
b) you calculate what can bring it the largest financial benefits
c) you understand what your greatest passion is.
If you have determined the parts of which the business goal provision should consist, think to
whom it is supposed to be addressed. In my opinion, it ought to be internal in nature and its addressees
should be the company’s employees. Everyone should be familiar with it, understand it and observe it,
not only in the case of a visit by an ISO auditor.
Regardless of the differences between us, I am going to try to inspire you with an example of
a well-defined business goal. Let us assume that we will discuss a medium-sized trading company
11

ISO 9001 A quality management system. An international standard defining the requirements to be met by
the quality management system in an organization.
12
James Collins, “Good to Great”, October 2001, Fast Company
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entering the retail sales market in the B2B (Business to Business) sector offering high-quality chemical
agents for the energy industry.
1. What?
The business goal of the ABC company is to acquire customers operating on the energy market by
selling high-quality chemicals…
2. Why (is it worth)?
… due to the high purity of the chemicals, , the products work much longer and thus drastically reduce
the cost of electricity generation.
3. How?
Customer acquisition is based on ensuring the best technical and sales support and delivering
the best products on time and on the most attractive terms.
4.
a)
b)
c)

Who?
ensuring the best technical and sales support and acquiring customers: the sales department
delivering products on time as well as handling and processing orders: the logistics department
attractive business terms and conditions: the sales director

The complete message is as follows:
“The business goal of the ABC company is to acquire customers operating on the energy market
by selling high-quality chemicals which, due to high purity, work much longer and thus dramatically reduce
the cost of electricity generation. Customer acquisition is based on ensuring the best technical and sales
support and delivering the best products on time and on the most attractive terms.”
I think that this prepared provision very clearly specifies the goal, the idea for persuading
the customer into cooperation, the performance manner and the persons responsible for particular areas
in the company. When you have established this basis, you can go on to assign people to specific areas
for which they are responsible. A business goal devised in this manner will help you avoid numerous
events of negligence which may trigger many conflicts and ultimately lead to financial losses. Knowing
“what” the company’s task is (customer acquisition), you need to think “why” customers would willingly
decide to cooperate with it. An appropriate message should explain the customers “why it is worth it”, and
the employees – how to persuade customers into cooperation. I am going to discuss this in the next
chapter.
I would like to conclude that. while you define the business goal, I recommend that you do the
same with the goal of a business meeting. It is the business meeting that will most likely be the main
manner of acquiring orders from customers. The lack of such a regulation will result in sales
representatives adopting their own definitions, according to which it most frequently is the following:
establishing contact, presenting the company profile and offer. Is presenting such information tempting
enough for the customer to place an order? The goal of the business meeting needs to be expressed
clearly and monitored if it is achieved on every occasion. You will read more about that in part two, chapter
46 titled “The goal and types of a business meeting”.
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Remember!

A business goal is a small constitution intended for the company’s employees, which is supposed to be
the foundation of regulating all issues related to its operation. A well-organized company makes sure that
its employees are familiar with, understand and observe this provision. Its lack will be the beginning of an
avalanche that hampers sales.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do you know the business goal of your company?
does everyone in the sales department know, apply and understand it?

PROBLEM: if affirmative answers were not given:

- commercial activities will be chaotic, ineffective and will increase the costs of achieving sales
- it will be impossible to determine the causes of poor sales precisely and devise a recovery plan
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14. BUSINESS MISSION
I wrote in the previous chapter that while looking for the causes of poor sales, one of the first
steps is to examine the adopted definition of a business goal, if it has been adopted. I hope that developing
your own is not a problem for you. From among the four mentioned ones, one component refers to the
benefits that will be gained by the customer when deciding to commence cooperation. As you already
know, the business goal is aimed at explaining “what” the company wants to achieve, and the business
mission is aimed at sending the message “how the customer will benefit from this”.
A correctly devised business mission message should be the source of arguments convincing the
customer to begin cooperation. The most frequently repeated sentence in this book is: customers buy
where they see benefits! Omitting this component will result in customers being guided only by a lower
purchase price. I assume that this is not your goal, is it? In the vast majority of the cases where
I encounter the problem of low sales the employed sales representatives have no idea about the benefits
brought by the purchase of their company’s products. They use generalizations and the most commonly
repeated truism is “high quality”. They are usually unable to explain what specifically this means and what
the customer will get from that. The lack of regulations with this respect forces them to create their own
messages. They are usually as numerous as the number of sales representatives in the company and
they are often contradictory. Developed in a hurry, they do not contain any interesting information and do
not encourage to buy. I came to the conclusion that having a ready-made material at their disposal, sales
representatives will not have to “create” their own. Realizing the significance of developing a business
mission, I must provide a good reason for the customer to decide to finish his or her cooperation with my
competitor and begin cooperation with me. If you do not know yourself why should customers buy from
you? All the more so they will not know that. If they do not get a good reason for purchasing a product in
your company, sales will be jeopardized.
Nowadays, it is popular to define and publish the content of trading companies’ missions. This
time, for the sake of example, I will list the weaker ones, in my opinion:
- the mission of an online store offering office supplies:
“Our mission is to ensure customers a wide range of products offered by a modern online store opened
24/7”
First of all, many companies offer a wide range of products. How does this offer differ from hundreds of
similar online stores? Why is it worth buying there? Secondly, the availability of products 24/7 is nothing
unusual on the Internet – where is the benefit there? Finally, why didn’t the authors tell us why, in their
opinion, this store is modern? I did not get this impression while browsing through the website.
- the mission of a company offering road design and construction:
“We want to make use of our joint experience and knowledge to improve the world around us through
innovation, teamwork and trust”
I wonder what makes them only “want” that instead of doing that? While in the previous example there
was no good reason for making the purchase, in this case the reason is very noble, “improving the world”,
but we still do not know what this means exactly and who will profit from that and how much?
Examples of inappropriate missions could be listed for hours but the most common mistake is
that it contains no convincing and readable specification of the reason why it is worth commencing
cooperation with this particular company. I may be subjective but I believe that the content of a mission
ought to be practical and have a financial overtone because these are the criteria based on which
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customers make their choices. If I were to prepare a concise and concrete message, I would do something
like this:
“The ABC’s business mission is to reduce the loss of production costs by offering products with
four times longer service life, which translates into annual savings amounting to $250K. We offer cost
reduction of up to ten-odd times higher than in the case of purchasing cheap substitutes. We welcome
you to check the profitability of our solution before you place your order”
The presented example of the ABC’s mission is readable to its customers, management board
and employees. Having read it, they will know what to expect from establishing cooperation.
The employees engaged there will know how to recommend their own company. With a thus formulated
message they will not have a problem with answering the question why begin cooperation with ABC at
all. Even in the case of such a general message, the goal is known: “cost reduction of up to ten-odd times
higher than in the case of purchasing cheap substitutes”. It was additionally explained why it is possible:
“four times longer service life”. It is equally important that a warning was provided: “cheaper substitutes
generate ten-odd times more losses that profits”. After such a presentation the customer will consider if
a cheaper product really means savings.

Remember!

Customers buy where they see benefits. Prepare a study addressed to them and explain what your
company deals with and why it is worth buying from it. The content of the study needs to be practical and
have a financial overtone because these are the criteria based on which customers make their choices.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

are you familiar with the business mission of your company?
what message do sales representative communicate to customers; is it attractive and
understandable?

PROBLEM: if affirmative answers were not given:

- commercial activities will be ineffective and will often involve the necessity to reduce prices
- you will hear from your sales representatives that it is impossible to sell anything at such high prices
countless times
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15. BUSINESS MESSAGE
I am sure that the business goal and mission are notions that you perfectly understand and can
formulate yourself. A useful supplementation of the two is a business message. It will be helpful each time
you have to present the company to someone who has not had an opportunity to get to know it yet. It is
one of the areas which are normally not regulated and sales representatives make it up on the spot.
Inappropriately formulated, it will not encourage establishing cooperation. The most common effect of this
negligence is the famous: “please leave your offer and I’ll contact you if need be”, which should be
translated unambiguously as: “thank you but we don’t want to do business with you”! The case is
additionally made more difficult by the fact that not many sales representatives are aware of such
reactions and count on an order soon. It can be said that sales will be a “resultant of chances”. The lack
of message or its inappropriate wording is not the main cause of rejecting cooperation but it does not help
acquiring orders, which is a considerable difficulty. As I have already mentioned, it usually plays its role
on the first contact. When properly formulated, it should present the company, the scope of the offer and
benefits arising from the purchase briefly and to the point. The group I work for has developed one. No
matter if you read its offer, monitor its website, profile on the New York Stock Exchange or report on
Facebook, you will read it in the same form. I think that a good message should be as follows:
ABC is a producer of anti-burglary systems and has been on the market for 45 years now.
The production takes place in two factories in the country. All components used for the production hold
material quality certificates and every produced lock undergoes a series of tests in the quality assurance
department and holds a safety certificate issued by the General Police Headquarters. The major recipients
are public institutions, where none of our locks have been forced opened for eleven years now.
This description presents the ABC company and its offer in an understandable manner. A few
pieces of information send clear messages: “45 years on the market” means huge experience, which is
probably not a strength of its competitors. “The quality of components is confirmed by quality certificates”.
Both these items of information prepare the customer for a higher price of the product but the last message
saying that “none of our locks have been forced opened for 11 years now” explains why it is worth
spending more. The overtone is as follows: you can buy a cheap product but will it be equally effective?
Don’t you care about safety? After this kind of message the customer will expect a higher price and so it
will no longer be the major criterion of the purchase.
It is this kind of pitch that will be needed by sales representatives who begin every meeting with
a short description of the company and its advantages. The pitch must be comprehensible and “attractive”.
Unfortunately, problems related to that are common. I witnessed hundreds of such mistakes, which
resulted in complicating the message or making a generalization that customers were unable to spot
anything interesting for themselves. I came across a similar problem in my own company when I had
meetings with my sales representatives. The conclusions from those meetings were the following: since
the content of the message was not prepared by management staff, the sales representatives made up
their own versions, each of them a different one, and none of them fitted each other. What the content
implied was that sometimes we were a producer and at other times we were a trading company. I once
visited a customer who saw my sales representative twice and did not place an order. He explained that
he purchased small quantities while we expected large receipts. That had nothing to do with my
company’s policy. The sales representative had been simply misunderstood. In other cases only a part of
the offer was mentioned. The most creative ones would talk about it and about the company endlessly.
Let us be honest, customers are not interested in stories about the hard beginnings, the near bankruptcy
and the miracle of our companies. I once witnessed a meeting at which an interlocutor was suddenly
invited to a meeting with the management board and never came back. The meeting ended with him
learning about a huge distribution network “around the world” and about us being the first to introduce the
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ISO 8032 standard but he did not get the information about what this standard concerned. There was also
not enough time to present the offer. This is an example of a wasted meeting, that is money. Another
frequent mistake is to use a jargon or standards, e.g. the lock is produced in accordance with the T-OUT
735/1223 standard. How can you be sure that the customer understands that? The most common problem
is promising something that does not depend on us, e.g. the delivery date. In short, an empty promise.
After a series of meetings I came to the conclusion that I should prepare one cohesive, precise and safe
item of information to be communicated by sales representatives. It is particularly important in the
information age when we strive for a clear message: on a website, in a catalog, a folder, a television
commercial, or at a personal meeting. Make sure the message is always identical, sounds good and is
understandable.

Remember!

Presenting the company in an inappropriate manner at the very beginning can blight the chance for sales.
Appropriate information must be concise, comprehensible and attractive to customers. It should include
the following components: a brief description of the company, the scope of the offer and advantages
speaking for the purchase.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

what is the business message of your company?
what message is communicated to customers by sales representatives; is it attractive and
understandable?

PROBLEM: if affirmative answers were not given:

- the first contact with the customer will not facilitate future cooperation
- sales representatives will be dismissed and asked to leave their offers and there will be hardly any
response to them
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16. SALES PROCESS
When looking for causes of poor sales performance, it is worth analyzing the performance and
work practice of the sales department. If my fears are confirmed, I pay attention to the sales standards
being applied here. Sadly, it is a rule that I always find out that they are non-existent. As long as sales are
handled by the right and experienced sales representatives, the managers of this department do not
notice the necessity to regulate this area. The problem emerges when something wrong happens with
performance. The lack of defined standards prevents monitoring of the entire process and finding causes
as well as identifying their origin. The effects are always the same. It is impossible to detect and solve
problems early. In such cases the typical explanation of sales representatives comes down to criticizing
the pricing policy of management staff. Management staff, in turn, most often accuse the sales forces of
little commitment and lack of abilities. The truth usually lies in the middle. The lack of applicable standards
makes sales representatives and management staff speak different languages and hinder the ability to
reach an agreement. Failing to draw conclusions from that is an even greater problem as this would allow
the avoidance of similar events in the future. A good comparison here is black boxes installed in aircrafts.
In the case of a tragedy, it is them that help determine the causes, draw conclusions and change
procedures to eliminate similar accidents in the future. In trade, the role of such a black box is played by
records from the completion of the successive stages in the sales process model.
When I examine a standard organization of tasks performed by the sales department, it usually
seems that the sales representative receives a sales plan, that is the figure he or she is supposed to
achieve. Such a plan usually lacks the information about “how” to do this, whether any conclusions can
be drawn from it, and whether it is possible to determine the cause of the failure. Most probably, no
recovery actions can be taken. The sales process model needs to be defined so that all actions, from
choosing the potentially best customer to acquiring an order, allows for monitoring each of the stages.
Only in such a case will it be obvious where problems occur.
Many years ago I was entrusted with a task to build a sales network. Analyzing the performance
of some less effective sales representatives, I found that they were choosing inappropriate customers.
No matter what they did next, their performance remained poor. Knowing that, I was able to detect and
solve the problem. I prepared a list of the industries from which the potentially best customers came. Less
experienced sales representatives were obliged to acquire “exclusively” those who were included in the
list. I was able to do that because I had a defined sales process model at my disposal. You already know
that the entirety of the commercial activities aimed at winning a contract must be based on it, and that it
is composed of various stages. The model I advocate consists of eight stages:
1.
2.
3.
4.
5.
6.
7.
8.

selecting the customer
establishing contact
business meeting
business offer
offer revision / feedback
negotiations
business effect
business documentation

It is worth ensuring that “every” contact with the customer aimed at acquiring an order is compliant
with the adopted model. It is so important that I myself decided to include a relevant provision in the scope
of duties. You will find its trace in chapter 3 titled: “Scope of duties and tasks of sales representatives”.
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Remember that regardless of the results, every commenced process has its cost: the employee’s
remuneration, leasing an office, a company car, etc. If the company incurs costs and does not acquire
orders, it is worth knowing why this happens and where to look for the answer. This is how you can win
something, even if the customer does not place an order. This something is information. It is an extremely
precious product owing to which you will be able to prepare yourself better for eliminating the barriers on
the way to acquiring new orders. Defining the sales process ensures another fantastic effect: you can
precisely determine to what extent the task was performed. You can measure the effectiveness of your
employee. To make that happen, I have attributed a value expressed in percentage to each of the
presented stages.
1.
2.
3.
4.
5.
6.
7.
8.

selecting the customer
establishing contact
business meeting
business offer
offer revision (opinion about the sent offer)
negotiations (if the customer still does not want to buy)
business effect (placing an order / rejecting)
business documentation (letter of recommendation / documenting the cause of rejection)

10%
20%
40%
50%
60%
80%
90%
100%

You are now able to identify the stages and evaluate to what extent they have been performed.
If you think this is enough, I need to worry you. Life writes its plots and fills the gaps. It is not different this
time. I developed the first definition of sales standards over seven years ago. At that time there was a
problem with sales representatives consisting in the dispute if a given stage was completed or not. It
turned out quite soon that I needed a definition that would definitely dismiss all doubts. I am going to
present details in part three. You will find there an idea for solving similar and many other problems.
I have never seen a better way to arrange the sales process than this one. I believe that it is not
the lack of sales itself that is a business failure but rather not knowing its causes! Napoleon Hill used to
say that the most frequent cause of failures is the inability to devise new plans in the place of those which
did not work13. How do you want to create new plans if you do not want what ruined the chances of the
previous ones? Knowing the causes of failures, you will be capable of finding and eliminating obstacles.
Henry Ford14 also shared his interesting observation on this subject: “Failure is only the opportunity to
begin again more intelligently.”
Remember that the problem with low sales can result from both poor work of a sales
representative and improper business policy of the company. The sales representative might select
prospective customers in an inappropriate manner and, on the other hand, the unattractive business policy
might successfully block the way to orders. No matter who is guilty, the effect will be the same. The matter
becomes even more complicated when we deal with many sales representatives or business networks.
How can you effectively manage on such a large scale?

13

Napoleon Hill, born October 26, 1883 in Pound, Virginia, died November 8, 1970. An American writer, a
precursor of the personal success literature. He examined the power of one’s own convictions with respect to
success. His book titled “Think And Grow Rich” became a bestseller.
14
Henry Ford, born July 30, 1863 in Dearborn, Michigan, died April 7, 1947. An American industrialist, he
founded Ford Motor Company in 1903.
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Remember!

It is not the lack of sales itself that is a business failure but rather not knowing its causes. It is not enough
to define “how much” money sales representatives are supposed to bring to the company but it is worth
thinking “how" they should do that. An answer to this is a definition of the sales process that would regulate
all actions aimed at acquiring an order from a customer. According to the definition I advocate, selecting
potentially the best customer is assumed as its beginning, and winning a contract or a letter of
recommendation – as its ending. Defining the sales process is needed to know exactly at which stages
problems occur. With such specific information, you can successfully fight to eliminate errors that lead to
failures.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

has the sales process been defined in your company?
are management staff and sales forces familiar with it?
do you know the precise causes of poor sales performance?

PROBLEM: if affirmative answers were not given:
- you will never know the cause of the sales decrease
- you will be unable to change this state of affairs
- the company’s stability and your position will be jeopardized
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17. BUSINESS OFFER
When beginning discussions on regulating the model of an appropriate sales process, you cannot
disregard collecting the knowledge related to the area of the business offer. It is absolutely necessary to
familiarize yourself with it if you want to conclude sales successfully. Before newly engaged employees
start seeing prospective customers, product trainings are organized. The most commonly used teaching
material is… unfortunately an ordinary product catalog. The training usually comes down to reading the
catalog out loud by the trainer or even doing this by the trainee on his or her own. This type of document
normally includes basic data not supplemented with the information about who the prospective customer
is, what advantages the product has in comparison to its counterparts offered by competitors. Next, the
sales representative is expected to be able to generate expected sales volume after such training. I began
in such conditions too. Today I know that if the knowledge about the prospective customer and the
strengths is not transferred, the sales representative is not properly prepared. The time he or she needs
to supplement the shortages is long. I think that regulating this area considerably accelerates achieving
high performance. Will preparing an appropriate training not be more economical? It certainly will!
I strongly recommend preparing a good training program that will comprise more than just a list
of products and basic technical data. What questions should the program provide answers to then?:
- who the prospective customer is and what purchasing potential he or she has
- what benefit speaks for the purchase, preferably expressed in money
- what is the advantage over the counterparts of competitors
A set of answers to these and similar questions can be supplemented with other relevant
information; in my case e.g. when is the purchase season? I do not know the characteristics of your
industry but my industry uses terms such as flagship and additional products. The former is the niche
solutions with greater specialization degree. They allow generating good margins and the competition on
the market is low. The other group is complementary products, which are supposed to complete the offer
and prove its comprehensiveness. Considerably lower margins are gained there, and the number of
competitors is significant. If a business meeting takes a specific amount of time, it is better to invest in
promoting high-margin products on which you will earn more. Complementary products ought to be only
an addition, like car mats when selling a car. We will earn less on the mats than on the car so investing
time in looking for customers to buy a mat is a waste of time. Invest your time in what will bring you
appropriate profits.
Check if this state of affairs is true in your case. I would like you to remember the following three
questions after reading this chapter:
1. what to sell?
2. to whom and how many?
3. why is it worth buying from you? (I will say that once again, like a stubborn lunatic: convert benefits
into money!)
I too often meet sales representatives who cannot answer specifically any of the above questions.
The greatest misunderstanding is now knowing why it is worth buying. The justification usually comes
down to quoting popular slogans which sales representatives are unable to substantiate, with “high
quality” on top. In such circumstances good sales performance cannot be expected.
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Remember!

Being familiar with the offer and converting the benefits from a purchase into money as well as
the information about who the prospective customer is are the key to good sales performance. If you are
interested in high performance, equip your sales representatives with this essential information! Do not
wait for them to supplement the gaps in trainings since this can take much too long! An appropriate
compilation will permit achieving good performance on the spot.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

does your company have a relevant training program describing its offer at its disposal?
do sales representatives have the knowledge of the target market, advantages of the products
and its competitive advantage?
do they know what benefits result from the purchase and how much the customer will earn on
that?

PROBLEM: if affirmative answers were not given:
- the customer acquisition effectiveness will be low

- the time needed for achieving appropriate performance will be long
- they will be incapable of substantiating why it is worth buying a given product from them rather than
from a competing company

56

18. COLLECTION OF INFORMATION ABOUT PROSPECTIVE CUSTOMERS
The previous chapter was devoted to discussing training programs describing the business offer.
I also mentioned that it is equally important to specify the target group of customers. It ought to be known
from the very beginning where to look for purchasers. I included another tip in the chapter dedicated to
the sales process. I wrote there that the beginning of the sales process is selecting an “appropriate”
customer as a business goal. A mistake made at such an early stage will lead to wasting time and money.
Equipped with relevant knowledge, sales representatives will not initiate meetings with inappropriate
entities. Hence, it is significant “who” the appropriate one is and “where” to find him or her. I came across
this problem when I was modifying a business meetings report. Initially, it comprised unfamiliar company
names and contact data. However, I was unable to draw any conclusions on this basis. After adding
a column with the information about the markets and industries in which they operated, I discovered where
the money was flowing and from where it was not. I managed to select around the thirty potentially best
markets and industries where good sales were generated. Then I made sure that sales forces thoroughly
penetrated all customers from there. None of the earlier actions brought so great effects. The list
expanded with time. The present compilation includes as many as 328 industries, that is thousands of
prospective customers. My employees no longer have to think on which markets and in which industries
to look for customers. Naturally, this does not hamper seeking new ones but this task is for more
experienced sales representatives.
The further analysis disclosed more irregularities. It turned out that sales to the customers
recruited from the same industry was not equal at all. We sold twenty-three types of products in total to
garages but each of them separately bought only five of them. None bought all or at least the majority of
them and we did not know why. This is how the list of potentially best markets was supplemented with
another precious piece of information. From then on the sales representatives promoted all products in
which the customer could be interested and every sales representative knew exactly which they were.
The lack of this regulation resulted in the fact that they had to remember about it, which opened a way for
mistakes or communicating incomplete information. Today, I am at the next stage ever since the computer
system – based on averaged data – provided even more information in aiding the sales development: the
suggested sales price and optimum business terms and conditions. At the same time it accounts for the
specificity of particular markets. I thus eliminated the problem of determining these parameters intuitively.
The practice shows that in the vast majority of cases the “averaged” ones are sufficient to commence
cooperation. If you think that this is the end of improving the material, you are wrong. Today, we not only
use the market from which the customer comes from, but we also take into consideration its type, e.g.
manufacturer, end user, service, trading company. Depending on which one we deal with, different
turnover, different margins and financial risks are generated. I do not think I need to convince you about
the preciousness of such information. Due to such analyses, it was possible to build a template would aid
in the search for the potentially best customers. It looks as follows: the offered product + the market from
which the customer needs to be selected (the industry) + the type of the customer that will be interested
in cooperation. Possessing such a tool, you will be able to select exactly the potentially best ones, and
you will be able to do this on the production scale. You will focus your efforts exclusively on them, which
forecasts into a rapid increase in effectiveness. Each of us used to waste time and effort on providing
services to customers that did not ensure proper performance. Do not rely on the assumption that sales
representatives ought to have this knowledge or you will be disappointed. Think of how you could facilitate
their work and you will eliminate hundreds or thousands of mistakes which cost your company a fortune
every year.
Here the story about a list of the potentially best customers ends. I am sure that there will be time
for further improvements in the future. I am currently satisfied with what I have and I am proud to admit
that I have never seen a better solution.
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I hope that this chapter has inspired you and that you have ready ideas to implement.
To conclude, I want to add that it is worth preparing a reverse task – “a list of the potentially worst
customers”. I am going to write about this in the subsequent chapters (see chapter 55). Experience shows
that staying away from them also provides many benefits.

Remember!

Knowing who the prospective customer is the first step to success. Familiarity with all products to be
offered is invaluable. All products in which the customer is interested in will be discussed at every meeting.
This is how you will eliminate most mistakes that lead to achieving poor sales performance.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

does your company have a base of prospective customers at its disposal?
can sales representatives select “appropriate” customers for a business meeting?
can they offer “all” products from the offer in which the customer is interested?

PROBLEM: if affirmative answers were not given:

- a lot of time will be wasted for visiting customers having low purchase needs
- sales performance will be jeopardized
- the company will be unprepared for prompt and fruitful training of new employees
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19. COLLECTION OF INFORMATION ABOUT DANGEROUS COMPETITORS
You have learned from the previous chapters how to devise a training program explaining “who”
prospective customers are and “where” to find them, as well as what they could be offered. Before you or
your sales representatives decide to leave the office, make sure that you are ready to face
the unavoidable… namely, competitors. It is them who I am going to focus on now. All this in order to
know “who they are” and how to “fight” them.
The selected prospective customers are probably already served by someone. You will then be
forced to affect them so that they decide to give up their cooperation with the present supplier and begin
one with you. Do you have any idea how to do it? Are your sales representatives prepared for that? Having
an appropriate resource of information they will successfully rise to the challenge. When I examine its
scope, I usually notice that its level varies. Like in the previous cases, this time standardization of this
area is expedient, too. If you still do not have a set of guidelines at your disposal, I encourage you to
prepare it. This publication will ensure a similar level of knowledge among all employees and in the case
new ones are engaged, nothing significant on a given topic will be omitted or distorted. Most importantly
however is that everybody will be able to refer to the collection when needed, which facilitates increasing
effectiveness.
I gather a lot of valuable information on all competing companies listed by their names, such as:
the scope of the offer, locations, position on the market, potential turnover, etc. A good study should also
present weaknesses and strengths that will allow assuming an effective strategy. Sales representatives
equipped with this knowledge will win contracts more easily. I never make the assumption that sales
representatives have the relevant information and I do not agree that they gain it for months, making a lot
of mistakes on the way… which in turn wastes the company’s money.
In my opinion, having a set of knowledge about competitors is necessary and I do not think
I need to strongly encourage you to devise it. Investigate this problem in your company. Does every sales
representative know “who” competitors are and “how” to fight them? Improve the state of affairs if things
are not well!
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Remember!

An appropriate resource of knowledge about competitors permits fighting them more effectively. Collecting
and transferring knowledge should be an indispensable part of every business training. Every sales
representative needs to know the strengths and weaknesses of competitors, thanks to which he or she
will know how to fight them.

CHECKLIST: see if you can give affirmative answers to the questions below

□
□
□

is there a set of knowledge about competitors in your company?
do sales forces know their weaknesses and strengths?
do they know how to fight it?

PROBLEM: if affirmative answers were not given:

- the preparation for fighting competitors will not be appropriate
- sales representatives will not know how to fight it
- selecting prospective customers in an inappropriate manner will not help acquire orders
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20. STRATEGY AND POLICY OF A TRADING COMPANY
I devoted a few previous chapters to building knowledge foundations for employees of a trading
company. Owing to that a solid ground for trainings should be prepared and the collected material will
allow running them at an high level invariably. It will be possible to measure the level represented by an
examined sales representative.
It is time to proceed to the next issue in this part of the publication. This time I will focus on
the assumptions of a business strategy and policy, without which no trading company can exist. This area
should be a result of ponderings of management staff and management boards, and most attention ought
to be paid to the following issues:
- benefit policy
- creating purchasing benefits
- reaching customers
- business tools
- visible company policy
- building a good brand
- planning policy
- investigating into the causes of rejected cooperation
It is these issues that I am going to discuss in the successive chapters and I am going to
encourage you to confront them with the reality of your company. After reading them, you will be able to
determine where you are and what needs to be improved. Like in the previous cases, also this time you
will be capable of implementing the majority of the presented solutions and the remaining part will be
a source of inspiration.
Read the below chapters carefully and think of a business strategy and policy for your company.
Develop solid foundations of success for the future.
Have an interesting reading!
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21. BENEFIT POLICY
You have certainly managed to define so far who prospective customers are, what they can be
offered and with whom you will have to compete for them. Now you can proceed to prove the benefits
arising from the cooperation with your company. Before that you need to be the first person to know why
it is worth it. You will probably find this ridiculous but the vast majority of sales representatives are unable
to answer this question. Remember, the most important principle in trade is namely: “customers buy where
they see benefits”! They are the magnet for attracting customers. If there are none, you need take all
possible actions to investigate what can be offered to make the offer more “beneficial”. I believe that the
victory over competitors is based on two types of benefits:
- technological, that is the advantage of the offered product for which the manufacturer is responsible
- commercial, that is the advantage of what your company can offer
I remind you that in the ideal world the mentioned benefits should be expressed in money;
otherwise they will not sound so attractive. If a product works for a few years longer, calculate how much
savings this will bring. Before I go on to further analysis, I am going to illustrate this with a few simple
examples:
product
technological benefit (of the product)
battery
works 6x longer that the competitive one
juice
sugar free
consulting services improving sales performance

commercial benefit (of the supplier)
buy two, you will get the third free
you can win a trip to Spain
you will buy after you earn thanks to
them

While trading companies normally have no impact on technological benefits, they exert enormous
influence on commercial benefits. It is this area that is most often neglected and consumes the lion’s
share of my efforts. I rarely outline new strategies - more often I deal with grassroots work. Everybody
who becomes familiar with the specificity of my work is very surprised with this fact. It is believed that
sales strategists do something else rather than seek commercial benefits or create them from scratch.
The truth is that trading companies offer them but are unaware of that. In the remaining cases, the ones
where I do not see any benefits myself, I develop and implement them. The latter case is much more
difficult and I am going to dedicate the next chapter in detail to it.
Take matters in your own hands and check the situation of your company. A good starting point
will be the analysis of the benefits offered by competitors. Get to know its strengths and weaknesses.
Another chance is customer satisfaction surveys. Thanks to them you will get some inspiring insights. It
is worth examining what satisfies and what dissatisfies customers in cooperation with the present supplier.
Having a proper list at your disposal, you will be able to offer something that is truly interesting to
customers, something that will turn the scale in your favor. Below is a real list that I devised for a company
supplying factories with spare parts. They are all arranged in the correct order. The list begins with those
services which are always offered and ends those services which are only offered if necessary:
1.
2.
3.
4.
5.
6.

training included in the price
transport at the expense of the supplier
free installation at the customer’s office
free utilization of the worn out components
free technical audit during operation (checking if the product works properly)
free servicing service 24/7 at the customer’s office
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7. substitute device/product for replacement in the case of failure
8. possibility to prepare a warehouse for customized spare parts (delivery within 24h from placing
an order)
9. design included in the price
10. extending the payment deadline
11. reducing the sales price
As you can see, the benefits package is very broad. I “introduced” some of the presented ones
after conducting an analysis of competitors, customer needs and satisfaction. An example of such actions
is introducing a substitute device for the customers who had to have their own repaired. We offer such
unique support to key purchasers even after the warranty term expires. Competitors pale by comparison
to us in this respect so we do not have very serious problems with them. I do not do that to improve
the image of my company in your eyes but I have a pleasure to work for one whose products are
considered ones of the best in the world. Complaints are extremely rare so it was enough to buy only
several such devices and distribute them in selected spots of the sales network to make competitors’ lives
significantly more difficult. This means a greater safety of pursuing their commercial activities for
customers if the device is subject to failure. One of the standard questions asked by my sales
representatives is: “if the time needed for sending the product in both directions and repairing it lasts
a month, will you suspend production for that time?” Competitors do not offer such support so you need
to take into account a one-month outage when you decide to cooperate with them. If you cooperate with
my company, it will last only one day because this is the time we need to deliver a substitute device.
As you can see, other benefits than price reduction can be proposed to and appreciated by
customers. If you do not have any such benefits at your disposal at the moment, appoint a team to develop
them. Allocate funds for this purpose if necessary. I know from experience that it is a good investment!
As you can see, it is not strategy building but seeking or developing and implementing benefits that is one
of the tasks with which I am most frequently entrusted. I hope that I have inspired you but also that I have
justified why regulating the benefit policy is so important for every trading company.
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Remember!

The sales success is based on the “benefits” language since customers buy where they notice them.
Defeating competitors is based on offering both of them: technological, that is the advantage of the offered
product, and commercial, that is what the supplier offers. Think what you are capable of offering today.
Conduct an analysis of competitors, customer needs and satisfaction. Improve those which were not
appreciated and try to develop and implement new ones.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

is a benefit policy pursued in your company?
do sales forces know the benefits speaking for purchasing in their company?
do they have a material enumerating each of them at their disposal?

PROBLEM: if affirmative answers were not given:

- sales representatives will not know how to persuade the customer to buy
- the fight for the customer will come down to price reduction, which in turn leads to a decrease in profit
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22. CREATING PURCHASE BENEFITS
I devoted the previous chapter to the significance of benefits as a decisive factor of sales. You
know that these concentrate on the product and the service. As I promised, I am going to dedicate this
chapter to answering the question regarding how to create them from scratch. Obviously, it will be
a simplification but I am sure that it will help understand this process.
Undoubtedly, the greatest difficulty in acquiring customers is the fact that competitors have the
same goal. In order to oppose it effectively and win battles, you need to distinguish somehow. If the offer
and service are too similar, the decisive factor will be a lower price, that is a lower profit. I assume that
this is what you would prefer to avoid.
My further discussions are going to be based on comparing imaginary companies: Office 1,
Combo and Luxo. Let us assume that we work for the first.
Firstly, you need to analyze the scope of the offer in comparison to the competitors. A good
supplementation will be to attribute advantages to them. See how you look against them. Let us check
how their offers differ.
photocopiers

computers projectors

furniture

food products

Office 1

X

X

X

X

-

Combo

X

-

-

X

X

Luxo

X

X

X

-

-

The initial analysis has shown that Office 1 offers the greatest number of the listed products. This
is its strength. Combo’s advantage is the possibility to purchase food products, which are needed in
offices, too. Looking at the range of the offers, Luxo constitutes a smaller threat.
Keep in mind the necessity of analyzing technical parameters of the offered products as they are
the basis for technological benefits. Do not forget that not only how many of them you offer but also how
the customer will benefit from buying them is significant. If you look worse with this respect, you should
think of making changes to the offer. I wrote in the previous chapter that trading companies usually have
no impact on technological benefits since they are provided by the manufacturer. In such a case you do
not have much room for maneuver. If you lose sales for this reason, you need to change the supplier for
one that is more attractive in this respect. If the decrease results from an incomplete scope, fill the gaps
promptly. This is the only way you can solve the problem of technological benefits.
Let us proceed to analyzing the benefits on which you have an impact, that is the commercial
ones. We are going to carry it out by looking closely at the range of the services offered by the example
companies to their customers:

Office 1

free
payment by
loyalty
transpor
transfer
program
t
X
X
-

electronic
equipment
servicing
X

assigned
customer service
consultant
-

Combo

X

-

-

X

-

Luxo

X

X

X

-

X
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Unlike the scope of the offer, the range of services in Office 1 is not the broadest on the market.
Luxo performs better with this respect. Having this knowledge, you can think how to fight them: fill the
gaps or introduce completely new ones?
First of all, you need to consider complementing the services that are offered by the competitors
and not by your company. It is worth pondering which of them might deserve customer satisfaction.
Probably many analyses will be conducted on this occasion to answer this question if this has an economic
purpose. Next, you should think of introducing some benefits not offered by any of the competitors.
I know that this is an extremely difficult task and not always possible to perform but this is the area
requiring the most attention. The list provided in the previous chapter is a result of such work, and its
result was presenting as many as eleven ready-made proposals. I know from experience that the majority
of the ones mentioned are available in trading companies. The problem is that they are not properly
articulated. The fact that they are in the heads of sales representatives, and usually of their superiors,
does not mean that they are in the heads of customers. You need to make sure that such important
information reaches the interested parties. It ought to be indicated in catalogs, on the website and in the
business offer. The latter will probably be the most often used information channel on the supplier –
recipient line. This issue is so important that I am going to dedicate an entire chapter to it in this part of
the book..
When considering business benefits, you need to define the areas where they should be sought.
It is difficult to provide a template that would be identical for every industry, specificity of every country or
cultural realities, but they will most often be the following:
offer:
technical parameters:
commercial:
geographic:
teaching:
experience:
technical support:
image:

broad scope, appropriate availability
they satisfy the customer requirements and expectations
convenient payment form and deadline, appropriate discounts
good location of the outlet (no traffic jams, a parking lot), business network
high knowledge, running trainings, technical support for customers
familiarity with applications, potential problems and their solutions
broad scope of services related to the product, efficient complaint handling
process
special offers, contests, loyalty programs, sponsoring, charities

The list of benefits can be appropriately expanded but this should be enough for the beginning.
Thanks to it you will be able to introduce additional ones. Do not forget to articulate them clearly! It is
customer preferences that will decide which of them will be accepted and which will not, so it is worth
getting to know them. Do not offer ones that will not impress them.
By regulating this area in your company, you contribute to increasing customer acquisition
effectiveness and your sales will increase. I think that you would have a huge competitive advantage from
the very beginning since the greatest problem is a complete lack of knowledge or superficial knowledge
of that.
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Remember!

The greatest difficulty in acquiring customers is the fact that competitors have the same goal. In order to
win you need to distinguish yourself from them. If the offer and service are similar, the decisive factor will
be only a lower price. Conduct an analysis of competitors and customer needs, which will be easier for
you to devise an interesting benefit package. To start, concentrate on the eight benefits presented in this
chapter. Remember that they have to be articulated aloud! Customers need to be aware of them.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

are you aware of what technical and commercial benefits there are?
do you know in what areas they need to be sought?
has a manner and form of their articulation been developed?

PROBLEM: if affirmative answers were not given:
- you will not be able to protect the company’s profit

- you will not know which benefits to use to persuade the customer to buy
- customers will not know the benefits and the sales performance will be seriously jeopardized
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23. HOW TO REACH CUSTOMERS
We are still concentrating on the issues of business strategy and policy. A significant component
of this problem is defining how sales forces are to reach customers. This area is usually not subject to
analysis so no conclusions are drawn, as a result of which is not possible to eliminate mistakes. I often
come across various shortcomings while carrying out audits. The most frequent ones concern pursuing
commercial activities (meetings, samples, special offers, etc.) addressed to customers with scarce or no
purchasing potential. In such cases it is enough to contact via telephone, send a catalog or refer to the
website, which takes on persuading into cooperation. Incidentally, the latter is another imperfection of
trading companies but I am going to write more about that in the next chapter. This is going to provide an
answer to the question as to how to reach individual customers.
One of the more important criteria is the purchasing potential. Should commercial activities (e.g.
meetings) addressed to customers with the annual potential of $100K and $1K be the same? The cost is
the same: remuneration for the sales representative, a car, gas, insurance, a telephone, etc. I found a
similar observation in the publication by Brian Tracy and Mark Thompson 15, which I invoked many time
here. Many people pay attention to this parameter because it is significant indeed. Do your best to ensure
the same in your company. It is obvious even now that the cost of acquisition should be different
depending e.g. on the purchasing potential. Where it is high, direct contacts are justified; in other cases,
however, it can turn out that pursuing marketing in the press, television or the Internet will be reasonable.
The cost of the latter per prospective customer will probably be incomparably lower. As part of the study,
let us divide customers according to a simple scheme: small, medium, large and very large. Certainly,
each of the mentioned ones needs to be described by specific values. Before customers begin to leave
their money in the company’s cashbox, they need to be reached. If we are talking about diverse profits,
we need to allocate diverse amounts for gaining them. It is advisable to determine a fixed parameter, e.g.
not more than 1%. Depending on the potential, the cost will be different.
A business meeting is one of the most popular ways of reaching customers in the B2B industry.
In my case, about 30% of profit is generated by the small ones, which spend around $400 a year.
The sales representative cost amounts to $40 per hour and this is the average length of a single meeting.
In such a case the acquisition cost constitutes 10% of the turnover. Such a situation kills the margin.
Therefore, it is unprofitable to reach so small recipients directly. You need to do it in a completely different
manner, e.g. through the marketing department. In the case of those with very large potential, the situation
is different. It might be justified to assign a consultant to one customer there. As you can see, taking into
account the potential turnover, an acquisition method can be ascribed to a particular customer group, for
instance:
customer type
average
small
large
very large

purchasing potential
about $11,000
up to $300
about $80,000
over $500,000

acquisition method
business meeting
media advertising
business meeting
dedicated personal consultant

As you can see, when regulating this area in such a simple manner, you can significantly
contribute to increased effectiveness. As a result of this layout, it is possible to define tasks of sales
representatives precisely, which could be reflected in the scope of their duties. On this basis, you can
even attempt to regulate the business strategy, which is illustrated by the example below:
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who:
sales representative
marketing department
dedicated consultant
only

customer type:
medium
small
very large

acquisition method
business meetings
advertising, special offers, etc.
business meetings with this customer

What encouraged me to regulate this area, that is customers acquisition, was the willingness to
increase effectiveness with the simultaneous cost reduction. Before I decided to do that, sales
representatives had chosen business goals and methods to achieve them on their own. Their performance
had not been impressive. However, they should not be blamed for making mistakes. They usually do not
know how much their work costs the company per hour. They might not know how much profit is
consumed by the customer acquisition cost. However, management staff is aware of that and therefore it
should be required to introduce relevant regulations. They are not a mere set of principles but rather
a good aid facilitating work.
The issue related to the method of reaching customers is much broader but like in the previous
cases, I just wanted to draw your attention to this area. I expect that when investing an appropriate amount
of time you will have your own observations which will lead you to the right decisions.

Remember!

Reaching a customer involves a specific cost so you need to ensure that they pay for themselves with
interest. Make sure that sales representatives do not commence the sales process with someone who
has a negligible or no purchasing potential. Firstly, you need to identify the target groups of prospective
customers. Next, consider if regulating “how to reach prospective customers” is possible and reasonable,
who to visit, whom to send materials to and who to acquire by media advertising. This is how you can
considerably contribute to increased effectiveness.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

has your company defined prospective customer groups and their acquisition methods?
can sales representatives effectively adjust the acquisition method to the customer type?
do you know how well these tasks are performed in your company today?

PROBLEM: if affirmative answers were not given:

- a lot of money will be wasted on visiting customers having low purchasing needs
- the company’s profit will be reduced
- the company will not be prepared for training new employees quickly and effectively
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24. BUSINESS TOOLS
A few chapters dedicated to discussing the language of benefits are behind us. Owing to this
language, sales forces will be able to justify why it is worth buying from them. Methods of reaching
customers were identified and this will improve the effectiveness of acquiring them. The process will be
complete when proper business tools for performing this task are used. I am going to dedicate the present
chapter to them.
First of all, I would like to specify my understanding of this notion. Every sales representative has
many tools at his or her disposal, e.g.: a telephone, computer, car, but only some of them are specifically
intended for acquiring customers (catalogs, a business offer template, the website, gadgets); it is them
that I call business tools. During audits, which check to see if companies are prepared to acquire
customers effectively, I check if they have such tools and what their levels are. I always ask what the
enumerated tools are tasked with. Remember that if you do not present benefits, you imply that the only
selection criterion is a lower price. It is risky because there will always be someone cheaper than you.
The customer will choose such a product and will be convinced that he or she has made a good deal.
How much do you want to fail to mention that yours works more quietly, more efficiently and is less prone
to failure? I believe that having read the chapter titled “Benefit Policy” you know exactly what I mean.
I present the most popular tools and a short comment about them below.
1. Business offer template
It is the most important tool since it specifies the object of the offer and the terms and conditions on
which a transaction can be made: the price, method of payment, lead time, cost of transport, offer
validity date, etc. The message nearly always ends without any explanation as to why it is worth
buying at all. You know from the previous chapters that benefits are divided into technological and
commercial ones. It is worth including them in the offer. The latter are particularly significant! A good
offer answers not only the questions: “what?” and “on what terms and conditions?”, but also “why is
it worth buying?”. It might be reasonable and, above all, possible to calculate how much not taking
advantage of the offer will cost.
2. Website
It is another tool without which it would be difficult to function these days. Contrary to the offer that
will occur after establishing contact, a website is helpful before this happens. It most often initiates
the customer interest in our companies. Like in the previous case, you should not limit yourself to the
adopted frameworks here but rather focus your attention on explaining why it is worth commencing
cooperation. Good websites invite visitors to a virtual tour during which you can present the benefits
arising from commencing cooperation. Does your website meet such a criterion?
3. Product catalog, brochures and other publications
Similar to the previous two tools (an offer template and a website), other marketing tools are too
often restricted to explaining “what” can be bought but hardly ever say “why” it is worth buying. It is
good to make the customer use them willingly and frequently. It might be expedient for them to
become teaching materials and include practical tips. Thanks to that they would be referred to not
only when looking for a product. You must be able to include here the information related to them.
Nowadays, it is a common practice: when buying a paint, you receive a manual how to paint correctly,
and when purchasing a microwave oven – how to cook example dishes. Why not do the same in
your case?
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4. Advertising
When examining the entire market and not only single companies, it becomes evident that media
advertising still remains an invaluable tool as customers can learn more about a company, the scope
of its offer and reasons why it is worth commencing cooperation with it. It is good to plan a budget
for such activities, even if very limited. I once saw a great advertising campaign of washing powders
which additionally purified water. Two washing machines were exposed on a stand: one was
damaged – the washing powder was not used in its case, and the other was in working order – thanks
to the use of the washing powder. Above both of them, a banner was put with the following words:
“the choice is yours” and the average cost of repair is $500. If you do not have sufficient funds for
advertising in television, radio or press, think of the Internet. It is worth considering the preparation
of such a mini exhibition in places attended by customers, one that would be compliant with the
benefit policy. I encourage you to use the services offered by companies specializing in advertising
and which most probably has greater experience than yours.
5. Fairs and exhibitions
These events are a perfect opportunity to advertise yourself, which is closely related to the previous
point. Preparing an exhibition explaining “why” it is worth beginning cooperation will bring many
benefits. Following the example of the producer of the washing powder, you can prepare something
that will meaningfully answer this question.
6. Special offers and contests
Nowadays these are indispensable trade components that allow attracting new customers. Many
companies decide on such support activities so why would it be different in your case? If it has not
been practiced so far, think of how you could improve it.
7. Training and seminars
It is another idea for support activities that are needed for both acquiring and retaining customers.
Thanks to these tools you will be capable of supplementing your customers’ knowledge, awareness
which results in winning their loyalty and demonstrating another reason for beginning or continuing
cooperation.
8. Loyalty programs
It is an example of another way to retain customers and I am sure that you are a member of at least
one program rewarding your loyalty. It does not always have to involve huge expenditures and an
enormous information campaign. When conducting audits, I usually learn that trading companies
reward such customers somehow. The problem is that they do not call a spade a spade and do not
talk about it out loud. Normally, in such instances, sales representatives are not able to give a precise
answer to the question why it is worth being loyal to their company. Devote some time to this matter
and regulate this area. Next, examine customer satisfaction and modify the program such that it is
interesting to them.
9. Gadgets, small gifts
I extremely rarely see companies where such activities are not pursued and it is probably the same
in yours. Small gifts given to the customer are a manifestation of care and fondness… on condition
that they are presented skillfully. Sales representatives do not always know how to do it. This is
where I encounter mistakes in this area. Think if it is not worth showing examples that could protect
against making a mistake.

71

10. Extras to the completed orders
In the company for which I am currently working for, we care about the acquired customers. Relevant
certificates, user manuals or tips aimed at prolonging the trouble-free service life are added to every
sold product. Regular customers have gotten used to such standards and for the new ones it is a
very nice surprise. Think what you can do in your case, and I guarantee that they will like it.
The quality of business tools positively affects not only the image but also, and foremost,
the achieved performance. It is worth regulating this area and doing your best to make it satisfying. If you
provide sales representatives with the appropriate tools, you will help them improve effectiveness, which
will be an invaluable aid.

Remember!

Business tools are an inestimable aid in the customer acquisition process and contribute to increasing
effectiveness. You need to prepare an appropriate set of business tools and think of task which are
supposed to be performed above standard. It is a fundamental rule to pursue a benefit policy, each of
which explains “why” it is worth commencing cooperation with your company. You could consider if it is
not worth showing how much it will cost the customer if he or she does not take advantage of this offer. If
the mentioned tools do not demonstrate the benefits resulting from the purchase, you will imply that the
only selection criterion is a lower price. A high quality of business tools will not only contribute to reinforcing
the company’s image but also increase sales performance.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

are customer acquisition tools defined in your company?
do sales forces know them and apply them on a day-to-day basis?
do the tools emphasize the benefits arising from commencing cooperation and placing orders?

PROBLEM: if affirmative answers were not given:

- sales representatives will have a more difficult task when acquiring customers
- the fight for customers will come down to price reduction, which results in a decrease in profit
- the effectiveness of commercial activities will be low, which will cause a problem with executing sales
plans
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25. VISIBLE COMPANY POLICY
Being visible on the market involves the necessity to define appropriate procedures and tools.
This is why this chapter is going to be closely related with the previous one. I am going to pay particular
attention to exhibiting yourself effectively against hundreds of other similar companies. Being visible also
means achieving success easier. The area to be managed is vast and many books could be written about
it. It is impossible for me to exhaust this subject in one chapter. Yet I think I can draw your attention to
several most significant issues, the regulation of which will make your company more visible.
Each time I help companies which ask me to solve their visibility problem, I ask if they know how
many customers had purchasing needs but did not take their company into account because they did not
know it existed. It is impossible to answer this question but it always gives them the creeps. The aim is to
make the largest possible number of customers know about your existence. The more there are, the more
they will take you into consideration, and this in turn means greater sales. Let us think then what facilitates
a company’s visibility.
1. Location
Seemingly, this is not a form of advertising but it is the opposite. A good location for a company,
along major communication routes, will give many people the opportunity to learn about it or have
everyday contact with it. It seems necessary to open an outlet in the area where a large number of
prospective customers are present. If possible, check if competitors are absent from there. Defining
the notion of a good location is important for everybody but for sales networks it is the proverbial “to
be or not to be”. Therefore, it is common to regulate this issue and determine the essential criteria.
I specified the ones I come across most frequently below. I believe that these will be of great help.
Read them carefully and think of how they should be executed in for your company:
- location along the major communication routes
- appropriate proximity to clusters of prospective customers
- visible place
- accessibility
- parking the car easily
When devising an official paradigm, you will be able to assess the considered suggestions
quickly, and write a proper announcement or request for offer. At the very least, the person
responsible for performing this task will not make a mistake.
A funny story related to the problem of good location happened to me a few years ago. During
a business trip I was looking for companies producing hydraulic hose assemblies, which make
excavators move. It is the so-called dirty product, especially when damaged. Oil residues spill from
it leaving stains that are difficult to remove and might cause slipping. I once found the address of the
company I wanted to visit. I entered the address into GPS and headed out. I arrived on a ten-story
office building made of glass and steel and I thought it unbelievable that such a company had their
seat there. I was sure that my GPS had misled me. I left and started to look for their advertisement.
I did not find it so I reentered the address and headed out once more. I found myself in front of the
same office building again. I found the closest vacant parking space… which was really very far from
the entrance. When I stood in front of the main entrance, I found no information board or logo there.
I went on foot around the building, thinking that the company logo was somewhere in the back.
I walked around the building again and found myself in front of the main entrance again. I went inside
and saw something astonishing. There was the name of the company. I looked at the information
board but it was largely illegibly. I was even more astonished when I noticed that the headquarters
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were located on the 5th floor. During my thirteen years of experience in the industry it had never been
located in an office building and on an upper floor! Accompanied by ladies dressed in smart twopiece costumes and men in fashionable suits, I reached my destination by elevator. The conversation
with the owner ended with a request for an offer with very low prices. He said that due to the fact that
he had several “cheap” competitors in the area nobody came to him. The truth is I was the only new
face there for years, and only because I was determined. Customers are not that determined! There
were too many obstacles: wrong location, no advertisement, no parking spaces or access by
elevator, which might be embarrassing for a blue-collar worker. A good location criteria had definitely
not been developed in that company.
2. Website
Having a website and optimizing it is nothing novel these days. Like in the case of main
communication routes, displaying information on the first page has the same benefits here. The high
visibility procedure precisely defines the position on which the information about the company should
be displayed. A proper budget ought to be created for this purpose. It is not that much money after
all. Consider whether this could not be beneficial for your company. Advertising and the Internet are
related to other tools as well: discussion groups, industry or social portals. Social media could prove
to be an inexpensive form of advertising.
3. Signage of company cars
One of the final significant factors of passive advertising is signage of company cars, which are
nothing more than a mobile advertising surface. Due to the limited space, they should include
the essential information. The benefit policy ought to be expressed also in this case: what can be
bought and why is it worth buying? It is necessary to showcase contact data but try to limit yourself
to the Internet address. It is better when it is short and easy to remember. The remaining data, such
as the address and telephone numbers are difficult to note when driving a car. Remember that this
form of advertisement has a great impact force and it is worth investing in it. No one pays attention
to ordinary advertisements placed on ordinary cars. An advertisement is supposed to be eyecatching. There are industries, however, where advertisements on cars are not useful. I mean
suppliers of intermediate products, highly specialized products addressed to a small customer groups
or investment assets.
4. Advertising policy
I have arrived at the major tool that is supposed to ensure visibility of your company. Active
advertising is the best method. Naturally, you need to think where it should be broadcast to reach
the right customers. You need to think about its form. Advertising is another very broad subject and
it can be costly. Think of the form of advertising and adjust it to the budget. My aim is to make you
realize that it is necessary in every form. You do not have to spend a lot since good ideas do not cost
much sometimes.
We are more willing to go to a store when it is well positioned, where it is easy to park, and which
we have come across on the Internet or in the press. Customers will not feel like going where it is difficult
to find a parking space or where traffic jams are enormous. It will make matters even worse if the way is
too difficult to get to. The worst situation is certainly one where customers do not know about your
company and do not even take it into consideration when making the decision to buy. Do your best not to
let it happen!
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Remember!

Customers take into account offers of the companies of the existence of which they are aware; the rest
lag behind before the race begins. Being visible on the market involves the necessity to define appropriate
procedures and tools that will help avoid many costly mistakes. Being visible means also succeeding
more easily.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

has a visible company policy been defined in your company?
is any form of advertising pursued?

PROBLEM: if affirmative answers were not given:
- customers will be unaware of your existence

- the cost of achieving sales by means of business meetings will be very high, while the profit will be
very low
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26. BUILDING A GOOD BRAND
Building a good brand is, in other words, any activities aimed at making it recognizable and,
preferably, “cult”. In the case of the latter notion, the process is difficult, arduous and costly, but it brings
fantastic effects. Regardless of the industry in which you operate, you should plan long-term activities
aiding the achievement of such a result. This is how you build solid foundations for the future.
The companies which have done that do not disappear from the market so soon, and their sales
performance is stable even during hard times. Awareness of this issue and some effort will be enough to
bring the desired effects. Let us face facts: not many have it! This alone proves huge competitive
advantage.
What does the concept of a “cult brand” mean then? When do we have to do with it? What can it
physically bring? Most importantly, this is a set of unique questions for a product or a company to answer
which convince customers connect with the product permanently. Thanks to them, customers are
extraordinarily loyal since they become the brand “followers”. This is where they start to promote it among
their friends, encouraging them to the purchase by stressing its advantages. Think how good such
advertising is. Word of mouth is its most effective form, and what is more, it is absolutely free. Moreover,
cult brand followers can forget “slip-ups” and even fight with popularly expressed negative opinions about
it. A great example here is the negative opinion campaign aimed at products with the Apple logo or
Facebook. Despite such activities, these companies are very healthy and their customers have not been
discouraged even in the slightest. I realize that it is not possible to create such familiar relations with
customers in every industry but achieving that even to a much smaller degree will bear fruit and it is
possible!
If I were to make a brief list of greatest benefits of building a good brand, I would enumerate
the following first:
1.
2.
3.
4.
5.

very good sales performance
loyal customers who will secure its future performance
free and best form of advertisement
readiness to forgive “slip-ups” and “correcting” negative opinions
a large group of followers ensuring that people talk positively about the brand

I must add that all the above mentioned benefits are long-term. This is a completely opposite
phenomenon to fashion, which comes and goes after a very short time. I believe that we all want positive
effects to last as long as possible. Now that we have learned the definition and benefits of building a good
brand, let us think of what they might concern. I have used the keyword “benefits” several times in this
chapter. I discussed this issue in more detail in the previous chapters and you know now that it is related
to the product and its supplier. It is the same this time. Building an image through a product involves
articulating its advantage. Hence, we can build the product brand (e.g. iPod) or a sales network brand
(e.g. Wall-Mart), or both (e.g. iStore). If we already know what building an image of a good brand means
and what effects is brings, let’s look at think how to change an ordinary brand into a good one. In my
opinion, the following factors belong to the most significant ones:
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1.
2.
3.
4.

unique features absent from competitive counterparts
attractive identity affecting the user identity increase
amenities and style of maintaining sales and post-sales service
capability of gathering customers around the company and enabling them to communicate with one
another
5. continuous innovation which ensures that the product is always up-to-date
An ideal product has some features that the competition does not. If the competitor can offer none
or only some of the enumerated ones, you are onto a good thing! I would like to quote Briana Tracy 16
again, who said in: “Make the customer’s awe become the sense of your professional existence”. I think
that this quotation clearly expresses the point. Let us take an insight look into the unique features that
your product should have:
1. Unique features
Above all, the technological advantage of the product. All features due to which the slogan “high
quality” can be used; it can be composed of the following: reducing the costs of use, easy and
pleasant use, health and environmental protection, efficient and safe operation that is comfortable
for the user, etc.
2. Attractive identity
It cannot be overestimated in the B2B industry, that is business to business. The examples include:
a product satisfying the specified standards, produced with respect to practices, environmental
protection, supporting entities and individuals in need, etc.
3. Amenities and style of sales of post-sales service
They are important for both individual customers and business entities. It is important to do
everything that makes the product purchase and use easy and pleasant.
4. Gathering customers around the company
The opportunity to exchange experience and knowledge among customers is extremely important
nowadays and is becoming more and more popular. While in the case of individual customers it is
almost obligatory, it is still rarely observable in the case of business entities. One of its forms is open
letters of recommendation, which enable a direct contact with those who signed them. What aids it
is all forums, community programs or industry portals.
5. Continuous innovation
As a result, the product will always be young and up-to-date. Sometimes not much needs to be done
to achieve such an effect. The best factual examples I can recall are producers of creams, shampoos,
shavers or washing powders. Looking at their advertisements, browsing their websites or brochures,
we will continuously find information about certain improvements:
- one extra blade in shavers to shave more precisely,
- new chemical formula of the washing powder to remove scale in washing machines,
- using newly discovered herbs in cream so that skin stays moistened for a longer time.
I think that you can take similar actions in your case. If you do not have an impact on the product
parameters, focus on the innovation of the service you deliver to customers and publicize it properly.
16

Brian Tracy & Mark Thompson, “Now, Build A Great Business”, November 2010, Amacom
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The opposite of the brand building process is causing the customer to be convinced that
the product or the company are not innovative, focused only on itself and not on purchasers, its purchase
and use results in many difficulties and problems, it has no identity or evokes negative associations and,
above all, the product is identical to loads of others.
Like in the case of the benefit policy, when building a good image of the brand it is important to
continuously emphasize them instead of limiting oneself to the message: I exist and I can offer. When
observing average business meetings, I come to the conclusion that most sales representatives think that
the fact of coming to the customer and communicating such a message alone is sufficient. Remember
that customers buy where they see benefits! If they have no idea about them, they will focus on the price
when making their choice. This type of activity certainly does not lead to building a good image of the
product brand or a brand of a trading company. As you can see, brand building is a separate and very
important field directly related to the sales strategy. It is impossible to exhaust this topic so I encourage
you to read relevant books. Personally, I particularly recommend a great book called “The Power of Cult
Branding” by Matthew W. Ragas & Bolivar J. Bueno17.
If you manage to prepare assumptions of building the brand image and implement it, you will tie
many customers to yourself, ones who will be capable of forgiving your mistakes (if they are not too often)
and will bring new customers, which I sincerely wish you! I have written about the benefits and features
of a good brand in short. I think that having read this chapter, you will be able to take a more insightful
look into your company from this angle. Think of the “unique” features it has. Ask customers about it. If
they remain silent, begin your activities immediately!

Remember!

Building a good brand image is activities aimed at concentrating or generating unique features not offered
by competitors. If the task is performed well, it leads to tying customers permanently, ensuring yourself
the best and free word of mouth advertising. The mentioned benefits are long-term. Building image
through the product involves articulating its technological advantage, whereas building through service –
with the organization advantage of a trading company.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

have the assumptions of building a good brand image been defined in your company?
is the image policy pursued on a daily basis?
are employees familiar with this issue?

PROBLEM: if affirmative answers were not given:

- achieving good sales performance will require a lot of work and effort
- customer loyalty and capability to forgive mistakes will be low
- the safety of achieving good sales performance will be jeopardized in the future

17

Matthew W. Ragas and Bolivar J. Bueno “The power of Cult Branding: How 9 Magnetic Brands Turned
Customers Into Loyal Followers (and Yours Can, Too)” 2002, Random House Inc.
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27. PLANNING POLICY
What is obvious for large enterprises and understandable for medium ones, is not always such
for small ones. Regardless of the size of the enterprise, planning should be the crucial task in every
company. The following ought to be planned: goals to be achieved, costs and time devoted for their pursuit
and all tasks to be completed on the way. A golden mean needs to be sought in planning - between its
lack (small companies) and exceedingly high (large corporations). You may not believe that, but
a separate, and quite a big, group are those who devote the lion’s share of their time to planning and
monitoring the progress of performance. The consequence is that there is not much of it left for
implementation. Paraphrasing the title of this chapter, I should say: “plan and require planning…, but do
this sensibly!” Referring to the earlier chapters, I encourage you to specify what ought to be planned.
Depending on the entrusted activities, planning should embrace all significant departments: sales,
customer service, logistics, finance, marketing, etc. Due to the fact that I handle a sales department,
I will dedicate the further part of this chapter to it.
What is primarily taken into consideration in the planning process is the goal. Knowing it, you can
determine the tasks to be performed in order to accomplish it. It is not enough to specify “what” is
supposed to be achieved. It is much more important to define “how” to do it. If you know the tasks, you
can also plan the amount of time needed for their performance. You know the number of working days in
a year. Deduct the time needed for vacations, think of a reserve for sick leaves. You will thus get the
number of days available for the performance of the tasks. In my case, the result is 200-225 working days
a year. As you can see, this is the time – and the only time – you have at your disposal! In order not to
waste it, you need to plan it properly. I recommend three types of tasks to all my clients to help them
achieve company goals (short- and long-term ones):
1. Financial tasks, achieving an appropriate sales performance (in the region or product groups).
Oriented towards fast results, e.g. in the current calendar or fiscal year.
2. Individual tasks, related to achieving financial results, long-term, multi-annual. These tasks may
be continued the following year by another person and they can be.:
2.1 acquiring new distributors / customers
2.2 marketing new products and services
3. Internal tasks, related to the continuous improvement of the company (the Kaizen18 philosophy)
through combating all waste, eliminating the activities that do not create an added value (the
LEAN philosophy). These tasks are aimed at making all employees improve the company by
increasing efficiency, eliminating waste, misunderstandings, etc. These can be for instance:
3.1 Preparing a training manual for “running meetings with customers effectively”
3.2 Developing a code of ethics which is supposed to regulate the area of direct contact with the
customer
3.3 Preparing a complaint handling procedure
3.4 Streamlining the planning of the travel route between customers to spend as little time in the
car as possible.

18

Kaizen (Japanese for improvement, change for the better). It originates from the Japanese art of
management. Its application is aimed at continuous improvement of the product and company quality.
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As you can see, tasks might refer to regulating something that has not been regulated so far or
to improving the previous regulations. Anyway, the idea of the last task is to delegate the responsibility to
the group and functioning of the company to all employees. Regardless of the held position and
department in which you work in, there is always some room for improvement and this is the tone
maintained in the Kaizen philosophy. I think this is a good opportunity to expand on it.
First of all, you need to make the greatest possible number of employees pursue the Kaizen
philosophy to achieve great goals by taking many small steps. According to this philosophy, engaging
many employees is more efficient than imposing a new model by individuals. As a result, it is possible to
change the way of thinking on a large scale, which is usually extremely difficult to do but allows
the achievement of a significantly better performance. In this case, the task of the management staff is to
merely determine the path to be followed by subordinates. It is they who should be the source
of innovation, submit and implement their own ideas, the effect of which is a streamlined operation
of the company, that is the elimination of redundant costs, and which will translate into a net profit! To
help you better understand the mentioned philosophy and, what is more important, to effectively
implement it, I present its ten major principles below:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

problems trigger possibilities; analyze them and seek solutions, companies develop because of this
ask “why?”, acc. to the 5x why principle…, that is as long as you arrive at the crux of the matter
get ideas from every employee; no matter what position he or she holds, learn to listen
focus only on realistic solutions to problems; do not count on positive coincidences
do not stick to the changes implemented in the past; what was once worked won’t always work today
do not acknowledge and do not say that something cannot be done; such a statement usually results
from laziness
choose simple solutions today rather than ideal solutions tomorrow, this is revolution through
evolution
think rationally rather than with your wallet; solving a problem by a big investment is usually a waste
correct mistakes on the ongoing basis; do not wait for a better occasion or you will waste time on
something you can remedy systemically
improving is endless; there is no solution ideal once and for all

The last “commandment” of Kaizen regards this book as well. What seems to work today won’t
always work in 10 years. I promise to work on this element all the time and take into account the changes
occurring in the art of trading in new editions.
I hope that I have explained the idea of planning and of how important it is that this process stay
continuous. It is impossible for you to devise something that is and always will be good for the company.
Remember to determine the planning path, accounting for the nature and area of work for every employee.
Try to prepare the scope and principles of planning applicable on every position in your company.
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Remember!

A calendar or fiscal year has a definite number of days. If you do not plan them properly, you will lead it
to waste, which will not facilitate the accomplishment of the adopted goals. Remember that it is not enough
to define “what” you want to achieve. It is much more important to define “how” you want to do it. Knowing
the tasks, you can plan the amount of time needed for their completion. When performing the assumed
goals and related tasks, follow the philosophy of continuous improvement and combating all waste, that
is the Kaizen and LEAN philosophies.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

are activities planned in your company?
are employees familiar with the guidelines related to planning?
is combating waste planned in your company and is its operation continuously improved?

PROBLEM: if affirmative answers were not given:

- you build a serious barrier in achieving the best performance
- you will not know what and where to improve in order to achieve better performance
- planning and plans of individual employees will not be consistent with corporate plans
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28. INVESTIGATING THE CAUSES OF LOSING
I used quite a lot of space to discuss the problem of motivating sales forces. With the assumption
that the best performance is achieved by the most motivated people, I prepared information which helps
that most. I do not think you will be surprised to read that analyzing sentiment in the sales department is
as significant as customer sentiment analysis. If it is so important, you need to devote the proper amount
of time to find out what encourages them and what stops them from cooperation. I made the assumption
that customers who are satisfied with a service place more orders. If you manage to determine what
disturbs them most, you will be able to eliminate a large number of failures. A perfect opportunity for that
is collecting information about the attractiveness of the sent offers. When contacting the right person, you
can ask directly if the offers sent so far were attractive. Opinion polls are extremely important. I dedicated
one out of eight stages of the sales process to this issue. I am going to come back to it in the next part of
the book.
The reasons for rejecting cooperation are innumerable. After many years of research related to
my market, I cataloged several of the most frequent ones. I investigated into each of them and found their
causes, and I prepared appropriate guidelines for eliminating them. Remember that we can work in
different circumstances, on different markets and in different industries. Let the material below be a mere
inspiration and encouragement for acting in a similar manner.
It is crucial to check why customers reject the opportunity to cooperate. I sadly admit that I usually
discover that such analyses are not conducted. I have to deal with this when carrying out a routine audit
aimed at finding the cause of poor sales. When I ask owners or managers about their theory on this
problem, they always criticize their subordinates. When I ask the staff, they point to managers. I think I do
not need to add that an inflamed conflict between them is commonplace. The presented theories are
usually far from the reality. Let us proceed then to the most popular reasons for rejecting cooperation by
customers. I suppose some of them will not be unfamiliar to you. The most frequent ones include:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

high price
long order lead time
inconvenient commercial terms and conditions
customer’s resignation from investment
technical documentation deficiencies
insufficient technical parameters
problems with information materials and product samples
inconvenient working hours
poor customer support
other

24%
22%
21%
18%
5%
3%
2%
2%
2%
1%

After preparing such a list, you can go on to determine why such problems have occurred at all.
Why do customers think that the product offered by your company is too expensive? It may be more
expensive than its counterparts offered by competitors but its purchase does not have to be less
beneficial. Before I acknowledge the opinion of customers, I try to inquire if the sales forces are not
responsible for the problem. They might have done something that hampered sales and are not even
aware of it. In such instances I do not look for the guilty party but I investigate into the problem to eliminate
it completely.
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Reasons for failures and sources of the problem:
1. high price – benefits arising from purchasing the product have not been presented
2. long order lead time – the customer was not asked about his or her purchasing potential
3. inconvenient commercial terms and conditions – they were not discussed at a meeting, it has not
been determined which apply at present
4. customer’s resignation from investment – lack of qualifications for acquiring customers with a smaller
portfolio
5. technical documentation deficiencies – the customer has not been asked what documents he or she
would need when purchasing a product
6. insufficient technical parameters – not all to be met by a product have been discussed
7. problems with information pamphlets – poor preparation of the company for commercial activities
8. inconvenient working hours – the company is not properly prepared to provide customer service
9. poor customer support – the customer was not given due attention and time, lack of procedures
The normal course of events was to determine what could be done to stop losing orders, or
“customers’ money”. I analyzed each of the problems and assigned appropriate actions to them. Today,
when customers reject an offer, sales forces know what to do to persuade them into commencing
cooperation. Sticking to the same reasons, I am going to present the actions I assigned to them:
How to acquire customers in the case of problems:
1. high price – make sure that the customer understands the benefits arising from purchasing
the product; otherwise present them again / more clearly / more specifically
2. long order lead time – determine the purchasing potential, sign a regular supply contract, analyze
warehouse replenishment with respect of this customer and similar ones
3. technical documentation deficiencies – ask about all documents related to the product in which
the customer is interested in advance, analyze the decision on certification with respect of this
customer and similar ones
4. inconvenient commercial terms and conditions – ask about the current ones and check with
the financial department if it is possible to offer similar ones, and in the case of a problem – reach
a compromise under certain conditions
5. insufficient technical parameters – check if the right product was offered, determine all technical
parameters in which the customer is interested
6. problems with information pamphlets – prepare appropriate information materials and samples
before contacting the customer, analyze the current principles and procedures (maybe it is time for
changes?)
7. inconvenient working hours – check how competitors work, analyze the possibility to introduce longer
working hours for fewer employees
8. poor customer support – ensure proper customer support, suitably frequent personal and telephone
contact, analyze the present principles and procedures (maybe it is time for changes?)
9. customer’s resignation from investment – discover the causes of such decisions and prepare
appropriate instruments that will help solve them, and if there are financial problems for customers,
it is worth considering cooperation with leasing companies or banks and develop package solutions
for such customers
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By defining the causes of failures, it is easier to find ways to eliminate them. Not taking actions at
all will definitely not help it. If you think you can stop at this stage, you are wrong. After getting familiar
with the above suggestions, you are faced with another question: “who is going to do that?” Obviously,
a sales representative does not have competence needed for performing each of the activities. Certainly,
a single person, or even a department, cannot be in charge of it all. Investigating into the reasons for
rejecting offers is a long process, much longer and complicated than would seem from this reading. It
begins with delegating a person to inquire why customers do not buy, and after collecting the relevant
information, a team of employees from various departments should be appointed to jointly prepare
recovery procedures. In one of the previous chapters, I wrote about the Kaizen and LEAN philosophies.
In my opinion, it is a good idea to establish a team to investigate into the cause of failure, which will help
counteract such cases. This is what I did in my case. I cataloged the most often occurring causes of
failures and then I assigned a person responsible for finding a solution. The body looked as follows:
Reasons for rejections and persons delegated to the coordination of seeking solutions:
1. high price
– sales department manager
2. long order lead time
– logistics department manager
3. technical documentation deficiencies
– technical department manager
4. inconvenient commercial terms and conditions
– financial department manager
5. insufficient technical parameters
– customer service dpt. manager
6. problems with information materials and product samples – marketing department manager
7. inconvenient working hours
– sales department manager
8. poor customer support
– sales department manager
9. customer’s resignation from investment
– marketing department manager
While a large trading company has all mentioned departments at its disposal, medium-size
companies don’t do, and in the small ones problems will need to be solved by a group of a few people.
I hope that after reading this, you will have no trouble preparing a collection of information that will serve
your company well.
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Remember!

A trading company can operate thanks to the money of its customers. Therefore, it is worth paying much
attention to them. Check what percentage of them decide to begin cooperation, how many of them decide
on it after a business visit or sending a suitable offer, how many reject it: 70%, 80%, or perhaps 90%?
Find this out and investigate into the reasons of such a state of affairs. Only then will you find methods for
improving performance. The most significant reasons should be cataloged, and causes and suggestions
of solutions should be assigned to them so that they will never happen again.

CHECKLIST: see if you can give affirmative answers to the questions below?

□
□
□

what is the scale of rejecting cooperation after having a business meeting or sending an offer?
do you know the reasons for this state of affairs?
has your company developed instructions as to who and how should deal with eliminating errors
that lead to rejected offers and how?

PROBLEM: if affirmative answers were not given:

- you will never discover the causes of poor sales and methods of fighting them
- it will not be possible to counteract them effectively, that is to increase performance
- conflicts between the sales department and the management board will occur on a daily basis and,
what follows, demotivation and further deterioration of sales performance
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29. THE MOST COMMON SHORTCOMINGS IN TRADING COMPANIES
I am coming to the end part one devoted to preparing a company for commercial activities, so
I have decided to compile the most common shortcomings. I present a list of twenty-three most frequent
causes of poor performance which effectively hamper the development of trading companies below.
Brakes on development arising from shortcomings related to organization:
1. employing people who do not have proper qualifications and predispositions
2. failing to set clear tasks and manners of their accomplishment
3. not being able to motivate the best employees and tying them to the company
4. failing to engage in modeling a proper attitude
5. not having an idea for the company and failing to set long-term goals
6. failing to regulate the area related to information flow
7. having no training program imposing high standards of preparation for work
8. failing to prepare employees for contact with difficult customers
9. having no organizational, correlations and competence chart
Brakes on development arising from poor knowledge of sales representatives:
1. being unfamiliar with the goals adopted by the company in regards to its further development
2. being unfamiliar with the company’s assumptions regarding the method of acquiring customers
3. having no idea how to advertise the company during the contact with the customer
4. not knowing how the sales process looks, where it begins and ends, and not pursuing it
5. being unfamiliar with the business offer and benefits speaking for the purchase
6. not knowing who prospective customers are and what can be offered them
7. having no information about competitors or methods of fighting them successfully
Brakes on development related to the adopted company’s policy and strategy:
1. failing to build and communicate benefits speaking for the commencement of cooperation with the
company
2. failing to regulate the methods of reaching prospective customers by sales representatives
3. failing to supply appropriate business tools aiding customer acquisition
4. ignoring the visibility of the company on the market
5. ignoring the positive perception of the company among customers
6. failing to set tasks aimed at continuous development of the company
7. failing to investigate into the causes of losses and failing to look for solutions for the future
Brakes on development are related to the three areas that have been the subject of discussion in
this part. After gathering them together and casting some light on this area, there is nothing left for me but
to provide you with the material thanks to which you will be capable of checking the situation of your
company. This is the subject of the last chapter of this part of the publication. Have a nice reading and
I encourage you to conduct an audit.
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30. KRAFT’S AUDIT assessing the preparation of a trading company
All the chapters which I have written so far demonstrate how to organize a trading company.
The material will be concluded by conducting an audit that will disclose if there are shortcomings in your
company and if so, what they are. Every question reflects the issues related to a particular chapter. Owing
to its structure, you will be able to find it easily and complement your knowledge. Every question is
accompanied by information about the chapter referring to a given problem.
The usual questions in such situations regard the grading scale which answers the question
of how well the company is prepared for commercial activities. Naturally, everybody wishes to get
the maximum number of points and it should be so. If the audit discloses shortages, they need to be
complemented as soon as possible and a particular person ought to be delegated or a team should be
designated to perform this task.
I will now hand over you the scope of the audit to you, which is a great help for me in everyday
work and which works very well.
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KRAFT’S AUDIT assessing the preparation of a trading company
1. Does the sales department staff have suitable predispositions?

(ch. 2)

2. Are the activities / scopes of duties clearly specified for sales representatives?

ch. 3)

3. Has it been found and is it taken into account what motivates and demotivates staff? (ch. 4)
4. Does the company model the attitude of employees by means of a code of ethics?

(ch. 5)

5. Have long-term goals and business tasks been developed?

(ch. 6)

6. Does the company care for a proper information flow and information economy?

(ch. 7)

7. Is there a support plan for the sales representatives achieving poor performance?

(ch. 8)

8. Have the most common customer doubts and dismissing methods been cataloged? (ch. 9)
9. Is there an organizational chart including stages of processes and responsible persons?
(ch. 10)

10. Do managers know how to make a good impression on new staff / sales representatives?
(ch. 11)

11. Has the business goal been clearly defined and do employees know it?

(ch.13)

12. Is the business mission clearly defined and do customers know it?

(ch. 14)

13. Has a business message been prepared for establishing contact with the customer? (ch. 15)
14. Is a sales process that introduces proper standards defined?

(ch.16)

15. Has a training program and business offer familiarity assessment been devised?

(ch.17)

16. Is there data identifying the potentially best customers and what they can buy?

(ch. 18)

17. Has data on competitive companies and products been prepared and is it known? (ch. 19)
18. Has a compilation of benefits from cooperating with you been devised and is it known?
(ch. 20-21)

19. Has a program specifying how to acquire customers been prepared?

(ch. 23)

20. Have customer acquisition tools been developed and transferred?

(ch. 24)

21. Has a policy of good visibility of your company been adopted and pursued?

(ch. 25)

22. Has a good brand and company image building policy been adopted and pursued?

(ch. 26)

23. Have the principles for setting goals and planning their achievement been adopted?

(ch. 27)

24. Do you investigate why customers do not buy and is this counteracted?

(ch. 28)

□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
□
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PART II

The second pillar of success

Kraft Sales Representative

Measure sales forces’ capabilities and develop them!

Building solid foundations of sales forces’ knowledge, you will be able to contribute to achieving even
better sales performance. Equipped with the relevant ideas, sales representatives can achieve much
more!
This part of the book is dedicated primarily to sales forces to make them even more effective of their
work.
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31. STANDARDS OF KNOWLEDGE ABOUT CUSTOMERS
The previous part of this book was devoted to the issues related to preparing a company for
commercial activities. Due to the information and numerous guidelines included here, you will be capable
of building solid foundations for its development. You already know which areas should be regulated and
how to do it. I have dedicated this part of the book to the support and development of sales forces, who
will handle the pursuit of the sales policy built on the mentioned foundations. High effectiveness of tasks
performed by them will be achieved when they acquire the appropriate information and carry out their
work in accordance with appropriate standards. I am sure that after reading this part of the book, you will
be able to prepare on your own a compendium of wisdom that is necessary to attain such high goals. You
will find here strategic information about customers, guidelines on how to run business meetings, or
significant information about the key staff deciding whether orders will be placed and if so, where.
I expect that this part of the book will become an official base of business knowledge also in your
company and an indicator of competence. It has become one in mine.
When I took the position of Sales Director for the first time almost ten years ago and I was
expected to increase sales performance, so I began looking for brakes. After several years of
investigations, I came to the conclusion that a considerable portion of the causes of the poor state of
affairs originate from sales forces themselves. Sometimes it was the lack of motivation, other times bad
work organization or the lack of the necessary knowledge. Six years ago I devised the first knowledgebase
that explained to sales forces how and what to do to acquire such knowledge. I not only set new trends
but I also managed to develop a pattern according to which knowledge and competence of every sales
representative can be measured. Because of that, I can quickly find weaknesses and eliminate them
effectively in the case of every examined person. Regulating this area was the greatest of all milestones
in my career. The mentioned knowledgebase has been fulfilling its role to date and the one you are going
to get to know on the subsequent pages is its most recently updated version.
The first of the thematic blocks will present the most fundamental knowledge about customers.
Regardless of the latitude, political system or economic model, the knowledge comprised here is
universal. It is hardly imaginable that anyone these days could not possess it. I am going to explain
the following on the successive pages:
- what are customers for a trading company?
- why is nothing and nobody more important than the customer?
- what do they buy and why?
- which offer do they choose?
- what can successfully persuade them into cooperation?
- why do they change suppliers reluctantly?
The aim of this part is to eliminate problems for which sales forces are responsible.
I heartily encourage you to read it!
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32. WHAT CUSTOMERS ARE FOR A TRADING COMPANY
The first and, undoubtedly, the most important topic in this part is concerned with customers.
The awareness of their significance for the operation of a trading company makes me devote quite a lot
of time to this matter. I believe that this is what should open every training seminar since I encounter an
educational gap in this area too often. I have many times witnessed ignorance, impoliteness, dismissal or
even discouraging customers from a purchase. Such an attitude is quite frequently an effect of promoting
an assertive attitude, which is happening today all over the world. During every business training I run,
I try to make my audience remember that “customers buy where they like”, and that it does not have to
be their company. I encourage them to do their best to make their company the customers’ favorite and
to make it remain one as long as possible.
It is difficult for me to imagine that anyone could answer the title question of the chapter other
than: “Customers determine our existence. It is they who decide whether we develop or go bankrupt. It is
owing to their money that our companies can invest and be prosperous. It is customers that pay our
remuneration and it is them who make us redundant. Therefore, we need to take care of our employer.”
I realize that the above statement is ideologically saturated. What is more, it sounds almost like
a slogan from the first page of a communist daily but it is not untrue in any aspect. It is evident that the
operation of a trading company should make customers spend their money willingly and in large amounts.
Everything that disturbs this process ought to be eliminated as soon as possible and with all determination.
There should be no place in a trading company for people whose actions prevent or discourage customers
from spending money! The tasks entrusted with sales forces come down to acquiring customers and, in
critical situations, to seeking the causes which prevented that. Usually, the assertive attitude is assumed
most often by those who are not directly in charge of customer acquisition and do not have any direct
contact with them. If you are looking for places where dams are constructed in the way of cooperation,
begin your reconnaissance outside the sales department.
This subject reminds me of an amusing anecdote which happened to me recently. I made an
appointment in my office with a key customer to discuss sales performance. Just after he came in,
I asked pro forma what he would like to drink and I offered a treat. He answered with dignified calmness
and charm: “yes, please… it is for my money anyway”. I had a good laugh at it and I must admit that he
was quite right. We buy cake and coffee for the money left by our customers, too.
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Remember!

It is customers that pay us remuneration, it is for their money that new jobs are created or old ones lost.
It is due to their money that you can be promoted or made redundant. In fact, they are our employers and
superiors. Take care of them and they will take care of you!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is it generally known in your company how valuable the customer is?
is there anyone responsible for reassuring the customers value?

PROBLEM: if affirmative answers were not given:

- meeting the customer needs will not be the priority, which will result in them not establishing a longterm relation
- not taking care of priority treatment of the customer will result in losing many of them
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33. NOBODY AND NOTHING IS MORE IMPORTANT THAT CUSTOMER SERVICE
In the previous chapter I wrote what customers are for a trading company. This time I wish to
prove not only that they are important but also that nobody else is more important than they are! I am not
writing this without a reason. As a sales trainer, I very often take part in business meetings with my
trainees. I watch them to see if they make mistakes and if so, determine where they make these mistakes,
and then I help them eliminate the mistakes. The mistakes I most frequently encounter are as follows:
- answering phone calls during a meeting with a customer,
- not calling back in response to the left messages,
- excusing your late-coming due to a protracting appointment with a “crucial” customer,
- cancelling appointments because a “crucial” customer requested a meeting,
- withholding customer service because a colleague has just come with a “crucial” matter,
- setting a hierarchy of priorities where the customer is at a lower level.
The last example perfectly illustrates the essence of the problem. It is often the case that we are
entrusted with new unexpected tasks and we push customer service to the background. Each time I face
such a dilemma, I ask: is it worth suspending service in favor of other, usually internal, corporate tasks?
What can be more important than getting our customers’ money? Another report? A meeting with
a superior? This is how I arrived at the necessity to regulate the hierarchy of tasks. Management staff
should be responsible for that. I cannot imagine that something other than getting customers’ money could
be the top priority. I mentioned this in the previous part of the book, when I was discussing the scope of
duties (chapter 3).
When analyzing mistakes, I am convinced that this type of an attitude gets the customer to realize
that there are many more important matters than he or she. In other words, that he or she is not that
significant. Both in the private and professional lives, everyone wants to be treated exceptionally and feel
special. Implying the opposite always brings negative effects. This approach is a guarantee on the fastest
way to losing orders. A person implied that he or she is unimportant will not want to leave their money.
I think it is obvious. What will happen if the money stops to land in your cashbox? Next time you visit your
customer, focus only on him or her. If another one calls, tell them that you cannot talk and promise them
that you will call them back as soon as possible. If your sales director calls, make him or her wait, since
the customer is more important. If you see that you will be late or when you have to cancel an appointment,
think of anything but saying that you have something “more important” to do at that time!
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Remember!

Nothing can be more important than customer service. Whether that be another report or a meeting with
your superior, etc. These matters can wait, and the customer cannot. A person who feels unimportant will
not want to leave their money.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is it generally known in your company how valuable the customer is?
is there a person to remind of the customer value?

PROBLEM: if affirmative answers were not given:

- meeting the customer needs will not be the priority, which will result in them not establishing a longterm relation
- not taking care of priority treatment of the customer will result in losing many of them
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34. WHAT CUSTOMERS BUY AND WHY
My performance significantly improved when I realized that the goal of sales is not the products
and services I offered but what the customer could gain because of them. Usually, the sales department
staff has no idea what the object of the transaction actually is and has serious problems with persuading
customers to buy. Knowing “what” to interest is 50% of success, and the other 50% is “how” to interest.
In order to explain this more vividly, I have prepared several meaningful examples for you:
object of the offer
- medicines
- telephone services
- cars
- legal advice
- debt collection services
- burst pipe repair

customers do not buy medicines, but:
do not buy telephone services
do not buy cars
do not buy legal advice
do not buy debt collection services
do not buy repair service

what customers can gain because of it
solutions to health problems
being in touch with the world
the possibility to move fast
eliminating problems
the possibility to recover money
solutions to the problem of leaking water

Such examples can be provided endlessly but the mechanism remains the same: customers buy
a solution to problems or needs rather than products. In order to sell something, you need to know what
the purchase of the offered product gives. Next, you must find out what problems and needs customers
have. If you define the problem, e.g. low production capacity, you can offer to design and sell a new
product line to increase it. If customers understand the benefit that will answer the question why a given
offer is good for them, they will compare it to competing offers from the angle of the proved benefits.
We come to the next issue here. What does it mean to be beneficial? Which offer is better?
I am going to discuss this subject in more detail in the successive chapters. The answer to this question
depends on what criteria are followed by the customer. Everything will be contingent on the knowledge
about a particular product or service. If it is good, it will take into account a range of specific factors, such
as: efficiency, production line maintenance cost, failure ratio, available service or warranty agreements.
Undoubtedly, one of them will be also the purchase price. In the case of insufficient or no knowledge,
the customer will be guided by the latter criterion only. This is why it is so important to check the awareness
of this choice. In the case of no knowledge, make the customer aware and remember… do this objectively!
Before you make an attempt to prove the advantage of your product, check if it is not logical to purchase
a competitive product. One of the faults made by sales representatives is that their conviction of the
superiority of their products over competitive ones even if their knowledge about it is very deficient. Do
not be one of them. Like in the previous chapters, I have referred to the language of benefits also here.
Coming back to the main topic of the chapter “what do customers buy and why”, I remind you that this is
the solution to the problem and not the product itself. Remember this during your subsequent meetings
with customers.
if your company offers:
- scooters
- glasses
- suits
- chewing gum
- painkillers
- workout at the gym
- GPS car navigation system

then you sell the following to your customer:
- the end of wasting time in traffic jams
- healthy eyes and comfort of looking at the world around
- an attractive look emphasizing or creating personality
- dental care without a toothbrush and cup
- life without pain
- healthy and long life
- fast, unproblematic and stress-free arrival to your destination
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Remember!

Customers do not buy products but solutions to problems which they are involved in. If you want to sell,
you need to know what problems your customers have. Get to know what matters most to them. Knowing
them, you will be able to present a better offer. Customers always choose the more beneficial one!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do you know that customers buy “solutions” to problems rather than products themselves?
are sales forces aware of a customer’s problems and how these problems can be solved with
their products?

PROBLEM: if affirmative answers were not given:

- sales representatives will limit themselves to present the offer, which will not convince customers
to buy
- they will not have an idea how to make customers interested in their product
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35. WHICH OFFER CUSTOMERS CHOOSE
This time we are going to look for the answer to the question: “which offer do customers choose?”
If you can provide the correct one, you will be able to win more often. It is difficult to believe but the answer
is painfully simple and I am going to give it at the very beginning: customers choose the most beneficial
offer!
Firstly, they “choose” because the selection is wide and they do not have to buy from one source.
Secondly, identifying “the most beneficial offer” because each of them always want to buy beneficially.
The point is that the notion “benefits” does not mean the same to everyone. This is why the sales
representative’s task is to check what it means to the interlocutor every time. I am absolutely sure that
you follow this maxim in your life. You always want to buy beneficially. Sometimes this means a lower
price. Other times you do not take price into consideration and other parameters win. I wonder how often
the price loses with them. When I analyzed the corporate purchase for the whole previous year,
I discovered that in the majority of cases price was not a decisive argument although an extremely
significant one. Seeking and proving benefits is the essence of the sales representative’s work and an
indispensable component of the sales process. It cannot be finished if the benefit has not been proved. It
should not be commenced not knowing what the benefit is. The answer to that is the key to success, and
the knowledge coming from it should be reflected everywhere the customer can get: the website, the
printed business offer or the product catalog.
We can venture the statement that trading is a great art of proving benefits speaking for
the purchase, that is the ability to justify why it is worth buying. This ability is the key to success and its
lack is the cause of failures. The contemporary world usually does not ensure the comfort of being the
only supplier, so customers select from among many. Why would they choose your product and buy it
from you? Even if they like it, will they not be able to buy it from a different source? How do you plan to
win them over in such a case? Do you know what benefits arise from using your product? Are you aware
of the benefits that the customer will gain if he or she does business with your company? Sales
representatives are hardly ever capable of providing a substantive answer to such questions.
To be certain that my trainees understand the word “benefit” like I do, I prepared its definition to
be used by all of us. According to it: “a benefit is a feature distinguishing a given product, which
the customer will not experience if he or she buys a different product or from a different source.”
I dedicated two chapters to this issue in the previous part of the book (ch. 21 “Benefit policy” and ch. 22
“Creating purchase benefits”). You know that they focus on two criteria: the benefit of the product and
the benefit of the company which offers it. I cannot imagine presenting the offer without substantiating
why it is worth buying a product. Unfortunately, no information about it is communicated during 90% of
business meetings. The placement of an order is a mere “resultant of chance” rather than an intentional
action. This should not take place in a well-organized trading company. It is not chance but a specific
action that ought to be a standard of work. I have been promoting this type of an approach to
the relationship with the customer, that is the “benefit policy”, for years now and I am experiencing great
results today. I wish to indicate that while its pursuit is the responsibility of sales forces, developing
the bases is the task of management staff. I know from my experience that it is worth regulating this area
at the level of organizing the scope of duties. I did so in my case, which you can see in chapter 3.
The obligation to know and present benefits, that is the ability to justify a purchase, is necessary and
enforced. It is regulated in item 4 chapter 3 “scope of duties”. Naturally, this provision refers to sales
department staff.
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Remember!

Customers select a beneficial offer, so you need to prove that your offer IS beneficial. Remember that
purchasers have a choice and they do not have to buy from you. Proving benefits is an invaluable
component of the sales process. It cannot be finished if benefits have not been proved. It should not be
commenced not knowing the benefit. Customers always choose a beneficial offer, so they will definitely
check competitive ones with this respect. So with what do you want to attract them?

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is it known in your company which offers are chosen by customers?
is it known what benefits will be gained by the customer when deciding to cooperate?

PROBLEM: if affirmative answers were not given:

- sales representatives will not be able to present beneficial offers and acquire customers
- you will achieve poor sales performance if you fail to focus on seeking and proving benefits
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36. WHAT PERSUADES CUSTOMERS TO BUY
In the previous chapter, I wrote about customers selecting offers from the angle of benefits.
I argued that the sales representative’s task is to check if they are understood by both parties in the same
manner. The issue that is directly related to that is the so-called “language of benefits”. When you use it,
you increase the chance of success. In this chapter, we are going to consider what this term means
exactly and how to apply it.
When you maintain business contacts, you often see that customers are more willing to purchase
cheaper products. Before you begin to speak the language of benefits, examine why this criterion is so
important to them. Perhaps it is justified somehow. You certainly come across such cases and there are
usually two causes for them. In one of them, a benefit is understood differently by the customer and
therefore your arguments do not convince to buy. In the other, you hear “no” because the lack of
competence does not allow the other side to say “yes”. Probably someone higher in the hierarchy decided
that price is most important. I am not going to hide that the first case is much easier. You need to think
what to interest with and how to present it. The second case is more difficult. I assume that the other
side’s authority do not allow the change of this criterion. This is what happens in public tendering
procedures based on acts and government regulations that favor price. Similar cases can take place in
large international corporations. I recently conducted negotiations with the largest metallurgical
corporation in the world and nothing else was taken into account. If it is so, give up when you use up all
possibilities. Do not try to persuade them by force, not even mentioning to manipulate facts. If you back
away, you can lose the transaction, but if you begin to manipulate and are unmasked, you can lose
a customer. think What is more beneficial to you?
Let us assume that the sales representative did a first-class job and it turned out that we are not
going to deal with a public tendering procedure. Even if our customer does not have the authority to say
“yes”, there is someone in the company who does. Undoubtedly, we will have to sit at a table and speak
the “language of benefits”. How should it sound then to be convincing? Undoubtedly, countable benefits
appeal to customers more often. They are perceived as objective ones, e.g.: “30%” cheaper in use,
gathers the speed of 100km/h “3” seconds faster, contains only “3” calories, etc. When you employ such,
you will win them over sooner. The opposite of objective (countable) benefits are subjective (uncountable)
ones. They lose their power and become empty slogans. They cause the opposite effect – they
discourage. They come down to the following adjectives: better, high-quality, prettier, healthier, tastier,
etc. They are notoriously overused these days and, as a rule, they are untrue. I have never seen
a publication where a cheap filters distributor wrote that “the offered products are highly available at a low
price but… their quality is poor.” He or she will probably write that “a good product is offered at a low
price.” This is an example of a subjective benefit. Limiting yourself to a similar adjective, you imply that
what we are dealing with is a similar product and the only certain thing is that the customer will look only
at its price. During all the training seminars I run, I literally forbid such adjectives and I advise you to do
the same. You cannot dictate what is better, tastier or prettier. It is much more important to provide
substantive parameters based on which customers will draw appropriate conclusions themselves. There
are a few examples of what to say and what not to say below:
- 6 seconds to reach 100km/h
- consumption of 5 liters per 100km
- only 3 calories
- 5 years’ warranty

instead of
instead of
instead of
instead of

fast
economical
low-calorie
reliable

When discussing the issues related to the language of benefits, it is necessary to write about its
opposite, that is the “language of losses”. I admit that I use this tool quite frequently because it appeals
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to the imagination even more effectively. However, this is not an easy task and you need to display great
tact and caution. This issue is based on the assumption that if you are able to provide a countable benefit,
you are probably able to calculate also a potential loss if the customer does not decide on a purchase. If
you offer a product that is $100 more expensive but will bring $1,000 in savings on service, you can
reverse the message. You can say that if the customer decides to buy a product that is $100 cheaper, he
or she needs to be prepared to incur an additional cost of service amounting to $1,000. When you present
the offer, you provide an alternative: to spend $100 more and save $1,000, or to save $100 and spend
$1,000? Which, do you think, sounds more “beneficial”? Let the customer decide on his or her own! This
possibility isn’t always available but if you can present the offer in this manner, invest your time because
it is worth it. I do not think I will surprise you by saying that when I am prepared for such a conversation,
I hardly ever lose.
If you lose in spite of that, you should think if you are talking to the right person. Perhaps someone
says “no” because they cannot say “yes”. I am going to handle this subject in detail in part three of the
publication but I am going to let you in on the secret now.
Good sales representatives must know for which individual employees in the company are
responsible for if they want to sell something. While the sales department is accountable for achieving
high sales performance, the purchasing department is responsible for selecting the most “beneficial”
offers. In these cases, the persons employed there often may not interpret this notion at their own
discretion. They usually have to follow the applicable guidelines. The purchasing procedure might force
them to collect several offers and select the cheapest one, one with the longest payment deadline and
transport at the expense of the supplier. Perhaps, if it was dependent on them, they would choose your
offer. But unfortunately, they may not do that! In such cases, you need to look for decision-makers. These
are usually financial departments, in medium enterprises – management boards, and in small ones –
owners. Remember that purchasing departments are appointed to restrict spending money, and not to
spend it. If you hear “no” again, you need to make an appointment with someone who is authorized to say
“yes”.
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Remember!

Customers make their choice from the angle of the benefits that are comprehensible and attractive for
them. This is the missing component of the majority of business meetings that are mere courtesy or
communication of “what” can be bought instead of “why” it is worth buying. The purchase price is always
put on one scale pan and the benefit of operation on the other. The sales representative’s task is to prove
what is more “beneficial”. Remember that purchasing departments are appointed to restrict spending
money, and not to spend it. If you hear “no” next time, seek someone who may say “yes”.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales representatives in your company know what language of benefits is and can they
speak it?
do they know why somebody says “no”?

PROBLEM: if affirmative answers were not given:

- sales representatives will speak a language that is unattractive to the customer and it will be difficult for
them to persuade the customer to buy
- they will make appointments with persons who do not have the decision-making power regarding
purchases
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37. CUSTOMERS ALREADY HAVE SUPPLIERS AND ARE RELUCTANT TO CHANGE THEM
You already know what convinces customers to buy and which offer they choose. In order that
this subject is not belittled, I decided to write something that curdles sales representatives’ blood. Thanks
to that I warn you against settling into the groove. Regardless of the level of your knowledge and
experience, it is something that will successfully hamper customer acquisition. If you hear the popular:
“please leave your offer and we’ll contact you if need be”, you need to know that translated directly, it
means: “thank you but I will not use this offer”. This can mean that your offer is not beneficial or the client
does not want to take a risk. I have good news, too. Most customers are served in a plain manner, so
when you raise standard “a bit” higher, you can be winning much more often that you expect. Fortunately,
the vast majority of competitors do not speak the “language of benefits” and what is more, they do not
have any idea about its existence. They are incapable of substantiating why it is worth continuing
cooperation with them and provide sensible reasons why it is not worth replacing them with another
supplier. You do not belong to this majority, which is proved by the fact that you have purchased my book!
People who decide to change a good supplier risk a lot. Do you know what can happen if they
replace a good product or supplier with a new one which will not prove itself? You might lose next
transactions and they can lose good reputation, a bonus or even job. If this happens, they could be asked
to provide explanations, they can be accused of partiality or bad intentions. This example is much
exaggerated of course but it shows the crux of the matter. This is why customers are usually afraid to take
such a risk. In this case, I am going to refer to one of the previous chapters again and point out that you
need to present the benefits coming from commencing cooperation with your company. One of
the benefits should be ensuring safety against such cases. A person who risks nothing will not hesitate to
begin cooperation.
I would like every reader to realize after reading this short chapter that customers are already
served by somebody, who are not waiting for you to come and do not want another offer! They manage
without you quite well and do not need help. I wrote in the previous chapters that it is necessary to present
benefits arising from the commencement of cooperation and now I can add that you should provide
the reason why it is worth risking changes. Otherwise, your visit will turn into a social meeting without
reciprocity. That is, without an order. It is a waste of time! Customers already have their suppliers and are
reluctant to change them, unless they get an even better offer.
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Remember!

Customers already have their suppliers and are reluctant to change them. They are not waiting for you to
come and manage without you quite well. You will encounter such an attitude particularly if they do not
have any reservations about the present supplier. Why would they risk their reputation by changing
something that works well? Without a well-prepared language of benefits, you had better not get down to
work. Without a good reason for taking the risk, your odds will remain small.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales representatives in your company know that customers already have suppliers and are
reluctant to change them?
do they know how to persuade them to change the supplier?

PROBLEM: if affirmative answers were not given:

- sales representatives will have poor performance and will justify it with a too strong position
of competitors
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38. IMAGE STANDARDS FOR A MODEL SALES REPRESENTATIVE
I devoted several previous chapters to the customer and the language of benefits. You already
know what customers are for a trading company, what and why they buy, as well as why they do not like
to change suppliers. I am going to dedicate the next two successive chapters to sales representatives
alone. Let us think, among others, what image of sales representatives customers have and what to do
to make it positive.
When I talk about it with sales representatives, I discover that in the majority of cases they do not
realize what customers think of them. I am sure that reading the next chapters will teach them humility
and will successfully allow preventing routine. My observations prove that those who have such
a knowledge prepare for their meetings much better. An unquestionable benefit is that they do not copy
the mistakes that make acquiring an order more and more distant. The sales representative is the crucial
character in the trading process and its ending depends on how it is pursued.
I encourage you to read the next chapters, where I am going to share my most interesting
observations with you.
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39. SALES REPRESENTATIVE’S IMAGE IN THE EYES OF THE CUSTOMER
You already know that customers are not waiting for us to come and are reluctant to change
suppliers. It may not be comforting but it is true. To be honest, we are not a professional group that enjoys
unlimited trust. You need to have it in mind and act according to certain rules to challenge this stereotypical
thinking. This is going to be the topic of the present chapter.
Doubts as to honesty and credibility result from past events and conflict of interests. The sales
representative’s task is to sell beneficially and the customer’s task is to buy beneficially. In the eyes of
the customer, it looks in the following manner: “if the sales representative sells beneficially, I buy
unbeneficially.” When I listen to sales representatives talking about customers, I often hear: “well yes,
they would like to get everything for free.” When I talk to customers, they sum sales representatives up
with the words: “they rip off us as much as possible.” This is humorous in a way but it does not come from
nowhere. The customer distrust intensifies when the offered products are more expensive than the
competing ones. A higher price automatically triggers an alarm in their heads. If the knowledge about
a given product is limited, they assume that the product does not differ much, its production costs similar
money, and it is only sales representatives that “rip off” more than others. As you can see, we are coming
back to the language of benefits again! You need to be prepared that your attempts to provide justification
might meet with distrust at the beginning.
I have been collecting and analyzing opinions about sales representatives for nearly ten years.
I have gathered many of them and I have cataloged them adding a comment over this period. This material
permits a better preparation of sales representatives for effective work. After the training, they know what
to do and what not to do. Today, none of them reinforces stereotypes unconsciously. Let us proceed to
the results then! The following stereotypes are among the most commonly expressed opinions:
a) they take care of us when we want to spend our money and forget about us later
showing your care after the purchase is as important as before the placement of the order. It does
not always have to involve successive direct visits. What proves perfect in such cases is: efficient
complaint procedure and information exchange. When I worked in the engineering industry, I quite
often offered free technical audits to my customers to check if the sold product works properly. It is
not particularly costly and you can do it when you happen to be around. Think how you can help your
customers. How should they use the product they bought from you so that it works longer and more
efficiently. This is how you build the image of an expert, and not a “typical” sales representative.
b) they use tricks to persuade us to buy
first of all, the best panacea for this type of accusations is openness. It is worth familiarizing
the customer with the product before he or she places the order. Carrying out tests or lending it are
ideal solutions. Everything you do and say needs to be clear and understandable; otherwise you will
be in trouble. The last thing you can do is imply that you use tricks to acquire an order.
c) they know the offer superficially and don’t see the core of the problem
presenting an offer cannot be limited to selecting a product and its price. You need to substantiate
the benefits from choosing it and explain what the customer will achieve because of it. I do not need
to mention that the knowledge related to the offer should be complete. You should not take up what
you cannot do.
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d) they speak ill of competitors
never speak ill of competitors and even better, do not mention them at all. Limit yourself to presenting
advantages which the competing product does not have. It is them that must be in the center of
attention. Unfavorable comments will not make you seem to be an expert but rather an unreliable
troublemaker.
e) they are not objective, they always think their offer is the best
sometimes it is not a bad idea to buy a cheaper product, e.g. where it is used sporadically. Remember
that it is the customer and not you that decides if an offer is attractive or not. Do not persuade by
force! If you argue for the superiority of your product despite the facts, and the customer thinks
otherwise, you will lose his or her trust. Sometimes positive opinions about a competitive product
increase your reliability than criticism. You can choose to either lose the transaction or the customer.
What is your choice?
f) they run away from problems, they look for easy and simple transactions
I must admit that my respondents are quite right. Nobody likes to make their life harder, and
especially we - sales representatives. I think that the easiest way to persuade customers to
commence cooperation with you is to solve the problem with which competitors cannot deal. I will be
honest with you: I do not always succeed. Remember that you will not impress anybody with resolving
easy matters; authority and good brand is built on the difficult ones. If you want to acquire a customer,
begin with them!
g) they are importunate and difficult to get rid of
just between you and me, I think this is actually a virtue and not a drawback ;) Persistence in pursuing
your goal and resistance to discouragement is an obligatory characteristic of every sales
representative. The only thing I want to advise you is to use it with moderation and know when to
back away. Instead of being importunate, be businesslike.
I admit that I find it difficult to agree with all the accusations, one of which even seems an asset
to me. Anyway, customers have their own opinions and we need to know about them and respect them.
I encourage you to carry out research regarding your market. I wonder what stereotypes your clients will
list. You will be able to draw many precious conclusions due to which you will increase sales effectiveness.
On your way to seeing a new customer, bear in mind what they think about us and do your best not to
perpetuate any of the mentioned stereotypes.
An interesting supplementation of the above material will be another and at the same time the
last quotation from the book by Brian Tracy and Mark Thompson19. They wrote “Sales representatives
should consider themselves sales doctors, genuine professionals in their art, who observe the code of
ethics, act in accordance with proven procedures and care about the customer’s good.” This thought
accurately summarizes the desired image of sales representatives. Hopefully, knowing answers to these
questions you will find this task far easier to perform!

19

Brian Tracy & Mark Thompson, “Now Build A Great Business”, November 2010, Amacom
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Remember!

In the eyes of customers, we are not a particularly trustworthy group, particularly among those who we
contact for the first time. The feeling of distrust increases when we offer a product that is more expensive
than the competitive one. A higher price immediately triggers an alarm in the customer’s head. You need
to substantiate the price with the language of benefits Be prepared that your attempts to justify the price
might meet with distrust at the beginning.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

are stereotypes about sales representatives known in your company?
do sales representatives know what to do to not perpetuate stereotypes?

PROBLEM: if affirmative answers were not given:

- sales representatives will have serious problems with earning trust
- customers will be reluctant to commence cooperation with them
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40. FIRST YOU NEED TO SELL YOURSELF BEFORE CUSTOMERS BUY FROM YOU
Since I wrote about shortcomings attributed to sales representatives by customers, now it is time
to take outline their image. Keeping in mind the content of the previous chapter, developing a good image
seems to be not only reasonable but also necessary. I have been following the motto “first you need to
sell yourself before customers buy from you!” myself for many years now. This is the basic law of trade.
At this stage, you know how to prepare for contact with a customer. You know the language of
benefits and you can prove why it is worth buying from you and taking this risk. You also know how to
present the company and your ability as well as the business offer. You are not unfamiliar with the fact
that you need to begin with identifying problems and then match suitable products. As a result, you will
achieve much more. Let us think now which characteristics will help “sell” a good image. What deserves
mentioning first is extraordinary communication, impeccable manners and looks, as well as the opposites
of the typical shortcomings that I described in detail above. On this basis it is possible to build desirable
characteristics of a good sales representative, such as:
- taking care of the customer before and after the sales transaction,
- soliciting orders based on respect and partnership,
- being familiar with the offer and having the ability and willingness to solve difficult problems,
- impeccable manners and attitude towards customers and competitors,
- readiness to solve difficult problems by not confining oneself to easy ones,
- factual dialog rather than importunate persuasion,
- remembering about good looks, smiling and having a set of business cards
Good sales performance will depend on how well you sell yourself. Image building is a long-term
task; you will not complete it over one day but acting in accordance with specific rules from the very
beginning will be helpful. Damaging an image seconds so you must always be on your guard!
I do not think I have to describe each of the listed areas in detail. We all understand them perfectly.
However, we do not always keep them in mind. If you manage a sales department, make sure that this
topic is a part of the training. If your job consists in contacting customers, take that to heart. First you need
to sell yourself before the customer buys from you! Always remember this rule!
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Remember!

First you need to sell yourself before customers buy from you! Be competent, become an expert in
interpersonal communication, take care of your looks and manners, and ensure that none of the popular
stereotypes about sales representatives clings to you. The better image you build, the easier it will be for
you to succeed.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

have the desirable characteristics of every sales representative been specified in your
company?
is there anyone responsible for creating and improving the proper image of the sales
representative?

PROBLEM: if affirmative answers were not given:

- sales representatives will have serious problems with earning trust
- customers will be reluctant to commence cooperation with them
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41. AN ANALYSIS OF BUSINESS MEETINGS
We are approaching the last part of the publication dedicated to the sales process, the crucial
part of which is the business meeting. Before sales forces leave the office to have meetings, they need to
acquire the knowledge about how to run them, where difficulties are and what is supposed to be the effect
of the well-performed work. I am going to devote the next ten successive chapters to these issues and
I am going to try to answer the following questions:
- what is trading?
- what good customer service gives apart from sales?
- what brings extraordinary sales performance?
- what must be known about direct contacts?
- what are the goals and types of business meetings?
- which products should be offered to customers?
- why are customers sometimes skeptical about the presented solutions?
- how to best speak to their imagination?
- how to present benefits so that they sound interesting and credible?
I think that you already realize the power of being able to answer all the above questions precisely.
I am going to answer to my favorite question: “what is the purpose of a business meeting?” in one of the
chapters below. Can you believe that newly engaged employees are never able to provide the correct
answer? Unfortunately, most experienced sales representatives cannot cope with it either. They should
have no problems with that. The effect of the lack of the knowledge about the standard of running
a business meeting is very poor effectiveness of soliciting orders. In the companies where I begin the
implementation of recovery programs the average amounts is about 5% of all sent offers and conducted
business meetings. In the places where the knowledge is at the appropriate level, the result is around four
times better!
Enjoy your reading!
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42. TRADING IS THE ART OF COMMUNICATION
As proved by the title of the chapter, I believe that trading is the art of communicating with
the customer. Mastering it will allow you to find solutions that will be satisfying to both parties. It is also
the art of demonstrating benefits speaking for the purchase. The lack of these abilities means the lack of
sales skills, which has a decisive impact on achieving poor sales performance. In the majority of the cases
I happened to handle, wherever problems occurred, they were accompanied by weak qualifications for
performing this profession. Employing persons who do not have appropriate predispositions in the sales
department is the number one killer of sales! You can learn how to communicate and succeed but it takes
too much time. The question is if you have enough of it. Personally, I have not encountered such a case
but I assume it is possible. A more effective solution is to seek persons who have mastered this art to
a large extent, and improving their skills is a great investment.
My opinion about staff selection is similar to that presented by Jim Collins in his book “Good to
Great”20, where he writes: “it is unimportant where you are going but with whom you are going.” When
you commence the construction or reconstruction of the sales department, make sure that there are
the right people onboard. Choose the best ones because poor employees will be a brake on development.
If you do not have a proper unit for that, use the offer of specialized external companies. They have much
more experience in selecting, training and motivating teams than you do.
I think that every trading company, for the sake of its own safety, should prepare a profile of
the perfect sales representative. In turn, every employee in the team will be evaluated objectively, and on
this basis, new ones will be sought. I dedicated chapter 2 titled “Characteristics of a good sales
representative” to this issue. I think that this chapter is so insightful that no further explanations will be
needed.

Remember!

Good communication is necessary to achieve high sales performance. It is an obligatory characteristic of
a good sales representative. If there is someone in your sales department who does not have it, you had
better find a new task for them. Otherwise the person will be an effective brake on development.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

has a list of necessary characteristics of a good sales representative been devised in your
company?
are the present employees evaluated and new ones verified on this basis?

PROBLEM: if affirmative answers were not given:

- there can be people in the sales department who are incapable of executing good sales performance
- new people who do not have the desirable characteristics will be employed in the team

20

James Collins “Good to Great”, October 2001, Fast Company
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43. GOOD CUSTOMER SERVICE AS THE BEST LONG-TERM INVESTMENT
We all make efforts to serve customers as well as we can. We expect that the effect of the wellperformed work will be new orders. Anyone who has been working in trade for a few years expects more:
that orders will be placed for the longest possible period. It can be said then that good customer service
provides immediate and long-term effects. I believe that the latter are particularly significant because they
can secure good performance in the future. This is extremely important because a task performed once
will bear fruits many more times.
When I look at beginner sales representatives closely, I can perceive a certain regularity.
Beginners to this profession focus only on achieving immediate effects by the principle: “I am selling here
and now!” As years go by, long-term thinking reaches further in the future. I am a perfect example of that.
I have to admit that I am naturally lazy. I think all the time what to do to work as little as possible and earn
as much as possible. Is this not the major assumption of effectiveness? I will not exaggerate when I say
that abandoning the “here and now” principle was one of the next milestones that contributed to my
success. I not only managed to increase sales performance but I was also noticed and was offered work
numerous times. I got one of them from the “company of dreams” where I have been working to date. Can
you believe that I have been working in trade for nearly 20 years and I looked for a job only once? In
fact, it has always looked for me. It is not the last benefit you can get. Good customer service makes
money flow to my pocket almost on its own. I often received orders from companies which I never
contacted. Sometimes I received a phone call from someone to whom I had been recommended by
another satisfied customer. I was also phoned by those who changed their job and still wanted to continue
our cooperation in their new company. They remembered about me when they had a purchasing need. If
all this happens to me, it can happen to anyone.
A well-performed work is a driving force for you and your company and can provide effects for
a long time. Therefore, never try to sell by the motto “here and now”. The customer might need more time
to make certain transactions or change the supplier. If you have not managed to win a contract today, it
does not mean that you will not manage to do it in the future. Serve every customer as if you wanted to
prepare for a business. Who knows how many of them will do it with you? Building good and permanent
relationships through good service always brings good effects. You are incapable of winning every
contract and you will not earn a living on quick deals only.
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Remember!

The effect of good customer service is frequent orders and easier customer acquisition. If the customer
does not buy today, it does not mean he or she will not buy tomorrow. Good service is a long-term
investment, sometimes you have to wait until it pays off. You cannot win every contract and you will not
earn a living on quick deals only. Do not follow the motto: “sell here and now!”

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

what do sales representatives do for customers to start cooperating with them?
do they know how to build long-term relationships with the customer and are willing to engage
in that?

PROBLEM: if affirmative answers were not given:
- customers will not bond with your company

- it will be necessary to spend more time for fighting for every order
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44. EXTRAORDINARINESS BRINGS EXTRAORDINARY PERFORMANCE
I am going to dedicate this chapter to discussing a characteristic that is scarce and difficult to find,
namely extraordinariness. It is not difficult to notice that extraordinary people achieve extraordinary
performance. It is them who change the world and press ahead. They are creative, bold and always do
more than required. This is why I look for employees who have such characteristics. It is so important for
me that I cataloged a list of desirable characteristics, including this one. As you remember, this publication
began with the chapter “Characteristics of a good sales representative”. I do not think there is any
exaggeration in the statement that such an attitude results from calculation and common sense,
improvement of one’s professional career, family, happiness and comfort.
The difference between an ordinary and extraordinary employee is that the latter does not wait
for being spoon-fed. While some people do only what they are asked to do, others set themselves extra
goals. While the former use only the tools they have received to perform their tasks, the latter organize
additional ones without blenching. They want to complete the same task faster and better. They have high
and broad aspirations. Guess which earns more and do not have to be anxious about their job even during
hard times. Do not think that I am encouraging you to spend a fortune and lots of private time for this
purpose. It is not the point. I think that a bit of your free time and modest expenditure are capable of
working miracles. I act according to this rule myself. After I complete my task, I have a lot of free time and
I do not spend a lot of money on purchasing additional tools. At the times when this device was not as
popular as today, I invested in a GPS car navigation. I calculated that I lost one day a month for finding
the right address. Thanks to that investment I had one more day at my disposal. I spent money out of my
own pocket but it paid off in the form of an extra bonus. Because of that investment, I began to earn more.
Hence, it was not a donation for my company but a pure investment in better remuneration. This is how
an extraordinary person perceives it. This was not only reflected in the sales increase, that is the paid
bonus, but I also got the highest raise in my company. This is how my boss appreciated my contribution
and involvement in the performed work. Believe me, the first raise refunded all the money I had invested
in full.
Investments in tools of the trade are not everything. You can invest time in collecting information,
which does not generate any costs. The only one will be a small amount of time. You can devote it, for
instance, to monitoring information on business-related portals and in television channels. Do you want
to restrict this investment as much as possible? Subscribe to the most popular social portal in the world
for free and the information you find interesting will flow on its own even to your cell phone. It was
impossible in the past but today monitoring information has become simple, cheap and effective. I pay
a lot of attention to situations in the branches of economy that are interesting to me. In my case, these
are for example: power, steel, fuel and automotive markets. Having relevant information on time, I can
determine directions for my sales representatives’ activities. An example from my field is the car industry,
which is closely related to the fuel market. Monitoring oil prices on the stock exchange helps me make
strategic decisions. Every time oil goes up, the interest in cars powered with alternative fuels increases.
If the fuel price grows, the interest in drive installations, e.g. CNG or LPG, components of which are
produced by my company, increases proportionately. If manufacturers of cars and the mentioned
installations, who are my customers, can earn on it, my company will earn, too! Greater engagement of
sales forces in these industries will probably bring good performance.
I have written about engaging in prosperous industries but “extraordinary” knowledge will allow
you to avoid those where not much can be earned. You can prevent the waste of an enormous amount
of time. An example here can be the construction industry, which suffered a lot from the recent crisis.
Construction companies cannot buy much because they have a problem with selling what they have
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already built. A smaller group was sufficient to serve this market, and I directed the saved sales forces to
more profitable markets.
Apart from investments in tools and time, extraordinary people are willing to invest in themselves.
They always participate in courses and trainings organized by the companies for which they work but do
not hesitate to invest their own money in extra ones. Contrary to ordinary employees, they know that such
an investment will always pay off with a surplus. Another example is establishing professional contacts in
informal circumstances. If I meet people with whom I can do business while enjoying my leisure time,
I never miss such an opportunity. Sometimes, you can obtain interesting information and establish
valuable acquaintances in an informal atmosphere, with a glass of Martini. This is how I managed to
establish fantastic contacts many times. During one of the banquets, it turned out that the person I talked
to was the owner of a real property to be leased and an important shareholder of one of my key customers.
This acquaintance permitted the sales increase in my company and allowed me to rent a luxurious
apartment at a very attractive price, where I wrote this publication.
Years of experience have taught me that it is worth counting on extraordinary people. Having
the cataloged characteristics at my disposal, I am able to select ideal candidates more accurately. On this
basis I have prepared questions that help me a lot. I think that they might be useful for you, too. If you
want to check the candidate’s potential, ask one of these:
- can you boast about doing something for which you employer did not ask you? something that was not
in your scope of duties?
- did you accomplish courses the accomplishment of which was your decision, or perhaps you paid for
them?
- what are the sources of your information about prospective customers?
- have you ever invested your own funds in tools increasing effectiveness?
- do you like establishing professional contacts while enjoying your leisure time?
As you can see, it is easy to determine if someone is extraordinary or not. It is worth rewarding
such employees with bonuses. It is them who encourage the other staff to imitate them, they motivate
others to assume a better attitude. It is unimportant whether you manage a sales department or are its
part. Regardless of that, you can be an ordinary or extraordinary employee. The choice is always yours.
It is not worth waiting until someone else sets a goal for you and gives you tools. You will achieve much
more if you take your fate in your own hands. Have high and broad aspirations. Do not hesitate to invest
some of your free time and funds.
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Remember!

The difference between ordinary and extraordinary employees is that the latter do not wait for being
spoon-fed. They sets themselves additional goals, they complete the same task faster and better. They
have high and broad aspirations. They encourage the other staff to imitate them, they motivate others to
assume a better attitude. They know that you can achieve much more if you put your fate into your own
hands.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

are sales representatives in your company extraordinary?
are such persons motivated by the management board and management staff?

PROBLEM: if affirmative answers were not given:

- sales representatives will perform the minimum amount of work, which will not allow them to achieve
the maximum performance
- the lack of encouragement to be extraordinary will prevent staff from performing at their best.
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45. A CANON OF KNOWLEDGE ABOUT DIRECT CONTACTS
The topic of this chapter is one of my favorites. It is, at the same time, the simplest, the most basic
but also the most desirable one. When I began running business trainings, I usually encountered a burst
of reservations from the audience when mentioning this. Everyone knows how to behave in a direct
contact. Who would need more advice from Chris Kraft? Theoretically, everybody knows that, so nobody
teaches that. This area is not regulated because no one regulates the obvious. The fact that the level of
knowledge is unequal and leaves a lot to be desired is unknown until research is conducted to measure
it. During the trainings I run now, I begin by approving and articulating the assumption that everyone is at
an appropriate level in public. Then I present the model attitude. I try to provoke a discussion and let
everybody find the good components in themselves. I can discuss the program in this gentle manner and
those with deficiencies can identify them. This is how I prevent distrust and embarrassment that do not
allow me to appeal to the audience. At the end, I encourage management staff to include the regulation
of this area in the corporate documentation. Thanks to that everybody will know what attitude the employer
expects and there will be no misunderstandings. For the company, this means a very high percentage of
employees demonstrating the model attitude.
It is time to specify the crucial issues related to direct contacts. As the title of the chapter says,
I believe that they are the canon of knowledge about direct contacts. If you asked me what you would get
by acting in compliance with them, the answer would be simple: earning the customer’s favor, which is
the basis of success in our job. The list of topics is provided below:
a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.
n.

do not talk customers down, it is them who are supposed to speak
do not interrupt them when they are talking
do not rely on their fondness only
treat every meeting as exceptional
make notes, do not count on your memory
never begin with the price
do not speak ill of your own company and its offer
delete the word “only” from your vocabulary
nothing and nobody is more important than the customer
use good presentations
be well-prepared for the meeting
ask logical and reasonable questions
say only what you know for sure
how to speak to the imagination: with savings, profits or losses?

a. do not talk customers down, it is them who are supposed to speak
first of all, do not talk down! It has become a widespread conviction that a good sales representative
is one who can talk the customer’s ear off. Nothing could be further from the truth! As a matter of
fact, a good sales representative is one who can mainly listen. Excessive garrulousness is our major
sin. It is our occupational disease which strongly affects our personal lives. I can recognize such
sales representatives in every informal situation, at events, on vacations, in public places with a
hundred percent certainty. It is enough that I start to speak and everything becomes clear. I admit
that I suffer from that disease, too ;) However, I am perfectly aware of the fact that I cannot talk
customers down, it is them who are supposed to speak and I am supposed to listen and draw
conclusions. Record-breakers not only speak too much, but they do it with the speed of a sports
commentator and hardly ever ask questions. If you speak too much at a business meeting, then
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the customer speaks definitely too little. In such a situation, you are getting further and further away
from winning a contract. Try to limit yourself to the questions the answers to which will get you closer
to the goal – placing an order. You will read about the questions that should be asked in subsequent
chapters.
b. do not interrupt them when they are talking
I do not think I have to elaborate on that. Interrupting is simply impolite and implies that the client is
less important. Nobody likes being interrupted, including the customer. Remember that it is us who
care for the meeting more as we are not the sole supplier on the market. Interrupting is our other
drawback and it does not result from impoliteness but from the wish to solve a problem on the spot
and demonstrate competence. Unfortunately, we will not be assessed based on intentions.
Regardless of how good our intentions are, this will always be interpreted negatively.
c. do not rely on their fondness only
building good relationships is a great skill, an indispensable need and a difficult discipline.
A scientific field handling this issue is rapidly developing before our eyes. Taking into account my
experience, I know how much very good relationships with customers can do and I try to establish
them. However, I am far from considering them the only and sufficient key to success. Beware,
relationships are prone to going by. You had better make sure that there are no formal obstacles to
developing and continuing the cooperation. Increase your knowledge and qualifications to be able to
solve your customers’ problems quickly and efficiently because this is what counts most! Let the high
quality of your work make them realize that they can do good business with you and it will be even
better if you have a good fun at the same time!
d. treat every meeting as exceptional
my long-term experience has showed me that only a handful of meetings contribute to
the performance of great contracts. I have also witnessed the seemingly insignificant ones bringing
gigantic orders. I often ask myself how much I have lost by underestimating inconspicuous meetings.
I have not made such mistakes for years now and I always treat every meeting as exceptional; it
does not cost me too much. I appreciate every opportunity to earn money regardless of
the impression the customer makes on me. I know that nobody should be judged by the aesthetics
of the office, the size of the production floor, the personality of the decision-maker or the brand of
the used cars. When I see a customer, I assume that everyone is a chance of a gigantic contract and
you know what? I am a high achiever!
e. make notes, do not count on your memory
business meetings are abundant with information. It is advisable to make notes during a meeting.
You will not win the customer’s trust if, two days later, you ask him or her what you were talking
about. Making notes, you additionally imply that it is worth noting what he or she is saying. It not only
is practical but also expresses respect and will be noticed. If you are not making notes, you imply
that you do not hear anything interesting. I once invited a representative of a graphics company
which was supposed to prepare an advertising brochure. The graphics representative did not note
down anything I said so I was sure that my idea was not a big challenge. A week later I received
a design for approval and I found ten-odd mistakes there. I not only had to waste time for discussing
them again but the representative also tried to make me believe that I never said it. We made the
brochure but I never decided to cooperate with them again. Today, I also engage in similar matters
and I let somebody else earn. Such an inconspicuous mistake resulted in the mentioned company
lose orders for the total amount of about $80,000 to date. Was it worth it? Do your best to prevent
such a scenario.
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f.

never begin with the price
no matter if these are negotiations, a social meeting or news on television, pieces of information are
presented in order of importance. The ones which are communicated first gain more value. There is
a reason for placing the most important ones on the first pages of newspapers. Apart from that, they
fill the first seconds of information services. The less important items of information are
communicated later. If you begin your presentation with the price, you imply that it is the most
important selection criterion. After all, there is something else to trade than that. Begin with what is
more important. Explain what you want to offer and why it is worth buying it. Leave the price for
the end. What will happen if the price is the main message? Your offer will be assessed exclusively
from this angle. The strategy of beginning a presentation with the price works when you offer
the cheapest products on the market. I bet your competitors want to conceal all defects of their
products and that is why they begin a conversation with the price.

g. do not speak ill of your own company and its offer
fortunately, I rarely come across such behavior. The damage caused by unfavorable comments
about an offer or a company expressed by its own employee is enormous. Although it might seem
strange, they are usually a result of good intentions. Great representatives want to win the customer’s
trust by providing “secrets”. I suppose everybody experienced that many times. When I made
a remark about poor organization of a store’s service, I heard from one of its sellers that “the boss
invented even greater absurdities in the company”, and then specific examples were given. Is this
behavior supposed to make you willingly leave your money with this company? I do not think so.
I often see sales representatives encouraging a customer to buy one product by discouraging him or
her from another one, which is included in the same company’s offer. I ask myself why they lay out
bad products on shelves. Do any reasonable people work there at all? There are good intentions in
such an attitude, too, but the effect is disastrous. People make such mistakes unconsciously. Make
sure that your staff does not have such ideas.
h. delete the word “only” from your vocabulary
this mistake is made when presenting the business offer and has a lot to do with the previous
problem. When you say that you unfortunately have “only” such television sets, customers will
understand it in the following manner: “unfortunately, our offer is very narrow and it is difficult to find
anything good in it.” Record-breakers can even encourage customers to visit their competitors and
give their addresses. Even if they do not do that, you can expect that the customer will go there.
Everyone wants to buy beneficially so comparing offers in other places is reasonable. When
the choice is small, it becomes necessary. The sales representative’s task is to achieve the opposite
effect, to do his or her best to prevent the customer from going there. You can say that such an
attitude resulted in the sales representative unconsciously “chasing the customer out” from the store.
i.

nothing and nobody is more important than the customer
this principle is a canon itself, and I dedicated a chapter to it but I need to remind of it again. You
already know that it is the customer who pays our remuneration, decides whether our company will
develop or go bankrupt, employs us and makes us redundant. Give voice to that at every meeting.
Common mistakes include: answering phone calls and talking to someone else during meetings,
failing to call back or respond to the messages the customer has left. Excusing late-coming with
a protracting appointment with another “crucial” customer, cancelling appointments because a
“crucial” customer suddenly demanded an unplanned meeting are manifestations that your customer
is not important. When you are at a meeting, switch off your cell phone; if you are late or cannot
speak, think of anything but saying that you have something more important to do at that time!

119

j.

use only good presentations
presentations are a common component of high-level meetings. These are usually indecently long
boring and incomprehensible compilations. The customer is “forced” to learn the history of the
company, photographs of the founder and significant dates. Fixed items in presentations are magic
arrows, strange sales increase columns, empty slogans and big words. Slides preceding
the presentation of a “revolutionary” solution inevitably display a photo of an elderly man with
mustache who is scratching his head with a light bulb above him. Every presentation inevitably ends
with a photo of runners crossing the finish line. And a photo with a handshake cannot be forgotten
either. Is this what a good presentation should look like? Skip the pictures of the standard Power
Point set, ludicrous photographs, joyful handshakes, arrows and other weird principles. A good
presentation has to be brief and to the point. Benefits from commencing cooperation need to be in
the foreground. It is worth depicting them as countable values. You can add the information about
the probable cost of rejecting the offer. Minimalism is welcome in this case. The sales department
could devise templates and guidelines for preparing and demonstrating a good presentation. In my
company, everyone who prepares them has to be properly trained. This is really the best solution
since it is often the case that the fate of the contract depends on such a unique presentation.

k. be well-prepared for the meeting
you need to be prepared well for a meeting and this is beyond a shadow of a doubt. Being prepared
as to the substance is most important. Usually, sales representatives have catalogs, gadgets,
product samples and other necessary accessories with them. They do not need to be reminded about
that. Before they leave, pay attention to the following:
- is the goal of your visit known?
- is it known which products might be interesting to the customer and has none of them been
overlooked?
- do you remember about examining the purchasing potential?
- how do you plan to persuade the customer into starting cooperation and leaving the present
supplier?
- how do you want to persuade them into long-term cooperation?
l.

ask logical and reasonable questions
a good business meeting cannot be too long so do not waste your time during it. I suggest that you
prepare well before the meeting. It is necessary to answer the five questions asked above. Thanks
to which you will know what questions to ask. Try to ask logical and reasonable questions based on
which you will be able to prepare the best offer. Remember that after the meeting you need to have
an idea about what the customer might buy, how much, when and on what conditions, and if there is
something that can shatter the chance of success. Everything other than that is less important. If you
do not want mistakes to happen at this stage, think if it is not a good solution to prepare a template
for running a meeting.

m. say only what you know for sure
the reason why I want to devote some time to this issue is to combat bluffing. I think that sales
representatives do that too often. It results from fear of losing trust when they are not able to answer
one of the questions. This refers to junior employees. I can understand this behavior as they need to
fight for their place in the team. Still, I am warning you against that and I can ensure you that no one
is capable of looking at the whole picture. It is better to admit deficiencies in information and take
advantage of the help from experienced colleagues than to make a mistake and promise something
that is difficult to do. “Calling the case off” is usually more difficult. If you do not respond appropriately,

120

the result will be establishment of this habit. During trainings, I always repeat: “say only what you are
absolutely sure about and never bluff!”
n. how to speak to the imagination: with savings, profits or losses?
Closing the list of problems related to the direct contact, I would like to write a few words about the
language we use. I am going to handle this topic when discussing the sales process (see ch. 50) but
it is worth signaling now. It is about the “meaning” of the benefits with which we want to persuade
customers into cooperation. We can do this in three ways: from the angle of saving, profiting or losing.
The most popular is the first one, which is the most discreet but the least effective. It is difficult to
speak to the imagination in this manner. Maybe it is strange but not everybody wants to save. This
results from the fact that customers are not always aware that it is worth doing that. The thousands
of advertisements the leading topic of which is (usually inconsiderable) saving resulted in the
message encoded in our heads saying that saving is a game not worth the candle. It is the same in
the case of B2B contacts. Proving profits is much more effective. If customers gain profit owing to
the cooperation with our company, many customers will become interested in this fact. Not everyone
though. You need to ask yourself a simple question about who might be interested in profiting. This
will probably be a person who has this parameter in their bonus tasks or professional duties. If you
are talking to the owner of a small company or a person that is accounted for profit, you can use such
an argument.
The most convincing manner of argumentation is the one concerning no more losses, because
nobody wants to lose. Any loses, regardless of the occupied position, are worrying to everybody. If
you are capable of proving that your client has a problem with losses, you are close to winning the
contract. Yet I need to warn you. Any manipulation of facts is out of question. Rely exclusively on
true data! What is more, try to make the message not too importunate and aggressive. If you want
to see how not to do it, watch TV Shops. The manner in which they fabricate benefits there and
“threaten” with the consequences of failing to use the product is immensely exaggerated. However,
I like the way in which they enumerate benefits. If a given product has several of them, message
specialists immediately stress that not only one but more benefits speak for the purchase. Look at it
closely and think how you could use that in your work.
I realize that the points above do not exhaust the topic of the canon of direct contacts. I focused
on the areas where I often encounter mistakes. I ignored the issues related to the sales representative’s
appearance: neat looks without elements that disclose his or her views, nice personality or open attitude
are the basic parameters. I wonder what else, in your opinion, should be included in this list.
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Remember!

If your company takes care of its image and spends money on this aim, you need to remember also to
model the issues related to its employees. Contacting the customer is the art of communication and proper
looks and attitude are very good grounds for gaining approval. It is frequently assumed that everyone
knows what this notion means and, as a result, this area is not regulated. Do not make the classic mistake
of the unwise and take care of this. Let all doubts be dissolved and let every employee know what is
expected of them.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

does every employee in your company know the model attitude while contacting the customer?
does anyone take care of setting good standards and preventing mistakes in this area?

PROBLEM: if affirmative answers were not given:

- sales representatives might discourage many customers from themselves and, consequently, from the
company
- the lack of regulations with this respect and the failure to promote the proper attitude will lead to
deterioration of the image of the staff and the entire company. Your credibility and good reputation may
suffer as a result.
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46. GOAL AND TYPES OF BUSINESS MEETINGS
We are well-prepared for a business meeting. Now it is time to think of its goal. When we draw
appropriate conclusions, another question will probably arise, namely, whether every meeting has
the same goal. In the face of such questions, I often think about the consequences of not having answers
to them. In the sales industry everything comes down to poor sales performance and a frequent cause is
low effectiveness of acquiring customers and their orders. The source of the problem is often the issues
that I am going to discuss in this chapter. The title reveals that we are going to contemplate the goal and
types of business meetings. A relevant knowledge about it will directly affect the mentioned effectiveness
parameter. Let us proceed to the core of the matter then.
1. Goal of a business meeting
When I ask a question about it, the most common answers are to establish a contact, present
the company and its offer. I do not want to pick at words but this is how it is understood. This
reasoning is obviously incorrect. The lack of a clear definition makes people assume their own. If this
is how a sales representative comprehends its goal, it is understandable that he or she will focus on
establishing a contact, saying a few words about the company as well as leaving the catalog and
encouraging the customer to contact them if need be. Invoking the 80/20 principle developed by
Vilfredo Pareto21, an Italian sociologist and economist, I believe that 80% of business meetings
conducted in this manner contribute to winning merely 20% of the prospective contracts. Is
presenting the company’s profile and its offer so tempting that an order will be placed as a result of
the visit? I do not think so. Management staff is responsible for defining the goal of the meeting and
monitoring to see if it is pursued later.
What is the goal of the business meeting then? In accordance with the definition I adopted, it is
“taking actions aimed at acquiring the information necessary to prepare the best possible offer
leading to winning a contract.” A supplementation of the adopted definition is specifying when the
task is considered completed. The regulations provide that during every meeting, answers to all
strategic questions need to be obtained. Naturally, the answers given at each meeting with
the customer are cataloged, and the strategic questions are devised by a larger team and adopted
as applicable to all sales representatives. Let us stop here for a moment and have a closer look at
them. The most important questions include the following:
- is sales possible at all?
check if the company is not changing the sector of its operation, whether it is not under bankruptcy,
or bound by a long-term contract with another supplier, etc.
- what can be sold?
check if all products in which the customer could be potentially interested have been presented
- how much can be sold?
check the purchasing potential in a particular period

21

Vilfredo Pareto, (born July 15, 1848 in Paris, died August 19, 1923 in Celigny, Switzerland). An Italian
economist and sociologist. Vilfredo Pareto discovered that 80% of the total assets of a country is held by
merely 20% of the society. The 80/20 Pareto principle has become very popular in business today. It is often
indicated that the analogous 80/20 correlation refers to numerous other social and economic phenomena.
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- when can you sell?
check if the purchases made by the company are regular and if so, when are they are normally
generated
- on what terms and conditions can you sell?
check if the customer imposes the payment deadline, delivery cost, necessary documents,
certificates, attestations, etc. from the beginning
- who decides which offer to select?
check who the decision-maker is. Without this information you will not know who to contact if an order
will not be placed after sending the offer.
- what and whose products is the customer using today?
check with what and with whom you compete
As you can see, the created definition determines the goal of a meeting and specifies when it is
considered achieved. Such a provision is universal and it can be entered into force in every trading
company. I assume that the answer to the question: “what is the goal of a business meeting?” will always
be correct from now on.
Analyzing the strategic questions, you can argue whether all significant ones have been already
asked. You can seek sales with new customers, who have not bought anything so far. You can also seek
it with the present ones when you want to offer something they have not yet bought. Sometimes, we will
seek it with those who have stopped buying for some reasons. This very short introduction has shown
three cases and the “strategic questions” will slightly differ in each of them. Hence, the conclusion might
be that the goal of the meeting can change depending on the type of the meeting. We are going to deal
with this matter now.
2. Types of business meetings
We have agreed that we can talk about at least three types of business meetings:
a) acquiring new customers
b) providing services to the current customers
c) reclaiming the lost customers
The strategic questions I provided in the previous point concern acquiring new customers and
therefore we are going to contemplate their wording in the two remaining cases.
b) providing services to the current customers
The customer who is buying today does not have to do it tomorrow. Out of concern about maintaining
sales, you need to devote a sufficient amount of time to the won customers. In such cases the task of
sales representatives is to provide care that will result in continuous placement of orders. When contacting
the customer, it is good to check if he or she is satisfied with the service, which areas should be improved
and if competitors are not doing something that might threaten the further cooperation. Apart from that,
this case also refers to explaining the events of sales decrease. You need to examine why this happened.
Strategic questions will refer to the mentioned issues and can have the following wording:
- is further cooperation possible?
check if the company is not changing the sector of its operation, if it does not have financial problems, if
it will have to become bound by a long-term contract with another supplier, etc.
- are there any barriers hampering the maintenance or development of cooperation?

124

check if there are no barriers created by employees, procedures or other factors for which your company
is responsible
- can you sell anything else?
check if the offered products portfolio can be supplemented, if the scope of your customer’s activities is
not being extended
- can you offer even better service?
check if something else can be offered: greater convenience, solutions that will improve cooperation and
secure it for the future
- are there any threats on the part of competitors?
check if competitors have taken actions to take over a given customer’s service and if so, what are they
This time I have presented five questions that should become a standard of a meeting aimed at
maintaining the current customer. In this case, like in the one discussed above, it is worth taking care of
cataloging answers and monitoring if all the information is given at every business meeting. A separate
task for management staff is to help sales representatives if they face problems which they are incapable
of handling on their own.
c) reclaiming the lost customers
The third case refers to the attempts to recover the lost customer. It is good to standardize the questions
to be asked at the business meeting here, too. The cataloged answers will help identify causes and find
solutions. This should largely reduce the number of such cases in the future or at least prepare you for
them. Which matters ought to be discussed at a meeting then?:
- is it possible to resume cooperation and if so, when?
check if cooperation is still possible and when you can expect new orders
- which factors caused the loss of sales/customer?
check which factors resulted in the loss of the customer, particularly those for which your company is
responsible
- why are the mentioned factors so important for the customer?
check why it was so important for your customer and think how you could repair it
- has the competitive offer solved all problems?
check if competitors have been able to eliminate all problems or only some of them, think how an even
better offer should look
- with which product has the competitor taken your place?
if it is possible, check which product or supplier contributed to the loss of this customer
Analyzing the three cases: customer acquisition, maintenance and reclaiming, you can notice the
common denominator about which I wrote in point one. I made an attempt at defining what the goal of the
business meeting is. I said that it is “taking actions aimed at acquiring the information necessary to prepare
the best possible offer leading to winning a contract.” Regardless of which of the discussed cases we
experience, the task is to collect information.
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I think that the knowledge coming from the regulation of the issues related to the goal and types
of business meetings and the preparation of suitable tools (strategic questions) is obvious. Such an
approach to the matter will help sales representatives increase the effectiveness of actions and
management staff will “understand” the causes of increases and decreases. While carrying out audits,
I see that the knowledge of both parties about the causes of failures is general and not seldom
inconsistent. It is usually grandiloquent and luscious with slogans. Managers know the final result but are
unable to specify where the mistake lies. They are unable to say whether it is new or current customers
that are responsible for the sales decrease. They do not know if it results from losing some of them. If it
is impossible to devise a substantive recovery plan, the management staff that relies on general
information will be capable of issuing general instructions which, in general, will have a meager chance
of improving the sales performance. Is this what managing the sales department should look like?
Obviously, this issue refers to sales representatives, too; they should also provide relevant information
and develop a recovery plan. The definition of the goal and type of business meeting puts is to put more
emphasis on obtaining information. If the investment in the meeting does not result in an order, it will
ensure that information about the causes of this state of affairs was all in vain. Thanks to that, and nothing
else, you will be unable to effectively counteract such instances in the future. The lack of relevant
regulations will result in you being left with nothing, and this is what no one can afford today. Remember
that regardless of the quality of the obtained information, the cost of the meeting remains the same. It is
worth taking good advantage of the investment in business meetings.

Remember!

The goal of a business meeting is “taking actions aimed at acquiring the information necessary to prepare
the best possible offer leading to winning a contract.” Collecting information, based on which the best
possible offer will be prepared, is equally important when you are seeking new customers, when you are
involved with current customers, and when you are trying to reclaim the lost customers. Depending on
the type of the meeting you need to focus on other issues, which should be reflected in different “strategic
questions”. Such an approach to the matter will help sales representatives increase the effectiveness of
actions and management staff “understand” the causes of increases and decreases. If the investment in
the meeting does not result in an order, it will ensure the information about “what is behind it” and it
because of that and nothing else that you will be able to counteract it successfully. The lack of relevant
regulations will result in you being left with nothing.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

does every employee in your company know the goal of a business meeting?
are the types of business meetings and the questions to be asked at them commonly known?

PROBLEM: if affirmative answers were not given:

- sales representatives will not get to the crux of the matter during the business meeting, which will
dramatically decrease their effectiveness
- the lack of tools such as strategic questions (for each of the three types of meetings) will also lead to
the lack information about the causes of poor sales
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47. OFFER ONLY THOSE PRODUCTS IN WHICH THE CUSTOMER IS INTERESTED IN
The inspiration for writing this chapter are thousands of business meetings in which I took part in
with my trainees, and of irregularities that I witnessed there. The issue refers mainly to the part of the
meeting when the offer is presented. The point is that sales forces go to one of two extremes. In one of
them, too many products, while in the other - no products are presented. Some sales representatives
make an assumption that they should present as many products as possible. They count on the customer
to remember all or the majority of them and will contact them when in need to buy. Long and monotonous
dialogs are not an ally of sales. Apart from that, you already know from previous chapters that the
customer does not buy products but solutions to problems. It is better to investigate into the problems
faced by the customer and find a solution to them rather than counting on the customer to do that for you.
You should speak as little as possible and very tactfully at the same time. During the meetings
I mentioned, I also discovered a different approach of sales representatives. Some of them did not even
inquire about the products which might be interesting to the client – and this is the most common scenario.
In the majority of the cases, they did not even realize it. Their meetings usually ended with leaving
materials and requesting customers to look through them and contact them if need be. You need to
experience an incredible explosion of luck to execute a transaction after something like that. When
I investigated into the causes of such behavior, I discovered that it usually resulted from the lack of
appropriate knowledge. The persons I examined had not participated in any training aimed at showing
who a prospective customer is and what he or she is using. When I got more insight, I found out that they
had not participated in such trainings because they had not been organized by their companies. I admit
that I have encountered trading companies having a similar training material at their disposal only a few
times in my life. In chapter 18 titled ”Collection of information about prospective customers”, I wrote about
the necessity to collect relevant information. I also wrote that it was not enough to limit yourself to
describing products but “what can be sold and to whom”. If you make the assumption that every sales
representative ought to gain such knowledge on their own, you need to know that you are playing roulette
with luck. It is a very risky game and does not allow you to be prepared for an unfavorable scenario. This,
in turn, means a shameful failure.
Results impose themselves. Sales representatives should know in which products the customer
might become interested and talk only about them! It is also worth remembering the language of benefits
which will help make a decision. Any other manner of presenting the offer pushes you away from winning
and the client will be reluctant to change their present supplier.
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Remember!

If you want to win a contract, you must know which products the customer uses and present only them.
Do not forget that customers buy solutions to problems ensured by particular products. Use the language
of benefits, which successfully convinces the customer to decide to buy. Presenting a too broad or a too
narrow selection of products, you will not achieve the intended goal. If you manage a sales department,
make sure that sales representatives know where to look for prospective customers. If you are a sales
representative, inquire about that!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales representatives know in which products the customer might become interested?
does each of them know that they should not present too many and too few products?

PROBLEM: if affirmative answers were not given:

- customers will not know what to buy and why it is worth buying it; as a result they will not place
any orders
- the lack of relevant training will contribute to gaining too little knowledge needed for soliciting orders
effectively.
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48. WHICH PRODUCTS TO OFFER
We are still focusing on the subject of presenting products at a business meeting. You know from
the previous chapter that you need to talk about the purchase which the company (selected by you) could
be potentially interested in. When I first prepared a list of “all” products that can be offered to customers
(from a given industry) I drew another conclusion. Some of them were sold more easily, with a better profit
and smaller amount of labor. In other cases, a frequent determinant of success is the lowest price and
you do not need to possess a greater knowledge about it. I discovered that the major criterion is
profitability and with this respect products are not equal. From then on I began to name them flag products
(high specialization, high margin, low competition) and complementary products (low level of complication,
low margin, high competition). Do you remember the example I provided in chapter 17 “Business offer”?
I wrote there that “complementary products ought to be only an addition, like car mats when selling a car.
We will earn less on the mats than on the car so investing time in looking for customers to buy a mat is a
waste.” From the economical point of view it is most beneficial to offer those which bring the highest
profits. Does it pay off to pursue the time-consuming sales process for the sake of low profit with a large
amount of labor? Definitely not! The effect of contemplations and analysis of a range of criteria was to
assign all products from the offer to one of the two groups: flag and complementary products. I list the
criteria which I adopted to divide the product offer. Look at them carefully and try to prepare ones that will
be applicable in your case:
- high sales price
- high margin
- unique solution
- technological advantage over competitors
- lower number of competitors on the market
- necessity to have much knowledge needed to sell a product
Regardless of the industries in which we work, mechanisms remain the same. It is worth devoting
a business meeting to some products, whereas in other cases it will not be profitable. The whole process
of acquiring customers and their orders needs to be based on flag products. It is them that will create an
image of your company. It is on their basis that the fate of the cooperation will be decided, it is them that
will serve as a shield. Complementary products, as the name suggests, merely “complement” the offer.
Thanks to them it is possible to buy more products from one supplier, which is consistent with the today’s
trends. I am an ardent supporter of preparing for a business meeting in this way. In the previous chapter
I wrote about the necessity to devise a training program that will specify who a prospective customer is.
You know now that the major emphasis during a meeting should be put on flag products and not on every
potential one. It is enough to only mention the latter.
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Remember!

Customer acquisition ought to be based on flagship products that ensure an appropriate sales value and
profit, ones that are not offered in masses, that supply new solutions and have competitive advantage.
Concentrate on those on which you will earn most and your chance of success will increase and
competitors will not be that dangerous. These products will create the image of your company and pull it
up. If you represent the management level, make sure that the training material includes complete
information about who the prospective customer is and what flagship product are dedicated to him or her.

CHECKLIST: see if you can give affirmative answers to the questions below:

□

do sales representatives know in which flagship products the customer might be interested in?

PROBLEM: if affirmative answers were not given:

- sales representatives will not know which products can convince the customer to commence
a partnership
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49. INQUIRE INTO THE CAUSES OF THE CUSTOMER’S SKEPTICISM
It is rarely the case that we present an offer that is approved without batting an eye and sent for
processing. We would give our eyes or teeth to that but it is significantly more difficult. We often witness
doubts piling up and try to respond to them, usually by indicating benefits. We hope that one of the
discussed ones will outshine doubts and leads to sales. This has a lot to do with auction. The winner is
the one who will outbid the offer, something like “a benefit outbids a doubt”. This undoubtedly wastes
valuable energy and time for both interlocutors. I used to work in this manner for many years until
I accidentally, astonished by the customer’s skepticism, asked him straightforwardly: “why do you think
so?”
We realize the significance of presenting benefits that speak for the purchase. We assume that a
person who cannot be persuaded does not understand the crux of the matter. It is worse if the language
of benefits is so poor that, in the case of skepticism, it leads to repeating the same thing from the very
beginning. If the customer is skeptical, make sure that he or she has understood you. The arsenal of
benefits cannot be poor but do not let the customer drive you into a corner. It can turn out that the
presented benefit, although a true one, is not as attractive in the eyes of the customer to turn the scales
in your favor. What is your plan for such a scenario? Are you going to provide and “produce” new ones
until you achieve your goal? Such an approach to the matter results in wasting energy. If the presented
benefits have proved unconvincing, ask straightforwardly: “why”?
Many years ago, I worked for an operator of the GSM cellular telephone. One day a customer
visited me and asked about pagers. I informed him that we sell cell phones and not pagers. He said that
he was interested in them only and started to leave when I asked him why he wanted them so much when
they were coming out of use. He said that he needed a device to receive messages. I told him that cell
phones can receive and send them. When he asked me about the price, which was much higher at that
time, he rejected the offer. I recommended him the cheapest phone with the lowest possible standing
charge and I told him that he can send as many messages from it as he wanted and additionally make
calls from any place. A week later he decided on the purchase. This story ended well but to tell you the
truth, I used to lose in the majority of cases until I understood the sense of this process. Inquiring is the
best key to sales. The customer does not ask questions without a reason and does not demonstrate
skepticism without a reason either. There is always something behind it so you need to check if it can be
“solved” somehow. If your clients ask questions, it means they are open to dismissing their doubts. They
want to be sure that they are making a good choice. Ask them straightforwardly why the presented benefit
arouses their doubts. Look at it from their point of view. Remember not to bluff and not to be importunate
because customers do not like it. Even if you manage to sell something this time, they might be dissatisfied
with it and this can discourage ten other customers from purchasing. Remember that we are more willing
to talk about the problems we experience than about solutions. Promise me that you will acquire a habit
of asking about the core of the doubt and I promise that it will contribute to increasing your sales
effectiveness.
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Remember!

The offer presented by you will not always appeal to the customer’s imagination or cause a change in his
or her thinking. What are you going to do if it does not work? Are you going to think of a yet another one?
Such an approach to the matter results in wasting energy. If the presented benefits were unconvincing,
ask the customer straightforwardly: “why?” Inquiring is the best key to sales. Customers do not ask
questions without a reason and do not demonstrate skepticism without a reason either. By asking
questions they want to dismiss their doubts. Look at this from their point of view.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do sales representatives know that they should be inquisitive about the skeptical attitude towards
the presented benefits?
are sales representatives inquisitive and communicate complete knowledge about such
instances to their superiors?
do superiors help the staff prepare for dealing with such cases in the future?

PROBLEM: if affirmative answers were not given:

- sales representatives will present studied benefits and when they lose, they will be convinced that their
value is low,
- such opinions will be communicated among the staff, who will begin to question them and will stop
using them in the right way, which will result in deteriorated sales performance.
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50. HOW TO APPEAL TO CUSTOMERS’ IMAGINATION
We are continuing the topic of the language of benefits and now it is the right time to elaborate
on one of the thoughts I have already signaled. In chapter 45 titled “Canon of knowledge about direct
meetings”, section “n”, I contemplated which perspective is more appealing to the customer’s imagination:
saving, profiting or eliminating loses. I am going to develop this thought in a psychological context.
The language of benefits can sound differently and appeal to customers with a diverse power.
You will use different methods depending on the situation and on a given person. One customer will find
the possibility to save money more attractive, another one would prefer to profit and a yet another one will
choose to eliminate loses. Which then: to save, to profit or to stop losing? Which of these sounds more
convincing? Which one to use and which have the same impact on all customers? I provide the meaning
of these notions below.
1. Saving
It is attractive if the value of savings is high. You will appeal with this parameter to someone with
financial problems. Every “snatch” will be welcome in such circumstances. The period of a crisis will
be your ally, but it will be much more difficult at the time of economic growth. Good financial results
or not being rewarded for generating savings makes saving unattractive. Although it might sound
incredible, employees are not rewarded for generating savings in the majority of the companies with
which I dealt. Therefore, people who work there do not pay so much attention to it. You can use this
argument in the case of those who have already made the decision to buy. In other cases,
the effectiveness of this method will not be high. The primary place where your argumentation will
be appreciated is the purchasing and financial departments. Their responsibility is to buy cheaper
and on better terms and conditions.
2. Profiting
It sounds more attractive than saving. No matter if the company generates losses or good results,
everybody wants to win something. Paying bonuses on profits is a common practice. A person
included in this scheme will not reject such an offer. If you face competitors, you will try to prove that
buying from your source will bring certain profits. If you have problems, there is another possibility
up your sleeve. Profiting will appeal most to the marketing department and, above all, the
management board, and in small entities – the owner. If your product is able to ensure that, go
directly to these people.
3. Eliminating loses
If nothing has worked, try this. It is the greatest asset of the language of benefits. Savings are made
when it is necessary, profits are generated when it is possible, but loses are eliminated always!
Losing means danger, it is highly pejorative, while profiting and saving is just another opportunity
which you can use. The awareness of losses results in activating prompt and specific actions by all
employees. This is because losses mean problems, somebody might be made redundant for that.
No matter how good the company’s condition is, not even mentioning a bad condition, losing is
always unacceptable. I normally do not begin with this method; I rather start with presenting a chance
of gaining something. I keep the last method in reserve and use it if the first two fail to bring expected
results. I want to add that it needs to be employed carefully and intuitively. A meeting with
the customer cannot be based on spreading anxieties. Tactlessness and importunity could bring
the opposite result. Eliminating losses appeals to everyone regardless of the department in which
they work.
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Benefits are diverse and they can be associated with degrees of comparison: important, very
important, the most important. Use these three terms depending on the situation.

Remember!

Savings are made when it is necessary, profits are generated when it is possible, but losses are eliminated
always! Losing means danger, it is highly pejorative, while profiting and saving is just another opportunity
which you can use. In the case of losses prompt and specific actions are taken. Begin with indicating
profits and use the loss elimination perspective as a last resort. Benefits can be presented in different
aspects and can be associated with degrees of comparison: important, very important, the most important,
that is: saving, profiting, not losing.

CHECKLIST: see if you can give affirmative answers to the questions below

□
□

do sales representatives know which degree of benefits to use and in which order?
do they apply the last one, that is eliminating losses, carefully and as a last resort?

PROBLEM: if affirmative answers were not given:

- sales representatives might present interesting benefits in an uninteresting manner, which could make
it difficult to win contracts
- sales representatives might over-focus on indicating losses and spread too much anxiety during
a meeting, which can lead to losing reliability and losing a contract
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51. HOW TO PRESENT BENEFITS IN AN ATTRACTIVE MANNER
In the chapter invoked above (45. “Canon of knowledge about direct meetings”, section “n”),
I mentioned the techniques employed in TV Shops. I asked you to avoid the importunity and exaggerated
benefits complemented with spreading hysteria which is common there. I also wrote that certain
techniques used there are worth considering and it is them that I am going to focus on in this chapter.
This is the last issue related to the language of profits that I am going to present in this publication. You
already know a lot about it. Not only do you know what it is and what its power and objective is but you
also realize that it can be properly graded to increase effectiveness. You also know that profits should
refer not only to the object of a transaction but also to the company which offers them. I assume that at
this stage you have a significant arsenal of benefits speaking for the purchase at your disposal. We can
now proceed to the next issue - the method of listing them.
“What” you say is equally important as “how” you do it. Building suspense is a useful skill. If you
are interested in psychology, you probably know that self-confidence and authority should be manifested
in such cases. People who have both of these characteristics do not experience fears, speak slowly and
clearly, and the pitch of their voice is low. Especially the latter activates our sub-consciousness. How
should an appropriate voice sound? The most frequent example is James Bond, but an equally interesting
one is Al Pacino from the movie “The Devil’s Advocate”22, where he impersonates the director of a law
firm. A good example for females is Oprah Winfrey23. Can you catch them speaking quickly, unclearly or
with a faltering voice? I am sure you cannot! Most people subconsciously trust a person who speaks
firmly, slowly and calmly. This assures that the speaker is honest, which is very helpful in trade. I think
that they are good role models, whose example you can always follow. It is not enough, however, to
modulate your voice and speed of your speech. First of all, you need to become a specialist in your field.
I assume that you are one at this stage.
Yet a suitable tone is not enough; what counts is also the manner of speaking. I often witnessed
rejection of an offer by customers despite having been presented numerous benefits. Here, like in other
disciplines, expertise and the ability to communicate it does not always go hand in hand with each other.
This is extremely important when you mention more than one benefit. You cannot allow them to merge
into one unattractive pulp. You must build suspense, which is not that difficult. You can do it easily by
using two components. One is suspense-building expressions, such as: “firstly”, “moreover”, “what is
more”, “additionally”, etc. The other is intervals of appropriate length. I suggest that they last around two
seconds.
The mentioned suspense-building expressions need to be emphasized with suitable intonation.
You can utter them slightly more loudly than others. The point is to draw the customer’s attention to the
keywords so that he or she can answer the question “why is it worth buying?”. We want to prove that it is
not one but many benefits that speak for the purchase. Let us assume that our sales representative wants
to persuade Ms. Jones to buy a hair dye which: preserves the color twice as long, is healthier and includes
a set of tools needed for dyeing. As you can see, many benefits speak for the purchase. An example is
provided below.

22

”The Devil’s Advocate” Warner Bros 1997, dir. Taylor Hackford,
Oprah Winfrey, (born January 29, 1954 in Kosciusko, Missisipi, the USA), a popular presenter and author of a
world-famous talk-show “The Oprah Winfrey Show”
23
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Ms. Jones. I recommend a hair dye named Beauty Color, which:
…interval…
firstly!
… interval … preserves the color twice as long than ordinary counterparts
moreover!
… interval … is healthier for hair since it does not include ammonia
what’s more!
… interval … includes a set of tools needed for dyeing
Which one do you choose?
I would like to add here that it is worth using appropriate body language. You will find many good
publications on this topic. If you have not read any of them yet, you need to do it immediately! I am sure
that after making this kind of presentation of the benefits, Ms. Jones will be unable to resist the want to
make the purchase. I use a similar style in the engineering industry, in which I operate, and I can assure
you that it brings great results. It might seem insignificant but the fact that many benefits that speak for a
purchase is… another benefit! Presenting benefits integrated in a whole does not sound good, it lacks
expression and attractiveness. If someone spent a lot of time on developing them, it is not worth reducing
their value by an unskilled presentation.
This is how I went slightly beyond the conventionalities of similar publications. Do not treat this
short chapter as the only source of information. I encourage you again to reach for the of this book which
discuss this issue in detail and to contact specialized companies. After so many years in trade I know how
valuable it is. I wish that the following formula remains in your head: a suspense-building expression + a
benefit + an appropriate interval = a benefit that sounds very attractive and strongly speaks for the
purchase!

Remember!

Skillful articulation of benefits is above all the tone of the utterance. Speak slower, with a lower pitch and
emanate self-confidence. When done correctly your utterance will sound reliable and interesting, and you
will attract the customer’s attention. Additionally, try to use suspense-building expressions, such as:
“firstly”, “moreover”, “what is more”, “additionally”, etc. This is how you will prove that there is more than
one benefit speaking for the purchase, which will sound very appealing.

CHECKLIST: see if you can give affirmative answers to the questions below:

□

can sales representatives present benefits in an attractive manner?

PROBLEM: if affirmative answers were not given:

- benefits presented in an unattractive manner will sound ordinary and might not be enough to convince
the customer
- the time devoted to preparing the benefits will be wasted, and the sales team will not believe in them
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52. AN ANALYSIS OF THE DIFFERENT TYPES OF CUSTOMERS
We have already discussed many issues that are crucial for trade and it is time to proceed to the
next one, which is addressed to the initiated adepts in the art of trade. I am going to dedicate the next few
chapters to the study of strategic knowledge about customers. Acquiring it will allow you to prepare very
well for a business meeting, which will result in increased effectiveness in defeating competitors. I am
sure that only a handful of readers have already dealt with this issue. Before I begin to present them,
I would like to encourage you to analyze each of them in detail. I am sure that in the majority of the cases
the guidelines included here can be transferred directly to your environment, and in other cases – they
will be a dose of inspiration!
I am going to concentrate on discussing the following issues in the successive chapters:
- types of customers encountered on the market
- significant differences between them
- ideas on who are potentially the best
- what can each of them benefit your company
- what individual types of customers require from suppliers
- the order in which individual types of customers should be acquired depending on the stage of the
company’s development
Each of the discussed types of customers is going to be characterized from the angle of 10
selected criteria, which will allow drawing appropriate conclusions to properly use the resulting knowledge.
I considered the following the most important:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

turnover volume
margin
payment terms and credit risk
purchase types: planned (predictable) and current (unpredictable)
time of placing orders after the business meeting or submission of the business offer
customers’ purchasing activity in different states of the economy
acquisition effectiveness
purchasing preferences
distance from the supplier
loyalty

Looking at the differences in the achieved results with respect to the parameters listed above,
you will be able to answer the most important questions customers have yourself. I warn you against
publications which provide the answer for you! This is because there is no one correct answer that is fine
with all of us. I have written in the successive chapters for my readers to understand the mechanisms and
crux of the matter. Hence, they will be able to draw appropriate conclusions. Knowing which customer is
good for you in a given case and focusing your attention on only him or her, you invest in high effectiveness
and very good sales performance.
You will see that the choice of a business goal will never be accidental again. The trading process
has its costs and time frames. It is not worth playing roulette with luck. You do not want waste either of
them. What kinds of customers are we dealing with then? Have a nice reading!
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53. TYPES OF CUSTOMERS ENCOUNTERED ON THE MARKET
On the next few pages I am going to present the results of my long-term observations directed at
demonstrating differences between the individual types of customers. Before I do that, I need to
enumerate those who you will meet on the market in the first place.
Regardless of the industry in which we operate, the market is divided mainly into those that are
involved in production, sales, repair and those who use your products. It is crucial to understand this issue
to be able to pursue a trading process. It is also important that the notions used in the further part will be
understood in the same manner by you and me. Definitions of selected types of customers are provided
below and you should think whether you encounter them or perhaps some others types.
a) manufacturer: OEM (Original Equipment Manufacturer)
The type of customer who is associated with a high purchasing potential is the manufacturer. It is
probably the case in a number of instances but does every manufacturer mean a high potential
customer and can they be classified as an OEM? Certainly not. Line production is something
completely different from line production “service”. This is why the expressions of an OEM –
manufacturer (Original Equipment Manufacturer) and a MRO – col. maintenance (Maintenance, Repair
and Operations) are applied.
I am going to use an example to let you understand it well. Let us assume that you are a light bulbs
supplier and you have managed to convince a lamps manufacturer to partner up with you. It does not
mean great sales yet. The question is where will these light bulbs be used. In the lamps produced by
this company or to light the hall in which they are produced? If the company produces 100,000 lamps
a year, the annual potential will amount to 100,000 light bulbs. In the case of lighting the production
hall where 200 light bulbs are installed under the ceiling and each of them works for a year, the annual
potential will be merely 200 light bulbs. What will be better for you then? Get to the line production
(OEM) = 100,000 items, or production service (MRO) = 200 items? If you deal with production service,
you have to do with the “user”, and with line production – with the OEM “manufacturer”. Where is it
better to supply then: to the manufacturer or to the user? To an OEM or an MRO? The answer is much
easier now.
Hence, the OEM type manufacturer will be an entity producing goods, the integral part of which
is the product offered by your company. For someone who offers car seats, the manufacturer (OEM)
will be a car manufacturer because a seat is an integral part of the product produced by it, that is
a car. The fact that a company produces “something” does not mean that it automatically becomes an
OEM type. It can be an EUS, end user, with a modest potential.
b) seller, trading company: RSL (Reseller)
It is an entity acquiring a finished product (usually from the manufacturer) and selling it in an unchanged
form to smaller recipients. This type of customers is named wholesalers or intermediaries. Such
customers are differentiated most often based on the turnover volume. The biggest of them purchase
products directly from manufacturers and sell to smaller trading companies. Smaller ones purchase
from big wholesalers and sell exclusively to end customers. For someone who offers car seats, the
seller can be for example a car store.
c) service technician / modifier / integrator: SRC (Service & Construction)
It is an entity which repairs and modifies the manufactured products or integrates individual
components into a whole (ones that it bought from another source). The entities belonging to this group
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offer particular knowledge, which is an added value. For someone who offers car seats, the SRC
customer will be one who repairs or reworks finished products.
A few years ago MTV broadcast a program that was very popular among youth titled “Pimp My Ride”24
run by Xzibit, a rapper. I must admit that I was a fan too. The company was responsible for renovating
old wrecks. This is a good example of an SRC!
d) end user / customer: EUS (End User)
It is an entity which buys a ready product and is its direct user, usually until it becomes worn out. It is
called the “product destroyer” in sales jargon because it usually uses it until it is worn out or destroyed.
An EUS can be a user of the product for their own needs or might need it to offer services to other
entities with use of it. Therefore, an end customer can be a user and a service company. In my case I
divide this customer into two smaller types: an EUS end user, and an EFS (End Using For Service)
service company. The user could be for example a power plant (EUS) and a municipal company (EFS)
providing cleaning services, for instance to the said power plant.
Since I do not want to introduce much confusion to the analysis, I will stick with the EUS type only
but remember that it can be deeper in your case. I think that in the case of the majority of readers such
a simple division will be sufficient.
A necessary condition to understand the next few chapters is to make sure that the definitions of
the four main types of customers have been comprehended correctly. If so, I invite you to a further reading,
otherwise you should read the material above once again.
I am going to dedicate the successive chapters to the description of customer types such as:
OEM, RSL, SRC and EUS. I hope that these abbreviations will not sound mysterious from now on.
I have mentioned that these are the most common types but you can come across others: design
companies, consulting companies, etc. Also in this case, you will be able to make a proper description if
needed. Using the knowledge comprised in the following chapters, you will understand market rules
better, which means the skill to respond to them appropriately.
Nearly every time I present such a division, I encounter the question: “which of the listed
customers is potentially the best?”. It is impossible to provide such an answer. Everything depends on
circumstances. I am going to write more about that in the upcoming chapters.

24

Pimp My Ride, a popular television program created and broadcast by MTV. Its debut took place on 4th
March 2004. In every episode, a team of mechanics renovate and modified old unattractive cars which were
selected from the sent in propositions.
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Remember!

A customer is not equal to another customer. It is enough to perform a simple division and conduct an
analysis on its basis to see how much they differ from each other. Before it happens, you need to know
what type of customers you meet on the market. The most common ones include: manufacturers, service
technicians, trading companies and users. Comprehending this matter is crucial for pursuing a trading
process.

CHECKLIST: see if you can give affirmative answers to the questions below:

□

do sales representatives distinguish types of customers, do they know what OEM, EUS, SRC or
RSL are?

PROBLEM: if affirmative answers were not given:

- they will not be able to select the potentially best customers every time, which will have an adverse
effect on success and achieving great sales performance
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54. DIFFERENCES BETWEEN VARIOUS TYPES OF CUSTOMERS
In the previous chapter I presented definitions of four basic types of customers. You already know
who you can meet on the market. Now it is time to go on to a detailed analysis and drawing appropriate
conclusions. In this chapter I am going to assess each of them based on 10 criteria. The answer to the
question as to who is the potentially best customer will not be as difficult as before. You will be able to
predict the volume of turnover, profit, or propose appropriate business terms and conditions. It will not be
insignificant to the achieved sales performance. In the analysis below I am going to use actual indicators
which might, of course, differ in your case but I am sure they will reflect the crux of the matter perfectly.
First, I have an assignment for you. Your task is to carry out your own insightful analysis after this
part of the publication ends. I am strongly convinced that the lion’s share of competitors will not have any
idea about these issues and the decisions you will make henceforth will be even better. Let us proceed to
the nucleus of it all . From among the mentioned customer assessment criteria I found the following to be
the most significant ones:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

turnover volume
margin
payment terms and credit risk
purchase types: planned (predictable) and current (unpredictable)
time of placing orders after the business meeting or submission of the business offer
customers’ purchasing activity in different states of the economy
acquisition effectiveness
purchasing preferences
distance from the supplier
loyalty

Let us discuss each of the above criterions.
1. Turnover volume
It is the first criterion from which I begin the assessment. The classification of a customer as big or
small will be based largely on this criterion. We would give our left eye to know this value before
concluding a contract. Having such information at your disposal, you will be able to make good
decisions about who to choose as a “goal” first, and to whom more efforts and funds should be
allocated. When you analyze the sales performance of individual types of customers (supplemented
with the industry from which they come), you can learn the rough answer even before the meeting,
and that is something! What are the turnover volumes of various types of customers (in the same
industry) in my case then?
type of customer
EUS
SRC
RSL
OEM

turnover volume (year)
$147
$8,085
$8,967
$116,571

universal indicator
EUS = x
x * 55
x * 61
x * 793

conclusion
1 SRC = 55 EUS customers
1 RSL = 61 EUS customers
1 OEM = 793 EUS customers

The most opposing types of customers in this analysis are EUS end customers and OEM
manufacturers. As a model example of an EUS I chose a small business entity. With respect to
manufacturers, I selected a medium-sized company. Regardless of that, the idea remains the same:
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the individual customer will generate at least a few hundred times lower turnover. SRC service
companies and RSL trading companies, which are one or several dozen times smaller than OEM,
will be placed in the middle.
Assuming that the main criterion of the customer’s attractiveness is turnover, then, from this
perspective, the winners will undoubtedly be OEM representatives. RSL trading companies will be
next and then SRC service companies will follow. According to this divisional criterion, EUS end
customers are the least attractive recipients.
2. Margin
It is the second most significant factor based on which we “assess” customer attractiveness. When
you learn the potential volume of purchases, you will next ask yourself how much you stand to earn
with them. I suppose that this is the most important reason why companies are established. When
you conduct analyses from this perspective, you will find the answer to this question. Let us say that
this data reflects the crux of the matter; you do not think I can disclose a business secret, do you? ;)
type of customer
EUS
SRC
RSL
OEM

average margin
60%
40%
25%
10%

average profit per customer
$88
$3,265
$2,267
$12,071

Larger purchases result in giving larger discounts, which directly affects margin. The customers
buying the smallest quantities (EUS) are granted the lowest discount, whereas the highest discount
is granted to OEM customers. We will make more interesting observations when analyzing the two
remaining ones. While in the previous case, where we measured the turnover volume, the favorite
was an RSL trading company, and from the viewpoint of margin an SRC will be much better. This is
because trading companies put more emphasis on reducing prices than service companies do. It
results from the fact that the profit of the former depends exclusively on margin, whereas in the case
of service companies it does not. The latter offer an added value, that is knowledge and service,
which also constitute price components. For instance, the cost of repairing a car includes: the spare
part cost, margin and labor cost, as well as the cost of the technical knowledge about “how to repair
it”. When I compared the turnover of the individual types, I counted how many EUS customers are
needed to achieve the same turnover volume as with one SRC, RSL or OEM. In the case of margin,
you can count how many EUS are needed to gain the same profit as with one SRC, RSL or OEM.
Here, the results are completely reverse:
The sales value in the case of one SRC = 55 EUSs, but the turnover with the same number of EUSs
will bring profit higher by $1,575 than with one SRC.
1 RSL = 61 EUSs, but providing service to so many EUSs will bring profit higher by $3,101 than with
one RSL
1 OEM = 793 EUSs, profit higher by $57,713 than with one OEM
A separate subject is the tax deductible expenses since visiting 793 customers will cost more
than one OEM. If you want to provide services to small customers, you need to choose a cheaper
form of reaching them. In this case media advertising will prove useful. From the perspective of
margin, EUS end customers are the most attractive. The next position is taken by SRC service
companies, which outclassed RSL trading companies. Taking into consideration the turnover and
margin criterion, it is clear that it will be more profitable to acquire SRCs than RSLs for your trading
company. According to the margin criterion, OEM customers are the least attractive.
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3. Payment terms and credit risk
If you know the potential turnover and profit volume, you can take actions aimed at acquiring a given
customer. You can plan a business meeting to help. After the meeting, you should prepare the best
possible offer, the vital part of which is the information about sales terms and conditions It is
composed mainly of: the payment manner and deadline and the trade credit value. The last factor is
closely related to credit risk and I am going to discuss this first.
We know that not every customer pays on time, and at times we deal with those who refuse to
pay at all. This might result in the loss of liquidity by the selling company. It is worth to carry out
analyses that will allow you to estimate the risk level. I am sure that, with the help from a financial
department employee, you will be able to assign an appropriate indicator to the individual types of
customers. You certainly already have some data about that. The risk level and the credit limit
amount arise mainly from the turnover volume. Obviously, each of us uses precise financial
parameters but a balanced message for sales forces might be as follows:
type
EUS
SRC
RSL
OEM

turnover volume(year)
$147
$8,085
$8,967
$116,571

credit risk level
very low
low
moderate
high

The differences in the credit risk level for large OEMs and small EUSs are obvious. In the former
case, this results from a high value of the potential loss. Losing a small payment from an EUS will
be no risk at all, so this group of customers is the safest. Despite similar turnover of SRCs and RSLs,
they are characterized by a diverse risk level. The results of analyses show that RSL trading
companies have problems with payments most often, and therefore the final assessment is affected
by historical data. The differences in their assessment result, even in this case, from failing to offer
an added value. If you want to assess a customer from the angle untimely payment risk, EUS end
customers and SRC service companies will be assessed as better ones.
When you offer the best possible payment terms, you need to remember that the offer needs to
be attractive and you cannot forget that it should be safe at the same time. Check what terms are
usually offered to the individual customers in your company. See how many of them are ready to pay
in cash and how many by transfer. In the case of the latter form, inquire into how long deadlines they
require. In my case, the situation is as follows.
type of customer

EUS
SRC
RSL
OEM

cash or transfer within 14 days

85%
20%
10%
0%

transfer within 21-30 days

15%
70%
60%
20%

transfer after 30 days

0%
10%
30%
80%

EUS end customers buy so small quantities that they are capable of accepting cash transactions
or short transfer deadlines. Service and trading companies expect more beneficial terms. This is
justified by a significantly higher sales value. Despite the fact that they generate similar turnover,
trading companies are the ones that demand more beneficial terms. Huge purchasing volumes of
manufacturers mean the necessity to make greater concessions. The terms given to them are the
best.
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When assessing customers from the viewpoint of commercial terms and conditions and credit
risk, the best are still: EUSs and SRCs. An RSL trading company will be a less attractive partner for
your company, and an OEM will involve the highest risk. Think if you can afford such a risk. Calculate
if you will not get into trouble in the case of withholding or delaying a payment. I witnessed many
bankruptcies caused by that.
4. Purchase types: planned (predictable) and current (unpredictable)
Sometimes, you certainly meet customers for whom a long order lead time is acceptable. After an
order is placed, you place your own with the supplier and wait for the delivery. For a trading company
it is a very comfortable solution because it avoids investing in a warehouse. You also know that some
customers can wait, while others cannot. The consent to such terms results from the fact that they
earlier planned the purchase and later delivery date. When you investigate into the order processing
history, you will see that this type of conduct is characteristic of a specific type of customer.
You are probably not unfamiliar with instances where customers are interested in buying on the
spot. Unfortunately, we deal with such customers more and more often. It results from the fact that
this group does not plan purchases and satisfies its needs on the ongoing basis. They can be called
unpredictable. You, just like them, do not know when they will come and what quantities they will
want to buy. If you want to provide services to such a group, you need to invest in a warehouse and
always be prepared for selling on the spot. A deferred lead time will be out of the question and might
result in losing the contract, and at times even the customer. Let us analyze how various types of
customers behave in this case.
type
EUS

planned purchase
10%

SRC
RSL
OEM

60%
30%
100%

current
90% you need the largest warehouse for providing the
service
40% a longer order lead time is acceptable
70% you need a large warehouse for providing the service
0%
you will have a lot of time to construct a warehouse

To be able to provide services to EUS end customers and RSL trading companies you will need
quite a big warehouse since they will not wait for supplies to arrive. In the former case, this is because
EUSs decide to buy only when the product used thus far wears out or gets damaged. Such cases
are normally unpredictable, just like their reaction. In the case of RSL trading companies, the
willingness to buy on the spot involves their attempt to make you incur the warehouse cost. A typical
strategy of RSLs comes down to the principle: the highest sales with the lowest warehouse value.
Providing services to SRC service companies will allow a deferred delivery so it will not be
necessary to invest that much into a warehouse. They know that failing to perform a service within
a short time will result in losing the transaction and even the customer. Hence, they need to pursue
a proper warehouse policy.
If you provide services to OEM manufacturers, you will have long-term purchase plans at your
disposal so the chance of securing deliveries will be the greatest. Such customers plan production
in detail even several years in advance. In this classification the best customer for your company is
an OEM and an SRC, while the worst is an EUS.
5. Time of placing orders after the business meeting or submission of the business offer
When you manage to determine the basic commercial parameters, you will begin to think when an
order will be placed. I often asked myself a similar question when I viewed reports from business
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meetings, particularly when my sales representatives wrote about “interesting” prospective
customers. Who would not press and expect the answer to the question: “when?” It happened many
times that I wanted to know how much time after a business meeting I can expect an order. Therefore,
I started to analyze the average time between a business meeting and placement of an order. The
results also indicated certain rules. My analyses today’s are at a higher level. I also examine
parameters such as, season, industry, state of the economy and many more. Before you come to
that, start with the most basic ones. As the moment, I am able to estimate the average reaction time
for the individual types of customers and this estimation is as follows:
type of customer
EUS
SRC
RSL
OEM

predictability (reaction time)
unpredictable (avg. 4 months)
high (avg. 2 months)
medium (avg. 6 months)
very low (avg. 18 months)

comment
depends on when something breaks down
results from regular warehouse replenishment
depends on achieving ideal conditions for them
results from the time devoted to negotiations

EUS end customers do not plan purchases because they do not know exactly when a product
they are using wears out or breaks down. Even if they confirm that your offer is attractive and decide
to cooperate, you will never know when they will buy. It is like playing Russian roulette. It is only on
the basis of historical data that you are capable of estimating the average time but it is more than
risky to be guided by this. It is around four months for my industry.
The type that reacts the fastest is SRC service companies. If you properly select the product
meeting technical and operational requirements and the price and supply conditions are acceptable,
you can expect orders soon. Remember that such customers plan purchases and make them quite
frequently. The average time for the purchase decision from the date of a business meeting or
presentation of the offer lasts up to three months in my case and is related to the turnover of products
in the warehouse. The time for placing an order by an RSL trading company largely depends on the
extent to which you are capable of accepting the commercial terms and conditions beneficial for it.
When you are trying to solicit an order from OEM manufacturers, you need to arm yourself with
patience. Many months might pass before it happens – as many as 18 months on average in my
case! Very long negotiations, adjusting to all requirements and the necessity to conduct tests and
analyses will take a lot of time.
If you manage to determine the average time for placing an order by your customers from
a business meeting, you will know the time after which it will definitely not arrive. Thanks to this piece
of information you will know which business meeting (run by which sales representative) was
unsuccessful. This, in turn, will allow the identification of the causes and, as a result, their elimination
in the future. It is a powerful tool! If your sales representatives perform the task according to a specific
sales process (which I am going to discuss in full in part three of this publication), it means that you
have something like a black box installed in airplanes. Each time a failure or a tragedy happens, it is
possible to analyze its records and find the causes. With the sales process documented, you have
something like a black box and can do the same.
6. Customers’ purchasing activity in different states of the economy
Analyzing the purchasing activity of customers in the long run, I discovered how diverse impact is
exerted by the state of the economy on the individual types. My work experience in trade of nearly
twenty years now coincided with two global crises, the one which started in 2008 and the one from
the early 1990s. Before I commenced a detailed analysis, I held the conviction that all customers are
less active in the period of the economic downturn, whereas in times of prosperity everybody buys
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more. After I completed the analysis, it turned out that my theory was incorrect. Having a relevant
set of information, you will be capable of focusing on the group which ensures the best performance
in a given economic situation. Outside the industry we are talking about certain behaviors that are
observable in the case of the individual types of customers, too. After such an introduction, I welcome
you to learn the results of the analyses I conducted.
type of the customer
EUS
SRC
RSL
OEM

degree of dependence
very low
low
dependent
very high

sales:
stable
greater activity in times of crisis
on the type of served customers
dependent on the first symptoms

Low purchasing potential of EUS end customers makes this group respond to bad moods to the
lowest degree. Let us imagine that your favorite shoes have been damaged. You go to the store and
see that they do not cost $230 but $270. You want to buy one pair and despite the price increase
by $40, you will buy it because the difference is not unaffordable to you. Imagine a company that has
to buy as many as 5,000 pairs. The rise will generate a cost increase by $20,000. Due to high
turnover, OEM customers respond most rapidly. In this case the smallest possible quantity will be
bought and distributed among the ones who need them most. Large customers do not wait for the
effects of a crisis to begin but respond to the first symptoms.
The economic situation affects SRC companies in a different manner – they have much more
work in the period of growth. Sticking with the example of the mentioned shoes, if you cannot afford
a new pair, you will need to have the old pair repaired by a shoemaker, that is an SRC. This rule
concerns all industries. If you do not have a budget for new machines, you repair the old ones
because it is usually cheaper than purchasing new ones. Like in the earlier cases, this time the
response of an RSL to moods in the economy depends exclusively on the reaction of their customers,
too. The question is: which customers do they predominantly serve?
Examining the phenomenon of purchasing activity in different states of the economy, I managed to
develop more specific indicators, which were confirmed by the recent crisis. They are as follows for
my industry:
type of customer
EUS
SRC
RSL
OEM

average sales changes during recession
-5%
+25%
contingent on the types of customers served
-60%

After a brief analysis of the conclusions, you can draw a few simple conclusions. Acquiring OEM
customers in times of a recession is a bad idea. You can earn much more by increasing activity
among SRC service companies then. If you do not manage to achieve a sales increase, making up
for the decrease will be an appropriate compensation. Additionally, I want to draw your attention to
the significance of acquiring small EUSs. In the period of economic growth they will not contribute to
sales increase but taking into account that their reaction to an economic downturn is weak, they will
buy at the same price in difficult times. EUSs are a guarantee of stability in hard times, they are
a good policy for surviving the period of recession. What are the average sales increase results in
the period of an economic upturn then?:
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type of customer
EUS
SRC
RSL
OEM

sales indicator in times of prosperity
+ 5% or slight increase tendencies
+ 5% or slight increase tendencies
depending on the type of served customers
+40%

As you can see, depending on the state of the economy, various types of customers react to it in
diverse manners. Conduct analyses and find out how it looks in your case. Having such knowledge,
you will be able to concentrate yourself or your sales representatives on where you will earn the
most. Investigate into the situation in individual industries: power, food, recreation, etc. Owing to my
awareness of these issues, I was able to achieve a sales increase of over 9% during the recent crisis.
It is not an impressive value but at the same time most of my competitors recorded significant
decreases, while I ensured income!
7. Customer acquisition effectiveness
I think that a good complementation of the above ideas is examining the customer acquisition
effectiveness. Having appropriate results at your disposal, you will know how many of the visited
customers will decide to buy in the future. If you collect opinions regarding the reasons why they did
not decide to buy, you will also contribute to increasing effectiveness in the future. See what
a fantastic tool this is to use!
Another parameter which complements the image is the average time of placing an order after
a business meeting. I discussed it above. The comparison of both results will permit a more precise
estimation of sales in the future. I suppose you are expected to make forecasts on your position.
The results of this analysis will help it considerably. The research I conducted provided me with the
following results:
type of customer
EUS
SRC
RSL
OEM

acquisition effectiveness
27%
19%
9%
small number of projects

average acquisition time
4 months
2 months
6 months
18 months

8. Purchasing preferences
I have devoted quite a lot of time to promoting the language of benefits. You already know which
products you want to offer and why it is worth buying them from you. Before you begin to think of
how to encourage the customer to buy, learn the results of the research that show what various types
of customers are interested in. The sales effectiveness results inspired me to investigate into this
topic. The knowledge gained in this manner has remained up-to-date and I think it will be identical in
your case.
The four most important preferences are presented below for each type in order of significance:
type of customer
EUS
SRC
RSL
OEM

1
availability
quality
price
price

2
comprehensiveness
comprehensiveness
availability
quality

3
4
.
price
quality
availability
price
comprehensiveness
quality
availability
comprehensiveness
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For someone who buys small quantities and irregularly (EUS), a quick and comprehensive service
is the most important. Such a customer wants to satisfy his or her need “here and now”! If you can
offer that, you have a big chance of acquiring them. A service company (SRC) that has a large
quantity of products on stock and earns on selling “knowledge” will put an emphasis on high quality
services and, what follows, products and comprehensiveness of your offer. This will allow it to offer
a comprehensive service. A trading company (RSL) does not offer an added value and the major
selection criterion will be a low purchase price. Because it does not want to commit funds in the
purchase of products for a warehouse, it will expect that from you. If you want to acquire this
customer, the criteria needs to concentrate on a low price and high availability.
Manufacturers (OEM) buy in large quantities so a low price is also very important to them. In the
next order, they will be interested in a high-quality product, which involves the fact that the purchaser
of their product is protected by the right under a warranty. Every complaint increases their risk and
the cost of its processing might exceed the profits resulting from the purchase of cheaper
components. If you want to acquire this customer, you need to present a relatively good product at
a relatively low price. It is an extremely difficult task.
When you know what major benefits a given type of customers is interested in, you can start
thinking of specific propositions.
9. Distance from the supplier
I must admit that one of the factors I did not take seriously into consideration for a long time was the
distance between the headquarters of the company, store or warehouse and the customer.
Generally, in the B2B industry distance does matter, although its significance is becoming
increasingly smaller because of cheaper and more efficient logistics. It is still extremely important in
the case of companies selling their services. Carry out the analysis also from this angle and examine
the results. I think that you will notice rules that will allow you achieve even better sales performance
also in this case. In mine, they are as follows:
type of the customer
EUS
SRC
RSL
OEM

average distance
10 miles, over 80% of the customers within 10 miles decided to
cooperate
40 miles
150 miles
insignificant

What was most striking to me was the parameter concerning end customers. When we entered
the distance from the outlet to the computer system, it turned out that the effectiveness of their
acquisition amounted to nearly 80% within 10 miles. The longer the distance, the worse
the parameter, and after exceeding 25 miles, the effectiveness rapidly decreased. With this
knowledge I was able to affect the work performed by sales representatives. They knew that it was
pointless to attempt the acquisition of EUS customers located 50 miles away because their
effectiveness would be low. This is how they could devote their time to the customers in the case of
which the chance of sales was considerably higher. The analyses proved also that distance is related
to the population density. The bigger the city, the greater the difficulties in movement are. Travelling
20 miles in Jacksonville is a completely different story than travelling the same section in Los
Angeles.
In the case of SRC customers, the average accepted distance amounts to 40 miles, and I noticed
a rapid decrease in effectiveness when the distance of 75 miles was exceeded. Such customers
usually choose to buy online and delivery by courier mail but they will appreciate a relative proximity
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of the supplier in many instances. A separate case is trading companies. After conducting the
research on mutual competition for the same customers, I made a decision not to establish
cooperation with those whose seats are too close and penetrate the same market. In other words,
they are becoming a rather dangerous competition on my market, which leads to an unnecessary
margin reduction. For the purpose of securing the interests of business partners and out of concern
for good relationships with them, I directed sales forces so that they sought partners not closer than
100 miles.
The last type of customers in this analysis is OEM manufacturers. Here, distance is insignificant.
If you care about acquiring one of them, you need to account for long business trips.
10. Loyalty
The last component I have been analyzing for years is the indicator of loyalty of the individual types
of customers. After the end of a fiscal year, I check how many of them are still buying. Having such
numbers at my disposal, I am capable of estimating the sales volume in the next one. In my case it
is as follows:
type of customer

EUS
SRC
RSL
OEM

indicator of loyalty

high
high
low
moderate

avg. quantity of customers continuing purchase after a year

92%
89%
31%
43%

The most loyal group of customers in a several years’ perspective is EUS end customers; this
results mainly from the fact that over 80% of them are located within 10 miles from the outlet. This
type of customer is loyal to the “availability and comprehensiveness” of the offer. A good indicator is
recorded by SRC service companies. A suitable distance to the supplier of high-quality products and,
like in the previous case, comprehensiveness is a recipe for success. The lowest indicator is recorded
by RSL resellers, who are loyal to “prices” rather than to suppliers.
We have finally come to the end of the analysis of the individual types of customers. After reading
this, you will know who you are dealing with. This will allow you to draw proper conclusions, and business
planning will be a significantly easier process. From a manager’s point of view, it is the most valuable to
me to be aware of the decisions made, thanks to which they are naturally much better than when such an
analysis is not carried out. Consequently, I am able to create realistic sales strategies. I have already
mentioned this many times but I will do it again: the research above expresses a certain idea but nothing
will help you more than conducting your own analyses. You do not have to engage consulting companies
in these analyses - you will end up spending a fortune on them. Now you know which parameters you
should take into account and you can do it on your own. I think that you will look for other concepts with
time. I hope that the knowledge comprised in this chapter will contribute to a great success, which I already
wish you!
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Remember!

Conducting analyses based on general sales parameters provides poor results and no chance for
understanding where the company is going. Which conclusions will such an attitude lead you to? Invest
your time in detailed research. Learn the results and investigate into the causes. Divide your customers
into various types and watch them from the angle of numerous criteria. After a relatively short time, you
will be able to build effective strategies, forecast sales performance and seek effective solutions when the
sales performance is below your expectations.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

are analyses of sales performance for various types of customers conducted in your company?
do the parameters include the following indicators: loyalty, purchasing preferences, response to
the state of the economy or purchase type?

PROBLEM: if affirmative answers were not given:

- limiting yourself to the basic parameters or relying on the final results will not allow you to comprehend
the achieved performance, will not permit the development of effective strategies and will prevent
a suitable response in the case of the low sales problem
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55. WHO IS POTENTIALLY THE BEST CUSTOMER
The previous chapter includes a huge amount of information which brings you closer to getting
the answer to the question of who the best customer potentially is. Yet I want to warn you against drawing
hasty and general conclusions. Such an assessment is possible only from the angle of specific
parameters: turnover, credit risk, loyalty or, for instance, dependence on the state of the economy. It is
conditional on the circumstances in which it is carried out. In general, understanding there is nothing like
the notion of a good or bad customer. After this introduction and with much caution, I can disclose to you
that the topic of this and the next chapters will be discussing who and in what circumstances the best
customers are.
An introduction to this chapter is chapter 18 from part one, which I titled ”Set of Information about
Prospective Customers”. I can now elaborate on this topic and specify which is potentially the best one.
I wrote there that the majority of failures, that is a lack of sales, results from selecting inappropriate
customers. I also drew your attention to unequal sales to representatives of the same industry. It is
understandable in the cases where a part of the presented offer was rejected. The case is worse if sales
representatives got confused when presenting the offer and did not offer all the products they should
have. Do not be surprised by such cases, if its scope permits supplying several dozen various products
to customers from the same industry. I experience this particular situation myself. The company I work for
offers around a million various products, so in some cases we can offer hundreds of them. Hence, it is
not difficult to introduce chaos. If your company’s offer is equally broad, start thinking of how to help your
sales representatives. But let us go back to the main subject.
In the mentioned chapter, I advocated the application of a key aiding the identification of the
potentially best customers. As you probably remember, it consists of three components: appropriate
industry + appropriate type of customer + appropriate product. The customer type plays a crucial role
here. When analyzing the mistakes made by sales representatives, I noticed that some of them resulted
from all kinds of simplifications. In the worst cases, it is assumed that every customer is potentially the
best. Where the level of knowledge is higher, it is assumed that every customer from a given industry is
good, regardless of the type. We are oriented on high efficiency so we cannot afford such mistakes. We
know that in a given industry, for example automotive, the type of customer determines whether a given
customer is “the best”.
We are going to proceed to examples now. Let us assume that we work for a company offering
child safety seats. We are going to focus only on the automotive industry and we will see what potential
various types of customers have.
industry
automotive
automotive
automotive
automotive

type of customer
car manufacturer (OEM)
user (EUS)
car service (SRC)
car showroom (RSL)

offered product
child safety seats
child safety seats
child safety seats
child safety seats

potential
no
high
no
low

After conducting the analysis, it turns out that not every type of customer, even within the same
industry, is a proper target. Let us stay with the example above but assume that our offer is much more
extensive and includes fasteners for child safety seats, utensils for children, upholstery cleaning agents
and car DVD players.
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With a broad offer, you can visit every type of customers but offer different products to each of
them:
offered product
child safety seats
child safety seats
ISOfix fasteners
ISOfix fasteners
utensils for children
cleaning agents
cleaning agents
DVD player
DVD player

industry
automotive
automotive
automotive
automotive
automotive
automotive
automotive
automotive
automotive

type of customer
user (EUS)
showroom (RSL)
manufacturer (OEM)
service (SRC)
user (EUS)
user (EUS)
cleaning services (SRC)
manufacturer (OEM)
user (EUS)

potential
high
low
very high
low
high
low
very high
very high
low

Examples can be multiplied endlessly but conclusions impose themselves. Not every type of
customers, even in the same industry, is a potentially good recipient of every product offered by your
company. You will make manufacturers interested in a part of the offer, service companies, end customers
with another part, while others will be best sold to trading companies. Adding another parameter, that is
potential, you can differentiate them further in terms of turnover volume. Some customers might buy less,
others more, but obviously no sales representative will make the mistake of making an appointment where
there is no potential. The goal will be achieved! If this has not been done so far, think of making a study
that will indicate the potentially best customers. Demonstrate the industries in which they can be found
and the type that ensures higher sales. Try to supplement this study by assigning appropriate products
and estimated potential. If sales forces receive this kind of information , you will not need to worry about
sales performance.
You might be surprised but for the sake of the case I prepared a reverse study identifying
the customers who are not potentially the best. I handled it because it was too often the case that
I witnessed sales forces engaging in long negotiations and making successive attempts and everything
centered around price anyway. The result was a low margin, sales below expectations, and various kinds
of problems that were regularly left at the desk. Can substantive conclusions be drawn after conducting
such an analysis? I can assure you that they can! Having this insight, you can avoid instances when you
will have to do with this phenomenon for sure. You will not waste the time that could be invested where
establishing a contact is beneficial. I began my research by distinguishing characteristics that are identical
in all “difficult cases”. The following were the most common ones:
- striving only for the lowest possible price and long payment deadlines
- cooperating with the supplier who can offer the lowest price at a given time
- unwillingness to improve or increase the standards of work, education and seek new solutions
- shifting all problems to the partner, unwillingness to solve them on one’s own
- unwillingness to analyze the origin of a problem objectively
Questions were prepared for the said list, because you cannot ask someone straightforwardly
whether he or she is loyal. This would be inappropriate. However, if you asked them if it is exclusively
price that determines winning a contract, the answer to this question will provide you with a certain
perspective. You can ask another question here: are you interested in cooperating with the supplier of the
best technical solutions?
If your sales forces work in accordance with the guidelines, their work ensures one of the following
two effects: sales or identification of the causes why it was not executed. When you look at it from
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the angle of industries and types of customers, a regularity will emerge and answer the question where
doing business is easier and where it is more difficult, and where problems occur regularly. Even if you
are incapable of solving them, directing forces to the places where the goal is most often achieved will be
a large acceleration for the development of your business anyway. A similar view was expressed by
a professor from Columbia University who, invoking Vilfredo Pareto’s principle, said: “20% of the best
customers ensure nearly all profits, while 20% of the worst ones ruin a company.”

Remember!

Not every customer is a good business partner even if he or she comes from an industry considered
a good one. Draw conclusions and invest in preparing a list indicating “the potentially best ones”. Look at
it from the angle of the type of customer. With this insight you will not worry about sales performance. You
will have one problem less to solve from now on, and this problem is one of the most common in trade.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

can sales forces distinguish the potential and attractiveness of customers from the perspective of
their type?
do they know which are potentially difficult partners the cooperation with whom brings more
problems than benefits?

PROBLEM: if affirmative answers were not given:

- effectiveness of sales forces will be low and accidental, it will be difficult for you to affect sales
performance
- time and money will be too often invested where no sales prospect occurs
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56. WHAT A GIVEN TYPE OF CUSTOMERS CAN GIVE TO YOUR COMPANY
We are going to continue drawing conclusions in regards to serving various types of customers.
This time we are going to consider what, apart from proceeds, each of them can give to your company.
This issue is a bit similar to a computer game scenario, where you have to collect tools which allow you
to get out of trouble when necessary. This is an unusual comparison but it reflects the crux of the matter.
The more such tools you collect, the more often you will get through trouble unscathed.
Let us begin with defining the said trouble. I am sure that you are able to list examples easily: low
sales, low margin, customers’ debts, recession in the economy, the high value of a warehouse, weak
presence on distant markets, etc. I am responsible for helping you understand how they can be handled.
The solution is quite simple, oriented on acquiring and serving a specific type of customers. Apart from
the profits to the company’s cashbox, each of them offer something more than that. Let us examine them
and look for answers.
The analyses I had conducted for many years allowed me to prepare data which became
the basis of my work, that is, looking for specific solutions. Since I was able to catalog the most frequent
problems, I was able to assign tools to them, which permits for a very quick solution. I managed to find
answers to the chapter’s question, which are as follows:
1. An EUS ensures financial stability
Serving this customer means a very high margin, stable profits regardless of the state of the
economy, low risk of losing financial liquidity and low price sensitivity. Unfortunately, in the case of
serving this type of customer, you need to operate on a large scale due to the fact that a single EUS
does not generate high turnover. This group can be served only with a well-stocked warehouse at
your disposal. The lack of a product on the spot means an immediate loss of sales.
What problems can serving this type of customers solve?
- the problem of low margin
- the problem of lack of financial liquidity resulting from other customers’ payment debts
- the problem of sales decreases during times of recession since it generates similar turnover to that
in times of economic upturn
2. An SRC helps increase sales in times of crisis
Serving this customer ensures: high margin and decent turnover as well as moderate price
sensitivity. This type of customers is usually well-supplied and hence does not require sales on the
spot. This sort of customer will commence cooperation with you soon provided that you manage to
convince them with the high quality of a given product and a comprehensive offer. This type is rather
insensitive to fluctuations in the economy and increases its turnover in times of crisis.
What problems can serving this type of customers solve?
- the problem of poor sales, it generates particularly good results in times of recession
- the problem of low margin
- it reduces the value of your warehouse
- it begins cooperation soon if you manage to convince it with quality and variety
3. An RSL allows the acquisition of customers from distant markets which do not come to you
If your company’s sales are based on independent distributors, an RSL will be a good ally. If you
have your own sales network, it might be a dangerous competitor. RSLs are used as a bridge to
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customers in distant regions, which do not buy from you due to the distance. Make sure that your
prospective partner is adequately distant before you make an attempt to acquire it. Representatives
of this group are usually more loyal to low prices than to their suppliers.
What problems can serving this type of customers solve?
- the problem of sales on distant markets, from which customers can not reach
4. OEMs increase sales volume in times of economic upturn
Serving this customer ensures high turnover and prestige. OEMs buy in large quantities at a very
low margin and serving them would be a good advertisement for you. With letters of recommendation
from such players, it will be easier for you to acquire new customers. Remember that a potential
threat is deferring or not making payments. See if you are able to deal with it. Remember that a lot
of time will elapse from the first visit until an order is placed. It takes even up to two years in my
industry.
What problems can serving this type of customers solve?
- increasing sales volume in times of economic upturn
- increasing prestige that is needed for acquiring new customers
I managed to provide a simplified description of the major types of customers. As a result. I am
able to manage a large team of people and numerous outlets efficiently. On this foundation it is possible
to build appropriate business strategies and make important decisions expeditiously. Taking the above
as an example, find some time and devote it to examining this issue in your company, and present the
results of the analysis to your colleagues. I am sure that you will be able to affect sales volume as well.

Remember!

Apart from proceeds to your cashbox, serving the individual types of customers might bring many other
benefits. An SRC will be a great partner in times of recession, an OEM - in times of prosperity, and owing
to a RES you will reach markets on which you do not generate sales today, while an EUS will increase
your margin and stabilize the proceeds volume. With more knowledge, you will be able to respond
adequately to various threats.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is targeting a particular type of customers well-considered in your company?
are the people who have an impact on sales performance aware of the differences between
these types of customers?

PROBLEM: if affirmative answers were not given:

- the effectiveness of sales forces will be low and accidental and influencing sales performance will be
impossible
- without this information you will be unable to solve specific problem

155

57. WHAT INDIVIDUAL TYPES OF CUSTOMERS REQUIRE FROM SUPPLIERS
This chapter is an elaboration on the previous one, which you know what serving the individual
types of customers gives you apart from sales. This time we are going to consider which criteria you need
to meet to become an interesting partner for them. I am going to elaborate on this idea which I introduced
in chapter 54, item 8, titled “Purchasing Preferences”.
For many years in my career it has been proven to me that market penetration without knowing
these rules is like playing roulette. When I look at operations performed by many trading companies,
I come to the conclusion that the sales strategies pursued by them are limited to the message: “go and
sell”. The effect of this is that sales forces and management staff execute their own ideas, which do not
overlap and are also based on diverse assumptions. In the previous chapters, I gave the famous example
of strategies diverging from each other. The logistics department prepared a project of warehouse cost
reduction, while the sales department engaged in acquiring EUS end customers at the same time. As you
already know, this group requires high product availability, which is a high warehouse cost. It is not difficult
to figure out the effects of such a discrepancies.
It is time to answer the question from the title of this chapter, this is what the individual types of
customers require from suppliers. We are also going to think about the effects it will have for your
company.
1. EUSs require high warehouse costs and access to a broad business offer
Purchases made by end customers result from current problems, that is e.g. sudden unpredicted
failures. This means that they usually do not plan purchases since they are unable to foresee when
and what will break down. They expect that they will always get everything from their supplier. You
need to invest a lot in a warehouse if you want to acquire this type of customer. Like on the market
of individual customers served by hypermarkets, where you can buy almost everything, availability
and variety are valuable on the market of institutional customers. A poorly stocked warehouse and
narrow business offers will be an obstacle in acquiring EUS type end customers.
2. SRCs require high-quality products and a broad business offer
In the case of this type of customers, the service provision cost is usually so high that the sensitivity
to the purchase cost is slightly lower than in other cases. High-quality products facilitate providing
a high-level service, which affects their reputation, and which is their best advertisement in the
context of acquiring new customers. If your product makes their work easier or shortens the time
needed for performing a service, and the end customer is satisfied with the operation after its
completion, success is just around the corner. Another asset is a comprehensive offer that will allow
you to solve other problems. If SRCs can replace many suppliers with a few of them, which will mean
less work for them, and is also desirable.
3. RSLs require the best commercial terms and a well-stocked warehouse
The trading companies that resell products focus on the lowest purchase price for obvious reasons.
Another parameter that is important to them is a long payment deadline. They will be able to pay you
if their customer pays them. They want your company to credit their activities this way. Apart from
the above mentioned ones, a customer of this type will be willing to cooperate with a supplier that
has a well-stocked warehouse. Owing to that they can shift the warehouse cost to them, too.
Naturally, this is an ideal world scenario, which means that difficult negotiations are unavoidable.
Customer loyalty depends on a balance between benefits and obligations that you offer and on
whether any of your competitors are capable of ensuring a lower price.
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4. OEMs require a low price and high quality as well as timely deliveries
OEM manufacturing companies continuously seek price reduction opportunities. It is required by
market pressure and rivalry with their competitors which consist of offering a good product at an
affordable price. The necessity to meet both criteria is a very difficult task. It will not do without
presenting certificates proving the required quality, a very long payment deadline, perhaps also
arranging a consignment warehouse in their premises. Do not forget that serving OEMs requires
a good financial condition of the supplier! You need to be prepared for an event of deferring or
withholding payment for the supplied goods. Can you afford that?
In a nutshell this information will cast more light on this matter. Taking also this into account, you
will be able to answer the question who is the potentially best customer for you even more precisely. What
might help answer this question is the market situation, current problems or the stage of your company’s
development. Whether your position on the market is established or you are entering it only now is also
of a great significance. Depending on the stage, you will focus on different customers. I am going to
discuss this problem in more detail in the next chapter (see ch. 58).
In nearly all the cases I have examined, regardless of the current problems, whether it was
the state of the economy or the stage of the company’s development, none of my business partners took
this parameter into account. What is more, I almost always encountered the situation where nobody had
any idea about what type of customers should be taken into account. Sophisticated strategies and ideas
for improving the situation were conceived but they were completely unrealistic. I hope that you will not
permit this situation to occur!

Remember!

Half of your success is your awareness of what providing services to a specific type of customers could
give to your company. Knowing what they expect from their suppliers is a completely different thing.
Selecting an appropriate one does not ensure anything in itself. Sooner or later you will face the necessity
to prepare a good offer. What should the offer include if you do not know what is important to a given
customer? Selecting a product and purchasing terms and conditions is not enough nowadays. Depending
on whether it is an EUS, OEM, SRC or an RSL, the expectations will be different. Remember this!

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do you know how to attract the attention of an individual customer in your company?
does the strategy employed on an everyday basis reflect this outcome?
are causes of a failure analyzed to be able to develop a more effective strategy in the future?

PROBLEM: if affirmative answers were not given:

- preparing beneficial cooperation terms and conditions for your customers will be a fantasy
- if you manage to commence cooperation with new customers, you will lose too many and will not
realize the causes of this state of affairs
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58. WHICH TYPE OF CUSTOMERS TO FOCUS ON DEPENDS ON THE STAGE OF THE COMPANY’S
DEVELOPMENT
The previous chapter was devoted to the study of the type of customers is ahead of us. We are
going to contemplate whether it is worth concentrating on particular types depending on the stage of the
company’s development.
We have asked ourselves the question; how can we achieve good results faster. I seriously faced
this dilemma for the first time when I was entrusted with building a sales network for a large international
group from scratch. At that time I did not know much about the differences between the various types of
customers. Naturally, I was aware of the fact that some buy more than others, some are more loyal and
place orders sooner than others. However, I could not explain what exactly was behind that. I could not
discern substantive rules. Not having my own ideas, I started to seek and apply encountered models
blindly. It is not difficult to guess that I decided to use my own company’s strategy that was devised for
other regions of the world. If all that worked there, why would it not work in my case? However, it turned
out that things were not progressing as I had expected. My network’s performance was better and better
but the progress was much slower than assumed.
I hit on the idea included in this chapter when I enriched my knowledge of the different types of
customers. I discovered that the driving force of foreign branches was a totally different type of customer
than I relied on in my country. This discovery was brilliant! When I commenced its creation, the strategy
abroad consisted of taking over the service of the greatest possible number of small EUS end customers.
Since I did the same, I was unable to grow quickly in my country. When I realized the type on which
I would grow more quickly, it prompted the development of sales.
So, which type of customers should you be oriented with? In order not to obscure the situation,
I assumed four stages: entering the market, increasing the market share, maintaining the position and
regaining the lost position. Each of them defines a suitable market share. The fact that you are only
entering the market or you have 20% or 50% of the market is extremely significant. It is good to be
prepared for a pessimistic scenario and it is worth having a plan of regaining the lost market.
The conclusions that worked in my case are presented below:
1. Stage of entering the market
To fulfill this task, you will have to acquire customers which generate a relatively high turnover but
cannot be dangerously large, e.g. OEM. Remember about the threats arising from deferring or
withholding payments by large players. A serious payment hold-up could eliminate you from
the market, and I suppose you do not want that at such an early stage, do you? Another parameter
is an adequately high margin. The acquired customers should let you earn, since you have to pay
off the investments you made. If you did not have enough funds to properly stock your warehouse
with products, then seek customers who do not need products on the spot and are able to plan their
purchases. When you obtain appropriate forecasts, you will have a chance to harmonize with the
supplier and you will avoid costs related to the warehouse. In this case, SRC servicing companies
will be the best partners.
Another type of customer to be taken into account, but on the condition that the warehouse is
quite well stocked, is smaller RSL trading companies located in markets from which end customers
do not reach you. At the stage of entering the market, these types of entities will be your allies and
might perform quite a lot of valuable work. Due to their low potential and unpredictable purchases,
focusing on EUS end customers will bring poor performance.
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To sum up, the best customers at this stage of entering the market are mostly SRC service
companies, supplemented by RSL trading companies that serve customers in the regions from which
they will not reach you anyway.
2. Stage of increasing the market share
I assume that at this stage you already acquired a suitable number of customers to allow you to pay
off the investment and ensure the covering costs of the company’s operation. I hope that you
established contact with all SRCs in the neighborhood and RSLs in more distant places. The next
step is to increase sales considerably. While you still need to strive for acquiring the latter, you might
slowly acquire OEM type customers, smaller ones to begin with. The company’s cashbox is probably
not empty and you will manage to survive if a payment is delayed. Serving this type of customers is
not only the volume but also building prestige, which is invaluable in trade. As you know, the margin
is usually not good in the case of this type of player so you will need someone who can improve this
situation.
It is now time to start penetrating the EUS customers market. In the case of this group, focus on
the larger ones. They include manufacturing companies that need your products for production
service. If you like orders in documentation and will not get frightened by the introduction of another
acronym, consider the benefits of separating institutional (large) from individual (small) end
customers.
To sum up, entering this stage does not release you from further SRC and RSL customer
acquisition. From now on you are going to concentrate on acquiring new ones. This time you are
going to pay most attention to smaller OEM manufacturers and large institutional EUS end
customers.
3. Stage of maintaining the position
Another stage consists in maintaining the market position. Watch out, do not let euphoria carry you
away! Many companies made mistakes at these stages. Most recently Levi’s, IBM and Nokia. At this
stage the investment paid off a long time ago and a proper market share was gained. It is worth
making endeavors towards further growth but the main task will consist in preventing the loss of what
has been achieved. Providing services to many OEMs will certainly affect the achieved margin
parameter. If your market share is high, you will be able to improve it by acquiring small EUSs. At
the same time you will gain stable customers which will help you get through turbulence in the
economy smoothly.. Remember that the cost of a typical business activity exceeds the potential profit
per customer. Therefore, market penetration should be mass. It is a task for the marketing
department. Consider acquisition by media influence. It is time for sponsoring, organizing events or
publicizing promotional offers.
4. Stage of regaining the lost market position
Nobody wants to experience similar processes but it would be reckless not to be prepared for such
a scenario. Certainly, the most important parameter is response time. The sooner you diagnose the
problem the sooner you will be able to solve it. In the ideal world, its emergence would be prevented.
Undoubtedly, good prevention is the most effective cure. If you apply it, you will see the first changes
soon. Because of that you will quickly find the causes and commence recovery activities. The model
of organizing a trading company which I have promoted in this publication definitely helps it. If you
are sure the information flow between the sales department and management staff is correct, it is
half of the success. When I happen to handle such cases, I usually discover that both parties fail to
use such terms as: type of customer, business mission, the company’s goal or business process.
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It is difficult to ensure prevention in such an environment and the early warning system will not work.
Do you want to come out on top? Introduce proper standards to your company.
I would like to summarize the information comprised in this chapter in a few words so I am going to
characterize the individual recipient categories with reference to the previous chapters:
EUS = stability
SRC = sales increase
RSL = sales increase through reaching the markets from which you have not had orders yet
OEM = dynamic sales increase in the period of economic growth

Remember!

You cannot expect that you will grow quickly by relying on someone who ensures stability just like you
cannot seek stability with somebody who increases dependence on the state of the economy!
The development stage of your company has a crucial significance when selecting business goals! When
starting your business, focus on local SRC customers and more distantly located RSLs to carry out sales
in the places from which you do not get orders. If you want to increase your turnover considerably, gear
yourself towards OEM customers, and if you want to invest in safety and stability, acquire as many EUS
end customers as possible.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is the customer acquisition policy adjusted to the development stage of your company?
is this reflected in the operations of sales forces?

PROBLEM: if affirmative answers were not given:
- the stable development of the company will be jeopardized

- the cost of pursuing activities will be incommensurately high to the achieved sales performance
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59. AN ANALISIS OF DECISION-MAKERS
I dedicated the six previous chapters to the study of customers. I think that having read them, you
know what to expect of various types of companies. The issue which is directly related to that is the
information about the people who work there and have a direct decision-making power as to the choice
of a supplier. If you are serious about winning contracts, it is them who you need to establish contact with.
This is not the end! You need to show them the benefits of commencing cooperation with your company.
It will not be an easy task of course but knowing what to talk about and how to do it will certainly get you
closer to that.
I am going to devote the next chapters to the following issues:
- who the crucial players are and what tasks they are to perform
- what persuades them into cooperation
- how a problem of one affects another
- what problems do they experience and in which order they should be visited
The mechanisms about which you are going to read are the same regardless of the industry in
which you operate. I expect that the information included here will become a canon of knowledge among
sales forces in your company.
Have a nice reading.
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60. WHO THE CRUCIAL PLAYERS ARE AND WHAT TASKS THEY ARE TO PERFORM
In this chapter I am going to identify the people who are crucial in winning a contract. I am going
to tell you who they are, what their goals are and what problems they happen to have. The information
comprised here will help you understand the mechanisms of making purchasing decisions. After you gain
it, you will avoid many mistakes in your communication with decision-makers, and you will know that no
order will be placed without their favor.
Nearly every company the service of which you wish to take over employs at least several people
who have an impact on making the decision on selecting the supplier. Each of them is called “crucial”.
One of the common mistakes made by inexperienced sales representatives is talking to the wrong people,
those who do not have much impact on the decision-making process. Another one is talking about things
that are uninteresting to them and do not belong to their scope of duties. I obviously do not mean informal
topics but only business-related ones. Sales representatives usually talk “to everybody about everything”.
It sounds grotesque but it is the reality. Let us begin by listing all persons that might have an effect on
whether we will earn some money or not:
1. User – it is the person or the department that will use the product or service offered by you. It can
be the technical, manufacturing, research and development, or sales department.
2. Purchaser – it is the person or the department responsible for finding a supplier and executing
the purchase. This department is a supplier within these organizations. It is the purchase department.
3. Financier – the person in charge of planning and monitoring the money spending. It is usually
a unit supervising the work performed by the purchase department. In smaller companies it is
normally performed by the owner as an additional function.
4. Promoter – one that handles organizing the sales of products and services among its own
customers. It is usually the marketing department.
5. Decision-maker – one who determines the principles on which the company’s activities are pursued
and constitutes law in it. It is usually the management board and in smaller companies – the owner.
The list of the individual departments, and their crucial persons, is longer when the company is
larger. Each of them is responsible for different areas and have different tasks to do. What is beneficial to
one will not be for another. Naturally, this triggers certain conflicts of interests inside the organization. The
awareness and understanding of their creation is the key to success. With the relevant information you
will be able to prepare an offer that will be attractive to each of these people. What tasks are set before
them then?
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1. User / technical department
It is responsible for generating products or services, and it needs your product for that. Its goal is to
generate and provide services in a continuous manner in order to achieve the highest efficiency. It
is in trouble if it is incapable of ensuring such efficiency since every interruption of production means
loses. Employees of this department receive a bonus for the lack of interruptions and lose it if such
events occur. This department is the greatest ally to every trading company and every meeting
should begin with visiting this place first.
2. Purchaser / purchase department
They are responsible for purchasing products or services needed for the operation of its company.
Its goal is to purchase on the best possible terms and conditions, as fast as possible and with as
long a payment deadline as possible. It is in trouble when it selects a supplier that does not offer the
most beneficial terms. Employees of this department have to act in accordance with imposed rules,
e.g. selection of the cheapest offer. This department will be the least favorable to you. It has been
appointed to reduce spending money and not to facilitate it.
3. Financier: controller / financial department
They are responsible for the correct course of purchasing processes in accordance with internal
rules. Its goal is to pursue activities aimed at reducing the cost of the activities and increasing
the company’s income. It is in trouble when the cost of pursuing the activities is too high. It is
responsible for the financial result of the entire company. If profits decrease, it has to look for savings.
The supplies department, which pursues the financier’s policy, is almost always its subordinate. It is
here that purchasing rules, e.g. the lowest price, are determined and then imposed or reversed. This
department will be your ally provided that you will be able to prove that you contribute to improving
the financial result. You need to get there if the purchasing procedures make it impossible for you to
sell.
4. Promoter / marketing department
They are responsible for seeking outlets and promoting products and services generated by this
company. Its goal is to devise strategies aimed at bringing the best effects. It is in trouble if
the pursued activities do not contribute to achieving appropriate sales. It is usually not the most
important partner for a trading company but in many cases earning its favor might lead to winning
a contract. This department will be favorable to you if the benefits of your product let this company
develop sales/manufacturing.
5. Decision-maker / management board or owner
They are responsible for managing the enterprise. Its goal is to establish rules aimed at contributing
to the company’s development. It is in trouble when the company does not develop or brings income.
They will be your ally if you are capable of contributing to the generation of greater profits. You go
there if the purchase and control department blocks your offer.
As you can see, each of the mentioned persons has different duties, goals and there are
completely different causes of their problems. Soliciting an order is conditional on winning over
the largest number of people from this decision-making chain. Let us imagine that the product offered by
you has great features and will bring more savings than a cheaper counterpart offered by a competitor. If
you limit yourself to sending your offer to the purchasing department, you will be assessed from the angle
of their criteria, where the most beneficial purchase condition is the lowest price. “This and only this”
parameter will be considered and, as a result, you will not meet the expectations and lose.
The purchasing department will say “no” to your offer because it cannot say “yes” - it has to follow
the adopted principles. Therefore, you need to reach the person who devised them. Their author most
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probably has the power to reverse them. This is where you must prove that the purchase of a more
expensive product but e.g. with a longer service life, is more beneficial than a cheaper one with a shorter
service life. A good sales representative directs his or her steps towards the authority that is higher in the
hierarchy. It is usually the finance control department or the owner. Can you see now the kinds of
discrepancies that occur in the same company in regards to defining what is more beneficial? In the initial
part of this chapter I wrote about the principle: “do not say everything to everybody.” I hope that you
understand the pointlessness of elaborating on the idea of a longer service life of a product before an
employee of the purchase department. This is because this position has been created for the purpose of
minimizing the money spending! If you want to earn their favor, present the lowest price and nothing apart
from that. What should you do then? You should go where the benefits presented by you will be
considered interesting, for instance to the technical or financial department.

Remember!

You cannot talk to everybody about everything. What is an attractive benefit speaking for establishing
cooperation for one person, might be an empty slogan not deserving attention for another one. People
working on different positions and in different units have different tasks to perform. You will not manage
to attract everyone with the same “benefit”.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do the sales forces in your company know who the crucial person is, that is with whom contact
should be established?
are the benefits speaking for the cooperation with your company adjusted to the needs
of the crucial person?

PROBLEM: if affirmative answers were not given:
- offers from your company will be rejected very frequently

- the cost incurred for paying for business meetings will be wasted
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61. BENEFITS FOR THE INDIVIDUAL CRUCIAL PERSONS
You already know who the decision-makers are and what tasks they have. Let us try to determine
the benefits for each of them. If you know the answer to this question, you will be able to prepare an offer
that is beneficial from their viewpoints. You must remember my example of relations between
the purchase and financial departments. For the former, it will be most beneficial to buy the cheapest
product regardless of whether the production cost increases or not. The latter will analyze whether
purchasing a more expensive product will reduce the cost. If this is what happens, such a solution will be
considered more beneficial. As you can see, each of the mentioned persons might understand the concept
of “benefits” differently. Let us examine each of them and determine what could be considered a benefit
to them. To make my words memorable, I am going to use the notion of losing a bonus. Let us think when
a given crucial person might be in trouble. Knowing that, you will see why you lose some contracts.
1. User / technical department
- they have a problem when they are incapable of ensuring continuous manufacturing since
interruption means loses.
- they lose bonuses if the manufacturing process is stopped.
They will find an offer beneficial where:
- it contributes to eliminating or reducing the number of interruptions in manufacturing / usage
- it increases the production efficiency while using (e.g. faster manufacturing)
- it reduces the time and cost of repairs, inspections or operation
- it obtains good technical, servicing and training support from the supplier
2. Purchaser / purchase department
- they have a problem when they select a supplier who does not offer the most beneficial terms and
conditions.
- they lose bonuses if the purchase was less beneficial (higher price and shorter payment deadline
than with other suppliers).
They will find an offer beneficial where:
- the purchase is cheaper than from other suppliers, and the payment terms are more beneficial
- the supply terms and cost are more beneficial
- the order lead time is the shortest
3. Financier: controller / financial department
- they have a problem when the cost of pursuing activities is too high.
- they lose bonuses if the production costs are too high compared to profits from sales.
They will find an offer beneficial where:
- it contributes to reducing the production cost, which leads to profit increase
- it contributes to increased sales performance
4. Promoter / marketing department
- they have a problem when the pursued activities are not sufficient enough to achieve appropriate
sales.
- they lose bonuses if they are incapable of ensuring sales increase.
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They will find an offer beneficial where:
- the product gains in attractiveness in the eyes of the customer
- it will be easier to sell the product and find more purchasers
- it leads to increased prestige and reinforcement of their company’s brand
5. Decision-maker / management board or owner
- they have a problem when the company does not bring income.
- they lose their good mood when they run a losing business.
They will find an offer beneficial where:
- it brings more profits to their company.
I hope that after reading this chapter, you know, firstly, what the concept “do not say everything
to everybody” means, and secondly, why your offer is rejected sometimes. Remember that there is no
benefit that would be equally important and attractive to all departments. You are incapable of making
the purchase department interested in “high quality” just like you will not manage to arouse interest of the
technical department in “good supply terms”. Each of the departments was entrusted with different tasks
and therefore completely different benefits appeal to them. It could even happen that what is a benefit to
one will be an inconvenience to another. From now on, present the “right” benefits to the “right” people.
Inquire who rejected your offer and why your offer was rejected. If this happens, make sure that no
decision-maker was ignored. In the case of further problems with winning a contract, find out what position
in the hierarchy of this company your contact person takes. It might turn out that you will have to meet
someone who holds a higher position there.

Remember!

What is a benefit to one crucial person does not have to be one for another. Each of them should be
presented with other benefits. Do not forget that the opinion of the person who is higher in the hierarchy
is significant. If your offer was rejected, you need to determine at which level it happened. Sometimes you
might have to meet someone higher in the hierarchy.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales forces in your company know what is a benefit for individual crucial persons?
do sales forces know that crucial persons hold different levels in the hierarchy and sometimes it
is worth visiting someone who is “higher”?

PROBLEM: if affirmative answers were not given:

- offers will be rejected and you will hear that they were not beneficial
- you will not know what is behind this
- the effectiveness of winning contracts will be low
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62. HOW A PROBLEM OF ONE CRUCIAL PERSON AFFECTS ANOTHER
You know that managers working in various departments have different tasks to perform. All of
them are able to perceive something else as a benefit. However, there is something that connects
relations between them. This situation is a common problem. Examine their nature and you will discern
the domino effect. A problem emerging in the case of one crucial person will result in the emergence of
subsequent ones. Every organization is a self-regulating system so this kind of interaction is unavoidable.
For instance, take the problem with a delivery “on time” in the logistics department. Its problem will be
delayed supplies to the manufacturing department, which will result in outage, followed by losses. This
will make the financial department record a decreased profitability parameter. Perhaps buying a bit more
expensive product from you could prevent this avalanche. This example is quite trivial but it reflects
the heart of the matter. What would happen if your offer was able to eliminate this kind of effect? If you
are able to prepare one, you can be sure that you will win. There is only one problem: are you capable of
looking at this issue broadly enough? You have probably concentrated on solving problems in one place
so far and it has not crossed your mind that they could cause new ones in other departments. I can assure
you that not many competitors are capable of looking at it in this way. Thanks to that you will have
a chance to fight them successfully. It is worth comprehending this mechanism and this is why I decided
to prepare a simple example. It will be crucial to understand the principle on which it works. First of all,
the task is to determine where the problem originates and who will be affected by it next. If you know
the answer to this question, you will be able to solve the problem at the proper time. I am going to take
into account a simplified model of a decision-making chain: the user, the financier and the owner. We are
going to see how a problem originating in one link influences the whole chain.
User
problem:
effect:

interruption in manufacturing
manufacturing decrease

Financier
problem:
effect:

manufacturing decrease
increased cost of production

Owner
problem:
effect:

↓

↓
increased cost of production
lower profit

As you can see, the problem that originated with the user had a certain effect which, in turn,
generated another problem in a different place, and so on. Problems bring ripple effects, which in bring
on new problems. If you are familiar with this matter, you are able to identify their source, which facilitates
eliminating it. You can suggest to the customer to take a suitable and effective solution. What arises from
the analysis above is that the source of this problem originated with the “user”, and the cause was
production interruption. A solution might be offering a better product that will eliminate them. Try to
calculate the losses generated by one of them. You will obtain this information from the financial
department. Let us assume that it amounts to $25,000, and your product has a service life four times
longer. This means that you are capable of eliminating three interruptions, which gives the total loss
reduction amount of $75,000. When presenting the offer, inform that your goal is to reduce losses
amounting to $75,000, and not to sell a product. In the eyes of the customer you are not a sales
representative selling products but a specialist who reduces some of the major financial losses of your
partners. When you have to invalidate competitive offers, you will provide an alternative: a gain on the
purchase since one of the products is 20% cheaper (let us assume that it will be $5,000), or to lose
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$75,000 in the period of operation. However, after you calculate, a deal with you will bring savings ranging
at $70,000. Will there be anyone not willing to buy it after you present the offer in this manner? The
purchase department probably will since selecting a more expensive offer is not in its interest but the
interest of the whole company is more important in this case. In order to execute sales, you will present
the results of such an analysis to a person who is higher in the hierarchy than the purchasing department.
A seemingly less beneficial purchase might provide you with much greater savings during operation.
I know that it is not always possible to prepare an offer in this manner but work according to these
standards whenever possible. You will not have to wait long for effects.
To continue the example of the domino with three links: the user, the financier and the owner, it
is possible to prepare a model presenting its positive effect if your offer is chosen:
User
benefit:
effect:
Financier
benefit:
effect:
Owner
benefit:
effect:

reduction of interruptions in manufacturing
increased production

↓
increased production
decreased cost of production

↓
decreased cost of production
higher profit

The benefit gained in one place will provide a positive effect in another. Regardless of whether
we are talking about benefits or problems, the mechanism is the same. In both cases the domino effect
is triggered. I have used the word “source” many times. Indeed, the ability to find it is the crucial
determinant of success. Therefore, it is important where to direct your first steps, and where to go next.
The order in which you penetrate the departments of the decision-making chain is also important. Having
the relevant information will not only let you avoid making mistakes but also save a lot of time and efforts
that you could devote to reading my publications :) I will discuss this further in the next chapter, which will
be the last one in this part. Enjoy!

Remember!

The problem with delivery “on time” emerging in the logistics department will lead to an interruption in the
manufacturing department, which in turn will decrease the profitability parameter of the financial
department. Every organization is a self-regulating system so such an interaction is unavoidable. Perhaps
buying a bit more expensive products from you could prevent this avalanche. It might turn out that the
savings arising from a cheaper purchase are incomparably lower than the cost of remedying failures
resulting from the use of a cheap product. Present this benefit at a high decision-making level.

CHECKLIST: see if you can give affirmative answers to the questions below:

□

can the sales forces in your company look at their customers’ problems in this manner?

PROBLEM: if affirmative answers were not given:

- your offers will be rejected by one person even if they could ultimately bring enormous benefits.
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63. THE OBSTACLES OF DEPARTMENT LEADERS AND THE ORDER IN WHICH THEY SHOULD BE VISITED
I would like to supplement this compendium of information regarding crucial persons with one
more issue. It concerns the problems experienced by them. I mentioned them in the previous chapters
but understanding them is so important that it is worth writing about them again. Let us think again about
the problems faced by the individual departments.
1. User
problem: decreased efficiency or interrupted manufacturing
source of the problem:
- poor quality of the tools or raw materials needed for manufacturing processes
- unavailability of the mentioned ones: postponed delivery date, overlooked exhaustion of stocks
- shortage of appropriate knowledge about the correct use/operation of the above
- necessity to pursue periodical servicing activities, which decreases efficiency
2. Purchaser
problem: insufficient availability of tools or raw materials and the high price
source of the problem:
- poorly stocked supplier’s warehouse
- failure to monitor and forecast needs by the supplier and the purchaser
- unattractive commercial terms and conditions of the supplier
- failure to secure the warehouse according to customer needs
- limited funds for buying raw materials and tools for manufacturing processes
3. Financier
problem: low profitability of the company
source of the problem:
- insufficient volume of profits from selling the generated goods and services
- high costs of manufacturing processes, outages, repairs, frequent replacements of parts
As you can see, there are different problems for each of the links, and each of them has a different
source. Check how the situation looks in your case. Identify all the links of the decision-making process
and try to collect the information about the problems they experience. An analysis like this will be enough
for you to determine the ones you can eliminate. If they result from untimely deliveries, prepare your
warehouse so that this will not happen.
Naturally, you will not be able to solve all problems but an appropriate amount of labor will let you handle
many of them successfully. After all, you are in a better position than your competitors. The majority of
them haven’t realized these problems yet!
If we have defined the problems experienced by the individual persons accurately, we should
think if the order of visiting them is important for winning. If you go to the purchase department first, you
will face the necessity to offer the lowest prices. Before you get there, it is worth having a favorably
disposed person behind you. It can be the user, that is the technical or marketing department.
The arguments related to better parameters will appeal to them. If you still have problems, it is good to go
“higher”, e.g. to financiers and, in the case of smaller companies, to owners. The order of the decisionmakers characteristic of my industry is as follows:
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1. user, technical/marketing department – they want products that will not cause trouble
2. financier/owner – they want products that wil bring more profits their company
3. supply – they want the cheapest products because they are responsible for that
Bearing this in mind, you know why I direct you to the purchase department at the end. This model
is the most common but it does not always have to look this way. The hierarchy of importance is
determined independently for every kind of company. Therefore, it is worth establishing what it looks like
in a given company at every business meeting. I investigate into the hierarchy of individual departments
and crucial persons in the decision-making process. Admittedly, I always begin every business meeting
at the user’s end but I end it where the decision-making power is, which is not always in the same place.
This is why it is worth making an effort and identifying is the true decision makers are. As a result you will
save a lot of time and get to the right place.
I can assure you that your knowledge about the crucial persons is totally complete now. You
already know who they are and what problems they face. It is no longer a secret that problems of one
cause problems for another. I think that you will settle into a routine because you know that
the importance of the hierarchy of the individual departments is different, which you will now be examining
during every business meeting. I am sure that this knowledge will allow you to win much more contracts
than before, which I genuinely wish you!

Remember!

As you can see, different problems occur in each of the links and each of them has a different source.
Identify all of the links of the decision-making process and try to collect all the information about what they
concern. Remember that the order in which you establish contacts is extremely significant. If you go to
the purchase department first, you will face the necessity to offer the lowest prices. Before you get there,
it is worth having a favorably disposed person behind you. It can be the user, that is the technical or
marketing department. The arguments related to better parameters will appeal to them. If you still have
problems, it is good to go “higher”, e.g. to financiers and, in the case of smaller companies, to owners.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do the sales forces in your company know what problems the individual crucial persons
experience?
do they know which crucial persons and in which order they should meet?

PROBLEM: if affirmative answers were not given:

- sales representatives will be helpless if the offer is rejected at one of the links of the decision-making
chain
- they will have no impact on the outcome of an unfavorable decision to your offer
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64. MAIN CAUSES OF FAILURES AMONG SALES REPRESENTATIVES
We are coming to the end of part two, which was dedicated to devising a canon of sales forces’.
I devoted quite a lot of time to providing you with the information concerning end customers and important
people who decide on the selection of a business offer in five thematic blocks. I referred to the standard
of rules about business meetings and sales representatives. Like in part one, this time the culminating
point will be an audit of sales forces, too. Before I proceed to that, I am going to try to gather together all
the shortcomings that can be seen there and that result in losing with competitors.
Causes of failures resulting from a lack of shortages of basic knowledge about customers:
1. being unaware of how important the customer is for them and trading companies
2. pushing customer service to the background, giving priority to different tasks
3. failing to understand that customers do not buy products but solutions to problems brought by them
4. failing to understand that customers select a more beneficial offer, whatever it means
5. trying to persuade by means benefits which they are unable to substantiate
6. failing to understand that customers have suppliers and do want to change them
Causes of failures resulting from a lack of shortages of knowledge about how to run business
meetings:
1. insufficient level of communication practice
2. average or weak engagement in solving customers’ problems
3. limited knowledge about the principles of establishing contact with the customer
4. failing to comprehend the goal of a business meeting and its types depending on whether a new or
a lost customer is at stake
5. a lack of a precise information about products in which customers might become interested and, as
a result, talking too much or too little on a significant topic
6. failing to investigate into the causes of offer rejection
7. a lack of skills in persuading a customer into the benefits arising from accepting the offer
8. a lack of skills in presenting the benefits arising from cooperation
Causes of failures resulting from a lack of advanced knowledge about customers:
1. lack of knowledge about types of customers that can be encountered on the market
2. lack of knowledge about the differences between them, about what is beneficial for each of them
3. lack of skills in estimating the customer’s potential
4. lack of knowledge about what, apart from sales, individual types of customers could give to
the company
5. lack of knowledge about what individual types of customers require from their suppliers
6. lack of concept about the types of customers on which to focus depending on the stage of
the company’s development
Causes of failures resulting from shortages of knowledge about decision-makers:
1. failing to know who decision-makers are and what tasks they have to perform
2. not knowing what benefits appeal to individual people
3. failing to understand how specific problems affect individual decision-makers
4. Ignorance of the order in which a contact with individual crucial persons should be initiated
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I encourage you carry out the audit that will determine the state of preparation of sales forces for
performing their work. After conducting it, you will know where mistakes occurred and, as a result,
commence their elimination.
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65. KRAFT’S AUDIT assessing the preparation of sales forces for work
It is time to check how well sales forces are prepared for their work. The previous chapter
explained the major causes of failures but we are interested in precise information. This audit will show
where shortages are, and a relevant chapter will supplement this knowledge.
Keep in mind that I wrote about the three pillars of a trading company! Sales representatives are
one of them so it is extremely important to prepare them properly. The development of your company will
depend to a large extent on them. Chapters are given next to each question for easy reference. Each of
the questions below are aimed at indicating the area to be examined. I assume that you are capable of
formulating direct questions with them, and the ones that you will ask sales representatives. In the case
of problems, refer to the mentioned chapters in which they are included.
Normally, questions regarding the grading scale are asked during specific situations, which will
answer the question how well a company is prepared for business activities. Obviously, everybody wishes
to attain the maximum number of points and this is what should ideally happen. If the audit discloses
shortages, they need to be addressed as soon as possible, and a particular person should be delegated
or a team should be formed to perform this task.
Hence, I am providing you with the scope of the audit that successfully helps me in my everyday
work and fulfills its role very well.
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KRAFT’S AUDIT assessing the preparation of sales forces for work
1. Do sales forces know that customers are their actual employers?

(ch. 32)

2. Do they know that nothing is more important than serving them first?

(ch. 33)

3. Do they know that customers do not buy products but solutions to problems?
(ch. 34)
4. Do they know that customers select the most beneficial offer from among many suppliers
(ch. 35)

5. Do they know that only attractively sounding and countable benefits persuade customers

□
□
□
□
□

into buying?
(ch. 36)
6. Are they prepared for customers keeping their suppliers and being reluctant to change them?
(ch. 37)

7. Do they know and do they do their best to fight stereotypes about sales representatives?
(ch. 39)

8. Can they arouse customer trust and build a good image of themselves?

(ch. 40)

9. Do they have appropriate skills in communicating with customers?

(ch. 42)

10. Do they help customers solve their problems with proper engagement?

(ch. 43)

11. Is their work extraordinary? Do they do more than expected?

(ch. 44)

12. Do they know the principles of the direct contact and do they observe them?

(ch. 45)

□
□
□
□
□
□
□
□

13. Do they know the goal of a business meeting and know its types?
(ch.46)
14. Do they know that only the products in which the customer is interested should be promoted?
(ch. 47)

15. Do they know the notion of a “flagship product” and “complementary” product and which to
promote?
(ch. 48)
16. Do they inquire where customer skepticism comes from and inform managers about it?
(ch. 49)

17. Do they know how to reach the customer’s imagination?

(ch. 50)

18. Can they present the benefits of a partnership in an attractive manner?

(ch. 51)

19. Do they know what type of customers they will encounter on the market?

(ch. 53)

20. Do they know the differences between their individual types?

(ch. 54)

21. Can they estimate which of them is the best partner in a given situation?
(ch. 55)
22. Do they know what, except sales, the individual types of customers can offer the company?
(ch. 56)

23. Do they know what individual types of customers require from their suppliers?

(ch. 57)

24. Do they know where to go depending on the stage of the company’s development?

(ch. 58)

□
□
□
□
□
□
□
□
□
□
□
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25. Do they know who the crucial persons affecting the selection of the supplier are?

(ch. 60)

26. Do they know what benefits appeal to the individual persons?

(ch. 61)

27. Do they know how a problem of one affects another?

(ch. 62)

28. Do they know what problems are experienced by individual persons?

(ch. 63)

□
□
□
□
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PART III

The third pillar of success

High sales standards - Kraft Standards

Measure the effectiveness of soliciting orders and check what makes you lose!

Building the sales process standards, you have control over and impact on the purchase decision
of the customer at all stages. As a result the management board, management staff and sales forces
will speak the same language. Thanks to that you will quickly reach a consensus and achieve sales
success.
This part of the book is dedicated to both managers and sales forces for them to understand at which
stage of success they are and what difficulties they can encounter. This will let them effectively compete
with competitors.
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66. PURSUIT OF THE SALES PROCESS
We will now come to the culmination of this book, which is supposed to support communication
between management staff and the management board and sales forces. All parties are to understand
one another: what they are striving for and why, how they want to achieve their goals, as well as where
and why they come across difficulties. Mistakes in communication in these areas are the cause of the
majority of failures. I wrote in one of the previous chapters that trade is a team discipline and therefore
team building is very important. The third, and at the same time the last part, is supposed to make
answering each of the above questions possible and, what is more, it will be accompanied by
the comprehension of the problem.
I must admit that the need to have problems inspired me to write this book. John Gunther25,
a famous American journalist, used to say “in politics, nothing happens without a reason but often –
without an effect.” The situation is completely different in trade; paraphrasing his words, I should write: “in
trade, nothing happens without a reason, and everything we do will always bring an effect: good or bad.”
It is natural that we expect only the positive one. To make sure that this happens, we implement training
programs, support the sales department, and determine relevant procedures. As a manager working for
a huge group, I am in charge of managing sales on the distribution market, popularly called the “after
market”. While the majority of my colleagues on similar positions limit themselves to managing, I also
appreciate the role of directing. It might seem that both terms: management and direction define the same
but in fact it is not so. Henri Fayol26, a French engineer distinguished fourteen classical management
functions in the early 19th century. According to him, it consists in the art or practice of a reasonable
application of means for the purpose of achieving fixed goals. He believed that the major role of
management is determining and achieving goals, which are pursued by others. In simpler terms, in his
opinion management consists in specifying a goal, that is “what to do”, whereas direction is supposed to
define “how to do it”. Faced with the problem of poor sales, the majority of managers seek solutions
through finding the answer to their first question only. Each time I experience these problems, I remember
to try to find the answer to the latter, which is “how” to solve them . I actually think that in a crisis situation
the manager’s job is to a greater extent about directing than managing.
Identifying and solving sales problem invokes a comparison originating from the world of
mathematics. Accomplishing this goal consists in solving an equation with two unknowns, where one is
the customer and the other the sales representative. Can activities of both be foreseen at all and if yes,
how? Moreover, is there a method of directing them? While in the case of the former we do not have much
influence, but we do in the case of the latter. I will layout how to solve and direct these unknowns on the
following pages. A well-prepared material which, on the one hand, will be a collection of procedures
defining “what to do”, and on the other, a training aid giving tips about “how to do it”, will be helpful here.
Pursuing the assumptions and procedures comprised there will make the activities performed by sales
representatives foreseeable and abundant with strategic information. The causes of failures will be
recognized and it will be eventually possible to counteract them. Accomplishing goals in these conditions
will be much easier than usual, when we have to solve an equation with two unknowns. I know what it
feels like. My case belongs to the most difficult in the art of trade. My job is to develop sales mainly through
a network of independent business partners, who cannot be imposed anything. Being a sales director in
a company with its own sales network, I had a much greater impact.
25

John Gunther (born August 30, 1901 in Chicago, died May 29, 1970 in New York), an American journalist and
writer. War commentator for NBC During the World War II. He wrote 11 books, one of which was devoted to
discussing Adolf Hitler’s tyranny.
26
Henri Fayol (born in 1841 in Istanbul, Turkey, died in 1925 in Paris). A French engineer and developer of the
basic administrative science. He formulated 14 principles of management.
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As is the case of most trading companies which I encounter, I can see that such regulations are
missing and, above all, the way business is conducted. If a common model is not devised, sales forces
establish their own. There are as sales representatives in a given company and they are usually
contradictory to each other. In the event of failures it is difficult to find the precise causes of this situation.
As a result, they make eliminating them even harder. Most managers whom I ask about the causes of
their failures usually enumerate generalizations, such as: high price of the product, inefficiency of the
sales department, problems with deliveries, etc. It is difficult to take specific recovery measures on the
basis of such information. What can it actually mean that sales forces are inefficient or that the price is
too high? How much too high is it and in comparison to which one of the competitors? And how does it
correspond to the benefits provided by the purchase of this product? I hardly ever hear very specific
reservations, such as: “the cause of poor sales is the problem sales representatives have with
demonstrating the benefits of the offered product.” If someone has recognized it, he or she knows how to
eliminate it. Therefore, one of the tasks with which I entrust you is to define, implement and control the
pursuit of sales processes. As a result, sales representatives will know what to do and how. And in the
case of failures, it is possible to recognize the causes. In one of the previous chapters I used a comparison
that a sales process routine is a kind of a black box that is installed in every airplane. In the case of a
failure or a tragedy, a careful analysis of the flight parameters record allows identification of its cause. If
you have one, you can fight it. Hopefully, after reading this part, you will understand that it is worth
installing a sort of black box for the sales department. An additional advantage of implementing the sales
process is determining the degree to which a task has been performed, which enables a reliable and fair
evaluation.
This is how I smoothly went on to the sales process, which is the main topic of my publication.
I hope that the benefits emerging from its preparation, implementation and control of the performance
stage will become clear and helpful to you. As I often do, this time I will also begin with defining the sales
process I advocate. It is a process defining the object of an activity, its beginning and ending. It
indicates all the stages that need to be completed. Finally, it is a set of rules and guidelines. If
I were to choose the most significant definition from among the ones I have provided thus far, this is
definitely the one!
The sales process model that I am going to discuss in detail begins with the correct selection of
the business goal, and the ending is the execution of sales or the identification of the causes which
prevented it. Thus, the funds invested in the sales process will lead to selling a product or gaining
the knowledge. In turn, it will be possible to avoid failure in the future. On the way between selecting
the business goal and completing the process, additional tasks need to be performed in an appropriate
order: meet customers and their needs, establish contacts with them, pay them a visit, determine
the benefits of commencing a partnership, prepare a business offer and negotiate the best possible terms
and conditions of its execution. A complete presentation of the tasks that are a part of the sales process
is provided below. I supplemented it with attributing specific values (expressed in percentage) to each of
the stages. Because of that you will eventually be able to determine the degree to which a task was
completed.
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Look at the sales process model below:
1.
2.
3.
4.
5.
6.
7.
8.

selection of the customer
10% of task completion
establishment of contact
20%
business meeting
40%
business offer
50%
revision of the offer
60%
negotiations
80%
business effect
90%
business documentation: letter of recommendation / confirmation of withholding
100%
There is nothing left for me to do except to invite you to read the following chapters carefully.

Enjoy!
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67. STAGE 1 – Selection of a customer

10% of task completion

I am sure that the content of the two previous parts of this publication prepared you to start
studding of the sales process model. As mentioned before, its goal is to lead to the full awareness of the
achieved results and the ability to discern the places from which problems that hamper the development
originate. According to the model I advocate, its beginning is selecting an appropriate prospective
customer the acquisition of which will be the goal. Regardless of the latitude of our residence, the industry
of our operation or products we offer, this is where everybody should always begin. Some people perfectly
know who it is, while others find it difficult to perform this task. Many years ago I myself was unprepared
for the scenario of making such mistakes and the results of my sales forces were not satisfactory. This
case is completely different today. We are very well prepared and we know where to look for money.
The corporate knowledgebase defines the industries and types of customers to be acquired. I dedicated
chapter 55 titled “Who The Best Customer Potentially Is” to this issue. I wrote about the need to regulate
this area many times before. It is worth doing because the lion’s share of lost projects originates from
here.
1. Common mistakes and their effects
Acquisition of an inappropriate customer results in generating low sales and often no sales at all
even if you manage to complete this process. The day cannot be saved by the best tools and
the highest work standards. Both time and money will be wasted. In well-organized trading
companies the cost of a business meeting is very well known. When you multiply it by the number of
such meetings taking place over a year, you will get an impressive amount. How many of them do
not end with an order? If the percentage is 80%, I can congratulate you on good effectiveness as
20% is considered a good number. Can you see how much money is wasted annually?
My clients are usually companies where their effectiveness is below 10%. Examining the causes
of failures, I can see that an extreme amount of effort and money is invested in something that, in
the best scenario, will not bring much. These mistakes always arise because of a lack of appropriate
knowledge. Defining this area, you will improve the customer acquisition effectiveness, which will
have a positive impact on sales increase. Simultaneously, you will reduce the cost of meetings
needed for achieving sales by eliminating those which are addressed to improper customers.
2. What is the task at this stage
I am going to say it straight out – to find a company that is potentially the best customer. Do not
devote time for “any” but for potentially “the best” one! If you focus on these only, you will have better
performance. The choice is only yours!
Out of concern about the precision of the performance of the task, it is important to decide who is
supposed to review to see if sales representatives have chosen the potentially best customers
correctly. Maintaining that everybody needs to be controlled is equally ridiculous as the assumption
is that every sales representative should know who is potentially the best. Every sales manager
knows his or her team, knows who achieves good performance and can release such employees
from the obligation to submit such a list. In my case, every newly engaged employee uses the base
of defined customers but gradually tries to seek the potentially best ones outside the list (under
control of his or her supervisor). When they gain experience and begin to understand where to look
for money, they are released from the duty of presenting such lists.
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3. How to perform the task
A dozen or so years ago the answer to the question concerning the tools to be used for seeking
customers was not that unambiguous. Today, it is enough to open the most popular Internet search
engine and enter a suitable text. Searching has never been easier! If you do not limit yourself to this
solution and want to obtain other valuable information about customers, try to find industry-related
search engines dedicated to individual markets. You will find there the most recent information about
the market condition and trends, forecasts. Visiting these types of websites can provide you with a
lot of extremely precious information. I wrote about that in the previous chapters. I tried to persuade
you into cataloging and sharing it. At this stage of the sales process, I assume that companies have
relevant information and a brief description at their disposal.
Another source of information deserving attention are trade fair events, where you can meet
prospective customers and have a closer look at competitors. A guide with a list of exhibitors
purchased there might also prove a fantastic database.
The last and increasingly less popular tool is yellow pages, which also function on the Internet
but do not have so many functions and are sometimes uncomfortable to use. The training material
I prepared for your team includes information about all the mentioned tools that are helpful in seeking
customers. Save your sales forces’ time and offer them a similar support.
4. When the task is considered completed
Every process should clearly define when the task is considered completed. If a sales representative
selects prospective customers on his or her own, it needs to be specified who will approve the
performance correctness. I prepared a simple table for newly engaged and less experienced sales
representatives so that they can enter their suggestions here. If any of them are rejected, I enter the
reason, too. Thus, if they make a mistake at this stage, they gain a valuable insight that will prevent
them from making the same mistakes in the future. An example list is presented below.
name
Vanade

type
manufacturer

Largis
Kelts
Stiga
Bens

store (RSL)
service (SRC)
end user (EUS)
service (SRC)

(OEM)

industry

location

authorization / reason for rejection

fencing

Houston

OK

food
gates
hotel
construction

Glasgow
London
Tokyo
Como

does not use our products
very low potential
too far from the company’s seat
off the purchasing season

At this stage of the process, the task is considered completed when specific customers are
selected and that have an appropriate potential and will bring benefits if served by you. Authorizing
the list means proceeding to the next stage of the sales process. It is worth making sure that the
employee of the sales department knows in which products the customer might become interested.
Think if this could be a good solution in your case, too.
5. Tools needed for performing the task
At this stage, the only and at the same time the most important tool is a study indicating the potentially
best customer and an offer that could be presented to it. This material can be extended by additional
pieces of information that will help increase the effectiveness of soliciting orders. When you have
such a tool, you will exclude the losses arising from sales representatives engaging in projects of
a doubtful value.
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As you can see, at this stage more areas are related to the organizational standards in a trading
company. They constitute a foundation for achieving good performance. When I analyze the causes of
failure, I come across many mistakes and instances of negligence which contribute to numerous failures
in the initial phase. I hope that the problem of selecting appropriate customers will not be experienced by
your company after reading this chapter.

Remember!

The beginning of the sales process is selecting an appropriate customer, the acquisition of which will be
the next goal. Acquiring an inappropriate one, in turn, leads to generating low sales. Time and money will
be wasted. Do not devote time to “any” except for the potentially “best” one! So that the choice is clear, it
is important to decide who is supposed to review it. The task is considered completed when such
customers are selected that have the right potential and will bring benefits if served by you. Authorizing
the list means proceeding to the next stage of the sales process.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales forces know what the first stage of the sales process is?
can they select an appropriate customer?

PROBLEM: if affirmative answers were not given:

- if you fail to examine the effectiveness with which the potentially best customers are selected,
you deny yourself the possibility to diagnose this mistake and prepare recovery measures
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68. STAGE 2 – establishment of contact

20% of task completion

In the previous chapter, I discussed the task related to selecting the potentially best customers.
This chapter will concern establishing the first contact with them. Yet I am going to begin with reminding
you of several crucial issues related to it. Firstly, you need to remember that customers already have
suppliers and do not need new ones. I wrote more about this in chapter 37 titled “Customers already have
suppliers and are reluctant to change them”. Our role is to convince them that it is worth making changes.
It is an extremely difficult task. Moreover, before the contact is established, it is worth recalling the image
of sales representatives in the eyes of the customer. I devoted chapter 39 to this issue. Good manners
and the ability to maintain contact is one thing but you cannot forget about ethics and conscientiousness.
One of the rules of our craft, which is the title of chapter 40, provides: “first you need to sell yourself before
customers buy from you”. You also know now that contact needs to be initiated with the right person
(chapters 59-64). Then you need to make him or her interested in the offer. You know that different
benefits appeal to people on different positions. Before you start presenting them, make sure that they
are capable of making your client interested. As you can see, quite a lot of the issues discussed before
are related to this stage. Be well-prepared for work and do not give up on anything that I am going to tell
you about in a moment. Remember that competitors can also work in this manner. Like you, they want to
execute sales. They could be equally well prepared for that. Do your best to be better than them!
1. Common mistakes and their effects
The mistake made most frequently at this stage regards the lack of verification if the right customer
was selected. Another mistake is establishing contact in an inappropriate manner. The former is
particularly dangerous. Its effect might be wasted time and money due to paying an ineffective visit.
I was a frequent witness to this situation where it turned out that the selected customers could not
be sold anything or that the purchase would be extremely low as late as during the visit (that is a few
stages later). The most common causes of this situation include the following:
- the customer does not use such products,
- purchases are handled by another unit, e.g. located in a completely different place,
- due to the warranty period, the customer had to buy from a particular source,
- the customer had signed a contract with another supplier and could not terminate it for various
reasons,
- companies had serious financial problems and were involved in debt collection proceedings.
The list of causes can be much longer. It is worth cataloging them so that sales forces are able
to check if they are not dealing with such a case as early as at the stage of establishing contact.
Based on such knowledge, you will be capable of blocking meetings with customers that will buy
small quantities or nothing, which will significantly decrease costs and at the same time increase
effectiveness.
Another case, although a much less frequent one, is customers’ rejecting propositions of
meetings. I do not mean the situation where they do not have time, but where they do not want to
meet and only ask for sending an offer. This type of a message is very meaningful and means: “
I do not want to buy anything from you!”. Such instances usually happen to the inexperienced
employees or ones who do not have sales skills. They are among the major brakes on sales. If you
designate a wrong person to perform this task, it might turn out that such situations will happen often.
This will be an effective brake on proceeding to the next sales process. The completion of this task
will be unproblematic to true-born sales representatives, who perfectly know how to make the client
interested.
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2. What is the task of this stage
The answer is very simple: to seek the “right” person and establish a telephone conversation with
him or her to verify whether the target was correctly selected and make an appointment. First of all,
do not initiate a contact with just anyone but with one who has an actual impact on a purchasing
decision. When you make a mistake, you will not live to see an order, and when you inquire why it
happens, you will hear truisms. On this basis you will not be able to find the brake on sales. You can
assume that the sales representative should know with whom to talk to but it is better to be prepared
for the worst-case scenario and devise a training manual. A correct one should indicate with whom
and what to talk about. I dedicated chapters 59-64 to this matter. Every new employee engaged in
my company’s sales department receives such a manual and can handle many situations very well.
I assume that the mistake will not be made at this stage. Hence, we are proceeding to the topics to
discuss during the first contact. They are divided into three parts: presentation of the company and
its offer, verification of the customer selection (determination of its potential), making an appointment.
Let us analyze each of them before you grab the telephone:
a) presentation of the company and its offer
you need to communicate this information in such a way that you become reliable and noticeable in
the eyes of customers. They will be interested in the meeting when they and their company will gain
benefits from it. It might be solving a problem which competitors could not manage, increasing the
quality of the end product, or reducing the manufacturing costs. Not everybody can arouse interest
effectively as it is not that simple. I encourage you to prepare some guidelines to help sales forces.
The provision of the “Business mission” is also supposed to serve that purpose. In part one, I gave
quite a lot of attention to this issue (ch. 14). This part is aimed at making the customer interested in
your company. I assume that you know how to do this at this stage.
b) verification of the customer selection
it may sound brutal but the task at this stage is to verify if establishing this contact will pay off and if
so, how much. Remember that finding an appropriate customer and having a meeting involves costs.
If there is anything that excludes commencing cooperation, you need to discover it before and not
during it. Why generate costs if there are no proper fruits and the interlocutor agrees on it just
because he or she is kind? What should be verified during the first conversation then?:
- does the customer use the products offered by you?
It seems so simple since the only thing it requires is a short confirmation “yes” or “no” from
the customer during a phone call, and it is often forgotten. I once witnessed a meticulously planned
meeting in a brewery where rubber hoses for transferring beer were offered. It turned out on site that
they used exclusively acid-resistant steel pipes. They never bought anything from us.
- what is the customer’s purchasing potential?
I am incapable of counting how many times during a business meeting it turned out that the selected
customer used the product we offered but in incredibly small quantities. The profit from annual sales
was lower than the cost of one meeting. At this stage it is worth pre-estimating the customer’s
purchasing potential, for example for a year. It is not that simple and it is improper to ask about that
straightforwardly. The last thing we want to do is to imply that someone is “too small” for us. If you
discourage the customer from cooperation today, he or she will not buy from you tomorrow either.
When I have to get such information out of the customer, I gently ask: “how often do you have
problems with this product, how many times a year do you have to replace it?” or “how big would the
warehouse be that we would need to prepare for you to ensure supply safety for a quarter?”
The information that is interesting to us can be obtained by presenting benefits first, for instance
“every 100 items of our filters reduce annual losses by $2,500 so if you provide me with the volume
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of the annual consumption, I will be able to calculate how much your company will gain.” Answers to
questions asked in this manner allow precise estimation of potential. I count on your creativity! The
fact that you bought my publication confirms that you have it :) At this stage you need to know how
much you can sell; in other words, whether it is worth having a business meeting or not.
- is there any obstacle to commencing cooperation?
At times, it turns out during business meetings that the selected customer is bound by an annual
contract with a competitor and may not buy anything from another supplier during its term. Other
times, it turns out that the company is in a very weak financial position and all purchases are withheld.
Check this before you leave the office. What will you do if the customer has small needs but insists
on meeting you? You cannot say that you will not come. Let us assume that there are no obstacles
to commencing the cooperation; you go on to the next topic then.
c) making an appointment
this task is the final part of the conversation. If the verification confirmed appropriate potential,
proceed to determining a convenient date of the meeting.
A skillfully guided talk will take a few minutes; it takes me around three minutes. After a small
amount of training everybody is able to achieve this goal. I think that you will have no problem with that
either. I hope that you will understand the significance of the first contact and the mistake of paying an
unannounced visit. How can you be sure that the customer uses your product? The potential might be so
low that it is not worth going there. Are you sure that the selected person is competent? Finally, is there
nothing to prevent the commencement of the cooperation? A well-initiated contact is a good ground for a
business meeting.
3. How to perform the task
So far I have written “what” should be done and now I am going to devote the next few pages to
explaining “how” to do it. First, I am going to answer the questions how to initiate a contact, and
second, how to communicate.
Contact can be initiated in three manners: via telephone, in person or by correspondence
(a traditional letter sent by mail). Depending on the circumstances and the significance of the meeting
you will use a different approach for each case. This is how you are usually going to establish it.
A visit in person will be suitable in the case of crucial customers but only in proper situations.
Correspondence in writing will be useful when you want to establish contact with people holding very
high positions in large companies. Let us examine each of them.
a) telephone contact
it is chosen most often and it is estimated to constitute about 90% of all contact. It requires
the skill of talking on the phone. Many books on this subject can be found on the market and
I do encourage you to become familiar with them. It is thought to be a quite easy task and is
normally not regulated with internal procedures. I think otherwise and eagerly regulate this area,
which is reflected in constructing dialog scripts. I am going to present ready-made examples in
the further part of the chapter.
Apart from the training overtone, devising a standard leads to creating a good image,
which, in my opinion, is extremely important in trading companies. If you are looking for models,
dial bank hotline numbers and listen to how they do it there. Then phone your company and
make a comparison. A proper regulation makes introducing yourself and the company brief,
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logical and always sound good. If it is absent from your company, it is best to correct this problem
as soon as possible.
b) correspondence contact
it is the most sophisticated form of contact and is addressed only to crucial customers. It consists
in writing a short letter to a manager, which should be signed by hand. It should always be
assumed that the addressee does not have too much time to read it. It should be brief and
concise. Contact data should be provided in the heading. This is in case he or she wants to see
you soon.
c) personal contact
this is where I initiate contact: seminars, exhibitions, trade fairs events, or banquets. When
I identify a person working in a company in which I am interested in, I try to determine who would
be an appropriate contact person for me. If it is possible, I try to estimate the purchasing potential
at the same time. A good tract is to determine “if” and, if so, “what” problems a given company
faces. This type of information is good ground for the final meeting. When you finally meet, be
sure to listen to them very carefully. It is quite important in trade.
4. When the task is considered complete
Making a good impression is one thing, but it is more important to find answers to the questions
whether customers are actually interested in your products, whether purchasing potential is at an
appropriate level, and if there are no obstacles to commencing cooperation in a short time. The task
is considered completed when:
a) the customer confirmed the willingness to establish cooperation
b) the customer confirmed being interested in the offer
c) the customer’s potential is at an appropriate level
d) there are no obstacles to commencing cooperation
e) an appointment was made
If your first contact looks like that, the chance for winning a contract will increase. Such verification
will allow you to exclude unattractive companies. This is how you will discover all brakes: low
potential, lack of purchasing capacity, etc. It is worth recognizing them at this stage. It is more
economical than identifying them at a business meeting.
5. Tools needed for the performance of the task
I discussed what needs to be determined on the first contact and how to contact. This time I am going
to explain how to conduct a conversation. I am going to include sample scripts on the following pages.
Remember that they are a mere inspiration, and consider readjusting them to your realities. I faced
the necessity to regulate this area after I witnessed many poorly conducted conversations. Contrary
to anxieties, the majority of sales representatives were willing to accept this form of aid. Many of
them admitted later that they were afraid to ask for it. They thought that the employer expected them
to handle such situations with ease. To tell you the truth, we did expect that but I preferred to prepare
a set of guidelines for these events. It is more economical and ethical than replacing staff.
Nowadays, we witness an increasing limitation of direct communication. It is particularly
observable in the case of very young people. Today, they are more eager to send messages via
SMS or community portals rather than communicate in a direct conversation. We are no longer
shocked by receiving holiday or birthday wishes via e-mail although it was unwelcomed even ten
years ago. Fewer direct contacts mean weaker skills in conducting conversations. In the case of B2B
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sales (business sells to business) a personal, direct contact is most important. This is why employing
people with proper predispositions is so crucial.
The next task is to shape these skills. Every newly engaged employee should undergo
a communications training seminar that accounts for the manners of conducting conversations. You
will find many valuable publications on this topic on the market, not to mention the companies dealing
with that. Despite considerable costs, I heartily encourage you to invest in them. With the company’s
safety in mind, also in this area, I am an advocate of regulations. I do not base success on the belief
that everything will be fine, put aside a stroke of luck. Regulating this area is a manifestation of
concern about the comfort and performance of both the company and its staff.
The customer needs to be sure that he or she is speaking to a qualified person who deserves
being listened to carefully early during the initial contact. Let us think then what good standards of
establishing a telephone, personal and correspondence contact should look like.
a) a dialog script during the first “telephone” contact
you already know that a telephone conversation should include five areas:
- introducing the company and yourself
- confirming the interest in the offer
- checking the potential
- checking if there are no obstacles to establishing cooperation
- making an appointment
Have a look at a sample dialog, taking into consideration each of the mentioned areas:
Introducing the company and yourself
Hello! (full name) speaking. I’m calling from (name of the company + object of its activities, e.g. from
the “business mission”). I’ve found you on the Internet and if I’m not mistaken your activity is (…),
isn’t it?
- (…) reply
Confirming the interest in the offer
For (eight) years I’ve been cooperating with similar companies and I offer (list the products), thanks
to which I can help you to (provide the benefit speaking for the purchase: reduce the costs of
manufacturing, purchase, etc.), which should bring the annual loss reduction by $ (value). Do you
use these products?
- (…) reply
During this short conversation I said how many years I had been cooperating with similar
companies. If you have a long-term experience, it is worth boasting about it. This is how you will
increase your esteem in the eyes of the customer. If it is very short, you can skip this part. Then
I presented the benefit that the customer would gain when cooperating with me. You can only give
the name of the company and the scope of the product offer but will it help you persuade
the customer into its commencement?
You can say that you work for ABC, a company offering parts for trucks, or do it better and say
that you work for ABC, a company offering parts for trucks with a longer service life, which brings
about $12,000 in savings annually.
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If you introduce your company in this manner, you actually do not offer spare parts but a reduction
of high labor costs. Does not the latter wording sound more convincing? I realize that it is not always
possible to calculate such a value but it is always possible to declare a specific amount even if it is
immeasurable.
I know that it is a difficult task. As a sales strategist I often seek or even “generate” benefits
speaking for commencing cooperation. Many of my clients are unaware how important it is and what
the benefit could be in their case.
Checking the purchasing potential
First of all, I am going to begin by saying that obtaining this information is not aimed at exact
estimation but at checking if a given customer has a “sufficient” potential to have a business meeting
with him or her. At this stage, this and only this is what you need to do! If the potential is small or
none, the customer will tell you about it. Owing to that you will be able to see if it is worth planning
such a visit.
It is an extremely touchy subject and you can never ask about it straightforwardly! You need to make
up a trick to help you obtain a substantive piece of information. I back myself up with the policy of
securing the warehouse inventory for the customer needs. I want to stress that it is the truth. I warn
you against manipulating! When I ask the question in this manner, customers do not refuse answers.
A conversation conducted by me is usually as follows:
… Our goal is to process orders within 24h, which we manage to ensure because we know the
purchasing potential of our customers. If you provide me with the estimated volume of your annual
purchase, I will know if we can offer a similar service to you too. Are you able to specify it?
- (…) reply
First of all, I mentioned another benefit: “quick processing of orders”. Then I explained why we
are able to ensure it, which is because: “we know the purchasing needs of our customers”. If the
potential is suitable, I will suggest a meeting, if it is too low, I will send information materials by mail.
Regardless of that, I will find a way out of the situation. You cannot make an appointment first and
then call it off when the potential turns out too low. Note that I clearly articulated what I was asking
for at the end. I did it in a good form. I did not ask if he or she “could” give me a specific item of
information but if he or she “is able to” do it. If you ask if they “could” you imply that these are
confidential issues. You confuse the potential customer so he or she might say that this information
may not be provided just in case. When you ask if he or she “is able to” do it, you imply that it is all
about the “ability”. Even if the person is unable to answer specifically, he or she will provide you with
many valuable guidelines that will help you determine this potential. I often experienced the situation
where the interlocutor was unable to estimate it but said e.g. that they bought a given product very
rarely and in small quantities. Such replies mean that you will not achieve a good turnover there.
I must come back to the characteristics of a good sales representative again. The one who “has
a sharp nose” is capable of reading between the lines.
Checking if there are no obstacles to establishing cooperation
You proceed to this part of the conversation if the previous ones were successful. If you know what
and how much the customer will buy, check if there are no obstacles. If there are some, you will get
a precise answer.
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… I’m very glad that there is chance of cooperation! I understand that after we present a good offer
nothing will stand in the way of placing an order?
- (…) reply
Making an appointment
If you managed to get to this part, making an appointment is a mere formality. I think that you will
handle it without my help :)
This is how I presented all the stages and the manner of conducting the first telephone
conversation. I want to add that telephone communication follows its own rules. It is a more difficult
form than personal contact, in which verbal and non-verbal communication is involved. Remember
that utterances need to be short and clear. You may not interrupt the interlocutor. If there is something
you do not understand, wait until the end and ask. You have to make notes! If you ask about
something that the interlocutor has already mentioned, it will seem that you have not been listening.
This will not be welcomed.
At the end, I am going to quote the whole dialog, which includes all five of the discussed parts.
If you conduct it properly, it should take around three minutes:
A complete dialog while establishing telephone contact
Hello! (full name) speaking. I’m calling from (name of the company + object of its activities, e.g. from
the “business mission”). I’ve found you on the Internet and if I’m not mistaken your activity is (…),
isn’t it?
- (…) reply
Confirming the interest in the offer
For (eight) years I’ve been cooperating with similar companies and I offer (list the products), thanks
to which I can help you to (provide the benefit speaking for the purchase: reduce the costs of
manufacturing, purchase, etc.), which should bring the annual loss reduction by $ (value). Do you
use these products?
- (…) reply
Checking the purchasing potential
… Our goal is to process orders within 24h, which we manage to ensure because we know the
purchasing potential of our customers. If you provide me with the estimated volume of your annual
purchase, I will know if we can offer a similar service to you, too. Are you able to specify it?
- (…) reply
Checking if there are no obstacles to establishing cooperation
… I’m very glad that there is chance of cooperation! I understand that after we present a good offer
nothing will stand in the way of placing an order?
- (…) reply
Making an appointment
Can we meet this week?
- (…) reply
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b) a template of a letter initiating the first “correspondence” contact
I have already written that this form is the most sophisticated one and addressed exclusively to crucial
customers. I am going to demonstrate how to prepare such a letter correctly. I remind you that the
best impression will be made by one written by hand but only on condition that… your handwriting is
neat. Remember, it needs to be very brief because the addressee is usually short of time for
reading!
Like in the case of a telephone contact, various parts are distinguished here: introduction of the
company and yourself and setting the date of the next contact. Do not forget to place your contact data in
the heading in case the addressee wants to meet you soon.
Introducing the company and yourself
Dear… (addressee)
For (eight) years I have been cooperating with similar companies and I offer (list the products), owing to
which I help (provide the benefit speaking for the purchase: reduce the costs of manufacturing, purchase,
etc.), which brings the annual loss reduction by $ (value).
It is extremely important to make a good impression. Your offer has to draw attention! A benefit
expressed by a figure is probably most effective. Apart from that, you need to change the mood from
conditional to indicative one. In this type of correspondence there can be no doubts “whether” you will
help. Your help needs to be a fact! Do not forget to say how much the customer can earn thanks to contact
with you. Only such a dynamic text might draw attention.
Making an appointment
In the case of this form of communication, I specify the date on which I am going to phone in order to
make a final appointment. I do not provide the date of my appearance. You never know if this person will
be available then. My interlocutor usually waits for a phone call from me or leaves a message in the
secretary’s office. Hence, the suggestion of the wording is as follows:
I would be glad to meet you and present the details. I will take liberty to phone you about that on
Monday at 11:00 am.
Yours sincerely
As you can see, the whole content is very short and meaningful. Writing such a letter should not
take more than three minutes. Remember? This is the time a telephone conversation should last! Three
is a magic number. It invokes musical associations and my favorite song “Three is the magic number”27
composed by Bob Dorough many years ago and successfully covered by De La Soul some time later.

27

“Three is the magic number” Bob Dorough 1972 taken form “Mulitplication Rock”. A good cover is the
version by De La Soul from the CD “De La Soul Is Dead” of 1991 released by Warner Music.
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A script of a conversation during the first “personal” contact
I assume that conducting a conversation is not problematic to you. I do not think it will be so in this case
either. Like in the other cases, we have to do with specific components here. The goal is to obtain strategic
information, the amount of which depends on the role played by the contact person in the organization.
He or she will not always be capable of answering all questions. This stage consists of nearly the same
components as a telephone contact:
- introducing yourself and the company
- gaining contacts to crucial persons
- confirming that the products offered by your company are used
- estimating the purchasing potential
Similar conversations can be conducted in multiple manners and I am sure that I do not have to
write a script in this case. Remember to do it naturally. Do not do anything by force! Otherwise
the customer will sense it soon.

Remember!

The task of the second part of the sales process is establishing contact with the right person who has an
actual impact on choosing your offer. Before you go to a meeting, estimate their potential and determine
if there are no obstacles to commencing cooperation. If all answers are affirmative, go on to make an
appointment for a date that is convenient to both parties. Performing this task correctly will let you proceed
to the next stage, which is a business meeting.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

do sales forces know the goal of the second stage of sales process?
can they make an appointment and check its reasonability?

PROBLEM: if affirmative answers were not given:

- the lack of certain skills might result in customers’ being reluctant to make appointments
- the lack of proper standards will result in initiating contact with the wrong customers, which will turn out
at the next stage, as a consequence of which time and money will be wasted
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69. STAGE 3 – Business meeting

40% of task completion

We have discussed two stages of the sales process, owing to which appropriate customers are
selected and first contact is established. The effect is making an appointment. We already know that they
use the products you offer in this company. It is confirmed that the purchasing potential is sufficient and
there are no obstacles to commencing cooperation. It is time to meet and inquire about the details. In this
chapter, like in the previous ones, you are going to find guidelines not only about “what” ought to be done
but also “how”.
It is the business meeting that contributes to “winning” or “losing” contracts to the greatest extent.
It is the most important and the most difficult part of the entire process. The sales representatives who
are in charge of that task should have proper qualifications. The tools they have at their disposal are not
insignificant either. My years of long investigations into the causes of and solutions to the problems of low
sales have led me to the conclusion that what is important is those which help go through this stage
smoothly. Thanks to them sales forces should know how to run meetings, and management staff – draw
appropriate conclusions from the information collected during them.
This is the idea I followed while working on the script of the business meeting. The effect of my
work has been transferred to paper and I am currently working on its electronic version that will be installed
in tablets and cell phones of my subordinate sales forces. The system will guide them through every stage
of the meeting. It will not be necessary to rewrite the data from the notepad to the system, and the results
will be displayed immediately online. Information has never flown so fast before. It a fairly revolutionary
solution but the paper version is better than none. It also provides powerful possibilities: it gives tips about
what to do and in which order. It is an indicator of standards and a collection of helpful knowledge.
Devising this tool was a bull’s eye six years ago when I first introduced it. Since then we have all
begun to speak the same language: sales forces, management staff and the management board. Years
have passed by and I have remained faithful to that solution and I have been improving it all the time.
I perfectly realize today how serious problems arise from poor communication, failure to understand goals
and problems in other company’s units.
In this chapter I am going to present the mentioned solution to help you run a business meeting.
I am going to divide this issue into several parts. I am going to indicate what should be done and in which
order. It will be possible to determine the degree to which a given task has been performed. I have not
always had such ease in my career. Let us proceed to the crux of the matter then. According to the model
I promote, the meeting should be divided into seven parts:
1.
2.
3.
4.
5.
6.
7.

introducing the company and yourself
presenting the offer and the benefits, what is being offered and why it is worth buying
determining the purchasing potential, how much, when and on what conditions
determining the decision-making chain, procedures and persons deciding on placing an order
examining competitors: with whom you are competing, their strengths and weaknesses
identifying the obstacles that might hamper the commencement of cooperation
summarizing the meeting

Collecting information will allow you to prepare a good offer and that will definitely lead to sales.
I am going to supplement the rest of this chapter with information regarding the most common mistakes.
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I am going to define when the task is considered completed. You are going to find ready-made scripts
that help demonstrate this.
1. Common mistakes and their effects
Before I go on to discuss the individual stages of the business meeting, I am going to tell you what
mistakes are usually made during it. Let them be a warning against what and about what should not
be done! Each of them might cost the loss of a contract and waste of the costs incurred for it.
Generally, they result mainly from the lack of models to follow. The cause of this state of affairs is
the belief of management staff and sales staff that “everything will be fine”. It is not a good policy.
The most common mistakes include:
a) misunderstood goal of the meeting
this is unquestionably number one among all mistakes at this stage of the process. The vast majority
of sales representatives are convinced that the meeting itself is their goal. They think that it is enough
to just visit a customer and leave their catalog. It is a rule that the product and the quantity of interest
for the recipient are not determined at the meeting. No explanations are provided, e.g.: why it is worth
beginning cooperation and if there are any obstacles to its commencement. The worst is, however,
that in the vast majority of cases even superiors do not change this state of affairs. When both parties
face the problem of poor sales, they blame each other and are never capable of identifying the true
cause.
b) failure to present (only a part of) the offer that is interesting to the customer
this case incorporates two mistakes in one: talking either about all products or about none. In the
former case the listener can become totally exhausted and overloaded with information. He or she
will definitely be confused and will decide to remain with the present supplier. In the latter one, he or
she will put the catalog on a shelf and will probably never reach for it. If you talk about all or none
products instead of the ones that are actually interesting to the customer, you do not talk about the
benefits speaking for the purchase, which is essential!
c) failure to demonstrate the benefits speaking for commencement of cooperation
the problem of failing to demonstrate benefits is the killer of this stage! People who make this mistake
do not understand that the customer will buy only when he or she sees that it is worth it. We follow
these rules in everyday life, too! You must remember that the customer is sure to have
a relationship with another supplier so he or she needs a strong argument in favor of parting with it
and begin cooperation with you. The only ally here could be the situation where the present one is
not performing too well. Yet I do not recommend you to take your chance on success on this
assumption only.
Another problem comes down to substantiating sales with adjectives such as: the best, of the
highest quality, reliable, etc., ones that no longer appeal to imagination. This type of arguments lost
their power a long time ago and purchase decisions are not made on their basis anymore! Instead
of listing such adjectives, present the fact that will prove them. Customers will add adjectives
themselves.
instead of saying:
- our company is the largest
- it has a global reach
- it offers high-quality products
- it offers the most reliable products

say:
- it controls 40% of the market and that is why it is the leader
- it is present in 54 countries all over the world
- it has been awarded the international quality mark “Q”
- the percentage of failures amounts to 3/1000 items
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d) failure to determine the customer’s purchasing potential
this mistake will not result directly in losing a contract but it will make it difficult to win it, which is
already a big burden. On which parameters is the decision on granting a specific discount supposed
to be based if you do not know the purchasing potential? How do you want to ask your supplier for
reducing the price? How do you want to secure the size of the warehouse? It is very significant
whether we are talking about selling one television set or a thousand of them. My situation is
interesting in that I work for a group that is the administrator of a sales network and a manufacturer
at the same time. We cooperate with partners bound by distribution agreement with us. They often
ask me to reduce prices. I have to ask them about the “volume” of the order to be covered by the
discount nearly every day. They are not always able to answer this question. Remember that it is
a very important guideline and you need to determine this at every business meeting!
e) failure to become familiar with the customer’s purchasing procedures and with the person
making purchase decisions
it is another example of a rarely specified area. If you fail to determine the purchasing procedures in
a given company and who decides about them, you will not understand why you lose. How will you
try to remedy such a situation then? Who will you ask about the obstacles to winning? If you do not
know the procedures, you will not know what strategy to adopt. It is possible to find answers to the
above questions with a large amount of work and a few trials but it is ineffective.
f) failure to examine competitors
a lack of information about competitors has a similar effect to that occurring in the case of the
purchasing potential. If you do not know who you are competing with, you might underestimate or
overestimate the quotation - both instances are unfavorable. The next problem to come up is
adopting an appropriate strategy rather than acting randomly. If you do not know who you are
competing with and you do not have a suitable knowledge of your competitors, you are shooting in
the dark. What determines success is probability rather than conscious activities. In such a case
customers will always reduce the benefit of a purchase to a low price. They will put pressure on you
and you will yield, even though such practices kill profit. Having the knowledge of the strengths and
weakness, you will be able to devise a proper strategy. You will rely on demonstrating the benefits
in which the customer is interested. By articulating the strong points of your offer, where the
competition is poor, you will come closer to winning. Another precious item of information arising
from the familiarity with these issue will tell you how easy or difficult it will be to win. Thanks to that
you will be better prepared for pursuing the next part of the process.
Obviously, there are more mistakes made by sales forces and management staff at this stage
than that. I think that I have managed to present the most crucial ones. At the same time I encourage you
to catalog the ones you encounter and assign ready-made solutions to them. The knowledge you will gain
could be used as a guideline during meetings and for educational purposes so mistakes are no longer
made. I hope that I have managed to inspire you.

194

2. What is the task of this stage
The task of the business meeting is to obtain the information necessary to prepare the “best” offer
and persuade the client into purchasing. It is crucial to determine “with what”. The task of sales forces
is not the meeting itself! I wrote in the previous point that a misunderstood goal is the biggest killer
of success at this stage.
3. How to perform the task properly
If I were to attempt an answer to this question, I would say everything should be performed in
a manner where all the information necessary to prepare the best offer is obtained and so that after
the meeting the customer is sure that commencing cooperation with you is the best move. With the
every issue in mind, I devised a standard of running a business meeting based on seven subject
areas:
a)
b)
c)
d)
e)
f)
g)

introducing the company and yourself
presenting the offer and the benefits: what and why is worth buying
determining the purchasing potential, how much, when and on what principles
determining the decision-making chain, procedures and persons deciding on placing an order
examining competitors: with whom you are competing, their strengths and weaknesses
identifying the terms and obstacles that might hamper the commencement of cooperation
summarizing the meeting

I am going to discuss each of the areas listed above on the following pages. Ready-made scripts
will complement this material. The material is so extensive that I am going to gather everything together
at the end. This will help you develop your own guidelines.
a) introducing the company and yourself
every business meeting should begin with a short introduction of the company and yourself. Although
it is not difficult, it is often done inappropriately. Too much or too little, off topic or disconnectedly is
said. The point is to reinforce the image skillfully. A prepared wording of the business mission might
be helpful here. The sales representative will be capable of preparing an attractive message on this
ground. The message should be brief and to the point, and uttering it ought to take several dozen
seconds at most. It should explain what should be bought and why it is worth it. The content of the
study should be practical and have a financial overtone since these are the criteria on the basis of
which customers make choices. Remember that they buy where they see benefits! If it is possible,
refer to your long-term experience, familiarity with the industry, the number of satisfied customers,
saved money, won awards, etc. This is an example of introducing the company and yourself:
My name’s Chris Kraft, I’ve been working for HOSE PRODUCTS, a manufacturer of rubber hoses,
a triple prize-winner of the “Product of the Year”, for 7 years now. We offer a product with a four time
longer service life, thanks to which we can reduce the production costs to 30%.
I think that such a message is sufficient and meets the criteria presented before. In similar cases, the
majority of sales representatives will only say “we want to offer high-quality products”, but does it sound
attractively and reliably? Will such a message encourage making a purchase? I do not think so.
The message is too little to persuade!
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b) presenting the offer and the benefits: what and why is worth buying
the offer and the benefit are inseparable notions. Each time you say “what” can be bought from you,
do not forget to mention “why” it is worth buying. If you skip one of these components, the chance
of sales will rapidly decrease. Remember! Firstly, “what”. Secondly, “why”. Your profit from
cooperation will depend on that.
Firstly: “what”, that is presenting the offer
The more you can offer, the more you will earn. A decisive factor is the knowledge about the products in
which the customer might become interested. I put much emphasis on this issue in the first part of the
publication. In chapter 17 titled “Business offer”, I suggested devising a training seminar and guidelines
which will define in detail what it is and who the target customer for a given product is. If these guidelines
were not created, and this is the case in the majority of instances, the sales performance will depend
exclusively on the work standards of sales representatives.
The essence of the task does not consist exclusively in determining the products in which the customer
could become interested. It is determining “all” possible ones with which you want to make the customer
interested! It sounds similarly but the difference is immense. The problem regards above all
the companies with a very broad range of their offer. I work for one which offers over a million different
products. In order to perform the task properly, we are continuously conducting reliable research on
the purchasing needs of customers from a given industry. Such a process is called “cross selling”.
You will persuade into cooperation from the angle of those products with which the customer is potentially
interested. If you select the wrong ones, you will not sell them even if you present the most sophisticated
benefits. If you promote a fragment of what you can sell, you deprive yourself of money.
I wrote that most sales representatives believe that the goal of the business meeting is presenting
the offer, that is leaving the catalog in fact. I hope you perfectly understand how it might end up and what
its chance of success is. A short example illustrating the matter is given below:
…I’ve read on your website that you produce Styrofoam components. You probably use: hoses for steam,
chemicals and air. Is that right?
- reply (…)
Do you use some others apart from the listed ones?
- reply (…)
Do you have any problems with the products you use: fast wear, improper operation, etc.?
- reply (…)
This short message fulfilled a few functions here. It implied that the customer is treated seriously
because the sales representative got familiar with the website. Additionally, it was checked if
the previously selected products are used. Apart from that, the sales representative asked about others,
thanks to which the customer will be sure that the conversation concerned all possible ones. The last
question is an attempt to inquire about the customer being satisfied with the currently used one. If the
interlocutor presents some drawbacks and yours does not have them, you have a reason for commencing
cooperation! If the interlocutor is unable to mention any, the case is much more difficult. It does not need
to mean the lack of problems. It might turn out that he or she is unaware of them. In such cases, you have
to determine if there are any. Jotting down questions will be helpful, and I am going to explain this matter
in the next part of this chapter.
Secondly: “why”, presenting benefits
Customers are reluctant to change suppliers, especially when they are satisfied with them. Why fix
something that’s not broken? Remember that the person making the decision about the change is
personally accountable for negative effects. Such doubts can be dismissed by a very attractive benefit.
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Remember that many companies try to sell a similar product so why would the customer buy it specifically
from you? You have to specify how and how much he or she could benefit from that. As you already know
very well, benefits are related to the product and the company which offers it:
- benefits of the product
they refer to the unique features of the product about which competitors cannot boast. They usually involve
a longer service life, reduction of the costs of use, lower energy consumption, pollution emission, lower
proneness to failure, lack of environmental and health hazard, compliance with current fashion trends,
etc.
- benefits of the company
they refer to the unique features of the company which offers a given product. Every time you come across
a product with a similar quality that cannot defend itself, you will reach for such a reserve weapon. It can
be a longer warranty period, good availability, twenty-four hour service, loyalty program, free training
process, seminar, etc.
At this stage you will present the benefits of the “company” which the customer will gain when
deciding on a partnership. Let us think of how a proper message might look. I am going to continue
the previous example. In order that the message is attractive, I am going to provide a measurable value
of savings, let us assume that this will be $90,000 a year. I am going to remind you of the notions
discussed before: save, profit or stop losing? They mean the same in fact but they have a completely
different overtone. As you probably remember, the expression that appeals to the imagination most is the
latter one. The presentation of benefits is going to be based on it. It is time for an example:
…Thanks to our products we can reduce losses by up to $90,000 a year, as is the case for our
current customers, by reducing the cost of purchase and eliminating the losses resulting from the
interruption in production.
We will sell you the first batch at the price of cheaper competitive products thanks to which testing will not
cost you even a cent more!
My visit is supposed to check if I can reduce your losses to such an extent, too.
The first sentence is an example of providing a benefit of the product and I supplemented
the message with an approximate financial value amounting to $90,000. The second one refers to
the benefits of the company which offers the product: “the first purchase at the price of a cheaper
counterpart offered by competitors”. This is how the customer might profit by replacing the supplier, and
conducting tests will not contribute to increasing expenditures. Can anyone reject such an offer? At the
end I presented the goal of my visit. While the vast majority of sales representative will say that they want
to “offer a product”, I want to “solve the problem of financial losses”. I sell the product using this method.
Can you see the difference?
c) determining the purchasing potential, how much, when and on what principles the customer
will buy
when you inquire about the purchasing potential, you estimate how much can be sold. As a result,
you will set a suitable discount. Being aware of this option and with the result of your sales, you will
calculate what percentage of needs you covered. With the answer to this question, you will plan
further activities. Knowing that you provide 90% of what you can, you will focus on maintaining the
result. If you provide 10%, you will focus on increasing this share. You make conscious decision
each time! I hardly ever encounter such awareness among management staff and sales forces.
I hope that you understand why it is so important to determine the potential purchasing value and
you will take this into account at every meeting.
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You should obtain specific information carefully. I wrote about this on the occasion of the first
contact, that is the telephone conversation. I mentioned that it is a very touchy topic and you should not
ask for sensitive information straightforwardly. I suggested making up a trick. I supported myself with the
policy of securing the warehouse inventory, which is true in my case. Do not count on customers providing
such answers willingly during the first telephone contact. You will determine details from now on at
a business meeting. However, before you ask the question, explain why you need such information. You
must convince them that you do not have any malicious intentions and everything will serve only the
customer’s interests. I hope that you are able to create a good reason. If nothing comes to your mind, say
that you will be capable of preparing a more attractive offer because of this information. It needs to be
true, too. If the first telephone contact went well, the question about the potential was already asked. You
can invoke this conversation here and ask for details. The door was opened and there should be no
problems. I run the part of the meeting aimed at determining the potential as follows:
…I wish to ensure the product availability to your company within the shortest possible time.
We’ve already determined the products you can buy. Providing an estimate volume of the purchase will
help us prepare “the best” offer. Can we talk about it for a moment?
- reply …
- time of placing orders
it is the next parameter worth specifying. It may be irregular and dependent on when something breaks
down. You cannot do anything in such situations. Yet sometimes purchases are planned. I see this in
manufacturing companies in the months where production intensity is lower. Periodic inspections and
repairs are performed then. Check what it looks like in the case of your customer. Having such information,
you can prepare the offer and order processing in advance.
- requirements related to order processing and product use
you had better ask about them before the customer decides to buy. What will happen if he or she asks
you for something you will be unable to give? It is in the customer’s interest to signal such needs at the
appropriate time but if he or she forgets to do it, you will pay for that. If you refuse to help, the customer
might be unwilling to do business with you next time. It usually concerns: certificates, additional trainings,
activating equipment, free inspections, etc.
d) determining the decision-making chain
the most difficult and the longest part of the meeting is behind us. You already know what you can
sell and in what quantities. The benefits speaking for the purchase were presented. You have
valuable information that will help you prepare the best offer and answer the question how to
persuade the customer into cooperation. Now it is time to determine which people in the organization
have an impact on making the purchase decision, what position they hold in the decision-making
chain and what selection criteria they follow. Having this information, you will quickly take recovery
actions if your offer is rejected. The lack of it will force you to attempt another contact or another
meeting. This means that the company will have to incur an additional cost. It is not worth exposing
oneself to such a risk.
Where should you begin then? First of all, you need to determine who reports a purchasing need
and to whom. Check who chooses the supplier and on what principles it is selected. Who is empowered
to reverse the decision that is unfavorable to you. A very simple example of correlations and at the same
time a tool that will help you collect significant information is presented below:

198

who asks
user
purchasing dept.

power to make decisions
no impact
based on criteria

who authorizes
power to make decisions
purchasing dept. based on criteria
financial controller high

criteria
the lowest price
profitability

What is clearly shown above is that the need is reported by the user, e.g. the production
department, and directs it to the purchasing department, which is supposed to choose the most beneficial
offer, e.g. the cheapest one. A well-performed task gives the answer who the superior of this unit is. In
our example it is the financial department, which might abrogate the procedure provided that such
a solution will ultimately ensure a positive financial result.
Based on this collection of information, you will know where to go if the offer is rejected. If you
know the selection criteria, e.g. a low price, and the order is not placed, you will know why. If your product
is more expensive and its use is not more profitable, you will know who could be convinced, and how, in
order to reconsider the decision.
I cannot guarantee that you will always win but you will always do your best to make it happen.
Do you know that only a handful of sales representatives work according to such standards? I very rarely
see such an attitude. Working based on similar ones, you will gain much higher sales effectiveness than
the majority of the sales representatives competing with you.
Familiarity with these rules allows you to prepare a good conversation scenario during this stage
of the business meeting. Below is an example of running it. Let us assume that I am talking to a user who
does not have decision-making powers. He or she must know the procedures and can give you exhaustive
information about who has them.
Could you tell me where the purchasing process begins? Who reports the need to whom?
- The user notifies the demand to the purchasing department, which then selects the supplier
On the basis of which criteria is the best one selected?
- In our company the decisive factor is the lowest price
So my offer will be rejected if it is not the cheapest one, won’t it?
- Yes, it will
Who authorizes the decisions made by the purchasing department?
- The financial control department
Can it change the decision made by the purchasing department?
- Yes, certainly, on condition that your offer will bring more benefits than the other one
So if my offer is rejected by the purchasing department, I still have a chance of winning, don’t I?
- Yes, you do if you manage to convince them that the company will profit more
This is what the majority of conversations look like. The script I use contains four questions:
- who reports the purchasing need to whom?
- does the reporting person have an impact on the selection of the supplier and if so, what impact is it?
- what selection criteria does the unit accepting demands follow?
- who is higher in the hierarchy than this unit and may it change purchasing decisions?
I am sure that these questions will let you obtain helpful information in the vast majority of cases
when the offer has been rejected. Remember that at this stage you “just” need to get this information
rather than conduct business talks on a large scale with all potential decision-makers. You will come back
to the topic if problems occur! A well done task will make you know with whom and about what to talk
about . The vast majority of your competitors will not take any actions and few of them will do it when you
have already begun talking to the decision-maker. Owing to such standards you will be a few steps further,
which is extremely important in trade!
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e) examining competitors: their strengths and weaknesses
the business meeting is slowly coming to an end. The most important parameters have been
hi-lighted. Now you need to develop additional information that will be helpful when preparing
the offer. It is crucial to collect information about competing companies. This task has something to
do with crime and spy movies. An expert sales representative, when at a meeting, is trying to check
out of the corner of his or her eye if competitors have not left some traces. There are all types of
gadgets that could be discerned with the naked eye: clocks, calendars, mouse pads, pens, etc.
I think that you will agree with me that an ideal present should be visible only to the partner and not
to competitors, will you not? By leaving a large clock with the company’s logo on the wall, you leave
a trace with the note: ”I was here, ABC”. It is very careless. The biggest mistake is leaving “visible”
gadgets with a high value. You do not have to be James Bond to realize that they are not left without
a reason. If you want to thank for cooperation in a special manner, give the customer something that
will be pleasurable and invisible to unauthorized people. I hope that you will not only comply with this
rule from now on but that you will be a good tracer of those who do not have this knowledge. I can
say that a good eye and perceptiveness are the first step to determining who your competitor is.
Recognizing competitors’ gadgets, you pick up a precious trail. You can refer to that and ask
straightforwardly or pretend that you cannot see them and mention several names of companies with
which you have been competing for a long time expecting their confirmation. It will be enough in the
vast majority of cases.
Like in the case of asking about the purchasing potential, you cannot imply here that
the information you are inquiring about is confidential either. I want to warn you against getting out truly
confidential information! Try to obtain only the information that is important to you but disclosing it is not
dangerous to your partner. Speak in a confident and kind voice. Instead of getting the information out
directly, use an innocent bluff and wait for the information.
I conduct similar conversations in the following manner:
- I can see it’s half past one already and I will have to leave soon. By the way, what a nice clock (smile).
I’ve been seeing this company for years. Although it’s our competitor, we’ve made friends! I can see you’re
in good hands (a bluff), it’s a reliable company and I know it’ll be difficult for me to win with them (a bluff).
I know they’re good (a bluff) in…. (say what it is). I don’t think you have any reasons to complain, do you
(a bluff)?
- reply…
I often meet my other competitor in this region, too. I don’t know them personally but I know they’re good
(a bluff) in…. Is cooperation with them good?
- reply…
As you can see, I did not ask about competitors directly. I used an innocent bluff to get the
information out and I waited for them to deny or confirm. Even if you get just that, you will find a lot… and
let it remain at this stage! This is how I learn about my competitors’ weaknesses. Remember that telling
lies and fictionalizing is dangerous for business. I do not lie by saying that I have made friends with
someone. My voice sounded kind and confident during the talk. I had relevant knowledge and I often
smiled. The conversation was comfortable and the client felt good in my company. That is how it should
be done!
I do not think that this task is particularly hard and not only James Bond can handle that ;)
Remember the code of ethics. I do not forget about it even in such cases. Do not get truly confidential
information out!

200

f) identifying the obstacles that might hamper the commencement of cooperation
it is basically the last stage of the business meeting. You need to check here if there is anything that
could result in hampering sales. The task is difficult as almost anything can be a barrier. By cataloging
such cases for years I managed to distinguish the five most common ones:
- certificates
these are all documents confirming that standards, specific permits and approvals related to the product
are up to date before they are to be sold. The contracting party has the right to demand them and
the supplier is obliged to submit them. You need to check if you can cope with that before an order is
placed. I listed this case first because there have been several situations in the past six years where the
customer first ordered and later asked for such documents. Although it is the customer that is responsible
for informing the supplier about such a necessity before the transaction, when problem occurs and you
are incapable of submitting them, you can lose the customer. According to the law, the supplier has not
made any mistakes and will not be punished but he or she might lose the customer. With a bit of farsightedness you can prevent such instances.
- selection of the supplier
other obstacles are related to the purchasing procedure. I touched upon this subject when determining
the decision-making chain but it is worth coming back to it. This case is about all tendering procedures
and contests that serve selecting winners. Find out if your offer will have to take part in one. Find out
whether the purchaser has to conduct a tendering procedure. If so, the execution date might be
significantly postponed. I experienced similar situations many times: I submitted my offer in December
and when the order was not placed, it turned out that nothing would change until the end of June because
deliveries are ensured by the supplier who had won the previous contest.
- delivery
this case refers to the time and manner of deliveries and product availability. The point of the latter one is
to ensure deliveries within a specific deadline from the moment the order was placed, and it might turn
out that the customer will demand constructing a consignment warehouse in their premises. I also had
situations where customers demanded a delivery on a specific day of the week. The issues related to
logistics are very broad and sometimes impossible to settle. It is worth checking if there is no brake on
sales in your case.
- payment
it is probably one of the most common obstacles. It refers to the type, manner and date of payment. It
sometimes occurs in the form of one of the mandatory conditions to be satisfied to commence cooperation.
Investigate this area also before you begin preparing the offer and inquire about the reasons why the
order was not placed. This offer might not deserve more time.
- contracts
at the end, I will mention an example I come across nearly always in international companies with
branches in many countries. Basically, it is nearly always impossible to introduce any amendments to
them. Check if it is not so in your case. Make sure that it is acceptable to you and that time will not be
needed for legal screening.
I have discussed the five most common brakes on sales. It cannot be assumed that they will
relate to every reader so I have no choice but to convince you to investigate into the matter and prepare
your own study. If I were to make an attempt at presenting a manner of conducting a conversation in this
area, I would do it in the following way:
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… Before I prepare an offer for (…) for you, I’d like to ask you a few questions regarding cooperation:
Do you require specific certificates for the mentioned products?
- reply…
Will the order be placed after selecting the best offer or is it on the condition of a tendering procedure or
a contest?
- reply…
Are you going to place orders on the ongoing basis and how are you going to place them? Do you have
any precise procedures that regulate it?
- reply…
Are commercial terms and conditions and the ones related to cooperation analyzed on the ongoing basis
or do you rely on specific procedures?
- reply…
If the company operates in a non-standard manner, it will inform you about it after you ask about
it. I began the dialog with the question about the required documentation. Then I went on to the manner
of choosing the best offer. If it is not a standard analysis, this question will be answered with
the information about tendering procedures or other formal contests. Another regulated subject is
the manner of executing orders. Procedures are usually present here and mainly refer to the order lead
time.
g) summarizing the meeting
a well-run meeting lasts 30-60 minutes on average. Many questions will be asked at it and both
parties communicate lots of information. While the customer does not have to sort thing out in his or
her mind, you certainly do! Leaving the customer, you need to make sure that he or she perfectly
understands you and knows what can be bought and why it is worth buying. This is what should stay
in his or her mind after you leave. That is why it is also important to sum up the most important points
of the the meeting. Consider how you will conclude your initial meeting. My suggestion is as follows:
… Thank you for the meeting! I’m leaving the catalog with the information about… (list the products you
promoted).
Because of these products, it will be possible to… (specify the benefit and the value that the customer will
gain owing to them).
If I’ve understood you correctly, you use… (specify the customer consumption volume) a year. I’m
encouraging you to place an order and check the quality of our products.
I want to remind you that the first order will be executed at the prices of your cheaper counterparts.
I’m sure that beginning cooperation will contribute to the reduction of losses in production processes by
30% also in your case.
I will send you a business offer soon to provide you with the presented information and I will later phone
you to ask if it is appealing.
As you can see, the first part of the utterance is mainly the information about “what” the customer
can buy. The second part says “why it is worth buying”. The customer is supposed to remember that the
goal is to reduce losses rather than to purchase. An attractively sounding benefit referring to the reduction
of the mentioned losses will help it. Such a message might let your client prove himself or herself before
the superior. It will come in handy. I often and purposefully inspire my clients this way. I prepare all
calculations for them and suggest that they present the results to the higher ups as their own idea. Believe
it or not, conversations will progress in a completely different manner from then on. Needless to add, they
will be very beneficial.
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At the end, I invited the customer to place an order as this is the crowning of the sales process.
A mere fraction of sales representatives do that. Failing to do it can be compared to leaving the movie
theater ten minutes before the end of the show. Additionally, I informed the customer that I will send
a business offer and phone to ask if it lives up to expectations. This is how I have prepared grounds for
the next contact which is at the same time the following stage of the trading process.
4. When is the task considered complete
The most important and at the same time the longest part of the trading process is behind us. I wrote
in the previous chapters about task at this stage and how to perform it. You already know that it is
divided into seven parts, it begins with introducing yourself and the company and ends with
summarizing the meeting. You also know that the task consists in collecting information needed for
preparing “the best” offer and the manner in which it will be possible to convince the customer to
make a purchase. With reference to that, the task can be considered completed when:
a) answers to all questions needed for preparing the offer are found:
- the object of the offer: products the customer is interested
- the purchasing potential: how much can the customer buy at a given time and when will orders be
placed
- competitors: with whom you compete, what their weaknesses and strengths are
- obstacles as well as terms and conditions: how they can occur and which have to be satisfied to
commence the sales process
b) substantiation is prepared for the customer: why it is beneficial to commence cooperation
c) purchasing criteria and people who may abrogate them in case the offer is rejected are determined.
As you can see, using the presented scenario of the business meeting, answers to many crucial
questions can be found. With these answers you will be able to prepare “the best” offer, persuade
the customer into the purchase, and if it is rejected, you will know why it happened and who to talk to in
the future. As a result of following this standard, the sales representative will perfectly know the goal of
the business meeting.
5. Tools needed for performing the task
We are approaching the end of the stage related to the business meeting. Two tools: drill down
questions and a complete script of the conversation with the customer will be a perfect
supplementation of the guidelines. The former is an attempt to seek benefits speaking for
the commencement of cooperation. The latter is the whole dialog. I am sure that both of them will be
extremely helpful in your everyday work.
a) drill down questions
the most difficult cases are the ones where the customer confirms satisfaction with the product used
at present and rejects the possibility to change the supplier. I devised this tool for such instances. Its
task is to help find shortcomings in the currently used product. If they are found, I will try to make the
customer realize them. If my counterpart is free from them and might contribute to improving work,
I demonstrate benefits on these grounds. Needless to add, it is all about a substantive and objective
assessment and not manipulation. To help you comprehend the idea of drill down questions, I am
going to use a very simple example.
I am going to continue with the example of the imaginary company Hose Products. As you
probably remember, it offers rubber hoses for steam transport which are characterized by a four times
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longer service life. The task consists in thinking of the parameters of my customer’s work which might
influence it.
In my case such a long service life means that:
- a competing product needs to be replaced with a new one a few times so that it works as long as mine
- the sum of the cost of purchasing several products offered by competitors might be higher than buying
mine
- the replacement with a new one involves interrupting production a few times, which will generate
losses
- the replacement will last a certain amount of time and someone will have to be paid for this work (a few
times)
Based on the results of this analysis, we can proceed to formulating drill down questions.
The answers given will allow a proper calculation. Let us think of their wording:
- how much does your hose cost per one replacement? (they have to do it as many as four times)
- how much do you lose when the production is interrupted each time a hose needs to be replaced (three
interruptions)
- how much do you pay for replacing a hose, that is the time of the service technician’s work? (three
operations)
Asking such questions, you can get answers that will let you count how much the customer will
save by buying your product. Let us assume that the following answers were given:
- one hose offered by competitors costs $100 (let us assume that yours costs 50% more, that is $150)
- in order to replace a hose with a new one, the operation has to be interrupted for 15 minutes, which
costs $2,000
- we estimate that the cost of a service technician for this kind of a work is $100 each time
With such data you can go on to calculate profits/losses:
- while using your hose (the purchase cost of $150) the customer will spend $300 during the same
period
- the cost of interrupting production three times will amount to $6,000 over the period of using your
product
- the cost of a service technician performing the work three times will amount to $300 over the same
period
After carrying out this a calculation, you will be able to count how much the customer will pay for
servicing if he or she decides to buy a cheaper counterpart from competitors.
To continue our example, the result of the analysis will be as follows:
- the total cost of hoses (while one hose offered by you is working)
$300
- the total cost of interrupted production
$6,000
- the total cost of replacing the damaged hoses
$300
In total: $6,600
At the end, you will be capable of preparing a benefit from buying your product. When deciding
to buy a hose from Hose Products, the cost will be higher by $50. As a result your company will save
$6,600 on servicing costs every year.
As you can see, this simple analysis allowed the preparation of drill down questions. The answers
given enabled you to prepare a calculation proving that it is unprofitable to buy a product from
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a competitor. By asking such questions you will not only find benefits speaking for commencing
cooperation but also translate them into a specific value. Remember that customers buy where they see
benefits and the most convincing are the practical ones which have a financial dimension! I hope that this
very simple example has been a strong inspiration for you and will serve as a great template for the
manner of conduct. I expect that constructing drill down questions will be an indispensable element of
your work from now on.
b) a complete script of a conversation at a business meeting
the scope of the guidelines related to running a business meeting is large. I think that the presented
dialogs will become a great inspiration. I have gathered them for you to get familiar with them. Read
them again and think how you will prepare your own.
Introducing the company and yourself
My name’s Chris Kraft, I’ve been working for HOSE PRODUCTS, a manufacturer of rubber hoses, a triple
prize-winner of the “Product of the Year”, for 7 years now. We offer a product with a four time longer
service life, thanks to which we can reduce the production costs to 30%.
Presenting the offer and the benefits from your partnership
I’ve read on your website that you produce Styrofoam components. You probably use: hoses for steam,
chemicals and air. Is that right?
- reply (…)
Do you use some others apart from the listed ones?
- reply (…)
Do you have any problems with the products you use: fast wear, improper operation, etc.?
- reply (…)
By using our products you can reduce losses by up to $90,000 a year, as is the case with our other
customers, by reducing the cost of purchase and eliminating the losses resulting from the interruption in
production.
We will sell you the first batch at the price of cheaper competitive products which testing will not cost you
even a cent more!
My visit is meant to check if I can reduce your losses to such an extent, too.
Determining the purchasing potential
I wish to ensure the product availability to your company within the shortest possible time.
We’ve already determined the products you can buy. Providing an estimate volume of the purchase will
help us prepare “the best” service. Can we talk about this for a moment?
- reply
Determining the decision-making chain and purchase criteria
Could you tell me where the purchasing process begins? Who reports the need to whom?
- The user notifies the demand to the purchasing department, which then selects the supplier
On the basis of which criteria is the best one selected?
- In our company the decisive factor is the lowest price
So my offer will be rejected if it is not the cheapest one, won’t it?
- Yes, it will
Who authorizes the decisions made by the purchasing department?
- The financial control department
Can it change the decision made by the purchasing department?
- Yes, certainly, on the condition that your offer will bring more benefits than the other one
So if my offer is rejected by the purchasing department, I still have a chance of winning, don’t I?
- Yes, but only if you manage to convince them that the company will profit more
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Examining competitors
I can see it’s half past one already and I will have to leave soon. By the way, what a nice clock (smile).
I’ve been seeing this company for years. Although it’s our competitor, we’ve made friends! I can see you’re
in good hands (a bluff), it’s a reliable company and I know it’ll be difficult for me to beat them (a bluff).
I know they’re good (a bluff) in…. (say what it is). I don’t think you have any reasons to complain, do you
(a bluff)?
- reply…
I often meet my other competitor in this region, too. I don’t know them personally but I know they’re good
(a bluff) in…. Is cooperation with them so good so far?
- reply…
Identifying the obstacles and conditions that might hamper the commencement of cooperation
Before I prepare an offer for (…) for you, I’d like to ask you a few questions regarding cooperation:
Do you require specific certificates for the mentioned products?
- reply…
Will the order be placed after selecting the best offer or is based on conditions on a tendering procedure
or a contest?
- reply…
Are you going to place orders on the ongoing basis and how are you going to place them? Do you have
any precise procedures that regulate it?
- reply…
Are commercial terms and conditions and ones related to cooperation analyzed on the ongoing basis or
do you rely on specific procedures?
- reply…
Summarizing the meeting
Thank you for the meeting! I’m leaving the catalog with the information about… (list the products you
promoted).
By buying our products, it will be possible to… (specify the benefit and the value that the customer will
gain owing to them).
If I’ve understood you correctly, you use… (specify the customer consumption volume) a year. I’m
encouraging you to place an order and check the quality of our products.
I want to remind you that the first order will be executed at the prices of your cheaper counterparts.
I’m sure that beginning cooperation will also contribute to the reduction of losses in production processes
by 30% also in your case.
I will send you a business offer soon to provide you with the presented information and I will later phone
you to ask if it is attractive.
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Remember!

The task of the third stage of the sales process is to collect the relevant information that will permit
the preparation of “the best” offer and finding a way to persuade the customer into cooperation. Good
preparation will contribute to more effective operation. Sales representatives usually work in chaos and
do not know what to do when the offer is rejected. Do not be one of them. Completing this stage correctly
will allow you to prepare the best offer, which I am going to discuss in the next chapter.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□
□

do sales forces know what information they should obtain at a business meeting?
do they know its actual goal and can they prove that it is worth beginning cooperation with them?
do they have a set of guidelines which help them to go through this process at their disposal?
are the guidelines a collection of hints and tips?

PROBLEM: if affirmative answers were not given:

- the information allowing the preparation of the best offer will not be obtained, as a result of which
the majority of them will be rejected
- meetings will be a waste of time and money, and the number of effective meetings will be small.
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70. STAGE 4 – Business offer

50% of task completion

We have come to the fourth stage of the sales process aimed at preparing “the best” business
offer. If the previous one was completed correctly, you have all the necessary data to prepare it. I have
used the expression “the best” many times because what I have in mind is one that fulfills all expectations
of both the buyer and the seller. In order to ensure this, I suggest defining what kind of information should
be collected. Before I elaborate on this topic, I am going to remind them:
- the object of the offer:
- the purchasing potential:
- competitors:
- obstacles and necessary conditions:
- why it is worth it:
- decision-making chain:

which products from the offer the customer might buy?
how much and when can the customer buy?
who are they, what are their weaknesses and strengths?
what needs to be solved or satisfied to win the contract?
how to convince to buy, what is important to the customer?
what are the purchasing criteria, who may change them?

If you know the answers to all these questions, I can proceed to explaining what a good offer
should look like.
1. Common mistakes and their effects
Traditionally, I am going to write about the most common mistakes at the very beginning as each of
them might cost you the loss of an order or something much worse – a lack of the information that
led to that.
a) failing to send offers at the right moment and sending them only when the customer asks for
it
The foremost mistake I encounter is failing to send offers. Sales representatives usually wait for
the customer to ask for it. It is worth sending them after each meeting unless the customer clearly
requests not to do it. Preparing the offer after the meeting is not tactless. I would like to mention that
the sales software I am working on at the moment will allow its sending during the meeting.
The system will be able to suggest a suitable value of a discount, commercial terms and conditions
based on historical data and defined parameters, as well as checking the order lead time very quickly.
Will that not be a great time saver? Secondly, an equally serious mistake is sending the offer way
after the business meeting. The customer might forget about the presented benefits or buy form a
different source. Distancing from the presented benefits is dangerous. If you manage to arouse
interest and enthusiasm, you need to act quickly or else they will cool down. It could turn out that you
will have to make another appointment and arouse the interest anew. This is not effective an effective
approach.
b) sending offers to people who are uninterested or are not decision-makers
If you satisfy the previous criterion and prepare the offer on time, make sure that it is forwarded to
the right person, preferably the decision-maker. Sending it to the wrong person, you will not win
the contract and time and money spent on preparing the offer will be wasted.
c) failing to include only the products in the offer in which the customer is only interested
The business offer is not a catalog of products; do not write about all of them but only about those in
which the customer is interested. If you write about too many products, you will discourage
the customer from getting familiar with the offer, but omitting any of them, you might deprive yourself
of money.
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d) failing to include information about the expected benefits
I wrote about it many times and it is the same in the case of the business offer: it does not matter to
the customer “what” he or she can buy but also “why it is worth” buying. Make sure that a short
comment is attached. If the computer program used in your company does not allow it, add
the information in a separate document.
I want to sensitize you once again to ensure that the benefit is practical and has a financial
overtone. Do not use adjectives and lofty slogans and do not bend the truth!. One comment
I usually add is for example: “together we can reduce losses resulting from interruptions in production
by about $75,000 per year. I encourage you to buy the product I offer!” If you think that it sounds
artificial or you do not have your own ideas, watch blocks of commercials in the media. You will find
many good inspirations there and you need to know that teams of specialists earning enormous
amounts of money work on the majority of messages included there.
e) providing unclear offers and placing unclear information
Another common mistake is the multiplicity of information, which obscures the message and even
though it rarely results in losing the contract, it makes work significantly more difficult and may irritate
the customer. Think about the relevance of the information. I saw ones comprising of an overview of
the offer, listing the addresses of all outlets, enumerating too many technical parameters, etc. The
offer is neither a catalog nor a treasury of corporate knowledge! Two items
of information are
supposed to be in the foreground: what is worth buying and why. The rest is redundant.
f) placing terms and conditions that are far from expectations (price, availability, lack of
documentation)
I wrote in the introduction to this chapter that “the best” offer is one that satisfies the expectations of
both the buyer and the seller. We are all obliged to act in the interest of the company but one cannot
look at it too one-sidedly. Sending an offer is not a task in itself; the task is to ensure winning
a contract.
2. What is the task at this stage
The answer to this question cannot be anything but sending an offer that fulfills the expectations of
both parties in the right time to the right person. An ideal offer should present the products in which
the customer is interested and the benefits speaking for its execution. It cannot be sent too late and
to a person who has no impact on the purchase decision. A good offer is supposed to open the door
to winning a contract. It is imperative to specify important guidelines that will define this area.
3. How the task should be performed
To achieve the best possible performance, I ask my staff to act in accordance with the following three
guidelines, which are quite universal and should also be compatible with your realities:
a) observe the principles related to preparing and sending of an offer
- send the offer in the right time and to the right person
- send it even if the customer didn’t ask for it
- include products that the customer uses and which were discussed at the meeting
- add the information about the expected benefits
- make sure the message is clear and to the point for the customer
- do your best to make the offer beneficial to both parties
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b) consider submitting the offer in person
Not every offer is worth delivering in person because of insufficient purchasing potential or long
distance. If you do not come across such an obstacle, consider this option. Your presence will
emphasize that you offer a much greater interest. Correspondence sent via e-mail is handled in
a different manner than a person sitting opposite. If doubts arise, they could be dismissed on the
spot, which gives a time advantage over competitors. It is not insignificant that their absence will
make them incapable of defending themselves.
c) invite customers to place an order
The business offer is the crowning of the big amount of work discussed in the three previous stages
of the trading process. The vast majority of sales representatives never ask to place an order
because it is usually considered inappropriate behavior. Yet I am sure that if offered in a subtle form
will not be perceived as impolite. What prevents you from asking for that in the offer you have sent?
We usually end it with the expressions: “yours sincerely”, “yours truly”, or “best regards”. They could
be preceded with subtle expressions, such as: “I heartily invite you to place an order”, “It will be
a pleasure for me to handle your order”, “I hope that the presented offer and benefits of the purchase
will encourage you to place an order”. I think that such expressions are not importunate. Perhaps it
would be good to introduce a change in your company and begin to invite customers to place orders.
4. When is the task considered complete
With reference to the tips described in the previous point, we could make an attempt at answering
this question. I am sure that the task can be considered completed when:
a)
b)
c)
d)

the offer is sent to the decision-maker at the right time
it includes all important products in the purchase of which the customer is interested in
it presents the benefits coming from beginning cooperation
it is beneficial for your company and fulfills the customer’s expectations

5. Tools needed for performing the task
I have come to the last issue, which regards management staff or even management boards. An
obvious tool is a template of the business offer usually provided in the computer system used by the
company. I gave some attention to it in chapter 24 titled “Business tools” and I considered it the most
important tool. Traditional print includes the object of the transaction, purchase price and lead time.
Examine yours and ask yourself if there is something that convinces customers to buy. Is there
a benefit that sounds attractive? Perhaps it is worth going a step further and adding the information
about how much the customer might lose by not taking advantage of it. And do not forget to invite
customers to place orders!
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Remember!

The task of the fourth stage of the sales process is to prepare and send “the best” business offer. It is
a collection of information from the three previous stages, and in particular the business meeting. Knowing
what and how much the customer might buy and knowing the arguments that could convince him or her,
you are able to prepare an offer which will win. Sent to the right person at the right time, it will eliminate
competitors. Do not forget to encourage the customer to place an order. The task performed well at this
stage of the sales process will let you react properly if the order will not be placed. This is the case I am
going to discuss in the next chapter.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

do the offers coming from your company include information as to why it is worth taking
advantage of them?
are the offers sent to the right people in the right time?
do they include an invitation to place orders?

PROBLEM: if affirmative answers were not given:
- offers might not be convincing enough to win

- sent to the wrong people, too late, or not sent at all, they will not contribute to winning a contract.
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71. STAGE 5 – Revision of the offer, feedback

60% of task completion

The purpose of the previous stage was to prepare the best business offer as possible and send
it to the decision-maker at the right time. If an order has not been placed yet, it could mean that you need
to make the next step and ask if the offer satisfies the expectations and what the chance of placing an
order is. This is going to be the subject of the fifth stage of the sales process. Like in the earlier case, we
are going to look at the mistakes made most frequently at this stage, the goal of the task and the method
of achieving it, as well as when it is considered complete.
1. Common mistakes and their effects
If you do not perform the mentioned over-review, you will not know if and why an order will be placed
. What is worse, you won’t know why the offer was rejected.. If you do not know that, you will not be
able to eliminate the barriers hampering sales. The following belong to the most common mistakes
I encounter:
a) failing to examine the opinion about the offer you sent, which is undoubtedly the most
frequent mistake
According to a typical scenario, you send an offer after a business meeting and need to wait for an
order. If it does not happen, you do not take further actions aimed at investigating into this state of
affairs. You won’t know why you lost and, as a consequence, you won’t know how to change it.
b) failing to inquire why the presented benefits did not convince the customer to buy
You need to remember that what is beneficial in your opinion, does not have to be so for
the customer. I assume that no one uses the lofty adjectives: the best, high quality, etc. at this stage.
I assume that more substantive ones were presented. You need to investigate into the reasons why
they are not attractive enough to convince. I always ask customers about it and receive honest
answers. The reason might be that I presented it unclearly and my client did not understand what
I meant.
c) failing to notify superiors and colleagues of the problem
It is a typical communication mistake. I quite often see sales representatives – convinced that it is
impossible to win – close a case without communicating any information. In such cases the superior
is given no chance to help.
I could certainly continue the list on the next pages but the above mistakes constitute a large part
of all of them. In order to prevent them, the task at this stage needs to be clearly defined.
2. What is the task of this stage
In order to prevent communication mistakes and their effects on hampering sales, the following need
to be determined:
a) does the offer satisfy expectations and when can the order be expected?
b) what was the cause of the rejection and why were they presented benefits unconvincing?
c) what could change the decision and is it worth meeting the customer’s demands?
If the customer’s opinion is not satisfactory to your company, you will be prepared for the next
stage, which is negotiations.
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3. How the task needs to be performed
The thing is to perform two tasks:
a) initiate contact with the person who has the biggest impact on making the purchase decision
b) examine opinions in the right time – I suggest doing that three days after sending the offer
4. When the task is considered completed
It is considered completed when the contact with the right person was established in the right time
and the opinion about the attractiveness of the offer was examined:
a) if it was accepted, you need to inquire about the approximate time of placing an order
b) in the case of rejected offer, you need to investigate into the cause of this decision
c) if it is impossible to solve the problem, you need to contact your superior and notify it
d) prepare another offer if it is possible.
5. Tools to perform the task
Like in the previous case, a computer system or an ordinary text file will be helpful here. Thanks to it
you will know the current status of the sales process. Do not make matters complicated and prepare
the simplest you can. I will use the following one for the sake of example:
effect:
accepting offer no. 1
rejecting offer no. 2
rejecting offer no. 3

cause:
high price (ca. 19% than from ABC)
lead time (7 days longer than…)

action:
an order is placed
presenting benefits again
a new suggestion is requested

Such a simple list not only provides you with a clear image of the situation but also imposes good
standards. Having the relevant information at your disposal, you can engage yourself in the case
problems that occur. It is illustrated by the last case, where it is the sales representative who asks
about it. It is worth considering the quality of the communicated information. This is the problem
I encountered just after introducing a scenario that was often too general and gave no chance of
eliminating obstacles. The information about the fact that the failure resulted from a high price does
not contribute anything. It is important how much more expensive the product was and who
the competitors were. It is necessary to regulate this area in order to obtain sufficient information.
The next step was to collect and catalog customer opinions, especially the negative ones. From
then on I had an impact on eliminating obstacles to developing sales. After examining the results of
the first edition, it turned out that these were usually as follows:
- too long lead time
- too high price
- withdrawing from the project
- selecting a product with other features/parameters
- very slow actions… another product had been selected before someone from your company
contacted anyone for an opinion.
Cataloging the causes of failures allowed me to handle problems seriously. Some of them were
completely eliminated while others were more difficult but regardless of that we finally realized why
we achieved such performance. As you can see, the lack of sales does not have to mean wasted
money. If the cause of the failure was the price, perhaps the customer did not understand
the provided benefits. They might not have been presented clearly or the employee’s knowledge
included in the training guidelines could have been insufficient. The lack of an order is a signal that
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not everything works fine in the company. This is where the causes of failures need to be sought
instead of arguing and persuading by force.
I touched upon the causes of failure in part one of this publication. In chapter 28 titled
“Investigating into the causes of losing” the majority of the information placed there were determined
thanks to the completion of this stage of the sales process. When pursued properly, it will do a lot of
good, and help increase the effectiveness of acquiring customers and their orders.

Remember!

Examining the attractiveness of the offer you sent is an opportunity to collect valuable information. It will
let you draw appropriate conclusions. Knowing weaknesses, you will have a chance of eliminating them
in the future. It is worth establishing a contact with the right person in the right time to learn what the cause
of rejecting the offer was. Collecting such data is the task of the fifth stage of the sales process. If the
customer decides on the purchase, it will be one of the last stages. Otherwise you need to try to convince
him or her to buy. It means the necessity to negotiate, which is the subject of the next chapter.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is it inquired about the degree to which the offer you have sent meets expectations?
is the information collected in this way communicated to superiors and analyzed?

PROBLEM: if affirmative answers were not given:

- you will not know why you lose and what offer to present in the future in order to win
- mistakes will reoccur and the situation will not improve
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72. STAGE 6 - Negotiations

80% of task completion

If the review of the offer has not brought the expected effects and the customer is still rejecting it,
you need to take quicks actions and begin negotiations. Many books have been written on this subject,
numerous training programs are available, so it is impossible to discuss it in one chapter. My aim is to
explain the most basic issues. I strongly encourage you to investigate into this matter in detail.
In the previous chapters I wrote about the characteristics of a good sales representative. It is the
same in this case. You need to have predispositions to be a good negotiator, too. I have to confess that
I also ask specialists for help in difficult cases. Many companies employ negotiators or train their
employees in this area. I think that it is the best approach to take. Traditionally, I am going to begin with
discussing the most commonly made mistakes at this stage of the trading process.
1. Common mistakes and their effects
Let us look at the most common ones:
a) failing to prepare for negotiations properly
It is the most serious and the most frequent mistake. You cannot begin negotiations not knowing
what you are fighting for, what can be sacrificed and what cannot. Chaotic actions bring poor results
and, what is worse, favor the other party. Remember that they also train intensively in this area.
Without an appropriate preparations, you will be an easy target and you will not achieve much.
b) giving in without a fight
It is another mistake and it largely comes from the person who undertakes it being unprepared and
inexperienced. The effect is sales at a low profit on inconvenient terms and conditions and at a high
transaction risk.
c) rejecting a compromise and standing pat
it is the third most commonly made mistake. Contrary to appearances, it is not a rare phenomenon.
One of my most important partners has just employed a person who managed a purchasing
department on the position of a sales director. Low flexibility and standing pat are too visible in this
case. Such an attitude will probably be suitable in the purchasing department but it might bring a lot
of damage to a trading company.
2. What is the task at this stage
Contrary to appearances, it is not to ensure sales since this should be the effect of the previous task
performed well. Before you invite your customer to talk to you, prepare a scenario of how you will
reach a compromise. You need to think what can be sacrificed and what should be defended. If you
consider the goal of negotiations carefully, it will be easier to achieve your goal than. It could be
maintaining the price, or terms and conditions of delivery, winning the entire contract, etc.
3. How the task needs to be performed
Out of concern about the procedure and transparency of the performance of the task, I suggest
dividing it into three parts and determine:
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a) what is the goal of the negotiations? Is that what you want to “achieve”?
In the case of negotiations, devising universal solutions is the most difficult part but several common
features can be found. One of them is determining the goal. I think that it is mainly convincing the
customer to give up negotiations and accepting the terms and conditions presented in the last offer.
b) which of the terms and conditions are the most important and worth maintaining?
Before negotiations commence, it is worth deciding which of the terms and conditions are crucial and
which should not be given up. They may be related to: discounts, payments, deliveries and winning
a specified interest in a project. If you specify what you want to defend, it will be easier to do it.
c) at what cost can the goal be achieved, and what can be sacrificed?
In the case of negotiations I always assume that my opponent knows his or her limits and realizes
that “something” will have to be sacrificed to win “something”. It is better to prepare a few suggestions
for such a situation than hope that everything will be fine somehow. Following the example of
authorities in this area, I encourage you to “generate” this “something” that you will sacrifice in the
right time on condition that the client will also be willing to compromise.
I admit that negotiations are not my specialty. A few years ago, when I started to take part in
them, many tactics astonished me, and at times even shocked and made the nature of a rebel manifest
in me. My friend explained to me that if I am unable to change the world, I need to adjust to it. She added
that regardless of my judgment of the said tactics, I needed to understand that many people used them
and having these pieces of information would let me face them more successfully. The strangest of all
principles I learned was the “meteorite” principle.
The negotiations concerned the leasing of warehouses. The most important goals included
the reduction of the price of the lease per square meter. Our team leader prepared a draft agreement
which included several clauses (prepared specially for the purpose of negotiations). This game consisted
of “giving them up” just one i.e. price – for the sake of compromise at the crucial moment. At the meeting
our negotiator repeatedly emphasized how important those points were to us. He did this until he made
sure that the client understood their significance. One of the clauses was the “meteorite” clause.
The provision said that in the event of an act of God e.g. an earthquake, fire, flood… and in the “meteorite”
clause was added, the lessor shall cover all cost of damage caused thereby. As could have been
expected, our client did not want to hear it. The further the negotiations went on, the draft agreement
brought on other provisions that were unacceptable to the customer. When we proceeded to price,
the customer persisted with his or hers. The chief negotiator proposed that he would sacrifice one of the
points if the other party agreed to reduce the price. Then he gave up on another one, and finally agreed
to exclude the provision about the meteorite. The lessor still did not want to agree to that. The negotiator
said that he was really trying to reach a compromise, and that he gave up on many provisions that were
important to our company. The customer would not reciprocate. He asked him what negotiating was
about.. He added that if we sacrificed several points, he could sacrifice at least one. Negotiations ended
with success. I wonder if there was something that aroused your disapproval, just like the “meteorite”
mine. Well, I am not a professional negotiator and this matter is not that familiar to me. I assume that this
is just one of the secrets of the world of negotiations.
If you reject the “meteorite” method, remember that others might use it to defeat you. They could
try to achieve the goals they set in this manner. Do your best not to lose with this technique. Think of what
you can sacrifice to achieve your goal. You could offer paid trainings or support in designing for a charge.
If you have to sacrifice maybe they might become free of charge. Before it happens, check how your
company will benefit from that.
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4. When is the task considered complete
I admit that it will be most difficult this time. In the ideal world, it is convincing the customer to give
up negotiations. If it is impossible, the task can be considered completed when you manage to protect
what was thought to constitute “the greatest value”. How can we evaluate a case when sales were
executed but the greatest value was not protected? Everybody must answer this question on their
own.
5. Tools needed to perform the task
Before I begin to require that sales representatives achieve good performance, I require something
from myself. I wrote it many times that I like being prepared for the worst case scenarios. Thanks to
that I am rarely surprised and I always have “something” up my sleeve for every situation. It is going
to be like that this time too. I devised two tools for my sales representatives for the purpose of
performing this task:
a) a list of reasons that speak for abandoning negotiations and commencing cooperation
In such cases, I usually have a calculation specifying how much you could earn upon cooperation
on the spot, without wasting time on further negotiations. In other words, I calculate how much
the customer would earn, profit or regain during the negotiations if the negotiations did not take place.
I know from experience that preparing yourself and arranging dates usually lasts from two to four
weeks.
If every week generates losses amounting to $25,000 to the customer, it is known how much he
or she will lose due to negotiations lasting a month. If the value of the whole contract amounts to
$500,000, their cost is definitely too high and the customer’s potential benefits are not worth it. Having
such a calculation at your disposal, you can ask if it is worth wasting time not commencing
cooperation on the spot. Try to lead to this result.
Dear customer, we have determined that every week of cooperation might bring… (specify the
benefits).
I know from experience that these types of negotiations usually last around four weeks. During this
time your company will not experience those benefits. Are you sure it is worth wasting more time?
- reply (…)
In this case I additionally propose… (sacrifice “something” that was prepared for this case) and
I encourage you to place an order!
As you can see, I sacrificed “something” to reach my goal, and I asked for placing an order at the
end. In such instances, interlocutors usually do not feel that they lost anything. They received
something that had not been discussed before negotiations.
Remember that employees of the purchasing department are accounted for “negotiating”
something additionally. When you give something in return, you make it easier for them to make
a decision as you provide a proper substantiation. You do not even know how often offers are
rejected because the decision-maker has no grounds to accept them.
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b) a template for determining goals and the highest values
Below, I have presented a template which might be a great aid in the events of difficult negotiations.
If you have defined what you want to give and what to get, you introduce order. In the largest possible
simplification, it might be as follows:
I will give

value

I will get

value

I will not sacrifice

free samples

$1,000

price acceptance

$7,000

additional discount

free trainings

$2,000

customer responsible for
transport

5.000$

free transport

free inspection

$4,000

short payment deadline

too long deadline

I think that this simplified example reflects the idea of negotiations. They cannot be commenced
without being sure what to fight for and what to sacrifice to achieve the goal. It is worth calculating how
much it will cost the company to propose another benefit. It is important to know what the customer cares
about most. I think you will know it after the first business meeting.
At times the customer is persistent and we face a stalemate situation. When talks get stuck, you
can resort to the last chance: propose a concession if your customer makes one, too. In such cases,
everything usually ends well and long-awaited transactions are executed. Otherwise, do not get
discouraged – you cannot always win.
I assume that at this stage you realize that the sales representative is supposed to execute sales
or find the causes which prevented it. If you have this information, you will have a chance of eliminating it
and preparing the benefits that will compensate customers for certain inconvenience.
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Remember!

The cause of losing at this stage of the sales process is usually the lack or improper preparation for
negotiations. You cannot begin them without being sure what to fight for and what to sacrifice and what
not to sacrifice. You cannot agree on everything because it will not do any good to the company but being
too persistent is not advisable either because the compromise will be jeopardized. Specify the goal of
negotiations and the manner of persuading the customer to abandon them. Prepare the secret
“something” that you can sacrifice in order not to lose anything much more important. A well-performed
task will lead to winning the contract and in the worst case you will learn the cause of the failure, thanks
to which you will use this knowledge in the future.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□
□

are sales forces in your company prepared substantively for negotiations?
can they convince the customer that it is more beneficial to sign the contract instead of wasting
time for negotiations?
do they know what they can sacrifice and what they need to fight for at all cost?

PROBLEM: if affirmative answers were not given:
- negotiations will end unfavorably for your company

- sales forces will not know what can be sacrificed to win and what cannot be given up in order not to
lose
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73. STAGE 7 – Business effect

90% of task completion

We have come to the seventh stage of the sales process, which will bring the desired business
effect. Some of the presented offers will result in winning contracts, while some will be rejected. This time
you will play the role of an observer who is in charge of noting and documenting that as well as drawing
proper conclusions. The lack of information about the status, the effect of a given sales process is
unbeneficial. You need to do your best not to have this happen.
While the former scenario will provide many reasons for joy, a failure will not. The question of
what to do in such cases imposes itself. First of all, draw conclusions, seek causes and try not to make
the same mistakes in the future. I recommend common sense and avoiding extremes. Remember that
only 20% of offers on average result in sales, and the vast majority end with a failure. You cannot ignore
that, which is a sad rule. If you are able to draw suitable conclusions, you have a greater chance of
success in the future.
I often see that interest in the customer who rejects an offer decreases. It does not mean that he
or she could not become one in the future! A well-maintained business contact works like a long-term
investment. Sooner or later there will be another chance of winning. This is why it is worth preserving the
contact. I encounter this approach in the movie industry. Scripts are written such that – in the case of the
success of the first edition – you leave yourself an option to record another one. In other words, “success
is planned in advance”. Do the same and do not get discouraged. Prepare an option for an order to be
placed next time if you lose now.
Nearly twenty years ago, being a novice to trade, I worked according to the “here and now” rule.
I was not interested in customers who could buy something in the future. I was supposed to execute
a monthly sales plan and current performance was important to me. It is a very bad assumption based on
which the vast majority of staff work. A few years later I modified it as follows: “if you do not sell today,
prepare grounds for sales tomorrow”. I have been working by this motto ever since and I am not going to
change it. Trust me when I say that I am a man of success. I made the assumption that since
I established a contact with the customer, which involved incurring financial expenditures, time and
involvement, I would not let it be in vain. Since then I have been in a continual contact with the customers
who have chosen a competitors’ offer, too. I ask if they are satisfied with their decision, if everything went
according to their plan. I never try to prove that they have made a big mistake.
It is obvious that you need to try to win contracts but in the case of failure, you need to maintain
good contact with the customer. A new purchasing need is a matter of time. I personally wish you as few
cases like that as possible!

Remember!

At this stage, the task is to record the effect of your work: an order or rejection of the offer. It is unbeneficial
to leave the matter on its own and to have no information about the present status of the task performance.
You need to do your best not to make it happen. Then you need to document the effects of the pursued
sales process, which is what I am going to write in the next chapter.
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74. STAGE 8 – Business documentation

100% of task completion

This is how we have reached the last stage of the sales process and one of the last chapters of
this book. I devoted the previous chapters to specific tasks which were meant for you to arrive at
the desired business effect. According to the theory I advocate, it is not the effect itself but it’s
the documentation that should crown the sales process. If it resulted in placing an order, I assume
the “documented” manner of convincing the customer could be used in newer cases. If the offer has been
rejected, the “documented” cause will allow you to avoid a failure in a similar case in the future. As you
can see, regardless of the effect, good documentation will always be very valuable. As a sales manager,
I often struggled with the lack of information about the causes of success and failure. It made me depart
from reality and, as a result, I made some wrong decisions. With access to this unique collection, it will
be easier to work.
The task related to the idea of the sales process is to define contacts in cases which need to be
obligatorily pursued. I witnessed the implementation of similar procedures but this area was not regulated.
As a result, managers and their subordinate sales representatives began to develop their own definitions.
There were cases of documenting ones with an extremely low value. But really, service of a project with
the annual value of several hundred dollars does not justify preparing a letter of recommendation (success
story). After a few months this mistake was eliminated and relevant criteria dismissed doubts. Think which
ones should be adopted in your case. I am sure that my solution will inspire you appropriately. The major
principle is the necessity to meet at least two out of the three adopted conditions:
a) acquiring new or lost customers (not current ones).
b) appropriate value of the contract in a specific time frame.
c) implementation of innovative technologies, new solutions or products regardless of the contract
value.
It is clear that the case of developing sales of products bought by current customers does not
satisfy the above assumptions in full. Acquiring new customers with lower potential than the defined value
as well, unless it regards implementing new technologies. After a short analysis you will come to the
conclusion that this criteria should reflect the sales strategy of a given company, markets on which it wants
to operate and where it sees prospective customers. Let us look at the last issue in the trading process
I propose then.
1. Common mistakes and their effects
Traditionally, the first subject I will draw your attention to is the most frequently made mistakes and
their effects. The most serious mistake I encounter almost every time is leaving a matter on its own.
A routine scenario of such a case is as follows: the sales process was executed (incompletely) to the
fourth stage, that is the business offer, which was prepared and sent (it almost always lacked the
reason why it was worth taking advantage of it). After sending the offer, no one contacted the
recipient to check if it met his or her expectations and if so, to what extent, and whether there was a
chance of a purchase and if so, when. Such information is obtained rarely and are not archived or
communicated to the right people. They usually remain in the sales representative’s head.
Determining the causes of the lack of sales will be impossible and the process will end with preparing
the “probability theory”, where the cause of a failure is usually: underpricing on the part of the
customer. This case is a curse of our times. If you eliminate it, you will eliminate 99% of potential
problems in this field.
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2. What is the task at this stage
The task consists of collecting relevant information and forwarding it to management staff and
archiving it. In the case of winning, you need to prepare a letter of recommendation. A failure should
also be properly documented. The letter of recommendation can effectively convince other
customers to buy. This results from the fact that recommendations from another customer is always
more credible than one provided by the sales representative. For the letter of recommendation to be
most powerful, it should include information about the purchased product and the benefits gained
thanks to it. It is worth waiting with the preparation of the letter of recommendation until the good
effects are experienced. Bear in mind that its preparation is the customer’s good will and not his or
her obligation. Before you ask for it, make sure that the customer really is satisfied. Otherwise, you
had better not do it. Remember not to “bend” facts. Refrain from glossing over them because
becoming unmasked may end up in losing your good reputation, which is a nail in the coffin in trade.
I would like to add here that you should not forget to continue collecting letters of recommendation
on a consent bases! The more of them you have, the greater the sales effectiveness will become.
Thanks to them the time needed to convince new customers will be reduced. Think what could
happen if any of the current sales representatives stops working for your company. Do you want his
or her successor begin this story anew? Do you want decreased sales and to wait for him or her to
learn everything?
Persuading someone to cooperate requires a large amount of work. When you perform a contract
in full, you will look for the next prospective customer. To make life easier, you will probably do it
within the same industry. Will you really want to begin the whole story anew or will you prefer to win
and at the same time save a lot of time? Use a letter of recommendation signed by another satisfied
customer! Such a system results in a new employee gaining high sales performance much more
quickly. This tool is so important that it is worth giving bonuses for every letter of recommendation
obtained. You can also include a provision about the necessity to collect them in the scope of duties.
I mentioned it in part one, chapter 3 titled “Scope of duties and tasks of sales representatives”. In
the chapter I wrote that trading processes ought to be pursued in accordance with some adopted
standards. If you arrange the scope of duties properly, you will prepare good grounds for the process
of increasing sales effectiveness.
Regardless of the regulation of the sales process in your company, the goal at this stage is to
obtain a letter of recommendation that will prove to be a success or a failure, and the summary will
allow you to avoid the same mistakes in the future.
3. How the task needs to be performed
First of all, conversations with the customer about signing a letter of recommendation should be
conducted in person. A request for signing it and agreeing on its content should not be made via
correspondence. The content ought to comply with the adopted standards and demonstrate the
gained benefits. Additionally, the task needs to be performed within a proper time frame. On the one
hand, it is worth waiting for the customer to have a chance to check if he or she really benefited from
sales but the time should not be unnecessarily prolonged. The letter should be short and to the point.
Nowadays people do not have time and are not willing to read long essays.
To sum up, the task consists in preparing a substantive letter of recommendation in an appropriate
time and ensuring approval of the customer. Next, it should be forwarded to the indicated person
who will supplement the corporate documentation.
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4. When is the task considered complete
Satisfying the following criteria means that the task was correctly completed:
- the letter was prepared and signed by the customer in the appropriate time
- its content is compliant with the adopted standards
- it was forwarded to the indicated person
As a sales strategist, but above all as a sales representative, I realize the significance of having
such documents. I know how much they can help streamline the customer acquisition process. If you
take care of the appropriate management of collecting letters of recommendation and making them
available, you will improve sales performance.
5. Tools needed to perform the task
I think that two tools are necessary for the performance of a task: one needed for measuring
performance and the other are ready-made templates of the business effect documentation to be
used by sales forces.
a) a list of sales processes, that is the measurement of the results of commercial activities
I am going to begin with a brief presentation of a list aimed at exchanging information and presenting
the current state of affairs of a company. Software capable of generating a relevant report
automatically is available in the ideal world. I am currently working on one. If you do not work in such
an ideal world, you can prepare a template using the most popular spreadsheet. As a result, you will
draw many apt conclusions based on which you will be able to make the right decisions. I arrange
this list in the following manner:
list of executions of sales processes

customer

type

industry

product

potential

selection
of the
customer

establishing a
contact

business
meeting

business
offer

revising
the offer

negotiating

business
effect

business
document

10%

20%

40%

50%

60%

80%

90%

100%

date

date

date

no.

date

invoice no.

document

7/24/11

INV 234

LR 109

100%

-

-

-

60%

status

DEMO

production

furniture

glue

$80,000

4/12/11

5/12/11

6/2/11

OF 345

no.
OF 345
R

3WAY

repair

4/13/11

4/28/11

5/2/11

OF 453

rejected

sales

toner
cardboard
boxes

$17,000

PEARL

printers
television
sets

$3,500

4/12/11

5/3/11

5/11/11

OF 455

-

-

INV 199

-

90%

HINT

user

shipyard

tools

$120,000

4/11/11

5/6/11

5/11/11

OF 456

-

6/1/11

rejected

-

90%

DMS

services

cleaning

engine

$23,500

4/12/11

5/6/11

6/6/11

OF 523

-

-

pending

-

90%

RADS

sales

excavators

tires

$73,500

4/13/11

5/5/11

6/1/11

OF 487

-

-

rejected

RJ 98

100%

in total:

$317,500

sales: $83,500
rejection:

$234,000

26%
74%

The white columns include information about the customer, while the grey ones concern the
completion of the individual stages of the sales process. All this is capped with information about the
status and the performance stage. In the column “business document” two designations occurred: LR –
letter of recommendation and RJ – offer rejection. As you can see, each of them has a specific number.
A list constructed in this manner will let you draw the right conclusions and measure the achieved
performance accurately even in cases where sales were not executed. Until then it probably had not been
possible and had been based on subjective feelings only.

223

b) templates of the business effect documentation
you know that the sales process is supposed to consist in ensuring a specific business effect. This,
in turn, should have its traces in the documentation. The first of the tools I am going to discuss is the
letter of recommendation, and the next one is the analysis of the offer rejection.
Letter of recommendation
It is used for documenting the benefits which contributed to winning a contract, which is confirmed by the
customer. Whenever possible, the benefits should be expressed in money because it speaks to the
imagination. In an ideal world, such a document is generated automatically. In a less ideal world, you
need a template specifying how a correct record should look. Out of concern about effectiveness,
I prepared a model. The template I propose includes the following elements:
- data about the customer
information should include data about the type and industry of the customer and the application of the
product. You need to think if disclosing the customer’s name is safe for your business. There are diverse
opinions about that. I usually use general information and decide on openness in single cases.
- object of the transaction
it regards the product or service you want to sell.
- benefit of the purchase
it is supposed to be a kind of an advertising slogan. You need a brief message that is supposed to lead
to appropriate positioning of the offer’s attractiveness in the customer’s head. Such slogans are
widespread today. I am sure they are not unfamiliar to you: “health for your family”, “you’re worth it”, or
“Just do it!”. Only a handful of the these slogans stay in our heads. Decide what the customer is supposed
to remember, so do not leave it to chance.
- partial analysis of benefits
this part is aimed at familiarizing the reader with specific information since this is how you increase
the reliability of the message and make understanding it easier.
I wrote in the previous chapters that the technological advantage of a product should be used
when you compete with one positioned at a lower level. If its class is the same or higher, focus on the
benefits provided by cooperation with your company. Let us go on to the example based on which I am
going to discuss the outline of a letter of recommendation:
Data: customer type, application, potential:
Product:
Main benefit:
Partial analysis of benefits:

car manufacturer, lighting for halls, 200 light fixtures
light fixtures, model: PLU-2012
lower annual cost of lighting the production hall by
$22,000
- lower power consumption, $75 per light fixture annually ($15,000)
- longer service life, $30 per light fixture annually ($6,000)
- lower utilization cost, $5 per light fixture annually ($1,000)
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Template of the letter of recommendation:
Customer:
Application:
Potential:
Product:
Benefit:

Date: May, the 4th, 2012

passenger car manufacturer in Canada
lighting of a production hall
number of lighting positions: 200
light fixtures, model: PLU-2012
reduction of the annual cost of lighting of the assembly hall by $ 22,000

Letter of recommendation no. 109/2012
The application of light fixtures, model: PLU-2012 resulted in the reduction of the cost of lighting of our
customer’s production hall by about $22,000 in comparison with the currently used product.
The following partial costs contributed to this result:
- lower power consumption per light fixture annually:
- longer service life
- lower utilization cost
in total per light fixture:$105

$75
$30
$5

in total per year:

total annual savings:

$15,000
$6,000
$1,000
$22,000

I hereby confirm
Customer’s signature
I am sure that a letter of recommendation formulated in this manner will open new doors to
winning contracts and, what is most important, reduce the time needed for achieving this goal. Apart from
that, it will be a good training tool. I devoted chapter 34 titled “What do customers buy and why” to that.
I wrote that they buy solutions to problems, and not the product itself. In the case of the letter above, it is
evident that the goal of the business meeting was to offer the reduction of the annual cost of lighting of
the assembly hall by $22,000 because of the application of PLU-2012 light fixtures rather than “offering
light fixtures” alone. I hope that you can clearly see the difference.
Analysis of the offer rejection (losing story)
This document serves mainly for internal purposes and is not made available to customers. We use is to
collect the information clarifying why we failed. Coming back to the theme of aviation, this document is
meant to act as a kind of black box. Its task is to open a way of seeking effective solutions for the future.
Using this information, it is worth developing a corporate template of your own. It should include
information about the customer, the application, the purchasing potential, the product that was offered,
the presented benefits and the reason why the customer rejected the offer. We will stay with the previous
example of the car manufacturer:
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Template of the analysis of offer rejection:
Contract data:
customer:
application:
potential:
product:
benefit:
benefit assessment:

passenger car manufacturer in Canada
lighting of a production hall
number of lighting positions: 200
light fixtures, model: PLU-2012
reduction of the annual cost of lighting of the assembly hall by $ 22,000
positive

Cause of rejection:
the current supplier ensured a consignment warehouse on the customer’s premises
the purchase of a more expensive product requires the consent of the purchasing department in another
country
Suggestion of solving the problem in the future:
prepare an offer of maintaining a consignment warehouse
designate a contact person for the purpose of foreign entities
When you close the sales process in this manner, you know the reason for the rejection of the
offer. You could think if and how this might be eliminated in the future. Apart from that, such a record
demonstrates the quality of the performed work. As a result you can evaluate if the sales representative
performed the work correctly.

Remember!

Preparing business documentations is the crowning of the entire sales process and business goal. It is
a reflection of the thesis that “the task of sales representatives is to ensure sales or learn the causes
preventing them.” Regardless of the effect, you need to investigate into why it happened and record this
information into the corporate documentation. From then on it will be possible to draw conclusions and
contribute to achieving even better sales performance in the future.

CHECKLIST: see if you can give affirmative answers to the questions below:

□
□

is this process done in the same way in your company?
is it calculated to what extent the sales representative performed his or her task and if so, how?

PROBLEM: if affirmative answers were not given:

- the experience and information obtained on one occasion will not be used in other similar cases
- it will not be possible to accurately measure the degree to which sales forces have performed their
tasks
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75. KRAFT’S AUDIT assessing the preparation of management staff and sales forces for
cooperation
In this part of the book, the audit is supposed to assess the degree to which management staff
and sales forces are prepared for cooperation. The result of the test will demonstrate if both parties
understand what their common goal is. Where are they going and why this way? Finally, it will be possible
to determine where mistakes occurred and a relevant chapter will complement shortages in knowledge.
Remember what I wrote about the three pillars of a trading company? A well-prepared company
and a well-prepared sales representative will not succeed if they do not form a harmonious team. It
depends mostly on that whether your company will develop. Just like in the case of a hockey team.
Each of the questions below is accompanied by each chapter answers the question correctly.
Each of them is aimed at indicating the area to be examined. I assume that you are able to formulate
appropriate questions to them. In the case of problems, refer to the quoted chapters, where examples are
provided.
Questions regarding the grading scale are usually asked in such situations to provide an answer
to the question about how well the company is prepared for commercial activities. Naturally, everybody
wishes to get the maximum number of points and it should be so. If the audit discloses shortages, they
need to be eliminated as soon as possible and a particular person ought to be delegated or a team should
be designated to perform this task.
I am now handing you the scope of the audit, which is a great help for me in my everyday work
and which works very well.
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KRAFT’S AUDIT Assessing the preparation of management staff and sales forces for
cooperation

□

1. Was a definition of the sales process determined?
(ch. 66)
2. Was it determined when the task of prospective customer selection was considered completed?
(ch. 67)

3. What are the standards of initiating contact and when is it considered correctly established?
(ch. 68)

4. Were standards of running a business meeting correctly adopted?

(ch. 69)

5. Does the business offer template include why it is worth using it?
(ch. 70)
6. Is the attractiveness of the offers sent examined regularly and according to standards?
(ch. 71)

7. Were official standards of running negotiations and preparing for them adopted?

(ch. 72)

8. Is recording the business effect a standard part of commercial activities?
(ch. 73)
9. Is the documentation based on the official standards created after closing the sales process?
(ch. 74)

10. Is there a person appointed for reading the documentation and drawing conclusions?
(ch. 43)

□
□
□
□
□
□
□
□
□
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Summary
The journey through the three pillars of sales success has just come to an end and I am very glad
that you have managed to go this far! I have high hopes that the tips and templates I presented are at
least a source of inspiration and it would be even better if they can be used without any modifications.
It has been twenty years since I sold something to someone as part of my professional duties.
I remember very well that the first thing was a man’s knee-length grey coat for the fall. Since then I have
been gaining new experiences. After two decades in trade, I read at least several dozen books on this
subject before I dared to write my own. Referring to publications dedicated to these issues, I usually
encountered generalizations that were difficult to decipher and that did not make a significant contribution.
Hopefully, mine was completely different. I hope I managed to provide you with a large dose of inspiration
and dozens of ready-made tools. This was my aim. I wanted to give you material that would be as
abundant in facts as possible. It was to be not only complete but also logically arranged, where you would
easily reach the topics of interest and the quality of the message would let you implement them soon –
and I strongly hope that it will be done with very good effects.
Twenty years ago, I began as an ordinary sales assistant in a clothing store, and today I manage
sales worth millions of dollars for the top manufacturer and distributor of the engineering industry products.
In the meantime I was a sales representative, and then a branch manager. I managed my own distribution
network, and now I manage independent business partners on whom I have a moderate impact. I have
become an effective sales strategist responsible for developing sales in my client’s companies. All this
has given me the opportunity to watch all aspects of this process from many different angles. It became
my strength and knowledge which I used when writing this book.
I do not know how it is in your case but it is possible to tell if I liked a particular book based on the
number of comments and marks I added on its pages by hand. I always mark the best fragments,
I highlight them, decorate them with exclamation marks or circle the whole passage. If we have this
characteristic in common, I would like my book to be marked up as much as possible ;)
A few sentences earlier I mentioned that I had finally become a sales strategist. After two decades
of selling and managing sales I decided to develop professionally, which I have been continuously
improving. My additional occupation for the past several years has been helping companies which are
going bankrupt or which experience large sales decreases get back on their feet. I do it by devising and
implementing suitable strategies. This is what is going to be the subject of my next book and I promise
that I will take you to a “wonderland”. Before this happens, I will rearrange the areas which result in
hampering the development of trading companies much more frequently than a bad strategy. If you
promise that you will prepare good grounds for the development of your company on the basis of this
book, I promise to give it an incredible speed.
I would like to thank you for spending your time with me and say goodbye. I am curious about all
of your opinions and observations that have come to your mind while reading this book. Write to me if you
find some time: mayday@chriskraftbooks.com
I also invite you to visit my profile on Facebook.
Finally, I wish you lots of luck!
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Georgy Zhukov (born December 1, 1896 in Strelkovka, died June 18, 1974 in Moscow). A Soviet military
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The LEAN philosophy. Reducing all waste. This notion was popularized in 1990 after the publication of the
book titled “The Machine That Changed The World” by James P. Womack, Daniel T. Jones, Daniel Roos.
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ISO 9001 A quality management system. An international standard defining the requirements to be met by the
quality management system in an organization.
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Napoleon Hill, born October 26, 1883 in Pound, Virginia, died November 8, 1970. An American writer, a
precursor of the personal success literature. He examined the power of one’s own convictions with respect to
success. His book titled “Think And Grow Rich” became a bestseller.
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Kaizen (Japanese for improvement, change for the better). It originates from the Japanese art of management.
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Vilfredo Pareto, (born July 15, 1848 in Paris, died August 19, 1923 in Celigny, Switzerland). An Italian
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world-famous talk-show “The Oprah Winfrey Show”
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Pimp My Ride, a popular television program created and broadcast by MTV. Its debut took place on 4th March
2004. In every episode, a team of mechanics renovated and modified old unattractive cars which were selected
from the sent in propositions.
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John Gunther (born August 30, 1901 in Chicago, died May 29, 1970 in New York), an American journalist
and writer. War commentator for NBC During the World War II. He wrote 11 books, one of which was
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Henri Fayol (born in 1841 in Istanbul, Turkey, died in 1925 in Paris). A French engineer and developer of the
basic administrative science. He formulated 14 principles of management.
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“Three is the magic number” Bob Dorough 1972 taken form “Mulitplication Rock”. A good cover is the
version by De La Soul from the CD “De La Soul Is Dead” of 1991 released by Warner Music.
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