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Part Two: Skills

Effectiveness ... is a habit; that is, a complex of practices. And practices can always be learned. Practices are simple, deceptively so; only a seven-year-old has no difficulty in understanding a practice. But practices are always exceedingly hard to do well. They have to be acquired, as we all learn the multiplication table; that is, repeated ad nauseam until 6 X 6 = 36 has become unthinking, conditioned reflex, and firmly ingrained habit. Practice one learns by practicing and practicing and practicing again. Peter Drucker, The Effective Executive

Chapter 3: The Consultative Selling Philosophy

A philosophy is a belief, a field of study. The consultative selling philosophy focuses on the belief that the customer must some first. It adheres to one of the principles in the core functions of selling: that success in selling is primarily a function of establishing and managing relationships with customers and solving their problems. This belief, or point of view, puts the customer first, before the needs of the salesperson, the station/system, or the owners/stockholders. Consultants are professional advice givers, problem identifiers, and solution recommenders. Consultants sell an intangible service, and because of this fact, consultants must establish and manage a trusting relationship with customers. Broadcasting and cable salespeople should sell like consultants do--they should become trusted partners with their customers.

The consultative sell in broadcasting and cable means that salespeople should keep in mind the number-one selling goal: To get results for the customer. Advertisers and agency time buyers have grown used to and tired of aggressive media salespeople coming to them selling negatively against their competition and trying to sell their inventory (available time) instead of trying to sell the customer's inventory. Consultative selling turns this perspective around to concentrate on selling the customer's inventory first.

First, we'll look at two types of selling. Next, we'll discuss the steps of identifying business and personal needs and positioning benefits according to those needs.

Types of Selling

The term "selling" covers a variety of activities--from that of a salesclerk waiting on one person in a department store to an automobile salesperson trying to close a sale with a husband and wife to representatives of an airplane manufacturing company making a presentation to the buying committee of an airline. Selling generally falls into two basic classifications: transactional, or service-oriented, selling and developmental selling.

Transactional Selling. In transactional selling, the focus is on the product--communicating information about products, merchandise, or services and handling the transactions for their sale. In the simplest forms of selling, salespeople are clerks whose sole function is to process sales transactions. Such people typically don't view themselves as having a sales function. In these basic, transaction-oriented situations, the product or service is differentiated in the minds of customers by price, design, function, advertising, or in a variety of ways that have nothing to do with the salesperson. In other words, the product is not positioned by salespeople but in some other manner, and buyers make their own decisions, unaided, about how the product satisfies their needs.

Developmental Selling. In developmental selling (sometimes referred to as missionary selling), the focus is shifted from the product to the customer--the product is positioned by the salespeople to meet the needs and to solve the problems of buyers. This shift in emphasis makes a world of difference in the degree of difficulty of the two types of selling and usually in the amount of money the salespeople can earn.

Developmental selling involves much more creativity than does transactional selling. Even the most advanced types of transactional selling involve acquiring knowledge about a product plus learning some background on an account's history, then learning how to present a product--often with a canned pitch or complex negotiations. On the other hand, developmental selling requires acquiring knowledge about the most complex and changeable subject there is--people. Creativity comes into play in finding ways to match the attributes and features of a product to the needs and problems of prospects. 

The easiest sales to make are transactional ones in which clerks wait on customers who know what they want and select it; customers sell themselves, in a sense. The more developmental selling that is required, the more difficult it is and, typically, the higher paid the salespeople are. Developmental selling involves more than just selling on the basis of price, it involves creating value for a product, a topic that will be covered in depth in Chapter 9, "Creating Value." More importantly for a salesperson, developmental selling is more fun and challenging. 

The New Paradigm of Selling

Once upon a time, salespeople were told to "sell and tell," "close early and close often," "use trial closes," "sell the sizzle, not the steak," to use "hard-sell" approaches. In other words, they were taught to use techniques to manipulate their prospects. These old-fashioned techniques and methods of selling were developed in the 1920's and 1930's for selling tangible products that were relatively low priced and involved an unimportant decision, and, therefore, something that a person could make a quick decision to buy on impulse--often just to get rid of an obnoxious, pushy salesperson . The focus of these techniques was on selling the product quickly, not on the customers' needs or problems, and certainly with no regard to establishing and maintaining a long-term relationship. It was a "love-'em-and-leave 'em" approach.

But as consumers became more sophisticated and knowledgeable, more service and quality conscious, they were turned off by these obvious, manipulative sales tricks. According to authors Carl D. Zaiss and Thomas Gordon in their excellent book, Sales Effectiveness Training, a new selling approach was needed because of increased competition, increased need for stronger customer loyalty and long-term relationships, the increased cost of developing new business, and the quality movement. The old model, or paradigm, of selling didn't work because today's buyers are more sensitive to traditional sales techniques and tricks. Today's buyers have a multiple of complex alternatives, and need help making a complicated decision, hot being "closed." There are more and stronger competitors who give buyers more alternatives, and these buyers don't have to deal with pushy salespeople whom they don't like.

The old paradigm no longer works because today's sellers are unhappy with the pressure and grind of one-shot sales. They prefer long-term, cooperative relationships. Today's sellers want to solve problems for their customers, which is much more satisf ying than the selling-and-telling approach. Today's salespeople want to be trusted, respected, and not seen as manipulators as old-fashioned salespeople were. 

Table 1

Old Paradigm of Selling vs. New Paradigm of Selling 
Old Paradigm                             New Paradigm

	Buyers are seen as being able to be manipulated or controlled if only the seller knows the right tricks or canned message.
	Buyers are seen as self-directing, capable of assuming responsibility for their own decisions.

	Seller wants to use information about buyers or sales techniques to get buyers to reach a decision favorable to the seller.
	Seller wants to help buyers reach a decision of their own choosing based on the buyer’s needs and wants.

	Seller employs strategies, appropriate phrases, and clever tactics with the goal of pushing the selling process from "opening" to "close" as fast as possible.
	Seller is a facilitator—helping the buyer move through the buying process step by step until a decision is reached. Thus, there is no selling process or tricks used on the buyer.

	Seller diagnoses the buyer’s personality style or type based on a simplistic category.
	Seller avoids stereotyping or diagnosing the buyer. Instead, the seller concentrates on understanding only what buyers are saying and doing, and what their needs are.

	By diagnosing the style of buyers, the clever salesperson chooses the right methods for controlling them—knowing what buttons to push in order to win.
	Seller avoids trying to control or direct buyers. Instead, sellers attempts to accept where buyers are in the buying process and what they need and prefer at that stage of the process to meet their business and personal needs.

	The language of control is used: Using closing strategies, bringing the buyer forward, using leading questions to get "yes" answers, handling stalls, etc.
	The language of collaboration and facilitating is used. Helping buyers find a solution that will meet their needs, helping them through their decision-making process, being a consultant.


The above table was adapted from Sales Effectiveness Training, by Carl D. Zaiss and Thomas Gordon, Dutton, New York, 1993.

New-Paradigm Approaches 

Needs-Satisfaction Selling. This approach is more useful for selling a service such as advertising, as found in broadcasting and cable. Needs-satisfaction selling is one of several approaches used as part of the consultative selling philosophy.

For salespeople to use needs-satisfaction selling successfully, they must refrain from talking about their product until they have discovered prospects' needs. Thus, the focus is on monitoring feedback and not on sending signals. Salespeople who use the needs-satisfaction approach must be self-confident enough to control the selling situation with the intelligent use of questions rather than by conducting a one-way conversation. (These questions will be covered in Chapter 4, "Prospecting, Needs Analysis, and Researching and Targeting: The First Steps.") 

Non-Manipulative Selling. This approach is advocated in one of the better books about selling, titled Non-Manipulative Selling, by Tony Allesandra, Phil Wexler and Rick Barerrea. If you're serious about selling, you ought to buy it and read it. It can be ordered from Amazon.com. Non-manipulative selling is totally customer-need focused. It is based on listening first, asking the right, non-directive, non-manipulative questions--letting the customer take the lead in showing you how to solve his or her problems.

SPIN Selling. This highly effective approach is explained in Neil Rackham's groundbeaking book SPIN Selling. If you want to be a professional salesperson, you should buy it. SPIN Selling can be ordered from Amazon.com. SPIN Selling involves asking four types of well-planned questions: (1) Situation Questions: Questions that discover the facts. (2) Problem Questions: Questions that uncover a prospect's business problems. (3) Implication Questions: Questions that get the client to reveal how bad the problems are--how much they hurt. (4) Needs-Payoff Questions: Questions that get a prospect to tell you how good your proposed solutions are. 

According to Rackham's substantial body of research, highly effective salespeople ask lots of Needs-Payoff Questions. Notice that there is ostensibly no telling and selling going on, just asking intelligent questions of a particular type in a particular order. SPIN Selling is the ultimate non-manipulative selling technique. Here is an example of a SPIN Selling dialogue:

PROBLEM QUESTIONS

CUSTOMER: "I'm not entirely satisfied with the results I'm getting from the newspaper, but business is bad all over and I'm doing about as well as can be expected."

SELLER: "You say you're not 'entirely satisfied?' Can you tell me more? 

CUSTOMER: "Everyone in the category is down, and we're running the same type of sales and specials that they are."

SELLER: "I understand you have to run specials. Are you lowering your margins by running sales?"

CUSTOMER: "Sure. It's not ideal, but we have to stay competitive."

SELLER: "I’m with you on that. Tell me more."

CUSTOMER: "Well, price is all customer care about, especially these days."

SELLER: "Mmmm. Other than price, where do you have a clear advantage?"

CUSTOMER: "Well, we have better people. I mean, we pay a little more and have special customer service and friendliness training for all of our associates. We really do a better job than our competitors in this area."

SELLER: "Are you able to exploit this difference in your newspaper advertising?"

CUSTOMER: "No. The newspaper only works with price and item advertising. Besides, we get co-op."

SELLER: "I understand. And it works somewhat with sale advertising, too."

CUSTOMER: "Yes, it works to some degree with sale items, but then everyone else is having sales too."

SELLER: "I see. That’s a real problem?"

CUSTOMER: "Yes, you can't do much with a friendly people pitch in the newspaper."

SELLER: "I understand. It is difficult to create an emotional response in the newspaper?"

CUSTOMER: "Yes. I have a problem of not being able to establish any differentiation in the newspaper."

Understanding the Needs-Satisfaction Approach 

The Needs-Motives-Behavior Chain. Why do people act as they do? What are the underlying reasons for their behavior? Psychologists, psychiatrists, and other scientists try to answer these questions in a variety of ways. The purpose of the scientific inquiry of behavior is to attempt to understand it, to predict it, and to change it. Salespeople should learn to understand behavior and the underlying needs that motivate behavior.

Behavior is the final outcome of a process that begins with needs, which stir up motives, which lead to behavior. Behavior is the only portion of this process that is observable. We cannot see people's motives or the underlying needs that lead to motives, but we can observe their behavior and try to infer why they act as they do.

Needs are not only unobservable but they are also usually unconscious. Even though people act to satisfy their needs, they may not be consciously aware of these needs. For example, people who decide to buy new, bright-red Porsches are not saying to themselves, "I am buying this bomb because I need an infusion of self-confidence and desperately need to be noticed, and I need to have some demonstrable, highly visible symbol of my status." They are more than likely saying, "A Porsche is excellent mechanically and drives well, particularly around the corners that I must continually maneuver in my commute. Also, red is a color that has high re-sale value."

Needs might be thought of as a vague, undefinable itch in the psyche, motives as the semi-conscious desire or semi-automatic reaction to scratch, and behavior as the physical act of scratching. We can only see someone scratching, so we infer they have an itch (whereas it might be a nervous habit).

Salespeople must look for and address both business and personal needs. In Chapters 4, "Prospecting, Needs Analysis, and Reseraaching and Targeting: The First Steps," and 5, "Presenting and Servicing: The Last Steps," you'll learn how to discover prospects' needs by the use of questions. Salespeople must then match these uncovered needs with product features by turning features into benefits that solve advertising problems and satisfy personal needs.

Needs can be uncovered but they cannot be created. People either have a need (itch) or they don't. A salesperson cannot create needs because needs have been formulated early in a prospect's personality development. On the other hand, you can help people scratch by showing them how to use your product as a back scratcher (a need satisfier).

Some people are self-aware and able to understand and discuss their needs rationally and in depth. These people are typically intelligent and self-confident, and therefore they understand that salespeople are trying to match a product's features with their needs. Nevertheless, even the most intelligent and self-confident people have hidden needs--needs they would rather not talk about or admit, even to themselves (they will buy the red Porsche and rationalize their decision, too). Thus, salespeople should look beneath the surface for both perceived and hidden needs.

Maslow's Theory of Needs. Many researchers have contributed to our ideas about human needs. Here, we will take a brief look at some of the major theories proposed by Abraham Maslow in Motivation and Personality, 2nd ed., Harper & Row, 1970.

Maslow's Hierarchy of Needs is the most widely known theory of individual needs and motives. He theorized that people are motivated by a desire to satisfy several types of needs simultaneously and that these needs are arranged in a hierarchical manner. Maslow believed that people work their way up from lower to higher ones as each level of needs is satisfied. His theory is as follows:

Maslow's Hierarchy of Needs

1. Basic physiological needs. A person's lowest level of needs: air, water, food, shelter, sleep, and sex. 

2. Safety and security needs. A person's need for a predictable environment and control over that environment. 

3. Belongingness and social relations needs. A person's need for closeness, caring, and love. 

4. Esteem needs. A person's need for respect from others and a sense of competence within himself or herself. 
5. Self-actualization needs. The highest level of a person's needs: realization of his or her unique potential.

Subsequent psychological research showed that people are so enormously complex that it is virtually impossible to generalize about a needs hierarchy that fits all people. After the basic existence needs  (physiological needs, safety, and security needs) are satisfied, one person may feel a strong need for self-fulfillment, another may feel a strong need for achievement and recognition, and yet another may sense a huge urge for social acceptance. Thus, Maslow's contribution was to classify needs into theoretical groups and to postulate that people tend to take care of the basic, lower-order needs first.

Salespeople must understand that people don't have simple motivations or needs and that understanding people requires a complex analysis of their unique, individual combination and hierarchy of needs. It is only after such a needs analysis that salespeople can position their product so that they get what they want by helping other people get what the people want.

Murray's Needs Theory. Henry Murray developed a needs theory in the 1930s and 1940s that he called the Manifest Needs Theory, which has been used subsequently as a starting point for many researchers and sales trainers. He felt that people should be classified according to the strengths of various needs and believed people possessed a number of divergent and conflicting needs.

Murray believed that needs are learned, not inherited, and are activated by cues from the external environment (a sales discussion, for example). He did not arrange his list of needs in a hierarchical fashion, as Maslow did, but his longer list of specific human needs is more useful in describing people and in helping us understand them than Maslow's more generalized list of needs is.

Exhibit 3-1 shows a partial description of Murray's needs. The descriptions have been altered in some cases and some needs have been added for this book in order to bring them up to speed with current understanding. of needs. As you read the list of needs, try to visualize a person you know who you think each need describes.

With practice, salespeople can learn to infer reasonably well what personal needs customers have. By carefully observing their behavior and surroundings, salespeople can recognize the few dominant needs that seem to motivate people's actions. Make a copy of the List of Human Needs in Exhibit 3-1 and put it in a handy place where you can refer to it easily. After making a call on a prospect, review the list and make a note in your account file about the five or six needs you think tend to govern the prospect's actions. Chapter 14, "Organizing Individual Sales Effort," will cover account files and sales organization systems. As you get to know your prospect better, you can review your account card and the list of needs you have noted and verify your observations. If you have judged the prospect's dominant needs correctly, you have gained a powerful tool in helping you position yourself and your product to have a competitive advantage and in helping you manage your relationship with your prospect and soon-to-be customer.

For example, when calling on a prospect, scrutinize his or her office: Is it filled with pictures of the prospect being chummy with famous and powerful people (such as the car dealer shaking hands with the Vice President of the United States)? This prospect has a need for recognition. Position your product so that it appeals to this recognition need: "You and your dealership will both become well known and credible if you do your own commercials."

Does the prospect keep you waiting for twenty minutes for a scheduled appointment and then interrupt your discussion by taking phone calls? This prospect has a need for dominance. Show respect for and defer to this prospect but do not back down easily or seem to be weak--people who have a need for dominance and power over others do not like wishy-washy, meek people. Position your product to show how it can help the prospect beat the competition, to achieve success, to accomplish his or her marketing and advertising goals.

Business needs are more conscious and obvious than personal needs and can be determined with questioning techniques that will be covered in Chapter 4, "Prospecting, Needs Analysis, and Researching and Targeting: The First Steps."

Exhibit 3-1
LIST OF HUMAN NEEDS

Need/Brief Description
Abasement: To surrender. To comply and accept punishment. To apologize, confess, atone. Self-deprecation. Masochism.

Achievement: To overcome obstacles and challenges. To aspire to accomplish difficult tasks; to maintain high standards. To work hard to achieve goals. To respond positively to competition. To put forth extra effort to achieve and maintain excellence.

Affiliation: To form friendships and associations. To enjoy being with friends and people in general, and to accept people readily. To cooperate. To enjoy joining and being with groups.

Aggression: To belittle, harm, blame, ridicule, or accuse another. To start arguments. To be willing to hurt others to get one's way. To have a tendency to "get even." To be overly competitive. Sadism.

Autonomy: To resist influence or coercion. To break away from restraint, confinement, or restrictions of any kind. To enjoy being free, unattached, and not tied to people, places, or obligations. To defy authority. To seek independence.

Cautiousness: To be exceedingly careful. To refrain from attempting to do something that is beyond one's powers or abilities. To avoid activities that might entail danger. To play it safe.

Conservativeness: To hold on to what one has. To refrain from losing what has been gained. To avoid change because it is change. To stick with tradition and past values, beliefs, opinions, and practices.

Control: To have control over as many things that affect one's life as possible. To avoid delegating responsibility or tasks to others. To keep work, information, and decision-making under one's control. To control all possible variables in an attempt to make life predictable and free of surprises.

Contrariness: To act differently from others. To hold unconventional views. To be contrary. To take a stand opposite from others merely for the sake of being different. To argue just for the sake of arguing.

Counteraction: To refuse admission of defeat proudly by trying harder and retaliating. To select the most difficult tasks because they are the most difficult. To defend one's honor or previously stated positions.

Defensiveness: To defend oneself against blame or real or imagined belittlement. To justify one's actions. To offer excuses and explanations. To resist probing.

Deference: To admire and willingly follow a superior or another person. To cooperate with a leader. To serve gladly.

Dominance: To seek power. To attempt to influence and control others. To persuade, prohibit, or dictate. To lead or direct. To express opinions forcefully. To try to organize and lead groups.

Entrepreneurism: To take risks. To start something new. To build from the ground up.

Endurance: To work long hours. Not to give up easily on problems, even in the face of great difficulty. To be patient and unrelenting in one's work habits.

Exhibition: To attract attention to one's self. To excite, amuse, shock, or thrill others. To be dramatic or funny.

Impulsiveness: To act on the spur of the moment and without deliberation. To give vent readily to feelings and desires. To speak freely--may be volatile in expressing emotions.

Novelty: To seek new experiences. To change for the sake of change. To seek variety and excitement. To love action. To prefer things because they are different.

Nurturance: To nourish, aid, or protect someone else. To give sympathy and comfort. To assist whenever possible. To give a helping hand readily and to perform favors for others.

Order: To arrange, organize, and put away objects. To be tidy and clean. To be scrupulously precise. To be interested in developing methods to keep materials and effects methodically organized.

Play: To relax, to amuse oneself. To seek diversion and entertainment. To have fun and to play games. To laugh and joke.

Recognition: To receive praise and commendation. To receive attention. To gain approval. To earn praise. To seek and display symbols of status.

Rejection: To snub, ignore, or exclude others. To remain aloof and indifferent.

Risk avoidance: To avoid failure, shame, or any possibility of loss. To take precautionary measures. To cover up anything that looks like a failure. 

Sentience: To seek and enjoy sensuous impressions and experiences. To enjoy seeing, feeling, touching, and other sensory experiences. To enjoy music, dance, or art. 

Sex: To pursue and form erotic relationships. 

Succorance: To seek aid, protection, or sympathy. To seek advice, affection, and reassurance. To be dependent and to feel insecure or helpless. To confide difficulties to a receptive person.

Understanding: To analyze and understand many areas of knowledge. To be intellectually curious. To be fascinated with ideas.

Needs Versus Personality Types. If salespeople can identify and understand the constellation of dominant needs that tends to motivate people, then they can communicate with people more effectively by positioning themselves and their products according to these needs.

Some sales trainers emphasize that identifying personality types is the key to understanding people and selling them. However, personality-type descriptions, such as "extrovert," "sensing," "perceiving," "intuitive," "tough guy," "jungle fighter," "gamesman," "amiable," "expressive," "analytical," or "driving," tend to be simplistic and too general. These types concentrate on a personality description with only one particularly dominant trait. Even more complex personality-type descriptions that contain as many as two descriptive adjectives (expressive, driver) or four (extrovert, sensing, thinking, perceiving) may paint a picture of how a person tends to behave but they give no helpful key as to why they might do so. For example, you might be able to categorize a person as an "analytic driver," but how do you sell something to such a person? You've got to know what they need and want to help them get what they want.

A description of underlying needs can give you a better key to understanding why people behave the way they do than single or even multiple personality descriptions can. For example, you can position yourself and your product more effectively to a person who you have identified as having needs for risk avoidance, deference, cautiousness, affiliation, defensiveness, conservativeness, and nurturance than you could to an amiable person who is described as having a tendency to submit and avoid conflict . With the needs-description approach, you create a more useful and complex picture of people that reflects the tremendous diversity and complexity of human beings.

Remember the second core function of a salesperson, managing relationships. The first step in managing any relationship is getting the other person to like you; the best way to accomplish this is to satisfy, within your power to do so, their personal needs.

The Relative Importance of Personal and Business Needs

J. Sterling Getchel, who was an enormously successful advertising copywriter, observed that people buy for emotional reasons and then support their purchase decisions with rational reasons. He became wealthy writing advertising based on this belief. Well-known sales trainer Tom Hopkins says, somewhat cynically, that "seldom do people buy logically." At the other end of the heart-versus-head spectrum are those who claim that people are basically rational beings whose behavior consists of a series of attempts to solve problems in order to satisfy their needs.

For salespeople in broadcasting and cable, the best approach may be found in the middle ground between the two extremes of the heart-versus-head theories one that recognizes that both emotional and logical forces are working in varying degrees of intensity in all prospects at all times.

In this book, for simplicity, no distinction will be made between needs, wants, desires, or necessities, and they will all be referred to as needs.

As a salesperson, you must look for two types of needs: (1) personal needs, which are primarily governed by emotions and could just as well be labeled emotional needs; and (2) business needs, which are mainly governed by reasoned, problem solving behavior and could just as well be labeled rational needs. Personal needs, as discussed earlier, include the need for recognition, achievement, or dominance. Business needs are the reasons people give for their purchases-- the rational justifications.

An example of how business and personal needs interact is found in the situation where status and prestige are associated with the use of a product. If salespeople were allowed to select a company car for their own use, for instance, they might select a BMW, a symbol of status and wealth. They might rationalize their choice by saying the BMW gives them a better ride and thus reduces stress. On the other hand, if the company has a purchasing agent who will never use a salesperson's car, the purchasing agent might buy a Ford Escort, a more practical automobile. The purchasing agent would acquire none of the status associated with the product. In broadcasting and cable, clients might pay a premium to have their commercial appear within a news program, whereas their advertising agency might not consider paying the premium, not caring where the audience, measured by ratings points, comes from.

Product Differentiation. The dynamics between the two types of needs are enormously complex. Usually personal needs will outweigh business needs, and they are typically more important to uncover, understand, and satisfy than the business needs are, Furthermore, the less products or services are differentiated, the more important appealing to personal needs becomes. However, with intelligent and self-confident people, business (rational) needs can be more important than personal (emotiona l) ones.

The more intelligent and self-confident people are, the better judgment they have (usually) and the more confidence they have in their own judgment. Once intelligent and self-confident people buy something, they stay convinced longer and are less inclined to sway from their decision--they are hard to sell but tend to stay sold.

People with lower self-confidence look to others to bolster their self-image and to reassure them that what they are doing is right; they are much more often guided by their non-rational emotions than by their rational intellect. They are more susceptible to the power of suggestion and to persuasion.

The relative importance of personal and business needs is also influenced by the degree to which a product is differentiated--how apparent its advantages are to a prospective buyer. If products are not differentiated either by their own inherent features or by advertising, and if there is no discernible difference among them, then the only distinguishing factors become price or the persuasivenss of the salesperson. Prospects will buy the product that salespeople position in such a way that the product appears to meet more personal needs than any other product.

Thus, companies with highly undifferentiated products must either depend on lower prices, more and better advertising and promotion, or superior salespeople to secure orders. Coca-Cola and Pepsi are examples of two undifferentiated products. They try to differentiate to a large degree through their advertising. When dealing with products that are quite similar, superior salespeople themselves can make the difference because they have made the relationship with the customer more important that the product--in fact, the relationship is the surrogate for the product.

One of a salesperson's core responsibilities is to position his or her product to create a differential competitive advantage in the mind of a prospect. The best way to carry out this primary function is to translate features into benefits. Salespeople must put themselves in the frame of mind of their prospects and ask about every feature mentioned "What's in it for my prospect?" It is the matching of features to needs that is referred to as benefitizing, and this is the heart of the selling process.

Features, Advantages, Benefits 

Features. Features are "what I've got." Features describe an attribute of your product. In radio a feature might be a popular morning personality.

Advantages. Advantages are "why what I've got is better." Advantages position your product positively in comparison to other products. In television an advantage might be the ratings of a particular program such Wheel of Fortune.

Benefits. Benefits are "how it meets your needs and solves your problem." Benefits are the payoff to the customer. Benefits answer the customer's inevitable question, "What's in it for me?"

Positioning Benefits for Prospects. When you enter the showroom of an automotive dealership and a salesperson approaches you and asks, "What can I show you today?" the car salesperson's primary responsibility is to sell you a car that day, to close you, not to try to position the car in your mind. For instance, the Chevrolet division of General Motors spends hundreds of millions of dollars every on advertising in an attempt to position its cars and trucks in the minds of prospective buyers. Local automotive dealers spend millions more to try to position their dealerships. By the time you walk into a showroom, you have a picture in your head of approximately what kind of car you want to buy and have an idea of what to expect in terms of price or service from the dealership. The car salesperson does not have to position the car or the dealership but just get you to buy a car today.

On the other hand, broadcast and cable companies generally spend little, if any, money on advertising that attempts to position their stations or systems in the minds of prospects, the advertisers and advertising agencies. Promoting to advertisers and advertising agencies is referred to as trade advertising because it is usually carried in the trade press, in such publications as Advertising Age, Ad Week, or Electronic Media. Broadcast and cable companies depend on salespeople to position their products to prospects and customers. These companies spend their advertising dollars trying to influence their consumers (listeners and viewers) to sample their products: "Listen to Y100..." "We play only favorites on Q106.5," "Watch Home Improvement at 4:30 P.m. weekdays." (Of course, this audience promotion has some rub-off effect on advertisers and agencies who develop a sense of a station's or system's overall image, but its intent or function is not to position the station or system to advertisers.) 

Therefore, broadcast and cable salespeople must know more about both their product and their prospects' business and personal needs than salespeople who sell products which advertising positions. Broadcast and cable salespeople must recognize and understand customer needs, must understand customers' problems better, and must know how to benefitize -- to match features to needs more effectively and how to position their products according to the unique and different needs of each prospect. They cannot depend on advertising to do this positioning job for them. This is why the number-one key function of a broadcast and cable salesperson is to create a differential competitive advantage in the mind of his or her prospects--to postion his or her station/system. This type of selling is much more complicated, more difficult, more challenging, and more creative than other types of selling in which salespeople merely process transactions.

Creating a competitive advantage means just that, it does not mean creating a disadvantage for the competition. Sell your station or system positively; do not knock the competition--it is a waste of good selling time. Making disparaging remarks at your direct competitors is also a sign of weakness, an admission that your competitor is better. It signals to prospects that you do not believe you have any strengths and that you must define yourself in terms of your competitors, that you get your image as a reflection of another station or medium. Buck Rodgers, in his book The IBM Way: Insights into the World's Most Successful Marketing Organization, discusses IBM's written policy of instructing salespeople not even to talk about the competition--very good advice for broadcast and cable salespeople, too.

Positioning Intangibles. Furthermore, broadcast and cable salespeople are selling an intangible product, which is more difficult to position than tangible ones. The car salesperson does not have to be terribly creative to position a car; he or she merely has to say, "Here are the keys. Take it for a spin." Tangible products, because they are tangible, are easier to understand, demonstrate, and benefitize. Intangible products must be made more tangible, or tangibilized, by salespeople. Therefore, salespeople must find ways to create additional value for intangibles than are readily apparent or assumed by prospects. Chapter 5, "Presenting and Servicing: The Last Steps," provides more specific techniques for tangibilizing your product. Chapter 9, "Creating Value," provides more specific iseas for creating adde value.

Developing a Benefits Matrix. Once you know a prospect or customer well enough to understand his or her business and personal needs, you can construct a Benefits Matrix for your accounts like the one below.

Table 2 

BENEFIT MATRIX

	PROSPECT
	PROBLEM
	NEEDS

PROFILE
	FEATURE
	BENEFIT
	POSITION THE

BENEFIT

	Foreign auto dealer
	Increasing market share
	Risk taker

Likes to dominate competitors
	New sports package
	High reach in target audience
	"High up-side potential"

"Buy now, beat the competition."

	Moderately priced furniture

store
	Poor location, low traffic
	Conservative

Likes to be well known 
	New sports package
	Impact to generate store traffic
	"Safe buy"

"Everyone will know who you are"

	HMO
	Perceived as hindering choice
	Goal oriented

Likes to have friends, be liked
	New sports package
	Attention-getting program environment
	"Help you achieve your goals"

"Everyone will love you"


Communication, Listening, and Perception
To identify prospects' needs and then position benefits to have a competitive advantage, you must establish communication with them. Communication is the complicated process by which people exchange messages. 

Keep in mind that communication is a continuous process; for communication to occur, the feedback loop must be completed. If the source (salesperson) does not make appropriate adjustments in response to a receiver's (prospect's) reactions, the loop is broken and the process stops; instead of being a two-way communication, it becomes a one-way recitation.

Distortion occurs throughout the communication process and can come in a variety of forms, such as interruptions, situational factors (tension or job pressure), lack of attention, inadequate message reception, intentional or unintentional misunderstandings, and so forth. Anything that confuses a message's meaning and clarity is distortion. For example, a customer might say to a salesperson, "I want to get on the air next week. I'll take about any spots I can get." About is the key word in this message and could create a potentially disastrous number of misunderstandings. Techniques to make sure that prospects understand your meaning and to confirm their understanding are discussed in Chapter 5, "Presenting and Servicing: The Last Steps."

The Techniques of Good Listening. 

The best way to ensure feedback is to develop one of the most vital skills in a salesperson's arsenal--the ability to listen well. Inevitably, the most effective and successful salespeople are those who have mastered the skills of good listening. People can think much faster than they can talk, so their mental processes run away from them while others are talking; this makes it hard to concentrate on what others are saying. The following are some guidelines to help you become a better listener:

1. Adopt the Proper Attitude. Be optimistic; tell yourself that you are going to like the prospect and that you are going to reach an agreement. Be positive, confident, friendly, open, and intensely curious. 

2. Shut Up and Listen. Listening does not mean talking. Too many salespeople talk too much. You learn nothing when you talk. 

3. Listen Actively. Give verbal and nonverbal feedback, including gestures and expressions (such as a smile or nod or a pondering look) and communicate the appropriate enthusiasm as you actively encourage people to ten you more. 

4. Concentrate on the Speaker. Too often people do not concentrate on looking at the person who is talking; they allow their attention to be diverted to other things. They doodle, look at their notes, look out the window, glance at some attractive person in the next office, or conduct other discourteous and disconcerting behavior. 

5. Do Not Step on Sentences. The biggest giveaway of poor listeners is that they constantly step on other people's sentences, they interrupt or finish a statement for others. They cannot wait to be heard. These people spend their time during a conversation thinking of what they want to say and are more concerned with their need to express themselves than with listening. 

6. Do Not Think of a Rebuttal. Allied to not stepping on sentences is not thinking of what your next comment or rebuttal is going to be while someone is talking. We even have a tendency to do this while we are listening to a speech or lecture to which we cannot respond; we engage ourselves mentally in the game of forming a reply to a particular point. This is a nonproductive game to play. Pay full attention to the speaker and concentrate on listening carefully to every word. 

7. Do Not Respond Quickly to Negatives. Our natural reaction is to respond immediately to negatives, to be defensive, and to set someone straight. Learn instead to have a slow defense mechanism. A fast response to a negative may make you seem overly defensive and lacking in confidence; it also immediately signals prospects that you are becoming defensive, which causes them to react the same way. A quick, defensive response also makes the negative seem important to prospects, as though they have hit on a sore point. 

8. Match Speech and Listening Patterns to Those of the Talker. Let the other people set the pace. Talk and listen at their pace, not yours. You do the adapting and speeding up or slowing down; do not make them do it. 

9. Listen for Themes. You can get hung up listening for details and facts. Numbers, names, and other details will whirl past you as you are listening, and if you stop to try to remember them, you will miss the meaning of what is being said. Look for overall themes that connect ideas throughout a person's conversation; look for the underlying meaning in what is being said. If you need to remember facts, you can go back later and ask prospects to repeat them as you write do wn the relevant ones. 

10. Listen for Emotion. Listen to how someone says something for clues that reveal underlying feelings. People often make comments that try to cover up how they are really feeling. Listen carefully and with empathy and un derstanding for how the person is feeling. Be especially observant when listening to people and look for nonverbal clues as to how they feel and what they really mean.

Listening does not come naturally to most salespeople; it takes time to develop good listening skills. The best way to practice is on your friends and family. If you can learn to listen attentively and with interest to your close friends, spouses, relatives, children, and parents (the most difficult listening task of all), then you will probably listen well when you're in front of prospects.

An article in Fortune magazine, "America's Best Salesmen," describes the sales technique of securities salesperson Richard F. Greene when having breakfast with a prospect:

Greene is an instinctive expert on human psychology. "If you talk, you'll like me," he explains. "If I talk, I'll like you --but if I do the talking, my business will not be served. Now this fellow is the same as everyone else. His wife doesn't listen to him--and he doesn't listen to her. When he goes to parties the person he's talking to is looking over his shoulder to see what else is going on in the room. Then all of a sudden he goes to breakfast with me. He starts to answer a question. And he doesn't get interrupted." Before the eggs have cooled, Greene has won another client.

Nonverbal Communications. Research has shown that as much as 65 percent of communications between people is nonverbal. In other words, how someone says something is often more important than what he or she says. Part of the process of listening entails being sensitive to all the nonverbal, often unconscious, hints people give you about how they feel about you and your product. People's posture and body movement, their facial expressions, their eye contact and movement, their tone of voice and pitch, and their pace of talking usually tell more about how they feel than the content of their messages do. Salespeople must not only develop skills in picking up nonverbal messages but also in using nonverbal communication to give mes sages to prospects.

You should learn to use gestures, space, enthusiasm, openness, and other body language to help you emphasize your benefits and to show customers that you like them and are interested in them. Of course, you can overdo the use of gestures. You can become too excited and animated with a shy, inhibited, quiet prospect, for instance. Match your customers' style. Adapt your use of gestures, energy output, and level of excitement to the mood, style, pace, and energy level of your customers. One particul ar gesture to avoid is finger pointing. This gesture implies "I'm telling you what to do" or "Shame on you" or other authoritarian messages that impede open communication.

When selling, look for the attributes and postures described below that might indicate how the other person is receiving you and your message. Keep in mind that these attributes and postures do not give universal messages that have the same meaning for everyone. Body language, tone of voice, gestures, and facial expressions are unique to each person and communicate consistent meaning only for them. As you get to know your prospects better, you'll learn to understand their nonverbal language as well as you do their words.

Nonverbal Clues
1. Closed/Open. Arms folded across the chest, keeping you and your ideas out; or letting your ideas in, with arms dropped, legs apart. 

2. Backward/Forward. Leaning backward to get away from or be cautious of your ideas; or leaning forward to hear better, becoming more interested. 

3. Rigid/Yielding. Standing or sitting upright or stiff, jaw tight, letting nothing sway them; or yielding, nodding agreement, accepting. 

4. Static/Agitated. Unmoving, no enthusiasm, bored; or excited, moving, interested. 

5. Tense/Relaxed. Tight, non-penetrable, skeptical, careful; or easygoing, open, casual. 

6. Frowning/Smiling. Hostile, non-believing, unfriendly; or friendly, helpful, caring. 

7. Distant/Close. Uncomfortably guarding their physical space, threatened; or intimate, involved. 

8. Loud/Soft. Speaking loudly, aggressively, energetically, combatively; softly, submissively, delicately, hesitatingly. 

9. Fast/Slow. Speaking rapidly, not pausing, excitedly, carelessly; or slowly, lots of pauses, carefully.

Perception and Barriers to Perception. Perception is how people interpret the world around them and try to make sense out of it so. they can act. People paint a picture of their world on the canvas of their mind's eye, and, as is the case with real artists, everyone's picture is different. People act based on how they interpret their environment, and all people view their worlds differently--however, not necessarily accurately. A television network salesperson may perceive a $1.3 million thirty-second spot in the Super Bowl as a genuine bargain, but a customer might perceive it to be an outrageous scalping.

It's important for salespeople to understand how perception influences one person's view of another. First, salespeople must be aware of these perceptual influences to recognize and to avoid perceptual pitfalls in their own attempt understand prospects' form impreddions of them. According to Richard Steers, in his book Introduction to Organizational Behavior, Scott Foresman, 1981, there are several influences that color people's perception of others. The following list of six of those influences has been adapted for the purposes of this book: (1) stereotyping, (2) first impressions, (3) projection, (4) halo effects, (5) selective perception, and (6) ostrichitis. 

Stereotyping. One of the most common perceptual errors people make is stereotyping. It is a process by which traits are assigned to people on the basis of their social class or other prominent attributes or categories, such as sex, race, age, or occupation. People tend to pigeonhole others into a predetermined category or stereotype. For example, we are apt to assume that older people are old-fashioned, conservative, and, perhaps, obstinate; or we assume that salespeople are sly, tricky, and loud.

Stereotypical thinking usually has some basis in fact. People tend to compare their own social, demographic, or job groups with others, and thus they generalize and emphasize certain of the more dominant and typical traits. The mistake is to assume that the generalization holds for individuals.

Salespeople must learn to make stereotypes--their own and their prospects' work for them. Recognize your own tendency to stereotype people, and use stereotypes only when you first meet people to help you in your initial adjustment. Of course, you must keep an open mind and change and expand your categorization as you get feedback during your sales calls. It is dangerous to hold on to stereotypes longer than the opening few minutes of a first meeting, but they can be helpful during that introductory period as you are observing your prospects' behavior.

Salespeople must try to identify the stereotypical thinking of prospects and reinforce it or overcome it. For instance, the stereotype of the IBM salesperson is that of a white-shirted, dark blue, three-piece-suited marketing- and service-oriented professional who knows what he or she is talking about. IBM salespeople try to behave in such a way that reinforces this stereotype that they are knowledgeable. Some prospects have a stereotype that all young people are wet behind the ears and lack expert ise. You must be able to recognize how prospects perceive you, and if they put you into such a stereotypical category, you should work to counteract it. Thus, if a prospect has stereotyped you as a rookie, you must change his or her perception of you from inexperienced and mistake-prone to cooperative and knowledgeable.

First Impressions. We all have a tendency to observe a trait in people as soon as we see or hear them and then to continue to consider it an enduring attribute. We see what people are wearing, what their verbal style is, and perhaps, we guess their approximate age; we then make a snap judgment about them based on this limited exposure. Worse, we tend to stay with this classification and continue to look for clues, behavior, and traits that support this snap judgment.

This tendency creates the classic good news/bad news quandary. It is great news if a prospect has a wonderful first impression of you and then spends the rest of the sales call reinforcing this favorable perception. It is bad news if somehow you get off on the wrong foot and make a poor first impression.

Learn to play a little game with yourself. As soon as you meet a prospect, ask yourself what your first impression is. If it is negative, pretend that your boss told you the prospect is the greatest person he or she ever met and look for reasons to confirm this view. If your first impression is positive, pretend your boss told you the prospect is a monster and look for reasons to confirm this. In other words, make a conscious effort to overcome your f irst impression and give yourself time to make an objective, rational judgment. 

On the other hand, you'll want to try to make a fabulous first impression on your prospects. First impressions are typically formed within the first few minutes of meeting a new person, so make those few precious moments work for you. 

If you find you are getting nowhere in your first meeting with a prospect, cut your losses--retreat and try again at some later date. It is usually better to start over on another day when you realize you've made the wrong first impression than it is to try to talk your way out of it.

Projection. Projection is a defense mechanism people use to bolster their self-images. Some people ascribe or project onto others the negative traits and feelings they have about themselves--they unconsciously see others as a mirror reflecting back their own traits. For instance, if a person is stingy, greedy, and mistrustful, he or she is apt to think everyone is the same way and act accordingly By carefully observing the traits of others and conducting needs-identification analyses, you will avoid the trap of projecting your traits onto others.

You can take advantage of prospects' tendency to project by matching your behavior to that of your prospects. If you see that a prospect is open, confident, and positive, you should act that way, too. If you see that a prospect is mistrusting, skeptical, and cautious, then you might adopt a more conspiratorial approach. Let the prospect know you will help him or her avoid being taken advantage of by others.

Halo Effects. Halo effects are tendencies to allow one trait of a person to influence our impressions of all that person's other traits. Halo effects can be positive or negative. For example, in a study done by the US Army, a group of officers who were well liked were judged by their subordinates to be more intelligent than less well liked officers. People often attribute a number of positive qualities to celebrities simply because they are well known. One trait can co lor people's impressions of other totally unrelated traits.

Research has also shown that negative information about people more strongly influences impressions of other people than does positive information. This fact is a good reason to avoid selling negatively (among many other good reasons). If you sell negatively, your competitors certainly will do the same in retribution. This means that prospects will remember most vividly all of the many negatives, which, in turn, will degrade all of you and devalue the medium you are selling.

Get halo effects working for you. Put your best foot forward from the start, emphasize the strongest point about your product, and show the best aspects of your personality and appearance. Be as attractive, friendly, and knowledgeable as you can be right away so you can create halo effects for yourself in prospects' perceptions.

Selective Perception. Selective perception is the tendency for people to see and hear things they want to see and hear--to seek out those elements in their environment that correspond to and support their previously formed beliefs. For instance, a prospect may listen to a newscaster on your station because of a belief that the newscaster has similar political inclinations to his or her own. Due to the common tendency toward selective perception, it is easier for people to accept information that supports their current beliefs and attitudes than to accept information that is contrary to what they perceive to be true.

People also tend to focus on the information that is most salient to them. Those with accounting backgrounds, say, may be more apt to focus on numbers; those whose interests lie with the arts and show business win tend to focus on aesthetic and creative areas.

People also perceive their products and their companies as better than others and seek information to support this bias. The tendency toward selective perception can be a salesperson's strong ally when used to reinforce prospects' opinions. In other words, people love others to agree with them and to show how right they are. New car buyers watch automobile commercials more attentively for the car they just bought than they did before their purchase.

As a salesperson, be precise in your observations of people; look for everything, not just for those traits that you expect or that you find interesting. Listen carefully and actively to everything prospects have to say.

Ostrichitis. People tend to distort or to ignore information that is threatening or culturally unacceptable--like the proverbial ostrich, they stick their heads in the sand. We not only avoid facing events we find unpleasant but also those we feel we cannot handle. Thus, if prospects find your heavily numbers-oriented proposal numbingly threatening, they may simply ignore it or dismiss your evidence as irrelevant rather than admit they do not understand it. People's perceptua l processes will work long and hard at avoiding threatening situations.

You can overcome your own tendency toward ostrichitis by disciplining yourself to do the most difficult tasks first: Call on the toughest prospects early and do the boring paperwork immediately. Force yourself to hear all feedback, even negative feedback, that your prospects, customers, and bosses offer.

Persuasion Theory. After you have identified prospects' needs by establishing communication with them, you must begin the process of demonstrating that your station/system's features meet their needs. Techniques for effective communication are grounded in persuasion theory. Persuasion theory is an adjunct of communications theory and an offspring of cognitive theory. You recall from Chapter 1 that cognitive theory asserts that people are purposeful, thinking, and goal-oriented and that they make their choices accordingly. This assumption of purposeful behavior is an important one because it carries with it the correlative assumption that people behave in a conscious way that is directed toward achieving their goals. You cannot persuade people if they do not want to be persuaded; you must have their silent approval. Thus, persuasion is something you do with people, not to people.

Because people decide to do things that help them reach their goals, persuasive arguments have a much better chance of success if they reaffirm existing goals, attitudes, norms, values, and beliefs. It is easier to formulate new attitudes and values with new arguments than it is to change old ones.

People will learn new information if the following conditions are met

1. If they pay attention to the persuasive information or message. 

2. If they comprehend the message's content. 

3. If they accept or yield to what was comprehended. 

4. If they retain the position put forward in the message.

We will focus on the acceptance step because that is the most critical one in the selling/problem-solving process. A person's acceptance of a persuasive message depends on the four aspects that follow:

Source Credibility. Trustworthiness, competence, objectivity, dynamism, expertise, physical attractiveness, and similarity are the elements that enhance source credibility. If you do not have source credibility, you will find it virtually impossible to establish a relationship with a customer. The credibility of the source of information is particularly important in the short run, as these source effects tend to wear off over time. Also, source credibility is multidimensional, and strength in one dimension can be offset in another.

Message Strength and Believability of Arguments. Comprehension of information is critical; sales presentations should be simple and easy to understand. Also, repetition is a key factor in the strength of information and in its comprehension. During your presentation, you must find ways to repeat your important points (thus, the use of summaries in both written and oral presentations). That's why repetition is so critical to the strength of and advertising message.

In addition, believability can be enhanced by the use of a two-sided argument. The two-sided argument is quite effective with prospects who are initially opposed to your point of view and who are intelligent and well educated or both. The two-sided argument features an on-the-one-hand this and on-the-other-hand that approach, always giving the argument counter to your own point of view first. This technique signals that you are objective and have given consideration to the alternative point of view. Recent research indicates that if a sales or advertising message uses a two-sided presentation by beginning with several candid points about a product's weaknesses, subsequent points about the product's strengths are much more p t to be believed. Initial candor is a powerful tool to enhance credibility. This is one of the most important points you will learn in this book.

Furthermore, your believability can be enhanced by the use of evidence. Evidence consists of factual statements from another source, preferably a highly credible source. If the source of your evidence is highly credible, give the source before you give the evidence; if not, give the evidence first and then give the source. For example, indicate your source is Nielsen Media Research(the research company that does the TV ratings) before you show the ratings, but give product usage information before you mention it comes from your own station/system's research. 

Finally, ordering effects can have an impact on the information's comprehension and memorability. There are two ordering effects: primacy and recency. Primacy is generally the more potent of the two: People tend to remember best those elements they see or hear first in an argument or presentation. Thus, arrange your material with your most important points first. Recency is the next most potent ordering effect. People tend to remember the last elements in an argument or presentation. Recency effects are especially important when people have to consider carefully and reflect and weigh all information in a sequence. In a complex presentation, make sure that you end the presentation with a concise and well-written summary. The principles of primacy and recency can be applied to sales calls, too-- either be the first or last salesperson to see a prospect. Be the first if the buyer is intelligent and self-confident (and you are too) because the buyer is smart enough to remember your benefits and advantages and confident in his or her own judgment to not be unsold by salespeople who come after you. Be the last if the buyer is not so intelligent and lacks self-confidence because the buyer is not smart enough to remember your advantages and benefits and lacks confidence in his or her own judgment and, thus, will remember and believe the last salesperson he or she talks to. So to be safe, get to know the buyer well enough so that you can be both the first in and the last in ("Call me after you've seen everybody else to see if I can improve on the deals they offered.") 

Channel Effects. The less noise there is in the communication process, the more learning and comprehension there is. Eliminate extraneous points and material from your presentation. Deliver your written and oral presentations in a quiet atmosphere with as few interruptions as possible. The most effective channel of communication, the one from which people learn the most, is face-to-face, the second most effective is sight-plus-sound (such as film, television, or videotape), the third is sound only (for instance, radio, audiotape, or telephone), and the last is sight only (newspapers, magazines, and all printed materials). 

However, exactly the reverse is true when dealing with complex messages and material. Thus, complex presentations that contain a large number of facts, statistics, and complicated logical arguments have a much better chance of being comprehended and remembered when they are in writing. The lesson here is that simple messages and arguments that tend to appeal to the emotions, such as advertising, are best remembered when presented on television and radio. Complex sales arguments are best remembered when they are in writing, supplemented by a face-to-face discussion and reinforcement of major points.

Characteristics of the Receiver. Personality traits such as high intelligence and high self-confidence have a positive correlation with maximum comprehension of information and minimal yielding to arguments. As discussed earlier, people with low intelligence and low self-confidence tend to be slower in comprehending an argument, but they have a greater tendency to accept and to yield to it. If you have intelligent and self-confident prospects, the chances are quite good that they will understand the arguments you make in your presentation, but you will need a good deal of source credibility and strong evidence to get them to accept your proposal. Remember, intelligent people might comprehend your points better and faster, but they will also come up with a greater number of hard-to-answer counter arguments and objections.

Select a Role for Yourself to Enhance Effective Communication

In his book The IBM Way, Buck Rodgers says, "A customer won't judge a salesperson on what he knows but on how well he communicates what he knows."

Selecting a role for yourself is a helpful technique because it allows you to increase the effectiveness of your communication by improving your source credibility, helping prospects like you and open up to you so you can understand their personal and business needs. As a reminder, here are the elements that enhance source credibility:

1. Trustworthiness 

2. Competence (in communicating) 

3. Objectivity 

4. Dynamism 

5. Expertise 

6. Physical attractiveness 

7. Similarity

The roles salespeople assign to themselves should enhance their qualities in terms of the above characteristics in the eyes of their prospects. Roles are particularly useful in the area of similarity. People like others who are similar to them. It is just like the old jazz classic sung by Fats Waller and Jack Teagarden, "That's What I Like About You":

Teagarden: "You got no money. You're too fat.You drink too much gin."

Waller: "But I like what you like."

Teagarden: "That's what I like about you."

Describe a role briefly, much as you would describe the role of an actor in a movie to a friend who is in a hurry and who has not seen the movie. "Quickly! Tell me what role Vivian Leigh played in Gone With the Wind" - Scarlett O'Hara, a beautiful, spoiled, selfish, iron-willed Civil War belle. "Harrison Ford in the Star Wars trilogy" - Han Solo, a cocky, skilled, skeptical, mercenary, courageous starship pilot and adventurer.

By assigning yourself roles, you give yourself simple, easy-to-follow guidelines on how to act with customers and prospects. You act according to how they expect you to act. This process also reminds you that you cannot act the same way with every client; it reminds you that each person is unique and, thus, requires a different approach--a different role. Having a role guideline also helps you in face-to-face situations with clients because you do not have to spend time thinking about your role; you can concentrate on listening actively and getting feedback.

The supporting role you choose in your sales drama will be dependent upon the characteristics of the star: your prospect. For instance, an intelligent but insecure vice president in charge of advertising for an exclusive furniture store might call for the role of an elegant and cultured supporter and friend. A dull-witted, domineering owner of a restaurant who has relatively low self-confidence might require a salesperson to play the role of a deferential, confident teacher.

How you play your roles will vary depending on your own characteristics, particularly your age, sex, and racial or ethnic group. Of these characteristics, the one that works against you most often is youth. Prospects may frequently hold the prejudiced view that relative youth means inexperience and therefore a lack of expertise. Young salespeople must emphasize their competence and expertise to overcome any age-related bias.

Your sex may also influence how you handle certain roles. When dealing with a buyer of the same sex, initiate activities and conversations that emphasize the similarity between you. When dealing with a prospect of the opposite sex, emphasize recognition, approval, and compliments without implying intimacy. Beware of intimate implications -they can turn some people off or raise others' unrealistic expectations. Stress a professional, businesslike attitude.

If you are of a different racial or ethnic background than that of your prospect, you may be sensitive to biases he or she might have toward you. If you detect any prejudice, emphasize your competence, expertise, objectivity, trustworthiness, and enthusiasm.

Cultural biases, although most of us find them repugnant, are one of the facts of life salespeople must face. If you think you might be the victim of a prospect's prejudice, the best strategy is to be confident; avoid seeming defensive or having a chip on your shoulder. In some cases, you might encounter a reverse-backlash effect--when you can sell more easily to some prospects because of your sex, race, or age. Such people have a strong desire to help those they perceive as society's underdogs. With those prospects, it's especially important to be confident and non-defensive

You might wonder if taking on various roles means you are giving up your own individuality. Are you not being a chameleon and losing your own distinct personality and identity? The answer is no--not unless you have only one dimension to your own personality. If you, like virtually every other person, have many of the thousands of personality traits interacting in a complex manner in your multifaceted personality, then you have a wide variety of traits from which to choose to adapt to, a role.

Here are some examples of roles salespeople might find themselves using from time to time: (1) knowledgeable, friendly, skeptical negotiator; (2) fun, lighthearted, fast-working, objective, trustworthy companion; (3) precise, aggressive, no-nonsense, expert teacher; or (4) decisive, trustworthy, respectful, objective, dynamic, serious rookie cohort. 

One word of caution about using roles. You want the role to be an authentic emphasis of a facet of your own true personality. You don't want to be someone else, or two-faced. Be yourself, be authentic, but with different customers, emphasize a different part of your multifacted personality. 

Using roles properly will help you perfect our consultative selling approach, which, in turn, will help you carry out the two core functions of a salesperson: to create a differential competitive advantage and to establish and manage a relationship with an account.

Summary
The consultative selling philosophy of selling concentrates on one of the most vital principles of the SKOAPP system of selling--that success is primarily a function of establishing good relationships and solving problems. 

Consultative selling is a new model, or pradigm, of selling that replaces old-fasioned sales tecnhiques such as overcoming objections and closing. 

There are two types of selling: transactional (or service-oriented) selling and developmental selling. In transactional selling, the product is positioned according to its features, price, or advertising. In developmental selling, the product is positioned primarily by salespeople and determined by the needs of prospects. Generally, the more developmental and creative the selling, the more money salespeople make.

There are several approaches to consultative selling: Needs-Satisfaction Selling, Non-Manipulative Selling, and SPIN Selling. Needs-Satisfaction Selling is focused on the customer and salespeople refrain from talking about their product until they have discovered prospects' needs. Non-manipulative selling is letting buyer take the lead in explaining problems and asking for help in solving them. SPIN Selling consists of asking Situation Questions, Problem Questions, Implication Questions, and Need-Payoff Questions. 

People's behavior results from the complex interactions between their subconscious needs and their semiconscious motives. Of the three elements in the needs-motives-behavior chain, only behavior is observable. Thus, behavior must be observed to infer unseen, underlying needs.

There are two distinct types of needs: personal and business. Personal needs are governed by emotions and usually have more influence on buying decisions than do business needs, which are governed by rational thought and problem solving. How sal espeople position their products to appeal primarily either to personal or to business needs depends largely on the relative intelligence and self-confidence of prospects. People with high intelligence and high self-confidence will look more closely at product features, will have more faith in their own judgments, and will typically depend less on salespeople to position products than will less intelligent and less self-confident people.

Broadcast and cable salespeople have full responsibility for positioning their products in the minds of their prospects--company advertising will not do it for them. Also, they must find ways to make their products more tangible to prospects to whom their product's advantages may not be readily apparent.

Features are attributes inherent to a product, advanatges are what makes the product better than competitors's products, and benefits are how the feature solves a buyer's business and personal needs, as demonstrated effectively in a Benefits Matrix. 

Communication is the process by which people exchange messages. For communication to exist, there must be a feedback loop so that a message's reception and a receiver's reaction to it can be monitored. Feedback is vital to salespeople because it allows them to adjust to prospects' needs.

Some of the most important skills to cultivate to improve your ability to communicate with prospects and to get more feedback are good listening habits. Good listening is in general a matter of paying more attention to the speaker than to oneself. Communication can also be nonverbal. As much as 65 percent of communication, especially the emotional context of messages, is relayed by such nonverbal signs as gestures, posture, facial expressions, and so forth. Salespeople must learn not only to interpret the gestures and other nonverbal communications of others but also to use their own gestures and other nonverbal communications to reinforce their sales points.

Perception is important in the communication process because it reveals how people organize their thoughts and try to make sense out of their environment. There are six barriers to accurate perception: (1) stereotyping, (2) first impressions, (3) projection, (4) halo effects, (5) selective perception, and (6) ostrichitis.

After you have identified needs by establishing communication with prospects and accurately perceived them, you must show them how your product's features meet their needs and solve their problems. Remember, persuasion is something you do with people, not to people. Elements that enhance the persuasion process are: (1) source credibility, (2) a message's strength and the believability of its arguments (repetition, two-sided arguments, evidence, the ordering effects of primacy and recency), (3) channel effects (face-to-face is most persuasive; written material is least persuasive), and (4) characteristics of the receiver (intelligence and self-confidence are most important).

The final phase of sonsultative selling involves describing your role with customers. Assigning yourself a role helps you enhance your source credibility. Defining a role for yourself that matches your customers' needs and motives gives you an easy behavioral guideline to review before you call on customers. A role must be an extension of your own personality, as you must remain authentic--true to yourslef.

Test Yourself

1. Types of selling generally fall into two categories. What are they? 

2. What are the elements in the observable (one element) and unobservable (two elements) realms of human actions? 

3. What are the five types of needs in Maslow's hierarchy? 

4. Why is an understanding of needs more effective than an understanding of personality types for salespeople? 

5. What is the difference between a feature and a benefit? 

6. What are the rules for good listening? 

7. Approximately what percent of communication is nonverbal in nature? 

8. What are some of the barriers to accurate perception, and why are they important to understand? 

9. What are the seven characteristics that enhance source credibility? 

10. Which elements enhance a message's strength and the believability of its arguments, and why are these elements important to salespeople? 

11. In order of effectiveness for uncomplicated messages. what are the four most effective channels? 

12. What are the two receiver characteristics that most effect the receiver's comprehension of a message?

Project

1. Select a prospect or customer who you know fairly well. Construct a Benefits Matrix for that prospect. 

