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The killer application

I have just downloaded a "Killer Application” for my Windows Mobile Smartphone and it
reminded me of the days when Word Process and e-mail were killer applications and we
even stopped writing ROI documents on e-mail as the customers just had to have the

product irrespective of the

cost-to-company or the return
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Which brings me to the matter of the correct sales resource operating in the correct
market, product, customer, skill set etc., I didn't need a sales person when I "bought” my
killer application and T didn't care about margins. However, a lot of my customers are
deploying high cost resources to service Commodity Products in mature markets and the
only way they can win the business and differentiate themselves is through price action.
Everyone else has a like product and the feeds and speeds (the "WHAT") translated to
the benefits (the "so WHAT") have been churned out by every competitor and the only
way the customer can differentiate is through the price tag.

If we didn't need a salesperson in the bottom left hand quadrant of the Life Cycle
matrix because of my urgent need to have the killer application, then we also don't need
an expensive, living breathing salesperson in the bottom right hand quadrant. Here the
margin is low and is being continually squeezed. At a call on one of the cellular providers
recently, I was struggling to understand their go-to-market model and the sales director
mentioned (in passing) that it won't be long before voice calls are FREE. Yet, they were
thinking of "fraining” their sales team that operates in that quadrant on commission!

Who'd want that job?
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A training associate once called this quadrant RFM or Replaced by FAX machine.
Innovative ways must be sought to service these customers in a least-cost way. In my
sales career we had 2 salespeople and 3 dedicated system engineers on just one of the
major mining houses when they were in the top left hand quadrant. But as they got to
know mainframe computers, and most fixes and even upgrades became available on the
intfernet, they were quickly serviced by NO staff and their only contact with the vendor
was through an on-line “configuration machine”, ordering and tracking system delivered
over the internet. I might add that they still spend many millions with that vendor who
deployed NO sales force! They migrated from HIGH complexity and LOW knowledge to
HIGH knowledge and LOW complexity.

You get the picture; we need different sales resources at different times in the life
cycle of the product, market or customer skill level.

So, if you find your product or service in the Service or Commodity quadrants and you
hanker after the higher margins of the left most quadrants what do you do? Firstly,
wrap your product or service in a layer of added value that YOU THINK only you can
supply and call it a solution. If it is (HIGH) complex enough that the customer feels
they have a LOW Experience with the "solution” then viola, you are there. This is why
most teams talk about moving from a commodity to a solution sell. There is actually no
such thing! It is the product or service that has the characteristics of a Complex or
Commodity item and the customer treats them accordingly. A very expensive mistake is
to take a commodity and wrap it in a complex service package just to try to
differentiate. The customer often sees through this, and if you want to sell that box
anyhow, you'll either have to strip away the “"added value” or give them away for FREE as

you are caught in the price reduction trap - that is a "clothed commodity" not a solution.

How do you create a solution?

Well, almost never by yourself, you have to identify an extended need in the client and
cobble fogether a solution for the need that may take into account a number of
disciplines. These, once delivered, bring a solution to bear on the clients’ problem. To

do this, you have to act differently to the sales resource in the other quadrants.
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Trusted Partner

To ferret around in my business and have the trust and credibility granted to you to do
that, you need to become my trusted partner. In these results from the Chief Sales

Officer (€CS0O) 2009 insights

survey, to become a Trusted
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people that operate with a
formal or even informal sales process but this is becoming increasingly rare as sales
team vie with each other to become world class. Even if they should try to do this, as
they come up against a sales feam who operates in a dynamic process their chances of
winning decrease exponentially - IRRESPECTIVE of their skilll Equally, a random sales
process will enable you to become an approved vendor in the commodity quadrant but it
is unlikely that you'd ever become a trusted partner.
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You can call it just about anything and at QuadS we like to use 5 fingers fo tick off,
FIND, QUALIFY/CRAFT, CLOSE, DELIVER EXPLOIT. These 5 basic phases have been
in operation since the late 1930's. But defining them doesn't define a process, only steps
in the opportunity cycle. Process is the manageable steps which the salesperson must do
and the sales manager must manage which make up each of these individual phases. But
that is another discussion. The proficiency that your team adopts in delivering on these
process steps, defines their ability and maturity of process and we have defined them as
follows;
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good service, not just from
the current salesperson but from the enterprise as a whole and this allows them to gain
the credibility and trust to be elevated to the rank of Trusted Partner. Once that
status has been achieved, then the customer sits down with a vendor and defines a solu-
tion using their help, that no-one else can even come close to understanding. It may be
made up of commodities and services that a number of vendors could deliver. But only
one has the trusted status to collaboratively put it together.

Are the margins attractive enough for you to build the Maturity and Capability model
of Relationship and Process? The one depends on the other, depends on the other,

depends on the other. . .
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