What Makes a Sales Call

Successful?

High quota sales performers ac-
complish 20 percent more sales-
related activities—such as asking
guestions and presenting benefits—
per sales cal than do low per-
formers, yet they spend no additional
time with their customers.

Thisis one finding of an extensive
study conducted recently by Xerox
Learning Systems and reported on
by Michad Radick in the organiza-
tion's XCHANGE newsletter. The
study employed a team of profes-
siondly trained observers who
monitored and analyzed more than
500 sales calls. A computer was used
to analyze and correlate the half-
million pieces of information col-
lected by the observation team.

The newsletter reports findings in
four major areas: the efficient use of
time, customer needs, customer at-
titudes and closing a sde.

Regarding the use of time, the
study found that successful sales
cals involved more interaction on
the parts of both the customer and
the salesperson. Yet, the average
successful cdl lasted only 33
minutes. The successful salesperson
spent time questioning the customer;
however, cdls that did not progress
beyond the questioning stage were
not likely to succeed. It was the
salesperson's ability to uncover
customer needs through questioning
that led the call to a successful
outcome.

Ironically, the study determined
that uncovering a large number of
customer needs did not necessarily
lead to a successful outcome. Rather,
uncovering an average of sightly
more than two customer needs was
found to be a good predictor that a
cal would result in success. The
call's success was directly related to

the salesperson's ability to respond
to uncovered needs with benefits
that met those needs.

In regard to customer attitudes,
the research showed that successful
sales calls contained more than twice
as many statements of customer ac-
ceptance as failed calls contained.

Surprisingly, the presence of
customer objection in a sales cal was
not necessarily a bad sign. The study
determined that objections signaled
frank, open communication and con-
tributed positively to the call's out-
come when handled properly. In fact,
successful calls contained almost 50
percent more objections than did
failed calls. Likewise, cals that con-
tained statements of customer skep-
ticism were likely to be more suc-
cessful than were calls without skep-
ticism. The customer attitude that
tended to predict failure was
indifference.

In closing the sale, the Xerox
study found that successis
associated with an alertness to early
closing opportunities. The most suc-
cessful closes were those involving a
summary of the benefits accepted
during the call, combined with an ac-
tion plan requiring customer
commitment.

Does Your Organization
Need a Career Library?

Traditional succession planning can
be risky. It helps the organization
plan for the future but risks
overlooking the needs of the in-
dividual. As a result, managers can
be promoted to positions that
dissatisfy them and decrease their
productivity.

A tool that helps both parties to
succession planning—the potential
candidate for promotion and those
who make selection decisons—is a
career libraiy. A library of corporate
career information can show

managers where they are logically
headed now, where they could go
and where they ought to go. And the
library can help decision makers plan
by seeing the entire spectrum of
positions and candidates carefully
organized in one place.

Here are some tips for establishing
and maintaining a successful
management career library.

» Create a career path matrix.
Take all the jobs in your organization
and divide them vertically into
groups, for example, retail, general
services, engineering and ad-
ministrative support. Subdivide the
groups into activities: In the retail
group, for example, activities might
include sales, sales assistance, adver-
tising and display. Then organize ac-
tivities into families: Families in the
sales activity might include technical
sales, big ticket item sales and non-
commission sales.

Next, indicate horizontal "bands of
accountability,” the different levels
of responsibility that generally range
from entry-level management
trainee, to middle management, to
executive-level management. In the
squares that you have created, insert
the position, or positions, that apply
to that category.

Now managers can see at a glance
what the key job isin any area.
Managers will know what they can
expect if they continue on the same
career course and what they will be
striving for if they switch career
courses. At the same time, top
management can clearly see who are
the succession candidates, and they
can determine if those candidates
are, or ever will be, ready for those
positions.

» Analyze and index jobs. Job
titles aren't enough. Managers must
also know what it takes to earn
them. To that end, analyze each job
according to its technical functions
(what must be done on the job) and
motivational requirements (what kind
of person is capable of performing
those functions, e.g., able to adapt to
pressure or make decisions).

Each job analysis should be noted
on a card or sheet and placed in your
library with the career path matrix.
Between the two aids, managers can



determine where they fit in now and
where they are going.

e Lay the ground rules. The suc-
cess of the career path system
depends on the support it gets from
top management, specifically in
policies that ensure managerial
mobility.

How will managers bid for jobs? It
is unfair to open a world of career
possibilities to managers only to shut
it by failing to inform them of vacant
positions. Will you post open posi-
tions on the company bulletin board
or publish them in your newsletter?
How long will managers be given to
apply before the job is opened to
outsiders?

How will managers be assessed?

Y ou've analyzed jobs; now how will
you analyze the people who seek
them? Will you use the services of an
assessment center or alow self-
assessment? If you use self-
assessment, will it be done under the
supervision of a third-party profes-
sional, that is, a career counselor? If
a manager has been assessed as unfit
for a position, will he or she be
allowed a second assessment? When?

Will you offer training? Armed
with an assessment of himself or
herself as well as knowledge of rele-
vant jobs, a manager may discover
that he or she has the personal
gualities needed to succeed in ajob
in a different area, but lacks the
technical skills. That manager needs
training, and the company must
determine in advance whether or not
it will supply that training.

A clearly stated policy diminishes
the chance of a misunderstanding
between managers and
"management."

—Submitted by Felix E. Lopez
Industrial Psychologist
Information Counselors, Inc.
Bethel, Conn.

What Secretaries Say
About Office Automation

"Word processing is not a
monolithic phenomenon that bodes
either al evil or al good for al
secretaries. Some will profit enor-
mously by automation while others
will suffer greatly.”

"Productivity depends on two
things: how much time is spent doing
a particular task and how important
that task is to achieving the mission
of the office."

"What people did historically to

keep power away from other people
was to keep information away from
them. The computer is passing this
knowledge throughout society, to the
extent that now anyone with the
corn-age to learn the computer can
gain greater power within an
organization."

These were among the points
raised by participants at Secretary
Speakout '83: The Professional
Secretary's New Identity in the In-
formation Age. The event was spon-
sored by the Research and Educa-
tional Foundation of Professional
Secretaries International (formerly
The National Secretaries Association)
March 9-11 in Boston.

Speakers and panelists addressed
such issues as successful and unsuc-
cessful implementations of office
automation; the secretary's role in
evaluating and recommending equip-
ment; the restructuring of jobs man-
dated by office automation; new
career paths for office professionals;
technological discrimination; health
and safety implications of the new
officetechnology; office politics; and
possible future developments in com-
puter technology.

A 20-page digest of the two-and-
one-half-day symposium, including
excerpts of speeches, panel presenta-
tions and question-and-answer ses-
sions is available. Send $2.00 for
postage and handling to Professional
Secretaries International, 2440 Per-
shing Road G-10, Kansas City, MO
64108.

if Computer-Based Train-
ing Married Data Process-
ing Training...

Would it be called CBDPT? This
was not among the questions posed
in a survey of data processing train-
ing managers, designers and coor-
dinators attending Data Training's
Computer-Based Training Con-
ference in Boston last April.

The questions asked did generate
some interesting data about the use
of computer-based training (CBT) in
DP training, however. Of the 50 per-
cent of 300 respondents who said
they currently use CBT:

 Fifty-fivepercent usually author
CBT programs in-house; 38 percent
usually buy packaged courses; and
seven percent regularly purchase
custom-designed courses.

 Thirty-three percent use CBT in
data processing technical training; 19

percent use the technique to train
non-DP employees in computer con-
cepts; and 11 percent use it for non-
DP technical training (such as elec-
tronics) and for training ad-
ministrative procedures. Smaller
groups use CBT in customer educa-
tion, sales, management/supervisory
and financial training.

 Sixty-two percent train up to
500 people per year using CBT,
while 27 percent train between 500
and 2,500. Seven percent use the
technique to train up to 5,000 people
per year; three percent train as
many as 5,000 to 50,000 via CBT.

Of the 150 respondents not cur-
rently using computer-based training,
98 percent said they plan to use it,
43 percent within the next six
months and an additional 25 percent
within the next year.

The Voice of Success

A mere seven percent of oral com-
munication is in the verbal content,
the actual message of the words. Ap-
proximately 38 percent consists of
the vocal elements (voice tone, pitch,
inflection, rate and volume), and the
remaining 55 percent is composed of
the visual elements (appearance, eye
contact and body language). Thisis
according to Marie Moran, president
of Impact Training Associates, Los
Angeles.

A former professional vocalist,
Moran specializes in training in the
effective use of the voice and in total
communication through personal
presence, body language, appearance
and movement.

If there is a conflict between the
meaning of the spoken word and the



speaker's voice tone or facial expres-
sion, listeners normally discount the
verbal and believe the voca and
visual, says Moran. She cdls this
kind of mixed message "noise" on
the communication channel, in-
terference that sabotages the mean-
ing of the intended communication.

Here is alist of some potential
sources of "noise" and the ap-
proaches Moran takes to correct
them. They may be useful in com-
munications training sessions, ex-
ecutive development programs or
other settings in which you are
asked to help staff speak more
effectively. —

» An angry person tends to have a
tight jaw and hold a lot of tension.
By learning to relax the jaw, the
speaker resonates and articulates
better (and in the process loses some
of the covert hostility causing the
tension).

* Low risk-takers have
monotonous voice tones. Learning to
breathe properly gives them more
energy control and confidence.

» Shy people hold back facial ex-
pressions, are tight-mouthed and
have flat, nasal voices. Shyness is
eased by learning to project and
place one's voice, as in the case of
one of Moran's clients, a grown
woman with a tiny, little-girl voice.
The woman's voice developed
dramatically after she learned to pro-
ject from the diaphragm.

» Analytical people such as
engineers and financial executives
often do not move naturally and
freely when they speak. Instead,
they tend to sway back and forth in
a tense, monotonous manner. Im-
proved vocal confidence freestheir
energy and ability to relate physical-
ly to an audience.

» High-energy, expressive people
who work and move fast are outgo-
ing but cannot harness energy effec-
tively in ora communication. Learn-
ing deep breathing and conscious,
comfortable eye contact, body move-
ment and creative pauses lets them
sow down and control runaway
thoughts.

» Amiable people who do not ap-
pear to be assertive or authoritative
speak in soft voices, moving and
breathing "lazily." Breathing and

vocal exercises build more resonant,
powerful delivery.

Send all items of interest for FYI to

Elizabeth Lean, Training and Develop-
ment Journal, Suite 305, 600 Maryland
Avenue, S.W., Washington, DC 2002k.
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The Trainer's New Cloze

If your training program contains
a significant amount of reading
material, you may want to use the
cloze assessment method to screen
the material's appropriateness for
your trainees. Cloze has been used
primarily in educational settings for
30 years. It can function as a screen-
ing tool, a pre-test or post-test in-
strument or a validation test measur-
ing learning based on your most im-
portant content. It is especially
useful in grouping trainees according
to their abilities and needs.

The accompanying passage is con-
sidered essentia information in a
bank teller training program. Try to
fill in the blanks with words you
think make the most sense. This
passage is a brief example of cloze
assessment, shorter than is normally
used; to ensure test validity a
passage of at least 500 words is
needed. The passage has been clozed
by deleting approximately every
tenth word.

Based on the score of exact word
answers in the blank spaces, a com-
prehension level can be assessed for
groups and individuals. This com-
prehension level is a measure of
understanding of the source

material, and it has direct implica-
tions for the way a trainer can work
best with trainees.

Independent level trainees score
above 70 percent on the cloze. On a
pre-test, a score at this level means
that the reader already understands
the training content well, or will be
able to understand it well. On a post-
test, it means that the reader com-
prehends the material and is familiar
with the main ideas of the training
program.

Instructional level trainees score
between 40 and 70 percent. Readers
who score at this level on a pre-test
can understand the material with
timely help on special vocabulary and
important terms found in the train-
ing program. Those who score at this
level on a post-test still suffer gaps
in comprehension and need follow-up
instruction and monitoring.

Frustration level trainees score
below 40 percent. They do not com-
prehend the material they are
reading. Those who score at this
level on a pre-test may be able to
handle the course content, but it
would be unfair to assign reading
material that is similar in difficulty
to the clozed content. Intervention is
necessary, and other methods of in-
struction may be needed.

One of the major benefits of cloze
assessment is that you can assess
trainees during the first hour of the
training program using your most
important training content. With
cloze, you need not wait until the
middle or end of a training program
to discover the individuals who will
have a hard time with the reading
material.

Cloze comprehension levels and
percentages correlate at a very high
level with multiple choice and other -(54
standard tests.

Cloze Passage: Requirements for Negotiability

A check must meet six requirements to qualify as
must have a current date, not post-dated or 2
words of negotiability PAY TO THE ORDER 3 _
sent. Third, a specific payee must be 4

be made out to 5
amount must 6

First, it
Second, the
must be pre-
. (or the instrument can

). Fourth, the dollar amount and the written
Fifth, the drawee bank must be named. Last,

the 7 must be signed by the maker. As ateller,
8 must verify these six requirements before accepting checks
for 9. or cash. Caution and judgment must be exercised in
10 whether to give a customer immediate use of uncollected
funds
Sui oi ~Nsodap '6

X 8 jpeqo £ %%SipS/ '9 gs0 g

psuieu'y JO '8 13310301 "2 slasposau

jfag jaMsuy



