Earning Success                                                         Book 2 in the Success Series


Section 4: Action Plan for Success (soft copy)
The best way to predict the future

is to create it.

--Peter Drucker

Knowing is not enough;

We must apply.

Being willing is not enough; 

We must do.

--Russell C. Taylor

Now that you’ve absorbed the concepts and ideas for Earning Success, it’s time to undertake the questioning and investigating process that will uncover all of the opportunities available to you and your organization.  This part of the book lists several activities for each section and subsection you have just read. Use it as a guide to define “What You Don’t Know” and an Action Plan for change.

Even though the book is organized in a chronological sequence of investigation, you can choose which subsections have the greatest need within your organization and work on those first.  (As a note of caution, however, many later actions are predicated on an earlier investigation.)  

As you review these action items, it may occur to you that the task seems overwhelming, or you may decide you personally do not possess the skills or time to conduct this process.  That’s where we can come in.  We’re Your Business Solutions Group, John G. Mengelson, Inc. (www.johnGmengelson.com). We are in the business of helping you accomplish this analysis, and in creating the solutions for Earning Success.

Let’s get started!

(An electronic version of this Action Plan can be found at our web site: www.PositioningSuccess.com.  Simply go to the Downloads Tab and click on the Earning Success folder.)

  


Section 1: Preparing for the Journey, Page 21

Defining Your Customer, Page 22
Action Items












____
Compile a list of all lost bids for the past 18 months

____
Determine the reasons for losing the bids

____
Determine how many lost bids were due to attempts for non-core business















Information Gained












--(Note to layout-please duplicate from first book)

--Knowing if your Sales Team is focused on your core business


--Understanding the reasons for unsuccessful bids

--A list of potential customers to revisit with an improved marketing plan








Learning Curve, Page 26

Action Items









____
List all customers for the past 12 months

____
Rank all customers from most volume to least

____
List each customer’s volume for the past 3 to 5 years


____
Have your Sales Team list why they think the customer does business with you

____
Have your team list the intangible cost of doing business with each customer

____
Define the cost of delivering these intangible services

____
List each customer’s gross margin for all sales for the past 5 years

____
Call the top 30 to 50% of your customers and ask why they do business with you


Information Gained









The 3 to 5 qualities that attract customers to your organization

What unmet needs your customers may have that can become opportunities

Which customers are in growth mode, stagnation mode, or decline mode

Which customers cost you more for non-core extra service delivery needs

Which customers do not provide adequate margin

Which customers are providing you shrinking margin

How closely your Sales Team and support organization listens to your customers



Understanding Why, Page 28

Action Items











____
Compare the actual services provided to customers to your core business

____
Determine how much of current business is non-core business

____
Examine each customer to determine how many are defined as “Bad Clients”


Information Gained









If sales are negatively affecting your organization and its profitability

If you organization can say “no” to unprofitable business

Potential customers to remove from the active category

Target Assessments, Page 30

Action Items









____
Indicate how your organization obtained all customers over the past 5 years

____
Review the effectiveness of your current and previous marketing strategy

____
Determine what worked and what failed to secure meetings and ultimately sales

____
Quantify activities (how many sales calls, presentations, etc…)

____
Define the percentage of success for each part of your sales process

Information Gained









If your organization has adequately assessed customer needs

What is effective and non effective in securing customers

How long it takes your organization to take a lead through the process to a sale

Typical givebacks your organization made during the negotiation process

Planning Success, Page 32

Action Items









____
Define your organization’s current state for sales, margin and growth

____
Define your core business and list your key competitors

____
Indicate what differentiates your organization from your competitors

____
Define what fulfilled customer needs your competitors cannot satisfy

____
Define why your organization outperforms your competitors

____
Develop a sales action plan based on the 5 Ws and H


____
Who will be involved in the process--define responsibilities


____
What is your team being tasked to do--the specifications 


____
When will the plan begin--the timelines


____
Where will the activities take place--road or phone work


____
Why use this approach--your rationale


____
How will results be tracked-plans for midcourse corrections

____
Formally write the plan and get every participant’s signature of commitment


Information Gained










Critical data to develop a concrete sales plan


Everyone’s formal commitment


Timelines, deadlines, goals, and defined expectations








Your Trust Factor, Page 36

Action Items









____
List all customers lost during the past 18 to 24 months

____
Add to the list all unsuccessful bids and proposals

____
Define the reasons for losing the business, proposals, or bids

____
Go beyond price and list all intangible reasons for this lack of success

____
Call 5 to 10 random, large customers and determine your team’s responsiveness

____
Ask 5 to 10 customers if your team does what it says it will do



Information Gained










The intangibles which are losing your organization sales


If your organization has traits that hurt its credibility or trustworthiness


If customers trust your organization to deliver on its promise

Face the Face, Page 39

Action Items









____
List all the ways your organization communicates with customers

____
Determine what percentage of customer contact occurs through each method

____
List each customer and the Sales Team and support personnel for each

____
Indicate for each customer and person the types of contact (and quantity)

____
Compare the quantity and type of contact with each customer’s business trend

____
Pull your team’s travel logs and recap notes for the past 2 to 4 years

____
Examine the purpose, trip notes, immediate results, and long-term results 

____
Examine the frequency and method of contact with your field organization

____
Realistically define the field’s perception of the value of your team’s contacts

Information Gained










If the quantity and method of customer contact is supporting sales growth


If your organization has enough quality contact with its field organization


If your organization is developing personal relationships








Message Clarity, Page 45

Action Items









____
Have each Sales Team member give you their formal sales presentation

____
Determine if decision makers get different presentations

____
Listen to each person’s 30 and 60-second sales pitch

____
listen to each person’s quick pitch for those “chance encounters”

____
Examine each person’s message for answering machines

____
Pull together all sales presentations, messages, and pitches



Information Gained










An understanding of the consistency and clarity of your marketing message


The expertise of your team in making presentations and pitches


Training and coaching opportunities

Practicing Clarity, Page 47

Action Items









____
Examine all presentations and oral pitches for industry jargon

____
Review all printed material and PowerPoint presentations for simplicity

____
Pull out email from your team to customers or prospects; go back 12 to 18 months

____
Examine your policy for travel as it relates to customer and prospect meetings

____
Examine the grooming and dress habits of your Sales Team members



Information Gained










The clarity of your organization’s sales and marketing message


Your team’s ability to clearly communicate when writing emails


The risk to your sales message if travel plans are disrupted


The professional appearance of your Sales Team








Capacity to Absorb, Page 49

Action Items









____
Review your existing plan for bringing in new business

____
Define current milestones or indicators that signal a need for more support


____
Review the current process that projects the probability of new business



Information Gained










If your organization knows how to ramp up for increased business


Indicators currently used to predict the need for more support resources


If your organization takes pipeline prospects and projects potential sales


Your organization’s risk for poorly anticipating new sales




Meeting Mania, Page 52

Action Items









____
Gather details on the number of internal meetings held the past 12 to 18 months

____
List the major reasons for each meeting, the number of attendees and duration

____
List the outcomes from each meeting

____
Compare the outcome to the resource drain required (man-hours) of the meeting

____
Duplicate this analysis for external meetings

____
Compare the man-hour commitment to the outcome

____
Identify if your organization has a meetings “Gatekeeper”

____
Review information on the costs of external meetings, if available




Information Gained









If your organization holds an excessive number of internal meetings

If the internal time commitment for meetings is justified by the outcome

If your organization has a meetings “Gatekeeper”

Who is traveling where, at what cost, and for what purpose and outcome 








Great Meetings, Page 54

Action Items









____
Reflect on the 5 to 8 most recent meetings you attended

____
Rate each on how smooth and controlled they were

____
Identify any and all Sales Killers present during each meeting




Information Gained










If your organization conducts meetings without distractions

Conducting Meetings, Page 57

Action Items









____
Review agendas for the past 6 to 18 months

____
Rate how well the purpose and discussion topics are defined

____
Evaluate how well each meeting’s ownership and expectations are defined

____
Determine if the meetings produced meaningful and tangible results



Information Gained










If your organization conducts meaningful and effective meetings with results








Meeting Dynamics, Page 59

Action Items









____
Review the length of your organization’s meetings

____
Determine who, if anyone, took notes

____
During the next 5 to 10 meetings, determine if the meeting leader controlled it

____
Examine the tone of these meetings—were they positive?

____
Observe the body language of presenters and listeners

____
Take note of how many no-shows each observed meeting endured

Information Gained










The dynamics and personal interactions of currently held meetings


If meetings are draining away your organization’s lifeblood


If meetings propel your organization dynamically towards success



Wow the Audience, Page 63

Action Items









____
Determine what preparations exist for regular and special meetings held

____
Determine what preparations are used for major or special presentations

____
Review 5 to 10 past prepared presentations-were they interesting or dull?



Information Gained









Is meeting success planned or stumbled upon

If your organizational message has a chance of being heard








Field Meetings, Page 64

Action Items









____
Determine the quantity and frequency of field meetings held over the past 5 years

____
Review any post mortems conducted and list all failures and successes

____
Determine if templates exist to guide future field meetings

____
Contact 5 to 10 former participants to gauge the value received from the meeting

____
Further ask for their perception of how well the meeting ran and for suggestions

____
For the next field meeting, observe how the following details are addressed


____
Travel and general transportation


____
Accommodations and meals


____
Agenda and presentation review


____
Meeting room dynamics and seating assignments


____
Handouts and giveaways


____
Recognition, awards and fun


Information Gained










If your organization executes well on its major meetings


If your organization is maximizing the impact and outcome of its major meetings


If participants feel major meetings are well run and produce value

Section 2: Negotiating the Sales Pathway, Page 75

Dissecting Sales, Page 76

Action Items








____
Determine for each customer (and for the past 3 to 5 years) how much business is new, on-going, or expanded business with an existing customer

____
Examine the trend for each sales bucket (organic, new, add-on) for each customer

____
Compare these trends to industry standards or averages

Information Gained










The percentage of annual sales coming from new customers


If your Sales Team is protecting success with a strong stream of new business


If Account Managers are enhancing success by nurturing existing customers







Defined Roles, Page 80

Action Items









____
Determine who within your organization is responsible for each bucket of sales

____
Define the traits of each Salesperson and Account Manager 

____
Analyze the relationship between existing and required traits

____
Listen in on several phone calls made by each Salesperson

____
Make at least one sales call with each Salesperson

____
List all customers & sales for the past 3 to 5 years by the person responsible for it

____
List all prospects by Salesperson and rank each prospect’s probability from 1 to 10

____
Compare each person’s pipeline (and its probability) to their past performance

____
Review each person’s trip notes and tickler/reminder system




Information Gained










Are the right types of people involved with each type of sales source


The effectiveness of your Sales Team’s phone skills



The effectiveness of your Sales Team’s customer meetings


Training and coaching needs


Clear understanding of who are your performance leaders

Clear understanding of who are struggling or coasting



Style Differences, Page 83

Action Items









____
Reflect on whether your Account Managers fit the idea of “care giver”

____
Review the tenure of Account Managers in their position-are there any rookies?

____
List each Account manager along with their customers and revenue by bucket

____
Compare this to each person’s phone and travel records (and trip notes)

____
Examine each customer from a perspective of national exposure or opportunity


Information Gained










If enough customer contact is being made to protect current business



If enough customer contact is occurring to maximize sales growth opportunities


If a National Account Representative position is needed

The Importance of Rain, Page 86

Action Items









____
List all Salespeople and Account Managers by most to least revenue generated

____
Determine each revenue total as a percent to total

____
Determine if any 1 to 3 individuals stand out with a substantially large percentage

____
Reflect on the attributes of Rainmakers; do any top performers fit the definition?

____
Rate each person on these attributes from 1 (least) to 10 (most) applicable

____
List the number of new customers and revenue each person has brought in for


the past 3 years; also indicate any add-on growth they were responsible for

____
List the number of customers and related sales volume lost for the past 3 years

____
List why the business was lost

____
Examine the correlation between sales results and each person’s attributes

____
Review the past vs current individual performance of your Sales Manager

____
Review the compensation plan for your Rainmakers


Information Gained




The sales-generating performance of all Sales Team members



If the team has any Rainmakers


Who has a trend of lost customers; who has a trend of customer enhancement

If you promoted your Rainmaker out of a Rainmaking environment


Consultative Sales, Page 89

Action Items









____
Reflect on your team’s ability to act as sales consultants rather than Salespeople

____
List (by customer) all consultative solutions your team developed the past 3 years

____
Review the lost business list and compare it to the offered consultative solutions

Information Gained










If your team uses consultative sales to the organization’s advantage

Sales Math, Page 90

Action Items









____
Review each Salesperson’s sales goals

____
Review those goals against the requisite pre-work needed (calls, proposals, etc…)


____
Review the worksheets that help your Sales Team qualify their efforts (5 Ws & H)


Information Gained










If your Sales Team is using a quantitative approach to support sales


If your Sales Team is also using a qualitative approach to support sales


If sales goals exist within your organization

Prospecting, Page 93

Action Items









____
Review the sources used for your sales prospecting leads for the past 3 to 5 years

____
For each marketing bucket, review the associated activities (calls, meetings, etc.)

____
Correlate this activity review to the associated marketing costs

____
As a team, develop a list of each marketing bucket’s pros and cons




Information Gained










How effective each marketing source is in producing qualified leads


Defining Success, Page 94

Action Items



____
Review the defined and published employee dress code and grooming standards

____
Reflect on the general attitude of your employees

____
After hours, determine the number of unanswered phone messages
on desks

____
Observe how many unopened emails appear on employee screens

Information Gained



If employee actions and habits support a success-oriented organization

If expectations on how to support customers has been effectively communicated

If defined expectations on success exist for your organization







Cycled Selling, Page 97

Action Items









____
Ask 5 to 10 employees to define the selling cycles inherent to your business

____
Ask employees when the budget cycle begins and ends for your top 15 customers

____
Reflect on what special events or seasonality issues affect your sales efforts

Information Gained









If your Sales Team understands the financial environment of its customers


If your Sales Team plans its efforts to maximize known customer constraints

If your Sales Team understands your industry and its customers

Two-Timing, Page 99

Action Items









____
Use a calendar to chart busy and slow periods for your organization

____
Examine current business that falls into slow periods; is it priced differently?

____
Review current sales plans to find any marketing slow periods for cost advantages 

____
Ask Sales Team members how they work available skill levels into proposals 

Information Gained










Slow periods that exist as selling opportunities for your organization


If marketing efforts are filling slow periods with discounted work


If your Sales Team is aware of the cyclic nature of your industry


If your Sales Team uses this information for win-win deals in slow times

Training Success, Page 101

Action Items









____
Examine your current Sales Team training program

____
Define what critical information is missing from existing training material

____
Define what remedial or on going min-training sessions would help

Information Gained










An understanding of the strengths and weaknesses of current Sales Team training


Ideas for training to fill voids

Us vs Us, Page 103

Action Items









____
Observe the interactions of various departments or groups at meetings

____
Observe these same interactions in informal settings or chance meetings

____
Look for instances of happy public faces and negative private conversations


Information Gained










If antagonistic silos exist between sales and your support organization


If success is being undermined in private



Client Meetings, Page 104

Action Items









____
Review the Sales Team’s daily activities-how much time is spent on planning?

____
Review all in-house customer meetings the past 3 years—how many were there?

____
Review meeting notes to see if your team uncovered the customer’s needs


Information Gained










How well your organization prepares for customer meetings


The results from in-house customer meetings

Tools of the Trade, Page 108

Action Items









____
Gather together all current marketing material and review from start to finish

____
White board the sequence of the message presented—does it make sense?

____
Meet together with the marketing and sales team to analyze the current material


Information Gained









If current marketing materials are outdated or present a clear, measured message

Insights from the end users on how to make the marketing materials stronger

Listening, Page 109

Action Items









____
List any events that fosters listening between your organization and the customer

____
List any events that do the same for your internal silos or departments

____
Review any current training that develops skills for listening

Information Gained










If your organization has a defined strategy to listen to its customers


If your organization fosters listening between internal groups


If your organization proactively trains its employees on how to listen

Negotiated Win, Page 111

Action Items









____
Review your organization’s overall philosophy on negotiating

____
Review your organization’s strategy for the last 5 to 10 major negotiations


____
Determine if the overall strategy was win-win or cut-throat

____
Review the concessions made from both sides

____
Review the ultimate affect these negotiations had on your current relationship

____
Determine if business has grown, declined or stagnated following negotiations


Information Gained










The philosophical negotiating stance of your organization


The results of your strategy on satisfaction, partnership and business growth








Closing the Deal, Page 112

Action Items









____
Independently ask each Sales Team member why a customer should do business with your organization

____
Place the answers into a spreadsheet and evaluate the consistency of answers

____
Determine if the answers given are true and consistent with your core business

____
Ask your Sales Team for 3 to 5 reasons why customers object to doing business with your organization

____
Review how your Sales Team manages customer expectations when closing a sale

____
Review all customer complaints for the past 24 to 36 months




Information Gained










The positive and negative characteristics of your organization


If a consistent message is being used to close sales deals


What negative issues consistently are mentioned about your organization


After the Yes, Page 114

Action Items









____
Review the defined procedures to bring in new business

____
Determine who is given responsibility to manage this activity




Information Gained









If your organization can successfully launch activities for a new customer








The Right to Return, Page 116

Action Items









____
Review how your sales team earns the right to return to a customer

____
Review how your organization works to develop loyalty



Information Gained










If your organization understands how to earn repeat business


If your organization has defined activities to develop customer loyalty

Section 3: Living Customer Satisfaction, Page 121

Misperceptions, Page 122

Action Items









____
Ask senior managers their perception of delivered customer satisfaction

____
Ask front-line employees their perception of delivered customer satisfaction

____
Ask for examples of company-created obstacles to delivering customer satisfaction














Information Gained










Your organization’s perception on the satisfaction levels of existing customers


Your organization’s perception of current obstacles in delivering satisfaction


Keeping Customers, Page 125

Action Items









____
Periodically call your switchboard and observe the experience

____
If applicable, hire a “shopper” to observe employee interactions with customers

Information Gained










If employees are beginning the customer experience on a positive note


If a customer’s initial experience is establishing a negative expectation

Service vs Satisfaction, Page 127

Action Items









____
Reflect on whether your organization is delivering service or satisfaction

____
Review published expectations on delivering satisfaction

____
Observe your employees in action, focusing on attitude and demeanor

____
Review hiring criteria to see how attitude is used in screening candidates



Information Gained










If your organization is currently oriented towards delivering satisfaction

Satisfaction’s Foundation, Page 129

Action Items









____
Reflect on your own daily attitude about supporting customers

____
List how many times last month you enhanced your employee’s work experience

____
Expand your review for the past 9 months







Information Gained










If you believe in delivering satisfaction or merely service





Deciding on Satisfaction, Page 131

Action Items









____
List all services your organization currently provides internally and externally

____
List all activities and processes supporting these services

____
For each nexus, indicate how the activity affects your customers

____
Indicate the negative impact to customers if there is a service breakdown

____
Indicate the positive impact to customers if exceptional execution occurs

____
Define your expectations for delivering customer satisfaction

____
Inform your organization you expect all customers to be satisfied

____
inform your organization you will be measuring delivered customer satisfaction

Information Gained










The these activities that can be measured for delivered satisfaction


Rationale for why certain activities should be monitored and measured


Your commitment to delivering and measuring customer satisfaction

Managing by Satisfaction, Page 134

Action Items









____
Review your existing customer surveys for the past 3 years

____
Determine what linkage exists between people/departments and service activities


Information Gained










If your organization currently surveys for customer satisfaction


If activities can be related to survey results

Survey Design, Page 136

Action Items









____
Determine what deliverables must be measured to support delivering satisfaction

____
Develop 5 to 6 survey questions supporting the deliverables

____
Review questions to ensure they allow you to measure, enhance or fix issues

____
Decide if one survey or related surveys are required


Information Gained


The basis for developing your customer satisfaction survey program

Why These Questions, Page 139

Action Items









____
Define the reasons for using each survey question

____
Determine how these questions support your defined expectations on satisfaction


Information Gained


Validation that the questions are appropriate for your defined needs

Scoring Metrics, Page 143

Action Items









____
Decide how much differentiation in scoring you require of the results

____
Develop your scoring scale, defining each numerical value

____
Review your questions against the scoring metrics

Information Gained










A vehicle providing you strong information on measured satisfaction performance

The Who, Page 145

Action Items









____
Determine which customers should be surveyed

____
Determine who within those companies should be surveyed



Information Gained










The people who can make or break your organization’s future with each customer

Timing is Everything, Page 147

Action Items









____
Determine what actions or events should trigger the sending of surveys

____
Determine the frequency for sending and tabulating surveys

____
Determine how you and your direct reports will respond to poor survey scores


Information Gained










A manageable framework to measure customer satisfaction

Tracking Results, Page 149

Action Items









____
Develop the criterion you want your survey results tracked against

____
Review your workflow and touch-points to develop logical connections between people, processes and customers
















Information Gained










The framework for evaluating performance on delivering customer satisfaction

In-Depth Tracking, Page 151

Action Items









____
Determine how to communicate results to all those involved

____
Determine the frequency of communication

Information Gained










Your plan for using survey results to enhance performance

Marketing Results, Page 152

Action Items









____
Determine who within your organization should receive survey results

____
Determine how often this information should be shared internally

____
Determine how often this information should be shared with customers

____
Determine who has the responsibility for sharing information with customers

____
Determine if defined achievements should earn special recognition




Information Gained










Your plan to market achievements for delivering customer satisfaction

Survey Mechanics, Page 154

Action Items









____
Discuss your survey needs with your IT department to develop the appropriate delivery mechanism

____
Determine the length of time to wait for survey responses

____
Determine how results will be calculated over time (average or summation)


Information Gained










The nuts and bolts for executing your survey and recording results









Employee Impact, Page 156

Action Items









____
Determine how employee performance can be rewarded or penalized through your organization’s formal review process

Information Gained


A tool to use in focusing employee attention on their efforts to deliver satisfaction
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