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SALES

Huntérs and farmers. Sharks and
d‘!li)l]i”.\. F.:lHlt‘?i ‘l['ld Ll[l\fl'.'\'. \X'l.l.' :J“
know these expressions refer o field
sales people. And. we all knew chat
hunters excel ar quickly building a
business or winning new accounts,

\.\"l']ill‘. Rirmers are Fn.'" at |['|'.li'|;ig‘:|lg
the demils of cxisting customer
rel

Whar many of us sruggle with,
however, is knowing when to use

arionships.

liiJH‘.rCH[ l:}' Pl:h UII \\]ll:h i‘,l'ls J”(] |'ll'|w [T
effectively motivare and rewand each
of them with sales compensation, The
classie mistake 15 1o address this dilem-

ma by simply redesigning their sales

compensation programs, The correct
dp'l"ll'l-l‘.'h i‘i 14 !‘IIM (‘..‘(L”llini' lll(‘ l:p'l‘l_'h
of customers you are selling ro and
b [I'lq!}' want o ineeracr wich your

organization.

FOCUS ON THE CUSTOMER
What drives sales job and incentive
campensation  design?  Customer

Focus — being awire of and Focused

on what your customers need and how
they wanr 1o interace with your

urganEatoen — l||1l1(:rhli||i|il]1f| iy
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and why they buy from you and your
comperitors — seeing the sales process
from their perspective — knowing
their issues and their challenges

Focusing on your customers needs
will provic
My posic

e your organization with
e benefits and will acrual-
Iy help you to design vour sales jobs

and incentive compensation  plans,
The following is an actual example of
|||.|'W' ane .‘illL[Eh'.\'HJ.I l:nll'lrltll?l,\" |.|"|.|.t WI:‘I”
call Berrer Distribution (BD) came o
its customer base,

Vi

Firse they classified cuseomers by
how much they ordered, the type and
frequency of services they required,
the scope of their operations and how
they actusally purchased. Ovther criceria
included such things as strategic value,
buying process, central versus local
buting sices and customer growth
poential,

Because the sales process, customer
rllf('lis iln(i customer l‘xpc(_fdli(lrl‘
varied for each of i different
customer segments, BD decided to
prn\'iﬁu different levels of service—
including sales coverage and sup-
port— 1o its custamers based on the
strategic and economic value of the
relationship.

For example, many of B small
BSE ACCOUNTS purcha cd ane or two
items on an infrequent and

unplanned basis, but ar a high

margin, The sales process was
straightforwird and informal in

that l|:t.' CUSLOITIETS |mlwr fre-
quentdy wrned our o be s
owner, In short, this account,
and  others like it, had
limited expectations, needs
and requiremens,

BD then compared this
selling process to that of its
larger and more sophist-
cated customers that it

termed Koy Accounts, [t
found thart its key accounts purchased
in large volumes on a regular basis and
a o I{ML" |['|'-||'gi|,. '&'” U[I- ||'lf \'J‘L'H
were based on annual contracts that
stipulated such things as pricing,
volume and service levels. Addiionally,
these accounts required BD o help

manage inventory levels and order How

and participate in task force meetings
charged with finding ways to reduce
product cost and improve producriviey.
Obviously, this was a much more
involved and qu11p|t‘x process than
simply selling a few drill bits to the
local shop down the street,

BN ultimarely realized chat a broad-

focused sales job thar called on all
types of accounts would be spread oo
thin and would be ill-equipped in
trying to serve the different customer
needs and sclling processes.
The take-awav for us is that our
customers needs and buying processes
drive the focus and the type of sales
jubs that we design o cover them,
Therefore, as your markers and
custommers change, your need for
different types of sales jobs will like-
wise chan Be.

Realizing that not all customers are
created or act alike, many successtul
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organizations have come 1o oot only
customize: their selling straregy, but
have also reorganized their internal
sales and  marketing  operations
around their customer base, Presented
in the pyramid chart is how BD chose
to cover its warious customers, For
example, it created 4 key accoum
manager sales joby o cover it st
strareically and economically impor-
tant accounts and designed other sales
jobs that locused on serving the spe-
cific needs and buying processes of its
ather customer types.

The Job Focus wable presents these
different sales roles and the various job
activities. The dilfference in job roles
results in different types of field sales
behavioss, And, different field sales
behaviors should be encouraged and
rewarded with different types of pay
and reward systems,

Customer Focus
Job Focus Job Focus
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COMPENSATING DIFFERENT SALES
JOBS
If customer focus drives sales job focus,
then sales job focus must  drive the
compensation solution. Unfortunaely,
many companies stick with a compen-
sation solution that may have served
them well in the past but may no longer
serve them well in today's environment.
Consider the case of Our Way, Inc.
(OMWT) wh lost a major account and
was on the verge of |osing several
others. The problem, it seems, was
that OW1 was trving to establish inte-
prated supplier arrangements while
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continuing to pay its sales people a
commission for maving large amounts
of produer inre these major accounts,

A long-term and loyal customer
finally confronted OW1 abowrt this
contradiction and asked how they
could ever hope e achieve 4 true ince-
graced supply and partnering relation-
ship when the sales person covering
the account was singularly concerned
with selling more product to the cus-
romier. This was a clear case of a com-
pensation plan thar was out of sync
with the customers needs and the

- required sales focus.

Another company planned to imem-
duce a new produce thar it believed
would win over many customers from
it competitors, In order to quickly
win a sizable marker share, they need-
ed experienced sales people wheo were
ready and eager 1o make their presence
known. T'he compensation plan need-
ed to encourage and reward its hunters
(business developer sales peaple) for
being highly aggressive and successful,

The solution was a highly-leveraged
{low base salary, high upside incentive
apportnity) uneapped  commission
plan thar encouraged these sales peo-
ple w build the business and quickly
win marker share, And gain market
share they did, The sales arganization
exceeded s fivst year new product rev-
enue projectians by nearly 179

The take-away point to recognize
is that as your srganization grows
and beping o serve multiple wvpes
of customer and naarkets, you may
find the need to use a variery of
incentive u‘:m]::mmiun piau:,. each
railored o the specific wle of the

underving sales job,

READY, AIM, FIRE

Using the right sales jobs and
compensating them appropriaely is
a major straregic decision that should
tike into account your siles and
marketing sratepy, customer profiles
and how vour customers prefer o
work with your organizaton.

Sa, back to hunters and farmers,
sharks and dolphins, and eagles and
dewes, Which is the right job w use
and how should you compensae i?
While the ultimate decision is up 1o
vou, listening o and facusing in on
vour customers needs will provide
you with the rght starting point. ¢ff

Mitchell Rove is managing dircetor of’

The Cambwidge Cooup, @ sales and
marketing  management conslting
fire in Newpeort Beach, CA, He fs a
national speaker and managensent
considtant thae works wh satianal
and international compantes to solve
complex mandgement and sales and
pidrketing ises fn ways that wduce
voist aned imncrease sales amed profis, He
ctn fe reached ar 71448840151

Fall

Convention

Spotlight

To learn in
d he many
ways that you
can struciure
your compensa-
tion plans,
ottend the
-.vorl:.'-hop.
Using Sales
Compensation
to Redirect the
Sales Forces
Efforts, an
Saturday,
MNov., 23, from
200 pm - 4:00 pm
and Sunday,
Mov. 24. froam
9:15 am -
11:15 am.
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