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5分钟摘要



在多数组织里，行销与业务员之间总是存在某种本质上的隔阂。这对组织是不幸的结果，因为行销人员（负责拟定传播给顾客的信息）与业务员（实际与顾客建立关系）如果能合作而不对立，其实可以成就更大的绩效。

“以顾客为中心销售法”（CCS），是一种业务员与行销人员并肩合作的销售流程，目的在协助顾客运用企业所提供的产品或服务，达成目标、解决问题或满足需求。此流程经由聪明的双向对话所产生的“预备销售信息”（sales-ready messages）传递沟通，而不是靠介绍产品功能与效益的简报来达成。以顾客为中心销售法，正是预备销售信息得以发展与传递的方式。
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以顾客为中心销售法——如其名，是把顾客放在销售流程的中心位置，而非如观众般的边缘位置。多年来，销售已经变成一种“观赏性质的娱乐”，不再是高度专注的交易过程。以顾客为中心销售，帮助顾客能用你的产品或服务解决他们的问题。



什么是“以顾客为中心销售法”？　
英文



主要观念

传统销售的沟通信息是以产品效益与功能为重点，发展出一套销售辞令。以顾客为中心销售法则不同，你可以透过这种方法，帮助顾客想象他们可以如何使用你的产品或服务，完成下列事项：


	达成目标

	解决特定问题

	满足需求



换句话说，此销售方法将单向的销售辞令，转变为真正的双向对话，让买卖双方能一起合作，成就有价值的交易。

支持概念

“以顾客为中心销售法”有七大基本原则与十三项核心概念。

这七大原则为：

1. 针对需求与顾客讨论，会比做简报有效得多。

意思是，与其利用僵化的简报，不如和顾客直接对话，如果够聪明，你会利用对话的机会，帮助顾客想象你的产品与服务将如何帮助他们解决问题或达成目标。

2. 最好问相关问题，而非提供意见。

人们爱买他们喜欢的东西，但厌恶被强迫推销不需要的东西。传统业务员提供意见时，都会提出和使用他们产品有关的解决方案。以顾客为中心的业务员问聪明的问题，好让顾客自己下结论。

3. 以“解决方案”为焦点，远比“建立关系”有效。

传统业务员强调与顾客建立关系，以影响他们的购买决定，然而更好的做法是努力找出最好的解决之道。这意味要尊重顾客的智慧与意见，而非使顾客喜欢你，然后想和你做生意。

4. 最好将目标锁定主要决策者，不要偏向目前产品的使用者。

多数传统业务员觉得和产品实际使用者接洽会比较自在；相反地，以顾客为中心的业务员，则着重成效导向，而非功能导向，因此这类业务会偏向接触对成效有着同样狂热的事业决策者。

5. 与其依赖产品功能，不如把重点放在产品的使用上。

传统业务员一讲到产品功能与效益时，总是滔滔不绝，因而吸引科技狂与富于想象力的市场早期接受者，只要产品够先进，一开始就会有不错的成效。然而要吸引普罗大众（实用、保守或落后型消费者一般占市场80﹪），光光是产品功能还不能奏效，你得帮助这些人想象产品与服务将如何解决他们的问题，或协助他们达成某项目标。在这种情况下，由于潜在顾客学会如何将实际需要，与产品或服务结合，因此“以顾客为中心销售法”也就有效得多。

6. 与其管理业务员的活动，不如监督他们与顾客接洽的品质。

以往，业务经理监督的多半是业务员的活动，而非进度，因为要有系统地评估进度很困难。相反地，“以顾客为中心销售法”因为具有对话的本质，意味业务员能随时明确了解自己在销售阶段的位置，以便请求业务经理协助，帮助他们敲定生意。这基本上是比较好的工作方式。

7. 与其说服顾客购买，好的业务员将说服的角色交给顾客，让他们去达成自己的目标。

以顾客为中心的整个销售重点，环绕一个观念来进行，即“授权”顾客，让他们解决自己的问题，达成自己的目标。从这个观点出发，业务员就变成资源，而非讨厌鬼或干扰。这是较好的做生意方法。

“以顾客为中心销售法”有十三项核心概念：

1. 物以类聚，你像哪种人，顾客就派哪种人和你交涉。

如果你像个业务员，顾客会派公司采购和你洽谈（这种人对应付疲劳轰炸的销售伎俩，习以为常）。然而如果你像个“问题解决专家”，就有可能见到公司的决策者，因为解决问题正是他们着重的事。

2. 先诊断，再开处方。

专业销售人员总是先花时间诊断，再提供处方。有效率的业务会问适当的诊断性问题，不会一开始就匆匆忙忙推销产品，他们反而会先了解顾客目前的情况、目标与挑战，直到产品或服务符合顾客的需要，业务员才会提供思虑周密的解决方案。

3. 人们喜欢向诚恳、有能力与授权顾客的人购买。

传统业务员以“这就是你要的！”方式推销。以顾客为中心的业务员会帮助顾客了解他们是否有需要，及如何使用产品，然后帮助他们购买。

4. 互惠哲学。

好的业务员会与顾客建立互惠的生意关系，与其寄望顾客因为个人恩惠或施舍下订单，业务员应该提供实用的价值回馈顾客，如实际解决问题的可行建议。

5. 别把东西卖给不能卖的人。

与购买决策者面对面商谈之前，应该多花点时间构思解决方案，不必把时间花在说服没有购买决策权的人，唯有“拥有决定权”才算数，而非有学习新科技或产品热忱的人。

6. 坏消息来得晚，不如来得早。

多数的销售情况，顾客其实早有偏好的供应商，其他厂商应邀提案，只是为了让过程显得比较公平。在以顾客为中心的销售方法中，比较容易辨认这种情况，因为你很容易就看出目前供应商与顾客之间关系巩固。尽可能早点得到这类消息比较好，好让你能及早抽身，省得自己在毫无胜算的情况下，盲目投入人力物力各项资源。

7. 让潜在顾客与你分享目标，比让他们承认问题要来得容易。

以顾客为中心的销售周期，要等到顾客与业务员分享目标后才会展开，也才有可能发展可行的解决方案。在顾客与业务员分享目标之前，必须先能真诚相信业务员，而不只是认识他们而已。

8. 当人们自己发现行动的理由时，才会完全信服你的说法。

以顾客为中心的业务员会提问题，但不作评论。这使顾客能在自我说服，而不是业务员的施压诱导下，采取对自己最好的做法。这种销售方法比用十五种结案技巧与强迫性细节说明的高压推销术，要强得多。

9. 人们喜欢向肯帮助他们的人购买，而非万事通的专家。

询问顾客有什么需要以及想达到何种目标的业务员，会远比夸大其词地宣称为何顾客需要他们产品的“万事通”业务员有成效得多。以顾客为中心的销售方法鼓励业务员多问问题，这是件好事。

10. 只有顾客才知道什么是真正的解决方案，而非业务员。

以顾客为中心销售法，是建立在“由顾客决定什么是解决方案”的基础上，而非业务员。解决方案存在于顾客的世界，而非典型的销售小册子或简报的宣传文字中。

11. 先求立足点相同，再寻找差异点。

传统业务员总是在比较自己与他人的产品。以顾客为中心的销售方式，是先把注意力集中在顾客希望达成的目标上。业务员只有在顾客面前建立信赖感及产品的适用性后，才会试图说服顾客自己的产品或服务与其他产品有何不同。

12. 购买是“感性的决定”，价值与逻辑是事后合理化购买行动的工具。

以顾客为中心销售法同时将焦点针对感性与逻辑。这很重要，因为大多数人都是基于感性因素决定购买，事后再寻找理性因素合理化自己的购买决定。敦促顾客购买的传统销售做法过于明显直接，有时反而适得其反。

13. 切勿在顾客准备好以前，就急着敲定生意。

以顾客为中心销售法，在业务员明确知道下列事项前，不得向顾客施压，要求作出购买决定。


	顾客的确切目标

	顾客目前所处情况

	购买产品对顾客的帮助

	顾客能将采购成本合理化

	签订单到交货之间的所有程序

	顾客了解业务员的交货能力

	顾客组织的要求



换句话说，以顾客为中心销售法，强调买方真正准备好作明智的决定前，卖方不该先主动要求下订单。这一点有点悖于常理，因为传统销售逻辑是要求业务员愈早敲定生意愈好。然而，以顾客为中心销售法有一项额外的好处，就是由于在销售过程中已打下良好基础，因此到手的生意比较不容易节外生枝。

以顾客为中心的销售概念，着重如何组织企业的各项资源，好可以透过聪明的对话，将预备销售信息，传递给潜在顾客。

这个过程通常可以被分解为多个里程碑，每一个里程碑，都代表往前迈进一步：
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关键思维

“我们相信，卖方与买方展开新关系的目的，应该是为了帮助买方达成目标、解决问题或满足需求，如果销售人员认为顾客不能借由使用其产品或服务，完成上述目标之一，他该随时要有放弃的准备。这或许只与传统销售做法有些微的差距，然而基本上这两种做法完全不同。”

迈克尔·波斯华斯与约翰·霍兰德

“大多数人可能都认为销售是一门艺术，以顾客为中心的业务原也某种程度支持这样的看法，他们与生俱来就有能力能轻易达成销售目的。然而这种假设有两个问题：第一，那么以顾客为中心的业务员将可能不敷所需；第二，这种信念会提供其他业务不求进取的借口。如果销售是一门艺术，而我不是艺术家，那么就没我的事了，不是吗？我们不这样认为。如果我们能解析以顾客为中心业务员的“艺术”行为呢？如果我们可以把这些行为纳入销售流程与信息传递流程中呢？事实上，所有的业务员，特别是传统业务员，是可以更以顾客为中心一些，创造更高、更可预测的绩效。”

迈克尔·波斯华斯与约翰·霍兰德





What is Customer-Centric Selling?　
中文



Main Idea

Conventional selling involves the delivery of a prepared sales pitch focused around product features and benefits. Customer-Centric Selling (CCS) is different. With CCS, you help your buyer visualize how they will use your offering to:


	Achieve one of their goals.

	Solve one or more of their specific problems.

	Satisfy a need.



In other words, CCS transforms the one-way sales pitch into a genuine two-way conversation where the buyer and the seller work together to achieve something worthwhile.

Supporting Ideas

Customer-centric selling has seven basic tenets and thirteen core concepts.

The seven basic tenets of CCS are:

1. You'll be far more effective having situational conversations with buyers than you ever will be making presentations.

That is, instead of giving a canned PowerPoint presentation, clients would rather talk with you in conversation. If you're smart, you'll use that conversation to help the buyer visualize using your product or service to help do something useful for them—like solve a problem or achieve an objective.

2. It's better to ask relevant questions than to offer your opinion.

People love to buy things they like, but hate being sold things they don't need. Traditional salespeople offer their opinions, which just happen to involve using their products. CCS oriented salespeople ask intelligent questions so as to help the buyer come to their own conclusion.

3. You'll be more effective if you're solution-focused rather than relationship-focused.

Traditional sellers stress the importance of building a relationship with the buyer in order to influence the buying decision. A better approach is to be intensely focused on coming up with the best solution. This involves respecting the intelligence and opinions of the buyer rather than getting the buyer to like you and want to do business with you.

4. It's better to target the key business decision makers instead of gravitating towards current users of your product.

Most conventional salespeople tend to feel most comfort-able with the people who are actually using their product. A CCS salesperson, by contrast, is results-oriented rather than feature-oriented. For that reason, CCS sales people gravitate towards the business decision makers who share the same obsession with results.

5. Instead of relying on product features, you're far better off if you focus on relating product usage instead.

Traditional salespeople can talk for hours about product features and benefits, which is appealing to early-market buyers like technology enthusiasts and visionaries. If the product is advanced enough, this approach will work well at first. To reach the bulk of the market (the pragmatists, the conservatives and the laggards who make up 80-percent of any market), features alone just won't do it. These people have to be helped to visualize your product or service solving one of their problems or assisting them to achieve a goal. In those situations, customer-centric selling becomes far more effective because potential customers learn how to relate the product or service to their actual needs.

6. Instead of managing the salesperson's activity, it's better to monitor the quality of their work with clients.

Historically, sales managers have tended to monitor activity rather than progress because it has been hard to evaluate progress systematically. By contrast, customer-centric selling, due to its conversational nature, means salespeople know exactly where they are in the sales process at all times. They can then call on their sales managers to help them succeed in making the sale. This is a fundamentally better way of working.

7. Rather than persuading people to buy, a good salesperson will empower customers to achieve their own goals.

The whole customer-centric sales approach revolves around empowering buyers to solve their own problems and achieve their own goals. From this perspective, salespeople become resources in the quest rather than annoyances or interruptions. This is a much better approach to business.

The thirteen core concepts of customer-centric selling are:

1. You always get delegated to the people you sound like. If you sound like a seller, you get delegated to the corporate buyer (who is used to dealing with high-pressure sales tactics). If you sound more like a problem solver, however, you'll be more likely to get a meeting with a decision maker because that's what they focus on.

2. A professional always takes the time to diagnose before offering a prescription.

Effective salespeople ask good diagnostic questions. They're not in a rush to start talking about what they have to offer. Instead, they find out about the buyer's current situation, goals and challenges. Only if there is a good fit will they then offer a well thought out solution.

3. People like to buy from those who are sincere, competent and who empower them.

Traditional salespeople have a "Here's what you need" approach to selling. CCS-oriented salespeople help their buyers figure out whether they need and how to use their products, and then help them buy.

4. A philosophy of "quid pro quo."

A good seller will create a reciprocal business relationship with the buyer. Instead of expecting an order as a personal favor or handout, the seller should be giving something practical in return—like useful advice on how to actually solve a problem.

5. You can't sell to someone who can't buy.

And therefore, you're better off spending more time working on solutions until you get face to face with a decision maker than you'll ever be convincing the people who can't make a decision. It's the power to decide that counts, not the eagerness to learn about new technology or products.

6. It's better to get bad news earlier rather than later.

In many sales situations, there is a preferred vendor already selected and other vendors are invited to submit proposals simply to make the process seem more competitive. With customer-centric selling, it becomes easier to clarify when these situations have arisen because the relationships are well defined. Getting this type of news as early as possible is good because it will allow you to pull out of a potential no-win situation early rather than committing resources to going through the entire sales cycle without any realistic chance of success.

7. It's easier to get a prospect to share a goal than it is for them to admit a problem.

The CCS sales cycle doesn't start until the buyer shares a goal with the seller. It is only then that the development of a viable solution can commence. And before a buyer will share a goal, they have to be able to genuinely trust the seller, not just know about them.

8. People are best convinced when they discover their own reasons for acting.

Customer-centric salespeople ask questions rather than make statements. That enables the seller to convince them-selves of the best direction to move rather than being pressured or cajoled into doing what the salesperson suggests. This is a much better approach than hard-selling, using fif-teen different closes or overwhelming with details.

9. People like to buy from people who help them, not from "experts" who know it all.

Salespeople who ask the prospect what they need and what they are trying to accomplish are far more effective than "know-it-alls" who grandly proclaim why the customers' needs their product. CCS encourages salespeople to ask more questions, which is good.

10. Only the buyer can recognize a genuine "solution", not the seller.

Customer-centric selling works on the basis the buyer determines whether or not something is a solution, not the salesperson. Solutions exist in the buyer's world, not in the hype of the typical sales brochure or presentation.

11. Get on an equal footing first, then seek points of differentiation.

Traditional salespeople try and compare their offering to others all the time. A better, CCS oriented approach, is to focus on the client's goal first and foremost. Only once credibility and suitability has been established should the salesperson then attempt to differentiate his or her offering.

12. Buying is always an emotional decision, with value and logic being used to rationalize the decision afterwards.

CCS focuses on selling with both logic and emotion. This is important because most people will buy based on their emotions, and will then retrospectively look for logical reasons to justify their decision. The traditional sales approach is to make the decision to buy blatantly obvious, which can backfire at times.

13. Never try and close before the buyer is ready.

Instead of pressing for a decision, the customer-centric selling approach is not to ask people to buy until the salesperson knows:


	The buyer's specific goals.

	The buyer's current situation.

	Specifically how purchasing the product will help the buyer.

	How the buyer will cost justify the purchase.

	What will happen between signing the order and delivery.

	The buyer understands the seller's ability to deliver.

	The buyer's organizational decision requirements.



In other words, customer-centric selling stresses that the seller should never ask for the business before the buyer is genuinely ready to make an informed decision. This point is somewhat counterintuitive, since the conventional sales logic is to close a sale as early as possible. The CCS approach does, however, have the added benefit the sale is less likely to fall through because a good foundation has been laid first.

Conceptually, CCS centers on how your organize your firm so as to be able to deliver sales-ready messages to potential customers through intelligent conversations.

This process can usually be broken down into a number of mile-stones, each of which represents a step forward:
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Key Thoughts

"We believe that a seller's objective, going into a new relation-ship with a buyer, should be to help the buyer achieve a goal, solve a problem, or satisfy a need—and then be prepared to leave if the seller doesn't believe the prospect can be empowered to accomplish one of those goals. This may sound like only a small shift away from a traditional sales approach, but in fact, it's fundamentally different."

Michael Bosworth and John Holland

"There are lots of people out there—most likely a majority—who believe that selling is really an art. This belief is sustained, in part, by the existence of customer-centric salespeople with innate skills who make selling look easy. But there are two problems with this assumption. The first is that there aren't enough customer-centric salespeople to go around. The other problem is that it presents a self-fulfilling excuse for not getting better. If selling is an art, and I'm not an artist, then I'm off the hook, right? We don't agree. What if we could codify the 'artful' behaviors of the customer-centric sellers? What if we could build those behaviors into our sales processes and messaging? The truth is that all salespeople, and in particular traditional salespeople, can become more customer-centric and can produce at higher, more predictable levels."

Michael Bosworth and John Holland





如何发展落实“以顾客为中心销售法”？　
英文
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以顾客为中心的销售#1　更完整精确地定义销售流程

主要观念

在许多公司，销售流程被视为是一种艺术，而非清楚界定的事业流程。这是个问题。以顾客为中心的销售，是建立在“销售流程应有良好基础与合理的架构”。计划就定位以后，就可能随着时间强化改善销售流程，而非只是希望未来有更高的销售量。



支持概念

以顾客为中心的销售流程会仔细评估所有必需的步骤，包含从建立市场知名度，到评量顾客使用成效等。换句话说，销售流程应包含下列主题：


	典型的销售流程何时开始。

	何种销售流程能使采购人员推荐公司购买你们的产品或服务。

	可以帮助业务员了解顾客的每一件事。

	如何帮助顾客了解你们的产品或服务有助达成他们的目标，解决其顾虑。

	企业客户何时会决定是否购买。

	是否已建立好资讯流程，可以让顾客的资讯传达给业务员。



实际上，许多公司建立销售流程的方式，是运用一连串的里程碑及有效目标，在实际达成销售前，得先实现这些目标。里程碑与有效目标会因公司、甚至同一公司不同的产品而异，可能包含下列各项：


	能与决策者接触时。

	针对顾客特定情况分析投资报酬完成的日期。

	各阶段请款的确切时间。

	批准预算并订定预算配置时间表时。

	能与资讯科技规划人员开会时。

	发展并批准执行计划时。

	正式缴交提案的日期。

	批准测试计划时。

	同意计划执行时间表时。

	缴交合约给顾客的法务部门并咨询对方意见时。

	董事会正式批准合约时。

	计划获得同意确切有效的日期。

	贷款正式批准的日期。



为了发展适用各公司的里程碑，可以分析过去一年来交易纪录，在所有成功交易之中，寻找共同的模式与要素。从这里，可以找出销售过程中的主要步骤，接着就可以为公司的销售流程，想出最好的规划方式，并且定期检讨，决定如何改善流程。

大多数公司的销售流程都不只一种，不同产品或服务的销售流程，会有其独特的地方。简单的规则是，试着为最复杂的交易发展一套以顾客为中心的销售流程，然后便会发现其他类型的交易都不过是这个复杂流程中的一小部分而已。

一旦交易流程被分解成里程碑与有效目标后，接下来买卖双方就可以针对每一个里程碑，发展一连串有目标的对话内容。你应该预期企业客户不同层级的人员会有不同的目标，事先为每一层级的人员，拟好预备销售信息。

以顾客为中心销售法也强调行销部门与业务部门密切整合的必要，在大多数组织里，行销被视为产品开发过程的最后一个流程。相反地，以顾客为中心销售法，则是将行销定位为销售过程的第一个步骤，负责创造顾客对产品的需求，业务则负责成交；换句话说，行销人员发展预备销售信息，而业务部门负责传递。

行销透过广告与产品相关的企业问题，提高产品的市场知名度。理想上，广告会在顾客非营运执行的组织层次创造高需求，透过吸引潜在企业客户主管的兴趣，通常便可以缩短销售周期（其他因素维持不变）。

最好的行销是“高度瞄准”的行销，集中焦点，找出新顾客的事业目标，而非提供实际操作员工有兴趣的技术性资讯。拟出一份产品或服务能够解决的问题清单，让潜在客户开口说：“我们正巧有这个问题，你们可以建议什么解决方案？”如果行销部门能让潜在客户花时间分享他们的事业目标，你们就有可以运用的资讯，这要比把详细的技术资讯塞入精美册子提供给潜在客户，要有效且有生产力得多。


关键思维

“以顾客为中心的销售，只有在买方和卖方分享他们的事业目标或问题，且卖方有能力帮忙达成这些目标或问题，买卖双方的合作才会开始。很少公司会明确定义业务与行销作业的相互关系：行销透过广告计划，负责让目前还没考虑改变现状的顾客为之心动；行销的目的在帮助顾客，把目标转为实际的解决方案。业务员运用预备销售信息执行销售流程，负责纪录与顾客的销售会议，好让业务经理能监督并评估实际成交的机会。有些买方与卖方视销售周期为一神秘境地，但不该如此，销售应该是理性且有秩序可循的流程。”

迈克尔·波斯华斯与约翰·霍兰德



以顾客为中心的销售#2　从产品行销，转移到“顾客使用”行销

主要观念

大多数的行销做法，都必须重新改造，停止一再强调产品功能，而将重点放在顾客如何实际使用产品或服务上。以顾客为中心的销售着重如何使顾客分享他们的目标，或承认自己面临的问题。

支持概念

传统销售做法针对产品或服务的功能向顾客做简报。然而，以顾客为中心的销售试图启动与顾客间的对话，让他们谈谈有哪些需求，以及他们实际上能够如何使用这项产品。

以顾客为中心销售法，有以下优点：


	使用预备的简报，无法在顾客面前突显业务员的能力。以顾客为中心的做法，以实际方式强化买卖双方关系，并加深潜在客户对业务员的信任。

	若使用简报，顾客会在对产品效益有足够的概念之前，过早注意价格。

	业务员对产品知识丰富，因此他们总是关心产品能为顾客做些什么，但这个方向其实错误，业务员反而应该让潜在顾客自己去想他们将如何使用产品，可以达成什么目标，或可以解决什么问题。

	部分业务员不知不觉会用形容词来美化简报，增加产品的“诱惑力”，从娱乐角度来看，这种做法没什么不好，却没有办法搔到顾客真正的痒处——即某项功能是否有用或适当。

	如果你是个经验老道的买家，面对疲劳轰炸的业务员必然会感到厌烦。由于以顾客为中心销售法，重点是“如何使用产品”，这样的销售过程会对你比较有意义也有趣。

	因为以顾客为中心的销售会议，是透过对话进行，而非简报，所以很容易就能将产品的使用情况涵盖在说服的过程中，因为产品使用情况是假设性的案例，你可以想出一些跟顾客情况高度相关的例子。运用情境说明能够引人入胜，又非常具教育性。在精心安排下，运用情境可以加深印象，简化想要表达的内容。




关键思维

“以里程碑为基础的监督评估蓝图，绝对有其必要。销售不像纯艺术，倒比较像手工艺。设计与执行有效的销售流程虽然是艰巨的任务，然而好处在于这些做法对刺激提升销货收入具有绝对的价值。”

迈克尔·波斯华斯与约翰·霍兰德

“许多例子显示，成功企业与挣扎求生存的公司，两者的差异点就是，各部门之间整合与合作的程度不同。”


迈克尔·波斯华斯与约翰·霍兰德





以顾客为中心的销售#3　发展极佳的预备销售信息

主要观念

理想上，以顾客为中心销售法是由业务员与顾客间一连串的对话所组成。然而，要两者间进行实际对话，在事前谨慎规划是有必要的。最好的准备方式是运用一种称之为“解决方案的发展工具”

支持概念

要产生建设性的销售对话，必须符合三项先决条件：


	要知道顾客的职能与职称，以及他所服务的产业。

	建立足够的关系，一直到顾客确切说明事业目标或问题。

	业务员必须确定产品或服务可以确实帮助顾客达成目标、解决问题或满足需求。



企业客户的代表在组织中的层级愈高，销售对话的预期就可以愈高。例如，经理人一头栽进技术细节时，执行长专注的却是达成销售目标，提升公司的股价。以顾客为中心的销售本质是“由上而下”，对这种情况来说正是好事，因为与资深管理者的对话多半比较简短、焦点较集中、技术性的内容较少。

一旦知道顾客的职称与目标，接下来就可以开始计划销售对话，基本的方法如下：

[image: no70_37C]


F 定义目标——你该从基本的开放式问题问起，这类问题将捉住买方的注意力，并鼓励他们谈谈未来。适当的引导性问题将定位接下来的对话。

D 诊断——等到顾客回答问题之后，接着便可以问更仔细的诊断性问题，每一个问题都会产生一种使用情境，突显产品与服务的特点。理想上，在每次销售对话中，应该预先准备三到四套产品使用情境，好引导谈话的弹性。这些诊断性问题的目的，是要使买卖双方都弄清楚，要解决顾客的问题或达成其目标，产品或服务得具备哪些功能。

C 确认——在讨论结束时，检查是否已经准确掌握顾客的状况。要做到这点，可以提出类似下列的问题结语：“如果你们拥有某项产品或服务提供……的功能，不就可以达成刚刚谈过的目标了吗？”

基本上，对谈过程中你真正试着想达成的，是以正确的顺序、问有效的问题，好让购买流程顺利往前推进。业务员应该把顾客的答案记录下来，会议结束后整理出的摘要笔记，可以帮助业务员和顾客针对讨论获取相同的认知。

要把产品或服务的功能转变成顾客易于了解的使用情境，可以使用下列四个部分组成的公式：

[image: no70_39C]


E 事件——谈到某个状况可能发生，会使顾客有需要用到你们产品的某项功能。

Q 问题——提问能激发顾客加入讨论，这样一来，顾客会觉得像是在和你谈话，而非听你一个人大唱独角戏。

P 主角——决定是由谁（或何种系统）将针对某种情况采取行动。

A 行动——解释如何使用产品功能，以便帮助顾客了解与联想。对行动的描述应该确切，顾客才能想象产品如何达成功效，以及产品能为他们做些什么。

为了做好万全准备，建议事先准备这四项可能的使用情况，如果以顾客可能的作业程序准备，这样你就算妥善备好有生产力的销售对话。

为每一种使用情境发想一个诊断性问题，引导出各使用情境的对谈内容。诊断性问题可以用来了解顾客目前各项作业的方式，以及作业的各项费用。好的诊断性问题应该加强卖方的信赖度，因为提出的问题有意义、犀利且聪明。诊断性问题的目标自然是希望能够激起进一步的讨论，不要试图提出一些难以回答的问题，使顾客感到尴尬。

所有的准备工作与事前计划，都集合在一个称之为“解决方案发展工具”的格式中。透过运用此格式，业务员就准备好与顾客进行聪明的销售对话。使用此一规划格式也鼓励业务员要有耐心，与其直接描述产品功能，不如暂时停下来，多了解顾客实际的目标与要求。业务员能更有智慧地与顾客接洽，因为对以下事项已有了更深的了解：


	顾客目前所处环境

	顾客需要产品哪一项部分的功能

	可能有哪些效益



简言之，若使用“解决方案发展工具”，业务员会更了解顾客的实际需求。这回过头来可以使交涉过程更切中目标，从而提升成交机会。
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目标　律师事务所的业务经理想要更有效率地递送紧急文件。

以顾客为中心的销售#4　聪明地筛选顾客、管理与交涉

主要观念

为使聪明的预备销售信息具有更强的影响力，以顾客为中心的销售流程，也强调过滤买主、有效交涉、主动管理销售流程中的各项交易，且必须充分注意这三件事以后，以顾客为中心销售法才能发挥完整的影响力。

支持概念


筛选顾客


许多业务员花了大部分时间，在“不适合”的顾客身上。以顾客为中心销售法，建议业务员应把握时间，判断谁是购买决定的主角。在多数情况下，决策主角包括：


	引见人：组织内部想购买产品的人。

	推荐人：决策者或有管道接触决策者的人（会为产品美言）。

	决策者

	财务主管：签字批准所有支出者。

	使用者：新产品或服务的使用者。

	执行者：整合新产品者。

	反对者：想维持现状的人。



以顾客为中心销售法，运用下列做法筛选顾客：


	在每次交易中，辨认所有主角，了解每位主角的目标。

	加强推荐人的影响力——提供他们所需产品的特色资料与格式，让他们能将你的提案在公司内部往上推。

	借由推荐人的帮助，尽可能接触组织中最高层级的决策者。

	与每位主角个别会面（包括反对者），帮助他们明白，推动提案通过后，可能有哪些重要效益。



一般而言，多数业务部门需要多花一点时间筛选顾客，严格执行这一步骤将会增加你的生产力，因为比较不会把时间浪费在永远不可能购买的顾客身上。以顾客为中心销售法，发展出稳定的系统，在任何时间都以主角的重要性排名。这种做法将使你能更准确预测未来的销售量。


有效交涉


使用以顾客为中心销售法，最后的谈判应该是合乎逻辑的结论，而非角力比赛。为达成这点，在任何谈判前都该作好妥善准备，打下良好基础。更确切地说：


	在尚未确定雀屏中选，只剩下价格一项障碍之前，千万别加入谈判，这可以避免自己被操弄，成为买方对抗另一家供应商的筹码。

	确定你谈判的对象是有权签署合约的决策者。

	千万别让顾客将你的产品与其他产品相提并论，这等于拿“苹果和橘子”作比较。相反地，差异化你的产品，并且问些好问题，以突显产品效益符合买方实际需求，这样一来，就没有人可以提供任何可以相提并论的产品。

	当顾客要求更好的价格时，准备有礼貌地说“不”，婉拒三次都不算多。向顾客保证目前的报价已是最好的了。

	直接问买方你的价格是否在他们的预算范围内，如果他们付不起你的产品，愈早知道愈好。

	千万别作“无条件”的让步。如果顾客要求在价格或其他方面让步，让他们同意回报对你有价值的东西。

	当顾客问：“这真的是你能给我们最好的报价吗？”别乱了阵脚。向顾客确保这是最好的条件，但别虚张声势。如果最后没有成交，随时要有放弃的准备，但清楚表示，这次交易过程中所应允的任何让步，就此取消，未来的任何讨论将从零开始。



再次提醒你，最后的谈判，应是整个以顾客为中心销售过程的延伸，没有任何“神奇子弹”的特效药，可以保证在所有情况下绝对可以达成交易。谈判就像整个销售过程，应该透过聪明互惠的对话进行，而非强力推销伎俩。


管理销售流程中的交易


本质上，业务员是高度乐观的一群，要量化评估其工作水平与准确评估未来成交量通常很难。然而，透过以顾客为中心销售法，业务经理就比较容易预测在近期内，哪些生意可能成交。

要做到这点的关键，是追踪销售流程中所有主要的里程碑，以及评估顾客由一个里程碑往下一个里程碑迈进的可能性。业务经理应该确切了解每位业务员的下列事项：


	业务员业务范围内的顾客群中，各有多少“主动”与“不动”的顾客。（主动顾客是业务员已接洽过，且表达对产品兴趣者；不动顾客是没兴趣购买者）

	有多少顾客已经达到下列里程碑：
	与业务员分享目标。

	在企业客户中找到并培养一位推荐人，此人会在内部推动提案通过。

	双方达成共识，并在顾客评估购买提案时往下一步迈进。

	口头同意购买。

	签署采购合约。







再补充一项销售预测的细节，你可以为不同类别的顾客评比，判断他们决定往下一个里程碑移动的可能性，或按顾客在不同里程碑停留的时间长短，以月为单位评分。增加了这些评估细节后，主管便能得到早期警讯，知道交易陷入了麻烦，或者业务员需要进一步的训练或提升技巧。这么做也能让业务员实际评估机会，不致把时间浪费在不可能有进展的交易上。

经理也可以用类似业务活动报告的工具，帮助业务员事先做有效计划。如果你对整个销售周期有实际的认知，业务员就不太可能把销售工作拖到当季最后一个礼拜，为了要达到业绩时才进行。当然，这种做法也有许多额外的好处。

以顾客为中心的销售#5　持续不断地发展业务团队

主要观念

除非公司已经有适当的人员，且这些业务员知道该怎么做，否则无法启动以顾客为中心销售法。因此，让业务员学会如何借由增加新顾客量、建立自己的职涯进展、学习有效运用销售管道等推动公司业务，是很重要的。

支持概念


增加新顾客量


大多数人讨厌开发新顾客或发掘新的销售机会，这是目光短浅的做法。以顾客为中心的业务员很快就会了解到，以下列方式不断发掘新顾客很重要：


	开发新顾客——主动邀请需要产品的人，和他们洽谈。

	电话行销——与有能力够买者约时间会面。

	请满意的顾客向新顾客推荐你的产品——在类似情况下有可能会购买的新顾客。

	透过信件、传真或电子邮件接触人们，寻找未来和他们见面的机会。



生意顺利时，业务员会停止开发新顾客，这是人性。但很不幸，通常在一季亮眼的表现后，接下来的一季则是绩效惨淡，原因是业务员没有持续培养新顾客。因此重要的是，要鼓励业务员持续开发新顾客，不要让他们把这项工作当成不得已时才做的事。

对许多企业来说，如果业务员养成每个星期固定与两到三位潜在顾客联络的习惯，公司的表现会从优秀提升到卓越。


考核与发展业务人员


每位业务员应该每年接受正式考核，以帮助他们能够更娴熟以顾客为中心的销售方法。实际达成此一目标有各种方法，但最成功最积极的做法，是评估业务员在以下七大领域的表现：


	开发新业务

	发展顾客解决方案的能力

	筛选与控制新机会

	管理销售技巧

	接触企业客户决策者的能力

	谈判与实际成交率

	随时观测以顾客为中心销售法的评量标准



业务经理在实际评估业务员表现时，必须完成下列事项：


	事先设定一致的标准，检讨每位业务员在七大领域中的表现并排名。

	要求查阅业务员在整个销售过程中与顾客往返的信件、传真与电子邮件。

	同事间相互评估，让组织里其他同事，也来评估业务员的表现。

	情境模拟。以角色扮演方式，和业务员一起模拟接洽顾客时经常发生的情况。

	与业务员一起检讨个人目标并设定新的目标。



整体而言，考核过程应该也是发展业务的机会。如果考核评估循着有系统与结构化的方式，会比随兴的做法更能成就这一点。


学习更有效地运用销售管道


时下许多企业开始运用各种管道销售产品与服务。确切来说，间接销售管道渐被视为是可以低成本、较少员工、覆盖更大的销售区域，刺激销售量的有利方式。同时，也有大量的企业引进了直接销售管道，利用网路接触潜在顾客。

以顾客为中心的销售原则除了可以运用在销售流程上，也适用于销售管道。精确来说：


	在物色新事业伙伴时，尽可能接洽层级最高者。

	与潜在事业伙伴提议时，第一件事应该说服他们，与你合作能改善他们的获利。

	记住，最好的伙伴会得到许多合作机会，帮助他们了解你的公司会对他们组织成功有最大的贡献。

	任何业务拜访，准备好要和潜在事业伙伴会谈前，必须先发展一套解决方案工具，这是你能说服对方最好的方式。事先做好准备。

	产品使用情境是你在讨论时的焦点，多数新事业伙伴很可能之前都经历过“承诺一堆，但什么也没实现”的策略联盟。透过具体与实际证明的方式，告诉对方你能如何改善其获利，并以此让自己与众不同。




关键思维

“由于相关研究比较齐全，因此人类对大海最深处的了解可能还不及对月亮的了解。同样地，业务（或许是事业最重要的单位）也因为没有重复的流程可以依循，而抗拒实施成功的销售做法。我们相信以顾客为中心销售法，可以去除此一心理障碍。我们希望你已经对销售有了一种新的观点，相信你可以使用业界最好的做法，来塑造顾客的期望。当问到最常导致业务失败的原因时，我们可以毫不犹豫地说：因为其他人更懂得销售。尽管实施销售流程不容易，却能使你的组织有更强销售竞争力，竞争优势几乎是无可限量。以顾客为中心销售法，能提供你取得此优势的途径。”

迈克尔·波斯华斯与约翰·霍兰德





How Do You Develop and Implement Customer-Centric Selling?　
中文
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Customer-Centric Selling # 1　Define your sales process more completely and accurately.

Main Idea

In many companies, the sales process is considered more of an art than a clearly defined business process. This is a problem. Customer-centric selling works on the basis the sales process should have a good architecture and a rational structure. Once that plan is in place, it then becomes possible to enhance and improve the sales process over time, rather than merely hoping for more sales in the future.

Supporting Ideas

An effective customer-centric sales process will detail all the steps which need to be covered from creating market awareness right through to measuring the results achieved by customers. In other words, the sales process should cover issues such as:


	When the typical buying cycle begins.

	What steps are involved in getting to the stage where a customer can make a recommendation to purchase your product or service?

	Everything that's involved in getting the salesperson to understand the customer's needs.

	How to go about getting the buyer to understand how your offering address their goals and concerns.

	When it is anticipated a decision will be made on the purchase proposal.

	What feedback loops are in place to allow information about the customer to get back to you, the seller.



In practical terms, many firms structure their sales process as a set of milestones and deliverables which must be achieved before a sale can realistically be made. These milestones and deliverables will vary from company to company and even for different offerings within the same company, but may include


	When access to a decision maker is achieved.

	The date of completion of a return-on-investment analysis for the customer's specific circumstances.

	When a specific billable event occurs.

	When a budget allocation is agreed and scheduled.

	When a meeting with the information technology planners occurs.

	When an implementation plan has been developed and agreed upon.

	The date a formal proposal is submitted.

	When a pilot program is approved.

	When agreement is reached on an implementation schedule.

	The date on which contracts are submitted to the customer's legal department for their comments.

	When the contract is formally approved by the board.

	When a project start date has been specified and agreed upon.

	The date on which credit approval is granted.



To develop milestones that are applicable to your circumstances, analyze transactions from the past year looking for common patterns and factors which have been present in all successful transactions. From this, you should be able to identify the key steps which generally occur in your sales processes. You can then come up with your own set of best practices for the sales process, which you can then audit on a regular basis to determine improvements in the sales process.

Also keep in mind most companies have more than one sales process. Different offerings will have unique features in their associated sales processes. As a rule-of-thumb, try to develop a customer-centric sales process for your most complex sale, and you will probably find most of your other sales will be subsets of that more complex process.

Once the sales process has been broken down into milestones and deliverables, you then develop a series of targeted conversations between the buyer and the seller for each milestone. You anticipate what kinds of goals people at different levels in the buyer's company will have and prepare sales-ready messages for each in advance.

CCS also stresses the need for marketing to integrate closely with the sales department. In most organizations, marketing is viewed as the back-end of the product development process. Customer-centric selling positions marketing as the front-end of the sales process instead. Marketing is responsible for creating the demand for an offering, and then sales closes the deal. Or in other words, marketing develops the sales-ready messages and the sales department delivers them.

Marketing creates awareness of the company's offerings by publicizing those business issues which are relevant to the company's products and services. Ideally, this publicity will create demand at a high level in the buyer's organization rather than at an operational level. By appealing to the interests of managers in the prospect organizations, the sales cycle will usually be shortened (all other things being equal).

The best marketing is highly targeted—it focuses on identifying the business goals of the prospect rather than providing technical information that will appeal to the operational people. You want to be creating a menu of problems your product or service solves, making it easy for the prospect to say: "You know, we have that same problem. What are you suggesting as a solution?" If your marketing can get prospective customers to take the time to share their business goals, you then have some-thing to work with. This will be far more effective and productive than trying to load the prospect up with glossy brochures which go into considerable detail about generally obscure technology only a specialist can appreciate.


Key Thoughts

"Customer-centric selling cannot begin until buyers share either a business goal or a problem that a vendor's offering can help them address. Few companies have a working definition of the interrelationship between Sales and Marketing. Marketing, through its programs, is responsible for getting buyers who are not currently looking to change to consider looking. Marketing is also the keeper of the tools needed to take a businessperson from a goal to a vision of a solution. Salespeople execute the sales process using Sales-Ready Messaging. In doing so, they are responsible for documenting calls so that sales managers can audit and grade the opportunities in the pipeline. The sales cycle should not be a realm of mystery—which is how some buyers and sellers view it—but a rational and orderly process."

Michael Bosworth and John Holland



Customer-Centric Selling # 2　Move from product marketing to customer usage marketing.

Main Idea

Most marketing needs to be reinvented. It needs to move away from emphasizing product features to a focus on how customers can actually use the product or service being sold. Customer-centric selling focuses on getting buyers to share a goal or admit a problem.

Supporting Ideas

The conventional sales approach is to give a presentation about the features of your product or service. Customer-centric selling, by contrast, attempts to engage buyers in a conversation about their needs and how they might be able to actually use the product.

The advantages of the CCS approach are:


	Giving a prepared presentation fails to establish the salesperson's competence. The CCS approach strengthens the relationship in tangible ways, and encourages the prospect to trust the seller even more.

	With a presentation, the buyer starts focusing on the price prematurely—before they have a frame of reference for the benefits that will be provided.

	Salespeople have such deep product knowledge they always think in terms of what the product can do for the customer. This is backwards. Instead, you want the prospective customer to be thinking about what they can do with the product—what goals they can achieve or which problems they can solve.

	Without even realizing they're doing it, some salespeople embellish their presentations with descriptive adjectives that heighten the sex appeal of what they're selling. That's all well and good from an entertainment perspective, but it fails to address the buyer's main focus which is always whether or not a specific feature is useful and relevant.

	If you're an experienced buyer, having to deal with a salesperson who gives a long sales spiel can be annoying. As the CCS approach is centered on how you'll use the product, it will be more relevant and interesting for you.

	Due to the fact customer-centric sales calls are conversations rather than presentations, it becomes easier to incorporate usage scenarios into the overall persuasive process. Usage scenarios are hypothetical examples of your product in action. You can come up with some that are highly relevant to the buyer. Usage scenarios are engaging and very educational. When well thought out, usage scenarios can present a boiled-down version of what you're trying to say in a highly memorable way.




Key Thoughts

"We believe that a milestone-based road map that can be audited is absolutely essential. Sales is less an art, and more a craft. While the design and implementation of an affective sales process are formidable tasks, the upside—having better control over top-line revenue generation—can be absolutely invaluable."

Michael Bosworth and John Holland

"In many cases, the difference between a company that is enjoying success and one that is struggling is the degree of integration and cooperation among the functional departments."

Michael Bosworth and John Holland



Customer-Centric Selling # 3　Develop great sales-ready messages.

Main Idea

The CCS ideal is for the sales process to consist of a series of. Conversations between the salesperson and the buyer. For this to happen competently, however, some careful planning is required. The best way to prepare is to develop sales-ready messages by using a form called the "Solution Development Prompter."

Supporting Ideas

For a constructive sales conversation to take place, three preconditions must be met:


	The buyer's job function or title must be known, as well as the industry within which he or she works.

	Sufficient rapport must have been established to the point the buyer has specified a business goal or business problem.

	The seller must have determined their offering will, in fact, achieve the buyer's goal, solve the buyer's problem or address the buyer's needs.



Note that the higher the buyer's position within their own organization, the more predictable the sales conversation will be. For example, while a manager may like to get immersed in technical details, the CEO will be more focused on achieving revenue targets and enhancing the company's share price. Customer-centric selling is top-down in nature which is good because conversations with senior management tend to be shorter, more focused and less technical.

Once you know the seller's job title and goals, you can then start planning a sales conversation. The basic methodology here is:
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F Frame—you will want to start out by asking a fairly basic open-ended question which will capture the buyer's attention and encourage them to talk further. The right leading question will position the conversation that follows.

D Diagnose—once the buyer has responded, you will then follow up with some more detailed diagnostic questions, each of which will lead to a usage scenario which highlights a different aspect of your product or service offering. Ideally, you should have three of four usage scenarios in mind for each sales conversation so you have some flexibility as to how to direct the conversation. The objective during these diagnostic questions is to clarify in your mind (and, with any luck, also in the mind of the buyer) what capabilities are needed of a product or service that will solve the buyer's problem or meet his or her objective.

C Confirm—at the conclusion of the discussion, you want to check you've got an accurate picture of the buyer's circumstances. You do this by asking a closing question along the lines of: "If you had something that (summarize all the capabilities), then would that enable you to achieve the goal we talked about?"

In essence, what you're really trying to achieve is you want to ask a series of effective questions in the right sequence so as to move the buying process forwards. The seller should be taking notes of the answers given so a summary can be produced at the end which will help the seller to stay on the same page (figuratively) as the buyer.

To convert the features of your product or service into usage scenarios a buyer can relate to, a four-part formula is used:
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E Event—you talk about the circumstances which may arise which would cause a need for the specific feature your product offers.

Q Question—you ask an engaging question, so the buyer feels like it's more of a conversation than a recital of facts on your part.

P Player—you determine who (or what system) will take an action to respond to the specified event

A Action—you explain how the feature will be used, stated in terms the buyer will be able to relate to and understand. The description of the action should be specific enough so buyers can visualize how the result will be achieved and what it will do for them.

To be well prepared, it is suggested that you develop four potential usage scenarios in advance. If you do these in the order in which the buyer is likely to encounter them, you are then well prepared to have a productive sales conversation.

For each of the usage scenarios, you also need to create a diagnostic question which could be used to lead in to the scenario. Diagnostic questions can be used to understand how the buyer is performing a function at present and the costs incurred. Good diagnostic questions should enhance your credibility as a seller because you ask questions that are relevant, insightful and intelligent. Naturally, the objective here is to ask questions that invite further discussion rather than to attempt to embarrass the buyer by asking unanswerable questions.

All of this preparation work and preplanning comes together in one place in a form called the "Solution Development Prompter." By using this form, the salesperson is prepared to engage in an intelligent sales conversation with the buyer. Use of this planning form also encourages patience on the part of the seller. Instead of launching right into a product feature description, the seller pauses and finds out more about the buyer's actual goals and requirements. The seller can then proceed more intelligently because there will be a better understanding of:


	The buyer's current environment.

	What specific parts of the product offering are needed.

	The potential benefits which will be available.



In short, using the Solution Development Prompter, the sales-person can get a better understanding of the buyer's actual needs. This, in turn, allows the negotiation to be more targeted and relevant, which enhances the chances of success.
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Goal The business manager of a law firm would like better delivery for urgent documents.

Customer-Centric Selling # 4　Qualify, manage and negotiate intelligently.

Main Idea

To supplement the impact of delivering intelligent sales-ready messages, customer-centric selling also emphasizes the importance of qualifying buyers, negotiating effectively and proactively managing the sales pipelines and funnels. All three of these areas must be addressed adequately before the full impact of customer-centric selling can be enjoyed.

Supporting Ideas


Qualifying Buyers


Many salespeople spend the majority of their time with people who are unqualified to buy. CCS, by contrast, suggests that time should be taken to determine just who the key players will be in any purchase decision. In most cases the key players are:


	Coaches—people inside the organization who want to buy

	Champions—decision makers or people with access to them

	Decision makers

	Finance approvers—who must sign off on all expenditure

	Users—of the new product or service

	Implementers—who get the new product integrated

	Adversaries—the individuals who want the status quo



The customer-centric selling approach to qualifying is:


	Identify all the key players in any purchase, and get to know the goals of each of these key players.

	Reinforce your champions—and provide them with the scripts and the templates they will need to push your proposal forward internally.

	Get access to the highest level decision maker you can—with the help of your champion.

	Meet with each of your key players individually (including adversaries)—and help them identify the key potential benefits of moving forward with your proposal.



As a general rule, most sales organizations need to spend more time qualifying buyers. Doing this more intensively will increase productivity, because less time will be wasted working with people who were never going to buy anyway. The CCS approach is to develop a consistent system for ranking the strength of key players at any given time. This will allow more accurate forecasting of future sales volumes.


Negotiating effectively


With customer-centric selling, the final negotiations should be a logical conclusion rather than an arm-wrestling contest. To achieve this, prepare well in advance of any negotiations and lay a good foundation. To be more specific:


	Never negotiate until you have confirmed that you are the vendor of choice, and that price is the only obstacle to moving ahead. This allows you to avoid getting into a situation where you're being played off against another vendor.

	Make certain that you are negotiating with a decision maker who has the authority to sign off on the deal.

	Never get into a situation where you're trying to make an "apples and oranges" comparison. Instead, differentiate your offer and have some good questions to ask which will highlight the buyer's actual need for what you have to offer. That way, nobody else can offer anything comparable.

	Be prepared to respond "no" politely as many as three times when the buyer asks you for better pricing. Assure the buyer the offer on the table is the best that will be forthcoming.

	Be direct. Ask the buyer whether your proposal is within their reach. It's better to know this as soon as possible if they can't afford to say yes to your offer.

	Never give anything away for nothing. If they ask for a concession (price or otherwise), get them to agree to something of value to you in return.

	Don't fall to pieces when the buyer asks: "Is that the best you can do?" Assure them it is, and don't bluff. Be prepared to walk away if the order does not close at that point. Make it clear that in any future discussions, the concessions which have been offered will be withdrawn and a new starting point will apply.



Again, the final negotiations should be an extension of the over-all customer-centric sales process. There is no magic bullet which will guarantee success in all situations. Negotiations, like the entire sales process, should take place through intelligent give-and-take conversations rather than hardball tactics.


Managing sales pipelines and funnels


By nature, salespeople are highly optimistic. It's usually difficult to evaluate their activity levels quantitatively and to fore-cast their anticipated future sales with any degree of accuracy. However, by using a customer-centric approach to selling, it becomes easier for sales managers to project what sales are likely to be realized in the near future.

The key to doing this is to track all the key milestones in the sales process itself, and to evaluate the likelihood people will move from one milestone to the next. Specifically, a sales manager should know for each salesperson:


	The size of that salesperson's pool of "active" and "inactive" clients. (Active clients have been contacted and expressed interest in your product or service).

	How many clients have reached the following milestones:
	Shared goals and objectives with the salesperson.

	Found and cultivated a company champion who will take the purchase proposal forward and act on it.

	Reached a general consensus to move forward and are currently evaluating a specific purchase proposal.

	Given verbal approval to proceed.

	Signed purchase documents.







To add another layer of detail to the sales projections, the clients within each of these categories can be graded on the likelihood they will decide to move forward to the next milestone. Or clients could be graded on the number of months they have been at each milestone. By adding this level of detail, managers can get early-warning signals that a sales opportunity is in trouble or that a salesperson needs further training or up-skilling. Doing this will also allow the salesperson to assess their opportunities realistically so as not to commit time to a proposal which is unlikely to proceed.

Managers can also use a sales activity report of this nature to help salespeople plan ahead more effectively. If there is a realistic perspective of the overall sales cycle, the salesperson will be much less likely to procrastinate selling until the last week of the quarter in order to meet quota. This, too, can have a number of flow-on benefits.

Customer-Centric Selling # 5　Always keep building your salesforce.

Main Idea

Quite simply customer-centric selling won't happen unless you have the right people in place, and unless those people know what to do. Therefore, it's essential to help salespeople learn how to develop their business by growing their sales pipeline, by building their own career paths and by learning to use sales channels effectively.

Supporting Ideas


Strengthening the sales pipeline


The vast majority of people dislike prospecting or uncovering new sales opportunities. This is shortsighted. Customer-centric salespeople soon learn that its vital they keep consistently finding new people to sell by:


	Prospecting—taking the initiative and inviting people who need their product to speak with them.

	Telemarketing—to get appointments with people who are qualified to buy.

	Asking satisfied customers for referrals—people in similar situations who would be predisposed to buy.

	Approaching people through letters, faxes or e-mails—seeking an opportunity to meet in future.



It's human nature that when sales are going well, salespeople will stop prospecting. This is unfortunate, because it frequently means an outstanding quarter will be followed by a lackluster quarter while the sales pipeline is being refilled. Therefore, it's important to encourage salespeople to be consistently prospecting rather than treating this as an activity that needs to be done only if circumstances warrant it.

For many enterprises, if salespeople would get into the habit of contacting two or three potential new clients each week on a consistent basis, their firms would move from having a good year to a great year.


Assessing and developing salespeople


On an annual basis, every salesperson should be formally assessed as a means of helping them become better at customer-centric selling. There are a variety of ways to actually achieve this, but the most successful and proactive approach is to assess performance in seven basic areas:


	New business development.

	Ability to develop customer solutions.

	Opportunity qualification and control.

	Proof management.

	Ability to gain access to key players.

	Negotiation and closing success rate.

	Monitoring of customer-centric success metrics.



In practice, assessing performance in these areas will be achieved by the sales manager:


	Going through and ranking the salesperson in each of these seven areas on a predetermined but consistent scale.

	Asking to see the letters, faxes and e-mails the salesperson uses throughout the overall sales process.

	Conducting a peer review where the salesperson is evaluated by others in the organization.

	Role-playing with the salesperson to walk him or her through some customer situations that arise consistently.

	Going over the salesperson's personal goals and setting new targets.



Overall, the assessment process should also be an opportunity to develop the salesperson. This is best accomplished if a systematic and structured approach is taken to evaluation rather than a more casual approach.


Learning to use sales channels more effectively


Many businesses today use a variety of channels to sell their products and services. Specifically, indirect sales channels have come to be viewed favorably as a way to drive sales revenues with lower costs, fewer employees and better geographical coverage. At the same time, a large number of companies are also introducing direct sales channels which utilize the Internet to reach potential customers.

The principles of customer-centric selling can be applied to channels in just the same way as it is applied to the sales process itself. Specifically:


	When recruiting potential new business partners, call at the highest level possible.

	The initial effort when talking to a potential new partner is to convince them they can improve their bottom-line results by working with you.

	Keep in mind the best partners will have many opportunities available to them. Your challenge is to help them realize your company would be a strong contributor to the success of their own organization.

	As for any sales call, when preparing to talk with a potential new business partner, develop a solution development prompter. This will be the best way to ensure you can discuss what you have to offer them convincingly. Prepare well in advance.

	Focus on your usage scenarios as the centerpiece of your conversations. Keep in mind most potential new partners have probably entered in strategic alliances beforehand where everything was promised and nothing was delivered. Differentiate yourself by showing how you can improve their bottom line results in tangible and realistic ways.




Key Thoughts

"Just as we may know more about the moon than about the deepest parts of the ocean, sales (perhaps the most essential business application) has resisted fully successful implementation of technology because it has not been codified in a repeat-able process. We believe customer-centric selling can enable you to remove that barrier. We hope that you have acquired a new outlook on sales and the belief that best practices can be applied to shaping your customer's expectations. When asked the most common reason that salespeople lose, we say without hesitation: They get outsold. While implementation of a sales process is difficult, the competitive advantages of making the way your organization sells a competitive advantage are virtually unlimited. Customer-centric selling can provide the way to achieve this advantage."

Michael Bosworth and John Holland





在地观点

不断创造惊喜维持顾客高度满意


王正杰



精彦科技副总经理


本期大师轻松读的书目＜买需求，卖满足＞，作者提出“由信息驱动的销售流程”概念，并且具体阐释企业该如何实地操作“以顾客为中心”的销售法，这对企业而言，在许多方面的思考模式都必须彻底转变，也是在目前这个高度竞争的市场环境中，企业必须正视的问题。

以精彦科技而言，我们身处竞争激烈的电脑连接器及缆线产业，这是一个发展成熟的产业，呈现的是大者恒大的趋势。能站上国际舞台的电子零组件厂商，只有两种类型，一种是具备经济规模与龙头地位的大型厂商，另一种，就是具有独特技术，选对利基产品，拥有较高毛利的小型厂商，精彦科技就是属于后者。在目前的趋势中，连接器及缆线厂商只有将产品线延伸，不断探索转型或提高价值以追求另一波成长，才能在市场中立足。对中小型厂商而言，因为产品集中度较高，更是得精确地研判趋势，并随时灵活应变。

因此，我们思考的重点，就锁定在我们对客户有哪些价值？对照“以顾客为中心销售法”，把客户的需求放在销售流程中心这项要点，我们有确实做到。在电子零组件的领域，客户只要求一件事，那就是“速度”！所以，除了以创新技术为核心，我们更是不断追求营运效率的提升。因为对于高度竞争的电脑产业而言，时间是一项非常重要的关键，物料与货品流通速度愈快，库存压力也愈小，成本与经营风险也得以同步降低。

全球化的客户追求速度

在市场全球化发展，及产业普遍的成本压力下，几乎所有的顾客都把订单集中在少数的供应商，如此一来，供应商如果具备全球供应的能力，就占有很大的优势。尤其近年来客户也逐渐全球化，客户会要求各地都要能交货及提供服务，这时“速度”成为另一竞争要素。为了满足客户对“速度”的需求，我们需要一套足以支援全球化经营的企业资源应用系统，这也是从2003年来，精彦科技毅然导入甲骨文ERP系统，并且以快速上线为优先目标的主因。

本文作者简介

精彦科技副总经理，曾任亚太数位菁英协理，Time rwell Group I TDirector等职，有多年ERP及大型整合专案资历，是跨财务、行销、科技及管理领域的IT专家。

在导入甲骨文ERP系统的过程中，我们也全面贯彻变革管理，整合企业各项资源，将财务、会计管理、销售配送、物料与生产管理，从客户端到供应商，提供整合的作业平台，继而提升物流、人流、金流与资讯流的生产力。并且同步在台湾总部与大陆工厂进行ERP导入工作，就是希望彻底改造企业体质，成为国际化、现代化的企业体，得以担任客户最佳的后援。

买方市场兴起，使得市场占有率不再取决于产品的品质与价格，客户需要的是更完整、更能为顾客着想、更贴近顾客需求的服务。由于我们的主要客户几乎全数采用甲骨文ERP系统，这让我们笃定甲骨文ERP的导入工作更是势在必行。我们这个做法，即和“以顾客为中心销售法”的核心概念不谋而合。


第一次是惊喜，第二次便成必要条件


多年的经营历程，我们深刻体认顾客满意的重要性。先决条件是，一定要先充分了解客户的需求，我们才能知道该如何满足顾客。而顾客的需求有两种，一种是会主动提出，另一种则不会明说，而必须要由我们自己去摸索体会。除了这两种，更高的境界就是由我们先为客户着想，去满足连客户自己都还没有想到的需求。我们必须以专家的立场，主动为顾客想出他们的需要，让他们“惊喜”。然而，同一件事在第一次是惊喜，下一次就会变成客户满足的必要条件。所以唯有严苛的自我要求，才能使客户一直保持高满意度。

在精彦科技的经验中，我们也不断体认“人才”的价值。尤其我们是以技术研发为核心的科技企业，包括模具设计等关键技术在内，各种人才都必须经过一段养成时间，才能充分发挥战力。在面对大厂的竞争压力，维持人才的质与量更是格外重要。因此，精彦科技一再追求内部经营资讯透明化，也积极导入人性化的管理机制，唯一的目的，就是为了使公司的人才都得到充分的发挥空间，为企业的永续经营奠定基础。

在变迁速度愈来愈快的大环境中，唯一确定不变的就是“变”。同样的，顾客的需求也不断在变。要随时跟上世界变迁的潮流，唯有不断的学习、研发与创新，才能成为顾客眼中的最佳伙伴。【采访整理/蓝浩益】
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