SOS: Sales Optimizer System
ﬂ The “HOW TO” PlayBook that WORKS!

Use Immediately!

JACOBY

www.artjacoby.com

410-744-3900




Table of Contents

Section Page
I Introduction 4
2 How SOS works 4
Blah, Blah BIah ...t esesesse s es s ese s sss s s s s s sas s s s sasssesses 5
ABC EVEIYTNING ...ttt ettt st sseae st s te st et sttt st sttt sttt et eanes 5

Why ABC? 5
3 Good Marketing Comes First 6
Understand & Take Advantage of Market Conditions & Trends.........cccccecoeerevcencunenensenseneencrnenseneseenees 6
Do a SWOT analysis ON YOUI COMPANY ......cceeurureuriremrereseremsireaeiseaseseassstassseassstnssstnssstussstnsssenssstussssnssssnsssens 6
SWOT YOUP COMPELILOIS ....coueueenemenineiceesseusessesetessesseusessasessessesseasessssssssssessssstssanssassssesustuseassssssesassssuseassaces 7
Pick the best target Market NICNE ...ttt sseaessencsens 7
Determine the criteria for your best customers 8
Bring the strongest possible combination of products & services to market..........c.cocveevcererenecences 8
Price your products & SErviCes Well ...ttt sttt seae 9

Gross Margin Defined 9

Maximize Gross Margin Dollars 9

Price Increases 9
Position and message your company for maximum advantage 10
Determine and execute the right Marketing MiX........ccceeceeercurercurencrrencrsencssescrseessescsseessecsseessenessencssens 10
ABC Your Company’s Marketing ........c..ceeeurueerineninenineninesisesisesstsessesessisesstsesstsesstsessasesstsessssesssssassssanes I
What do | do if | have a number of marketing shortfalls? ..o 12
4 Bring Your “A” Game to the Sales Process 12
ACt [iKe @ CraftSMan.........ocviiicicic et sss s ss st sas e saseas 12
Best Processes 12
BE @ CIASS ACLu..c ittt 12
AND have the Attitudes and Beliefs of @ WINNEr! ... sessesseseeeees 13
Your “Game” Self-Assessment 13
5 The Sales Journey 15
MESSION ..ttt ettt ettt st st sttt st st st st ettt ettt 15
SEFALEGY F| ettt ettt e e s s st ettt 15
6 ABC Your Sales Situation 15
State of the COMPANY ASSESSIMENT......c.cuuwueerereieesesresseeeessessesseessessessessesssessessessesssssessessssssssessessesasssesns I5
ABC EVEIY C Nttt tscsstsesstsesseessssessasess s esstsessesess st ssesssessasessasssstscsssscssencassasaes 15
ABC EVEIY PrOSPECL ...cuecuecnicuecnnicasisensisensisessisesstsessasessssessasessasessssessesessssssssssssscssssessescssescsssscnsencsssasaes 17

]
JACOBY SOS PLAYBOOK. Confidential. ©2009, Art Jacoby LLC.

Page 2 of 33 JACOBY



7 Building & Turbo Charging the Sales Team 17
Recruitment 17
Management 18

Managing Expectations 18
Goals & Key Metrics 18
If you don’t have Goals 19
Individual sales & marketing plans 20
Training and feedback 20
Reward & Recognition 21

8 Farming: Obtaining more business from existing Clients 22

9 Hunting & Trapping: Acquiring new Clients 23
Hunting 23

Identifying Suspects 23
BEFORE YOU MAKE THE INITIAL CONTACT 23
Making the initial approach 24
networking events 24
The First Meeting 27
move up the ladder or turn into an ambassador 29
Begin to do business 29
Trapping 30

10 Additional Sales & Gross Margin Strategies 30

Il JACOBY SOS PlayBook Quick Reference Guide 32
THE COre CONCEPLS ....ucuemneeeecererereneaceeesessessese e sssssessesstss e ssessessess s sss s s s ess s ssesessessesssasssessesssnsenssss 32
Marketing COmMES FilrSTu ...ttt et esstas st b sttt e s sttt bbbt assassncen 32
BriNg YOUIr A Game.... ettt ittt sttt sttt st st sttt st bttt 32
Build & Turbocharge the Sales Team........coc ettt sttt seens 32
FaPTNING oottt ettt sttt sttt st ettt bt ettt en 33
Hunting 33
Trapping 33

|
JACOBY SOS PLAYBOOK. Confidential. ©2009, Art Jacoby LLC.

Page 3 of 33 JACOBY



I Introduction

I've had the good fortune to do what | love - business strategy consulting - for many years but
didn’t see myself as a salesman when | started. As a private person who prefers being outdoors
with a beer to being at a party, | don’t attract much attention. Hey, I'm a nice guy and no
eyesore but I've never been accused of having rugged good looks or a big-time personality. But
| wanted to practice my craft of advising small business owners and teaching them how to make
high profits and had no choice but to learn how to sell.

It was scary at first. I'd walk into a networking event and have anxiety attacks. I'd go back out
to my car until my heart stopped pounding and then go back in. My hand shook so much that
holding a cup of coffee was difficult. Slowly but surely | gained confidence, built a successful

business and, along the way, learned how to very quickly win lucrative business without even

feeling like | was selling.

Now, | can walk into any room with confidence because | know who | am and the tremendous
value | deliver. Just as importantly, | know how to connect with others easily and effectively.
YOU can do it too!

This sales manual is dedicated to all those who’ve hit the “sales
ceiling” and want to improve to accomplish their goals. I'm
honored to have the opportunity to save you months and

months of frustration, experimentation and grief by sharing
these methods with you - on a silver platter. Follow this
Playbook!

2 How SOS works

You’re about to learn and embrace a system for how to sell that will serve you well for many
years. This is not like your laptop computers; it will not become ineffective or out of date
quickly because it is based on timeless principles that don’t change. And, you CAN do it. You
don’t have to be a rock star to sell effectively. This system has been used by many normal

people over a number of years and it works... if you embrace it!
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Blah, Blah Blah

So, let’s get started. Please DO NOT speed read this manual. Yes, | know, you already know

about many of the things you are going to read - blah, blah, blah. In fact, the reason I'm so
confident in the power of SOS is that you DO already know and believe most of what you are
about to see. What’s different is that ’'m going to make it very easy for you to ADOPT by
tellingyou WHO , WHAT , WHERE, WHY , WHEN and HOW . You will make Sales a
CRAFT and HABITS of these strategies and tactics.

Read slowly, contemplate, absorb and understand. The question is not whether this system
works (it does) but are you going to adopt it and make it your own?

Take your time. | know that you are very busy. SLOW DOWN your world for now and
master the contents of this manual. You'll be glad you did.

I’'m going to give you lots of PERSONAL examples of what | have done. | hope that this
transparent approach (not easy for a private guy) will help you easily grasp and adopt each
of the critical points made.

SOS combines practical, common sense & best practice strategies and tactics that will make you
and your Company much more effective at Sales. It's REALLY EASY FOLKS! Ready to mambo?

ABC Everything
Are you ready for a really advanced & sophisticated system for classifying relationships with

prospects? NAH! You don’t need it. We'll use A, B and C — it gets the job done!

WHY ABC?

The purpose of ranking and segmenting is to help you understand them so that you can take
appropriate actions to make them better. I've found that for most small to mid-sized
businesses, ABC provides the best balance of detail (3 categories) with ease of use. You can use
a |-5 or 1-10 scale but | don’t think it adds much more information and it takes more effort to
do and maintain.

Except where otherwise noted, here is how ABC is defined:
A = excellent, the best, top drawer, top 10%
B = good, solid, top 25%

C = average or worse — middle of the pack & in my schema, everything below that

JACOBY SOS PLAYBOOK. Confidential. ©2009, Art Jacoby LLC.
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3 Good Marketing Comes First

Surprise! We MUST talk about Marketing first. You thought that this was a Sales “How To”
PlayBook and it is. But your ability to be successful selling depends heavily upon your marketing
success. All sales take place in the context of a market with an industry of competitors vying for

the same customer work as you. Marketing “sets the table” for Sales.

Here are the critical Marketing elemeyds want to address expertly in order t0 drive
much higher sales

Understand & Take Advantage of Market Conditions & Trends

What are the core needs of your market? What changes are happening in your market? How
might these changes affect you or your customers? Are new opportunities or threats appearing?
Are you prepared to leverage your strengths to take advantage of any of these changes?
Community banks (in mid 2009) have never had a better opportunity to take business away
from larger banks due to the loss of trust and confidence that has happened because of the

deep recession triggered by the near collapse of our financial markets.

Take the time to understand all the important dynamics so that you can make proactive moves

to participate effectively.

MY STORY:

My strategy advisory business has been strictly offline but I've seen the opportunity to work
with business owners all around the world remotely. So, while my offline business continues
to thrive and expand. I've launched and SEOd a new blog
www.businessgrowthconsultant.com, am actively engaged in Twitter and Facebook and am

developing products to serve remote business owners.

Do a SWOT analysis on your company

Understanding your internal strengths and weaknesses and the opportunities and threats in the

marketplace will help you formulate your best moves for the future.

MY STORY:

One of my key strengths is my proven ability — hundreds of times - to drive higher profits
for business owners, a weakness is that | don’t enjoy managing others and this limited my

]
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http://www.businessgrowthconsultant.com/

ability to scale JACOBY (I've since adopted an effective virtual strategy rather than hire
employees). An opportunity is to build a major online business and a threat is that other
bright, experienced advisors will do a superior job of marketing than me and limit my
potential (say it isn’t so!).

SWOT your competitors

Yes, | know. You are so unique that you don’t reallyhave any competitors. Groan! You have
lots of competition and it’s probably formidable already or soon will be. Find the best ones
among them, do a SWOT analysis and understand what products/services they offer and what

specific niches they serve best?

MY STORY:

Just about everyone who gives business advice is competing with me directly or indirectly.
This includes CEO clubs, attorneys, accountants, marketing consultants, business magazines,
online business forums, etc. My closest competitors are the group leaders of CEO clubs
even though they don’t create business plans. They serve small to mid-size company CEOs
which heavily overlaps me. They are best for the CEO who believes they get more from
group experiences vs. my model which appeals to CEOs who want intensive guidance and
100% focus on their business.

Pick the best target market niche

NOWV that you’ve analyzed market conditions and trends and have a better understanding of
your competitors you are ready to decide which target niche or niches to concentrate on. If
your competitors are dominant marketing and selling to attorneys, perhaps that wouldn’t be
the best choice! If you are unclear which niche to pick, don’t feel bad. It's my experience over
more than two decades that less than 20% of companies are pursuing their optimal niche.

Your niche does NOT have to be an industry vertical. It can be a TYPE of customer — woman-
owned, hardass CEOs, in transition, getting pounded by competitors, serving the federal

government, etc.

This is a HUGE decision so take your time and get it right.

MY STORY:

| spent several years trying to market to a broad range of businesses through several general
business organizations. It was not particularly fruitful. Having made little progress, | joined
and became very active in a technology industry association, and stopped the other groups,
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and things changed for the better. | believe it’s because by concentrating my efforts it was
easier to be perceived as more of an important insider — a Subject Matter Expert (SME) and
a Center of Influence (COI) — someone who knows everyone. | developed a reputation as a
technology business expert which grew and grew. I've also attracted a broad range of clients
that are not technology companies — banks, accountants, advertising agencies, etc.

Determine the criteria for your best customers

What makes a prospect an “A” opportunity for you? Here are a few of the more common

variables to consider:

How well your offerings match their needs and goals
Cultural fit with your team

Financial Ability to engage you long term

Well respected in their field

Likely to refer other business to you

MY STORY:

| work best with coachable CEOs who are really into excellence in all they do and have a
good sense of humor. They work hard but they are fair-minded. They are appreciative when
you do a good job and let you know nicely when you don’t. | go for “heart” over size or
prestige every time. | also have a strict “no assholes” policy to keep away from the big ego
SOBs.

Bring the strongest possible combination of products & services to
market

Your target market has both existing needs and demands for things AND things that they don’t
even know they want. You can be very successful meeting just existing needs and desires. You
can be more successful bringing them the things they didn’t even realize they could have.
Keeping your competitors in mind, the more WOW you have in your quiver, the more success

you'll have selling.

MY STORY:

My Business Assessments, Sales & Marketing Plans and Business Plans are top drawer,
practical and affordable. The icing on the cake is my Guided Execution Services. This is
where my team ensures that you effectively execute your Plan — and make the profits
you’ve wanted but haven’t been able to generate. The result: high ROI and, unlike Mick
Jagger, satisFACTion!
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Price your products & services well

GROSS MARGIN DEFINED

In order to have a good understanding of Pricing, it is very important to understand the
concept of Gross Margin (also known as Gross Profit). It is the Profit before overhead costs on
your sales. For example, if you sell a Product for $100 and have $40 of direct labor costs to
produce the product and $20 of material cost, your Gross Margin is $100 - $60 or $40 and
40%. If you are a service provider your direct costs may be labor only. If you are doing the
work yourself, do not assume that your labor cost is zero. Figure out your hourly earnings and
how many hours you put into each job so that you can calculate your Gross Margin.

MAXIMIZE GROSS MARGIN DOLLARS

One of the most important things to accomplish in establishing your Price is to maximize Gross
Margin dollars. If you can sell 10 products whose direct costs are $60 for $100, your Gross
Margin is 10 x $40 ($100 price less $60 cost) = $400. If raising the price to $120 causes your
sales to drop to 6 units sold, then your Gross Margin drops to $360 = 6 x $60 ($120 Price -
$60 Cost). On the other hand, if by reducing the price to $80 we can increase sales to 30 units,
we can increase Gross Margin dollars to $600 = 30 x $20 ($80 Price - $60 Cost).

What determines the optimal price point? The better your Company performs — from
marketing to sales to delivering results for Clients — the higher price you can demand. Several
factors play an important role in determining price

The ability of the Client to pay

The relative importance of your products/services vs. other things they need to purchase
Competitive pricing & general economic conditions

Find out what your closest competitors charge — if you charge more you’ll need to be able to
justify it to a Prospect with a stronger Value Proposition. If you charge less, you may be giving
the impression that your services are less valuable.

PRICE INCREASES

Increasing prices can be a scary proposition for many business owners. Some fail to raise prices
annually as their own costs increase. Others are afraid of losing Clients because they may
decide to shop and find a better deal.

HOW | recommend managing the expectation of the Client by telling them at the beginning of
your relationship that it is likely that your prices will increase each year in line with your costs.
For existing Clients, first prepare for the discussion by being ready to explain how they will be
better off in the long run by allowing you to earn a good profit, give your staff pay raises, etc.
Try to make it about them, not about you.
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Position and message your company for maximum advantage

Okay, so you know WHO you want to pursue and know some things about your competitors
so now Yyou are ready to position yourself and create messages that will appeal to your desired
audience. Positioning is NOT about you in isolation but about you relative to your competitors.
In what ways are you superior — customer experience, specific products, services, benefits,
features, cost, etc?

It’s elevator speech time — your key message or messages. It’s time to explain what do you do
that | want and why should | pick you over your competitors!?

| prefer an answer that is delightfully disruptivéd good and so different that you are
disarmed. Perhaps that’s too daring for you so we can start by getting north of boring and
predictable?

MY STORY:

| drive higher profits for coachable CEOs by bringing smart business strategies to life in
YOUR business while providing one of the most satisfying customer experiences you’ve
ever had- | assess, build an action plan and guide you until you succeed. | have a 90% batting
average over many years working with hundreds of companies. You’ll know that you’ve
come to the right place right away.

Determine and execute the right marketing mix

There is a recipe of online and offline marketing vehicles that is right for your business. The
best recipe will depend upon a number of factors including your target market, the

products/services you offer and your budget.

Common offline vehicles include collateral materials, direct mail, membership and participation
in targeted organizations, trade advertising, sponsorships and seeking opportunities to be
quoted, to write articles, to win awards and to speak to prospects.

Most companies are also well served by online marketing activities that include a web site and
blog, search engine optimization, email campaigns, guest blogging and participation in online
forums where your best prospects and their Centers of Influence (COI) hang out.

MY STORY:

I’'m immersed in two large associations and the Maryland Chamber of Commerce. |
exclusively sponsor dinners and sales events for CEOs and get to MC events. I'm a “go to”
source for the top local business publications and have won two local business awards.
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Online, my blog www.businessgrowthconsultant.com is search engine optimized and | write

new posts every week. My other online activities include Twitter, Facebook, and a monthly
multimedia eNewsletter business lesson that is sent to a large distribution list, guest blogging
and eProducts (in process).

ABC Your Company’s Marketing

Please take a few minutes and assess your Company’s performance on these factors we’ve just
covered. Grade yourself relative to your competitors.

MY STORY:

JACOBY Marketing un. What can we do better?

Understand/Take advantage of A understanding but B on Take Advantage -to be
market conditions and trends an A, need to mobilize more resources and scale
online and offline

Analyze competition \V/ A understanding of Maryland offline competition
but B understanding of online competition. Need
to do further research.

Picked the best target market(s) vV | know the small business market very well and am
a great fit for it

Determine the criteria for your \V/ Keep refining the picture of the coachable,

best customers excellent entrepreneur(s) who wants great
financial success

Position/message for maximum \V/ My message resonates very well with my target

advantage audience

Products & services portfolio \V/ My services are very high value

Price your products/services well  \/ | generate high volume at a high margin rate

The Marketing Mix V Good mix offline and improving online. Developing

new methods all the time.

Now it’s your turn!

Your Marketing una What can we do better?

Understand/Take advantage of
market conditions and trends

Analyze competition
Picked the best target market(s)

Determine the criteria for your
best customers

|
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Your Marketing ﬂ What can we do better?

Position/message for maximum
advantage

Products & services portfolio
The Marketing Mix

A = excellent compared to competition, B = good, C = all else

What do | do if | have a number of marketing shortfalls?

If you have the expertise, the time and the energy within your business to improve your
marketing, then by all means do it internally. If you lack the expertise, please get outside

assistance as you can’t create great marketing with enthusiasm alone!

4 Bring Your “A” Game to the Sales Process

With a foundation of smart Marketing, it’s also important for your team to bring it’s A game as
it engages in the selling process. Here are some key ingredients that can make you a

powerhouse at what you do:

Act like a Craftsman

Most prospects want to work with resources who are experts at what they are doing. A career
spent pursuing best practices by every member of your team means that you can be standout
Subject Matter Experts (SMEs) in your field. Be a pro and act like it!

Best Processes

Any repeated activity in your business should become a well honed process that gets the
greatest result with the least amount of effort and cost. The best processes are:

Effective
Right sized
Simple

Be a Class Act

The most successful sales people exhibit the following characteristics so be sure your team
measures up to this list.

Make every effort on behalf of the Prospect — “it’s all about them”
Respectful

JACOBY SOS PLAYBOOK. Confidential. ©2009, Art Jacoby LLC.
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Reliable
Helpful
Attentive
Truthful
Good citizens

AND have the Attitudes and Beliefs of a Winner!

Our attitudes and beliefs have a big impact on the outcome of our efforts. If we believe
something is going to be difficult we’ve just increased the probability that it will be. If our head
is not in the game, this attitude will limit our effectiveness.

So, as we get ready to get into the specifics of SOS Selling, please adopt the following beliefs
and bring your best attitude every day until you succeed:

You are fully capable of being a successful salesperson
You WILL be successful as you are going to follow this system to the best of your ability
You will take great satisfaction from the journey of Sales Excellence

Your “Game’”’ Self-Assessment

Score your organization on these variables:

How Strong is Your Game? ﬂ What can we do better?

Act like a Craftsman
Best Practices
Be a Class Act

Attitudes and Beliefs of a Winner

A = excellent, top drawer; B = good, C = all else

JACOBY SOS PLAYBOOK. Confidential. ©2009, Art Jacoby LLC.
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5 The Sales Journey

Mission

Your MISSION in sales is to help others succeed by providing your Company’s products and
services to them IF they are a good fit. If they are not a good fit, your secondary mission is to
turn them into AMBASSADORS — people who proactively advocate on your behalf.

Strategy #I
YOUR OVERRIDING STRAFEGWOVE RELATIONSHIPS “UP THE LADDER”- with

Prospects from C (average interest) to B (good interest) to A (excellent interest) and then

from a C Customer (average relationship) to B (good customer) to an A Customer (excellent).
The best people to know to introduce you to Prospects are Centers of Influence (COls)
followed by Subject Matter Experts (SMEs). This is the SALES JOURNEY on Highway A!

6 ABC Your Sales Situation

State of the Company Assessment

State of the Sales Union uﬂa What can we do better?

Current Customers

Current Pipeline

Sales Manager

Each Salesperson

Sales Goals x Person and in Total

Sales Process, Activities &
Performance

A = excellent, top drawer; B = good, C = all else

ABC Every Client

ABC every Client in an available field in your Client database or use this form to do it. Once

we know where a Client ranks we can make specific efforts to move them up the ladder.
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Current Clients Assessment
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A Clients

The biggest Clients except those who are marginally profitable
The mid-sized Clients with whom we enjoy a very strong relationship
Clients who are important Centers of Influence (COl) in our target market

B Clients

Clients who provide a mid-level amount of profitable business and a mid-level relationship
Clients whose amount of business is small but with whom we have an excellent relationship

C Clients
Everybody else

ABC Every Prospect

The same thinking applies to every prospect as well. We want to have a clear understanding of
our where we stand so that we can formulate specific strategies and tactics to move them up
the ladder.

Current Prospects Assessment

= e T To ] e canve e

7 Building & Turbo Charging the Sales Team

Recruitment

The stronger the sales team, the higher the Sales. Effective recruitment begins with having a
Company Culture that is attractive to high quality sales people. Everyone wants to work in an
environment that feels right for them so make your Company a place where the sales people
you need want to hang out.

Recruitment Assessment

= recriemene—Ta o c] e canve dbeer

Track record attracting A
candidates

Conversion rate of A candidates
to employees

Quality of interview process
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" recraemene T [o] €] et canwe dben

Quality of advertising/marketing to
get candidates

% of sales team who brought
business with them

% of Sales team who were
referred by trusted source

Management

The key elements of managing sales are:

Managing expectations

Setting Goals including key metrics

Implementing the Company Sales & Marketing Plan at the salesperson level
Providing training & feedback

Rewarding & recognizing

MANAGING EXPECTATIONS

The most effective sales organizations know what to expect from their Company and their
Manager and what is expected of them. Management is responsible for ensuring that there is
clear, accurate and timely two-way communication with each salesperson.

To be most effective, expectations need to be:

Compelling
Reasonable
Clear
Timely

GOALS & KEY METRICS

Goals serve as both a standard against which to measure results and also help make clear what
we want to accomplish.

The best Goals are SMART:

Specific
Measurable
Attainable
Relevant

Time Sensitive

Recommended Goals for the Sales process (weekly, monthly, quarterly and annual) include:

Revenue and Gross Margin i.e. Sales $ and Gross Margin %
Activity: #Meetings, #Proposals, #Proposals won
Quality: i.e. %repeat sales, #lost customers, %Proposals won

|
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MY STORY:

A Revenue Goal for me is $200,000 in Sales in 2010 from online marketing. An activity goal
is to meet |0 new business owners per month. A quality goal is to win 80% of the Proposals
| submit.

Including Key Metrics — the things that are critical to success - in our Goals separates the best
from the rest. By paying attention to these key metrics, we increase our probability of success.

It’s very important to have clarity and buy-in on expectations so that everyone is on the same
page and stay highly motivated and focused. This is SO easy to say and very difficult to do... but

it can be done!

Goals Self-Assessment

Current Sales Goals H What do we need to do better?

Sales $ and Gross Margin % x
Month x Quarterly & Annual

Activity Goals x Month x
Quarter & Annual

Quality Goals x Month x
Quarter & Annual

I F YOU DON®T AHSAVE GO

If you don’t have Goals or there are big gaps in your Goals, its time to create them. The most
important decision to make is WHAT goals you need. Its best to have only a few Goals and
that each of them be really important for the success of your business. We don’t want to waste
time on unimportant things but concentrate all of our energy on the big stuff.

Goals Worksheet for establishing Monthly and Annual Goals

Compeny 505 Goue [ 1 [ 231+ 1516 |78 |9 [ioln 12| o

Sales $

Gross Margin % *

# Meetings

# Proposals

# Contracts won

# new COl relationships
% Proposals won
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Companys0sGous | 11215 |15 [ |76 |9 [1o] 1] 12| v

% Repeat business

# Lost clients

* Gross Margin is the direct profit on a sale. i.e. You sell a product for $100. Producing it requires $40 of labor and $25 of

materials or $65 Total Direct Cost. Your Gross Margin is $35 or 35% of Sales
INDIVIDUAL SALES & MARKETING PLANS

are developed to coordinate individual with the Company plan. They take the individual talents,
experiences, contacts and focus of each salesperson into account and ensure that they
collectively enrich your Company. The Plan is the PLAYBOOK for the salesperson with

accountability to the Sales Manager.

Use this table to create individual Goals for EACH salesperson:

rensonsos cows | 1123 | 415 6|7 Lo | s |10 nlial e

Sales $

Gross Margin % *

# Meetings

# Proposals

# Contracts won

# COl relationships built
% Proposals won

% Repeat business

# Lost clients

TRAINING AND FEEDBACK

Training and feedback are essential ingredients in success to help each salesperson be their

”

best. Training is provided to give “how to’s” so that salespeople know exactly HOW to do
things better. Feedback is important because everyone works better when they know how

their performance is viewed.

Copy this table to create a training plan for each salesperson

Person Training Plan uﬂ What does Person need to do better?

Sales performance
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Person Training Plan uﬂ What does Person need to do better?

Communication with others
Time Management
Product knowledge

Spend more time pursuing Target
Market

Obtain more meetings

Convert more meetings into
Proposals

Convert more proposals into
contracts

Establish relationships with more
COls

Improve presentations skills
Improve listening behavior

Improve relationship building with
Prospects and/or customers

REWARD & RECOGNITION

Interim and big celebrations are an important seasoning in the recipe of a happy, productive
sales culture. “Way to go” should be heard frequently as small victories are won and more
serious rewards should be there for the big victories. In addition to a smart financial
compensation plan, its important to have “emotional” compensation. “Thank you” and “well
done” go a long way with employees and are an important part of effective leadership.

Sales Management Assessment

Sales Management uﬂa What can we do better?

Managing Expectations
Setting Goals and Key Metrics

Executing the Sales & Marketing
Plan at the individual salesperson
level

Providing training and feedback
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Sales Management uﬂ What can we do better?

Rewarding

A= excellent, B = good, C = all else

8 Farming: Obtaining more business from
existing Clients

Your current Clients are one of the most important assets of your business. Here is a process
for getting more business from them:

ABC your Clients

Bring your A Game and meet with all of your As and Bs and learn more about what is going on in
their industry and specifically with their business. Don’t dive right in with “can you give me more
work.” Demonstrate a deeper interest in understanding the dynamics they face by asking
GREAT questions such as:

What are the trends in your business?
What new initiatives are you executing in the next 6 months?
What things would it be helpful for me to know in order to help you more?
Where can | learn more about what is going on with your business/industry?
What can we do better?
Do the research discussed and then strategize additional products/services to present to them that
might be helpful
Look for opportunities to help your Clients get more business

Ask them if they would be open to having you provide these additional products/services
Ask them to recommend you to other Companies. This can include

Their customers
Their vendors
Other quality Business Owners they know

Establish a schedule — quarterly, semi-annually or annually to repeat the above steps

Farming Assessment

e g T o el winecanyou o

A & B Clients % of Total Clients

Quality of Relationships with A
and B Clients

Quality of your “Game” with A
and B Clients
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Knowledge of Your Clients
Help Clients get new business

Quality of your ideas to help them
more

Ask for more work on a schedule

Ask for referrals on a schedule

A= excellent, B = good, C = all else

9 Hunting & Trapping: Acquiring new Clients

Hunting
Hunting covers the activities of:

Identifying Suspects (unqualified Prospects)

Making the initial approach to the Suspect
Networking events

The first Meeting

Move up the ABC Ladder or turn into an Ambassador
Begin to do business

IDENTIFYING SUSPECTS

This can be accomplished in a number of ways. The end result you want is a digitized list in a
CRM system to help you manage the relationships, maximize your efforts and report results
going forward. Here is HOW to identify suspects in your already identified target market:

Purchase a list
Do research or have someone do research for you and build a list
Build a list gradually from networking online and offline

BEFORE YOU MAKE THE INITIAL CONTACT
Do some research so that you are prepared
Decide on EXACTLY what you want to accomplish in the meeting:
Begin the journey toward an A relationship
Begin to learn about their needs & wants. IF there is no way they will ever do business with
you, put them on the Ambassador Path

Give them the impression that you are an SME and a really great person to work with

]
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MAKING THE INITIAL APPROACH
The initial approach in hunting commonly occurs as:

A cold call or email from your business to the Suspect’s business
A cold call or email from you with including a mention of someone they know
An email or voicemail introduction from someone you know to someone who knows the Suspect

A lunch introduction from someone who influences them

One of your Goals is to maximize the % of approaches that are A and B.

If it’s a cold call, be sure to:

Identify yourself

Tell them very quickly what you do

Ask for a brief appointment to learn about their business

If they push back, thank them for their time and save it for another day

MY STORY:

Hi Mary, I'm Art Jacoby, a business advisor who helps small to mid-sized companies capture
higher profitability. | love meeting entrepreneurs and learning about their businesses and am
wondering if we could meet in-person or via phone/skype/GoToMeeting/etc? NO
PRESSURE — just a fun chat and | promise to be helpful. | love making a difference.

If someone who knows them recommended that you contact them:

Mention the referral source up front

If a COI (Center of Influence) is making the introduction,

Tell them how much you respect and appreciate the COI

NETWORKING EVENTS

Kids hang out in malls and online and adults work, hang out online and go to networking events.
The bane of most people, networking events, are bursting with opportunities for you if you

manage your own beliefs and expectations:

I’'m going to meet & click with several nice people at this event

There are a number of people in this room who will be Clients or Ambassadors in the near future

I’'m not going to hang out with people | know unless we can introduce one another to new people—
it’s safe and easy but I'm here to make new things happen

]
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Networking Mindset Assessment

= A B e[ e cnve nperar

| will make valuable connections
today

| am capable of making a great
impression and will do so

| will ask great questions

| will add value for the prospect

A= excellent, B = good, C = all else

Here’'s HOW to get more from a general networking event:

Bring your A Game
Be ready with your best conversational version of your elevator pitch (one that you’ve practiced
many times and can say authentically and naturally)
Introduce yourself to the hosts, thank them for the event, tell them what you do and the categories
of folks you'd like to meet
Your target market

Others who serve your target market

IF you connect well with them (and you CAN), they will inmediately become Ambassadors for you
and introduce you to some attendees!

Whether or not that happens, don’t overanalyze, walk immediately up to someone or a group and
introduce yourself — be conversational — NOT selling. Ask them about themselves. Try to
ascertain who they are, their connection to the organization, are they a COIl etc? Have the
intention of a 2-3 minute unrushed conversation so both you and they can meet others

If their business is of interest, decide if a follow up call or meeting would make sense — don’t waste
your time or theirs if its not

Meeting 2 or 3 people is not enough. Meeting 50 is probably too many. You want to make a good
impression on everyone (quality) while meeting enough people (quantity) to guarantee that
directly or indirectly you’ve made a good beginning

After the event, impress everyone by sending a handwritten thank you (A) or at least a follow up
email (B) and, suggest that they

Sign up for your newsletter
Meet you for coffee or lunch (if you think they are a prospect or can be a good Ambassador)
Keep in touch if you think that it isn’t a good use of your time

General Networking Assessment

Networking Success uﬂ What can we do better?

Quality of networking events
attended

Quantity of networking events
attended

Connect with event organizers
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Networking Success uﬂ What can we do better?

Quantity of new contacts made
Quality of new contacts made
Follow up with everyone you met
Quality of follow up

Quantity of business that followed
from networking events

MY STORY:

| attended a networking event recently where | knew 5 attendees and did not know the
remaining 80-100. | met approximately 25 people, had 3 conversations that lasted longer
than | would have preferred and actually met a prospect. One sentence about what | did
after asking him 5 questions was all it took to pique his interest. We met a week later; |
presented a proposal and will probably have a new Client. Most of the people | met talked
at me and did a poor job of asking about me even though | asked good questions of every
one of them. The only person who asked me any questions was my new Prospect. Most of
the attendees were pushing themselves at others — not a good sales practice.

Here’'s HOW to participate effectively in an association or organization

First and most important, select the best fit organizations that have your target market as members

Build relationships with the management and staff. They will help you if you contribute and they like
and trust you

Be active. Get involved in committees and attend as many events as possible

Become a COl. This is the best position you can earn. Once you are a COl, prospects and
ambassadors will get to know and trust you

Offer to serve as speaker or moderator at events

Volunteer to help any way you can at events

Bring new members to the organization

Openly promote the organization

Win awards given by the organization

Organization Networking Assessment

Organization Networking uﬂa What can we do better?

Relationship with Management

Level of involvement —
committees, etc

Become a COI
Bring in new members

Give testimonials for the
organization

|
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Organization Networking nﬂa What can we do better?

Win awards

Speak at events

THE FIRST MEETING
HOW |t’s your first meeting with the Prospect and you're prepared. Your Goals are to

Begin to build a relationship

Learn about their business

Learn about them and what they want and don’t want

Assess if you they are open to qualifying questions or if that should wait for a future discussion. If
you are really listening carefully to them, they will tell you directly or indirectly that its okay to
begin to discuss the possibility of them purchasing from you

Before the meeting, prepare appropriately. Visit their website, review your notes, perhaps do
some online research. Walk in with your A Game.

IF they are ready for qualifying questions, you want to find out

When will they purchase?
Who makes the decision and what is the process to get to a decision?
IF they are not only ready for qualifying questions but want to get a Proposal from you, then

ask them for the information you need in order to get them a Proposal.

Discussing Price

Here’s my approach to discussing Price — if the Prospect does not bring it up, | wait until | feel
that the relationship is really gelling well before mentioning it. This may or may not be in the
first meeting. If the Prospect brings it up, try to answer the Prospect’s questions as directly and

confidently as possible.

If the Prospect asks you about Price before you have the opportunity to gather the information
you need to give them a good answer, you want to be prepared with a good general
explanation. Here is my experience with 2 common scenarios:

MY STORY:

Situation #1: Bob is the sole owner of a single location, $3M company. We've just sat
down for lunch and before I've gathered adequate information, he asks how much it would
cost to work with me. “Bob, | charge a fixed fee for Assessments and Plans and a monthly
advisory fee for Guided Execution. The specific fees are going to depend on what you want
to accomplish and the complexity and scope of the work. Once I've heard your answers to
some questions about the scope of work, | can give you a pretty good estimate today and
follow up with a Proposal within 24 hours.”

]
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Situation #2: Barbara owns a $20M company with 4 divisions in several locations. She asks
about Price very early in the discussion. “Mary, | charge a fixed fee for Assessments and
Plans and a monthly advisory fee for Guided Execution. I'm hoping during this lunch to gain
a good understanding of the scope of services you are interested in so that | can estimate
the resources and effort required to exceed your expectations and have a Proposal in your
hands within 24 hours.”

If the Prospect asks you about price after you have a good feel for scope and effort, then you
should answer the question and say you'll follow up with a Proposal right away.

If the Prospect does not bring up Price, wait until you feel like they are convinced that working
with you is the right thing to do and then give them a Proposal.

Making a Great Impression

Many First Meetings do not end with a Proposal requested but my experience over and over
again is that if you demonstrate the following things, the process will move quickly:

Competence
A Game Behavior

At the conclusion of the First Meeting, be sure to establish a next step, summarize your
understanding of where you are and make sure that you and the Prospect are on the same

Page.

First Meeting Assessment

First Meeting Quality EEE What can we do better?

Preparation

Listen and ask great questions
Offer helpful suggestions

A Game behavior

Qualifying Questions
Establish next step
Summarize

Follow up

|
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MOVE UP THE LADDER OR TURN INTO AN AMBASSADOR

In subsequent meetings, make reasonable efforts to move the relationship towards an A. If you
do an A job of doing this and the need is there, you will gain a Client when they are ready to
buy and have the funds to do so.

When they indicate that they want a Proposal, craft one that takes into account everything you
know about them so that it is an easy “yes.” Don’t unpleasantly surprise them in the Proposal.
That will only slow things up or kill the opportunity. As difficult as this is, try not to view this as
a transaction but rather as a point on a long journey. Like the black belt, see “through” the
board.

Relationship Ladder Assessment

Prospect Ladder E What can we do better?

Keeping regularly in touch with
Prospects after the first meeting

Continuing to learn about the
Prospect after the first meeting

Adding value to the Prospect after
the first meeting

Finding an opportunity to propose
doing business together

Success converting Proposal into
business

BEGIN TO DO BUSINESS

You’re not finished now that you have a contract! You've just taken a step. Keep a close eye on
things to ensure that things continue to get even better between your Company and the new
Client. Work closely with whomever is handling them.

Handoff Assessment

e ot TaTo [c] o ve e to o eer

Quality of transition to inside staff

Quality of communication with
staff

Quality of service to customer
once handoff occurs

]
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Trappin

Trapping is the brainchild of a good friend Larry Letow, President of Convergence Technology
Consulting. It refers to a method of attracting prospects to an activity that interests them and
courting them in a friendly, collaborative environment.

Larry formed an organization of Chief Information Officers (CIOs) that grew from a few people
to many ClOs over a period of years. The group serves the needs of these ClOs and enabled
Larry to form deep bonds with many of the participants.

If you can get decision-makers from your target market to participate in a group that you
create, you can become an expert trapper!

MY STORY:

| formed a local Maryland group called GameBreakers —a CEO Peer Group that meets
every other month. There are expensive CEO group options so | decided to launch one
that charges no fee. | invited some excellent CEOs to join and pay for their breakfast. | get
to discuss their concerns with them in a friendly group setting. I’'m considering launching
additional online and offline groups.

10 Additional Sales & Gross Margin Strategies

Here is an additional list of ideas to boost your Sales and Profit on those sales.

Strategies EE What can we do better?

Set revenue goals

Improve the selling process, use
CRM

Provide sales training

Spend more time selling

Acquire sales staff with customers
Improve sales channel(s)

Increase prices

Focus + more time on “A”
customers

Learn more about customer needs

Strengthen relationships
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Strategies nn What can we do better?

Improve cross-sell and up-sell skills
Get “internal” referrals
Ask customers for referrals

Increase focus on price
optimization

Sell more higher margin
products/services

Up market product/service
portfolio

Understand customer price
sensitivities

Reward Sales team on Gross
Margin rather than Sales

Drop low margin
products/services

Reduce Product/Service Costs

Improve Sales Channels with focus
on higher margins

Add High Margin Products/Service
Establish new sales channels

Set specific service goals &
monitor results

Standardize processes

Use CRM

Project Management
Synchronize functional areas

Differentiate treatment of
customer segments

Leverage technology

]
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11 JACOBY SOS PlayBook Quick Reference
Guide

The Core Concepts

Great sales is about serving others — satisfying their known and unknown needs

Your job is to efficiently and effectively find companies that need what you do well and build
relationships with them that are conducive to satisfying their needs and wants

Use ABC to rate everything you are doing including your relationships with prospects and
customers. Work diligently to move up the ladder toward A

Marketing Comes First

Leverage Market Conditions & Trends

Pick the best Market Niche

Offer the strongest Products/Services

Price your Products/Services well
Determine criteria for your best customers
Have a delightfully disruptive message

Get the marketing mix right

Bring Your A Game

Act like a Craftsman

Best Processes

Be a Class A

Winning Attitude and Beliefs

Build & Turbocharge the Sales Team

Recruitment

Recruit a higher caliber of salesperson
Management

Establish, monitor and manage to Goals- weekly, monthly, quarterly and annual
Financial: Sales and Gross Margin $
Activity: # Meetings, # Proposals
Quality: Conversion rates, # Referrals

Individual Sales & Marketing Plans

Training & Feedback

Rewards & recognition
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Farming

ABC Clients and move up the ladder

Bring more value to A Clients

Discover how you can help them more and ask for work
Ask them for referrals regularly

Hunting

Preparation: master (practice) your conversational pitch
Best Hunting is at Organizations where Target Prospects Congregate
Meet and build relationships with the leaders
Circulate at events with good listening skills to make good first impression
Be active and become a COlI
Obtain speaking opportunities
Cold Calling
Buy or build a list

Identify yourself, say what you do and ask for an opportunity to meet briefly and learn about
the Prospect’s business

Be ready to explain what you do quickly and concisely
Assure them it will be a pleasant, no pressure encounter & you intend to be helpful
If they resist, wait for another day
Conduct First Meeting
Ask great questions that are helpful to the Prospect and to you in qualifying them
Be helpful and attentive
Don’t force anything, your goal is to advance the relationship
End the meeting with a next step and summary to be on the same page
Subsequent Meetings
Move the relationship forward

When and if they are ready, craft a solution that is best for them that meets your resource
and profitability criteria

Trapping

Launch a group for decision-makers in your target market
Build relationships with them in a collaborative setting
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