Management STEP ™ #4

The Sales Group, LLC

THE BUSINESS PLAN

The past few units of Sales STEP have talked a great deal about researching territory and pros-
pects, activity models and working smart by prioritizing the use of time. A few sales reps will
have taken this to heart and will be building an overall plan to attack their territory. Unfortu-
nately, in most organizations the majority of reps will still be bogged down in the fray and
won't step back to gain perspective. They believe in everything they are reading, agree with it,
o . o . 0 o o A but don't put it into practice. One tool available for managers to influence this behavior is the
business plan.
Inside this unit:
Each year new territories are assigned and sales goals established. The expectation should be
Setting the Model 1 set that every rep has to fully understand their new territory and build a plan for how they will
reach their sales goa through the year. The call to action should be made perhaps 2 months
into the selling year after the reps have had some time to learn about their territory and uncover
long-term opportunities. Territory reviews should be scheduled with the intent of reviewing
each rep’ s business plan with the management team.

Sales STEP Key Messages 1

Sample Review Questions 4 . )
Territory reviews serve many useful purposes:

Territory Review Outline 8 1. Holding areview with management forces the sales reps to do the hard work of under-
standing their territory and planning their year. Without areview, only a small percentage

This Month's Sales Mesting: 11 of reps will actually complete this critical task.

A Role Play (Continued on page 2)

Homework Assignment 12

SALES STEP™ #7 & #8 KEY MESSAGES

This month’ s key messages and concepts delivered in Sales STEP™:

Q Taking timeto research territory resultsin better overall productivity .
“You haveto go slow in order to go fast.” Rather than taking a shotgun ap-
proach, reps should research and prioritize their activity.

> O Reps should always be looking for new accountsin their territory. It's easy
R e to get caught up prospecting the same set of accounts and miss alarge op-
S A | E S portunity from a new account that could close with much less work.
R O u P

(Continued on page 10)

STEP™ isthe property of The Sales Group, LLC and is made available through a fee based licensing arrangement. If you have re-
ceived a copy of this publication and you or your company have not licensed the material, please destroy this and any other copies to
avoid lega liability. If you are authorized to receive this material, please understand you or your company has signed a licensing
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(Continued from page 1)

2.

As amanager, you need to understand the relative strengths of each sales rep. Over time, you will need to evaluate the
commitment, effort and skill set of each member of your team and decide who to keep on board and who to manage out of
the company. A territory review is an excellent opportunity to gain insight into each team member.

Territory reviews provide an opportunity to gather feedback from your team and understand what the company can do
better to support the sales effort. Take away excuses for poor performance by asking the team what they need to get the
job done.

Discover the level of detail pursued by each rep about their accounts and opportunities. By comparing actual account in-
formation to forecasts you can improve your forecast accuracy by scaling individual’ s projections up or down.

Provide critical guidance to sales reps and utilize peer pressure and management pressure to change behaviors. Thisisthe
best opportunity to really understand what your reps are doing and set expectations for each individual.

Foster teamwork amongst account teams by having the sales reps and technical people work together to prepare for the
review.

Discover important market intelligence about economic trends, competitor’ s tactics, buying climate etc.
Understand requirements for technical resources and build a plan to address any shortfalls.

Roll up aregional/company business plan based upon a detailed foundation provided by each rep.

There are afew guidelines that are important to get the maximum benefit from aterritory review:

a

a

a

Each sales team should present their plan in a private setting apart from other reps. Thisis atime for openness and con-
structive criticism and should not take place in front of peers.

The entire team handling a territory should develop and present the plan. This should include technical resources who
work regularly with the account rep. The most successful sales organizations encourage teamwork by aligning technical
resources with specific account reps to foster teamwork. Each member of the team can manage a different set of relation-
ships within accounts and pursue complex strategies to win competitive battles. Sales teams a so provide some degree of
self regulation because individual members will not let each other get 1azy and underperform. Another benefit is that
teamwork exploits a degree of friendly competition to get the best out of your people. Finally, ateam approach tends to
stimulate more creativity and out-of-the-box thinking because many different styles are applied to solve problems and
develop strategies.

Preferably more than one level of management should attend the reviews. The opportunity for career advancement by
impressing senior management, and conversely, the fear of being poorly prepared, can both be highly motivating factors.
Sales people a so become enthused when they fedl that senior management is aware of their activities and cares enough to
listen to the details (one of the strongest motivations for sales peopleis ego).

Technical management should also be part of the review. If technical resources and sales reps work together in ateam
then technical management should be fully engaged in territory and business planning.

Interruptions are not acceptable. Complete attention should be given to the sales reps during their review. Phone calls and
interruptions should not be tolerated.

Reviews should be between 2 hours and 4 hours in duration.

The actual flow of aterritory review depends upon the team presenting. If you feel the team is well prepared and knows their
territory and accounts, casua questions to test their knowledge and to show you are paying attention is quite appropriate. On
the other hand, if the presentation shows that the team doesn’t understand their territory or hasn’t done the work, you should

(Continued on page 3)
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(Continued from page 2)

take the opportunity to question in detail and apply pressure to theteam. Being up on stagein front of multiple levels of man-
agement and not knowing the basics of the accounts and territory can be a very embarrassing and uncomfortable experience.
The questions you ask will show the team what information you expect them to know. Information that account teams should
include in a business plan can be grouped as follows:

Territory &
Research

Plan for
Meeting
Quota

Coverage
Model

Major

BUSINESS
PLAN

Results YTD
& Last Year

/ Prospects

Resource

Competition

The next section (see “ Sample Review Questions”) contains templates with questions that can be used to test the knowledge of
reps, set expectations and exert positive pressure.

For those teams that are obviously not prepared and have not created a comprehensive plan, the review should be highly pres-
sured and ask many questions to show the team what information they need to prepare. A repeat session should then be sched-
uled to give the team another chance. If ateam isunable to build a plan, serious consideration should be given to their value to
the company and the business plan / territory review can be used as a specific deliverable for managing performance.

An extremely important part of areview isto ask the team what the company can do to support their efforts and what re-
sources they will need to meet or exceed quota. Thisis an opportunity to demonstrate that the company will get in the boat
with the sales team and address concerns. A sales team that feels empowered and supported will be much more enthusiastic
and effective than ateam left on their own to succeed.

At the end of each presentation the management team should review the plan and make comments on what was done well and
what could use improvement. Use this valuable time to praise and reward strong efforts and to help the team understand mini-
mum expectations. Teams that have done a good job should also be rewarded with public recognition. A mention of out-
standing business plans and territory presentations can be made at commit meetings to stimulate the competitive instinct with
therest of the sales organization.

The territory review and business plan is a powerful management tool and should be seriously applied at the beginning of each
year, at a minimum, to influence behavior and check on team performance.
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Sample Review Questions

Territory and Research

How many accounts are in your geography / vertical?

Where did you look to find alist of accountsin your territory?

How will you find new accounts coming into your territory?

What are the industry or business associations common to your customer set?

Who are the largest 10 accounts in your territory?

How much business did we get last year from your patch?

What information did you obtain on the accounts you found listed in your territory? Em-
ployee count? Revenues? Number of office locations? Growth?

ResultsYTD and Last Year

What are your bookings (sales) so far this year?

How are you doing in relation to quota? How much do you have to sell each month?

What accountsin your territory are existing customers? How much did they do last year
and how much so far this year?

Is there any seasonality in your business? If so, why?

How much did your territory produce last year?

How did you do in relation to quota last year?
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Major Prospectsand Opportunities

Who are your top 10 prospectsin your territory and why?

What are the top 10 opportunities in your pipeline (projects you are aware of and are try-
ing to win).

Iy

For a given top prospect:

What do they do (what is their business)?
Who are their customers?

Who are their top 2 competitors?

How long have they been in business?
What was their revenue last year?

How many office locations do they have?
How many employees?

Are they growing or shrinking?

What are their top business initiatives?
Where do they rank in their industry?
How do they make money?

What is the name of the CIO? CFO? CEO?
Who is the existing vendor?

OO000O0DO000D

[ iy Wy Wy Wiy

For a given top opportunity:

Who is the decision maker?

Are funds budgeted?

What is the compelling event?

What happens if deadlines are not met?

Who has to approve the purchase?

What is the purchasing process to get a PO issued?

|s there a purchasing department?

Who actually issues a PO?

Who made the decision to buy the existing equipment (if replacing old infra-
structure)? What equipment is being replaced?

What residual valueisleft on the books?

Over what period is equipment depreciated?

What competitors are you against?

What are their strengths, or who are they aligned with?
What are your strengths?

Why is the company spending this money?

What is the business driver?
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Coverage M odel

How will you prospect your territory?

How have you prioritized your prospecting?

How will you continue to touch all your customers?

What kind of demand creation events have you scheduled?

How many appointments do you need to conduct each week to make quota?

How will you leverage partners and other vendors?

How will you use the technical and sales resources of the company to meet quota?

Have you thought of any special marketing initiatives?

What are the industry or trade associations that influence your customers? How could
you leverage these to help you?

Forecast

What is your current month by month forecast?

Are you forecasting 100% of goal or above?

How much must you forecast each month to achieve 100%+ by year end?

How much pipeline do you have over and above your committed forecast?

How accurate has your previous forecasting been? How close over the past 6 months?

Competition

What competitors are you seeing in the marketplace?

What istheir strategy?

What are their strengths? Weaknesses?

For a given competitor in a strategic account, who is their account manager?

Wheat kind of pricing and discounts are you finding with that competitor? Do you have
any hard data or a specific example?

How is this competitor aligned with your account? Who isafan of that competitor?
Why? Did they purchase from them in the past? Do they have a personal relationship?
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Resour ces

How will you apply our company’ s technical resources to further your sales?

How do systems engineersfit into your sales strategy?

Has your systems engineer been involved in planning account strategy?

What role do you and your engineering resources play at your strategic accounts? What
relationships do each of you own?

How often do you meet with your engineering resources and what do you review with
them?

What other resources in our company could you draw upon to help your sales strategy?

What resources will you need this year for that account?

Areyou limited in any way by alack of resources from the company? What would help?
How? Areyou willing to commit revenue if we supply you those resources?

Plan to M eet Quota

How are you planning to meet quota? Reach stretch quota (10%, 20% or 30% above
guota)?

Where will the business come from? Which accounts? What opportunities are already
identified?

How will you manage your time to meet monthly sales targets?

How much pipeline will you need each month to reach monthly sales targets?

What is your current pipeline?

How much business will come from existing clients, how much will require finding new
clients?
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Territory Review Outline

Sales reps do not always understand how to put together a business plan or territory review and may be uncomfortable asking
for guidance. It isbest to distribute a blank template and ask the reps to complete the review in a consistent format. Many
organizations use Powerpoint or other presentation software packages to build a blank review template.

A typical review template contains the following information:

Topic

Content

Previous year goal and results

Business and Personal Goals

Territory

Goal

Coverage Model

Activity M odel

Demand Creation Events

Ecosystem

Current forecast.

12 Month For ecast

00 OO0D

OO0 OO0 OO0 OO0 OO0 OOOCOOO0 ODODD0 O O OO

Review territory and sales results from last year.
Show quota and actual sales.
Number of new accounts devel oped.

What isthe 1 year, 3 year, 5 year picture?
What are the career aspirations?

Describe territory (geographic or vertical).

List all accounts including demographic information (# employees or other
information to prioritize).

Identify key industry associations/organizations influencing the account
base.

Describe common vertical industry applications and technology problems.

What is the new yearly goal? Break down my month/quarter.
What is stretch goal above 100% - 110%7? 120%? 130%7?
What size of pipeline isrequired to meet goal ?

How is prospecting conducted?

How istime prioritized?

How are new accounts identified?

How will all accounts be touched regularly?
How are partners/ ecosystem used?

Special marketing initiatives?

How many cold calls/ appointments required each week?
Average sale size?
Close ratio?

What events are schedul e?
What future events are planned?
Target audience?

Who are the current ecosystem partners?
Are networking meetings being held? With whom? How often?
Planned additions to the ecosystem?

Detail the current forecast for the following quarter.
How does it compare to goa ?
Be prepared to discuss specific accounts / opportunities.

Long term forecast versus goal .
Any shortfall seen? If so, why? How can it be made up?
What are the wildcards that could drive well beyond goal ?
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Territory Review Outline (continued)

Topic

Content

Top 10 Opportunities

Top 10 Account Prospects

Major Wins

Major L osses

Competitors

Business Strategy

Resour ce Requirements

Recommendations

o000 OO0 OO U0O0OUO00 DOOD OO0 DOODOODOD ODODOODOO

Account name.

Number of employess.

Number of office locations.

Name, title and phone for contact at the account.
# LAN ports.

#WAN ports/ locations.

Project description including compelling event, expected date, size.

Competitors engaged in opportunity / account.

Account name.

Number of employees.

Number of locations.

What does the account do? How do they make money?
Who are their customers?

Who are their key competitors?

Why isthis atop 10 prospect?

Competitor who holds account currently?

List top 3 account wins.
Detail competitive wins.
What was the reason for each win?

Top 3 account losses.

Who was the successful competitor?
Why did they win?

What could be done differently?

Detail product and reseller competition.

Who is prevalent in the marketplace?

What istheir strategy?

Why are they winning? Why are they loosing?
What can be done to compete more effectively?

Any particular marketing / business focus?
Technology focus (IP telephony, content networking etc)?

What resources are needed from the company to succeed?
What is missing?
How can the company help?

What should the company be doing?

Gapsin products/ services?

Competitive threats that need to be countered?
Marketing suggestions?

Service suggestions?
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(Continued from page 1)

O Learn about the business issues and technol ogy trends associated with each vertical market being cov-
ered. Subscribe to trade press and take advantage of industry associations to learn more about the
customer base and likely business problems.

O Takethetimeto identify abaseline of all prospectsin the territory. Prioritize thislist to develop a
plan of attack.

Q Identify thetop 5 or 10 prospects in the territory and devel op strategic sales plans to go after these
larger opportunities. Do detailed research to formulate a focused sales strategy for these accounts.

O Build an email database while prospecting so that the entire account base can be continually mined
and contact can be maintained with alarge number of accounts with ease.

Q Learn how to glean important information from published financial statements. Examine key finan-
cial ratios and indicators that point to business problems, and opportunities for technology solutions.
Compare financial ratios to key competitors and examine growth trends.

Q Act asaconsultant with prospects. Instead of trying to shoehorn products and “sell”, ssmply try to
help the client to succeed. This approach drives higher sales and long term relationships will be es-
tablished resulting in repeat business.

O Understand the client’s world and the factors that influence the decision process in order to act con-
sultatively. Find out how to help aclient succeed—according to their goals and agenda.

Q Always ask key prospects how they are measured and what keeps them up at night.

O Spend time understanding the client’ s organization and power structure. Look for clues through track
record, assigned responsibilities and political alignment.

Q Understand the corporate culture of your prospects and highlight areas of your company and the pro-
posed solutions that are aligned to this culture.

Q Anticipate and leverage influence from other key vendors and personal relationships.

Q Stay current with information being read by prospects. Find out what the trade pressis advocating in
terms of technology and vendor selection?

O Besensitiveto the client’s personal goals and try to add value wherever possible.
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This Month’s Sales Meeting: A Role Play

The group activity for the sales meeting will be arole play to put the core concepts from Sales STEP #8 into action and review
the material in the context of area sales environment. The objectiveis for the sales representative to gain an understanding of
the complete world of the customer, not just of the technology needs for a given project. Through this knowledge, arep can
put together a sales proposal that achieves competitive advantage. Since customers have many constraints and pressuresto
deal with aside from pure technology needs, top sales reps will endeavor to understand the complete picture and address key
areas of concern in addition to formulating a good technical solution.

Companies face many critical issues in the deployment of technology that are often just as important as the technology itself.
For example, the cost to maintain technology is usually considerably greater than the cost of acquiring it in the first place.

One study showed that of every dollar spent on IT, only 23% went towards to acquisition of capital equipment. The remainder
funded staff, maintenance, training, documentation, telecommunications circuits etc. The lesson isthat sales reps have to pay
attention to the ancillary needs surrounding the technical solution, such astraining, network management, break-fix, lab equip-
ment, fault isolation, and so on. By understanding these issues, sales reps can formulate a sales strategy that offers consider-
able value for the customer. Many deals are leveraged through bundling of training services or lab equipment, or through net-
work management value-add.

The lesson in this exercise is for the sales team to engage broadly with a customer’s organization in order to fully understand
the issues surrounding the deployment of technology. If the rep can anticipate the roles and responsibilities of the customer,
there is more of an opportunity to get creative with a sales proposal and appeal to the critical concerns of the client. The key is
to consider what factors might influence a technology decision-maker other than the technical solution and become proficient
at gathering the information through customer meetings.

The exercise can be conducted in one of two ways:

1. Split the team into groups of two or four. Half of each group will play the role of the prospect, the other half the role of
the salesrep. Provide each member of the team with the appropriate hand-out (prospect or sales rep) and monitor the
progress as the session develops. Make sure to take notes as you observe so that you can debrief teams after the exercise
is compl eted.

2. Have two members of your team perform the role play in front of the entire group and then hold an open discussion to
review the exercise. This approach is advantageousin large groups when there are not enough class leaders to observe all
of the action.

In either case, the appropriate handout (sales rep or customer) should be given to each member of the team and the sales man-
ager should provide an outline of the exercise and review the purpose and objectives. Team members should then be sepa-
rated and given 15—20 minutes to prepare for the role play. Finally, each team should be brought together and given 10-15
minutes to actually perform the role play.

Two role plays have been provided along with Management STEP #4. Thefirst isthe suggested role play for use in your
monthly sales meeting. The alternative role play is provided for those organizations that have attended one of our instructor
led sessions and already performed the suggested exercise. The aternative role play can also be used to provide additional
opportunities for practice and team-building.

Therole plays are enclosed with this unit of Management STEP under separate cover and include handouts that can be printed
and duplicated as required.
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Homework Assignment

This month’s homework assignment has been purposely kept light in order to allow repsto focus on de-
veloping their business plan and territory review. If you have not already conducted aterritory review,
schedule review sessions with each rep in the next 3—4 weeks. Consider making this homework op-
tional if territory reviews are to be prepared during the next 30 days.

The homework combines action items from Sales STEP #7 and Sales STEP #8:

O Identify industry trade associations that impact the customer base. Ask key customersfor helpinlo-
cating these organizations.

O Research vertical industries (where appropriate) to identify key business drivers and industry trends
affecting customers.

O Meet with two customers where there is a close existing relationships and ask for their help in under-
standing their world and their perception of vendors.
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Phone: 203-366-1500
Fax: 203-330-9293
Email: info@sales-group.com

We're on the Web!

http.//www.sales-group.com

V12

A RoADMAP FOR TEAM SUCCESS

I Iy Iy Iy oy Iy Ay Iy My

Hire excellent team members.

Provide clear territories with minimal conflict.
Set high expectations.

Define objectives.

Adopt compensation plans that drive desired behaviors.
Set the model.

Build acommon vision.

Reach agreement on strategies and metrics.
Drive performance through team commitments.
Formulate and review business plans.

Manage team performance and conflicts.

Lead by example.

Empower team members.

Foster teamwork.

Provide development opportunities.

Introduce friendly competition.

Reward top performance.

Supply feedback.

Foster an open workplace.

Listen.

Be ready to adapt.

COMING IN THE NEXT UNIT...

Build a common vision. Teamwork iscritical to high performance organizations. No matter
what you tell the team, they have to actually see and believe a vision of success and buy into the
expectations of the organization. Nay sayers and negative wizards can erode performance.
Taking a half day to build acommon vision is a phenomenal investment that yields surprising

results.

Are you regularly reviewing
Sales STEP™ material and
assigning homework?
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