Sales Training:  Don’t Spend It — Invest It!

By Anita Sirianni, The Professional Sales Coach
What's a Major Challenge in Training and Coaching a Sales Force?
Sales training programs typically fail to deliver measurable ROI (Return on Investment).  Salespeople often fail to utilize the information, skills and ideas presented in the program.  Over time, they "go back to what they’ve always done."  Too often, sales training has primarily a motivational impact, which is temporary, as compared to a performance impact, which changes behavior and measurably increases sales.

What's ROI?
The term Return on Investment (ROI) refers to how the costs of planning and conducting training programs (the firm’s investment) relate to the benefits they produce.  Companies maximize ROI when sales go up as a direct result of the training efforts.  Sales grow when there is improved productivity from sales reps.  Improved productivity can only result from changing the behavior of sales reps.  

Let's consider a rep named Joe.  Joe has been selling in your industry for ten years, and has been with you, his employer, for four years.  He is responsible for a $1MM territory, composed of about 50 customers in several states, and his total compensation is $75K per year.  Joe is a nice enough guy, and his performance has always been around the middle of the pack.  But, over the last year his numbers and attitude have been declining, despite your efforts and investments in training and coaching.

It may be tempting to think of terminating Joe and finding a star performer to replace him.  An understandable reaction, but it will cost you!  Add up the costs of recruiting, training, and possibly relocating a new employee, your time spent on the hiring and orientation process, and disrupted sales activity in Joe's territory.  The total can easily exceed a full year's salary, not to mention the loss of Joe's intimate product and customer knowledge, and all the investments you've made in him.  That's an awful lot to throw away.

How much better it would be to put that money toward measurable, sustainable improvements in Joe's performance.  By choosing a highly effective and relevant training program, you can reap significant gains from a relatively nominal investment.  Let's use a $2000 investment as an example.

	SAMPLE POSITIVE OUTCOMES
	DOLLAR CALCULATION
	ROI ON $2000 INVESTMENT
	COMMENT

	10% increase in overall sales in Joe's territory
	$1,000,000 X 10% =

$100,000
	$100,000 / $2,000 =

50
	Landing new customers, plus reaping the most from current ones

	Closing just one more new customer every month for one year
	$20,000 X 12 =

$240,000
	$240,000 / $2,000 =

120
	Any one of these new customers could grow into your biggest one!

	Closing an out-of state customer in two visits instead of six
	$1,000 travel costs

X (6 - 2) = $4,000
	$4,000 / $2,000 =

2 (per customer)
	And more time available to approach new prospects …


Which positive outcome would you most like to see?  What is its potential dollar value?  Try some similar analyses with figures that are pertinent to your business.  What ROI could you gain on your $2,000 investment?

Sounds Great!  How Do I Choose a Training Program that Maximizes My ROI?

Consider using a visual tool, such as the attached Sales Training Comparison Profile, to perform an apples-to-apples comparison among your sales training program options.  Key criteria to compare can include Behavior, Skills, Performance, Reinforcement, Professionalism, and Relevancy, as described in more detail below.

How can we better evaluate the impact training will have on Behavior?

What changes can be expected in the behavior of our reps?  How will the training cause reps to do things differently?  How will our training partner assist us in evaluating training’s impact on behavior?

Specific behavior changes that strongly influence productivity, ultimately leading to increased sales, include:

· Clearer focus and understanding of company, product and selling goals.

· Improved selling skills.

· Positive attitude toward company and toward selling.

· Receptivity to improved performance and selling more.

Factors that can influence changes in Behavior:

· Accuracy in identifying which behaviors should be modified.

· Reinforcement of skills and expectations -- must be positive, convenient, consistent, and accessible.

· Meeting reps where they are, and providing appropriate level of direction, instruction, and support.

· Credibility of the information source, both speaker and content.

· Applicability of the content and recommended methods.

Why ANSIR?  We meet reps where they are -- in terms of skills and geography.  Our programs provide reinforcement that reinforces learning and breaks old, unproductive habits.  As knowledge grows and habits are changed, more productive behavior follows.  ANSIR programs change behavior by the way the programs are structured and reinforced, through the "Rounding the Bases Approach."

How can we better evaluate the impact training will have on Skills?

How have our skills and sales competency been diagnosed?  Is our skills analysis accurate?  How will training develop our specific areas where improvement is needed?  How will improvements in competency be demonstrated by reps and recognized by management?

Factors that can influence the development and improvement of Skills:

· Receptivity of reps: their openness to new ways and patterns, to achieve better results.

· Ease of applying and using new skills.

· Adaptability of skills to the individual applications of each rep (my customer, my territory, in my hands)

· Clarity of how skills were taught, and overall quality of instruction.

· Frequency in which skills are applied.

· Level of positive reinforcement and support reps receive for improving their skills

Why ANSIR?  Skills improve with ANSIR programs because they are first accurately assessed by subjective and objective methods.  The programs are then built around the specific skills needing to be modified and finally, they are reinforced by a variety of methods.

Skill development is an integral part of the core objectives of every training program and reinforcement methods we use.  In fact, our content draws from the 29 competencies required of sales people by the National Association of Sales Professionals.  ANSIR knows how to identify and develop the specific skills of each individual participating in our sales development programs. The application of these improved skills then appears in the daily activity and behavior of the individual.

How can we better evaluate the impact training will have on Performance?

How has our training partner assisted us in tracking changes and improvements in sales, service and customer care?  How well have our expectations for performance been communicated?

Factors that can influence the Performance of reps:

· What the performance expectations are.

· How effectively these expectations are communicated.

· Interferences or distractions to accomplishing goals and sales.

Why ANSIR?  All ANSIR programs are built from the ground up to enhance performance, specifically. All facets of the sales development programs we present are designed to improve performance by strengthening the skills involved in selling, customer service, management and leadership.

How effective are our Reinforcement efforts for this training program?

What follow-up and reinforcement options are included or made available?

Factors that can influence the Reinforcement of reps:

· Convenience of using and incorporate the learnings into daily selling efforts.

· Practicality of the follow-up methods.

People forget about 75% of what they hear in approximately 24 hours!  As a result, ANSIR International has developed a variety of reinforcement and follow-up options included in each training program. Convenient audio programs are customized to include new and additional information on sales strategies and company news.  Internet or computer based training programs are other alternatives among ANSIR’s follow-up methods.  Reps can even take advantage of telephone or co-travel time with Anita Sirianni in person.

What gets reinforced gets repeated!  Few other training companies provide reinforcement options, and provide only another program binder to grow dusty on the shelf! ANSIR programs reinforce learning, ensuring Clients the greatest return on their training investment with an extensive selection of follow-up options.  

How can we evaluate how Professional the training program is?

How current and professional are the program, materials, and instructor?

Factors that influence the Professionalism of the training program:

· Organization and logic flow of the material presented.

· Timeliness and current nature of the information.

· Preparation and focus on the part of the presenter.

· Quality of the workbook and training resources.

Why ANSIR?  We employ a team of instructional design specialists to provide the most current information and professional resources. In addition, the latest concepts are used to maximize adult learning while providing continuous opportunities to discuss and apply the practical principles presented.

How can we better evaluate how Relevant this program is to our needs?

Do the materials contain relevant and appropriate examples and exercises?  How practical are methods and ideas for our business and real world selling situations?  How applicable are methods for new and seasoned sales veterans?  How well does the program content and topics tie to our need?

Factors that influence the Relevancy of the training program:

· Applicability of the information and materials to Client selling situations.

· How the program  information "connects" with participants

· Universal appeal of the information to the different experiences and the demographics of the group.

Why ANSIR?  The information and topics included in ANSIR training programs are highly relevant to what the reps need, and are consistent with what skills and activities are required to reach company goals.  In addition, ANSIR’s comprehensive interviews and data gathering efforts pay off in the form of relevant appropriate instruction for reps and organizations who want to meet and exceed customer expectations and needs.

How does all of this influence ROI?

The more effectively a training program responds to the unique skills and capabilities of its trainees, the more the reps and company will benefit by the program.  In other words, providing a program that strengthens the skills of reps, in the areas most needed, improves the chances of adoption and mastery of those skills. The better skills are developed to achieve company goals, the greater return on the companies training investment.

ANSIR International sales development programs provide maximum return on your training investment because they are created around the current capabilities of its reps and company sales goals. 

ANSIR offers a multifaceted approach, where rep skills and company expectations are the foundation of each program.  No other training organization conducts such comprehensive preparation focused on Clients' needs.

The “Rounding the Bases Approach” is ANSIR International’s proprietary process designed to Assess, Transfer, Reinforce and Evaluate the impact of training. To carry out this approach, ANSIR International conducts personal interviews with select members of the sales team who represent the three major performance categories: Top Producers, Middle Performers and Resistors. In addition, the program includes practical methods to assist each representative in facing the challenges and opportunities in their daily sales efforts. Feedback from representatives is critical to gaining "buy-in" from all participants, and ensures the program will address the primary issues affecting sales performance.  If additional feedback or assistance is desired, a focus group of select members of the sales team is assembled to articulate specific training needs.

To ensure that the training program meets company sales and organizational objectives, personal interviews are conducted with select members of the Client's management team. The overall company direction, industry trends, and sales objectives are incorporated into training goals. This information is rarely included in typical training programs, which can then be weighed down by short-sighted objectives and limited long-term potential.

ANSIR International also employs sophisticated computerized skill assessment instruments to isolate the key issues that influence performance and productivity. The results are key to a better understanding of the skills, attitudes, values and behavior of current employees, as well as providing the Client with important information to make informed hiring decisions.  Since these instruments expose strengths and weaknesses in selling skills, the results help to direct training goals and objectives.

The focus of any training program should be on the needs, wants and expectations of customers! To accomplish this, ANSIR conducts confidential interviews with select customers and prospects. To obtain the most comprehensive feedback and represent each territory, a national Customer Feedback Survey is also conducted.  This approach provides vital direction for the program, as well as a powerful competitive advantage.

Use the attached Sales Comparison Training Profile to compare ANSIR to your other program options for sales improvement training.  Let Anita Sirianni, The Professional Sales Coach, show you the amazing benefits your sales team can reap from an individualized and continuously reinforced training experience.
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