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重要概念


创造价值的销售法（Value Creation Selling）


“创造价值销售法”的核心观念是，仔细研究顾客在考虑购买你的产品或服务时，是因为遇到什么问题要解决，再提出可行之道让对方因为运用你的商品提升营运绩效。

麦当劳创办人雷·克罗克（Ray Kroc）在年轻时曾卖过纸杯，为了帮他的顾客增加生意，也提升自己的业绩，克罗克会在客户的店内闲晃观察，发现店内因为缺乏座位，在柜台边喝饮料的顾客就会造成大排长龙。克罗克认为如果提供外带饮料，销售量一定会增加，因为有些顾客不愿等候，便会放弃排队，转身走人。他提议做个实验，而且也自掏腰包出钱，提供免费的纸杯给店家，开设外带窗口，让顾客拿着纸杯的外带奶昔开心离开。克罗克的实验证明，要成功推销商品，必须做到：第一，找出能让客户更有效率的方法。克罗克在沃格林店内闲荡观察，才想出这点。第二，要心甘情愿为顾客出钱做调查。克罗克很乐意提供纸杯给顾客使用，证明他的观点是对的。第三，增加客户的利润，不只要取悦他现有的顾客，而且应该吸引原本对他没兴趣的顾客。克罗克成功的关键，就在于他能设身处地为顾客着想。他问自己：“我该怎么协助他们增加业绩？”这种做法取得了客户的信任，也扩大了自己员工的规模，而且他不是只有把纸杯送至客户处，而是确实去了解客户的存货多寡，为他们下订单，甚至告诉他们即将调价的消息，让他们趁早订货，以免受到涨价的影响。克罗克能从顾客的角度思考，也奠定了他日后连锁汉堡店之王的重要基础。


双向流动的资讯（Bi-directional Information）


价值的创造，来自于了解顾客尚未被满足的需求与欲望。倾听市场需求并深入了解，才能设计出可以改善生活的成功产品。

亚马逊网络书店（Amazon.com）的客服部门提出一项重要观点：客服部门并不是抱怨的收集站，也不是品质管制中心，而是研究部门。客服部门记录每一次顾客与公司联络的原因，不论是通过电话、电子邮件或传真的方式，再统计出每天的10大原因。之后，客服部门必须针对10大原因，找出如何减少顾客联络亚马逊的方法。譬如说：过去顾客最常询问的问题，就是订购产品的运送情形。亚马逊因此在每个网页上都加上了“我订购的东西呢？”的按键，以便顾客查询。另外，从订购一开始、确认订货，到最后送货的过程，亚马逊都会寄出确认的电子信件。亚马逊的做法不但解决顾客的问题，也减少人力资源及时间的浪费。

宝洁（P&G）进军墨西哥市场时，曾因为不了解中低收入户的生活习惯而付出惨痛代价。自2001年起，宝洁开始实施一系列接近消费者计划，试图将倾听消费者的理念付诸实践。宝洁墨西哥及中美洲地区副总裁帕兹苏丹（Carlos Paz Soldan）说：“我们必须走出办公室，渗入真实世界及低收入户的日常生活中，还有与我们合作的零售店。”宝洁推出“Living It”计划，让员工与低收入户共同生活7天，一同用餐、购物；“Working It”计划则让员工在一间小店面的柜台后，实地了解顾客会买哪些商品、店员如何陈列商品、哪些销售诉求会吸引顾客。这些计划的主要目的，都是用心好好倾听顾客的需求。


延伸阅读

卓越领导的窍门（Know-How）


瑞姆·夏蓝（Ram Charan）


每个人的特质是天生的，但卓越成功人士的领导窍门却是后天练就的，因为他们都熟悉善用以下8项技能：


	找到定位

	看准变化

	领导统御

	识人之明

	打造团队

	设定目标

	订出要务

	回应舆论



本期不仅针对各项技能提出实际案例，更有行动指南，帮助你判断何时该采取行动，掌握行动的成功关键以及如何评估绩效。当你实际操作并统合运用这8项领导窍门，就能应付各种环境改变及事业挑战！

利润是这样成长的……（Profitable Growth Is Everyone's Business）


瑞姆·夏蓝（Ram Charan）


企业要追求持续获利，需要不断创新与成长，在实务面，有10项工具可以运用：


	使利润成长融入每个人的工作中

	试着击出安打，而不单是全垒打

	了解好成长与坏成长的差别

	消弭可能造成阻碍的不实观点

	利用现有资源提升生产力

	发展并执行成长预算

	建立上游行销能力和活动

	增进交叉销售及解决方案的能力

	在企业文化中植入成长引擎

	把创新的构想转换成营收成长



每一天、每一个环节，都是创造永续利润的关键，累积一次又一次的小小成功变革，就能创造巨大的成长与获利来源！



5分钟摘要





英文



传统的销售方法已经失效了。今天的顾客拥有太多选择，如果你还是着重于价格，那么唯一能做的就只有不停降价，直到收入不足以支持你继续经营为止。

你所需要的是一套全新的销售方法，称为“创造价值的销售法”（VCS），VCS的核心观念是，与其从自己的产品或服务着手，不如先仔细研究，顾客在考虑购买你的产品或服务时，是因为遇到什么问题要解决。只要能先彻底了解顾客的营运状况再去接触顾客，提出可行之道，让对方因为运用你的商品而得以提升营运绩效，那么局面就会完全不同。

不要只是扮演顾客的合作厂商或供应商，要变成他们信赖的伙伴。如果你把自己的角色，定位为顾客用来求取有创意、符合成本效益解决方案的资源，不仅能让自己有效做到差异化，还能开拓出康庄大道，达到更好的价格和更高的销售量。

一旦开始有效运用VCS，而不再只用价格竞争，就能随时间建立起愈来愈深厚的顾客关系，让你的顾客愈来愈没办法变心。


“或许是该重新设定销售方式的时候了。想想看，传统的销售方法在过去100多年来没有太大改变。你的顾客希望让你了解他们的经营方式，让身为供应商的你能帮助他们改善营运。问题在于，用传统的销售方式是无法办到的，长期未受讨论的销售机制其实已经不合时宜了。新销售方法的核心，是要全心关注顾客的成功。运用自己具备的各种资源，协助顾客达成业绩目标与要务，就能够创造价值。我把这套新方法称为‘创造价值的销售法’，也就是VCS。”

——夏蓝





第1部分　传统销售方法的问题　
英文



主要观念

你的顾客希望你了解他们的经营方式，使得身为供应商的你，能帮他们在自己竞逐的战场上赢得胜战。传统销售方法并不能满足这样的期待，各方反而只在意要拿到最好的价格。这就是双方的首要目标不同调，即使更换新的奖励措施或业务人员也无济于事。

支持概念

传统销售方法已经失效而且不再可行，其警讯处处可见：


	业务人员只和顾客的采购部门往来——这表示你公司的业务人员永远接触不到真正的决策者，只能跟听令行事的执行者往来，使业务人员被阻绝在实际决策者的大门外。

	目前的销售对话大多只在价格上打转——这没什么不对，但是通过这种谈判达成的价格并没有保障，顾客反而会持续施压，要求数量折扣、运费、广告赞助、模具成本和技术支援等，凡此种种终归都是要你自行吸收费用，也减损了你定价的效益。

	传统业务训练只注重技术面——教导员工如何避免让顾客说“不”、如何处理拒绝，以及如何成交等。这些没什么不对，可是对于供应商与顾客之间目标不一的问题，却没有太大帮助。

	管理高层持续对业务人员提出奖励措施——指望着这样可以激励业务人员谈成更好的价格，并借此带来更高的获利率。这样很好，但这方面的任何作为都无法为顾客创造价值，调整奖励措施反而会不断造成业务人员的压力，而这些员工早已深受结案期限、业绩目标等压力的影响。

	业务人力不断重新配置——这绝对会让业务人员花更多时间来了解顾客，但也通常表示他们会要花比以前更多的时间，才能达成以往的业绩。

	在讨论产品设计时从未征询业务人员的意见——却忽略了其实他们才是花最多时间跟顾客面对面互动的人。

	没有考虑到顾客的顾客——反而只是理所当然地认定顾客自然会想办法顾及自己的利益，却从来没有下功夫了解，你的产品在顾客后续提供给他们顾客的产品或服务中，扮演着什么角色。

	业务人员只专注于内部事务——每天花一大部分的工作时间在行政庶务和文书作业上。

	业务单位的管理团队认为自己表现不错——因为他们没有察觉时代已经不同。他们评量成果的标准还是在帐面营收、谈成新订单、与顾客互动，以及处理售后的顾客要求等。只要继续埋头处理上述工作，他们就没有机会看到是否会有更大的问题产生。



总之，传统的销售方法已经落伍了，因为这种方法太过狭隘，也弄错了目标。在过去供货吃紧、牌在供应商手上的年代，传统销售方法或许有效，可是现在，几乎在每个你想象得到的市场中，供应商都供过于求。更重要的是，你的顾客只要通过网际网络，就可以轻易找到替代的供应商，任谁都可以充分获取全球各地供应商所提供的价格和产品规格。

在这些情况下，建立持久关系和拥有优质产品是不够的。如果有新的厂商加入，能够和顾客配合，用更符合顾客营运模式的方式合作，那么价格就不再是顾客作决定的唯一考量标准。


关键思维

“调整销售方法没有捷径，如果有，大多数人早就做了。可是那些高瞻远瞩、懂得采用‘创造价值的销售法’并持之以恒的领导人，将能够让他们的公司历久不衰。只要能真正为顾客创造价值，供应商就可以在众多竞争对手中脱颖而出，并且因为绝佳的策略、创新与优秀人才，获得更好的报酬。”

夏蓝

“成交不是目标，只是成功沟通的表征。这个表征也显示出你了解顾客，并且以顾客的成功当作衡量自己成功与否的标准。你的成功取决于你是否了解如何为顾客创造价值。如果你无法为顾客的绩效带来正面影响，那么你公司卖的只不过是大宗商品，也只能卖大宗商品的价格。”

卢·埃克里斯顿Pivot科技公司执行长





第2部分　如何采用VCS来修正销售方式　
英文



主要观念

VCS的核心在于，要全心关注顾客的成功。评量自己成功与否的标准，应该是顾客在你的协助之下达到多少成就，而不是顾客向你采购多少量。为了顾客运用自己的资源，就是在为顾客创造价值，也就是在为自己创造差异化的优势。采用VCS会经过以下6个步骤：


	成为顾客信赖的伙伴

	学会订定价值专案计划

	组成创造价值的业务团队

	学会利用VCS成交

	让各种VCS方法得以延续

	让VCS能够与时俱进



支持概念


1．成为顾客信赖的伙伴




VCS是顾客导向的，而要达成这点，唯一的方法就是让大量的详细资料能够双向流动，也就是资料会流向顾客端，也从顾客端流动回来。愈了解顾客，就愈能找出对方的顾虑所在，并借此开发出特定产品与服务来帮对方解决问题。

[image: c1]


在传统的价值链之中，资讯是从原料供应商（A）流往制造商（B）， 然后再流往零售商（C），最终才流动到终端消费者。在VCS的价值链中，资讯的流动是反向的，顾客指明他们的需求，然后零售商、制造商和供应商一起合作开发能为顾客带来该项利益的产品与服务。

资讯是VCS的核心，要成为顾客心目中的可靠伙伴，必须了解以下5件事：


	顾客的商机何在——以及顾客所处的竞争环境。必须去了解顾客希望靠什么优势拓展业务，是技术领先、低廉成本，还是掌握利基。

	顾客的顾客和竞争对手有哪些——顾客希望吸引哪些客群向他们采购，又还有哪些对手在跟他们竞逐同一客群？如果你对市场的了解够深，能够指出顾客的最大威胁是谁、造成威胁的原因又是什么，那么就有机会提供协助。

	顾客的组织如何作决策——特别是要知道决策者是谁。他们可能会有看来层级分明的正式决策流程，以及实际形成决策的非正式流程，必须了解两者如何运作才有用。

	顾客的企业文化——他们最主流的思维和价值观。企业文化的价值观是相当重要的，因为会影响你跟他们所进行的每一次谈判。如果能够领会到对方偏好的合作方式，就能调整自己要采取的做法，以配合对方较能接受的方式。

	顾客的目标与要务——包括短期与长期的。当你能够充分而深入地了解顾客公司的发展方向、所肩负的目标，以及预计要达成目标的方法，也就有明确的见解，得以据此打造自己的价值主张。既然企业时时都在众多选择中作出取舍，那么了解顾客要把公司带往哪个方向，将可以大大提升你的说服力。



要能让自己所搜集到的顾客资讯变成有用的资讯，你本身必须具备某种程度的生意头脑。这其实没有表面上看来这么难，只要深入了解，大概就会发现你的顾客所重视的是以下几项基本指标：


	获利率——扣除各项经营成本之后的净利

	产品组合——推出一系列吸引消费者的产品

	现金流

	库存

	资产——设备、建筑物等

	速率——投资在资产上的每一块钱，每年能够创造多少营收

	投资报酬率——获利率×速率

	成长——市占率和获利能力的成长

	顾客满意度



要彻底了解顾客在这些方面的详细资讯，光靠每星期固定拜访对方的采购经理显然是不够的，反而必须建立多个接触点，让对方各业务的负责人能够认识你公司的对等窗口。譬如说，如果你的律师和对方的律师建立起稳固关系，那么到了要签合约的时候，双方就可以顺利合作。事先建立起连系管道与关系，就能促进并强化未来进一步往来的机会。


“切记，生意头脑不是要有能力把数字精算到小数点以下第9位，而是要能从顾客的财务报表等公开文件中，看出关键数字。要将相关数字综观来看，并且和之前几年的数字和未来的预测做比较。想要掌握未来的变化和方向，并不需要成为财务专家，这种事是要靠熟能生巧的。”

——夏蓝




2． 学会订定价值专案计划




[image: c4]


“价值专案计划”（简称VAP）是一份文件，上面载明你的价值主张，以及顾客和你合作可望得到的具体商业利益。VAP是所有VCS计划的核心行动纲领，因为它能让所有人有志一同，朝同一方向迈进。

VAP包含3大部分：

1. 顾客简介

也就是对顾客的简要描述，在这部分要记下该公司的相关资讯：


	公司名称和经营业务

	总公司和子公司的地点

	高层管理团队

	公司营运概要

	长程与短程目标

	决策者

	详细的决策流程



2．价值主张

在这个部分要界定出你将达成的顾客需求、预计提供的产品组合和服务，以及会对你公司财务数字造成的后续影响。重点是，你所提出的价值主张必须详尽、全面，不能只为顾客“节省成本”。要怎么做没有公式可循，但只要你对顾客了解得够深，就应该能想出有把握可以吸引对方的价值主张。

比方说，假设在你要推销的企业中，有个极为注重环保的执行长、一心想降低成本的采购经理，还有努力向大型零售商争取更多上架空间的行销经理，那么你的价值主张可能就是要提供新的包装材料，可回收、外观设计符合对方品牌形象、能有效运用货架空间，而且采购价格相当实惠。这样的价值主张，就可以满足所有参与决策者的所好。

3．对顾客的利益

在这部分要说明的是TVO，也就是顾客的整体拥有价值。这项价值是预估顾客所能获得的所有利益，再加上倘若顾客做其他选择所可能产生的损失。要能更详细计算TVO，必须做到：


	说明自己的价值主张所能带来的实质利益——例如错帐可以减半、原料消耗可以减少20％等。明确说明使用商品的第1年可以获得哪些利益，而第2年又会有哪些利益等，以此类推。

	接着在其他面向如法泡制——说明自己的价值主张会如何影响他们的获利率、提高现金流、带动营收成长，以及拉升投资报酬率等。



要做出全面的VAP不是一蹴可及的事，也不是光靠单兵作战就能完成，必须靠通力合作，结合跨部门团队的专业与头脑。或许可以由业务团队来带头规划VAP，但是组织的各单位成员都必须一点一滴贡献各自的见解。这对组织是有益的，因为当参与成员愈深入规划VAP，他们就会愈全心投入自己的角色去完成。

在完成全面而专业的VAP之前，往往会要拟出好几份草稿。要建立足够的信任，让详细资讯可以彼此相互流通，会要花上一段时间；而要建立共识，让大家的想法能够有志一同，也会要花时间和努力，但是至少就这方面来说，花这些时间是非常值得的。


“如果你是业界最先运用VCS的人之一，将会享有重大的竞争优势。”

——夏蓝




3．组成创造价值的业务团队




只要思考整个VCS流程中有哪些要素，那么显然VCS需要靠一个精良团队的齐心努力，而不是光凭一个斗志高昂的业务人员孤军奋战。

采行VCS的最佳途径，应该是先找来能“体会”并愿意学习如何执行新方法的员工，组成核心业务团队，然后提供这些员工实行新方法的必要训练。目前现有的业务人员当中，只会有少数能将心态从“让生意成交”转型为“确保顾客成功”，所以要有耐性。只要最早的核心VCS小组做成功了，口碑将会散播开来，也就会有大量员工热忱投入。

采行VCS的企业通常会发现，现有的业务人员大约有1/3到半数能够成功转型，至于无法适应的业务人员，会想转调到组织的其他职位，或者跳槽去了。能够成功转型的业务人员，通常具有下列几项人格特质：


	和蔼可亲——能够在顾客的组织里建立并培养人脉。

	有概念化的技巧——能够仔细研究资讯，并且找出替代方案来完成目标。

	领导力——不靠职权就能影响团队成员。

	不屈不挠——愿意花时间与努力来获取资讯。

	生意头脑——了解顾客的营运和流程。



要能让业务人员顺利改采VCS，训练课程是不可或缺的。要教育员工如何运用VCS，并且在这种方法下胜任愉快，就必须举办密集的训练课程，而课程的主题应该要包含以下几项：


	如何搜集到必要资讯以拟出VAP——以及如何运用这些资讯来建构并编排出完整的VAP。同时还要探讨该如何运用来自各种管道、彼此毫不相干的片段讯息，来规划出VAP。

	如何促进内部合作——因为VCS绝对需要跨部门的努力，除非你能够获得组织内最佳的意见，否则永远无法成功实施VCS。必须训练员工如何跟意见相左的人共事。

	一般的商业用语——因为除非你懂得企业的运作方式，否则你永远无法跟顾客讨论商品有哪些利益。你的价值主张必须以商业术语来表达，想要和对方沟通，就必须懂得行话。

	如何营造信任气氛——信任是VCS的基本要件。每个人都必须了解自己要努力的目标是建立彼此的连系，而这些连系绝不仅止于交易。必须训练员工如何建立长期持续的信任关系。

	TVO的观念——这样才能从顾客的营收成长或获利率提升等角度，来说明你能为他们带来的利益。如果大家都能用量化的方式，说明自己的提案将为对方的品牌权益、市占率和现金流带来多少收获，也会很有帮助。上述各项要素都是拟定成功价值主张的一部分，因此必须训练员工，让他们能自在而熟练地讨论这些概念，并将之整合进提案之中。



要注意的是，VCS往往是在资料不完整、凌乱、而且常常互相矛盾或令人困惑的环境下运作。最有效的训练必须考虑到这些现实因素，并据此来规划。如果能够借助目前的互动式训练方法，让员工能在正式的训练课程之外，复习相关训练教材，也会很有帮助。员工需要一段时日才能培养出这些能力，因此训练必须反复进行，不能把训练当作做一次就可成的活动。

大多数人学习VCS都是靠实作，对于首次学习VCS的员工，最好要提供跟着高层主管实习的机会。如果公司的高层管理团队也能每天固定花点时间跟业务人员讨论价值主张，很快就能清楚看出谁已经懂了、谁在未来会搞懂，还有谁就是无法适应。

采行VCS一旦获得初期成效，就要加以大肆宣传。这样不只能凝聚动力，还能提振士气、消除疑虑。你可以针对VCS设立网站，或者考虑每季或每年举办一次VCS大会，请成功的业务人员分析自己的实战经验。如果能够配合适当的薪资与升迁等奖励，大家就会了解到，自己必须赶搭VCS的列车。

另外还需要建立指标和机制来评量整体的进步幅度。或许可以举办定期的调查来评量下列各项要素，用来了解进步的幅度：


	顾客荷包的占有率——包括营收的成长和获利率的提升。

	顾客的利益——从顾客的角度来看。

	顾客的信任度——用1到10分来打分数。

	有多少顾客主动接触。

	对内部合作的评等——用1到10分来打分数。

	有多少业务人员改采VCS。

	产生并提供多少关于未来发展的新构想给业务团队。

	对顾客公司、决策流程和优先事项的了解程度——用1到10分来打分数。




“如果今天要雇用一位业务人员，我们会非常谨慎地选择教育程度和个人特质都适合的人。我们会希望找懂得社交、口才好又好胜的人；我们会想找有商业头脑的人，这个人可以是主修古典文学或商业，只要他懂得如何赚钱就好。这个人未必要是常春藤名校的，也可以是地区大学的毕业生。终归来说，我们会想要找能解决问题的人，因为毕竟你就是要解决顾客的问题。”

——布莱恩·派克　美国Unifi公司董事长兼执行长

“新的业务团队领导人是通才，这个领导人是聪明绝顶又懂得倾听，而且必须具备少见的自律；要能以顾客的语言，将顾客的生意、需求、工作流程与程序加以概念化；要有商业头脑，并深入了解顾客的市场与产业区隔；要能以顾客容易掌握的解决方案概念来沟通，并且确保这个解决方案对顾客有效；要是个沟通高手，懂得如何克服拒绝的理由，也懂得做精采而有说服力的简报；要是整合者，可以轻易跨越部门与界线，并善于适切而及时地调度组织内外的资源，而且这个人还要深谙建立人际关系的艺术。这对大多数企业而言，都是新一类的人才。”

——经研机构汤普森财务

“在我们公司，收割型和猎人型都有发展空间，可是随着我们将销售方法转型为强调更深入、更长期的顾客关系，我们就开始延揽更多收割型人才。这类人才会时时投入顾客的经营、与顾客互动良好、拥有杰出的交际技巧，而且即使遇到状况也能保持冷静。他们能够有效担负起跨部门的管理工作，也懂得在资讯透明和保守双方机密之间，求取适当的平衡。我们甚至把职称从专案经理改为客户发展师，借以彰显我们期许这些员工能够时时积极参与顾客的经营，而不是等问题爆发才急忙救火。”

——克雷顿·里亚伯拉顿　查号服务商INFONXX北美区资深行销副总裁




4．学会利用VCS成交




向顾客提出创造价值的主张，和跟一般的顾客拜访截然不同，不是光说“这就是我们的产品，请问您有多少预算？”就可以，而是要花很大的功夫准备提案。拜访顾客时必须表达出，自己了解顾客公司的营运方式，希望能成为顾客的资源，帮助他们在未来经营得更顺利。现在该做的是琢磨自己要对顾客提出的价值主张，使其趋于完美，所以在做业务拜访时最重要的就是找机会去提问和观察，以便能持续调整并强化自己的提案。

当你在对顾客提出VCS的诉求时，往往会想告诉顾客自己下了多大功夫，这点应该加以避免。如果不这样做，而是纯粹用价值主张去吸引顾客，效果会更好。此外，简报最好要言简意赅。你应该建立的印象是，你的公司不仅具备必要的专业，而且有极高意愿想帮助对方把握商机或解决问题，而不只是光想着要让自己的业绩大幅成长。

在向顾客提出诉求之前，一定要先跟团队成员讨论基本规则。是否允许成员打断其他成员说话？哪些主题的问题该由谁负责回答？成员能否在当场决定调整价值主张的不同面向？每个人分别扮演什么角色？事先讨论这些问题，可以避免顾客对各个成员的简报内容感到混乱而乏味。

VCS的销售诉求通常都会按照类似下列的公式进行：


	先由团队领导人清楚说明自己要协助顾客克服什么挑战，或是协助顾客把握什么商机。

	业务团队成员接着再根据各自的专业，详细说明价值主张的各部分内容。

	将潜在利益量化，并详细讨论。

	请对方参与讨论，厘清自己所提的价值主张是否如预期般引起顾客共鸣。

	一旦双方都确实认同价值主张，接着才讨论价格。对于多数VCS的销售讨论而言，价格很少是固定的数字，而会是视不同的变数而定的一个范围。



在传统的销售方式中，提出诉求就是销售流程的最后一个步骤。不论是成是败，接下来业务团队都会转往下一个潜在顾客。相对地，在VCS的方式中，不论诉求成功或是失败，都是另一个开始。如果顾客接受提案，那么重点就会是依照承诺如期交货；如果顾客没有当场立刻接受，这时VCS团队会带着对方回绝的理由和讨论中提及的建议回去，制定出更贴近顾客需求的方案。

在后续拜访顾客的过程中，还可以检视并调整你的价值主张，让对方更能接受。举例来说，如果顾客对你能否确实履行承诺有疑虑，就可以提出一份短期的试用合约，或是提议在小范围的地区内进行试用。或者，你也可以调整各种不同因素，让价值主张更有吸引力。

往后，你就能带着修正过的价值主张再次拜访顾客，其中整合进对方所建议的修正内容。每次修正，应该都能让你的价值主张更趋完善。如果在第2、第3次会面时，顾客还是继续提出新的理由拒绝，或者又找其他借口来推托，这就很明显表示，这个顾客不值得继续维系，应该转移目标。

另外要注意的是，就算顾客接受价值主张并成交，也不是销售流程的结束。业务团队应该付出同样的努力，去找出下一个帮助顾客成功的机会。更好的新构想会在这段时间浮现，因此一定要做好准备去注意相关线索。只要组成善于思考顾客在未来商机的团队，就能持续奠定稳固的基础，在未来做到更多他们的生意。


5．让各种VCS方法得以延续




为了避免VCS沦为短暂热潮，公司的管理高层必须将VCS奉为最优先要务。除非将VCS融入所有管理决策之中，否则它就会如过眼云烟。唯有高层经理人才有精力和毅力去实践。

VCS的核心问题是：


	我们是否帮助顾客成功，并分享其成功的果实？



VCS要能持续发挥影响力，就必须把这个问题时时放在心里，而员工也必须群策群力才能办到。每当遇到下列状况，就要问这个问题：


	雇用新进员工或升迁员工时。

	针对新市场利基作决策时。

	分配资源时。

	制定预算或营运评鉴时。



采行VCS必须让大家都转换心态，从只专注在降低成本，转变为再进一步思考营收成长。有些人对此会感到不习惯，因为这跟提高生产力或降低成本等表面做法比起来，没有那么明确可循。VCS必须由上而下推动，因为这是公司营运模式的大幅变革。

要成功采行VCS，高层经理人必须采取一些非常具体的做法：


	观察业务单位的管理团队——判断他们是否可以转换成VCS的销售方式。成功转换的经理人必须拥有适切的技术和才能，愿意亲自参与规划VAP，并且实际向顾客做简报，还要有很强的训练技巧。管理团队必须判断业务单位经理人是否能够承担眼前的任务。

	在组织内为VCS建立支援力量——因为这要靠团队的努力。管理团队必须协助建立业务团队与其他部门之间的连结，这样的连结是成功推动VCS的必备条件。称职的领导人会排除一切瓶颈，并且密切注意在VCS之下将会有所改变与演变的内部关系。

	体认“营收生产力”的概念——这表示高层经理人目前可能必须投资更多资金，以便使营收在未来能大幅成长。采行VCS的成本通常会比传统销售方法高，因为必须做许多分析。经理人必须确认，VCS是运用在确实值得公司多付出努力的市场，而不是对整体营收不会有实质影响的市场。另外也必须增列成长预算，明确指出这笔用于VCS的预算要从何而来。

	定时检讨VCS实施状况——基本上就以VCS为导向，检讨预算、营运和人力。这样的检讨必须让员工更加了解，VCS是公司现在采行的经营方式，而且公司也没忘了这件事。另外薪资检核、年度分红等奖励措施也必须达到这样的效果。如果能提供实在的奖励给那些生意头脑有进步、培养出更好的团队建立技巧，以及学会拟出有力价值主张的员工，就会让所有员工确切了解公司的决心。

	全盘调整奖励措施——让员工接纳VCS。要强化VCS有个有效的途径是每个月颁奖，只要任何团队谈成的交易使顾客的获利率提升或营收成长，就予以奖励。对于达成上述目标的表现给予重大而优厚的奖励，大家就会奋力为之。在VCS的方法之下，奖励的理由必须是达成量化目标，而不是做到业绩。必须想出办法奖励合作和以顾客为念的表现。只要是对销售流程有贡献的成员，都要给予获得奖励的机会，不能只有代表公司门面的业务人员有机会获奖。



成交只是一段VCS关系的起步，不是结束，而这也表示，领导人必须想出不同的方式来评量成功。当顾客体认到你之前承诺的利益时，转化成VCS的真正利益才会显现。高层管理团队可能必须采用绩效仪表板，将下列问题纳入评量：


	因为采用VCS销售方法而赢得或失去某笔交易的原因何在？

	对现有顾客采行VCS的成效如何？

	在现有顾客中，有哪些是近期内实施VCS方法的理想对象？

	我们的顾客中，有哪些希望我们提供新构想和新方案？

	我们的业务团队为顾客拟定并客制化价值主张的表现如何？

	我们的定价和顾客最重视的特性之间的关联性如何？

	我们的员工从潜在顾客那里获取资讯的能力如何？

	我们所搜集到的资讯，是否都有办法传递给适切的组织成员？




“不要搞错了，采行VCS策略必须靠长期的努力。过去成功实施VCS的企业，大约都需要3年时间才能适应这套新方法，而且大多数都还在持续改善流程。要成功，就必须反复强调一项原则，那就是唯有顾客成功，公司才会成功，而这样的信念在你开始赢得成果时，会更容易传达出去。”

——夏蓝

“我们重新调整了整个业务团队，拉高它在公司内的地位。心力集中于顾客身上的程度变得非常高，我们所拥有的顾客资讯会开放给所有公司员工，而我们也能随时掌握趋势的演变。此外，我们的业务人员已经变成绝佳的生意人，都培养出执行长的特质。他们都了解公司的财务状况，也了解公司的经营方式，而且都极为好胜。”

——布莱恩·派克




6．让VCS能够与时俱进





“要将业务人员从促成交易的销售心态转型为替顾客创造价值，是一段漫长的过程，公司在思考和营运方式上都必须进行重大变革，而公司的各个单位也都必须把顾客放在第一位。为了掌握VCS，管理高层所必须付出的心力和持续投入的程度，是相当可观的。”

——夏蓝



在刚开始尝试采行VCS时，遇到障碍的次数会非常惊人，包括：


	高层管理团队要找出合适的奖酬制度，用来奖励支援部门对销售流程的贡献，而且幅度要接近过去给业务团队的奖酬，这些作业都会很困难。

	业务部门领导人要和顾客组织里的不同成员培养关系会很困难。

	要明确指出谁希望跟你培养出信任关系会很困难。

	必须想出其他方法去服务那些不希望采行VCS的顾客。

	要营造并维持适切环境，让有创意的价值主张得以持续成形，会相当困难。

	VCS会影响到公司的前途、要服务哪块市场，以及要开发何种产品与服务的组合。



机敏的领导人能够找出上述难题的答案，以及解决障碍的方法。出乎意料的是，这类领导人甚至因为实施VCS的过程困难重重，并且需要毅力和韧性，而感到精神振奋。这表示不是所有人都会想费心投入这个过程，因此坚持到底的人将会获得丰厚的报酬。早期采用VCS的企业都设法快速通过学习曲线，而且这将会带来极有价值的优势。

要定期评量自己公司在这段过程中的进度，可以每年进行4次以下的调查，用1分（完全没有）到10分（完全做到）来为组织评分。


	我们是否为商品谈到优越价格，让公司商品不至于沦为大宗商品？

	我们业务单位的管理团队是否从最高层、区域到地区的主管，都已经掌握VCS的详细做法与架构？

	我们的业务人员是否将VCS方案锁定在适当的顾客和市场区隔？

	我们的价值主张是否优质，而且在各个面向都适用？

	我们的业务人员是否有能力针对个别顾客量身订做VAP，并向顾客做简报？

	我们的业务单位领导人是否能熟练结合公司最佳的内部资源，用以订定并诉求价值主张？

	我们诉求新价值主张的成功率高不高？

	我们的价值创造活动，是否与预算、营运评鉴、订单流失检讨、奖励制度、和高层营运会议连结起来？

	我们内部的所有支援单位是否都采行VCS，并为不同的VAP贡献心力？

	在我们顾客的角度来看，我们提出的VCS是否有效？

	我们的员工是否能熟练地在顾客公司的各阶层和单位建立人脉？

	我们的业务团队领导人是否具备必要的技能，能够分析顾客组织的决策流程并找出决策者？

	我们和顾客之间是否具有高度的信任关系？

	顾客是否经常征询我们的意见和忠告？

	是否培养出大量的未来业务团队领导人，而且能够担当业务以外的领导职务？




“这种为顾客创造价值的能力，可以让你在拥挤的市场中成功差异化，你也会因此获得合理的回报，这份回报就会和顾客认为自己获得的价值，以及你确实带给顾客的价值相称。”

——夏蓝

“这套新销售方法的核心，是要全心关注顾客的成功，这样做也是和大多数业务人员和业务组织的彻底脱钩。整个心态要做180度的扭转，不要再先衡量自己是否成功，反而要以顾客在自己协助下的表现，作为衡量成功的标准。不要专注在销售特定产品或服务，而是要全心帮助顾客，让他们在各个对他们至关重要的面向上成功。运用自己所拥有的一切资源去帮助顾客达成经营目标和要务，就是在创造价值。”

——夏蓝

“VCS就是以符合现实的急迫感和对变革的渴求来再造企业的第一线。成功执行VCS将会为公司带来重大利益，不论是在内部或是在外部的竞争市场上。”

——夏蓝

“实际上，每家企业的顾客之中，都会有一些顾客的观念比较进步，完全了解跟供应商合作以创造互利的价值。就从这些顾客开始着手，而且不要走回头路。成功采行VCS的企业，将会拥有崭新、强有力的管理人才来源，这在缺乏领导力的环境中，是一项极为关键的竞争优势。最重要的是，VCS可以激发你公司想出新构想和创新，让你的公司在高度竞争的21世纪经营环境中可以保持差异化。VCS是通往成功的康庄大道。”

——夏蓝

“请想想，传统的销售方法在过去100多年来，没有太大改变，现行方法源自于50几年前，那时供货吃紧，牌都在供应商手上，顾客要提早数星期甚至数个月下单，急切地想获得稳定的供货，而且欠缺接触其他供应商的资讯，所以没有多少议价空间，而业务人员基本上就是坐着等接单。随着供应商的数量与日俱增，业务人员已经从被动接单演变为跑外务、运用社交技巧去了解顾客需求，并运用对产品的了解来介绍符合顾客需求的产品与服务。可是如今在许多产业中，供应商已经供过于求，而且每天还有更多厂商要抢进市场。”

——夏蓝





MAIN IDEA





中文



The traditional sales process is broken. Customers today have so many choices that if all you focus on is price, the only thing you can do is keep lowering your prices until it gets to a stage where you're not making enough money to stay in business.

What's needed is a completely new approach to selling called "value creation selling" (VCS). The whole essence of VCS is that instead of starting with your own product or service offering, you start by looking closely at what problem the customer is trying to solve when he or she considers buying your product or service. If you get to know your customer's business inside and out and then come back to them with workable ways they can make their business work better by using your offering, then it's a whole new ball game.

Instead of merely being your customer's vendor or supplier, become their trusted partner. If you position yourself as a resource your customer can turn to for creative and cost-effective solutions, not only do you differentiate yourself effectively but you also pave the way to achieving better pricing and higher sales.

If you start using VCS effectively, rather than competing on price alone, you'll have a customer relationship that gets deeper and deeper over time, making it exceptionally difficult for your customers to switch to someone else.


"It might be time to reinvent the way you sell. Consider that the traditional sales process hasn't changed much for more than a hundred years. Your customers want you to know how their business works, so you, the supplier, can help them make it work better. Here's the catch: you won't be able to do that with your traditional sales approach. The truth is that the long neglected sales function is out of synch with current opportunities. The heart of the new approach is an intense focus on the prosperity of your customers. By tapping the many resources you have at your disposal to help customers meet their business goals and priorities, you are adding value. I call this new approach value creation selling or VCS."

—Ram Charan





Part 1　The Problems with the Traditional Sales Process　
中文



Main Idea

Your customers want you to know how their businesses work so you, as their supplier, can help them succeed in their own competitive battles. The traditional sales approach doesn't achieve that. Instead, everyone is focused on getting the best price they can. This is a mismatch of priorities that cannot be solved with new incentives or new people.

Supporting Ideas

The warning signs that the traditional sales process has broken down and no longer works well are everywhere to see:


	Your sales force interacts solely with your customer's purchasing department—which means your sales people never meet any of the genuine decision makers. Instead, they are meeting with the order executors. Your sales people are isolated from those who make the real decisions.

	Most sales discussions nowadays revolve solely around price—which is fine, but the prices that result from these negotiations don't stick. Instead, customers will continue to press for volume discounts, freight charges, advertising support, tooling costs, technical support, etc-all of which end up coming out of your pocket and reducing the real price you charge.

	Conventional sales training is solely technique-based—teaching your people how to avoid taking no for an answer, how to handle objections and how to make the sale. That's all well and fine, but it does little to address the real disconnect between suppliers and customers that exists.

	Top management keep fiddling with the incentives for the sales force—in the hope this will motivate them to get better prices and therefore better profit margins. That's great, but nothing that is done in this area creates value for the customer. Instead, fine-tuning the incentives piles more pressure on the sales people, who already feel the impact of deadlines, quotas and so forth.

	The sales force keeps on getting reorganized—which certainly allows sales people to spend more time with customers, but this often means more time is used to achieve the same results as before.

	Salespeople are never included in discussions about the design of the product's offerings—despite the fact that they are the people who spend the most time face to face with customers.

	Little thought is given to your customer's customers—and instead it is simply assumed that your customer will be looking after their own interests. You never get around to finding out how your product fits into the overall products or services your customer offers to his customers.

	Your salespeople are internally focused—they spend a significant portion of their work day doing administrative tasks and paper-work.

	Your sales management team assume they are doing a good job—because they don't know any different. Their measures of success are booking revenue, chasing new orders, being accessible to customers and following through on post-sale requests. As long as these things are happening, they have no viewpoint on whether or not there are larger problems occurring.



Overall, the traditional sales approach is out of date because it's too insular and focused on the wrong things. Conventional sales might have worked fine in the old days when supplies were tight and suppliers held all the cards, but today there is a glut of suppliers in almost every market imaginable. Even more important, by using the Internet your customers can find alternative suppliers very simply. Everyone has full access to prices and specifications from suppliers anywhere on earth.

Under these conditions, building long-standing relationships and having good products isn't enough. If a new seller comes along who will get alongside your customer and work with them in ways that match their business model better, then price doesn't remain as the sole criteria for making a decision.


Key Thoughts

"There is no quick fix. If there were, most people would have made it long ago. But those leaders who are forward looking, who have the temperament to implement value creation selling and stay with it, will enable their companies to win on a consistent basis. Suppliers that create real value for customers will stand out against the competition and get a better return on their great strategies, innovations and talented people."

Ram Charan

"Making a sale is not the objective, it's just a symptom of a successful communication. It's a symptom that indicates you understand the customer and are measuring your success by your customer's success. Your success is governed by how well you understand what you can do to create value for the customer. If you can't impact the customer's performance in a positive way, then you're going to be a commodity product and you're going to get commodity prices."

Lou Eccleston CEO, Pivot Inc.





Part 2　How to Fix the Sales Process by Implementing VCS　
中文



Main Idea

The heart of VCS is an intensive focus on the prosperity of your customers. You measure your success on how well your customers are doing with your help and not on how much they buy. By tapping your resources on behalf of your customers, you add value for them and you create differentiation for yourself. Implementing VCS involves six steps:


	Become your customer's trusted partner

	Learn how to develop value account plans

	Assemble a value creation sales team

	Learn how to make sales using VCS

	Sustain the various VCS processes

	Keep taking VCS to the next level over time



Supporting Ideas


1 Become your customer's trusted partner




Value creation selling is customer-centric. The only way this will ever happen is if lots of detailed information is allowed to flow in both directions-to customers and from them. The more you know about your customer, the better you will become at identifying his concerns and then developing specific products and services that will address those problems.

In the traditional value chain, information would flow from the materials supplier (A) to the manufacturer (B), then on to the retailer (C) and ultimately to the end consumer. In a VCS value chain, the information flows in the opposite direction. Customers specify what they want and the retailers, manufacturers and suppliers collaborate to develop product and service offerings that provide those benefits.

[image: e1]


Information is the heart of VCS. To become your customer's trusted partner, you need to understand at least five different things:


	Your customer's set of commercial opportunities—and the competitive environment in which they exist. You need to know whether your customer is attempting to win business by being the technology leader, the low-cost producer or a niche player.

	Your customer's own customers and competitors—who your customer is trying to get to buy from them and who else is going after the same people. If you know the market well enough to identify who is your customer's biggest threat and why, then you're positioned to help.

	How decisions get made in your customer's organization—and in particular who makes them. They will have a formal process that looks good on a chart and an informal process by which things actually get done. You'll need to know both to be effective.

	The corporate culture of your customer—their dominant psychology and values. Cultural values are important because they will color every negotiation you undertake. If you appreciate how they like to work, you can slant what you're trying to do in a direction they will appreciate.

	customer's goals and priorities—both short- and long-term. When you have a full and detailed picture of where your customer's business is headed, the targets that entails and how your customer plans on reaching them, you'll have firm insights you can mold your value proposition around. Since businesses make trade-offs all the time, understanding where your customer wants to take their business will be a real boost to your persuasiveness.



To really be able to make sense of the information you gather about your customer, you'll need a certain level of business acumen your-self. This really isn't as challenging as it may appear at first. When you get right down to it, you'll probably find that your customer is focused on a few fundamental metrics:


	Profit margin—the money left over after deducting all costs that are incurred.

	Product mix—coming up with a range of products that will appeal to consumers.

	Cash flow.

	Inventory.

	Assets—equipment, buildings and so forth.

	Velocity—how much annual revenue the company generates for each dollar invested in assets.

	Return on investment (ROI)—margin x velocity.

	Growth—in market share and profitability.

	Customer satisfaction.



Clearly, getting to know all of this detailed information about your customer won't happen simply by you making a weekly sales visit to their purchasing manager. Instead, you need to establish multiple contact points where your customer's functional people get to know their equivalents at your company. When your lawyers, for example, have built strong relationships with their lawyers, then they can work together when it comes time to sign a contract. By building these links and relationships in advance, you facilitate and enhance the prospect of further business in the future.


"Bear in mind that business acumen is not a matter of being able to calculate numbers to the ninth decimal place. The idea is to pull the basic numbers from the customer's financial reports and other public documents. To look at them in combination and compare with previous years and future projections. You do not have to be a financial expert to get a picture of what's changing and in what direction. And the more you do it, the better you'll get."

—Ram Charan




2 Learn how to develop value account plans
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The value account plan or VAP is a document that sets out the value proposition and the tangible business benefits your customers can expect to get from working with you. The VAP is the central organizing document of any VCS initiative because it gets everyone on the same page and heading in the same direction.

The value account plan has three sections:

1. Customer Snapshot

This is a concise description of your customer. You write down:


	The company's name and lines of business

	Location of headquarters and subsidiaries

	The company's senior executives

	A big picture snapshot of the business

	The business's long- and short-term goals

	The company's decision makers

	Details on how decisions tend to get made



2. Value Proposition

Here you define what customer need you will meet, the mix of products and services you plan on offering and what the flow-on implications will be for your own financials. The key here is to come up with a value proposition that is much more detailed and comprehensive than merely offering your customer some "cost savings." There are no set formulas, but if you know enough about your customer, you should be able to come up with a value proposition you'll be confident they will find compelling.

For example, suppose you're selling to a company with a CEO who is nuts about being green, a purchasing manager who craves cost reductions and a marketing manager who is trying to secure more shelf space at major retailers. Your value proposition may be to offer them a new packaging material that is recyclable, offers aesthetics consistent with their brand, makes efficient use of shelf space and can be purchased economically. Such a value proposition would hit all the right notes with the people who are going to be involved in making a decision.

3. Benefits to the Customer

Here you articulate the TVO-the total value of ownership. This will be an estimate of all the benefits the customer stands to gain combined with what would be lost if he chooses to go in another direction. To calculate in more detail:


	State the physical benefits of your value proposition—billing errors would be halved, raw material consumption would be cut by 20 percent, and so on. Specify which benefits would be derived in the first year of implementation, which would come in the second year and so on.

	Then go on and do the same for all of the other areas—how your value proposition would affect their margins, enhance their cash flow, drive revenue growth, bulk up ROI and so forth.



Creating a comprehensive VAP is not the work of a few moments. Nor will it come from a single person. It will be a collaborative effort that will draw on the expertise and acumen of a cross-functional team within your organization. The sales team may take the lead in developing the VAP, but all kinds of people from within your organization will be involved in contributing bits and pieces of insight. This is good, because the more people get involved in shaping the VAP, the more they become committed to their role in helping to deliver on it.

It's not unusual to make a few drafts before a comprehensive and professional VAP emerges. It will take time to build enough trust for detailed information to flow in both directions. Building consensus and getting everyone thinking in the same direction also takes time and effort, but in this case at least, it is time well spent.


"If you are among the first in your industry to adopt value creation selling, you will have a significant competitive advantage."

—Ram Charan




3 Assemble a value creation sales team




When you consider what is involved in the overall value creation selling process, it will be obvious that VCS requires a concerted effort by a well organized team rather than the efforts of just one motivated salesperson acting alone.

Probably the best way to adopt VCS is to start by assembling a core sales team made up of people who "get it" and who are willing to learn how to execute the new approach. Y with the training they will need for this new approach. There will only be a few of the current generation of salespeople who will be able to make this transition from having a "doing deals" mind-set to more of a "ensure the customer is successful" approach, so be patient. Once your initial core VCS team starts to be successful, word will spread and more people will become enthusiastic about getting involved.

Companies that have adopted VCS typically find that about a third to half of their existing sales force make a successful transition to VCS selling. Those who can't adapt tend to move to other positions within your organization or move to other companies. The people who do make this transition successfully generally have these character traits:


	Affability—the capacity to establish and nurture a social network within the customer's organization.

	Conceptualization skills—the capacity to sift through information and generate alternative ways to get things done.

	Leadership—the capacity to influence people within the team with-out any formal authority.

	Tenacity—the willingness to put in time and effort to extract information.

	Business acumen—learning the customer's business and processes.



Without any doubt, to make the transition to VCS, training will be required. To teach people how to use and become competent in VCS, you're going to need to run some very intensive training sessions. The topics these training sessions will need to cover will include:


	How to get the information needed to create a Value Account Plan (VAP)—and how to structure and format a comprehensive VAP using that information. This would also include discussing how to prepare a VAP from small bits of unconnected information gathered from various sources.

	How to enhance internal collaboration—because VCS is very much a cross-functional effort. Unless and until you can tap into your organization's best thinking, you'll never be able to make VCS happen. People have to be trained how to work with others who have diverse points of views.

	The general language of business—because you'll never be able to talk to customers about benefits unless you know how businesses work. Your value proposition will be couched in business terminology, and you need to know the language involved if you want to converse.

	How to foster an atmosphere of trust—the building block of VCS. Everyone needs to know you're trying to build linkages that will go well beyond making a sale. People have to be taught how to build an ongoing relationship of trust.

	The concept of total value of ownership (TVO)—so you can articulate the benefits that will accrue to customers in terms of their revenue growth or margin improvement. It's also helpful if everyone can quantify how your proposal will generate gains in brand equity, market share and cash flows. All of these elements will be part and parcel of creating winning value propositions, and training will be required to enable everyone to feel comfortable and competent about discussing these concepts and integrating them into documents.



Note that VCS operates in a world where data is incomplete, messy and often contradictory or confusing. The best training has to recognize these realities and be structured accordingly. With the depth of interactive training methodologies now available, it's also helpful if people can have the ability to go over these training materials in their own time outside of formal training sessions. It will take time for these competencies to develop, and therefore the training will need to be repetitive rather than considered as one-shot exercises.

Most people learn VCS by doing it. Ideally, people who are just learning VCS for the first time should have an opportunity to have an apprenticeship with senior executives. If the company's senior management team can take time each day to discuss value propositions with teams of salespeople on a regular basis, it will soon become obvious who gets it, who could get it in the future and who simply cannot adapt.

Once you get some early successes with VCS, communicate them far and wide. Not only will that build momentum, but it will also raise morale and disarm the skeptics. You might dedicate a corporate Website to this or consider holding quarterly or annual VCS fairs where the successful sales teams analyze their war stories. If this recognition is supplemented by appropriate pay and promotions, everyone will get the message that they need to get on the VCS bandwagon.

You'll also need metrics and mechanisms by which you plot overall progress. Perhaps run periodic surveys where you measure these factors as a way to gauge your progress:


	Share of the customer's wallet—both in terms of increased revenues and enhanced margins.

	Customer benefits—how the customer sees things.

	Customer trust—on a scale of 1 to 10.

	Number of customer—initiated contacts.

	How you rate internal collaboration—on a scale of 1 to 10.

	Number of salespeople who are VCS certified.

	Number of new ideas generated and fed to the sales team for future development.

	How well you understand the customer's business, decision-making process and priorities—on a scale of 1 to 10.




"If we were hiring a salesperson today we would be very careful to get the right educational level, the right profile. We would look for some-one who is sociable, articulate and very competitive. We would want somebody who understands business. He could be a classics major or a business major as long as the person understands how to make money. He or she doesn't need to come from the Ivy League-he could be the product of a local college. In the end, we would look for some-one who can solve problems, because at the end of the day you're trying to solve customers'problems."

—Brian Parke, chairman and CEO, Unifi

"The new sales team leader is a generalist. The leader is a highly intelligent and skilled listener who is unusually disciplined. He or she is able to conceptualize the business as well as the needs, work flow, and processes of the customer in the customer's language. The leader has a business mind and knows the customer's market and industry segments well. He or she is able to conceptualize solutions for the customer and makes sure the solutions work for the customer. The leader is a great communicator who knows how to overcome objections and can make excellent and persuasive presentations. He or she is an integrator who can move cross-functionally and across boundaries easily and is excellent in mobilizing the right and timely resources from within and outside the organization. He or she knows and practices the art of relationship building. This is a new breed for most companies."

—Thomson Financial

"In our business, there's room for both harvesters and hunters. But as we've shifted our sales approach to emphasize deeper, longer-term customer engagements, we've started looking for more people who are harvesters. These are the people who stay involved and accessible to customers, have exquisite diplomacy skills, and stay calm under fire. They're effective in managing across internal functions and know how to balance transparency with protecting confidences on both sides. We even changed the job title from account manager to account developer to signal that we expect those people to be actively engaged with the customer at all times, not just when fires erupt."

—Clayton LiaBraaten, Senior Vice President of Marketing, INFONXX North America




4 Learn how to make sales using VCS




Presenting a value creation proposition to a customer is nothing like a typical sales call. Instead of something along the lines of "Here is my product. What price are you prepared to pay?," a huge amount of work will have gone into the preparation of the proposal. The sales visit has to convey that you understand how the customer's business operates and want to be a resource to help them function even better in the future. What you're trying to do now is hone and perfect the value proposition you offer the customer, so your sales call will more than anything be an opportunity to question and observe so you can continue fine-tuning and enhancing your offer.

When you make a VCS sales pitch, it's tempting to tell the customer how hard you've worked. You should avoid that. If you instead let the value proposition speak for itself, it will have more impact. It's also preferable to keep your presentation short and to the point. What you're trying to establish is that your company has the expertise needed and a deep interest in helping your customer seize an opportunity or solve a problem rather than simply boost your own sales figures.

Before your sales pitch, make certain you discuss amongst your own team some basic ground rules. Will team members be allowed to interrupt each other? Who will answer questions about which topics? Can team members decide on the spot to modify different aspects of the value proposition? What is each person's role? By discussing these issues in advance, confusion and dilution of each other's presentations can be avoided.

Most VCS sales pitches tend to follow a similar format:


	The team leader starts by making a clear statement of the challenge they are going to help the customer meet or the opportunity they are going to help them seize.

	Members of the sales team then lay out details of the part of the value proposition within their area of expertise.

	Potential benefits are quantified and discussed at length.

	Discussion will be invited to clarify whether the value proposition you've created resonates with the customer the way you thought it would.

	Once both sides agree the value proposition has genuine merit, the price is then discussed. For most VCS sales discussions, price will seldom be a single number but will instead be a range depending on a number of different variables.



In traditional selling, the sales pitch is the end of the sales process. It either succeeds or fails, and the sales team then move on to the next prospective customer. In VCS, by contrast, the sales pitch is another beginning whether it succeeds or not. If the customer accepts it, the focus then falls on delivering on time as promised. If the customer doesn't accept the pitch right off the bat, then it's time for the VCS team to take the objections and suggestions raised and mold something better that will fit the customer like a glove.

In following up with the customer, you can then look at changing the scope of your value proposition to make it more acceptable. For example, if the customer is skeptical you can deliver as promised, you might suggest a short-term initial contract or a trial in a small geo-graphic region. Or you might vary any of a number of other different factors to make the value proposition more appealing.

Over time, you can go back to the customer with enhanced value propositions that incorporate the modifications they have suggested. Each iteration should make your value proposition better. If by the second or third meeting the customer is raising new objections or finding other excuses for not moving forward, that's a pretty good indicator that they are not worth keeping and you should move on.

Note also that whenever a customer accepts a value proposition and a sales is made, that's not the end of the sales process either. The sales team should be working just as hard to identify what the next opportunity to help the customer succeed will be. New and improved ideas will come to the surface around this time, so make certain you're all geared up to pick up on these clues and hints. If you've formed a team who are good and skilled at thinking about what the future holds for your customer, you can continue to build a solid foundation for more business in the future.


5 Sustain the various VCS processes




In order for VCS not to become a fad, the top management of your company needs to make value creation selling their top priority. Unless VCS gets integrated into all management decisions, it will fade away. Only senior managers have the energy and tenacity to make this happen.

The central question of VCS is:


	Are we helping our customers prosper and then sharing in their prosperity?



For VCS to have any enduring impact, this question needs to be front of mind at all times. People have to be working together to make this happen. The question needs to arise whenever:


	New people are hired or others are promoted.

	A decision is made about new market niches.

	Resources are allocated.

	Budgets or operational reviews are developed.



VCS requires everyone to shift mental gears from focusing on cost reduction alone to also thinking about revenue growth. Some people will feel uncomfortable about that because it's less tangible than more obvious moves to boost productivity or reduce costs. VCS has to be sold from the top down because it's such a major change in the way the business operates.

Senior managers have to do some very specific things to make VCS work:


	They have to look at the sales management team—and determine whether or not they can make the transition to VCS selling. Managers who make the transition need to have the right skills and aptitudes. They need to be willing to get some hands-on involvement in shaping a VAP and presenting it to real live customers. They also need to have strong training skills. The management team needs to determine whether the sales managers are equal to the task ahead of them.

	They have to build support within the organization for value creation selling—because this will be a team effort. The management team has to help create the linkages between sales and other departments that will be required for VCS to function. Effective leaders remove any bottlenecks that arise and keep a close eye on the internal relationships that will change and evolve under VCS.

	Senior managers have to appreciate the concept of revenue productivity—which states that they may need to spend more money now in order to boost revenues in the future. VCS is often more expensive than conventional selling because there is so much analysis required. Managers have to ensure VCS is being applied to markets that warrant the increased effort rather than marginal markets that will have no worthwhile impact on overall revenues. Growth budgets will be required that specify where the money to implement VCS will come from.

	Senior managers will need to carry out regular VCS reviews—basically budget, operating and talent reviews that are VCS oriented and aligned. These reviews need to reinforce the perception that VCS is the way the company does business now and has not dropped off the radar screen. This also needs to come through in all salary reviews, awarding of annual bonuses and other incentives. Providing solid rewards for those who increase their business acumen, develop better team-building skills and learn how to craft solid value propositions will send all the right signals.

	Senior managers need to rejig their entire incentive programs—so they build acceptance of VCS. One very effective way to reinforce VCS is to have a monthly award for any team that manages to close a sale that increases the customer's profit margin or grows their revenues. Give big and noteworthy rewards for achieving that and everyone will get to work. Under VCS, you reward people for achieving quantifiable goals rather than for meeting sales targets. You have to come up with ways to reward collaboration and reaching out to customers. Everyone who contributes to the sales process needs to have the opportunity to earn rewards rather than just the salespeople who are the public face of your business.



The fact that closing a sale is just the beginning of a VCS relationship rather than the ultimate goal also means leaders have to come up with different ways to measure success. The real benefits of a VCS transaction come when the customer realizes the benefits that were promised. The senior management team may need to adopt a performance dashboard that incorporates questions like:


	Why did we win or lose specific business based on a value creation selling approach?

	How well has our value creation sales effort got through to our existing customers?

	Which of our existing customers are ideal candidates for a VCS approach in the near future?

	Which of our customers look to us to provide them with new ideas and initiatives?

	How well is our sales team doing at shaping and then customizing a value proposition for our customers?

	How well are we tying our pricing to the attributes customers value the most?

	How good are our people at extracting information from prospective clients?

	Does all the information we gather find its way to the right people within our organization?




"Make no mistake, implementing a value creation selling strategy is a long-term commitment. The companies that have done it successfully required around three years to become adept at it, and most continue to refine their processes. Success requires constant repetition of the principle that the company will prosper only if its customers prosper- a message that is easier to convey when you begin to score wins."

—Ram Charan

"We've reorganized the entire sales force, increasing its profile within the company. The focus on customers is incredibly high. We have information on customers that is accessible to everybody in the company and we can watch trends as they develop. And our salespeople have become terrific business people, developing the characteristics of CEOs. They understand the financials, they understand the business, and they are highly competitive. "

—Brian Parke




6 Keep taking VCS to the next level over time





"Transforming a sales force from transactional selling to one that creates value for the customer is a long journey. It requires a huge change in the way a company thinks and operates. Every part of the company has to put the customer first. The level of energy and the relentless commitment that top management has to make for value creation selling to take hold is huge."

—Ram Charan



When you first start trying to implement VCS, the number of obstacles that will crop up will amaze:


	Senior management will struggle to find a compensation scheme that will reward the support functions for their input into the sales process to anywhere near the degree the sales team has been traditionally rewarded.

	Sales leaders will struggle to develop relationships with different people in your customer's organization.

	It will be difficult to pinpoint who wants to develop a trusting relationship with you.

	You'll have to come up with other ways to serve those customers who prefer not to use a VCS approach.

	It will be difficult to create and then sustain an environment where creative value propositions are being formulated on an ongoing basis.

	VCS will impact on the future of your company, on which markets you serve and also what mix of products and services you develop.



Savvy leaders find answers to these problems and ways around these obstacles. Counter-intuitively, these types of leaders even take heart from the fact that the VCS journey is difficult and requires persistence and tenacity. That means not everyone will bother to make the journey and therefore those who stay the course will be amply rewarded. The early adopters of VCS manage to move quickly down the learning curve, and this provides a worthwhile edge.

To periodically diagnose how far along the journey you are, try taking this survey four times a year. On a scale of 1-"Definitely Not" to 10-"Definitely Yes," rank your organization:


	Are we getting premium prices for our offerings so we can prevent becoming commodities?

	Has our sales management team mastered the details and framework of VCS at the executive, regional and district levels?

	Is our sales force focused on targeting the right customers and segments of the market for VCS?

	Are our value propositions of good quality and appropriate in all applicable dimensions?

	Is our sales force competent in creating and presenting a customer-specific value account plan?

	Are our sales leaders skilled at bringing together our best internal resources to create and then pitch the value proposition?

	Is our win ratio high when we pitch a new value proposition?

	Do we link our value creation activities to budgeting, operating reviews, diagnosis of lost sales, our reward system and executive committee meetings?

	Do all our support functions practice VCS and contribute to the different VAPs?

	Is our value creation approach to selling effective from the perspective of our customers?

	Are our people skilled at building social networks at multiple levels and in multiple parts of the customer's company?

	Do our sales leaders have the necessary skills to dissect the decision making process and identify the decision makers in the customer's organization?

	Is there a high level of trust between us and our customers?

	Do customers regularly seek our advice and counsel?

	Is there a pipeline of future sales leaders being developed who can also be used in leadership positions outside sales?




"This ability to create value for customers will differentiate you in a crowded marketplace, and you will be paid a fair price for it-one that is commensurate with the value customers perceive they are getting and the value you do in fact provide."

—Ram Charan

"The heart of the new approach to selling is an intense focus on the prosperity of your customers. This is a radical departure from what most salespeople and selling organizations do. The entire psychological orientation is shifted 180 degrees. No longer do you measure your own success first. Instead, you measure success by how well your customers are doing with your help. You're not focused on selling a specific product or service; you're focused on how your company can help the customer succeed in all the ways that are important to the customer. By tapping the many resources you have at your disposal to help customers meet their business goals and priorities, you are adding value."

—Ram Charan

"Value creation selling is about re-creating the front end of the company with a sense of urgency and appetite for change that reflect what's at stake. The successful execution of VCS will provide your company with significant benefits, both internally and in the competitive marketplace."

—Ram Charan

"Virtually every company will have among its customers some who are progressive and fully understand the value of collaborating with their suppliers to the mutual benefit of both. Start there, and don't turn back. A company that successfully implements value creation selling will have a new, potent source of management talent, a critical competitive advantage in a world short of leadership. Above all, value creation selling will spur your company to come up with new ideas and innovations that will continually differentiate it in the highly competitive business environment of the twenty-first century. It is the pathway to a prosperous future."

—Ram Charan

"Consider that the traditional sales process hasn't changed much for more than a hundred years. Its roots are in a time some five decades ago when supplies were tight and suppliers held the cards, when orders had to be booked weeks or even months in advance and customers, anxious for a steady supply of material and lacking information about availability, had little room to negotiate prices. Salespeople were basically order takers. As the number of suppliers has increased, salespeople have evolved from order takers to ambassadors, plying their social skills to learn what a customer needs and using their product knowledge to present products and services to match those needs. But now in many businesses, there is a glut of suppliers and more entering the market every day."

—Ram Charan



OEBPS/Image00000.jpg
HEE

B





OEBPS/Image00001.jpg
MEEET (VAP)

© BAYNSEO
REEN - REATOEERR
- BEATOAERES
s GHETERR eeeeeenereenens
REBX NEREE || OHSEE
e AR - i
* Cig o 3EF
© EEMR . A WA
.................. BB BT — BRI M E(TVO) wrerrrererrreees
=& B | B2 | 28R .
| BB [ men) OE oo B e mw | W
21
i
%2
35
g3
BLE






OEBPS/Image00004.jpg
‘What the Customer Wants You to Know

How Everybody Needs to Think about Sales Differently

I PTERE A2 5 R AET- B ?
Bt BTk, BRI B p !





OEBPS/Image00006.jpg





OEBPS/Image00002.jpg
Informaton —MF—X

A B © Consumers

«———————————————————— |nformation





OEBPS/Image00003.jpg
© Basic information and contacts
Customer Snapshot | © Total picture of the customer business
I_. Map of decision making process used by the firm
................. Value Proposition =-===x«s=xseesee
Customer Need Your Offerings l Your Financials
L] (] .
 Scope . ll:n:xductg : gncte
o Timing : Srod.uctc e o;t .
» Physical needs - erwf;e . "? ! r.nargln
@ Unique integration ® Capital investment
-------------- Benefits to the Customer—Total Value of Ownership(TVO) -«x:::-:-:-
Physical : Cash |Revenue Brand | Market |Qualitat
. |M i
Benefits Elg]le Flow Growth R.O.I Equity | Share | Shifts Noles
Years
0-1
Years
253
Years






