Art of Sales Study Guide

CHOOSING TO SELL

After we have doneour salesanaysis, the next step isdeciding how we
wanttosell. Sellingisachoicewemake. Thischapter discussesthe
costsof selling and theriskswetake when we decide to become sales
people. 1t showsuswhat kind of job we should ook for and how we
should behave when wetakethat job.

Should welook for a“safe” salesjob, onethat guaranteesour salary?
Or dowetakeachanceon ajob that paysall commission? Dowe
look for ajob that offers their sales peoplelost of support? Or dowe
look for ajob that keeps sales coststo aminimum?

When wetakeasalesjob, what dowedofirst? What are our priori-
ties? How do we get off to agood start?

How should our company respond to our requests? Should they give
us better priceswhen we need them? Salesisthe path to great success
and persona wealth becauseitisaso avery risky profession.

Salesiscostly. It costsmoney tofield asalesforce. Itisemotionally
costly for the salesperson. Itisrisky because neither we nor our
companiesknow if weare going to make salesor not. Thehigh costs
and risksof salesgivesusan important clue about exactly where and
how weshould sdll. In Sun Tzu'scompetitive system, the safest pathis
not necessarily that path thelooksthe safest. True safety comesfrom
understanding thebig picture.
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Choosing to Sell

Question One:

When decidingto sell, what isthemost impor tant issueyou
should first consider?

A. Your salesgoals.

B. Thecostsof selling.

C. How to calculate your commissions.

D. How to attack the competition.

Everything depends on your sales philosophy.
Traveling to see customers is expensive.
Building a territory takes time.
You want plenty of sales ammunition from your company
You want to be paid thousands of dollars in advances.
This results in a large investment from your company.
From The Art of Sales

Answer:
B. The costs of selling.

If we choose alifein sales, we must first consider what it is going
to cost us. Sun Tzu’'s second chapter starts with this series of
warningsabout the cost of competition. Thesecostsareequally
important insales. Salesistheonly job wecanwork at an actually lose
money. Itiscostly for acompany tofield asalesforce. Sincemost
salespeopleare paid on commission., unsuccessful selling canbea
very expensivewaste of our time.

Sun Tzu doesn’t believe that success comes easily. He preaches
against the idea of “get rich quick.” Competition is always costly.
Sales people who expect to win sales easily never win sales at all.
If wewant to succeed in sales, we must understand the demands of
sdling and bewilling to meet them.

Our timeislimited. We can’'t have everything and do everything.
We haveto make choices about who wesell for. Wecan't let the costs
andrisksof selling surpriseus. Overestimating those costsissafer than
underestimatethem.



Art of Sales Study Guide

Question Two:

How can you find a salesjob that eliminatestherisksand costs
of typical salesjobs?

A. You can start selling with alarge, established company.

B. You can takeajob that hasa guaranteed salary.

C. You can takeaterritory that has established customers.

D. You can’'t eliminatethe costsand risksof selling.

This drains resources from elsewhere in the company.

You want the best quality in sales resources.

You want others to support your efforts.

Others complain about how well sales people are paid.

You fall behind when you accept advances against future
sales.

From The Art of Sales

Answer:
D. You can’t eliminate the costs and risks of selling.

Sales people are aways trying to find ways to reduce their risks.
Most of these risk reduction methods amount to one thing: trying
to transfer their personal risks to the company for whom they
work. They want guaranteed salaries or advances against commis-
sions. They want better quality sdlesmaterialsand salessupport. The
hopeisto reducethefinancial risksby assuring our success.

The problem with this approach is that it actually increases the
pressure and resentment in our company asawhole. We put ourselves
at oddswith theinterestsof others. We may have moreresourcesfor
salling, but thisincreases coststo the organization. Sincewecan't
guarantee sales, it d soincreasestherisks. The company needsusto
generate salesquickly to defray the costsof usinthefield. Thisin-
creasesthe pressure on usto close salesrather than decreaseit.

Sdlingiscostly. Advances, material, and support are costly. Assales
people, weare going to haveto pay al thosecostseventualy. Tryingto
transfer or delay those costsdoesn’t changethiseventual reckoning.
Themore support we ask for, the morewe haveto pay for.
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Choosing to Sell

Question Three:

Since selling isexpensive, what isthe best strategy to assure
success?

Relax and trust in your eventual success.

Patiently build up your territory and sales.

Find away to quickly generaterevenue.

Prepare emotionally and financially for a period without
sales.

Cow>

Selling with this attitude is too costly to be successful.
A complacent sales person always loses to a hungry one.
Long periods without a sale drain your enthusiasm.
Long sales-cycles that deplete your company’s resources
are wrong.

From The Art of Sales

Answer:
C. Find away to quickly generate revenue.

When wetakeanew salesposition or take over anew territory, nothing
isasimportant aswinningaquick sale. Oriental retailersoncerecog-
nizedthisby givingtheir first customer of theday abargainin order to
get that first sale. Inanew position, we must dwaysbeinahurry to get
our first salesunder our belt.

Selling is an emotionally demanding job. When we sell, we have
to have theright attitude. The best thing for creating the right
attitude is making a quick sale.

The faster we start making sales, the less costs and expenses we
pile up before we start to pay for ourselves. Making quick sales
takes some of the pressure off and allows us to concentrate on
bigger, better sales.

In order to get a quick sale, we have to work very hard looking for
the right prospects. We can't get distracted by longer-term oppor-
tunities alone the way. Long-sales cycles are aluxury we can’t
afford when we start to sell.
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Question Four:

How can you recover from aslow start in making salesin anew
position?

A. You can’t recover from aslow start.

B. You haveto start selling smarter, not harder.

C. You haveto start focusing on your best prospects.

D. You must avoid panic and develop patience.

What happens when you are complacent?

You lose sales to someone who needs them more.

What happens when your enthusiasm fades?

You don't have the energy to continue.

As your sales efforts weaken, you inspire your competitors
to attack you.

It doesn’t matter how smart you think you are.

You can’t get ahead once you've fallen behind.

From The Art of Sales

Answer:
A. You can’t recover from a sow start.

Most sales people don’t worry enough about getting off to a fast
start. At the beginning, they are optimistic and confident. The
natural tendency isto think that we are smarter, better, or somehow
moreworthy than our competition. Theredlity isthat wearen't. We
must makeaquick sale. Oncewehavelost theinitiative, westart to

gruggle.

If we get off to a poor start, everything starts to work against us.
The best leads go elsewhere. We lose our confidence. Our pros-
pects sense that we are desperate. We press too hard, start offering
bad deals that won’'t be approved. Our expenses mount. Meeting
any sort of sales goal or quota becomes less and less likely. Every-
thing starts working against our success.

When we start selling, we have to avoid losing the initiative. We
have to avoid falling behind. We have to make quick sales and get
ahead on making our sales goals.
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Choosing to Sell

Question Five:

How canyouminimizetherisksinseling?

A. You can avoid the most difficult accounts.

B. You can quickly close sales.

C. You can try for lower sales goals.

D. You can carefully pick the company you represent.

You can sometimes move too fast in a sales process.
However, the longer the sale cycle, the more often you fail.
From The Art of Sales

Answer:
B. You can quickly close sales.

Sun Tzu doesn’t want us to be hasty in closing, but he always
wants us to close quickly. Speed is the essence of successful sales.
One of the most basic reasons why speed is necessary isthat it
reduces the costs of selling.

Thisisacycle-timeissue. The lesstime we spend on each sale,
the more sales we can manager and the more money we can make.
When afriend of mine started selling shoes, he found that the
secret to making money was to wait on as many customers as
possible at once. He had to work faster, find shoes in the stock
room faster, but his speed translated into dollars.

As sales people, our real resourceistime. The more we get done
in alimited amount of time, the more money we make. A quick
failureis easier to recover from than along, drawn-out one. Get-
ting quickly past all the bad prospects takes us to the good prospect
that much faster.

What happens when a sale drags on? Its costs mount. We cannot
spend time with other prospects. Any eventual payback grows
more distant. We have to manage our time carefully. The only
thing worth trading our time for isdollars. Our strategy must be to
generate sales and profits as quickly as possible.
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Question Six:

What isthe safest path to successin selling?
A. Thereisno safe path to success.

B. Taking carenot to make enemies.

C. Pickingtheright company.

D. Finding theright way to pitch the product.

You can try to play it safe when you sell or you can be
successful.
You can’'t have it both ways.
From The Art of Sales

Answer:
A. Thereisno safe path to success.

In selling, the safe path leads to mediocrity, not success. A suc-
cessful sales person takes chances and risks failure. We accept the
fact that competitionisrisky. A jobwithlotsof guarantiesisajob that
eventualy paysnothing.

Sdlingisan emotional experience. Most peopledon’tlikesales
becausethey can’t accept rejection. Selling payswell because sofew
bright, capable peoplewant to become salespeople. Sellingissmply
too risky and scary for the average person.

If wewant to be successful in sales, we haveto accept therisk. We
havetowork harder than the other guy without knowing whether or not
wewill getthesale. Wehavetowork fast. Whenitistimeto close,
we haveto encourage peopleto decide quickly. Wepractically haveto
court rgjectionin order to make salesquickly.

Too many sales people try to play it safe and it ruins their chances
for real success. Remember what Sun Tzu said in chapter one
about a sales person needing to have courage? Sales people who
draw out the sales cycle, afraid to ask for adecision, afraid to
control the prospect, are courting eventual failure.



Choosing to Sell

Question Seven:

How dotherisksof selling affect itsawar ds?

A. You must minimizetherisksto maximizetheawards.

B. You must avoid therisksto assuretherewards.

C. You must embracetherisksto discover therewards.

D. You must understand therisksto understand the rewards.

Y ou can never completely insure against failure when you

sell.
You are therefore unlimited in the success that you can
achieve from sales.
From The Art of Sales

Answer:
C. You must embrace the risks to appreciate the rewards.

After al the warnings, Sun Tzu puts the dangers of selling into
perspective. Salesisarisky occupation. We must appreciate
exactly how risky and costly it is. Nevertheless, selling isaso the
source of all success. If we don’'t embrace selling and its risks, we
will never know how successful we could have been.

How should we react to this dilemma?

We must always be aware that rejection is a possibility, but we
can’'t let thisknowledge parayze us. Our optimism makesour success
that much morelikely.

We can never completely protect ourselves against rejection. The
future is never certain, but the uncertainty of our future has an
upside. A given sale may turn out to be more rewarding that we
could have ever dreamed. The variables that make success uncer-
tain also make wild success possible if we take the chance.

We must prepare for unforeseen levels of success just like we
prepare for failure. Both are possible. If we are ready for one, we
must be equally ready for the other.
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Question Eight:

How doyou minimizetherisksof selling?

A. You must be alwaysbewilling to invest moretime.

B. You must have more prospectsthan you think you need.
C. You must expand your salesterritory.

D. You must find acheap, fast way towin orders.

You want to make good use of your efforts.

Do not repeatedly ask for new prospects or territory.
Do not continually request more resources.
Support the needs of your company.

Quickly earn business from your customers.

Limit yourself to the resources you truly need.

From The Art of Sales

Answer:
D. Youmust find acheap, fast way to get orders.

Sun Tzu approach to winning sales might be called “smaller,
faster, better.” We win by being smart, by “making good use of
efforts,” that i, by using the competitive system that Sun Tzu teaches.
Wekeep our initia investment intime small and act quickly, beforethe
prospect’sdoubts and objectionscan form. Weuseour timeinways
that pay off as soon aspossible. We earn businessfrom our customers.

To make this strategy work, we have to avoid getting bogged
down. We don't build up large prospect lists, develop complicated
presentations, or long sales cycles that we don’t need. We look for
ways to demonstrate the value of our products quickly. The more
direct our approach, the more quickly we can close sales and the
faster we can go onto the next prospect.

Don't worry about losing thesale. We must assumewewill winthe
sale. Wemust worry instead about moving too slowly. We must be
prepared to take what the customer givesus. We can’t know before-
hand whowill buy. We can put ourselvesin front of prospectsand
discover away towinthem. Wecandoit quickly.
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Question Nine:

What kindsof demandsfor salessupport should your company
pay attention to?

A. They should honor toyour need for abetter discount.

B. They should heed your desiretogointo new markets.

C. They should accept an order with special payment terms.
D. They should listentoyour requestsand r g ect them.

Selling into new prospects is costly for you and your
company.

Trying to open new markets destroys many companies.

Conversely, selling into crowded markets is risky.

These high risks can also destroy your company.

When sales are slow, the company must accept orders of
guestionable value

Lowering prices undermines a company’s credibility en-
tirely.

As a salesperson, cutting your prices to win a sale leaves
you with nothing.

From The Art of Sales

Answer:
D. They shouldlistento salesrequestsand reject them.

In other words, they should pay attentionto what salespeopleare
saying. Good companiesshould not changetherulesfor individual
sdesgtuations.

Salesisan emotionally demandingjob. Assaespeople, our god is
simple. Wewant toclosesales. If wearesmart, wewant to closethe
saleat hand. If the prospect doesn’t want to buy under thetermsand
conditionsour company offers, wewant to changetherulessowecan
makethesae.

A company cannot afford to changetherulesfor each sales person.
L ong term, doing so creates unhappy customersand undermines
respect for theorganization. A customer who gets special treatment
alwaysthinks some el seisgetting even better treatment.
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Question Ten:

What areyour company’s chances of successin the market-
place?

A. Almost all businessfail.

B. Most businessesfail.

C. Half of all businesses succeed.

D. Almost all business succeed.

Many companies eventually fail.
Seven out of ten new businesses fail in two years.
The owners lose their investment.
Failed sales people must look for new employment.
You must give up the knowledge you've developed.
You may hope to find new uses for your ideas and abilities
You have wasted your efforts to build a territory
Six out of ten salespeople find other careers.
From The Art of Sales

Answer:
A. Almost all business fail.

Thisiswhy businesses have to be careful about letting sales
determine company policy. In business, eight out of ten new
businesses go out of business within their first two years. Over a
twenty-year period, even most Fortune 500 companies, the largest
companiesin the country, go out of businessor are bought up.

Thisfailure rate must affect our thinking about sales. First, we
should be careful about who we choose to work for. Second, we
must do everything we can to make our employers successful. It is
just too expensive personally for usto look for a new job. We may
think wewant them to changetherulessowe canwin agiven sale, but
weare better off working for asolid company.

We cannot succeed unlessthe company that wework for aso suc-
ceeds. Wemust serioudly care about the health of our company and the
demandsthat we and other salespeople put onit. We cannot raisethe
costsof sales. 1t comesout of our own pocketseventualy.
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Question Eleven:

Giventherisk of failure, whereshould you look for the best
prospects?

A. You should try towin your competition’s customers.
B. You should look to develop a new, untapped territory.
C. You should identify new usesfor your products.

D. You should sell to your existing prospects.

Because of this, you must generate your income from
sales to existing prospects.
From The Art of Sales

Answer:
D. You should sell to your existing prospects.

Too many salespeoplestart with an attitude that thereis something
wrong with existing customersand existing prospects. Evenwhenthey
arejust starting, they want to more prospects, different prospects, and
fresher prospects. After al, if theexisting prospectswere so good, why
hadn’t someone aready sold them? They think that if they just had
different peopletowhomto sell, they would be ableto make sales. We
all tend to think that the* grassisgreener” somewhereelse.

Thisisthewrong way to think about selling. Thequickest way to
succeedisto start whereweare. Finding and learning about new
prospectstakestime. Managing more prospectstakesmoretime. The
moretimewe spend trying to acquire new prospects, thelesstimewe
haveto spend actually sdalling. The moretimewe spend managing
prospects, thelonger we make our salescycles.

The fastest, least expensive way to sell isto start with our existing
prospects and customers. We know their names. We know where
they are. We know something about them. Thisis especialy true
of existing customers. A customer who has aready bought isa
great prospect to buy again evenif wehaveto help them sell. Weall
have salesright in front of us, but wearetoo blind to see how to make
thosesales.
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Question Twelve:

Which salesdollar sand commission incomear ethemost valu-
able?

A. Thosefrom key long-term customers.

B. Thosethat you can win today.

C. Thosethat create more sales opportunities.

D. Thosethat bringin a new customer.

A dollar in commissions is worth twenty in salary or ad-
vances.
A dollar in customer sales is worth twenty dollars of future
potential.
From The Art of Sales

Answer:
B. Those that you can win today.

Sales competition is complex. It istoo complex for usto accu-
rately predict the future. It iseasy for usto invest more and more
time in what we see as potentially large opportunities. We accept
long sales cycles when we think that they will pay off in the end.

Sun Tzu thinks that thisis foolish. We can’t predict the future.
The further we go into the future, the less accurate our predictions
are. Thelonger the sales cycle, the lesslikely we are to predict
which saleswewill winand whichwewill lose. Sun Tzu said that we
should be ableto predict which saleswewill win at theend of Chapter
One. Thelonger our salescycles, thelessaccurate those predictionsare
goingto be.

Different industriesseemtorequiredifferent durationsfor their sales
cycles. It takeslonger to sell anew jet planethan it doesto sell anew
suit of clothes. Inboth cases, shorter salescyclesarejust asdesirable.
No matter how long our traditional salescycleis, wemust work to
shortenit. Thisdoesn't mean that we can skip necessary stepsinthe
sales process, but we should move each prospect through those steps
asquickly aspossible. Thelonger aprospect spendsinthesaes
process, thelesslikely they areto buy.
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Question Thirteen:

What isthebest way toimprovethedesirability of your product
inyour territory?

A. You must offer good valuefor the money.

B. You must get peopleto broadly promoteyour product.

C. You must have a polished presentation.

D. You must win sales.

Close sales aggressively.
You need to get the benefit of your customer’s money as
soon as possible.
From The Art of War

Answer:
D. You must win sales.

Thisisthe heart of Sun Tzu's advice on controlling the risks of
sales. Sales go to those who are winning sales. If wewin sales
quickly, we begin atrend. By winning sales today, we make it
easier and more likely that we will win more sales tomorrow.
Success breeds more success.

Some of thisis simple time management. Short sales cycles free
up our time for more sales cycles. Short sales cycles also mini-
mizes our investment in each customer, allowing us to walk away
from our failuresmorequickly. Thisiseasier if wehaveaready won
sdesesawhere.

Later in The Art of War, Sun Tzu spends an entire chapter on
momentum. Hereheissimply laying thefoundation for that concept.
Without thosefirg, early, quick sales, wecan't build themomentumwe
need for bigger success.

Remember, Sun Tzu'ssystemisacompetitivesystem. Every salethat
wewinisonelesssaethat goesto the competition. Aswewinsales,
weare a so discouraging the competition. We may not seeit, but we
areweakening the competition aswe get stronger.
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Question Fourteen:

Which competitive sales battles are the most important for
eventual success?

A. Contestsfor position.

B. Contestsfor dominance.

C. Contestsfor customers.

D. Contestsfor commission dollars.

Fight for customers’ business.
Win sales by offering your customers persuasive benefits.
Reward those who buy first.
Use these first customers to bring in more customers.
Base your presentation on customers’ past success.
Their success is what makes you successful.
This is what it meant by helping the customer while helping
yourself.
From The Art of Sales

Answer:
C. Contestsfor customers.

Position, dominance, and commission dollars are all extremely
important in Sun Tzu'ssystem of competition. However, theseare not
usually won through salescompetition directly. Sellingisapeople
business. Wewin salesby win customers. By having customersand
their money, we get theresourcesand credibility to win more custom-
es.

Here, Sun Tzu gives us this simple formula for winning more and
more customers. We offer special incentivesto thosewho arethefirst
tobuy. Theseinitia, quick saleswon’t beasprofitableaslater sales,
but the speed withwhichwewinthemis. We make surethat these
initial customersget good va ue out of their purchase. Wethen useour
successwiththeseinitia customersto build our credibility. Weusetheir
testimonialsfor our product to win more customers. Nothing wecan
say isnearly aspersuasive aswhat our customerssay.
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Question Fifteen:

What isthekey toyour ability towin moreand moresalesin the
future?

A. Havingahigh-quality product.

B. Offeringthebest possibleprices.

C. Spendingaslittletimeaspossiblewith prospects.

D. Making good salesquickly.

Make yourself successful by winning sales.
Don’'t make yourself poorer by lengthening sales cycles.
As a salesperson, your skill is the difference
Good sales makes your product and company stronger.
Your sales skill determines how easy or difficult it is to sell
your product.
From The Art of Sales

Answer:
D. Makinggood saesquickly.

Good sales are salesthat create happy customers. Thefaster wewin
good sales, the more successful wearegoingto be.

Salespeopleplay akey rolein creating customer satisfaction. Wecan
oversell aproduct. Peoplebuy it, but, oncethey ownit, they are never
happy withit. Their expectationsweretoo high. Our salesskill must
control customer expectationsto create happy customers. Making
quick salesiscritical, but these salesmust | ead to happy customers.

Happy customersallow ustowecanwin moresales. They refer new
customers. They arereferencesfor us. They don’t waste our timewith
complaints. Unhappy customersdon’t produce any of these benefits
and they consume huge amountsof time after the sale.

Customersknow that no product is perfect. We should be candid
about our product’sshortcomings. It makesusmorecredibleto
prospectsand minimizesfuture disappointments. Don’t assumethe
product hasto be perfect before peoplewill buy it. Itonly hasto offer
morevauethanthedternatives.
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