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If sellingingeneral isamystery tomany quick/digital/
small commercial printers, then hiring and managing
salespeople must seem to be up there with the greatest
mysteries of al time. You only need to look at the
failure rate to know that something isreally wrongin
the way outside salespeople are hired, trained, and
managed inthisindustry.

Nobody should expect a 100% success rate with
salespeople, or any other category of employeefor that
matter. But when you talk to sales managersin other
industries, they talk about an expectation that one or
two out of every ten salespeoplethey hirewill fail. An
informal survey I’ ve done seemstoindicate that more
than half of the salespeople hired by quick/digital/
small commercia printersduringthelast several years
didn’t makeit totheend of onefull year. Many of those
salespeople quit or were fired within the first six
months.

That' sahorrifying statistic. It'sso horrifying that it
mightleadyoutotheconclusionthat quick/digital/small
commercia printers shouldn’t have salespeople, that
there's something about this industry that makes it
especially difficult for a salesperson to succeed. But
thereisn't anything likethat. In truth, thereare only a
few reasonswhy salespeoplefail inany industry. Lack
of training is one. Lack of motivation and proper
management is another (especially during the critical
first few monthsof employment!) But hiringthewrong
personinthefirst placemay betheleading causeof all.

MORE MISTAKES

| don’t think the printing industry offers any more
intrinsic potential for salespeopletofail thanany other
industry, but | dothink that quick/digital/small commer-
cial printers make more hiring, training, and manage-
ment mistakes than most other sales managers. And
thereason for that is pretty simple—and not necessar-
ily areason for blame! It’sthe simple truth that most
quick/digital/small commercia printershave no sales
management experience. They are operating by trial
and error, and making lots of similar and typica
mistakes.

Most of these mistakes are avoidable. Like so many

other things, it's just a matter of understanding and
applying afew basic skills...and using al of the avail-
ableresources! | think theimportant thingisfor younot
to back off fromtheideaof putting sal espeopletowork
for you. Sure, there are risks involved, but there are
substantial benefitsaswell. If you can make asal esper-
son successful, he or she is going to make you more
successful...maybe much more successful!

So, let’ stakeit by thenumbersand examinetheissues
that will help you to make outside saleswork for your
company.

1. DEFINING THE JOB
AND DEVELOPING A PROFILE

Hiring the wrong person in the first place may very
well be theleading cause of salesfailure. But what are
wetalking about here? Aretherecertaintypesof people
who can’t sell?1 don't think so, aslong asthey possess
a certain level of intelligence and the willingness to
work. I’ mabsolutely committedtothebelief that selling
isan acquired talent. It's something you learn—some-
thing that can be taught—not something apersonhasto
be born with.

But the ability to sell isvery rarely the issue behind
aperson being wrong for aparticular selling job. Much
more often, the issue is a poor match between the
salesperson and the product, the market, the income
level, or the expectations of the person doing thehiring
and ultimately managing the sal esperson.

Job Description. Let’s start with the understanding
that there are many different types of salespeople and
selling situations. Beforeyou even think about looking
for asalesperson, you must definethejob you want that
person to do. Are you looking for someone who will
bringin new customers, or “service’ thoseyou already
have? Do you expect your salesperson to do his/her
ownestimating?Takecustomers/prospectsout tolunch?
Makedeliveries? Thespecificsof thejob haveadefinite
bearing on the sort of person who will be right for the
job! (You'll find an exampleof aprinting salesperson's
job descriptioninthe Appendix section.)
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The Money Factor. Next you must consider “the
money factor,” sinceit’salmost certain to be the sales
candidate’ sfirst concern. (If it’ snot, by theway, don’t
waste any more time talking with that candidate. Y ou
want peoplewhowant to makemoney. Y oudon’t want
people as salespeoplewhotell you that themoney isn't
important. They're either lying to you, or elsethey’re
peoplewho will bedifficult for you to motivate. Either
way, that's a hiring mistake looking for a place to
happen.)

Therearethreeissuestobeaddressedin determining
an income level match. The first is your investment
tolerance—how much money you' rewilling to invest
over aspecific period of time. Thesecondishow much
thecandidatewantstomake. Andthethirdishow much
the candidate needs to make while starting out.

Y our decisionontheamount you' rewilling toinvest
hasto comefirst, becauseit will determinethelevel of
maturity and experienceyou can hire. Let’ ssay you're
willingtoinvest—or can affordtoinvest—$1500.00 per
month in a salesperson. | want you to understand that
you'll only get a good match with someone to whom
that’ senough money. Y our best match inthe $1500.00
per monthrangewill probably beayoungpersonlooking
for an entry-level salesjaob.

I’ d better note that we' re only talking about guaran-
teed compensation here. | believevery strongly that the
total compensation plan should have a guaranteed
component, made up of a salary or draw against
commissions, and an earned component based on
commissionsaone. We'll discusscompensation plans
ingreater detail alittlefarther aong, but thisiswherethe
issue of what the candidate wants and especially needs
toearncomesin. Y our $1500.00 per monthinvestment
in guaranteed compensation might reasonably be ex-
pected to turn into the $25,000 per year job that the
salesperson wants if he or she brings in enough
commissionable salesvolumeto justify that total com-
pensation. Intheshort term, though, whilethe sal esper-
sonislaying the groundwork for future success, there
hasto beenough money comingintokeepthesal esper-
son going. Otherwise, therelationship isguaranteed to
fail.

Asnoted, we'll discusscompensation plansingreater
detail father along. It’ simportant, though, that you have
the basic structure of your compensation planin place
before you start the hiring process. One of the most
common hiring errors quick/digital/small commercial
printers make is advertise for a salesperson and then
negotiate a compensation plan based on what the
candidate wants, essentially allowing the candidate to
define the compensation plan. That'sjust plain crazy,
folks! It is up to you to decide how much you are
willing—or able—to invest, and to devel op an overall

compensation plan that will both motivate a sal esper-
son and ensureyour profitability. Thechallenge, then,
istofindthebest candidatewhofitswithinyourinitial
investment and overall compensation tolerances.

Cost vs. Experience. It'sgenerally true that asyou
move up in the investment range, you can expect to
attract candidates with more experience, either actual
salesexperienceor at least agreater level of maturity.
If you' rewillingtoinvest $2500-$3500 per monthright
from the start, you can probably hire someone with
printing sales experience, and maybe even an estab-
lished account base. | would caution you, though,
against counting on all of that business coming along
with the salesperson. That doesn’t always happen, as
many printers have learned the hard way.

There' s no definitive answer on whether it’ s better
to hireyoung and cheap, or experienced andrelatively
expensive...you can be successful either way. The
younger, lessexperienced personwill amaost certainly
take longer to produce, but you're investing less,
thereby keepingtherel ationship between money going
out and sales volume coming in balanced. The more
experienced person stands to produce more quickly,
but you do have more money at risk.

Products and Market. | tend to lean toward
younger, inexperienced peopleasaquick/digital/small
commercia printer's best choice. Lower cost and
investment ispart of my rationale. But of equal impor-
tance is the idea that an inexperienced person is less
likely to havethe kind of ingrained attitudes and “ bad
habits’ that would makeit difficult to get amatch with
the kinds of products and customersthat make up this
segment of the overall printing market.

Quick/digital/small commercia printerssell small but
important print jobs. They’re often small in terms of
dollar value, but they are very important to the cus-
tomer. Unfortunately, the sales world is full of “big
ticket” mentalities, who simply could never makethe
adjustment from chasing large orders in the hope of
bagging oneevery onceinawhileto producing asteady
flow of small but important print jobs.

Y our hiring process needs to screen out these “big
ticket” thinkers, and al so screen out anyonewho might
not relate well to the sort of peoplewho make up your
customer base. | would stay away from people whose
sales experience came in any kind of “pressure’
sdlling, liketheyellow pagesor automobiles. Printingis
sold most effectively when trust and confidence are
developed, not by pressure tactics.

Profiling. Oneof thebest stepsyou cantaketoavoid
ahiring mistake is to develop awritten profile of the
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person you think will be best suited to the job. It is
admittedly unlikely that you'll find a person who's a
perfect match, but thiswrittenprofilewill helpyougreatly
in evaluating candidates. It will also help you to under-
stand your upcoming training challenge. Please consider
that a printing salesperson must know certain thingsin
ordertobesuccessful (we'll talk about thosethingsalittle
farther along.) The unavoidable truth is that any neces-
sary knowledgethat isnot present in your candidate will
havetobetrainedin! It’ simportant to consider that at the
very earliest stages of the hiring process.

Asameansto help you evaluate candidates, it' salso a
goodideatoassigna“ point value” to each factor onyour
profile. We' |l talk moreabout that inan upcoming section
on evaluating resumes.

You'll find a“ questionnaire” to help you develop your
profileinthe A ppendix section, alongwith an exampl e of
one company’s actual profile developed from this ques-
tionnaire.

Key Characteristics. Here'salist of what | think are
the most important characteristicsto look for in aquick/
digital/small commercial printing salescandidate:

* brightness/intelligence

« stablework history (ideally, nolessthan 2 years
at any previousjob)

* previous “business-to-business’ sales or cus-
tomer service experience

* outgoing personality coupled withacompetitive
nature

 demonstrated attention to detail

e computer skills

* printing/graphic arts experience and product
knowledge not necessary...but area plus!

L et me aso mention herethat | would requirethat any
candidate provide me with a comprehensive resume,
listing each previous employer—starting with the most
recent and working backwards—and listing job title and
responsibilitiesfor each position held.

2. INITIATING A COMPREHENSIVE SEARCH

Whereand how do youlook for awinning sal esperson?
Theanswer tothat questionisthat therereallyisnosimple
answer. Some quick/digital/small commercia printers
havefound great peoplethrough“ helpwanted” adsinthe
newspaper, and others have run ads for weeks and not
even gotten a single response. Some have used “net-
working” techniques, and still others have used search
firms—* headhunters’—to hel p them find salespeople.

Thebest strategy for finding awinning salespersonisa
multi-faceted, comprehensive approach...and it starts
with alook inside your company.

I mentioned just amoment ago that aprinting sales-
person must know certainthingsinorder tobesuccess-
ful. In my opinion, there arefour main componentsto
the Printing Sales Knowledge Base.

Product Knowledge. The first of these compo-
nents is product knowledge. A quick/digital/small
commercial printing sal esperson’ sproduct knowledge
requirement is substantial, much more substantial, in
fact, than salespeoplein many other industriesface. A
printing salesperson has to have some knowledge of
how theink—or toner—getson the paper; of what has
to happen before printing or imaging can occur; of the
bindery processes that are typically required to com-
plete ajob after the paper is printed or imaged; and of
the capabilities and limitations of the equipment that
your shop uses to do all of this.

Beyond just the equipment and technol ogy, aquick/
digital/small commercial salespersonshouldbefamiliar
with paper, and al so with the specifics of awiderange
of “printed products,” like brochures and business
cards, business forms, booklets and catal ogs, mailers
and manuals.

And even that doesn’t fully cover it. The best quick/
digital/small commercial salespeopleareal so capable
of addressing the purpose of the printed piece, and
helping clients to create printing that will actually
perform to it's purpose better. Graphics and design
skills, copywriting skills, and basic marketing expertise
fal into the product knowledge category in the
Printing Sales Knowledge Base.

Market Knowledge. The second component is
mar ket knowledge, which refersto the things a quick/
digital/smal commercial salespersonshouldknow about
market itself; about “typical” customers—and your
specific customers—and about trends in the printing
marketplace.

Theincreased use of color in businessprintingisan
example of what | mean by trendsin the marketplace.
Other examplesarethetrendtoward“ digital originals,”
and the trend toward buying smaller quantities more
frequently, as opposed to the old approach of buying
enough “to last all year.”

Operational Knowledge. The third component is
operational knowledge, which simply refers to the
way you want your shop to run. How is an order
entered? What isa“normal” delivery? Who does the
pricing, and how much latitude, if any, doesthe sales-
person have in adjusting those prices?

How doyouwant your salespersontodresswhen out
on sales calls? What are the parameters—if you even
want thishappening—for taking prospectsor custom-

Starting Smart Into Outside Sales 4



ers out to lunch. Who's responsible for picking up
artwork, or getting proofsback into theshop, or making
rushdeliveries?

In my experience, this sort of operational knowl-
edge is the component that gets the least attention in
training salespeople. The result is most often that the
salespersonisnever fully integrated into the organiza-
tion, never made part of theteam. What you get thenis
usually friction between the sal esperson and everyone
el se, including the owner, which all too often leads to
“you'refired!” Or “I quit!”

Selling Technique. Thefourth and final component
of the Printing Sales Knowledge Base is selling
technique...how to prospect, qualify, and then con-
vincetheright kind of peopleto becomeyour custom-
ers. Thisis probably the component that’s given the
mostimportanceinmost quick/digital/small commercia
printing companies’ thoughtsontraining. | hopeyou'll
seethat it’ sonly apart of theoverall training challenge.

Intelligence Factors. Another thing | hope you'll
seeisthat three of thesecomponentsarevery definitely
intelligence factors rather that personality factors.
The three I'm specificaly talking about are product
knowledge, market knowledge, and operational knowl-
edge—nbut | think you can also make a strong case for
sallingtechniquebeingasmuchanintelligencefactor as
any factor of personality. Asl saidearlier, | believethat
salespeople are made—trained—and not born. | want
youtolook for bright peopleto hire as salespeople, and
I’ve always considered a“ sales personality” asaplus,
but never as a requirement.

The final thing | hope you'll see and really take to
heart isthat all of the peopleyou haveworking for you
now—counter help, office help, even press or copier
operators and bindery people—have at least some
measureof product knowledge, market knowledge, and
operational knowledgeintheir own current knowledge
base. It may be that all they need to become effective
salespeopleissometrainingin selling technique.

L ook Inside. The point isthis...the best salesperson
you could possi bly hopeto hiremay besomeoneyou’ ve
hired already! There’ sno questionin my mind that the
first placeyou shouldlook for an outside salespersonis
on your own current staff. And | definitely include
production peoplein that statement. Some of the most
successful printing sal espeoplel know cameout of the
productionenvironment. AsBob Hall (ExecutiveEditor
of Quick Printing) might say, they “cleaned up real
nice,” and then made very good use of their extensive
product and operational knowledge, improving their
market knowledgeand selling techniquealongtheway.

It's worth noting that I’ ve seen production people
turned into effective salespeople by design...and by
desperation! More than a few successful salespeople
| know weregiventheoptiontoeithertry sellingor find
a completely new job. And when you think about it,
that’ snot abad choiceinthat situation for either party.
Most quick/digital/small commercial printshopowners
don’t seemtowanttolet people go, evenwhenthere's
simply not enoughwork tokeepthemaround. Turning
anunderutilizedinsideemployeeintoan outsidesales-
person—even on a part-time basis—givesthat person
much more of an opportunity to be productive, and a
real chancetomakeapositivecontributiontothehealth
of the business.

Not everyone wants to be a salesperson, though.
That’ safact, andyoumay still havetolook outside. But
don’t discount the potential inyour inside employees.
Be aware—and make them aware in your discus-
sions—that they have a healthy head start on the
Printing Sales Knowledge Base.

L ooking Outside. As noted earlier, the best strat-
egy for findingawinning salespersonisamulti-faceted,
comprehensive approach, and the most obvious start-
ing point isan ad in the most widely-read local news-
paper. What should the ad say? In answering that
guestion, let’s consider exactly what you want the ad
to accomplish. | think you want it to attract any
candidate who fits your profile, and repel any candi-
date who doesn't.

In order to be successful at meeting thischallenge, a
“help wanted” ad must provide the reader with three
key piecesof information: (1) abrief description of the
company and the job; (2) a specific understanding of
the job’ s compensation range; and (3) instructionson
how to respond.

In al cases, specific is better than vague. Please
understand that you don’t measure the success of a
“helpwanted” adintermsof quantity of response, but
rather by the quality of response. In other words,
you' re better off with a small number of solid candi-
dates than with alarger number of bad ones.

Y ou'll bewiseto planonrunning your ad for at least
two weeks. The Sunday newspaper is generally ac-
knowledged asthe most likely placefor job seekersto
belooking, andif costisafactor, you' |l getthebest bang
for your buck in the Sunday edition.

You'll find several examplesof “ helpwanted” adsin
the Appendix section.

Networ king Options. Running an ad in the news-
paper may be the most obvious starting point in the
search for asalesperson, but it's probably not the best
optionavailabletoyou. That optionisto“ network” your
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search; to reach out to friends and acquaintances,
suppliers and even customers as a means to identify
solid candidates.

Think of itthisway, who arethepeoplelookinginthe
“Help Wanted” section of your newspaper? For the
most part, they are people with an active interest in
changing jobs. Why would that be? There are really
only two possibilities...either something is (or was)
wrong with the job they have (or had), or somethingis
wrong with the person. Granted, there are plenty of
good people working in bad situations where you
wouldn’t hold adesire to change against them, but the
truth of the matter isthat the ideal candidate for your
salespositionisprobably working at ajob right now and
happy at it...but smart enough to listen if something
better comes along!

Thesecret to effective networkingisto beabletotell
your friend or acquaintance, supplier or customer ex-
actly what sort of person you'relooking for. And that
takesushack to...thewritten profile! Oneof my clients
recently took copiesof hiswritten profileto aChamber
of Commercemeeting, andtold hisfellowlocal business
people that he was looking for a salesperson. “Thisis
the profile we' ve put together,” he told them. “If you
know someonewhofitsthe profile—and who might be
interestedinwhat | think isagreat opportunity—please
do one of two things: either give the person my name,
and ask him or her to call me, or give me the person’s
nameand|’ll makethecall.” My client gainedreferrals
to two very solid candidates through this strategy, and
ended up hiring them both!

By the way, please note my use of the word “refer-
ra.” Inselling, areferral givesasalesperson animpor-
tant head start at building arelationship, because even
though the prospect may not know thesal espersonvery
well, that salesperson was referred by someone the
prospect knows at least a little bit better. In hiring, a
referral givesyouanotherimportant resource. ..someone
who may very well havehad somepersonal experience
with the person you’ re considering.

Headhunters. Many quick/digital/small commercial
printers have been reluctant to use “headhunters’—
search firms, executive recruiters, employment agen-
cies, etc—because of the costs involved. A typical
search firm will ask you for afeein the neighborhood
of 30%—and that’'s 30% of total expected first-year
earnings, not just guaranteed earnings. Don't ever
forget, though, that just about everythinginthisworld is
negotiable!

Another one of my clientswent to asearch firmwith
her profile and made a counter-offer to the 30% fee
(whichinthiscase represented approximately $8000.)
“I'll pay you $1000if | hire acandidate you send me,”

shesaid, “andthen!’ |l pay you$2000 moreif | keepthe
person beyond 90 days. And then I’ll pay you $3000
more if he/she reaches my first year sales objective
(which in this case was $250,000.) The recruiter
apparently decided that ashot at $6000 was better than
nothing, because he agreed to those terms. (Interest-
ingly, my client found her own salesperson through a
networking process similar to that described earlier.
But the lesson hereisthat the headhunter waswilling
to deal.)

Why even consider a headhunter, you might ask? |
think the main reason is that a recruiter does exactly
that; he/she calls people who already have jobsto see
if the might be interested in looking at “something
better.” A recruiter can be especialy helpful if you're
considering trying to hire an experienced sal esperson
away from one of your competitors.

Bottom Line. The bottom linein this sectionisthat
no single activity will guaranteethat you' Il find solid
candidates. The best approach is a proactive and
comprehensive approach...to put lots of ironsin the
fire and leave no stone unturned in your search for a
high-performance sal esperson.

But here’ sonemoreimportant “word of wisdom”—
patience! Don't ever lose track of the fact that a
salespersonisamajor investment—and likeall invest-
ments, the potentia istheretoloseyour money if you
invest poorly. You should plan for it to take two full
monthstoidentify candidates, evaluate and interview,
makeadecisionand an offer, and have anew sal esper-
son actually at work in your company.

3. EVALUATING RESUMES

Pleaseremember that one of the keysto asuccessful
“help wanted” ad—or any other method of marketing
asaes position—isto provide instructions on how to
respond. My personal preference has always been to
ask for aresumeand cover | etter, sent throughthemail,,
by fax, or in recent times, even by e-mail. There'sno
guestion in my mind that you want to see aresume—
and no guestion that an applicant for a sales position
should have aprofessional -looking resume!

Here's a piece of advice | give to al of my
clients...once you've placed your ad(s) and started
your networking process, resist the temptation to look
at every resume asit comesin! | think it'safar better
idea to establish a“ collection period”—perhaps two
weeks—and simply place every responseyou getina
filefolder until that collectionperiodisover. I’ vefound
that thisstrategy providestwo benefits: (1) it provides
someinsulationagainstthe* highsandlows’ that many
printers seem to go through at this stage of the process
(highs any time a solid-looking resume comesin, and
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lowsonthedayswhen noresponsesarrive) and(2),it’s
simply easier to eval uatetheresumesobjectively when
you look at them all at the sametime.

Themost important consideration hereisthat you do
not compare the resumes directly to each other. You
comparethemto your written profile! Remember, you
took thetimeto think about the characteristicsyou are
looking for in a salesperson. Now let’s see how well
your respondents match your profile.

I mentioned earlier that it's a good idea to assign a
“pointvalue’ toeachfactor onyour profile. Asyoulook
at theexampleinthe Appendix section, you' ll seehow
these point values were assigned. In this particular
profile, themostimportant factor concernsage, sex and
earningsrequirement. Thisfactor wasassigned avalue
of 40 points. (“ The ideal candidate is probably a
woman between the ages of 28-55 with modest
initial compensation requirements...$1800 - 2200
per month ‘need’ for the first 4-6 months; $24,000
- $28,000 ‘want’ for the first full year.”)

In evaluating resumes against these criteria, a 30-
something woman with exactly those compensation
requirementswoul d scoreall 40 points; a30-something
man with the same compensation requirements might
score 35 points; aman who graduated from collegein
1965 and whoseresumeindicatesjobsat amuchhigher
pay scale might score 0 points.

(By theway, | know that this could be construed as
discriminatory, andwebothknow that discriminationis
illegal. If you are uncomfortable in any way with
possible discriminatory liability, you should talk with
your lawyer beforeyou put your profileinwriting. | am
committed, though, to theideathat you are allowed to
hire the best person for any job, and that involves
consideration of avariety of “successfactors.” | hope
your lawyer will tell youthat youwon't be punishedfor
making good businessdecisions.)

As you look at the sample profile in the Appendix
section, you will note that there are several factors
which you can’t really evaluate from aresume alone.
My feeling, though, isthat 80 of the 100 points can be
evaluated (thosefactors areindicated by acheck mark
on the example.) From that point, my feeling is that
anyonewho scores40 pointsor moreinyour eval uation
of their resume is worth interviewing. Anyone who
scores less than 40 points should be removed from
consideration.

What about situations where you' re not quite sure
how to score acandidate based on what you see on the
resume? It’ san unfortunatefact that many resumestell
you less than you really need to know.

In those situations, | recommend a telephone “pre-
interview.” “1 have your resume here,” you might say,
“and | like what | see so far, but there are a couple of

things | need to ask you about before we schedule a
formal interview.” Then ask whatever questions will
help you to get an accurate picture of how this person
scores against your profile. (Please note that I’ m not
suggesting that you conduct a comprehensive inter-
view over the phone, just enough to answer your
immediatequestions.)

What if you don’t get anyone who scores 40 points
or better? My advicewould beto run your ad(s) again,
and check back with all of the people you originally
shared your plans and your profile with. Remember,
anything necessary for successwhichisnot presentin
a candidate will have to be trained in. It's a huge
mistaketotakeontoolargeatraining challenge. Asthe
old saying goes, you can’'t make a silk purse out of a
sow’' s ear. Be patient, and keep looking until you find
the right person!

Need To Hire? Here's a question to consider.
Would you ever need to hire a salesperson immedi-
ately?Therearereally only two possibl esituationsthat
would causeyoutowanttohireone: first, togrow your
business beyond where it is now, and second, to take
careof customersyou aready have (perhapsreplacing
a sal esperson who had established some accounts.) If
the desireisto grow your business, you' d better face
thereality that no matter what you do, it’ sgoingtotake
timefor asalespersontodevel oprelationshipsand start
bringing in business. The idea that you can hire a
salesperson and start seeing significant resultsimme-
diately issimply not realistic. Remember, the purpose
of increasing salesvolumeisreally toincrease profits.
Experience has shown that the strategy of hiring a
“warm body” typically resultsin aloss of profit.

As for taking care of a departed salesperson’s
established customers, don't forget that you have the
option of turning them into “house accounts’ —either
temporarily or permanently. And don't forget that
another optionistoletthemgouncared-for. Again, the
focus should be profit, not just salesvolume. Remem-
ber, you can afford to lose some business when you
have already reduced your payroll expense by what-
ever you were paying the departed salesperson. Mea-
surethat against the possibility that youwill go“ out of
thefrying panandintothefire” by movingtoo quickly
and making a hiring mistake on areplacement.

One of the foundations of sales management suc-
cessisto hire the right person, not the first person!

4. THE INTERVIEWS STAGE

| think one of the key secrets of my own sales
management success has been that | always made
certain that the people| hired were agood match with
me. If you'll accept that there are plenty of peoplein
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thisworld with the talent—or at | east the capability—
to sell effectively, | hopeyou' Il also seethewisdomin
waiting until you find onewhowill alsowork well with
you and for you.

Theway I’ velookedatit, if apersonwill work for me,
| can teach and manage that person. If he or shewon't
work for me, I’ djust be asking for troubleto bring that
person on board.

Because I'm looking so carefully for someone who
will match up well with me and work for me, I've
surprised a lot of people who've come to me on
interviews. | think it’ sfair to say that most job-seekers
expecttohavetodomost of thetalkingonaninterview,
going through their background and work history, and
answering questions from the interviewer. | don't do
any of that onafirstinterview. | talk about me...and my
company...and the high standards | have for theway |
want the job that this person is interviewing for to be
done.

| should probably clarify that | don’t conduct these
first interviews without having seen a resume and a
cover letter, and | don’'t wastemy timeor thecandidate’ s
time unless I’ ve seen something in the paperwork to
indicatethat thisperson hasthebasi ¢ skillsand capabili-
tiesnecessary to dothejob. But oncethefirstinterview
isdone, the candidate has someidea of what he or she
might be getting into. And at the end of the first
interview, | challengethe persontothink about all heor
she has learned about me...and my company...and my
high standards... and decideif thejobisstill something
he or she wants to pursue.

The next step—if the candidate decides to take it—
isasecond interview. This one requires the candidate
to do most of the talking. | ask alot of questions and
listen carefully to the answers, because my attitudeis
that I'm “buying” in this situation, and | want to learn
everything | can about whether this “product” is the
right one for my company.

My questions are intended to get well beyond the
surfaceinformation presented in aresume. Remember
that what you’ relooking forisanindication of how this
personisgoingtoactinthefuture, notjust adescription
of what jobsandresponsibilitiesheor shehashadinthe
past. (You'll find alist of someof thequestions| liketo
ask in the Appendix section.)

After my questioningisdone, | invitethecandidateto
ask any questions he or she might have. Thisiswhere
| often gainafinal piece of insight that has enabled me
to hire well over the years. If the candidate asks good
questions, | get excited. Because the kind of selling |
want thisperson to do isaprocess of asking questions,
listeningtotheanswers, and then explai ning how my—
your—capabilities can meet the client's needs. A
person who can’t—or won't—ask good questions

can'tsell printing.

The next step—again, if the candidate still shows
interest—is a few more interviews. After severa
hiring failures early in my own sales management
career, | madethedecision that that | would never hire
a salesperson based on fewer than 6 conversations.
Y oumightthink | spentall of my timetalkingwithsales
candidates, but that was not the case. | fact, | usually
only talked to them three times, and one of those
conversations was often the telephone “pre-inter-
view.” The other three conversations were between
the sales candidate and others on my staff. Why?
Because | valued their opinions, and because | knew
that they would both provide mewith another perspec-
tive on the candidate, and provide the candidate with
another perspective onthejob. (Please remember that
two important things are going on during the hiring
stage; youaretryingtomakeagood hiringdecision, and
thecandidateistryingto makeagood career decision!)
Still another good reason wasthat | wanted these other
people—often production and/or customer service
employees or managers who would have to deal with
anew salesperson on aday-to-day basis—to “buy in”
on the candidate too.

Again, one of the foundations of sales management
successisto hiretheright person, not thefirst person.
It takestimeto do thisright, and you should use every
resource at your disposal. And that takes us directly
to...

5. PSYCHOLOGICAL TESTING

There are a variety of psychological testing pro-
grams that you can use to help you make a hiring
decision, andinmy opinion, youhavetobecrazy notto
usethem. Theseprogramsgiveyoualook “ beneaththe
surface,” and that’ s extremely important, becauseit’s
easy to befooledin aninterview, especially by some-
onewith an outgoing personality and the ability so say
al of theright things. Experienced salesmanagerswill
tell you that there's no one more dangerous in an
interview than asalescandidatewho cantalk but won't
work, and you can really only accurately evaluate one
of those factorsin an interview.

I’'mpretty good at eval uating sal estalent, but I’ m not
infallible. I’ve been fooled before at the interview
stage, and | haveevery expectationthat I' mgoingtobe
fooled again. That’ swhy | would never hire someone
to work for me without first testing (and checking
references! More on that follows) | want to see
what’ s below the surface before | make a significant
investment like hiring a salesperson, and you should
feel the same way.

These testing programs range from 20-30 question
personality evaluations at a cost of $40-$50 to much
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more comprehensive—and costly—testing tools. The
one | personally recommend is called the Caliper
Profile, a153-question profilethat may takeacandidate
a couple of hours to complete. Caliper had had a
relationship with Printing Industries of America for
many years, and they have devel oped a specific “ suc-
cess model” for a printing sal esperson.

Theprocessof administeringaCaliper Profileisvery
simple. First, youcall Caliper at 609-924-3800, and ask
them to send you afew copies of the test document. (|
would do thisif | were even thinking about hiring a
salesperson. Thereisnochargeat thispoint, you’ll only
bechargedwhenyoureturnaprofilefor scoring.) Next,
you bring the candidate in to compl ete the profile, and
then you fax the score sheet back to Caliper. Later that
day (or early the next day if you fax a score sheet back
after 2:00 PM Eastern Time), you'll get a phone call
fromacCaliper consultant whowill tell you exactly how
your candidate compares to the Caliper model of a
successful printing sal esperson, and actually giveyoua
hire/don’t hire recommendation. Shortly after that,
you'll receive a complete written report.

The Caliper Profile costs approximately $250, and |
think thebest way for aquick/digital/small commercial
printer to use it—or any other psychological testing
program—isasafinal check beforeactually offeringa
jobto acandidateyou’' vedecided you likeonthebasis
of the interview process. | would certainly not spend
thiskind of money to test every candidate who sent me
a resume.

Due Diligence. The bottom lineisthis: It's easy to
make a mistake in hiring a salesperson, but it's al'so
pretty easy to prevent mistakes. Take the time and
spend the money on a solid psychological testing pro-
gram. And as part of your due diligence, please don’t
neglect to ask for and then check references. | know as
well as you do that thisis a difficult issue in today’s
business and social climate, and many past employers
will declineto” stick their necksout” by commentingon
their experience with your candidate. If you don't ask,
though, you' Il never know, and you’ll havefailedtodo
something that might have prevented what can be a
very expensive mistake.

6. TRAINING

I’vetoldyouthat | tendtofavor aquick printer hiring
young and less experienced salespeople rather than
older and more experienced individuals. Part of my
reasoning is to keep the amount you have to invest
down. Another part goes to the issue of starting out
without bad habits, and without the“ bigticket” mental -
ity thatisso muchat oddswiththekind of ordersaquick
printer sells.

No matter which part of my reasoning madethemost
sense to you, that advice leads to two immediate
concerns. Wheredo youfind good people—youngand
greenor older and moreexperienced—and how doyou
train them to be effective at representing your com-
pany and bringing in sales?

| always recommend that the first six months of a
new salesperson’s employment be designated as a
training phase. That doesn’t mean that they’ll spend
that wholetimeintheshoptraining. Not by along shot!
What it does mean—and show—isthat you recognize
the need for training, and that it's not a short-term
process.

The first month should be dedicated to building up
product and operational knowledge, especialy witha
young andinexperienced person. Withanolder or more
experienced person, you might spend lesstime on any
of theindividual training activities. But you a so might
not. Age and previous experience are not always a
guarantee of success. Your challenge is always to
determinewhat areasasal esperson needswork in, and
provide whatever training is necessary to meet those
needs.

It would bereasonableto keep anew, inexperienced
salesperson in the shop for two or three full weeks,
working at al of the production and customer service
functions. Don't be satisfied to have a salesperson-in-
training just observing these functions. The best way
tolearn anythingistodoit for awhile. Keepin mind,
though, that it doesn’t always haveto bealong while.
For example, | think aperson who haswhat it takesto
be an effective salesperson should be ableto learn all
that he/she initially needs to know about the bindery
areain a couple of hours.

A salesperson doesn't have to become proficient at
operatingall of your machines, but he/shedoesneedto
understand their capabilities, and something about the
amount of time it takes to run some number of pieces
through those processes. Some of that comes from
actually working with the equipment, but more will
come from working on the customer service side of a
hundred or so actual print jobs. For that reason, you
should planto haveyour sal esperson-in-training spend
most of hig/her initia training time working in the
customer service area.

Anddon'tjust turnatraineeover toyour staff. If this
personisgoingtoreport to you, maintainthat relation-
shipfromthestart. Hold abrief meeting every morning,
todiscussthat day’ straining activitiesand goals. Hold
ashort “de-brief” at or toward the end of the day, to
monitor the progress being made. These meetingswill
aso offer you an chance to talk about current and
“typical” customers, and about market and industry
trends. Obvioudly, thisisan opportunity tobegin provid-
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ing market knowledge.

How about selling technique? If you' re comfortable
with your own selling technique, start to explain it to
your traineeduringthis“inside” phaseof training. Start
gettingthetraineeout of theshop onjoint callswithyou
in the third and fourth weeks of this first month. If
you’ renot especially comfortablewith selling, thereare
a variety of other resources you can use, my
PRINTSELLING video seminar among them. The best
ideamay betoimmerseyour traineein books, articles,
audio tapes, and videos on the subject of selling.

Thegoal of thisinitial training periodispretty smple,
really. It sto get your new sal esperson ready enoughto
gooutintothemarketplaceandtakesomelumps! Don't
forget that selling successis not going to comeimme-
diately, no matter how much energy and how large a
part of your resources you put into training.

Balance Of Training. The next five months of the
formal training program should keep the salesperson
out of the shop asmuch as possible, making salescalls
and learning from every experience. Y our morning
meetings and end-of-day de-briefs become part of the
management process.

| dlsoliketheideaof making this* outside” segment
of the training program at least partially trainee-di-
rected. L et the problemsyour traineeishaving suggest
what specific help andtraining isneeded, and then find
whatever resourceisnecessary to provideit. | alsolike
the idea of holding the trainee responsible for “self-
training” activities. Y oumight requireatotal of 20hours
of “self-training” to be completed in months two and
three, and maybereducethat to 10-15 hoursin months
four, five, and six. These “self-training” activities can
include reading, tapes, attending seminars or trade
shows—either graphic artstopicsor selling topics—or
any other activity that would be productiveandinstruc-
tive.

Sales Coaching. How do you feel about the idea of
training and managing asal esperson?Doesit scareyou
alittle bit? Do you wish therewas“ professional” help
available?

Thereis! It's called the DF/A Sales Coaching pro-
gram, andyou’ Il find moreinformationinthe A ppendix
section. You can also call me at any time at 800-325-
9634 to learn more.

7. DAY-TO-DAY SALES MANAGEMENT

The first thing you have to understand to be an
effective sales manager is that every salesperson
needs to be managed to at least some degree. There's
no better formulafor disaster in salesmanagement than
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to leave a salesperson completely on his or her own.
The vast mgjority of stories | hear about salesperson
failure—and | hear plenty of them—expose a central
theme: the salesperson wasn't given adequate man-
agement and support.

Management And Support. Those two words—
management and support—gotogether inthisbusiness
of managing salespeople. It's not just a matter of
imposing some sort of discipline over the sal esperson.
Effective sales management is equally a matter of
providing the support structure necessary for success.
Support for the sal esperson’ s knowledge and training
needs. Support for thepositiveattitudeit takestogo out
every day and absorb more no's than yes's. Support
for al of the promises that the salesperson needs to
make—and keep—in order towrestlecustomersaway
from other printing companies.

| wrote an article for Quick Printing a number of
years ago (August 1991) that listed the skills required
to be an effective sales manager. It's no big dedl, |
wrote then, you just have to be a combination of
teacher, coach, printing expert, parish priest, hero,
villain, and mind reader. | hopeit’ seasy for youto see
how many of those attributesaredirectly relatedtothe
support element of sales management.

Everyone Needs Support. | can't emphasize
enough that every salesperson needs support. You
may be lucky enough to find that true “ self-starter,”
who doesn't require a great dea of the discipline
element of sales management. But I’ m not sure that
I’ve ever met anyone in selling who didn’t need help
on aregular basis dealing with the problems that a
salesperson faces every day.

Not long ago, | wasinterviewed by alarge commer-
cial printing company |ooking for amanagement/train-
ing consultant. This $30MM+ printing company had
one individual salesperson who was responsible for
more than $7MM in sales. As part of the interview
process, one of the questions | was asked was how
would | manage this sal esperson.

My answer? | said I'd introduce myself, and then |
paused for effect. | mean, seriously, what does a
personwho aready knowshow to sell $7MM worth of
printing in oneyear need to hear about selling strategy
and techniquefromme, or from anyone el se? But then
| continuedtosay that I’ dintroducemyself, andlet that
salesperson know that I'd make it my businessto be
there to provide whatever support it took for him to
keep performing at that level.

Thoughts On A Common Situation. There's an
oldsayingintheprintingindustry that youusually have
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to sell every job twice. Firgt, you haveto sell it to the
customer. Then you have to go back and sell it to the
plant or the shop. When | first got involved with quick
printers, | though that | would find thisto be much less
of aproblemthanit oftenisinthe big-press’ world. But
I've learned that | was wrong, especially when an
employee/salespersonisinvolved.

I’ ve heard variationsof thistheme countlesstimesin
my travels. Theempl oyee/sal espersonworksvery hard
to build and maintain arelationship with a prospect or
customer. Somewhere along the line comes a project
that may be especially challenging, or may require a
very fast turnaround, or something creative that goes
beyond the ordinary. The salesperson brings that job
back to the shop, often with great pride in the ac-
complishment, only tobetoldthat “wecan’tdothat,” or
“we can't do it like that” or “we can’t do it in that
amount of time.”

What salesmanagementisall aboutinthissituationis
support...to find away for the salesperson to keep the
promises that he or she has made. Y ou might think of
this element of management as front-line support.
Y oumight al so bethinking, though, that the salesperson
may havecreated theproblem, that heor shemay really
have promised something that simply can't be deliv-
ered. OK, that happenstoo. But if it does, to meit’ still
a support issue. The support required may have been
better training, a better understanding of your shop’s
capabilitiesor operating standards, or acommunication
systemin place by which the salesperson consultswith
othersin the shop during the selling process.

Communication is the true backbone of sales man-
agement. And it works best when it’s true two-way
communication. Much of the communi cation required
between a sales manager and a salesperson can be
provided through a call report system, and we'll talk
more about that in @ moment. For this moment, it's
important to understand that the sales manager must
make acommitment to communication, and acommit-
ment to whatever support isrequiredto hel p asalesper-
son succeed..

Action Standards. In that QP article | mentioned
earlier, | wrote that sales management has three com-
ponents: training, action, and motivation. All threework
together in creating successful salespeople. We have
discussedtraining, andwe' regoing to discusscompen-
sation—theprimary e ementinmotivating sal espeople—
alittlefarther along.

Action is defined as the process of developing and
supervisingaconsi stent and ongoing sal eseffort. Quite
simply, it samatter of understanding—andimplement-
ing—thequantity of eachindividual salesactivity thatis
required to create success.
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What we're talking about here is a series of ques-
tions. How many cold calls? How many phone calls?
How many letters? How many appointments, and how
many follow-up calls? These are the basis of what |
refer to as action standards, and they represent the
core of the day-to-day sales management effort.

Number s Game. Aswith so many things, thereare
varying levels of sophistication and “ competence” in
sales management. And in al honesty, most quick
printersare goingto haveto operateat thelower levels
of competence, simply because they lack the experi-
ence that creates greater sophistication.

The silver lining in that cloud is that high levels of
sophistication in sales management aren’t a require-
ment for quick printers. That's because sdlling is
ultimately a numbers game, and quick/digital/small
commercial printershavevery “ good numbers’ intheir
sdllingsituation.

One of the things | teach in the PRINTSELLING
Seminaristhat aquick/digital/small commercia print-
ing salespersonisvery unlikely to run out of peopleto
sell to. That’ sthefirst of the* good numbers,” awealth
of prospects. Thesecond of the“good numbers” isthat
the typical individual sales contact takes arelatively
short time. Just the fact that most quick/digital/small
commercia printers operate within arelatively small
piece of geography contributesto that, minimizing the
travel time that eats up so much of so many “broad-
territory” salespeopl€e sdays. Thebottomlineisthat a
quick/digital/small commercial printingsalespersoncan
make contact with a pretty significant number of
people during the forty or so hours that make up the
commonly accepted sales work week.

More Contact, More Customers. Another of the
things | teach is that you can't escape this basic
arithmetic: regardlessof your level of sellingskills, the
more peopl eyou see, themore customersand business
you will develop. An inexperienced salesperson may
needto contact fifty or even ahundred peopleto create
onecustomer. A moretalented and experienced sales-
person might get that ratio downto oneout of ten. (One
out of ten in outside selling would be exceptional by
just about any printing sales manager’ s standards, by
the way.)

What this numbers game gives to a quick/digital/
small commercial printing salesmanager istheframe-
work for setting action standards that will create
success. If you assumeinthebeginningthat it will take
contact with fifty prospectsto create acustomer, your
action standardsshoul d bedesigned to makethosefifty
contactshappeninaslittletimeaspossible. It could be
a system of activities—like | teach in

11




PRINTSELLING—that starts with fifty cold calls or
other lead-generating activities, followed up by fifty
letters, followed up by fifty phonecallsthat will resultin
some lesser number of appointments, and ultimately,
that one customer.

If fifty cold callsare areasonabl e action standard for
one week, the fifty follow-up letters could also go out
that same week. The fifty phone calls would be made
the following week, but | hope you'll see how each
previous week’s cold calls—or other lead-generating
activities—fuel the ongoing process. The action stan-
dard for actual appointments might be ten each week,
again fueled by the process of lead generation and
follow-up.

Are those the right numbers? | can't tell you that,
athough | think they make a reasonabl e starting point
for a salesperson who's not already tied up in alot of
customer maintenance activity. All you need to under-
stand hereisthat it's perfectly al right to change the
action standards, either as the situation changes, or
becausethey weren't fully reasonableinthefirst place.
Work with your salespeople, if fact, on developing
action standards that both of you feel are reasonable.
(That’ sexactly what we do in the DF/A  Sales Coach-
ing Program!)

Just remember, though, no matter what the* number”
is, the more people your salespeople see, the more
customersand businessthey will develop andthefaster
they will makeit happen. That’ sreally the bottom line
on ongoing action standards, even for highly experi-
enced salespeople. They give you a means to keep
salespeople from “ slacking off” astheir volume starts
togrow. They fight agai nst thetendency to get comfort-
able, and to get caught up in non-critical, non-selling,
customer-maintenanceonly activities.

Call Reports. | promised that I'd get back to call
reports. They provide the means for you to measure
compliance with the action standards you' ve set. But
evenmoreso, they providecommunicationsinputtothe
support element of sales management, if you design
and use them right.

TheFirst Rule Of Call Reportsshouldbetokeepthem
simple. Don'tletittakelongertofill outacall report than
itdoestomakeasal escontact. A cold call/follow-uplog
can easily be created to give both you and the sal esper-
son a count of the number of cold calls made, alisting
of the contact namesidentified, the date the follow-up
letter wassent, and thedate and resultsof thephonecall
to ask for an appointment.

A separatereport form might be used for theface-to-
face appointments. Here, it'simportant that the sales-
person can tell you what he or she is hearing from
prospects and customers, what sort of problemsand/or
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needsthesecustomershave, andwhat selling problems
the salesperson is having.

The Second Rule Of Call Reports should be to use
them as two-way communications tools. This can be
especially important and valuableto the quick/digital/
small commercial printer who managesmorethanone
salesperson. I've had alot of successin my own sales
management career by writing my comments and/or
suggestionsright onthecall report formand sending it
back to the sal esperson. That allowstwo-way commu-
nication without the requirement for a face-to-face
meeting, which can oftenlet both you and the sal esper-
son use time more effectively. It also shows the
salespeople that something of value does happen
with the call reports, and that they’'re not just an
exerciseinfilling out forms.

Action And Support. The ultimate secret to sales
management is simply to be able to communicate to
your salespeople what you want them to do, and then
tosupportthemindoingit. Asl notedearlier, that starts
with the hiring and training process, but thereal key to
effective day-to-day sales management is a system of
activities and action standards.

What a system like that gives you is a plan to be
followed...a plan that can be measured against and
adjusted if necessary. What it also can giveyou isa
clear pathway to success, both in selling and in sales
management. Being the sales manager will never be
theeasiest jobinaprintshop, but it can beafairly easy
jobtobeeffectiveat if youunderstand thecomponents,
and put enough action and support in place.

8. MOTIVATION

My experience in 10+ years of consulting tells me
that we' rejust now getting to the part that many quick
printers are most interested in...how do you compen-
sateaquick/digital/small commercial printing salesper-
son?I get phonecallsonthissubject onaregular basis,
and for the last few months, the calls have been about
equally divided between quick printers at the point of
hiring an outside sales person, and others who are
wrestling with an established compensation plan that
doesn’t seem to be working. In either case, it’ s appar-
ent that salescompensationisavery complex puzzleto
most quick printers.

How do you solve this puzzle? | think the first step
should be a clear understanding of the underlying
purpose of compensation. And that purpose should
be viewed from two different perspectives: that of the
employee/salesperson and that of the owner.

Three Levels. From either perspective, the under-
lying purpose of compensation spans three levels.
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Fromthe empl oyee/sal esperson’ sperspective, thefirst
level is to cover the basic needs of an individua or
perhaps a family...food, clothing, shelter, etc. The
second level isto provide the means to maintain—or
upgrade to—a certain standard of living beyond those
basic needs. Thethird (and probably |east understood)
level isthat compensation provides animportant mea-
suring stick intoday’ s society.

Let’sthink about that third level for just a moment.
We' veal heard the expression: “Keeping up with the
Jones's.” And | don't know about you, but it's been
important to meto make more money than some of the
other people who are—or have been—part of my life;
for example, that guy that my wife once thought about
marrying! It' snot something | think about every day, but
over theyears, thishasdefinitely been oneof thethings
that has contributed to my motivation.

And of that takes us to the employer’s perspective,
where the underlying purpose of compensation on all
three levels starts with that word: motivation. On the
first level, it’ sto provide motivation towork to at least
abasic performance standard. Onthesecond level, it’'s
to provide mativation to work for you (as opposed to
working for another printing company. This is the
reflection of a“ competitive” compensation plan.)

On the third level, it's to motivate an employee to
work beyond that basic performance standard. Again,
thisis probably the least understood level of purpose
underlying compensation, but it's been shown many
timesthat awell-desi ghed compensati on plan can point
an employeedirectly toward what you want him/her to
be doing. In the case of aquick printing salesperson, |
think we're talking about selling the products and
services you want to sell.. .to the kind of people you
want to be selling them to...and at the prices you
want to be selling at!

Three Components. To cover al three levels of
purpose, | think a sales compensation plan should be
made up of three components. a guaranteed compo-
nent to cover the employee’'s basic needs and the
owner’s basic expectations; an earned component to
cover the“ maintain or upgrade” issuesandto provide
a competitive compensation structure; and an incen-
tive component to provide an “extra kick” toward
specific behavior and superior performance.

The guaranteed component can beasalary or adraw
against commissions... or acombination of both. Since
alarge part of it's purpose is to cover the employee’s
basi ¢ needs, themost important consi derati on of setting
theguaranteed compensationlevel isthat it besufficient
to cover those needs! The next most important consid-
erationistonot set theguaranteedlevel any higher than
it absolutely needsto be! Guaranteed earnings are not
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likely to motivate a salesperson to the level of perfor-
manceyou' reultimately looking for.

Theearned component of asalescompensation plan
will do that, especialy when supported by a well-
thought-out incentive component. The most effective
way to structurethe earned component isapercentage
of “commission” paid on actual salesvolume. Thebest
way to structure the incentive component is to offer
oneor more* bonus’ opportunitiesto your salesperson
throughout the year.

TheBonusIssue. | should mention that the idea of
paying bonuses on top of commissions has been re-
jected by many printing industry owners and sales
managers. | often hear theargument that acommission
plan providesitsownincentive; just sell moreprinting
and you' [l make more money!

When you look at the most successful sales organi-
zations, though—both in the printing industry and in
otherindustries—I think you' Il find that thevast maj or-
ity include bonus opportunitiesin their compensation
plans. Why? Because the owners and sales managers
in these organizations recognize an important fact
about sal espeopl e: thefact that they many of them tend
to havefairly short attention spans!

Now think about this...that short attention span is
actually a positive trait in a salesperson! A typica
salesperson is exposed to a great deal of rejection. A
typical quick printing salesperson will hear far more
“no’'s’ than “yes's’ in hislher efforts to establish a
customer base. It’ simportant to be ableto forget those
“no’s’ quickly and move on to the next prospect, and
ashort attention span supports that behavior.

Of course, there are also elements of the sales and
sales management challenge where alonger attention
spanisrequired. A well-thought-out bonusopportunity
provides an excellent sales management strategy for
establishingand maintainingfocusonaspecificactivity
or objective. Bonus opportunities can be set up for the
long-term (afull year incentive program) or the short
term (up to 90 days). The most important consider-
ations in planning a bonus opportunity are that your
objectives are both reasonable and measurable, and
that thereward you’ reofferingissignificant enoughto
justify the effort you're asking for. (I'll write more
about sales incentive/bonus programs a little farther
aong.)

Key Questions. The process of developing an
effective sales compensation plan is based on the
answersto six key questions. Thefirst four are ques-
tions the owner/sales manager must answer. The last
two are questions for the salesperson or sales candi-
date. The answers all tie together to define acompen-
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sation plan that can work for the entire life of a sales
employment relationship. And that’s important, be-
cause making changes to a salesperson’s established
compensation planiswithout questionthemost danger-
ous activity on the sales management side of any
business.

The first pair of questions concern the first year of
employment (or the first year of employment under a
revised compensation plan): How mucham| willingto
investinthissalespersoninthefirst (or the next) year?
And how much sales volume do | expect to gain in
return on that investment? These questions establish
your initial investment tolerance. A second pair of
guestions address the longer term: How much sales
volumewill | expect fromthissal espersonthreeor four
years down the road? And how much will | bewilling
to pay for that salesvolume? These questions can head
off the situation where you might later feel that a
salesperson is making too much money.

Employee Questions. Thefinal pair of questionsin
the compensation planning processhaveto beasked by
the owner/sales manager and answered by the sales-
person/candidate. Those questions are: How much
money do you want to be making, right now and say,
three years from now? And how much money do you
need to be making right now? It’ simportant to under-
stand that “want” and “need” are two different issues.

Y ou have to cover the “need” from day one, or else
this attempt at establishing an outside salesperson is
doomed to fail. You don’'t have to cover the “want”
from day one, though. It should be understood by any
salesperson or sales candidate that selling is a profes-
sion where you can make alot of money, but you have
to sell—to perform—in order to make it happen!

That should a so be understood by every owner and
sales manager, but it’sobviousthat itisn't. | think the
truth isthat many of the quick printerswho have tried
unsuccessfully to establishan outsidesal espersonwere
simply “sold” onan unreasonabl e guaranteed compen-
sation rate—or unreasonable sales expectations—by
the salesperson. Before too long, that quick printer
started to compare what was going out to what was
coming in, and made the decision that the experiment
wasn't working.

Experienced salesmanagerswill tell youthat there’ s
acertain category of salespeoplewho arevery danger-
ousinthat way. They cansell themselvestoyou...they
just can't sell your productsand services! Thebest way
toscreenout that typeof salespersonistoestablishyour
tolerancesand expectationsfirst, and never let yourself
be seduced or intimidated into making a deal that
doesn’t make sense to you within the framework of
those considerations.

Starting Smart Into Outside Sales

One Possible Scenario. Let's say that you as an
owner/sales manager answered the first pair of ques-
tions like this: a first-year investment tolerance of
$25,000 and an expectation of $100,000in salesinthat
sametimeperiod. How about three or four yearsdown
theline?Let’ ssay that you' relooking for total salesof
$300,000 in the third year, and you' re willing to pay
$40,000 for that salesvolume. Now, let’ salso say that
you've interviewed a sales candidate who wants to
earn $25,000 this year and get up over $40,000 by the
third or fourth year...but who really only needs $1500
per month to live on right now.

In this scenario, the arithmetic works out pretty
nicely. Asabasic compensation plan, | would suggest
asaary of $1000 per month ($12,000 per year), and a
variable commission rate of 8% on*“old” businessand
10% on “new” business. To that, I’d add one or more
bonusopportunitiesthat would add upto $1500for the
year, and assign the remaining $1500 to an expense
allowance ($125 per month to offset part of the
operating cost of theempl oyee’ scar and perhapsother
miscellaneous expenses.) To make up the difference
between the $1000 per month salary and the
sal esperson’ s$1500 per month compensationrequire-
ment, | would allow the sal esperson to draw up to $500
per month against future commissions.

If the sal espersonin this scenario reached your first-
year salesexpectation of $100,000, he/shewould earn
$23,500 plus the additional $1500 paid out to cover
expenses...atotal of $25,000, whichison target with
both the salesperson’s “wants’ and your investment
tolerance. (Please note that all of this sales volume
wouldqualify as“ hew” businessandthereforeearnthe
10% commission rate, unless of course, you assigned
afew established customersto the salesperson. Inthat
case, the volume from those customers might be
considered as“old” businessat the lower commission
rate. | think experience has shown that $100,000 in
completely new businessis avery reasonable expec-
tationin the first year for a hard working—and smart
working—quick printing sal esperson. If you assigned,
say, $20,000 of solidexisting businessto asal esperson,
that would justify a first-year overall sales target of
$120,000. It would aso justify reducing the salary
component to $10,400 per year [$867 per month],
because the $1600 in commissionsthat will be earned
from those solid established accounts is essentially
guaranteed compensation.)

Now let’ slook into the future. Inthisscenario, let’'s
say that your salesperson doeshit $300,000inthethird
year...$250,000 from customersdevel opedinthefirst
twoyears, and$50,000in“ new” business. Again, we' ll
build in a $1500 bonus opportunity and $1500 for
expenses, along with asalary component of $1000 per
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month, or $12,000 for the year.

All of that totals up to $40,000, which, again, is on
target with your both salesperson’s “wants’ and your
own compensation tolerance.

A Different Scenario. OK, that particular compen-
sation plan scenarioworked out pretty well on paper—
for both the employer and the salesperson—but the
arithmetic doesn't alwayswork out so nicely. So what
do you do when you' re faced with asituation in which
acandidate’ s“need” and your investment toleranceis
farther apart? Here's a new situation: the same first-
year investment tolerance we considered last month
($25,000) and thesameexpectationof $100,000insales
inthat timeperiod; but an otherwisegood-looking sales
candidate whose“needs’ amount to $3000 per month.
How do you work those numbers out?

| think the only sensible answer isthat you don’t! If
you' vereally thought about how much of aninvestment
you can make, and come up with an investment toler-
ance of $25,000, why would you now consider guaran-
teeing someone $36,000?

Thisisavery common mistake, andit’ sexactly what
| meant earlier by being*“ seduced” or “intimidated” into
making a bad deal. Yes, this person may be more
mature and/or more experienced than atypical “entry-
level” printing salesperson, and therefore capable of
bringing businessin faster. It’ sdefinitely true that you
can buy more sal espersonfor moremoney. But thereal
issue is whether can you can afford to buy more
salesperson. Buying somethingyou can't afford almost
aways ends badly in business, whether you' retalking
about apress, acopier, apieceof bindery equipment, or
an employee!

It sanincontrovertiblefact that your current volume
level hasal ot to dowith how much sal espersonyou can
afford to hire...or whether you can afford to hire an
outside salesperson in the first place! To address that
specificissue, pleaseconsider theseguidelines: If your
current sales volume is $300,000 or lower, you really
can't afford to hire a salesperson. You still have the
need to be represented in the marketplace—maybe
even morethan alarger printer does!—but you simply
havetodoityourself. From $300,000 to $600,000, you
havealittlemorelatitude. Atthatlevel, you till havethe
optionof doingityourself, but youshouldalsobeableto
afford the $20,000-$30,000 annual investment in an
“entry-level” or relatively inexperienced salesperson.
If your volume isin excess of $600,000—and you're
profitablel—you have even more latitude. At that
volume level, your investment tolerance might allow
you to consider an experienced printing salesperson
with established accounts.
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TheRisk Factor. Even having saidthis, | recognize
that there may still be quick/digital/small commercial
printerswhofeel pressuredintomodifyingtheirinvest-
ment tolerance after running an ad in the newspaper
andtakingtoafew candidates. Here sasituation|’ve
seen before: (1) no strong candidates in the quick
printer’s price range; (2) at least one good looking
candidate who needs more money; and (3), a quick
printerwhosimplyisn’twillingtogooutand makesaes
callshim/herself.

It's often necessary to take risks in business, but |
don’t want you taking them here without fully under-
standing therisks. Y ou can disburse a$25,000 invest-
ment tolerance at the rate of approximately $2000 per
month over afull year, or you can push it out faster,
covering a$3000 per month “ need” for approximately
eight months. Either approach can work in the long
term, but thefaster you put money out, thefaster you're
goingtoneed salesvolumecomingintokeepyour cash
flow and your investment in balance.

Itisaprovenfact that it takestimeto build customer
relationships. The moretime you can allow, the more
likely it isthat your overall sales strategy is going to
succeed. The only situation in which I'd be even
remotely comfortabletaking arisk like this—accel er-
ating the payout of my investment tolerance—would
be with an experienced salesperson who already has
established customer rel ationships.

But eventhen, | would never basemy planningonan
expectation that this salesperson could bring all of his/
her business over to my company. To be safe, | would
plan on no more than a third of any salesperson’s
established business coming over in the short term. I
the arithmetic didn’t look good on that basis, | would
judgeit abad risk.

TheDraw Factor. Inany casewhereasalesperson’s
“need” wasgreater than my desired salary component,
| would make up the rest of the guaranteed compo-
nentwithadraw against commissions. Toillustratethe
reasoning behind that, let’s refer back to the original
premise of the sales compensation scenario | pre-
sentedearlier ...thatacandidateisabletoliveon $1500
per month for at least afew months. In that situation,
you'll remember that | suggested making upthediffer-
ence between a $1000 salary component and that
$1500 monthly incomerequirement by alowingadraw
of up to $500 per month against commissions.

Why not just raise the salary to $1500 per month?
Because doing that would dramatically effect the
future performance of this compensation plan! If you
raise the salary component by $500 per month ($6000
per year), in order to balancethat out against your first
year investment tolerance of $25,000, you'd have to

15




lower the “new” business commission rate to 4% and
make the “old” business commission rate even lower
thanthat. How muchincentivewould thoselower rates
providefor asal esperson to aggressively seek out new
business?

Remember, the idea is to develop a compensation
planthat will motivateyour salesperson. Todothat, you
want to make the guaranteed component as small as
possible so you can make the earned component as
largeaspossible. It' sthe earned component that serves
asthe major mativating factor in any sales compensa-
tionplan!

Onething | can promise you is that sooner or later,
every printing salesperson finds hissher way onto a
plateau where workload and earnings balance off very
nicely to provide a “comfort zone.” Please consider
which of these statementswill have the most impact at
thattime: “ Get off that comfort zoneand dig up $20,000
in new business, for which you'll earn an additional
$800” (at 4% commissions), or “Get off that comfort
zone and dig up $20,000 in new business, for which
you'll earn an additional $2000!” (at 10% commis-
sions). Astheold saying goes, money talks...and more
money talkslouder than less money!

Payback. Allowingadraw against commissionslets
you provide for the salesperson’s short-term “ needs”
whilemaintaining thelong-termintegrity of your com-
pensationplan. Thereisadight down-side, though. The
draw hasto berepaid beforethe salesperson’ searnings
can rise above the guaranteed level. Let's say that it
takesfour monthstogettothe” break-even” pointinthis
compensation plan, where “new” business sales reach
$5000 per month. If total salesfor thefirst threemonths
were, say, $8,000, your salesperson would havedrawn
$1500 against only $800inactual commissionsearned.
Month 4 would be a break-even at $5000 in sales, but
thesalespersonwouldstill be$700behind his/her draw.
With $6000in salesin Month 5, the salesperson would
earn$600incommissions, but youwould only pay $500,
coveringthe*need” component and applying theaddi-
tional $100towardthedraw deficit. With$8000insales
in Month 6, the salesperson would pay back another
$300. Thenwith $10,000in salesin Month 7, thedraw
would becompletely repaid, and the sal espersonwoul d
actually take home more than the guaranteed compo-
nent of the compensation plan for thefirst time.

If your salescandidate’ smonthly “ heeds” arehigher,
the draw will have to be correspondingly higher, and
that will increase the payback period—the length of
time that your salesperson is compensated only at the
guaranteed|evel. That’ ssomething you should explain
carefully whenyou’ reaskingthequestion: “How much
do you need to make right now?’ And by the way,
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experience has shown that the sales figures |’ ve just
used arefairly reasonable monthly sal es expectations.
Y ou haveto expect agrowth curve. Itisnot reasonable
to expect significant sales volume in the first few
monthswith anew sal esperson, and that reinforcesthe
importance of theterm “investment” in your compen-
sationplanning.

Too Much Money? Another issue which needs to
be covered at this point is the perception that a
particular salesperson is being paid too much. To me,
thereis no such thing as a sal esperson who makestoo
much money...provided that his’/her compensation
plan was designed intelligently in thefirst place. The
beauty of awell-designed compensation planisthat the
salesperson only makes money when he/she makes
money for you! Oncethat criteriaismet, youshould be
thrilled to give a big paycheck to a salesperson—the
bigger the better!

But let’s consider the point at which many quick/
small commercial printers seemto decidethat they're
paying too much...the point at which orders comein
“automatically” from customersthesal esperson brought
onboard sometime ago, and the ordersare principally
handled by someone other than the salesperson.

Tome, thisgoesdirectly totheissue of what you pay
asaesperson for in thefirst place. My opinionisthat
you pay a sal esperson to convince peopleto buy from
your company...not to sell orders, but to sell your
company to potential customers. That's the hardest
part of theselling challenge, but onceit’ saccomplished,
the orders start to flow.

If you feel that you' re paying an established sales-
person too much because orders comein now without
any apparent effort on his’her part, | think you're
making amistake. My position isthat the money you
pay for bringing in the first orders doesn’'t nearly
compensate the salesperson for the tremendous ac-
complishment of creatingacustomer. My definition of
“making money for you” istied tothe“lifetimevalue’
of a customer.

That's not to say that you should pay the same
commission rate on orders from “old” customers that
you do on orders from “new” customers. As you've
seen, I’ vealready built variable commission ratesinto
my suggestionfor an effective compensation plan. But
| dothink it’ sshort-sightedto confuse”involvement” in
each order with “accomplishment” in compensating
quick printing sal espeople.

Compensation Load. Now it's time to introduce
you to an important piece of compensation terminol-
ogy. | refer totherel ationship between the direct costs
attached to a salesperson and the sales volume he/she
is bringing in as the compensation load. A first-year
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sal esperson costing $25,000 and bringing in $100,000
would represent a compensation load of 25%. Is this
good in terms of overall profitability? Absolutely not!
But it is necessary, and that’ s avery important under-
standing for anyoneconsidering thecompensationof an
outside sal esperson.

In real-world compensation planning, you have to
consider practica minimumsand maximums. Theprac-
tical minimum annual investment required to hire and
maintai napositivemotivational relationshipwithagood
entry-level person is going to be somewhere around
$25,000. Insomepartsof thecountry, you can probably
doitforlessthan $20,000, butinother parts, experience
hasshownthat something morelike$30,000-$35,000is
required. Y ouhavetodeal withtherealitiesof your own
market!

The practical maximum first-year sales expectation
for an entry-level quick printing salesperson is some-
where around $100,000. | know of situations where
much higher first-year totals have been realized, but |
think you' d be wise to count on a more conservative
projection. (As you might suspect, | also know of
situations where first-year sales totals have been con-
siderably lower than $100,000.)

A compensationload of 25%—or even higher—must
be expected in the first year with an entry-level sales-
person, but withawell-designed compensationplan, the
compensation load always goes down with increased
volume. In the three-year extension of the scenario |
presented earlier, $350,000 in sales and $45,300 in
direct costs yields a third-year compensation load of
12.9%.

Pricing Plays A Role. Now, isthat good in terms of
overal profitability? | think it is, provided that the
$350,000insalesvolumeisadequately profitable. This
is where pricing enters the compensation equation. |
think it's very important that an outside salesperson
sellsat your normal profit margins, andthisisoneof the
most critical sales management issues most quick
printers face.

I’ veobservedthat thetypical quick/digital/small com-
mercia printing salesperson—and the typical quick/
digital/small commercial printingowner/sad esmanager—
views " getting something to quote on” asasignificant
accomplishment. Please understand that one of four
things will happen with every one of those quotes: (1)
you'll get thejob at the priceyou quoted; (2) youwon't
getthejob becauseyour pricewas“toohigh;” (3) you'll
get the job after finding out that your price was “too
high” and asking for achanceto“ sharpenyour pencil ;"
or (4) youwon'tget thejob, eventhoughyour pricewas
“competitive.”

Thekey sales management question hasto surround
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the definitions of “too high” and “competitive.” I've
doneafair amount of pricing research over the years,
andoneof thethings!’ veseenisthat thereisabsolutely
no semblance of consistency in pricing among quick/
digital/small commercial printersinany given market
area. | think John Stewart’ spricing researchin putting
together the last couple of Quick Printing Industry
Pricing Studies supports that statement. Look at the
“majority high” and“ majority low” pricesonany given
itemor category of quick printinginthosesurveys, and
you'll almost always see a variation of at least 30%
between the two price levels. The actual difference
betweenthelowest pricelevel reported and thehighest
pricelevel reported on any item or category was even
larger than that!

TheBest Strategy. | think you already realize that
there' ssomebody pricing “it” at every level fromvery
high to very low in pretty much every market area.
What you may not havegiven enoughthought toisthat
there's also somebody selling “it” at every level—
quick/digital/small commercial printersaregettingor-
dersat every pricing level from very hightovery low.
Just asthereisnoconsistency inpricing, there’ salsono
real consistency in the marketplace in what makes a
price “competitive’—it's all in the mind of the indi-
vidual customer or prospect. With that in mind, I've
awaysfeltthebest selling strategy isto set your prices
upinthehigher levelsandtarget your selling effortson
people who will pay those prices!

One of the quickest waysto make an outside sales-
person unprofitable in the overall—no matter how
attractivethe compensationload may seem—istogive
into the perception of market-wide price pressurethat
often comesfromtheprice-sensitivecomponent of any
market area. Thisisanother situation whereyou can’t
let yourself beseduced or intimidated by your sal esper-
son (who | promiseyouwill blameyour pricesat some
point for somelack of selling success.) Thebetter idea
istotell your salesperson: “We' renot interested inthe
peoplewhothink our pricesaretoohigh. Y ourjobisto
find peoplewho find our pricesattractive—especially
consideringthequality and serviceand added-valuewe
provide.”

Thiscomponent of asal esperson’ s*job description”
is part of what you pay for with the guaranteed
component of acompensationplan. Itisalsoabehavior
you can “motivate” through the earned component.
Y ou can do this by establishing variable commission
rates based on the profitability of any job. As an
example, any job quoted and sold at your normal
marginsearnsthenormal commissionrate. Any quote
which hasto bediscounted would earn only 75% of the
normal commissionrate.
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Asan exampleof how thismight play out, a$600job
that qualifies as“new” business with a 10% commis-
sionratewould earn asal esperson $60incommissions.
If the salesperson asked you to discount the price by
10%in order to get thejob, he/shewould sharethe cost
of that concession. The new commission would be
7.5% of $540, or $40.50. Thelossof athird—or more—
of his’her commission on every discounted job should
serve as an incentive to seek out value-oriented pros-
pects.

New vs. Old. How about the question of “new” vs.
“old” business? Therearetwowaystolook at defining
“new” business: new orders coming from completely
new customers and new orders gained through greater
activity with established accounts. Y ou probably want
to encourage both of these behaviors!

Tracking new customer volume is pretty easy, but
there is one potentialy de-motivating factor that you
have to watch out for. It’'s contained in the fact that
there has to be a cut-off after which a customer is no
longer considered new. I’ ve found that the best way to
managethissituationisto say that acustomeris“ new”
only during the calendar year in which they placetheir
first order, with the exception that anyone who places
their first order after October 1 remains®new” until the
end of the following calendar year. In this way, you
avoid placing adis-incentive on the aggressive pursuit
of new customers toward the end of a calendar year.

Tracking growth with established customers can be
alittlemorecomplicated, especially if youtrytodoiton
an individual customer basis. I’ ve found that the best
way to manage this situation isto establish aquotafor
“old” business. Start withtheactual salesvolumetothat
group of customersin the previousyear, and add some
percentage of expected growth to cover priceincrease
factors or any other environmental factors. Once total
salesto those established customersreachesthe quota,
every additional order is compensated at the new
business rate.

Lowering The Load. As| said earlier, | would be
happy with a compensation load of 12.9% aslong as
pricing levelsmadethat volumeprofitable. Truthfully,
anything below 15% would be all right with me. But
what if you have lower tolerances? And what if your
“product/servicemix” takesyou beyondthelimitations
atypical traditional quick/digital/smal commercia print-
ing company puts on its sal espeople?

What do | mean by limitations?It’ sassimpleasthis:
If your equipment supports only short runs and low
color, your averageorder valuewill almost certainly be
lower than that of a company with the equipment to
support longer runs and more color. For the sake of
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discussion, let’ ssay that twofirst year sal espeoplewill
each be responsible for 500 orders over the course of
the year...something like two orders gained each
working day. The salesperson working for a “tradi-
tional” shop may end upwitha$200averageorder, and
$100,000 in total sales. A salesperson working for a
moreprogressivequick/digital/small commercial print-
ing company with advanced equipment and product/
service capabilitiesmight producean average order of
$500, and $250,000 in total sales. Infutureyears, that
salespersonmight very well beabl etoreach $1,000,000
in sales...a volume level that's highly unlikely for
someone selling $200 average orders.

Wouldyoubewillingto pay asal esperson morethan
$100,000, evenif he/shewerebringingin$1,000,000in
sales?| probably would be, aslong the profit margins
were there. But maybe we should be considering a
different question: Would you haveto pay a salesper-
son that well, or would there be people who would be
quite happy working for less?

Consider the salesperson who would answer your
original compensation planning questionwith“ashot at
$40,000inthethird or fourthyear.” Let’ salso say that
aforecast of $500,000 in thefourth year iscompletely
reasonable when considering your company’ s equip-
ment list and “ product/servicemix.” Finally, let’ s say
that $400,000 of that total volumewill becompensated
as“old” business, and $100,000 as“new” business.

With a$12,000 per year salary component, $32,000
in“old” businesscommissionsat 8%, $10,000in“ new”
business commissions at 10%, and a bonus/expenses
component of $4000, that salesperson would receive
total compensation of $58,000. That works out to an
11.6% compensation load, which as |’ ve said, would
not bother meat all. But if that sal esperson would have
been perfectly happy earning $40,000, your compensa-
tion load would then have been only 8%, and you'd
havemissed theopportunity to drop asignificant chunk
of money straight to your bottom line!

From The Beginning! Here's what you must
appreciate, though: If you want to end up with avery
low compensationload, youhavetoplanforitfromthe
very beginning. I've said many times that making
changes to a salesperson’s established compensation
planiswithout questionthemost dangerousactivity on
the sales management side of any business. Asfar too
many printing sales managers have learned, once a
salesperson perceives that you are taking something
away—especially taking money away!—that sales-
person usualy stops cooperating with you and starts
looking for another job.

That's why it's so important to ask yourself the
second pair of compensation planning questions |
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introduced in the first installment in this series: How
much salesvolumewill | expect from this salesperson
threeor four years down theroad? And how much will
| bewillingtopay for that sal esvolume?Onceyou know
thestarting pointsandthelong-termtarget, working out
the specifics of acompensation plan isjust a matter of
arithmetic.

Here' s an example: a sales candidate with a*“ need”
of $2000 per month, anda“want” of $27,500inthefirst
year with ashot at $40,000 by the third or fourth year;
andaquick/digital/small commercial printing company
with equipment and a“ product/service mix” that sup-
ports a projection of $250,000 in the first year and
$500,000 in the third year. With a $1000 per month
salary component, a $1500 bonus opportunity, and
another $1500 assigned to cover expenses, the “new
business” commission rate required to reach $27,500
would be5%. ($27,500 - [$12,000 + $1500 + $1500] =
$12,500. $12,500 + $250,000 = 5%) To make up the
difference between the salary component and the
salesperson’ simmediate“ need,” | would allow adraw
of up to $1000 per month.

In the third year, let’s assume that $500,000 in total
volumewill break down as$400,000in*old” business
and$100,000in“ new” business. With$12,000insa ary,
a bonus/expenses component of $4000, and $5000 in
“new” business commissions ($100,000 x 5%), we
need the “old” business commissions on $400,000 in
volumetoadd upto$19,000. That worksouttoa4.75%
“old” business commission rate and gives us total
compensation of $40,000.

Now, here’ sthemost important part of thisexample:
acommissionratedifferential of only .25% isunlikely
to provide astrong incentive to seek out new business.
This is a comfort zone trap looking for a place to
happen! If youwant thissal espersonto continueto seek
out new business, youwant the* old” businesscommis-
sionratetobeat least afull percentage point lower, and
two pointswould be even better. Solet’ stry this: make
the “old” business commission rate 3.5%, and it pro-
vides $14,000 in commissions, which leaves us $5000
below our earnings target of $40,000. Now take that
$5000and add it tothebonusopportunity! It’ sstill there
for the salesperson to earn—on the basis of specific
performance—and it doesn’t disrupt the rest of what
you' retryingtoaccomplishwiththeoverall compensa-
tionplan!

Straight Commission? One of the questions I'm
oftenaskediswhether aquick/digital/small commercial
printer wouldn't be better of f paying ahigher commis-
sionratewith no salary?If youwereoriginally willing
toinvest $20,000 to get $100,000 in new salesvolume,
why not get to that by offering astraight 20% commis-
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sion rate?

| guess | look at that from three different perspec-
tives. Firgt, | think theguaranteed componentisimpor-
tant in supporting a rookie salesperson through the
early days of heavy rejection. Second, the fact that
you're paying a salary gives you as the employer
certain rights that you don’t have—or can't as easily
enforce—if you're dealing with a straight commis-
sioned salesperson. Finally, think about the second
sales year, when this salesperson might bring you in
$250,000 in salesvolume. At astraight 20%, you' d be
paying that person $50,000. At $10,000 plus 10%,
you'’ d be paying out only $35,000. If you add on the
$5000-$8000 we used earlier to cover expenses and
benefits, the compensation load as a percentage of
sales would have come down to 16-17%. That repre-
sentsasignificant additional profit for you. Andthat’s
when this salesperson really startsto pay off for you!

Pushing And Pulling. At thevery beginning of this
section on Motivation, | noted that many printing
industry sales managers have resisted the idea of
payingbonusesontop of commissions. They arguethat
acommission planprovidesitsownincentive; just sell
more printing and you’ l| make more money!

The problem with that reasoning is that it doesn’'t
aways work in the real world. Sure, a commission
salespersonwill earn moreif he/shesellsmore, but the
critical question is whether the rate of increase pro-
vided solely by commissionwill beenoughtostimulate
the kind of hard work that you as a sales manager are
looking for! In the real world, salespeople tend to
gravitatetoward plateausandindividual comfort zones.
For a sales manager, keeping sal espeopl e off of these
comfort zones/plateaus may bethesingle most impor-
tant—and difficult—challenge.

Effective sales management is a combination of
pushing and pulling. | think most successful sales
managers will tell you that the pulling is the most
effective part. Pushing constantly can be frustrating
and annoying for both the salesperson and the sales
manager, but it's also afact that most salespeople do
need a push from time to time.

Here's the strategy | suggest: use the incentive
component of your compensation plan to pull your
salespeople toward high performance, and to keep
them focused on specific objectives...your objec-
tives! That can reduce your pushing requirement to a
gentle nudge every once in awhile, just to start your
bonus programs in motion. As strange as this may
sound (since we're talking about people here, not
inanimate objects) thisisal fully consistent with the
basic laws of physics: Newton's First Law states that
abody at rest will tend to stay at rest, while abody in
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motionwill tend to stay in motion.

To continue this analogy between physics and sales
motivation, once a salesperson is pushed into motion,
theincentiveoffered (you could think of it asthe pot of
gold at the end of a rainbow) pulls the salesperson
forward and provides the means to overcome “fric-
tion”—all of the factors that work against a hard-and-
smart day’s work every day.

Bonus Strategy. Thefirst element of bonusstrategy
should be this question: what exactly do you want a
salespersonto accomplish?Remember, theguaranteed
component of the compensation plan is intended to
cover the salesperson’ shasi ¢ needs, and tojustify your
requirement for a basic level of performance. The
earned component providesthemost significant oppor-
tunity for the salesperson to establish a high level of
income, and also provides your primary means of
offeringacompetitivecompensationlevel. Thepurpose
of the incentive component isto focus the salesperson
on exactly what you want him/her to be doing and
accomplishing.

The next element of bonus strategy should be this
question: what will it take to get the salesperson’s
attention and provide enoughincentiveto support your
objectives. To put this ssimply, the reward—the pot of
gold at the end of the rainbow—nhas to be big enough
to make earning it worth the effort you are asking for.

Use this rule of thumb: objectives demanding more
effort and/or motivation over a longer time period
require larger rewards; objectivesrequiring less effort
and/or motivation over shorter time periods can be
accomplished with smaller rewards. The definition of
“larger” and “smaller” must relate to the target
salesperson’ soverall incomelevel.

What does all that mean? If you have a salesperson
earning in the low ranges—$20,000 or less—abonus
“pot” of $1000for reachinganambitiousfull-year sales
guota should have the necessary incentive value. It
represents enough of an addition to the guaranteed and
earned componentsto make some“ stretching” worth-
while. With asal esperson earning inthe high ranges—
say $60,000 or more—that bonusworth $1000 may be
too small to provide adequate motivation to attain an
ambitious quota. “ I’'m already making good money,”
that salesperson might think. “Why kill myself for
something less than another week's pay?”

Long Term Incentives. I've always liked to make
several bonus opportunities available to salespeople
each year; one long-term opportunity based on afull-
year sales quota or goal, and a couple of short-term
opportunities based on 30-90 day volume or action
targets. The combination of long-term and short-term
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motivation has proven to be very effective

Now here’ saquestionworth thinking about. Isthere
any difference between asalesquotaand asalesgoal ?
In terms of managing salespeople, | think there defi-
nitely is. It’ sonething to point someonetoward agoal
and say “ Here’'swhat 1'd like to see you accomplish
this year.” It's something completely different to
assign a salesperson a quota and say “ You need to
reach this sales figure, or else your job is in
jeopardy.”

Setting aquotadoes—and should—imply athreat to
asal esperson’ scontinued employment. But by provid-
ing the potentia for significant reward as well, you
address the motivational issue from both sides. The
reward pullsfrom ahead, and thethreat of getting fired
is there to provide a sometimes-needed push from
behind. Thisisan example of “integrated” salesman-
agement strategy. It’ salso acombination that will get
any reasonableperson out of bedinthemorningand out
making sales calls, which isthe behavior we'retrying
to motivatein thefirst place.

A Grace Zone. By the way, I’'m not saying that |
think every sal espersonwhofail stomeet his/her quota
should befired. | think there should actually be three
possibilities. Atthetop” end of thosepossibilitiesisthe
salesperson who reaches or exceeds quota and is
rewarded with a bonus. At the “bottom” end is the
person who doesn’t even get close, who doesn’t work
hard enough, who turnsout not to havewhat it takesto
meet your sales needs. That person should be fired.

Inthemiddle, there should bea* grace zone” for the
salesperson who gets most of the way there. By that |
mean at | east 85%-90%, and showing real potential to
do better next year. The “grace zone” is especialy
important if you end upwith any doubtsthat you might
have set quotas too high in the first place. In this
“middle” zone, theonly painthe sal esperson suffersis
in not earning the bonus.

Now how do you set al of this up so that it's
consistentwithyour overall salesand marketing objec-
tives? Start by setting your total company sales goal,
and then break out the contribution you need from the
salesperson in order to reach that goal. For example,
let’ s say that your company salesgoal is $600,000 for
theyear, andtoreachthat, you' ll need $200,000insales
from your outside salesperson. What's important to
understand isthat we' re not talking about aquota yet.
Y ou get the quota by “marking up” your component
sales goal. For example, if my overall goal required
$200,000in salesfrom an outside sal esperson, | might
set and assign a quota of around 110% of that
figure...say $225,000.

Inthisway, if the salesperson attains hig’her quota,
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I'll have exceeded that component of my overall sales
goal, and | might bewell on my way to exceeding that
total company goal. By settingthebar alittlehigher than
| need it to bein terms of bonus criteria, | accomplish
two things. First, | build alittle bit of leeway into the
overall business plan on which my cash flow is based.
A “grace zone” performance by the salesperson won't
necessarily keep mefromreaching my overall business
goal. Second, | also providethe“funding” for thisfull-
year bonus plan. By making the bonus contingent on a
sales figure higher than my cash flow and operating
profit projectionsarebased on, thebonusisnot actually
coming out of projected sales or profits. It's coming
directly from the incremental profit on the “margin”

between sales goal and sales quota.

Thereisonemorecritical considerationinthissort of
incentive planning, though. In addition to the require-
ment that the reward be large enough to justify the
effort required to attain it, the quotaor goal itself must
be reasonable and attainable. An impossible goal or
quotawill ultimately becomeade-motivator, andthat’s
not what you're looking for! So, does that mean you
may have to reduce the “margin” between goal and
quota? No, that’ sthe wrong approach to sales motiva-
tion!

Thereality isthat your overall salesgoal iswhat must
may have to be adjusted. If a“marked up” $200,000
contribution from a salesperson is unreasonable, then
the $600,000 total sales goal in the earlier exampleis
aso unreasonable. The only good business decision
would beto lower that goal.

Short Term Incentives. A long-term, full-year
bonus program can serve as the “anchor” to the
incentive component of a sales compensation plan. A
couple of shorter-term bonus opportunities can create
alot of excitement...especially when you and your
salesperson need it the most!

Here aretwo exampl es of how short-termincentives
canwork. Most sales managersbelievethat getting of f
toagoodstartisacritical element of selling success. At
the beginning of a selling year, the reward for along-
termbonusopportunity isalongway off. Intheshorter-
term, you could stimulate afast start by establishing a
quotafor thefirst quarter, or better still, for each of the
first three months.

I’ve had alot of successwith thisformat: establish a
quotafor each of thefirst three months, and then decide
how much of a bonus you're willing to pay your
salesperson if he/she reachesthis quota. Let’ s say that
you' rewillingtopay atotal bonusof $500. | would break
that downintothree monthly components. By reaching
guotain any one of the three months, the salesperson
earns a bonus of $100. By reaching quotain any two
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consecutive months, the bonus in the second month
goesupto $150. By reaching quotainall threemonths,
the bonusesgo from $100 to $150 to $250. Do you see
how thisincremental structureincreasestheincentive
to get off to a good start and keep working hard
throughout thefirst quarter of thesellingyear? And do
you see how you only pay the maximum bonus for
maximum performance?

Another Example. Here's another example in
which abonus opportunity can betied directly to your
overall businessgoals. Most quick printershaveat least
some seasonality in their businesses; at least acouple
of monthswhen businessisusually soft. Why doesthis
happen? The most prevalent reason is that your
customers slow down during these months. So one
possible strategy for increasing business during these
soft months would be to encourage your current
customers to do more business during them, but how
reasonable is that?

| think a more reasonable strategy is to work at
getting new customersto start doing businesswithyou
duringtheslower months. But understandthis...you're
not going to get significant ordersfrom new customers
if your salesperson starts looking for that business
during the slow months. The groundwork for those
orders has to be laid well in advance of your slow
months.

In my PRINTSELLING seminar, | teach a system-
atized approach to selling that startswith acold call to
gain the name of the printing buyer. The next stepisa
letter, followed by a phone call to ask for an appoint-
ment. Let’ s sat that December isyour slowest month.
In order to be gaining new businessin December, the
coldcall andfollow-up part of theselling processneeds
to start in September!

Here' show I’ d structure the bonus opportunity. The
working assumptionisthat morecoldcalls, letters, and
phone calls will result in more appointments—and
ultimately morebusinessfromnew customers. | would
set aquotafor each activity in September and maybe
October too. If the sal esperson achieves these quotas,
he/she earns the bonus.

In thisexample, you'll be paying the reward before
the salesvolume actually comesin, but that’ sall right
with me because the immediate challenge you faceis
to motivate abehavior that will result in sales growth
during your otherwise slow period. Think of this par-
ticular incentive strategy as an investment!

Cash Or Prizes. Don't forget that whether we're
talking about long-term or short-term incentive pro-
grams, the quotas must be reasonabl e and the rewards
must rel atewell totheeffort you aretryingtomotivate.
Thefinal question | want to consider iswhether those
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rewards should bein cash or in other forms, liketravel
or merchandise. Theanswer isthat there’ sno categori-
cal answer. Y our salespeopleareindividual s, and each
individual islikely to respondto different motivational
forces.

Thebest advice | can suggest, then, issimply to ask
your salespeople what sort of rewards they find most
appealing. If they want cash, pay cash bonuses. If they
express adesire for other reward formats, work them
into the incentive component of your compensation
plan. Remember, the whole science of compensation
planningisintended to motivate your salespeople. The
bottom line for successisthat you do what it takes on
anindividual basis.

It’sAll Just Arithmetic. | know that sales compen-
sation starts out as a complicated puzzle. | hope this
discussion has simplified some of the issues for you.
Please keep in mind that sales compensation is a
science, and that certain causes-and-effects have al-
ready been established.

Please also remember the six basic questions that |
listed at the beginning of this section. Those six ques-
tions will help you to establish the foundation of an
effective sales compensation plan, and once you've
established that foundation, therest isreally just arith-
metic. If you need some help with that arithmetic, why
not givemeacall? Again, thephonenumber is800-325-
9634.

9. MORE ON MOTIVATION

What' sthebottomlineon salescompensation?| think
it's that compensation is a simple necessity from the
employee' s side, but from the employer’sside, it'san
opportunity. Y our choicesin structuring a compensa-
tion plan provide you with an opportunity to motivate
performance to gain exactly the results that you want.

An intelligent compensation plan can make your
salespeople work both harder and smarter. It can tell
them what you want them to sell, and what you want
them to stay away from. It cantell them very clearly if
you want them constantly working on devel oping new
customers, or aternately, it can tell them that you're
satisfiedtohavethemhandling every detail of every job
from their existing customers.

The process starts with some level of guarantee,
something you’ re comfortablein investing and some-
thing the employee can live on. From that point on,
performance pays! With well designed guaranteed,
earned and motivational components, your sales com-
pensation canwork equally well for both employer and
employee.

But there’ smoreto motivationthan money! Of equal
importance is that you treat your salesperson like a
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valued member of your business team! Part of what
that means is to behave consistently in al of your
dealingswithyour sal esperson, and not to send contra-
dictory messages.

I’ve had far too many salespeople tell me that their
bossistheirworst enemy! Whenyoumakethedecision
to send a salesperson out into the marketplace, you
haveanother very important decisionto make: Doyou
want thissal espersontofocusonselling, or doyouwant
him/her to be responsible for other aspects of the
operation of your printing company?

Beforel go any farther, let memakeit clear that you
can make either choice. There are plenty of peoplein
thequick/digital/small commercia segment of theprint-
ing industry who wear multiple hats, including the
outside sales hat. In fact, a“part time” salesperson—
part salesand part other operational function(s)—may
be the best way for many printing companies to
approach outside sales. The economics are quite a bit
different between funding afull-time salesperson and
allocating 10-15 hours each week of a “fixed”
employee’'s cost to sales activities.

But that's really not what I'm getting at when |
present the choice between “selling” and “other as-
pects.” Thequestion| really want youtothink aboutis
whether thejob descriptiondefinitionof “ selling” should
really include such things as picking up artwork, esti-
mating, order entry, order tracking, making deliveries,
or other printshop-related activities.

Again, thisisan areawhere you have achoice. You
can decidethat, in your company, the salesperson will
do some—or al—of these things. But you can't
escape the reality that these activities take time, and
any timetakenaway from prospecting andtheongoing
development of new customers and new businessis
likely tolimit theamount of salesvolumeasal esperson
will bringin, andtheamount of money that salesperson
can make.

Salespeople And Estimating. Whilewe're on this
subject, | haveaparticular prejudiceagainst having an
outside sal esperson do his/her own estimating. First of
al, it' sanother load factor on the salesperson’ stime.
But probably more importantly, this strategy can be
very much like letting the fox guard the henhouse.
Think about it, an outside sal esperson runs into more
expressions of price sensitivity than anyone elsein a
printing company. In my experience, it's arare week
when a hard-working salesperson isn't told at least
once or twice that he/she lost a bid because of price!

In order to be atruly profitable contributor to your
business, a salesperson hasto learn how to overcome
priceobjections, and al so how tofind peoplewhodon’t
object to your pricesin thefirst place. Unlessyou've
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managedto hireavery rare salesperson, putting pricing
in hissher hands is likely to take away some of the
urgency to develop those skills. After all, which is
easier, overcoming price objections or quoting lower
andlower pricesinresponsetotheobjectionsyou hear?
| think it's a mistake to make a sal esperson respon-
siblefor both salesvolumeand profitability. A far better
strategy istomakethesalespersonresponsiblefor sales
volume aone, and ensure the profitability of what he/
shesellshy putting pricinginthehandsof someonewho
canproperly beheldresponsiblefor profitability...like
atrained estimator, a manager, or the owner!

CLOSING THOUGHTS

Twenty or so pagesago, | started this pieceby noting
that sellingingeneral isamystery tomany quick/digital/
small commercial printers, so hiring and managing
salespeople must seem to be up there with the greatest
mysteriesof all time. Y ouonly needtolook at thefailure
rate, | said, toknow that somethingisreally wronginthe
way outside salespeople are hired, trained, managed
and compensated in thisindustry.

First Key. Noone sgoingtotell you everythingyou
needto know in 20-30 pagesof text, but | hopethat I’ ve
been ableto make sal esmanagement lessof amystery.
Thefirst “key” to successisto hirewisely. Asyou've
read, my best adviceistoinvest sometime onthefront
end of this process by developing a well-thought-out
profileof thepersonwhoismost likely to be successful
at selling your kind of printing/copying to your kind of
prospects and customers. Use that profile asthe foun-
dation of your advertising/networking/search
effort...and remember that the best “recruiting” strat-
egy is a multifaceted, comprehensive approach! Y ou
don’'t put all of your eggs in one basket when you're
searching for awinning salesperson!

Second Key. When you've identified one or more
candidates—by comparing every respondent to your
profilel—the second “key” to successisto interview
carefully, and remember my comments about finding
someone who will work for you. If you hire someone
who is not agood match for you, | promise that you'll
find him/her difficulttotrain, manageand motivate. Be
patient! Invest at least as much time on the “ back end”
of thehiring processasyoudid onthe“frontend.” And
don’t short-circuit your efforts at the end of the hiring
process by neglecting to test and check references.

Third Key. The third “key” to success is training,
andlI’'mawarethat I’ vehadrelatively littleto say about
the specificsof training here. That’ sbecause neither of
us know what training will be necessary until we now
how your candidatecomparestoyour profile, andtothe
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printing sales knowledge base. Just remember that
any critical knowledgethat isn’t present in the candi-
datewill havetobetrainedin, and asapieceof advice,
please consider that some of thesethingswill probably
be easier for you to teach than others. As a general
statement, if you' re comfortable teaching the “ print-
ing” part but not the“ selling” part, youmust either hire
someone who knows something about selling, or find
another resource to handle that part of the training
challenge. If you're comfortable teaching the selling
part but not the printing part, you’ d bewiseto profilea
person who has some printing experience. With the
understandingthat sometrainingisalmost certaintobe
necessary (unless you're able to afford to hire a
salespersonwith significant printing sal esexperience),
you would be wise to hire someone whose training
needs match the things that you can teach, things you
arecomfortablewith and confident inyour knowledge
of.

Fourth Key. The fourth “key” to successis action
management. Thisisavery simpleissue. Y ou cannot
managethevast majority of salespeopleeffectively by
simply settingasalesgoa andsaying: “GoForIt!” You
haveto managetheir activity—their actions—because
action/activity leads to sales volume. The best way
to end up with the salesvolumeresultsyou’ relooking
for isto determine what action levels are necessary—
how many cold calls, how many letters, how many
phone calls, how many appointments—to make it
happen. Then, if yousimply makesurethat thoseaction
levels are maintained, you will end up with the sales
volume you are looking for! Remember what | said
aboutitall being“justarithmetic.” Thiselement of sales
management is much more a science than an art!

Fifth Key. Thefifth and final “key” to successisto
motivateyour sal esperson effectively. Thisstartswith
acompensation plan whichworksboth for youand for
thesal esperson, aplaninwhichyour salespersonearns
most of hisher money by performing to—or be-
yond!—your expectations. Wewentintogreat detail in
discussing compensation, and | know that some of the
examples may have been confusing. If so, my best
adviceisto go back to that section and read through it
again!

And please remember that thereismoreto effective
motivationthanmoney. Itisof equal importanceisthat
you treat your salesperson like a valued member of
your businessteam, and as | said earlier, part of what
that means is to behave consistently in al of your
dealingswithyour sal esperson, and hot to send contra-
dictory messages. Another part of what it meansisto
pat your sal esperson ontheback every onceinawhile,
both when he/she does good things and when he/she
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has setbacks.

It's hard work being a printing salesperson, and it’s
oftenlonely work too! Oneof themostinterestingthings
we'velearnedinthe DF/A Sales Coaching Programis
that most quick/digital/small commercid printing sales-
peoplefeel likethey’ revery much al oneonthejob—as
the only person onthestaff whoworks* outside” of the
friendly walls of a printshop. Remember that most of
the peoplewho comeinto your shop or send you orders
in any other way are saying “yes,” but most of the
peopleasal espersontriestoconvincetodojust thatwill
say “no.” When it's really being done right—when a
salesperson is working very hard at his/her job and
putting forth high levels of action/activity—the vast
majority of people on the receiving end of all of that
action/activity aresaying“no” tothat salesperson. That
can bepretty depressing, asyou can probably imagine.

Sometimes the most important element of sales
management isto bethereto say: “It'sOK that most of
them say ‘no,’” because you really need relatively few
‘yes's' to be successful at this.” And that’ s absolutely

true! Your salesperson may have to “start the ball
rolling” with 50 prospectsinorder togainonecustomer,
but it he/she starts the process on 50 prospects each
week, theendresult will be52 new customersinayear!
That may look likeonly a2% successrate, butinthebig
picture, wouldn't it likely reflect avery good year for
you and your salesperson in terms of sales volume?

ThisCan BeDone! OK, there' sno question that all
of thisrepresentsasignificant challenge. And again, |
hopel’ vebeenableto clear up someof themystery you
might have perceived in effectively hiring, training,
managing and motivating a quick/digital/small com-
mercia printing salesperson. | very much want you to
know that this can be done, and hiring a salesperson
can have atremendous positive impact on your busi-
ness.

| alsowantyoutoknowthat I’ mavailabletohelpyou
meet thischallengein person. Check out thefirst page
of the Appendix for more information on my sales
coaching program...or call me at 800-325-9634!
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Dave Fellman's

Sales Coaching Program

Are you happy with the performance of your salespeople?
Are you confident in your own sales or sales management abilities?
Could you use some help in making outside sales work for your company?

If you answered no, no and yes! to those three questions, Dave Fellman’s Sales Coaching program
could be the solution to your problem. Think of sales coaching as a combination of sales training and
sales management support. It works with underachieving employees, and it also works with printshop
owners who know that they need to get out and sell, but lack sales knowledge and direction. It works
because Dave Fellman has been a successful printing salesperson and sales manager. It works
because he’ll provide proven strategy and technique—both selling technique and time management /
organizational strategy—and he’ll hold your salesperson (or you!)
accountable for a level of activity that will produce the results
you’re looking for.”

That’s Why It Works,

Here's How It Works!

4X Level Service:

Each 4X Level participant will take part in four telephone coaching and/or
conference call sessions each month, scheduled as much as possible on
the same day and time each week

Private Coaching Calls

How much prospecting is going on? Is time being used effectively? What's
working and what'’s not working in the pursuit of new business? What will it
take to solve selling problems with current customers, and to overcome the
objections of important prospects? These are the issues that are covered
during each months Private Coaching Calls. Dave Fellman provides ongoing

sales training, accountability, sales management support, tips and ideas.
The Cost
_ Small Group Conference Calls

From time to time. Level 1 participants are invited to take part in interactive,
small group conference calls, led by Dave Fellman or occasionally by a topic
expert, which provide the opportunity to “compare notes” with others facing
similar selling challenges. When conference calls are offered (never more than
once each month) they replace the private coaching call for that week.

Call Dave Fellman at 800-325-9634
visitwww.davefellman.com

4X Level Service: $450 per month.
2X Level Service: $250 per month.
1X Level Service: $150 per month.
Payment terms: Monthly draft
from Visa, Mastercard or

American Express account. .
P 2X and 1X Level Service:

After 3-4 months, most 4X Level participants find that a reduced level of service is
Your complete satisfaction sufficient, and the cost of the program drops accordingly. Dave considers it his
is guaranteed! responsibility to “graduate” his students to independent performance!

SALES COACHING IMPROVES SALES PERFORMANCE!




Developing A Profile...

Here's a copy of a “questionnaire” | prepared for one of my clients to form the basis of a sales
candidate profile. The actual profile that resulted from his answers follows...
1. What is your first-year sales expectation for a new salesperson?

lowest acceptable level

$
reasonable level of success $
$

exceptional performance or above

2. How much are you willing to pay for that “reasonable expectation” of sales volume?
(Please provide two numbers...a cash compensation figure and the expected value of benefits.)

3. What is your third-year sales expectation for a new salesperson?
lowest acceptable level

$
reasonable level of success $
$

exceptional performance or above

4. How much are you willing to pay for that “reasonable expectation” of sales volume?
(Again, please provide two numbers...a cash compensation figure and the expected value of benefits.)

5. All other things being equal, would you prefer a younger person or an older person? A male or a female? Do
you have any specific feelings regarding minority vs. mainstream? (You don’t have to write the answer to this
question down, but | would like you to think about them.)

6. What educational background do you think the job requires?

7. If a college degree is required, do you have any preference for a particular (local) college or university??

8. How much—if any—selling experience do you feel the job requires?

9. If some selling experience is required, what specific product/service sales experience do you feel will provide
the likelihood of rapid skills translation.

10. How much—if any—printing/copying/graphic arts experience do you feel the job requires?

11. Please make a list of 8-10 “attributes” you feel will be important to success at this job, and after completing
the “raw” list, please re-arrange the items in priority order.

12. When do you expect a salesperson’s workday to begin? When do you expect it to end? Do you envision
salespeople starting and finishing most days at the shop?

13. How far from your shop should/could a candidate live?
14. Does it make a difference what type of car a candidate drives?

15. What are the specific things that have made (any current/previous salesperson) successful? Please try to
arrange the factors in order of importance.

16. What have you learned from previous salespeople who didn’t work out? What other “plusses” and “minuses”
can you think of?
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Developing A Profile...

Client's Actual Sales Candidate Profile:

We are looking for two people who are motivated to:

1. learn our business

2. call on strangers and develop relationships

3. call on the right people and develop profitable relationships
4. work as part of a team

5. increase personal earnings on the strength of performance

The ideal candidate is probably a woman between the ages of 28-55 with modest
initial compensation requirements ($1800 - 2200 per month “need” for the first 4-6 months;

$24,000 - $28,000 “want” for the first full year.) [40 Points]
We are looking for “professionally attractive” candidates, which we define as:

— projecting self-confidence and possessing an obvious native intelligence [10 Points]
— being an excellent communicator; strong verbal and written communication skills [10 Points]
— possessing strong basic math skills [5 Points]
— being well-organized and having a “problem solving” orientation [5 Points]
— being poised and businesslike in terms of dress and physical appearance [5 Points]
— owning a dependable and presentable motor vehicle [5 Points]

We do not require a college degree, but would consider one a plus.
(A degree from "State U" would be considered an extra plus.) [5 Points]

We do not require specific printing/copying/graphic arts experience, but would
consider that a plus. [5 Points]

We do not require computer/word processing/computer graphics experience,
but would consider that a major plus. [10 Points]

We expect a 45-50 hour work week. We don't expect every day to begin and/or end at the shop, but we do
require each salesperson to provide a daily “sales plan” via personal delivery, fax or e-mail (at least for the first
six months of employment.) We also require each salesperson to turn in a weekly summary of prospecting
and sales activity via a common report format.

We expect to test each “finalist” candidate with an instrument such as the Caliper Profile. We will require the
candidates cooperation, and will share the results of such a profile if requested.

Success Measurement Criteria:
— during the first six months, we will measure activity rather than sales volume
— for the first year, we will consider the following levels of success:
— lowest acceptable level: $60,000
— reasonable level of success: $175,000 - $200,000 (approx. $28,000 income)
— exceptional performance: $210,000+
— by the third year, we will consider the following levels of success:
— lowest acceptable level: $480,000
— reasonable level of success: $700,000 - $750,000 (approx. $54,000 income)
— exceptional performance: $900,000+
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21 Pretty Good Questions To Ask
A Potential Salesperson

By David M. Fellman
President, DF/A

Several years ago, | wrote an article for Quick
Printing called “15 Pretty Good Questions.” Those
were “selling questions,” intended to be asked during
thefirst face-to-face conversation with anew prospect.
Thearticlelisted thequestions, and al so provided some
explanation about why | wanted the information, and
what kind of answers | was looking for to help mein
identifying good prospects.

Last week, a reader called me and mentioned that
article, and asked meif I'd consider writing asimilar
article on questions that could/should be asked when
interviewing potential salespeople. | came up with 21
“Pretty Good Questions,” and here they are. How's
that for customer service!

1. What do you expect atypical day on thisjob to
be like? One of the most important sales manage-
ment concepts | teach is that a sal esperson needs to
know certain thingsin order to succeed. I’ vewritten
before about the Printing Sales Knowledge Base,
which consists of Product Knowledge, Market
Knowledge, Operational Knowledge and Selling
Technique. It’ simportant to understand, though, that
all theknowledgein theworld won't lead to success
unless the salesperson is willing to work hard. The
answer 1I'm looking for when | ask this question
revolves around starting early, working late, and
putting plenty of sales-building activity in between.
If | don't get that answer, | set the questioning aside
and tell the candidate exactly what | will expect in
termsof atypical day, and | closethose commentsby
telling the candidate “if thisisn't what you had in
mind—or if you're not willing to make this your
typical day—Ilet’s do us both a favor and end this
conversation right now.”

2. On a scale of 1-10, how would you rate your
“printing/copying product knowledge?” Once
you've established that the necessary work ethic
seemsto be present, it’stime to evaluate other key
elementsof the Printing SalesK nowledge Base. The
situation you face is pretty straightforward in that
any necessary knowledge the candidate doesn’t al-
ready have will have to be “trained in.” Remember,
aresumewill tell you about experience, butit doesn’'t
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always tell you about knowledge. Also remember
that aperson trying to sell himself/herself into ajob
may exaggerate things like experience and knowl-
edge. | recently interviewed a candidate who rated
himself a“9” on printing/copying product knowl-
edge, so | asked him an immediate follow-up ques-
tion.” Canyoutell me,” | asked, “how theink getson
the paper?’ The candidate did a fairly good job of
explaining the production process from “camera-
ready” artwork toaprinting plateto how theink goes
ontheplate and then gets*“ offset” to the blanket and
then deposited on the paper. | felt pretty good about
his product knowledge at that point

3. On a scale of 1-10, how would you rate your
knowledge of selling strategy and technique?
Obviously, thisquestion takesthe same approach to
another of the key elements of the Printing Sales
Knowledge Base. Remember that alow self-rating
is not necessarily a disqualifying factor. We'd al
like to hire “9s” and “10s,” but the reality of the
situation is that most quick printers are forced by
simple economicsto hire salespeople at thelow end
of the compensation scale—which trandatesto low
level sof experienceand knowledge. Again, remem-
ber that any knowledge that isn't already present
will haveto betrainedin. Y our objective during the
interview stageisto make surethat you have aclear
understanding of thetraining challengeahead of you
with each candidate.

4. How much money will you need to make from
Day 1 on this job? Most candidates will try to
answer this question by telling you how much they
want to make, but that’s not the question you're
asking! The most critical piece of information for
you at this point is how much he/she needsin order
to cover food/clothing/shelter/etc. As I've written
before, you don’t haveto cover the“want” from Day
1, youjust haveto provide areasonabl e opportunity
to reach that incomelevel. Y ou do haveto cover the
“need” from Day 1, though—whatever it will take
for this candidate to live some semblance of a
normal life while he/she is building customer rela
tionships and eventually bring in business—so you
haveto establish early just how much money that is.
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If you're not willing to cover what any candidate
really needs, don't hire that person! (For a more
detail ed discussion of compensation, you might ook
back to aseriesof articles| wrotefor QP acouple of
years ago, titled “ Solving The Sales Compensation
Puzzle.” If youdon’t saveback issuesof QP, dropme
alineviafax or email and I'll send you acopy. My
fax number is919-467-2357, and my e-mail address
is fellman@lynxus.com.)

5. How much money do you want to makein your
first full year ? By your thirdyear?Here’ swhereyou
establishthe“want” level. If thefirst-year and third-
year “wants’ are reasonable, you can move forward
with theinterview. If not, you'd be wiseto stop and
tell the candidate now that he/she may not be ableto
earn that much money within a one-year or three-
year timeframe. Remember, if the money doesn’t
work, neither will the relationship between you and
your sal esperson. Remember al so that theinterview-
ing processisatwoway street. Y ou' retryingtomake
agood hiring decision, and the candidateistrying to
make a good career decision. Both parties need the
truth on the table to provide awin-win situation.

6. What would you say your greatest strengthsare
asaper son? Thisquestiontakesusinto the“ getting
to know you” part of the interview. Remember that
what you're getting here is an opinion—a
salesperson’ sopinion!—whichislikely to beat | east
alittle bit self serving. The trick hereisto listen to
that opinion, and then hold it up to examination in
terms of everything el sethe candidate says and does
during theinterview process. For example, if he/she
saysthat being “ hardworking” isapersonal strength,
listen for examples of previous hard work in the
answers to subsequent questions.

7.What would you say your greatest strengthsare
as a salesperson? This question provides a subtle
opportunity to measure how much acandidatereally
knows about selling. Personal strengths definitely
trangdate into selling strengths, but there are a few
things that stand out especially as selling strengths,
like organization, the ability and willingnessto lis-
ten, self-discipline, and perseverance.

8. What areyour weaknessesasa person? Every-
one has weaknesses, and an intelligent manager
takesathree-pronged approach to dealing with them
inajob candidate: (1) identify any weaknessesearly
and decideif they’re really important within the job
description, (2) start the process of shoring up those
weaknesses, or else (3) makethe decision not to hire
this particular individual. Shoring up any weak-
nesses fallsinto the category of training, and just as
any necessary knowledge that isn’t already present
will havetobetrainedin, any weaknessesand/or bad
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habitswill haveto betrained out! Keepinmind that
somepersonal “weaknesses’ can beturnedintoreal
positives in a salesperson. | recently interviewed a
sales candidate who told me that his greatest weak-
ness was impatience, and | told him there’s afine
line between impatience as a weakness and impa:
tience asavery strong motivating factor. “1f you're
willing to work on finding the balance,” | said, “we
can usethisto makeyou amore successful salesper-
son. But if you expect great success and big money
tocomequickly inselling, hiring youwouldbeabig
mistake for both of us.”

9. What doyou think my next question isgoingto
be? Theanswer—which | hopeisobvioustoyou!—
is:“What areyour weaknessesasasal esperson?’ So
why not simply ask the question straight out? Be-
cause this is an opportunity to measure both the
listening skills and the intelligence of a candidate,
and it’ smy feeling that anyone who doesn’t pick up
the pattern of the three previous gquestions either
isn’t listening—whichisavery seriousweaknessin
asalesperson—or isn’t smart enough to get you the
resultsyou' re looking for. With candidates who do
pick upthe pattern, you’ reback to thethree-pronged
approach to any weaknesses mentioned above. By
the way, in all four of these strengths/weaknesses
guestions, look for the sense that you' re getting an
honest and objective appraisal—not a sales pitch!
10. What isthesinglebiggest r eason behind your
desiretomakeachangeright now? Unlessyou're
interviewing a person looking for his/her very first
job in life, any interest in the job you're offering
representsadesirefor change. Thereasoning behind
that change can bevery important, especially witha
person who wants to leave another job to come to
work for you. From my perspective, there can only
betwo situationsthat would bring thisabout. .. either
there' s something wrong with the other job or else
there' s something wrong with the person! (One of
my clients recently interviewed a woman whose
only reason for looking for a new job was that her
husband had been transferred to my client’s area.
What was “wrong” with her old job was that it was
now 600 miles away! Anacther client recently inter-
viewed ayoung manwho had alsomoved, butinthis
case, his resume showed a pattern of moving—not
just from job to job, but from state to state. Do you
seewhat I’ m getting at?) Some candidateswill have
awholelist of reasonsto giveyou. | recommend that
you try to keep the conversation focused on “the
single biggest issue,” if for no other reason than to
see if your candidate can identify his strongest
selling point and drive it home!

11.1f | called your last employer right now, what
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would he/she say about you? To this point in the
interview, we' vegiventhecandidatethe opportunity
to tell some of higher own story. This question
introduces an element of corroboration. In a way,
you're asking the candidate to furnish his’/her own
reference. Doyou accept it at facevalue? Absolutely
not! After theinterview (assuming that you still feel
you havealegitimate candidate after theinterview is
over) you cal that last employer and ask for a
reference! Sure, you won't aways find the other
person willing to talk much about your candidate,
but even that tellsyou something about the relation-
ship they had. What's important is that you do
everything you can to learn about the candidate and
evaluate his/her suitability for the job. By the way,
thefirst timel heard thisquestion, | was on the other
sideof theinterviewing process...being interviewed
for ajob that | wanted very much. The interviewer
listened to my answer, then he picked up the tele-
phone and called my last employer with me sitting
right there in his office!l My old bosswasn’t in as it
turned out, but that technique certainly gave me
somethingtothink aboutif | wastemptedto* stretch”
an answer during the rest of the interview!

12. If | called a few of the people you’ ve worked
with over the years, what would they say about
you? This question invites a perspective other than
that of “theboss.” Thetruth of thematter isthat there
are many legitimate “personality conflicts’ in the
workplace. Haven't you ever worked for someone
you thought was less capable as a manager than
you' veturned out to be? Again, though, don’t accept
the answer to this question at face value. Get the
names and phone numbers of these former co-work-
ersand call them. As Ronald Reagan said about the
Russians during the nuclear arms reduction negotia-
tionsin the 80s: “Trust...but verify!”

13. How are you going to go about finding new
customer s? The next few questions are intended to
facilitatea" conversation” about thenature of thejob
itself. | put that word in parenthesisbecause | want to
emphasize that the flow of the interview changes
here. For the most part, up until now it's been you
asking questions and the candidate answering. Now
| want you to take a more active role in the discus-
sion. Let's say that the candidate mentions buying
directories and networking through the Chamber of
Commerce, but what you have in mind is more of a
“feet-on-the-street” strategy—cold calls to identify
decision-makers followed by an introductory letter
followed by atelephone cal to ask for an appoint-
ment. “1 have something different in mind,” you tell
thecandidate, and you describeyour approach. “What
do you think about doing it that way?’ Remember
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what | said earlier...you're trying to make a good
hiring decision, and the candidate is trying to make
a good career decision. Getting everything on the
tableintheinterview stageincreasesthe likelihood
of a successful experience.

14. What doyou think will bethemost important
thing(s) you’'ll havetoconvincepeopleof in order
toturnthemintocustomers? Again, listentowhat
he/she thinks and then explain your own thoughts. |

get excited when a candidate says something to the
effect of “I have to sell myself,” or “I haveto build
trust and confidence.”

15. Do you have any thoughts on how to meet
those challenges? You're till in “conversation
mode,” but this is also an opportunity to evaluate
your candidate’s previous experience and/or basic
instincts. Please consider, though, that “I have no
idea, and | hopeyou’ regoingto beabletoteach me’

may be a legitimate answer from someone with no
sales experience. If that's ever the answer you get,
remember that any necessary knowledge which
isn't aready present will have to be trained in. If
you' renot uptothetraining challenge, don’t hirethe
individual!

16. How do you plan to go about learning what
you need to know in order to do thisjob? This
guestion startsatransition back out of “ conversation
mode.” It'san opportunity to gain your candidate’ s
thoughts on this issue, and to describe your own
thoughts on a training program. | think it’s impor-
tant, though, to establish early on that you’re both
going to have to deal with limited training time and
training resources. Make it clear that some self-
directed training will be required, and try to come
out of this portion of the conversation with some
idea of how that will happen.

17. How doyou plan to makeyour self part of our
team? This is a critical issue! There's probably
nothing asdisruptiveto asmall printing company as
anew salesperson. The new person is “ elsewhere”
for much of the day—at least hopefully!—and till
tendsto stimul ate questions/problems/mi stakesthat
everyone el se hasto deal with. I'minterested in the
candidate’ s thoughts on this issue, but truthfully,
I’m more interested in simply raising the issue and
getting the candidate thinking about hisher rela-
tionship with the rest of the organization early on.

18. What isit going totaketo motivate you to get
out there and work hard at thisevery day? You
cantalk all you want about salary and commissions,
the bottom line is that money is only one of the
motivating factors for most people. It's aso prob-
ably theleast effective motivator intheearly stages,
whenthethingsasal esperson should bedoing—Ilots
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of prospecting and follow-up—don’t usually lead to
“instant cash gratification.” If you want to give
yourself the best chance of success with an outside
salesperson, it's important to understand the entire
motivational mix. Don’t guessat what will motivate
this particular candidate...ask!

19. OK, we're at the point whereyou havetotry
to close the sale. Why should | hire you? Now
you' recompletely out of “conversation mode.” This
guestion gives you a great opportunity to evaluate
the candidate’s selling skills. The most important
sale acandidate has to make, after all, isto sell you
ontheideathat he/sheistheright personfor thejob.
20. If you weremeright now, would you be most
worried about in terms of making an investment
in you? This question asks the candidate to play the
devil’ sadvocate (which by theway isanother impor-
tant selling skill.) A candidatewhotold metherewas
nothing to worry about would scare me to death! So
would a candidate who gave me an honest answer,
and then left it at that. What I’'m looking for is the
candidate who will identify the problem and then
present a solution. “I guess I'd be most concerned
that I’'m pretty young and not very experienced,” a
candidatemight say, “but | think theother sideof that
coinisthat I'm very enthusiastic about an opportu-
nity like this, and the experience | do have suggests
thatI'll beagoodinvestment.” Again, thisisameans

to measure selling skill (or perhaps instinct in the
case of ayoung or inexperienced candidate.)

21.What question(s) haven't | askedthat | should
beasking? Thislast question givesthe candidatean
opportunity to put anything el se on the table that he/
shefeelsisrelevant. It also providesanicetransition
for the candidate to ask afew questions. I' m always
impressed by acandidatewho takesthat opportunity
without waiting to be asked if he/she has questions.
Questioning, after all, is an important selling skill.

Theway | seeit, your primary objectivein conduct-
ing a face-to-face interview is to get to know the
person you're talking with. A resume or application
formwill tell you some—maybe even much—of what
you need to know about a person’s background and
experience. Remember, though, you aren’t simply
hiring background and experience...you're hiring a
person whom you hope has been truthful about hisor
her background and experience, and will ultimately be
able to put some of it to work for your company.

If you look at it that way, do you see how little you
might learnif youlimitaninterview toquickly “going
over” the resume or application form? You're a lot
better off if you can identify and confront some of the
“success/failure issues’ that surround every position
and every applicant. Hopefully, these “Pretty Good
Questions” will help you to do that.

Getting Your ACT Together

By David M. Fellman
President, DF/A

Back in 1991—not long after | started writing regu-
larly for Quick Printing and consulting with quick/
digital/small commercial printers—I presented asemi-
nar in Dallas with the local BCT as a sponsor. After
sitting through the session, John Purtell, the owner of
that BCT, mentioned that | might be interested in
looking at a“ sales software” product called ACT. If |
remember right, the developer of this product was
John' sneighbor, and the product was new enough that
the company—then called Contact Software Interna-
tional—was eager to send me afree copy for evalua-
tion.

In the years since then, Contact Software Interna-
tional soldtheproduct to software giant Symantec, and
ACT hasbecomethetop seller among PIM’ s(Personal
Information Managers) and CM’s (Contact Manag-
ers.) There are other good productsin this category—
including Goldmine, Maximizer and Telemagic—but
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for my money, ACT isstill the best. And moreimpor-
tantly, ACT has become the literal backbone of my
ownbusiness. | start every day by asking ACT to show
me my “task list” for the day, and then | simply work
my way through those tasks.

| don’'t awaysfinish every itemonmy daily list, but
that's OK because I've set it up so that any uncom-
pleted task rollsover tothe next day’ slist. The bottom
lineisthat | never losetrack of anything I’ ve entered
into ACT, and that’s a huge benefit for any business
person...especialy a salesperson!

Four Components

Broken down to its basics, ACT is made up four
components: adatabase, thetasklist, acalendar and a
word processor. Everything starts with the database,
and thefirst step in using the programisto enter in al
of your contact information—company names, con-
tact names, addresses, phone numbers, etc. As you
might imagin, it is extremely important to make sure
that this information is complete!
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The next step is to tell your database exactly what
you want to do next with each contact and when you
want to do it. ACT lets you schedule three types of
activities: telephone calls, appointments, and things-
to-do.

Oneof the key features of the program isitsflexibil-
ity, and | think I'm a pretty good example of a person
who has adapted the program to his own needs. For
example, | never use ACT’s calendar functions. |
prefer to schedule all of my activities to the task list,
because most of what | do is what ACT refers to as
“timeless’—meaning that it doesn’t haveto bedoneaat
a specific time of any given day.

On atypical day, my task list is made up of 25-30
telephone calls and 4-5 things-to-do (which might
range from writing a proposal to making travel ar-
rangements for a seminar or client visit to writing my
monthly column for QP.) | use ACT in conjunction
with a paper calendar—a typical view-of-the-month
format—and that’ swhere| keeptrack of my travel and
“face-to-face” commitments. (More on that later.)

TheWindowsand Macversionsof ACT work alittle
differently. I’'mcurrently using ACT 3.0for Windows.
(There's a Version 4.0 out, but | tend to “leapfrog”
application software updates unless | see something
important being added. The refinements in ACT 4.0
seemed to bemostly Internet-oriented, and that doesn’t
add much to theway | use the product. In terms of the
interface and the way the database and scheduling
functions work, versions W3.0 and W4.0 are very
similar.)

The ACT “window” is split into two “panes.” The
top paneholdsall of thebasic contactinformation, with
fields for company name, contact name, title, phone
and fax numbers, address, last results, and an | D/status
field that can be usedto“ code” the contact by type. By
clickingonthe“lookup” title on the menu bar, you can
search the entire database for specific records. For
example, let's say you have a customer named John
Smith who works for ABC Enterprises in Chicago
which iscoded by type asa“manufacturer.” The most
direct way to call up that individual record would be
lookup/company/ABC Enterprises, but you could also
access it in other ways, including lookup/first name/
John, lookup/last name/Smith, lookup/I D/manufac-
turer, lookup/city/Chicago or evenlookup/phonenum-
ber/312.

If you're looking for a specific individual record,
thesemore“ general” searchcriteriamay requireyouto
click through several other recordsto get totheoneyou
want, but that’ sonly amatter of acoupleof seconds. In
another situation, though, you might want to send a
specia mailing to all of the “manufacturers’ in your
database, and lookup/I D/manufacturer would be just
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the ticket.
TheLower Pane

Thelower pane of the ACT window contains seven
tabs that allow you to switch between views. Five of
these views give you accessto alternate contact infor-
mation fields, including several user-definable fields
which allow you to add aconsiderablelevel of sophis-
tication to your database. The other two views really
represent the heart of the system: activities and notes/
history.

Every time you schedule an activity—a telephone
call, an appointment, or a thing-to-do—it transfers
into thisview, sowhenyou' relooking at arecord, you
can see everything you have planned for that contact
inthefuture. And every timeyou complete an activity
or add something to the“last results’ field, it transfers
directly intothe notes/history view, so by switching to
this screen, you can see everything that has happened
inthe past. Y ou can also enter notes of any lengthinto
thisfield, which addstothelevel of detail you cankeep
at your fingertips.

ACT in Action

Let's look at ACT in action. “Chris’ is a quick
printing salesperson, and on this particular day, she's
out making cold calls. During the course of the after-
noon, she walksinto 15 offices, talks briefly with the
“gatekeeper” in each one, and decides that 7 of the
companies are worth following up with. On her cold
calls, she makes sure to get the name of the printing
buyer, and all of the correct address/phone informa:
tion. Her basic strategy is to follow-up immediately
with anintroductory letter, and then call on the phone
to ask for an appointment.

On returning to the shop at the end of the day, Chris
fires up her computer and starts entering the informa-
tion she’ scollected into ACT. Opening anew contact
record requiresonly onemouseclick, and eventhough
she' snot agreat typist, entering the contact informa-
tion takes only a few minutes per record. With three
moremouseclicks, Chrisopensup theword processor
and calls up her standard cold-call follow up letter
(which shehas previously written and saved asaletter
template.) ACT automatically merges the name and
address of each new prospect with thisstandard | etter,
and all Chrishastodo now isprint and signtheletters,
print, stuff and seal the envelopes, and then put them
in the mail.

Her last step with each new prospect is to schedule
the next activity—the phonecall to ask for an appoint-
ment. For each record in this group of new prospects,
she clicks on an icon which calls up the “schedule a
phone call” dialog box, clicks on an icon within that
box to call up calendar, and then clicks on the date on
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which she wants to make the phone call. She types a
short note about the purpose of the call, and rates the
activity as a high, medium or low priority. Then she
puts that particular prospect out of her mind.

Now let’ sfast-forward to theday onwhich Chrishas
planned on makingthosecalls. Shecomesintotheshop
in the morning, and with two mouse clicks she asks
ACT for her task list. Along with any other activities
she has previously scheduled for that day, she'll find
these 7 calls listed. With two more mouse clicks, she
turnsher task listintoa“lookup”—which bringsup the
complete contact records for each customer or pros-
pect shehas something scheduled withtoday, arranged
one-after-another like a card file. Now she simply
worksher way throughthe* cards’ and completeseach
task, marking it as completed when she finishes, and
then scheduling the next activity for each contact.

Key To Success

This single element—aways scheduling the next
activity—isreally the key to using ACT (or any other
contact manager) effectively. Thisis how a salesper-
son ensures that nothing falls through the cracks.

Let's say that Chris calls the first of her new pros-
pects, and that person says:. “I’mreally busy thisweek,
but we buy alot of printing and I’ m unhappy with the
printer we've been using and | would be interested in
getting together with you. Why don’t you call mein
two or threeweeks.” ACT makesit very easy for Chris
to remind herself to make that call.

Here' s another scenario: Chris has quotes out with
10 customers and/or prospects. As a sales manager,
you certainly want her to follow up on al of those
quotes. For one thing—as many salespeople have
found—sometimes all you have to do to get the order
isto ask for the order. For another thing, even if you
don’t get the order, you want to get feedback regarding
why not. Again, ACT makesit very easy to schedule
those follow-up calls and make sure they don't fall
through the cracks.

Here' sathird consideration: | wrote last month that
| have nearly all of the customers and prospectsin my
own ACT database set up on “critical contact inter-
vals.” That means that | have established some time
period that | don’t want to let go by without either me
hearing from these customers or prospects or them
hearing from me. Chris, too, has quite a few “occa
sional” customers who don't order every month, but
they are avaluable part of your business. ACT makes
it very easy to maintain an appropriate level of contact
with those customers.

Not Completely Paperless
| mentioned earlier that | use ACT in combination
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with a paper calendar. It's theoretically possible to
avoidthat by using ACT withal aptop or apalmtopand
carrying it everywhere you go, but even ACT’s de-
signers seem to have considered that a poor option. In
fact, they built in compatibility with avariety of Day-
Timer, DayRunner, Franklin and Avery planning cal-
endar formats, making it easy to integrate ACT with
those paper-based systems. Chris can print her calen-
dar for the day, the week, or the month, and carry that
with her when she’s out making calls.

Or, she can print her tasklist for the day, week, or
month, whichiswhat | dowhen| travel. Init’ sdefault
format, thetasklist carriesthe company name, contact
name, and phone number for every activity scheduled
withinthetimeperiod of thereport, alongwithalisting
of all pending activities for those contacts.

Before leaving home on a speaking or consulting
trip, | print atasklist for the day(s) I'll be away, and
then it's only a matter of making the phone calls—
from my cell phone, from pay phones, hotel phones,
etc.—and writing notes on those calls on the tasklist
form itself. Then, when | get back to my office, |
simply transfer al of that information into ACT and
schedule the next activity for each contact.

L aptop Benefits

Many salespeople use ACT on laptop computers,
and there are acouple of significant benefitsto doing
that. There's one significant limitation, though, and
that’'s simply the time it would take to boot up the
computer after every singlesalescall. Tomy mind, it's
a lot more efficient to “travel light” and transfer
information into the computer once or twice a day.

Having said that, using ACT with a laptop does
provide agreat deal of flexibility by allowing asales-
person to work from just about any location. One of
my moresuccessful clientsstartseach day intheoffice
at about 8:15 AM by firing up his laptop and making
telephone calls until 9:00 or 9:30 AM. He enters the
results of those calls directly into the computer, and
then, when he’ sready to leavethe shop, heprintsalist
of his appointments and the tasks that remain.

During the course of the morning, he'll keep some
of those appointments and address some of those
tasks—making notes on his tasklist form—then at
lunchtime, he'll fire up the computer wherever hemay
be and spend a few minutes updating his database.
During the afternoon he takes care of the rest of his
tasklist, including anything that requires him to go
back to the shop.

This client doesn’t stop to update the computer
during the afternoon, though; he hol dsoff on that until
he' s at home in the evening, which really alows him
to maximize the “selling” portion of the day.
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Sales M anagement Benefit

| hopeyou' Il seehow aproduct like ACT can provide
support and structure for a salesperson. Here's a sig-
nificant sales management benefit it can provide as
well—with ACT, it's pretty easy for an owner/sales
manager to examine a salesperson’s database to see
exactly what’ sgoing on: who the salespersoniscalling
on, what the salesperson and his/her customers and
prospects are talking about; what the salesperson has
planned for future activities with each customer or
prospect.

Of course, all of that requiresthat the salespersonis
conscientious about entering information into the da-
tabase, but | would makeit clear to my salespersonthat
that’ s simply acondition of employment! Any contact
manager is a garbage in/garbage out proposition, but
the other side of the coin in this case would be quality
in/huge benefitsout—for both the salesperson and his/
her employer.

What does ACT cost? I've seen “street” pricesin

computer and office supply stores and catalogs re-
cently ranging from $149.00 to $179.00. If you have
tobuy acomputer togowithit, obviously that’ samore
expensive proposition, but it seemsto be a pretty rare
printshop these days that doesn't have at least one
computer availablefor asalesperson’ suse. Andif you
don’t have amachine available, there are“ older tech-
nology” laptops available for less that $1000 that
would be more than adeguate for running ACT.

One more question you might ask...is ACT hard to
use? The answer is“no,” although some salespeople
may need some help in mastering some of the finer
pointsof thesoftware. Thegood newshereisthat there
arehundredsof ACT trainersacrossthecountry, along
with aselection of books, videosandinteractiveCD’s.
You'll find information about these training options
inside the package when you buy a copy of ACT.

I know that many quick printers have expressed the
hope that asal esperson would get his/her act together.
ACT isonevery solid tool to help make that happen!

Sample Job Description For A
Printing Sales Representative

Y ou are employed as an OUT SIDE SAL ESPERSON by this company because you possess certain key
characteristics, and your job will be defined by the following responsibilities and expectations.

Key Characterigtics:
o salf-confidence and native intelligence

@ strong verbal and written communication skills and strong basic math skills
e well-organized with a“ problem solving” orientation
@ poised and businesslike in terms of dress and physical appearance

Key Responsibilities:

(This example is meant to provide you with a comprehensive listing of possible responsibilities. In construct-
ing your own written job description, you should include only the responsibilities you want to be part of your
salesperson’s job! Remember that all of thisisyours to decide, but that every assigned responsibility will
take up a portion of your salesperson’s time. The more service/administrative responsibilities you assign, the
less time your salesperson will have available for prospecting and devel oping new business.)

® Prospect aggressively and develop new customers through the use of cold calls, follow up letters, and
telephone calls leading to appointments. (Thislevel of detail isimportant!)
® Prospect through the use of mailing/marketing list(s)

e Prospect through the use of referrals

e Prospect through networking activities (Lead Groups, Chamber of Commerce functions, etc.)

e Develop a comprehensive knowledge of our capabilities and the benefits we provide.

® Pursue customers who recognize our value, as opposed to those who buy only on the basis of price.
e Pursue customers who require the kind of printing/copying we are best equipped to produce.

e Enter all appropriate customer and prospect information into a contact management database

(continued on next page)
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e Use the contact management database to maintain appropriate contact with all customers and prospect
e Provide an appropriate level of service to established customers

e Provide complete specifications on all projects to estimator

e Estimate own prices

@ Pick up orders and/or artwork and transport them to production

e Write up al orders (or enter all orders into printshop management software program.)

e Assist at the front counter as required

e Assist in production as required

e Ddliver finished orders to customers as required

o Complete all daily/weekly call reports and/or expense reports and turn in to management as directed
® Assist in the collection of overdue invoices

@ Represent our company with honesty and dignity at all times.

Work Day/Workplace Expectations
(Again, thisis meant to provide you with ideas, now necessarily to reflect what you should require.)

@ Begin each day at our shop by 8:30 AM and finish each day at our shop, no earlier than 5:00 PM

e You do not have to begin or end every day at the shop, but we expect you to be working at company
business by no later than 8:30 AM and until at least 5:00 PM every day.

e Take no more than 30 minutes for lunch and/or personal business during the workday

e Dress in amanner appropriate to your activities

e Sell only on behalf of our company; no brokering “on the side” will be tolerated

® Y ou must work under a non-compete agreement

M easur e of Performance

e Your performance will be measured against a monthly or annual sales quota

e Additionally, your performance will be measured against your compliance with company rules,
regulations and policies

e Your performance will be measured against “action standards’ which we will assign you; how many
cold calls, how many sales |etters, how many appointments, how many new customers, etc...al within a
specified timeframe

Specific Performance Measurement Criteria:
(Once more, this is meant to provide you with ideas, now necessarily to reflect what you should require.)

e during thefirst six months, we will measur e activity rather than sales volume

o for the first year, we will consider the following levels of performance:
— lowest acceptable level: $60,000
— reasonable level of success: $175,000 - $200,000 (providing you with approx. $28,000 income)
— exceptiona performance;  $210,000+

e by the third year, we will consider the following levels of performance:
— lowest acceptable level: $480,000
— reasonable level of success: $700,000 - $750,000 (providing you with approx. $54,000 income)
— exceptiona performance;  $900,000+

Compensation

e Aslong as you maintain full compliance with your responsibilities as defined in this job description,
you will be compensated with a salary of $1000 per month, along with 10% commissions on gross sales
volume, and bonus opportunities which we may provide.

® You will receive your salary by check on the first Friday of every month, and you will receive your
commissions by check on the third Friday of every month.

e |f any customer invoiceis not paid within 60 days, your commission on that sale will be forfeited, and
deducted from your next commission check
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A Selection Of Sample "Help Wanted" Ads

Please feel free to modify these ads to reflect your specific situation. Text in [brackets] is meant to be personalized.

PRINTING SALES: Saespersonwanted for small but
very well equipped local printing company. [$25-30K]
first year earnings w/considerably higher potential.
Printing industry experience and/or business-to-busi-
ness sal esexperienceaplus. Send resumew/cover |l etter
to: PRINTING SALES, [Your Address, Attn: Your
Name.]

PRINTING SALES: Experienced Only! Salesperson
wanted with experienceand active customers. Earnings
commensurate with your experience and the volume
you can bring. Respond by phone, fax or e-mail for
immediate interview. [Your Name/Your Company
Name]; Telephone [Your Number]; fax [Your Num-
ber]; email [Your E-Mail Address].

ENTRY LEVEL SALES OPPORTUNITY: If you
have the drive to succeed, we have the perfect opportu-
nity for you! The Printing Industry is one of the most
dynamic industries in the US, and we are one of this
area's most progressive printing companies. Salary
pluscommission, and we'll providetraining to helpyou
get off to afast start. Send resume with cover letter to:
PRINTING SALES,[Y our Address, Attn: Y our Name.]

PRINTING/GRAPHICS SALES: We're one of the
ared' s leading printing/graphics companies, and if
you're a winning salesperson, we want you on our
team! Salary pluscommissionleadingto high earnings
potential. Printing industry experience and/or sales
experience [required/a plus]. Cal for an immediate
interview! [Y our Number]

DIGITAL PRINTING SALES: Digital isthe future
of printing and we are there now! If you have digital
printing sales experience, or traditional printing expe-
rience and a desire to move into the future with a
cutting-edge company, contact us by phone, fax or e-
mail. ['Y our Company Name]; Telephone [Y our Num-
ber]; fax [Your Number]; e-mail [Your E-Mail Ad-
dress].

PRINTING SALES: Salespersonwantedtotakeover
an established local territory. Thisis a great opportu-
nity for a service-oriented individual. Previous sales
experienceis not required, but printing industry work
experience would be abig plus! Contact [Y our Name/
Your Company Name];Telephone [Your Number];
fax ['Y our Number]; email [Your E-Mail Address].

Printing Sales:
IF YOU'RE A WINNER, WE'RE

Digital Printing
Sales Opportunity

THE TEAM YOU NEED TO BE ON!

If you are an experienced printing sal esperson who isworried about losing
accounts because of quality and service problems at your current employer,
come and talk to us! We know how to take very good care of you and your
customers, and we'll give the support you need to gain new customers too!

Call [Your Name] at [Your Number], or fax your resumeto [Your Fax Number]

We have the equipment and
the technology if you have the
experience and the drive to succeed.
High earnings opportunity
for the right person!

Call [Your Name] at [Your Company
Name]: [Your Phone Number)

Are You Working INSIDE A Printing Company
Now And Looking For An OUTSIDE Opportunity?

We are looking for a person who is knowledgeabl e about printing
to train as an outside salesperson. We offer asolid initial
compensation package and the opportunity for exceptional
earnings. We're well equipped, and poised to grow, and
you might be the missing piece!

Contact [Your Name/Your Company Name]; Telephone[Your Number];
fax [Your Number]; email [Your E-Mail Address].

If you arean
experienced and talented

Printing
Salesperson

with active accounts who will follow

you to a new opportunity, call me at

[Your Number]. Ask for [Your First
Name]. High earnings potential!
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Dave Fellman’s Sa.l es &
Marketing

Tool Kit

37 Profit-Building

Sales & Marketing Tools

For The Quick/Digital/Small
Dave Fellman’s Sales & Marketing Com meI’CIaI P[‘| nter

Tool Kit CD contains Quark Xpress, PDF,

and Microsoft Word files. In most cases, 9 Customizable Sales/Presentation Tools

we have given you the choice of working in including 2 “flip chart” presentation props and
Quark Xpress or with PDF files that can be 7 product/capability demos

manipulated in Adobe Acrobat Exchange
or Adobe lllustrator! 15 Customizable Sales/Promotional Tools
including 5 sales letter programs (a total of 23 sales letters), 3 direct
. mail postcard programs (a total of 16 postcards), lead and order-
YO ur P rice. generating direct mailers and a highly innovative business building
coupon program.

OO 11 Customizable Sales/Organizational Tools
which will help you and your sales team achieve maximum
effectiveness in sales organization, contact management and

new business development.

2 Sales/Sales Management Educational Tools
Contact Dave Fellman covering digital printing and sales management issues.

by phone at 800-325-9634
by fax at 919-363-4069

All this along with a comprehensive,
by e-mail at dmf@davefellman.com 51-page Owners Manual which will clearly
visit www.davefellman.com explain the best way to use each tool!

I N
Use This Form ame

Compan

To Order pany
Address

Mail To: ' .
David Fellman & Associates City ST Zip

Telephone e-mail

Cary, NC 27512

O Check Attached Please charge my O Visa O Mastercard O AMEX
FAX:919-363-4069

(Credit Card Orders Only) Name as it appears on card |

Checks Payable to: CardNo. | Exp. Date |:|

David Fellman & Associates

I I
I I
I I
I I
I I
I I
I PO Box 445 I
I I
I I
I I
I I
I I
I I
I I

Signature | |
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Use This Form To Order

Dave Fellman’s
Video/Audio/CD Products

PRINTSELLING

Version 2.0
Printing-Specific Seminar!
Now Available On DVD!

The video/DVD version of what has
been called "the best presentation" of printing
sales strategy and technique available!

You And Your Staff Will Learn: 4 What the buyer really
wants from you. 4 How to make the time to get out and
sell. @ A practical and realistic system of selling that
coordinates telephone, mail, and personal sales calls.

Building Sales
Inside The Printshop

Printing-Specific Video Seminar!

"Don't Be Satisfied With Order-Takers
At Your Front Counter...Build Sales And
Profits By Teaching Your Customer Service
People How To Sell!"

You And Your Staff Will Learn How To: ¢ Use all of your
selling resources. ¢ Talk about what is really important to
your customers. ¢ Recognize and deal with competitive
forces. ¢ Handle each sale in manageable parts.

36 Profit Building
Sales & Marketing
Letters For Quick Printers

"What Would A Series Of
Really Good Sales & Marketing Letters
Be Worth To Your Business?"

Writing good, solid, compelling sales and marketing
letters is a rare talent. These 36 letters are more than just
casual correspondence...they're arranged as 9 complete
marketing programs; for prospecting, selling more to
existing customers, revitalizing inactive accounts, gain-
ing referrals, even credit and collections situations!

anagement
onthly &

"These Tapes Might Be The Best Kept Secret
In The Quick Printing Industry."

Series |, Volumes 1-12 Topics Include: & Database
Marketing & Advertising & Direct Mail. ¢ The Secrets To
Hiring Good People. ¢ Dealing With Problem Customers
+ Visibility Marketing & Selling For The Long Term

Series I, Volumes 13-24 Topics Include: & Profit
Sharing & Selling The "Attributes" Of Trust & Confidence
¢ The Back Burner & Training ¢ Handling Objections &
Finding The Best Prospects ¢ Learning From Customers

Dave Fellman’s

Sales & Marketing
Tool Kit

37 Profit-Building Sales & Marketing Tools For
The Quick/Digital/Small Commercial Printer

DaveFellman's

Sales &

Marketing
Tool Kit

37 Dynamic Sales & Marketing Tools
For The Quick/Small Commercial Printer

Including a
comprehensive
51-page Owners Manual
which clearly explains
the best way to
use each tool!

9 Customizable Sales/Presentation Tools

15 Customizable Sales/Promotional Tools

11 Customizable Sales/Organizational Tools
2 Sales/Sales Management Educational Tools

Quark Xpress, PDF, and Microsoft Word files!

Dave Fellman’s

30-30 Target
Marketing Program

DaveFellman's

30-30

Target
Marketing
Program

More Effective and Less Expensive Than
DirectMail In The Modern Marketplace

Aseries of 30“30second commercials”—deliverablevia
e-mail and/or voice mail —which add up to a complete and
easy-to-implement marketing program that will gain you new
customers and moreordersfromcurrentcustomers.

More effective and
less expensive than direct mail
in the modern marketplace!

10 Prospecting Messages
20 Penetration Messages
3 "Bonus Tracks"

Total Payment
Name
Company $
Address
City ST ZIP Telephone

QO Check Attached Please charge my O Visa O Mastercard Q AMEX

Name as it appears on card

Card No. Exp. Date
Signature

U 30-30 Target Marketing Program: Reg $299...Special $249.00
U Sales & Marketing Tool Kit: Reg $375...Special $325.00

L PRINTSELLING 2.0 DVD: Reg. $129...Special: $99.00

U PRINTSELLING 2.0 VHS: Reg. $119...Special: $99.00

U Building Sales Inside The Printshop: Reg. $109...Special: $89.00
U Management Monthly Series I: Reg $179...Special: $129.00
U Management Monthly Series Il: Reg $179...Special: $129.00
U Both Management Monthly Series...Extra Special: $229.00
U 36 Sales & Marketing Letters: Reg. $79...Special: $69.00

startsmart

Mail To: DF/A, PO Box 445, Cary, NC 27512
FAX To: 919-363-4069 (Credit Card Orders Only By Fax Please)



Contact Dave Fellman:
PO Box 445
Cary, NC 27512
800-325-9634
voice 919-363-4068

fax 919-363-4069

dmf@davefellman.com

www.davefellman.com



