How to use the ‘Works Compass’

The objective of using the ‘Works Compass’ is to ensure that all of your team members have their own business plan or plan to succeed in 2009. From a sales persons perspective the compass promotes positive performance and provides them with a clear direction for the quarter/year. From a sales managers perspective the compass ensures that your sales people are properly prepared and committed to achieving company goals and targets. The idea of using this planning tool with your sales people is to encourage them to come up with their own creative solutions to succeed which in turn encourages your sales people to take responsibility for their own success. You can use the compass as part of a one to one planning session with each team member however if possible I would advise that you get all of team members to complete their own compass as part of a team planning session or meeting. 
The first rule to using the compass is to understand that a sales target is not a sales person’s personal goal. Achieving a sales target is a means for a sales person to achieve their personal goals.
You would not expect your customers to buy your product or service without teaching your sales people to show your customers how your product or service will benefit them or the ‘what’s in it for them’ if they buy and the same applies to your sales people. In order to get sales people associated to the sales target you must firstly identify the ‘what’s in it for them’ to achieve target. Yes they get the paid for achieving target and yes they should simply do the job they get paid for which includes hitting target however in reality this is not what motivates sales people. Some will be motivated by financial gain to buy something they really desire, some are motivated to get away from debt and some will be motivated by gaining recognition for their performance which they might like to lead to career development. There are many reasons why sales people are motivated to achieve target. , they key to keeping your sales people motivated to achieve target is to firstly identify the real personal benefit that they will gain as a result of achieving target. Let me give you an example 
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In the above example you have a sales person living in a rented flat and their goal is to buy their own house. So the end goal, the ‘what’s in it for them’ is to buy their own house and overachieving their sales target is a way for them to gain the finance they need to buy the house.

Whatever your sales peoples personal goals are, their means to achieving this goal will always lead back to performing at work so effectively by identifying your sales peoples personal goals you create a win – win for both your company and your team members. Your sales people will become much more associated with their sales target and their level of commitment to achieving the sales target increases dramatically which leads to increased sales performance for you. By using the ‘Works Compass’ and setting personal goals with your sales people you will also be aligning personal and company goals which is vital for the success of a sales team. Once you have identified the ‘real personal goal’ you need to establish if ….
· It is a true goal or simply a wish

· How much they really want it

· That the goal is real for them & it is an area that they wish to improve in

· They are in control of it 

· That achieving this goal will move them forward 

· If it is an area that they have tried before 

· What the end result looks like 

· Whether it is stretching enough

Finally get them to write their goals down and ensure they are Positive, Personal and written in the present tense. A great example of a real goal would be ‘I have earned £15 000 by March 30th 2009 which I have put down as a deposit for my new house in Camberley’
Once you have identified the ‘what’s in it for them’ you are now ready to start using the ‘Works Compass’. The objective of using the compass is to break down all of the key priorities that your sales people need to focus within their roles over the next 3 months or whatever timeframe you choose in order for them to achieve their personal goal. You complete the compass by starting from the most inner circle ‘Identifying priorities’ and you work your way out to the final circle ‘Agreeing actions’.

Step 1 

Identify all of the key priorities your sales people will need to focus on in order to gain their ‘real’ personal goal and enter them into the inner most circle of the compass. Examples of some of the key priorities they may or should suggest are: 
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They can identify anywhere between 1-6 key areas to focus on. All of the areas that they focus on should take them closer to achieving their own personal goals. 
Step 2 

‘Start with the end in mind’ – Stephen Covey

You have now identified the key priorities that your sales people need to focus on, so the second step is to identify what the ‘end result’ looks like. Do not let your sales people get away with general statements or loose goals; you need to ensure that the final goal is specific, measureable, achievable, and realistic and that they are time bound. 

The final goal should be what each priority would look like if it scored 10 out 10 in terms of their level of satisfaction. This should be their final destination, the end point of this particular journey. 

Identify the end goal by asking…

‘If that area of your work/career/life were exactly as you would like it to be so scoring 10/10 in terms of your level of satisfaction, what would 10/10 look/sound/feel like?’ Example - If one the key priorities is increasing productivity 
· A great final goal would be … ‘I have increased my outbound call times to 3.5 hours on a daily basis by March 30th 2009’

· A bad final goal would be… ‘ I will try to increase call times to 3.5 hours’
Write the final goals in one clear sentence on the 2nd circle called Final goal. 
Step 3 

We all have strengths that will help us achieve our goals. By labelling your sales peoples strengths you will increase their confidence, self-esteem and belief in achieving their goals as they already have some strengths to help them achieve it. 
To identify strengths you can ask your sales people….

· What positive things are going on in that area?

· What’s working well?

· What skills have you already got? 

· What helpful habits do you already have?
· What have your already tried that worked well, even if only for a short period.
We very rarely talk about our strengths so some of your sales people may find this part of the compass quite difficult. If they are uncomfortable or find it difficult to recognise strengths a great exercise to use at this point is to put your sales people into groups of two and ask them to identity each others strengths. Once they have identified their strengths ask them to tell 5 other people about their strengths. Again, this will be uncomfortable to start with however the 3rd, 4th and 5th time to say it; it will become more natural and easier to discuss their strengths. 
Label their strengths in the boxes on the side panel of your works compass. 
Next identify the gap between where your sales people are today and where they need to get to. Measure the gap by asking them:

· So, where are you now on your journey to your final goal?

· Think about the gap between where you are now and where you want to be.

· Remember the skills and good habits you already have. 

· 10: everything is perfect

· 0: absolutely nothing is happening

You have now identified the gap that they need to fill in order to achieve their goal. Enter their score out of 10 in the Priority section of the compass.  
Step 4 

You will help your sales people to have more control over their goals and give them more confidence to achieve them by breaking them down into smaller and more achievable chunks. In step 3 you set the final goal, you have identified their strengths and the gap between where they are today and where they need to be within each area they need to focus on so the next step is to set their first journey goal. A journey goal is almost like the first signpost they will reach which will tell them that they are on their way to achieving their final goal. 

Example 
The final goal could be’ I have gained £20 000 additional revenue from new product sales by March 2009’.

Therefore the 1st journey goal could be ‘I am making 20 new customer calls per day and have created a new business pipeline of £10 000 by the end of January 2009’ 

Journey goals are simply the milestones to achieving their final goals. Every time they reach a milestone you set the next journey goal. Journey goals/milestones are a fantastic way for sales managers to track performance and a great way for sales people to see that their hard work is paying off as they are getting closer and closer to achieving their final goal.

Enter the journey goals in one clear sentence on the journey goal circle.

Step 5 

Identify possible barriers that your sales people may face. 

Have you ever set yourself a goal and not achieved it? For most of your sales people the answer will be yes. 

Achieving goals generally involves and element of change and sales people will most certainly have to cross some barriers in their journey to achieve their goals. If you identify possible barriers before they begin their journey you are equipping them to successfully overcome them. By not identifying possible barriers there is a huge risk that your sales people may lose motivation and confidence if they stumble across a barrier and are unprepared to handle it. There is also a risk that you are allowing your sales people to open the ‘excuses’ floodgates. 

If you ran a business would you consider possible obstacles and barriers … for example your competitors? If you ran a large blue chip company would you set goals and roll out targets without considering the possible barriers or obstacles like staff turn over or market conditions?  The answer would be no, the same applies to your sales people. Remember the compass is their own business plan so give them a chance to succeed by considering all of the barriers in advance. 

Barriers your sales people may come up with are:


· Time

· Market conditions
· The current economic downturn

· Not enough new customer data or data quality
· Customer spend reducing

· Motivation 

· Negative behaviour or beliefs
In my experience, barriers are generally perceived as being much bigger than they actually are. As a sales manager your role is to help your sales people break down their barriers so that they believe in their ability to achieve their goals. A great exercise to help break these barriers down is to put your team members into groups of two and ask them to come up with a possible barrier that they would be prepared to discuss. One person should play the role of the sales person and the other should play the role of the coach. The coach should ask the sales person the below questions. 

It is important that you ask the coach to not try and solve the barrier. They simply need to recognise the barrier and question why it is a barrier 

Example - Your sales person’s barrier is time

Coach asks- What Barriers are in your way?
· Why is time a barrier?
· How much time do you need?

· How have you overcome this barrier in the past?

· How might you negotiate this barrier?

· What things are worth trying?

· Write down some specific actions that will help you be successful?

Once the sales person has identified possible options that will help them to overcome the barrier the coach should ask… 

· What happened to the barriers once you started talking about them?

· How did you feel? Is it really a barrier or an excuse?

By simply talking about the barrier and thinking about possible solutions in advance you can, in most cases completely remove or reduce the barriers to their success.
Complete this exercise for all barriers and enter the ‘real barriers’ on to the barriers circle on your compass.
Step 6 

‘Goals without actions are just a way of filling your day’ – Tony Robbins

Goals are great however without taking action everyday to achieve your goals they are simply wishes that are written down or even worse it is simply your sales people telling you what they think you want to hear. For sales people to achieve their goals you must encourage and coach them to set actions and to take action on a daily basis. 
The first step to deciding which actions to take is to generate lots of ideas as to what they could do. 

To generate all the options I would suggest that you run a brainstorming exercise within a team environment as every suggested option could benefit multiple members of your team. 

Post-it notes came from a scientist who had a project to see if he could invent re-usable glue – one sometimes strange or novel idea often sparks another

Start your session by simply asking what could you do to improve within each particular priority? Highlight the fact that at this stage it is simply what could you do, not what will you do. 
At this point there should be NO suggestions from the sales manager – your sales people need to suggest the option to own to action
Start the discussion by asking ‘what could you do, not what will you do?’
To generate lots of ideas and options you could follow it with ‘what could you do if?
· Resources were unlimited

· You devoted yourself to resolving this issue

· If you didn’t have to live with the consequences

· If you totally believed in yourself

· What might your friend or colleagues suggest you do?

· What if you secretly knew the answer, what would it be?

· What if the obstacle did not exist, what would you do?

· What if you were performing at your best, what could you do?

· Think about previous attempts – what does that tell you about going forward

This exercise gives your sales people the freedom to be more creative .Once you are happy that they have generated all of the options ask them to look at their list more critically and select x amount of options that they will turn into actions. 

It is vital that sales mangers do not set actions for their sales people. Whoever sets the actions owns the action! Therefore if you set their actions and they don’t do it then you are opening a can of worms as your sales people could say that you set the action and the reason they did not achieve it is because they were uncomfortable with it. 

Sales people own the goals so let sales people should set their own actions.
Enter all of the actions on ‘actions circle’ of your compass

Finally, you need to set a target date when the agreed actions will be taken. Once each action is achieved, they create another set of actions. All actions they agree to should take them one-step closer to achieving their final goals. 
Summary of the ‘Works compass’
Proper Planning Promotes Positive Performance
Congratulations! You now have a created a water tight business plan for each of your sales people to be successful in 2009. Continue to monitor and track their performance and remember this should not be a one off exercise, the ‘Works Compass’ should be used as a working document and updated on a regular basis.
Give it a go this quarter! I have used this same tool with many sales people and leading executives within sales organisations and the results are astounding every time. 

If you would like us to come into your organisation and run this team planning session for you please email Fiona Challis on fiona@salesandsensibility.com or call 01189 767658. 
Prices start from £750 for a half day workshop and £1500 for a full day workshop. Maximum: 15 people per workshop.
Good Selling 

Fiona Challis 

Sales & Sensibility coaching 

Tel: 01189 767658

Mob: 0781 293 8126

www.salesandsensibility.com
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To achieve the end goal the sales person needs to:


Increase productivity


Sign more new business contracts


Achieve target 


Earn more money. 
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