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Preface and Acknowledgments

Media Selling, 4th edition is an update of Media Selling, 3rd edition, which I wrote with another author. I wrote all the chapters of the fourth edition unless otherwise noted. Media convergence, fragmentation, the growth of online advertising, especially Google and search advertising, the difficulties of cross-platform selling, and the decline of newspapers, magazines, and radio necessitated a revision.

The third edition chapters on Media Research, Newspapers, Television, Radio, Cable, Magazines, and Interactive have been rewritten to reflect the current marketplace and media environment. The Interactive chapter has been renamed “The Internet” in order to reflect current usage. Chapter 7 of the third edition, “Skills: Effective Communication, Effective Listening, and Understanding People,” has been shortened to eliminate much of the information on communication theory. National selling has been emphasized and local selling somewhat de-emphasized (except in radio), based on comments from professors who used Media Selling, 2nd edition. Chapters on Yellow Pages, Outdoor, and the Future of the Media have been eliminated. I realized that the third edition’s predictions for the future were so far off that it was a waste of my and readers’ time to attempt to predict the next big thing.

Focus of the Book

Media Selling focuses on several basic concepts:

	Selling after the advent of Web 2.0 and Google’s AdWords has changed irreversibly. There are now two basic types of selling: (1) Personal, face-to-face selling, on which this book focuses because it is the most prevalent type of selling done by television, newspapers, magazines, radio, and Web sites and portals that feature display, rich media, and video advertising. (2) Computerized selling done on the Internet by means of an auction, as pioneered by Google’s AdWords, in which search advertising is sold. This type of advertising and its ramifications will be covered in more depth in Chapter 20, “The Internet.”
	Personal selling without tricks or manipulation – with authenticity – in order to build and maintain long-term relationships based on trust.
	The imperative of honesty, integrity, and ethics in selling in this era of corporate misdeeds and erosion of confidence in the media, and in this new era of transparency in which it is virtually impossible to erase the digital footprints of misdeeds.
	Attitudes control successful sales performance, and attitudes are controllable by using sound goals and objectives to motivate salespeople and help them achieve their dreams.
	Developing emotional and social intelligence – self-awareness, self-management, social awareness, and relationship management – are necessary for success in selling.
	Understanding of the basic principles of persuasion and influence is important for today’s media salesperson.
	Solutions selling, meaning selling solutions to marketing and advertising problems.
	Because a majority of media business is conducted through negotiating, today’s media salespeople must be expert negotiators.
	Understanding the concepts of marketing and advertising in order to develop appropriate solutions.
	Understanding the strengths and weaknesses of all of major media is important in an era of cross-platform selling.


Unique Features

The fourth edition of Media Selling has several unique features:

	A fully integrated and organized selling system – AESKOPP – that enables salespeople and sales managers to organize and evaluate sales efforts.
	A strategic personal selling approach that emphasizes solving customer problems by developing trusting, long-term relationships using the wisdom of emotional intelligence and the principles of persuasion and influence.
	Definitions of the six steps of personal selling that focus on discovering and understanding customer needs and wants, solving advertising and marketing problems, and getting results.
	Tips on organizing, writing, and delivering major presentations to groups at key accounts.
	A thorough section on negotiating and closing.
	Tips on effective sales organization systems, To-Do lists, and time management.
	A Web site (www.mediaselling.us) that contains sample presentations, blank forms, outlines, a success case study, and helpful articles.
	A Web site (www.mediaselling.us) that contains a companion book, Media Sales Management, that is available free.


Most books on personal selling tend to assume a salesperson sells a product with a fixed price, and once a salesperson overcomes objections, an order will follow at that price without negotiating. Television, cable, online, and radio prices have traditionally been fluid and negotiated, while newspapers and magazine prices have traditionally been more rigid. However, today newspapers’ and magazines’ rates are being negotiated more often, especially on a corporate or group basis. Closing becomes a part of the negotiating process and stresses getting commitment rather than trying hard closes, because old-fashioned closing techniques do not work with today’s sophisticated media buyers and customers.

Style of the Book

I and the other contributors have tried to write the book in a relatively informal, personal style. Incidentally, I have used the term salesperson throughout this book instead of sales representative or account executive or account manager just to be consistent, because they all mean the same thing.

Media Sales Management

A complete, thorough companion text to Media Selling, titled Media Sales Management, is available for free downloading on www.mediaselling.us.

Media Sales Management includes chapters on how to hire the best people, training exercises, sales management case studies, an in-depth performance coaching system, a discussion of sophisticated pricing strategies that will increase shares of business, and much more. It is designed to be used along with Media Selling in a college course on Media Sales and Sales Management and for working media sales managers and ad directors.
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1

The Marketing/Media Ecology

Charles Warner

What Is Marketing?

Some Brief Economic History

The Marketing Concept

What Is Advertising?

The Media

The media are integral elements of America’s economy and of the marketing process that is vital to that economy’s vigor. Consumer demand (and spending) are what drives the economy, and it is marketing and advertising that fuel consumer demand. Advertising is a major component of marketing and it is through  the media that consumers receive advertising messages about products. If any one of the three elements (marketing, advertising, and the media) is not healthy, the other two cannot thrive. This chapter will examine the interdependent relationships among marketing, advertising, and the media.

What Is Marketing?

In his influential book, The Practice of Management, Peter Drucker, “the Father of Modern Management,” presented and answered a series of simple, straightforward questions. He asked, “What is a business?” The most common answer, “An organization to make a profit,” is not only false; it is also irrelevant to Drucker. If we want to know what a business is, we have to start with its purpose. “There is only one valid definition of business purpose: to create a customer,” Drucker  wrote.

Drucker pointed out that businesses create markets for products: “There may have been no want at all until business action created it – by advertising, by salesmanship, or by inventing something new. In every case it is a business action that creates a customer.” Furthermore, he said, “What a business thinks it produces is not of first importance – especially not to the future of the business and to its success.” “What the customer thinks he is buying, what he considers ‘value,’ is decisive – it determines what a business is, what it produces and whether it will prosper.” Finally, Drucker said, “Because it is its purpose to create a customer, any business enterprise has two – and only these two – basic functions: marketing and innovation.”1

Notice that Drucker did not mention production, manufacturing, or distribution, but only customers. That is what marketing is – a customer-focused business approach. The production-oriented business produces goods and then tries to sell them; the customer-oriented business produces goods that it knows will sell, not that might sell.

Another leading theorist, former Harvard Business School Professor Theodore Levitt, wrote an article in 1960 titled “Marketing myopia” that is perhaps the most influential single article on marketing ever published. Levitt claims that the railroads went out of business “not because the need [for passenger and freight transportation] was filled by others . . . but because it was not filled by the railroads themselves. They let others take customers away from them because they assumed themselves to be in the railroad business rather than in the transportation business.”2 In other words, they failed because they did not know how to create a customer; they were not marketing-oriented. Where would makers of buggy whips be today if they had decided they were in the vehicle acceleration business or in the transportation accessory business instead of being in the buggy whip business?

Levitt cited the problems Detroit’s car manufacturers were having in 1960 and would have in the future – they were too production oriented. When American  automobile makers researched the needs of their customers, they merely found out customers’ preferences among existing products. Japanese automobile makers did the  right research in the 1970s and gave these customers what they really wanted and still are doing so today, as evidenced by the fact that Toyota has become the world’s number-one car manufacturer.

As a result of the customer-oriented, marketing approach espoused by Drucker, Levitt, and other leading management and business writers, many companies asked themselves the question, “What business are we in?” and subsequently changed their direction. They began to have a heightened sensitivity to customers and began to change the old attitude of “Let’s produce this product because we’ve discovered how to make it.”

In today’s economy the customer rules and any company that does not put their customers on a pedestal and make raving fans of them will disappear from the business landscape as fast as so many of the dot.coms did.

Some Brief Economic History

From the beginning of the eighteenth century to the latter part of the nineteenth century, America had little or no mass-production capability. People devoted their time to producing agricultural goods, building manufacturing capacity, and developing commerce. They concentrated on inventing and manufacturing  products. It was the era of production.

By the beginning of the twentieth century, the population had spread out from the East Coast, manufacturing had become efficient, and surpluses had developed. The basic problem shifted from one of production to one of distribution – getting the plentiful goods to people. Thus, in response to the new challenge, businesses developed new distribution systems: mail-order houses (the beginning of Sears, Roebuck and Company), chain stores, wholesalers and distributors, and department stores. It was the era of distribution.

When the 1920s came roaring in, the problem changed from one of supply to one of demand. Mass production and mass distribution were in place and an abundance of goods was produced and distributed. The problem now was to convince consumers to buy what was available. Enter the era of selling, as businesses attempted to create a demand for the products they had produced and distributed with more intensive selling techniques and advertising. Manufacturers made deceptive and extravagant promises about products, and high-pressure selling tactics were common, especially during the Depression in the 1930s as businesses became more desperate to sell their products.

After World War II, businesses had no trouble selling whatever was made. Consumers released their pent-up demand for goods built up during the years when manufacturing capacity was directed toward supplying the war effort. However, by the 1950s, consumers were beginning to be particular and to demand more choices; they wanted what they wanted, not what manufacturers happened to want to produce. The era of marketing  had begun. Those businesses, such as IBM and General Electric, that recognized the shift in consumer attitudes adopted a consumer-driven approach and survived; those that did not, such as the Pennsylvania Railroad, disappeared.

As has been widely reported, we are now in the era of information. Those businesses that can provide, distribute, organize, access, and create information are the ones that are growing rapidly. Google is an information era company that, by creating popular search technology, has more market capitalization than General Motors or Ford, older production-oriented companies. The Internet is the ultimate distribution channel for information and has become an integral part of most companies’ marketing efforts.

The Marketing Concept

The fundamental concept underlying marketing is that of consumer orientation; however, just because a business is consumer oriented doesn’t automatically ensure its competitive survival. Two other ideas must accompany consumer orientation for the marketing concept to be complete: profit and internal organization.

To continue to be sensitive to consumer needs, a business must also stay in business by making a profit. Although Drucker pointed out that profit is not the purpose of a business, profits are still the fuel that keeps the machines of business running; thus, profits are a necessary ingredient in the marketing concept.

To serve consumers, businesses must be organized internally to do so. The efforts of a number of functional areas or departments have to be coordinated so that all of them have the same goal – to create customers by serving the customers’ needs.

When the marketing era evolved in the 1950s, many marketing-oriented companies, such as Procter and Gamble (P&G), realized they had to change their internal organizational structure to accommodate their change in corporate strategy from production orientation to marketing orientation. They went from an organizational structure based on function (manufacturing, engineering, sales, and distribution) to one arranged by product (Tide, Jif, Crest, and so on).

Thus, a marketing-oriented company will typically organize around its marketing effort and put those functions that relate directly to marketing under the organizational wing of marketing – departments such as sales, product design, consumer research, advertising and promotion, and customer service, for example.

The efforts of marketing-oriented departments are directed toward customer satisfaction, and more important, customer loyalty. Profit is the reward a business reaps from satisfied, loyal customers.

You might have noticed that we have been using the terms “customers” and “consumers” interchangeably. It is time to clear up that confusion and accurately  define the terms. A customer buys a product, a consumer uses a product. Sometimes a customer and a consumer are the same person, for example, the man who buys an electric shaver for himself and uses it. Sometimes they are different people, for example, the girl who says she wants an iPod Nano and her mom who buys it for her. P&G’s customers are retailers and their consumers are people who buy Crest. By advertising to consumers and creating demand for Crest, P&G pulls the product through the distribution system. Some manufacturers do not advertise their products but sell them to wholesalers who they hope will sell the product to retailers and, thus, push it through the distribution system. In the media advertising business, the customer is the advertiser and the consumer is the viewer, reader, or listener.

You will find a more detailed discussion of marketing and marketing strategies in Chapter 15, because media salespeople must have a deeper understanding of marketing than is provided here in this introductory section in order to be effective problem solvers and solutions sellers.

What Is Advertising?

Harvard Business School professor Theodore Levitt changed the direction of marketing with his 1960 article “Marketing myopia,” and he changed the perception of advertising ten years later with his article “The morality (?) of advertising.” Levitt wrote that “In curbing the excesses of advertising, both business and government must distinguish between embellishment and mendacity.” He presents a philosophical treatment of the human values of advertising as compared with the values of other “imaginative” disciplines.3

Levitt defended advertising against critics who would constrain advertising’s creativity, who want less fluff and more fact in advertising. Many critics of advertising come from high-income brackets in business and government whose affluence was generated in industries that either create (advertising agencies) or distribute (the media) advertising, in industries that have grown through the use of effective advertising, or by using advertising to promote themselves (politicians). Thus, advertising’s critics must look carefully at their own glass houses when throwing stones at advertising.

Also, advertising’s critics, Levitt claims, often view the consumer as a helpless, irrational, gullible couch potato, which is far from the truth. As David Ogilvy, the advertising genius and practitioner par excellence, wrote to his advertising agency copywriters in his book, Confessions of an Advertising Man, “the consumer is not an idiot, she’s your wife.”4 Obviously, when Ogilvy made the comment in 1963, most copywriters were men, which is no longer the case.

Levitt, too, believed that “most people spend their money carefully” and are not fooled by advertising’s distortions, exaggerations, and deceptions. He writes that rather than deny that distortion and exaggeration exist in advertising, these properties are among advertising’s socially desirable purposes. Levitt goes on to say “illegitimacy in advertising consists only of falsification with larcenous intent.” Levitt’s thesis is that advertising is like poetry, the purpose of which is “to influence an audience; to affect its perception and sensibilities; perhaps even to change its mind.” Advertising, like art, makes things prettier. “Who wants reality?” Levitt asks. When most people get up in the morning and look at reality in the mirror, they do not like what they see and try to change it by shaving, using hair gel, or applying makeup. These things give people hope that they will be better accepted, more attractive, and thus happier. The goal of the poet, the artist, and the composer is similar to the goal of an ad – creating images and feelings. Most advertising, especially on television, is about feelings and emotions. It is about trying to make people feel good about a product. Levitt writes that “Advertisements are the symbols of man’s aspirations.”5 So, Madison Avenue (as the advertising industry is often referred to), like Hollywood, is selling dreams, and dreams and hope are essential to people’s well-being.

Google extended the definition of advertising to include search, or keyword, advertising, that is limited to two lines of copy underneath a link to a commerce Web site on which people can buy a searched-for item or get more information. No image making or branding is involved, yet it is still considered advertising.

Furthermore, advertising develops mass markets for goods, and mass production reduces the cost of producing these goods. Thus, advertising is a major contributor to reducing manufacturing costs, search costs, and, ultimately, retail prices. Products such as personal computers, digital video disc (DVD) players, video cameras, iPods, and personal digital assistants (PDAs) steadily come down in price as the market for them grows larger and as manufacturing savings are passed on to consumers in the form of competitive pricing. Consumers get information about these reduced prices through advertising, by the way, not via smoke signals.

Advertising is not only an important part of the nation’s economy, but also, as the nation’s population increases and products proliferate, advertisers and their agencies will continue to invest more money in the media to reach these consumers. You will find a more detailed discussion of advertising and advertising strategies in Chapter 17, because media salespeople must have a more in-depth understanding of the principles of advertising than is provided here in order to be effective sellers of advertising.

The Media

Advertising is one of the integral elements of the marketing process, just like sales, product design, promotion, and customer service are. We might look at advertising as the mass selling of a product. Where is advertising seen or heard? In the media. What business is an advertising agency in? In the advertising creation and placement business. What business is the media in? The advertising delivery business.

When people talk about the media, they are referring to the distributors of news and entertainment content – television, the Internet, newspapers, radio, and magazines. However, newspapers are not in the news business, magazines are not in the fashion business, and broadcast and cable television are not in the entertainment business. All of these media are supported entirely or in part by advertising and are, therefore, in the advertising delivery business.6 The media are dependent on advertising, and advertising, as an integral part of a larger marketing system, is co-dependent on the media. Without the media to reach large numbers of consumers with an ad or a commercial, marketers would have to go door-to-door and try to sell their goods one-on-one through personal selling or consumers would have to wander from store to store wondering which sold the product they needed – both very expensive undertakings. Advertising agencies would not exist if there were no media to run the ads they created.

The reason marketers and advertisers are dependent on the media is because the media are pervasive and popular with consumers (viewers, readers, listeners) and are their link to the global village. People love their media and depend on their media – their favorite television program, such as “American Idol,” their favorite Web site, such as MySpace.com or Facebook.com, their favorite magazine, such as People, their favorite Country music radio station, or their  favorite newspaper, like the Wall Street Journal. Because of this affection and dependency, the media are actually the most powerful business in the country – more powerful than the industries, celebrities, and politicians they cover, expose, and glorify.

It is because of this enormous power coupled with a perception that the media emphasize negative news, poor-quality, user-generated video, or sex and violence that people probably have such a low opinion of the media. Americans seem to blame all the ills of society on the media. It is for this reason that we have devoted a separate chapter in this book to ethics. Chapter 3 emphasizes the importance for salespeople to deal with customers ethically, because the reputation of the media is at stake, and that reputation needs to be improved.

The role of the media is to expose consumers to advertising, not to guarantee sales or results to advertisers. The media are just that – a medium, a connection between advertisers and customers. There are signs in radio station KOMC/KRZK  in Branson, MO, for example, that read “Our purpose is to bring our audience and advertisers together,” which is exactly what Google’s search advertising does. When asked in an interview in a national business magazine what the radio business was all about, Lowry Mays, founder of Clear Channel Communications, replied, “To help people sell more Fords.” These signs and statements reinforce the notion that the media are in the advertising delivery business.

In most of the world’s countries, the media are supported and controlled by government; however, the media in the United States are kept free from government control and interference because of advertising support. The mass media from which the American public gets the vast majority of their information and entertainment are free or relatively inexpensive because they are supported by advertising. If Google were not supported by advertising, people would have to pay a few cents for each search. A daily newspaper that costs 50 cents at a newsstand would cost $6 or $7 were it not for the advertising, plus the newspaper would be much less desirable and useful for consumers if it contained no classified ads, no movie listings, or no bargains for price-conscious shoppers.

Finally, in spite of a love–hate relationship between the public and the media, or perhaps because of it, most media companies are profitable. Many of the great fortunes in the world have been built in the media. Even if new products do not survive in the marketplace, the media still receive the advertising dollars invested to introduce the product, just as the media get the advertising revenue from political candidates who eventually lose. The profit margins in the media are, as a rule, higher than in most other industries, except for the software industry, perhaps. Top-rated radio and television stations in major markets often have profit margins of 50 percent or greater. Newspapers in large markets are usually monopolies or close to it because joint operating agreements and profit margins often reach or exceed 20 percent, although these margins have been declining in recent years. Popular national magazines often have similarly high profit margins, although smaller magazines are having problems making a profit after the recent increases in postal rates. Websites and portals such as Google, Yahoo!, and AOL are quite profitable.

The reason for these high profit margins is because in an advertising-supported medium such as radio, television, newspapers, magazines, and Web sites, the cost of putting in an extra ad has no or very low incremental costs involved. For example, in television, the time for commercials is baked into most programming,  so if a commercial is not scheduled in a commercial pod, a promotion or public service announcement will run. A television station does not expand the programming time if it does not have commercials to run. Thus, at a television station, it costs nothing to add a commercial – there are no incremental costs involved. On the other hand, if an automotive manufacturer sells a car, it has to build one with all of the concomitant costs involved (labor, materials, transportation, etc.). Once a radio or television station has sold enough advertising to cover its cost of operations and debt payment, if any, all additional advertising sold is virtually 100 percent profit. In newspapers and magazines, which have an additional revenue stream, that of subscriptions, once the cost of operating is recovered, the incremental cost of adding a page of advertising is very low in comparison to the cost of an ad to an advertiser.

What this profitable economic model means for salespeople is that advertising revenue is extremely profitable and, therefore, there is more money to distribute  to salespeople in the form of compensation than in less profitable industries. Media salespeople are among the highest paid of any industry.

Test Yourself

1 In the era of marketing, what is the primary focus?

2 Why are consumer orientation, profit, and internal organization important to the marketing concept?

3 What is the difference between a customer and a consumer?

4 Is advertising distorted and exaggerated? If so, what do you think Theodore Levitt might say about this contention?

5 What business is the media in?

6 Why are the media potentially so profitable?

Project

Make a list of all of the local media in your market: radio stations, television stations, cable systems, newspapers (daily, weekly, shoppers, suburban, ethnic, etc.), local magazines or journals (e.g., local business journals), outdoor companies, bus or subway posters, Yellow Pages, and local Web sites that sell advertising. Interview one or two sales managers or advertising directors of some of the media that have revenue in addition to advertising (newspapers subscriptions or a Web site’s e-commerce, for example) and get a rough estimate of what percentage of revenue comes from advertising and what percentage comes from other revenue sources. Then write some notes about what surprised you in this exercise.
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www.adage.com (Advertising Age online)

www.onetvworld.org (Cable Television Advertising Bureau online)

www.editorandpublisher.com (Editor and Publisher online)

www.mediapost.com (daily updates about all of the media and media research)

www.iab.net (Internet Advertising Bureau online)

www.newspaper-industry.org (newspaper industry information)

www.oaaa.org (Outdoor Advertising Association of America online)

www.rab.com (Radio Advertising Bureau online)

www.tvb.org (Television Bureau of Advertising online)
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5 Levitt. “The morality (?) of advertising.”

6 HBO is on cable television but is not supported by advertising, but by a monthly subscription fee. Therefore, HBO, and other premium cable service, are not in the advertising delivery business, but in the subscription television business
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Selling: Assumptions, Approaches,  and Types of Selling

Charles Warner

Assumptions

Approaches

Types of Selling

Sales Department Structures

Why a Systematic, Strategic Approach Is Necessary

The first sale I ever made was for a television station in South Carolina in 1957. The owner of the station had called up a local florist and suggested to the proprietor, Mr Parrott, that his shop purchase a spot next to a popular CBS network program. The owner of the television station explained that the Florists Delivery Service (FTD) was a regular sponsor of the highly rated program, “Person To Person,” and that a lot of people would be watching. The flower-shop owner could buy a commercial linking him to the prestigious network program and its national sponsor.

The station owner called me into his office and told me to run down the street and sign up Mr Parrott. I did precisely as I was told. I ran down to the florist shop with a sales contract in my hand and had the following conversation:

“Hi, Mr Parrott. I’m Charlie Warner. Mr Brown sent me down here to pick up an order for an adjacency next to ‘Person to Person.’ ”

“A what?”

“An adjacency – a commercial next to Edward R. Murrow’s program ‘Person to Person.’ ”

“Oh, yes. Well, I told him I’d try it. How much is one?”

“Here’s our rate card. Would you like an ID or a chain-break?”

“A what?”

“A 10-second or a 20-second spot?”

“Oh. Let’s see, the 10-second one is cheaper. I’ll take it.”

“Would you like to buy more than just one?”

“No, not now. I’ll try it this first time out. How much?”

“That will be $28.44.”

“OK.”

“Great. Let me fill in this contract here for you to sign. Oh, by the way, there’s a charge of $10 for us to make a slide for you.”

“A what?”

“A slide. You know, a picture to go up on the TV screen.”

“Oh, yes. A picture is extra?”

“Of course. We have to charge for production.”

“Oh, a picture is production?”

“Yes. I’ll have our promotion man design one and get back to you with the artwork.”

(Long pause while filling out the contract.)

“Sign here, Mr Parrott.”

“Well, OK, I guess . . . I never watch television myself. I hope it works.”

“Thanks. I’ll be back in a few days with your slide.”

A station artist made a 35-mm slide, the client approved it, and the brief, static commercial ran next to “Person to Person” on Friday night. I returned to see the florist the following Monday afternoon and had this conversation:

“Hi, Mr Parrott. Did you see your spot?”

“No.”

“Oh, er . . . well, would you like to buy it on a regular basis? I can give you a discount

if you sign up for thirteen weeks.”

“I don’t believe so.”

“Why?”

“I didn’t get any results. Nobody has called today.”

“Well, that’s . . .”

“No. I can’t afford it anyway. TV is too expensive.”

“OK. Well, thanks anyway.”

What went wrong with this sale? If you answered “everything,” you would be correct. First, the owner of the station was concerned with selling his product, not with satisfying his customer’s needs; he was product-oriented, not customer-oriented. He apparently did not inquire about what the customer wanted, or if he did, he did not communicate it to me. The instructions were to “get an order,” not to “find out what Mr Parrott wants and needs.” Second, the owner took a very short-range point of view; he was not interested in creating a repeat customer, or in developing a long-range relationship and partnership, only a one-shot sale.

If the owner was initially at fault, I, as rookie, compounded the errors tenfold. First, I made no attempt to prepare for the call or to consider a strategic approach. Second, I used jargon; I failed to put things in the prospect’s language. Next, I did not ask any questions to determine what his advertising goals and problems were; I just handed the florist a price sheet (rate card). I did not control the interview by using probing questions, and the questions I asked were the wrong ones, ones that easily could be answered in the negative. I did not pick up cues about the prospect’s expectations (“I’ll try it this first time out”) or, most important, try to control his expectations.

Instead of explaining the production charges earlier, I presented them as an add-on after I told him the price. I not only told him to sign a contract for just a small amount but also asked him to wait while I filled it out in front of him. In addition, the client had to ask me what a slide was and I probably made him feel ignorant. Because I was not listening attentively, I did not catch the prospect’s doubts (“I hope it works”). I failed to try to build a relationship by developing rapport or being empathetic. I had no skills in understanding objections and then dealing with them. Finally, I told the prospect to sign (“Sign here . . .”) and I made  no attempt to make the customer feel good about his purchase and reinforce his good judgment.

When I eagerly returned the following week, I began by asking the wrong question, got a predictably negative answer (which I did not handle well), and went immediately to a weak close based on a price concession. Finally, I gave up too easily. I realized by that time I had done everything wrong; but even so, I still gave up too easily.

This book is about doing it right, about selling media with an in-depth, customer-oriented, solutions-based, partnering approach. This book is for people who hope to have or who have already begun sales careers in the media.

Assumptions

Three assumptions form the foundation of the media sales theories and methods proposed in this book.

Assumption 1: People are complex and basically trustworthy

Each person is a unique and complex individual who cannot be described adequately by simple, one-word, personality-type labels. People are enormously complicated and understanding them requires much more than snap judgments based  on first, or even second, impressions. Understanding people requires emotional intelligence, which will be covered in Chapter 6. It also requires effective listening skills, caring, fairness, and respect, which will be covered Chapter 7.

The assumption that people are basically trustworthy gives us a workable model for our actions. Think what the world would be like if we made the opposite assumption – that no one could be trusted. We could not tell anyone the truth and we would have no idea if what people told us was true.

In order to have a functioning society we must act on the principle of reciprocity, especially in regards to being straightforward, telling the truth, and trusting people. If we act on the principle that we get from people what we give them and, thus, offer the first gift of trust, the odds are that we will receive a reciprocal gift of trust in return. There will always be an occasional aberration in which someone does not return your trust and tries to deceive you, but that is life – nothing is perfect – and we cannot act as though no one can be trusted.

Assumption 2: Personal selling is a worthy craft

This statement includes several important concepts. First, personal selling is about dealing with people – the most fascinating, complex, challenging, and fun type of selling there is because people are fascinating, complex, challenging, and fun.

Second, selling is a craft. Selling contains a body of knowledge and techniques that can be learned, but can only be perfected through practical experience, which makes it a craft. The craft of selling is expressed and exercised primarily through understanding people.

Third, selling is an expression of worthy values – freedom and independence. Selling affords people freedom in dealing with the most complex subject, people, and selling allows you the freedom to express yourself. Selling also gives you the independence you need to have control over your own actions and work habits and, therefore, to have an exciting daily challenge. In addition to freedom of movement, action, and independence to work at your own pace and in your own way, selling also gives you the opportunity to earn an excellent living if you are good at it.

Fourth, selling is worthy because you are helping other people – you are helping them get what they want, helping them to be successful. You help advertising agency buyers get what they want for their clients and you help advertisers get results as they define them and sell more goods. In a sense, you are helping fuel the economy.

Fifth, selling fosters optimism, self-confidence, and the belief in the inherent rationality and goodness of people. Selling encourages, virtually forces, people to have a positive view of the future, of themselves, and of others – to have a healthy outlook on life. You cannot face selling, day in and day out, if you do not believe in your ability to help your customers solve their marketing and advertising problems. There is great personal satisfaction in helping your customers get results, sell more products, and be successful.

Assumption 3: The media are highly visible, important, and under attack

The media, including Web sites and blogs, are ubiquitous and powerful, and they transmit advertising, political, cultural, social, and moral messages (either intended or unintended) to a mass audience. Also, because radio and broadcast television stations operate on airwaves owned by the public and cable television operates on common-carrier-like technologies, these media are subject to a complicated web of government regulations.

Because of the complex and fuzzy combination of show business and public service, the media will continue to be loved and hated, praised and vilified, regulated and deregulated, and given credit or blamed for everything from keeping our nation free to poisoning the minds of our children. Salespeople in the media must learn to deal with all types of extreme reactions and to accept the fact that they, as representatives of their medium, will have to face these often highly emotional, reactions on a daily basis.

The good news is that, as a salesperson, you will have easy access to clients. The bad news is that your medium will be blamed for everything from a client’s sore back to the nation’s economy, and you will have to listen to the reasons for your medium’s and all of the media’s failures – people tend to lump all the media together as a target for their anger, so it does not matter if you’re selling for a Web site, a television network, or a newspaper, you will probably get comments about how awful the media are. You will have to learn to listen good-naturedly and non-defensively, and to take it.

The media industry is changing at an accelerated rate in terms of both technological advances and the audience’s tastes and needs. As America continues its transition from a production-oriented to an information-oriented industrial system, consumers become more particular and selective. This creates a shifting emphasis for salespeople – from that of selling and getting an order toward one of building relationships and solving problems. Meanwhile, there is less time available for preparation, planning, and negotiating as advertising schedules run for shorter and shorter periods of time and buyers wait until the last minute to place schedules.

In the past, the media enjoyed virtually guaranteed profits, but today the media are becoming increasingly fragmented. Too many media are chasing smaller and smaller market segments and profits are declining in many of the more traditional  media. This means that as the competition for advertising dollars increases, the need for effective salespeople increases, because, to quote an old saw, nothing happens until someone sells something.

The ultimate goal of a business is survival, and profits are critical for a business to survive. Profits are what are left over after subtracting expenses from revenue. There are only so many expenses that accountants and bean counters can cut from a company’s budget before cutting through muscle and deep into the bone, thus crippling the business. A more effective way to assure profits is to grow revenue, which requires salespeople, not accountants. Consequently, sales are critical to a company’s survival and growth, which is why salespeople are usually the last personnel to be cut during a business slowdown.

There have never been so many opportunities for competent salespeople in the media; and yet, selling is more difficult, complex, and competitive than ever before. To succeed, you must be better trained, better prepared, and better motivated  than was the case in the past, which is why you are reading this book.

With these assumptions in mind, let’s look at several approaches to successful media selling and several types of selling, and define some terms.

Approaches

The AESKOPP approach

Media Selling presents an approach that will help you organize your personal selling efforts and not only get you off to the right start, but also, if you follow the approach, keep you on that track to success. The question most asked by beginning salespeople is, “Where do I start?” The answer is: “Start with the AESKOPP approach.”

AESKOPP is a mnemonic that will help you remember the following elements of successful selling:

Attitude

Emotional Intelligence

Skills

Knowledge

Opportunities

Preparation

Persistence

We will look at each piece of the AESKOPP approach more closely in Chapter 4.

A relationship, non-manipulative, solutions approach

A relationship approach

Media selling is about establishing relationships and then getting customers and keeping them. Getting customers and keeping them involves a process by which salespeople help buyers get the products they want – it does not mean manipulating people to do things they do not want to do. The best way for salespeople to get what they want is to help buyers get what they want by building trusting relationships, guided by three basic relationship rules:

1 Do unto others as they would have others do unto them. This is a slight twist on the Golden Rule from the Bible, which assumes that everyone likes to be treated the same as you do – not necessarily so. It is better to observe people carefully and discover how they prefer to be treated without making any prior assumptions.

2 People like and trust people like themselves. People have an affinity for people similar to themselves – call it tribalism or elitism – but it is a reality that salespeople must learn to contend with.

3 People don’t care how much you know until they know how much you care. In other words, shut up, listen carefully, and give people signals that you care about them as people, not merely as potential sources of revenue.

A non-manipulative approach

Tony Alessandra and colleagues introduced the concept of non-manipulative selling in his well-organized and thoughtful book of the same name, Non-Manipulative Selling, in 1992. Along with sales experts and trainers such as Larry Wilson, Alessandra taught a new form of selling that did not rely on old-fashioned tricks and manipulation techniques. His approach was that of creating long-term customers and managing relationships. The next iteration of selling was the consultative selling approach, which was a further customer-oriented refinement of non-manipulative selling. Neil Rackham’s excellent book, SPIN Selling, best articulates the consultative selling approach. However, the latest maturation of the non-manipulative, consultative sales approach is a global trend toward solution selling, the ultimate customer-focused, non-manipulative approach, on which this book focuses.

A solution-selling approach

A relationship, non-manipulative, solutions-oriented approach to selling advertising in the media means helping buyers invest in advertising that provides solutions to marketing and advertising problems and that gets results.

Some definitions

Buyers  are divided into three types: prospects, customers, and partners.

Prospects are people who have not bought a product for a variety of reasons, ranging from never having heard of it to disliking it; prospects require developmental selling. In the media, prospects might be those people who (1) have never before advertised because they have an established business that they feel does not need advertising; (2) have never advertised because they are starting a new business; (3) advertise but not in your medium; or (4) advertise in your medium but do not use your network, station, Web site, newspaper, cable system, or magazine.

Customers are people who have either decided to buy a product or who have already bought a product and are going to buy it again. Customers require outrageous service that will make them “raving fans.”1

Partners are customers who have joined with a media company to conduct business based on mutual trust and, in a sense, to help each other to be more successful by cooperating in discovering innovative solutions that connect a partner to a medium’s audience in a way that delivers partner-defined results and jointly builds the brands of both companies.

Products are either tangible or intangible. Tangible products are goods you can see and touch, such as automobiles, personal computers, or cosmetics. Intangible products are services that cannot be seen, touched, or tested in advance, such as insurance, banking and financial services, or advertising.

Tangible products can be experienced and they are usually easy to demonstrate – product features and benefits are apparent before a purchase. However, even tangible products have some degree of intangibility, as pointed out by Theodore Levitt:

You can’t taste in advance or even see sardines in a can or soap in a box. This is common for frequently purchased moderate- to low-priced consumer goods. To make buyers more comfortable and confident about tangibles that can’t be pretested, companies go beyond the literal promises of specifications, advertisements, and labels to provide reassurance.2

Packaging is one common tool used to make the intangible elements of products more tangible in a customer’s mind – for example, putting pickles in a glass jar so purchasers can see them. Advertising is another tool used to communicate  advance assurances that a product is what it says it is.

It is harder to keep customers satisfied with intangible products than with tangible ones. The biggest problem with intangible services – such as advertising, insurance, or banking services – is that customers are usually not aware of the full range of services they are getting until they no longer get them. Therefore, they rarely appreciate the positives, and the negatives tend to be blown out of proportion. This situation means that intangibles require more service and greater efforts on the part of salespeople. From now on all products and services will be referred to as products, whether they are tangible or intangible.

Interactive advertising has changed the nature of servicing intangible products as dramatically as it has changed the nature of selling. Advertisers can now receive detailed information about their schedules online, without communicating with a salesperson, which changes the servicing role of a salesperson, as will be covered in Chapter 13.

A systematic approach: the Six Steps of Selling

One of the many mistakes I made on my first sales call to Parrot’s Flowers was that I immediately went into a presentation and close without identifying Mr Parrott’s problems. I didn’t follow the six steps of selling:

1  Prospecting

2  Identifying problems

3  Generating solutions

4  Presenting

5  Negotiating and closing

6  Servicing

We will go over each step in depth in the chapters that follow, but it is important to keep these steps in mind as you read this book and make sales calls. In the meantime, following are some definitions to start you off on the right foot

Prospecting.  Prospecting is finding potential customers – identifying people who have the money to advertise, who pay their bills, and who are a logical fit with your medium.

Identifying problems. After you find someone who is a prospect, you have to identify what their advertising problems are and why they might need your medium.

Generating solutions. Once you have identified a prospect’s problems, you must do some intelligent digging and research and come up with solutions. Next, you put your solutions into an arresting, believable, and winning proposal that puts them in the best possible light. Finding solutions to customer problems is the most creative and satisfying part of a salesperson’s job. Creativity is largely a matter of solving problems and then presenting them in new and different ways, so you must fully understand your customers’ marketing and advertising problems and have a full understanding of the capabilities of your medium in order to solve a customer’s problems and present your solutions creatively.

Presenting. Presenting is presenting your solutions convincingly, persuasively, and dramatically one-on-one or to a group of people. A successful salesperson must be comfortable and expert at presenting to individuals and to large groups.

Negotiating and closing. All media selling is based on negotiation, even Google’s  AdWords online-auction is an online, automated negotiation. The object of negotiating is to close a deal, to get an order, so negotiating and closing are one step.

Servicing. Selling is getting customers and keeping them. Servicing is the step of selling that keeps them.

As you go forward in this book, the Six Steps will give you a framework to begin thinking about selling in a structured, strategic, organized, and disciplined way.

The road to success in selling starts by taking one step at a time and in the proper order.

A strategic approach

A strategic sales approach includes a hierarchical set of concepts: Purpose, mission, objectives, strategies, and tactics. Like any military or business organization and their people, a sales department and salespeople must understand these five concepts and follow their precepts in order to have a consistent and meaningful  sales approach.

Purpose

The purpose of a media sales department or division is to maximize revenue by getting and keeping customers. In many organizations the head of sales has a title of Chief Revenue Officer. That title says it all and clearly states  the purpose of a sales organization.

Mission

The mission  of a media sales department or division must be the same as its parent company’s mission, and should be meaningful and uplifting, and present everyone in an organization, including salespeople, with a model they can act on daily. Go to www.charleswarner.us/articles/ESPNMSN.html to view ESPN’s mission statement, one of the best ever written. Google’s corporate mission is a simple and powerful mission statement that guides the company’s actions: “To organize the world’s information and make it universally accessible and useful.”

Objectives

The four objectives of a media salesperson in order to fulfill its purpose to maximize revenue and get and keep customers are:

[image: c16_image001.jpg] To get results for customers. Results must be defined by customers – increased sales, reduced distribution costs, increased profit margins, return-on-investment (ROI), increased awareness, or improved corporate image, for example. Salespeople must put customers first – not themselves, not their company, but customers.  If customers do not get results, they will not renew their advertising schedule. Thus, salespeople must take a long-term view and create renewable, replicable business.

[image: c16_image001.jpg] To develop new business. That is, to turn prospects into customers. Salespeople must continually develop new business not only to replace accounts that are lost each year due to normal account attrition but also to ensure growth. The most important reason for constantly developing new business is to create demand, because it is demand that largely determines the price of media advertising. Salespeople who do not continually seek out new accounts are like sailors who have fallen overboard and are treading water – they get nowhere.

[image: c16_image001.jpg] To retain and increase current business. Servicing business properly to keep accounts satisfied and getting renewals are vital, yet even more important is to continually pre-sell and provide clients with solid evidence, reasons, and, especially, ideas, for them to increase their investment in your medium. Advertising is not an expense, it is an investment – an investment in future sales and profits. Your best prospects are your current customers, and continually showing them the benefits of your medium and getting an increased investment from them is vital for growth. On every service call,  always present customers with ideas that will lead to an increased investment and will reinforce the value of their current investment. Remember that advertising is an intangible product that requires more reinforcement, servicing, and reassurance than a tangible product would. Customers require constant attention if you are going to retain and increase current business.

[image: c16_image001.jpg] To increase customer loyalty. If you are going to put customers first, get results for customers, and get all-important renewals, then you are going to have to keep customers’ satisfaction levels high and increase customers’ loyalty – make customers partners. Like the ex-Mayor of New York, Ed Koch, you have to continually  ask, “How am I doing?” in order to keep a relationship going, to keep your partners happy and loyal. More and more sales organizations of major companies such as IBM and Hewlett-Packard are evaluating and compensating their salespeople based on levels of customer satisfaction. That means that salespeople must not only make a sale, but also keep partners happy through excellent service after the sale – provide absolutely outrageously good service and not only make them happy, but make them raving fans. Chapter 13 covers the techniques of providing customers excellent service.

Strategies

Strategies are long-term, overall operating concepts and principles that guide actions toward stated objectives. In order to achieve the above sales objectives, salespeople should follow these sales strategies:

[image: c16_image001.jpg] Sell solutions to marketing and advertising problems. Computer manufacturers and retailers learned the hard way that the majority of consumers do not understand or care about hardware (although geeks care) – for example, how many memory chips a computer has or how many bytes are stored on a disk. What the ordinary consumer cares about is what a computer does – what writing or accounting or design problems the software was able to solve – and how easy it is to use. By the same token, potential advertisers do not care about a broadcast station’s power or antenna height, a cable system type of commercial insert equipment, a Web site’s underlying architecture, or a magazine or newspaper’s press size or colorseparation ability. What prospects care about is how advertising is going to help them solve marketing or advertising problems. Therefore, salespeople must learn to position their offerings in such a way that they always answer prospects’ question, “What’s in it for me (WIIFM)?” as is covered in depth in Chapters 9 and 10.

[image: c16_image001.jpg] Reinforce the value of advertising and of your medium. The migration of marketing dollars from advertising to promotion after the 1970s hurt the growth rate of advertising. Salespeople who sell advertising must continually reinforce advertising’s positive long-term effects and the value of advertising to build brand image and sell products. In Chapter 8 you will learn in more detail what the dangers of promotions and the benefits of advertising are. Salespeople must continually reinforce the benefits of their medium in order to reinforce the value of advertising and try to put the brakes on the migration of advertising dollars to promotion.

[image: c16_image001.jpg] Create value for your product. A salesperson’s most important job is to create a positive perception and image of their product in a prospect’s mind. A kids’ toothpaste is (1) a toothpaste that is blue and tastes like bubble gum or (2) a revolutionary new product that is a glistening, bright, cool, deep blue color that shimmers with flecks of silver, making it interesting, exciting, and fun for children to push out of a dispenser that is easy for small hands to manipulate. Its foaming action in the mouth is new and different; it is thicker and foamier, as if something important is really working in kids’ mouths to fight cavities and to make their breath smell great so their mommies will know they really did brush their teeth. When the kids first taste their very own type of new toothpaste that is not for adults, they experience a taste sensation unlike any other. It is not toothpaste; it is bubble gum! Kids cannot wait to brush their teeth several times a day. They are likely to say after lunch, “Well, I think I’d better go brush my teeth.”

Which of the above two descriptions of the new kids’ toothpaste creates more value for the product? Which description is more likely to make the sale? The second description creates value for the product, which is positioned according to its benefits to the kids.

You must also create value for your product so you will not have to lower your price to get an order. You will find a much more thorough discussion of the many ways to create value in Chapter 8, because in order to be successful in selling solutions to advertising problems you must be able to create value effectively for your medium.

[image: c16_image001.jpg] Become the preferred supplier. Salespeople must establish, maintain, and improve relationships with both a customer and that customer’s advertising agency. It is a certainty that clients will eventually change advertising agencies, so salespeople must establish relationships at the client level. Advertising agencies will often tell you not to see a client, because they believe the client is their client. Well, the client is your client – the client’s name is on the ad or commercial in your medium, not the agency’s name. In order to become the preferred supplier, or partner, salespeople must provide more and better information and service than any other salesperson from any other medium so the customer will think of them first when they need information or want to buy advertising.

[image: c16_image001.jpg] Innovate. Every medium must continually introduce new ideas: new packages, new promotions and contests, new content, new community affairs projects, new special sections, new functionality, new ways to access information, and new events. New products and opportunities such as those mentioned give salespeople  a reason to make another call on a customer or agency, they create excitement, and they provide new ways to solve marketing and advertising problems.

Key functions

A salesperson has three key functions to help them carry out their strategies and every day tactics of selling:

[image: c16_image001.jpg] To create a differential competitive advantage in a buyer’s mind. Salespeople who cannot find ways to create differential competitive advantages for their product are merely order takers or clerks who wait on customers and process transactions, and they will not build a long-term career in the highly competitive environment of media selling.

[image: c16_image001.jpg] To manage relationships. A relationship must be built on mutual trust and respect; salespeople must take the long view. The relationship between a salesperson and a customer does not end when a sale is made; it is just beginning of the relationship from the customer’s point of view. The relationship should intensify over time and help to determine a customer’s buying choice the next time around. Thomas J. Peters and Robert H. Waterman, Jr. emphasize in their book, In Search of Excellence, that the most important element the companies examined in the book shared was being close to the customer. Managing a relationship means recognizing that your most important task is building and maintaining a long-term relationship by getting and staying close to the customer.

[image: c16_image001.jpg] To solve problems. Salespeople must be creative in solving advertising problems so as to get results for clients. The goals of a salesperson begin with getting results for clients and a salesperson’s key functions end with solving problems for clients.  You cannot get results for clients unless you learn to discover and then solve problems – this is what solutions selling, the basic approach recommended in this book, is.

Related functions

[image: c16_image001.jpg] To obtain and process orders. Not only to solve problems and get orders but also to make sure that the orders enter the operational system so they can be executed properly and on time. Sloppy paperwork will kill customer relationships and, therefore, will bury most salespeople.

[image: c16_image001.jpg] To provide customer service. To be certain that each account’s advertising schedules are handled properly and that the billing and production details are correct, to communicate new market information to customers, to communicate new benefits and advantages, to increase revenue from accounts, and to work on establishing long-term relationships.

[image: c16_image001.jpg] To manage accounts. To set objectives for revenue and service, to plan the execution of management’s specific sales strategies as they relate to your accounts, and to become knowledgeable about your accounts’ industries, business, marketing goals, and marketing and creative strategies.

[image: c16_image001.jpg] To monitor the marketplace. To provide information to your management and other salespeople about competitors in all media – their prices, strategies, content or format changes, management and ownership changes, advertising and promotion strategies, and sales strategies and tactics. Competitive intelligence is vital to your management in determining your company’s competitive strategy.

[image: c16_image001.jpg] To recommend tactics. To recommend pricing changes, new packages, promotions, and changes in selling approaches to your management as a result of what you learn on the street about what your competitors and other media are doing.

[image: c16_image001.jpg] To cooperate. To help other salespeople in your department learn from each one’s experiences – successes and failures; to help the sales department meet its strategic selling objectives; to cooperate in completing reports, expense accounts, and contracts accurately and on time; to help with promotions, parties, and events; and to cover for other salespeople who are absent. Departments in which the mode of operating is cooperative are more productive than those in which the operating mode is competitive, according to Alfie Kohn in his book, No Contest: The Case Against Competition.

These are the key and related functions of salespeople. Their responsibility is to demonstrate an intelligent effort (DIE) in carrying out these functions. In other words, not only must salespeople do what they are supposed to do to carry out these functions, but they must also let their management and their customers know that they are doing it diligently – that they are carrying out their functions and implementing the strategy and tactics which management has designed to reach the company’s objectives.

Types of Selling

Now that you have a foundation consisting of the assumptions about and approaches to media selling, you need to know how to apply them to several types of selling.

There are two basic types of selling,  missionary selling and service selling. Successful salespeople must apply a non-manipulative, strategic approach to whichever type of selling they are engaged in. Often salespeople are described as hunters or farmers depending on the type of selling they do.

Hunters are usually salespeople who have the personality, motivation, experience, and preference to do missionary selling (also referred to as development  selling), which involves developing new business – finding new customers to a medium (e.g., television, online) and to a media outlet (e.g., a station or a Web site)  – and typically involves calling on customers, including local retailers, not on advertising agencies. This type is selling is commonly referred to as direct selling. Some media companies call their top missionary salespeople “evangelists,” an appropriate title for a missionary salesperson. But whatever the title, missionary/development selling typically involves direct selling.

Farmers are salespeople who have the personality, motivation, experience, and preference to do service selling (also referred to as transactional selling), which includes calling on, servicing, and getting increased business from current customers, and typically involves calling on advertising agencies.

Both types of selling require the ability to build relationships with different types of customers.

Two types of customers

In their Harvard Business Review article “Make sure your customers keep coming back,” F. Stewart DeBruicker and Gregory Summe identify two types of buyers: inexperienced generalists and experienced specialists. In media selling, examples of inexperienced generalists are smaller customers, often retailers and others called on direct (those who do not have an advertising agency), who are new to advertising in a medium. Examples of experienced specialists are advertising agency media buyers. DeBruicker and Summe point out that strategies for selling and creating value to these two types of customers must be different.

Inexperienced generalists typically do many jobs in their businesses. For example, a small, owner-run retailer might keep the books, set up displays, and do personal selling as well as place advertising. If this retailer, who we will call Jane, is unfamiliar with radio, for instance, she wants to know how to buy it, how to schedule it, how to write copy, and how to best position her store to appeal to her target customers. Jane is more interested in expert marketing and advertising advice and in results (selling more goods) than in price; therefore, a salesperson must provide expert advice in those areas in which she needs help.

Experienced specialists typically specialize in one activity. For example, an agency media buyer does only one thing, placing media buys, and is an expert in that activity. If this buyer, who we will call John, is making a television buy in a market, he is interested only in price and service – fast, responsive service. John is not interested in marketing or advertising advice or in advice about writing effective copy; he is interested in a different type of results – ratings, circulation, cost-per-points, cost-per-thousands, reach, and frequency, all of which you’ll learn about in Chapter 14 – but John is mostly interested in price.

As inexperienced direct accounts gain experience, their needs shift from asking for marketing and advertising advice to asking for responsive service and competitive prices. However, one thing direct accounts, especially retailers, will always focus on is sales results, which will always be more important to them than ratings, circulation, or research data. In the following sections of this chapter, you will learn more about strategies for calling on direct accounts and on agencies.

Salespeople who sell the Interactive medium find that the majority of their prospects at both direct accounts and agencies are inexperienced in the medium and need expert advice. Unfortunately, as in other media, after salespeople go to the considerable effort and invest a lot time in teaching customers about their medium, the clients become experienced and more interested in price. So, the selling strategy must change accordingly.

Missionary selling

Missionary selling most often involves calling on the principal owner, the CEO, or director of marketing or advertising of an account. Calling directly on an account and not on the account’s advertising agency, if the account has one, is referred to as direct selling. Often, direct selling, particularly in local media, entails calling on retail businesses. The information that follows is for calling on retail businesses, but it also applies to most direct selling.

The retail business

Retailers bridge the gap between manufacturers and consumers, and advertising plays an important role because retailers sell their goods and services in a highly competitive environment. Few businesses that start up survive; two out of every three new retail businesses will fail within one year. Changes in the nation’s demographics and lifestyles have caused many of the more traditional retailers to rethink their strategies. Single-brand loyalty has declined, and mass-marketing techniques have been developed to accommodate the proliferation of new products. Consumer groups that used to share homogeneous tastes have now splintered into many groups, all demanding different products to meet their different and changing needs.

Retailers have had to change their ways of doing business to satisfy and attract consumers who are generally older, better educated, more cynical of product  claims, and more demanding of quality. To entice these consumers, advertising and promotion have become more important than ever before; retailers now use new media technologies such as the Internet and new media combinations such as Interactive, catalogues, and data-based marketing.

Retailers must keep pace not only with the changing demands of their customers but also with the number of products and with the discounts, rebates, and promotions associated with these products. At the same time, they must create an image for their stores and create traffic for the brands that are advertised by manufacturers and are typically available at many other retail outlets. This results in an ambivalent relationship between manufacturers and retailers. Manufacturers, also known as vendors, want consumers to buy their brands, but they do not care where they buy their products; retailers want consumers to shop in their stores, but they do not care which brand is purchased.

Getting products off a manufacturer’s shipping department shelves, off a wholesaler’s warehouse shelves, and off a retailer’s shelves and onto the consumer’s shelves is an enormously complex marketing process of which advertising is only a relatively small part, as you will learn in Chapter 15 “Marketing.”

Selling to retailers

Retail is a broad category for which there is no standard definition; stores (hard goods, soft goods, food), services (insurance, banks, dry cleaning), entertainment (theaters, clubs, DVD rental), and restaurants all normally come under the general classification of retail. In this book, all types of retail establishments and sellers of services are referred to as stores. The most appropriate  way to differentiate between types of accounts is according to their orientation – results-oriented or numbers-oriented. For example, those that are results-oriented  should be designated as retail clients, or retail accounts, and have missionary salespeople call on them. A retailer may have an advertising agency that buys according to the dictates of a store owner who cares only about results and who directs the agency to buy in a particular pattern that has proven to be successful in the past. This kind of agency and account should be called on by a retail specialist.

Retailers care about results, not about the size of a medium’s audience, so the best way to appeal to them is with a return-on-investment (ROI) analysis, which will be covered in Chapter 8.

A retail salesperson must be patient and not always seek a fast sale, a quick close, a high share of budget, or a high price. These tactics are best suited for a numbers-oriented agency-selling situation. It may take much longer to sell to a retailer who is trying to fit advertising into a complex marketing and merchandising mix than to an advertising agency that is merely trying to make an efficient media buy.

Co-op advertising

Co-op advertising occurs when a manufacturer, or vendor, underwrites all or part of an ad, commercial, or banner that a local retailer places. See Chapter 19, “Newspapers,” for a more thorough description of how co-op advertising works.

Caveat

Occasionally a retailer or direct account will ask media salespeople to recommend an advertising agency. The natural tendency for salespeople is to recommend an agency on their account list or a friend on whom they call. Do not do this – always recommend several agencies (a choice of three is best) for two reasons: (1) If other agencies find out a salesperson recommended someone else, they will be justifiably upset and might stiff the salesperson on future buys; and (2) if the client does not like an agency the salesperson recommends, the client will blame the salesperson. If you are asked to recommend an agency, say, “Here is a list of three agencies that I think could do a good job for your size and type account. You pick the one you like best.”

On the other side of the coin, sometimes agencies will ask salespeople to send them clients in order to solidify the relationship with the agency. Do not do this because if you have other agencies on your list and they find out you are favoring one agency over another, you will be in trouble.

Service selling

Service selling entails calling on existing customers and partners, and most often involves calling on advertising agencies, which, of course, is referred to as agency selling.

The advertising agency business

Advertising agencies came into existence in the 1880s when they sprang up as sales representatives for newspapers and magazines. As sales representatives for the media, they kept a 15 percent commission on the amount of money advertisers spent with them in the media they represented. Thus, an advertiser might spend $1,000 for ads in a magazine and the agencies would keep $150 and give $850 to the magazine. As time went on, the agencies got close to their advertisers and began to create advertising for them and to decide in which media to place it. The agencies maintained the practice of keeping 15 percent of the amount the advertisers spent in the media. The structure of the advertiser–agency–media relationship was set and has remained virtually unchanged to the present day.

Agencies also make money by adding a 15 percent commission to the material, services, and production they purchase for a client, a practice that is referred to as grossing up a charge. For example, if an agency purchases $850 worth of photography for a client, it would gross it up 17.65 percent (or multiply $850 by 1.1765) and charge the client $1,000. (You may recall from basic high school math that you cannot take a 15 percent discount off the price of some product and then multiply the discounted price by 1.15 to get the original number; the two values will not be equal. For example, 15 percent less than 100 is 85, but 1.15 times 85 equals only 97.7.)

Fee arrangements. Advertising agencies are service businesses and their expenses are mostly for people: copywriters, artists, media buyers, media planners, account management people, and so forth. Advertising agencies have to do virtually the same amount of work to produce an ad in a small newspaper as for one in the  New York Times or to produce a commercial for a local television station in Nashville as for one on the NBC television network. So if a client needs a great deal of work done and is not buying enough media to produce sufficient commissions to compensate the agency adequately for its efforts, the agency might charge the client a fee. The fees are typically based on the following: (1) a monthly retainer fee against which media commissions are credited, (2) an agreed-upon charge per hour for work performed, or (3) a complex formula related to the amount of work the agency performs for a client as a percentage of the agency’s total overhead. The fee arrangement is growing in popularity, as both agencies and clients perceive it to be more equitable than the straight 15 percent commission on media purchases and more in line with the actual amount of work done for a client. By the year 2000, almost 70 percent of the advertising agencies in the US worked on some type of fee arrangement, rather than a straight 15 percent commission, with their clients. One reason that the fee arrangement is preferred by many advertisers is that they do not want their agency’s income to depend on how much money they spend in the media. Advertisers want to make sure the agencies place their money as efficiently as possible and that the most effective, not necessarily the most expensive, media are purchased.

A trend that has developed in recent years is that more agencies are merging with each other or are being bought out by large international publicly owned conglomerates. This trend has put pressure on agencies to produce higher profits. As the push for bottom-line performance has increased, some advertisers have become concerned that the more expensive and easily purchased media such as network television might be favored over the less expensive media such as radio and Interactive, which are more time-consuming to purchase.

Agency structure. Advertising agencies vary in size from large conglomerates with more than 25,000 employees in offices throughout the world and with media billings in the tens of billions of dollars to local, one-person agencies in small towns.

Basic functions The work in the typical agency is broken into three basic functions: account management, creative, and media. These functions are supported in larger agencies by plans groups and by research, production, traffic, and accounting departments.

The account management function is carried out by account executives, account supervisors, and management supervisors, who are the primary contact people between agency and client. The account management team usually solicits the clients and services them once they are signed up.

The creative function is handled by artists, copywriters, and creative directors (or supervisors) who create advertising Typically, the account executive will present a client’s advertising problem to the creative group, normally an art director and a copywriter, who will mull it over and then recommend an overall campaign or a single ad or commercial approach. Ideas are often the result of brainstorming among art directors, copywriters, account people, and media people in the agency. The account executive then will present the idea to the client. If the client accepts the approach, the creative people will proceed to write detailed storyboards (for television) and arrange for the production of the commercials.

The media function is carried out by media planners, media buyers, and media directors (or supervisors) who evaluate and place advertising. Planners recommend what media and how much of each should be used. Media buyers select which networks, stations, newspapers, magazines, or Web sites to buy; and they are the people on whom media salespeople typically call. However, in recent  years planner have become more important in the evaluation process and salespeople, especially magazine salespeople, have been calling on planners more often.

Media departments are organized in various ways depending on the agency. Some are organized by product, and buyers buy all markets around the country for a certain product or brand. Other agencies organize on a regional basis and have buyers specialize in buying one or more markets for all of the agency’s products. Most large agencies have gone to this regional organizational approach because they feel it gives them more in-depth knowledge about the constantly changing rates, ratings, and circulation data in markets; it also gives them better leverage in negotiating, particularly if they buy for a number of products. Furthermore, large agencies usually have buyers who specialize in a particular medium: network television buyers, spot television buyers, radio buyers, print buyers, and Interactive buyers, for example.

The support functions in larger agencies are handled by a number of groups.

The plans groups (sometimes called the strategy group) consist of the top account, creative, and media management people who meet to discuss the overall longterm strategic plans the agency will recommend to each client.

The research department keeps up to date on economic, population, media, advertising, marketing, and other relevant research information and provides it to the account management, creative, and media departments in an agency.

Production departments produce ads and commercials by overseeing all the myriad details that go into getting advertising in front of viewers, listeners, or readers.

The traffic department in an agency sees to it that the right ads or commercials get to the right newspaper, magazine, or television or radio station at the right time, with instructions on when, where, and how often to run them.

The accounting department bills clients, pays media, does an agency’s payroll, and produces financial reports.

To complicate matters further, some agencies’ media departments serve as the agency of record for large multiple-product advertisers, such as Procter & Gamble (P&G). The giant consumer-products company has dozens of products on which it invests millions of dollars in advertising. To keep track of all of its advertising for all of its brands and to make sure that it is taking advantage of all possible media discounts, one agency is designated as the agency of record. This agency gathers and coordinates all the information about all media buys from all of P&G’s various advertising agencies.

House agencies. Some advertisers establish their own in-house advertising agencies. Instead of paying a 15 percent commission or a retainer fee to an outside advertising agency, they want to keep the money within their own company. Such advertisers hire people to fill the creative and media buying functions and produce and place their own advertising, usually under a separate agency name. Often the savings realized from house agencies do not offset the disadvantages of having less than superior advertising execution. Full-service agencies can support top creative and media people with the income from several accounts, whereas house agencies typically do not have the funds or diversity of interests to attract excellent people.

Boutiques. A boutique is an agency that sells various agency functions on a piecemeal, or modular, basis. Some boutiques sell only their creative services, some specialize in doing only media planning and buying, and some do only research.  Boutiques often can offer advertisers topflight talent they might not otherwise be able to afford. For example, a highly regarded art director and a top copywriter in a large agency may get tired of the bureaucratic environment and decide to set up their own small creative boutique to serve just a few clients. Of course, if the boutiques produce excellent advertising, they soon grow larger. Many successful large agencies started out as boutiques. Clients of boutique-type agencies usually deal with several agencies, each with a specialty, simultaneously.

Digital agencies. A digital agency is one that specializes in creating and placing advertising in the online media. Large, multi-national, conglomerated agencies, such as WPP, typically have divisions that specialize in online advertising. Often these divisions consist of people who started a digital agency that was purchased by the large conglomerate. Buying Interactive advertising, including search advertising, is quite complex and requires special, often highly technical, expertise.

Trade deals and buying services

One of the characteristics of broadcast time is that it is instantly perishable; lost revenue from an unsold spot can never be recovered. Many years ago, enterprising entrepreneurs discovered they could make a profit by bartering goods for unsold time on radio and television stations at a very favorable exchange rate and then reselling the time to advertisers.

Here is how a typical barter arrangement, or trade deal, might be made: Entrepreneurs form a barter advertising agency, sometimes referred to as a barter house, and contact radio and television stations. They then negotiate to give the stations something of value in return for time. A barter house might send a catalogue of merchandise (television sets, stereos, athletic equipment, or whatever) to a station. The merchandise is offered at full price – at retail cost or above.

The barter house then negotiates with the station for time, often referred to as a bank of spots, at a favorable exchange rate – $2 worth of spots for every $1 worth of merchandise, for instance (a two-for-one trade deal). Stations willing to make such an arrangement would run the spots contracted for with the barter house only if they have no paid advertising to fill up their time. Thus, the station is able to get something of value in return for the commercial time that would have had no value.

The barter house builds a bank of spots on as many stations in as many markets as possible and then calls on advertisers, offering to sell them advertising at large discounts on the stations with which they have contracts. They might have gotten the spots at a 50 percent discount from the two-for-one trade deal. They then resell the spots to advertisers at a 25 percent discount off the station’s rate card, with the understanding that the spots might not run at the best times, namely,  only in unsold time periods. The barter house makes a tidy 25 percent profit on this resale. It also makes money on the other end by buying merchandise in volume or otherwise heavily discounted and trading with a station for spots based on the full price of the merchandise.

Several barter houses became successful at convincing advertisers they could place media schedules for them for less, and they persuaded the advertisers to let them handle their media buying. The barter houses soon discovered that by taking tough negotiating stances and by acquiring extensive market and station knowledge, they could often outperform media departments at traditional agencies. In the late 1960s, the general function of these services changed from being primarily barter houses to being boutique-type buying services staffed by professional media directors, planners, and buyers who did not handle barter and who performed a straightforward media-buying service. Media-buying services typically operate on a fee basis, with an incentive built into their fee for bringing in a media buy at targeted rating-point levels for less than the allocated budget.

Television bias

In most large- and medium-sized agencies, there is a bias in favor of television in general and network television in particular. A typical large national advertising agency might place 40 percent of its total US media dollars in broadcast network television, 25 percent in spot television, 16 percent in cable, 10 percent in magazines, 4 percent in radio, 2 percent in newspapers, 2 percent in Interactive, and 1 percent in out-of-home media. The reason advertising agencies try to sell the benefits of letting their agency handle the advertising for large users of network television (both broadcast and cable) is because if clients can afford the networks, they will generate large commissions or fees. The media department likes to buy network television because it can spend and administer huge amounts of money with fewer people. Because the size of each order is so large, two or three people can easily spend and keep track of $50 million on the television networks. The same amount spent in radio might keep a media department of ten people busy most of the year.

Moreover, creative people do not get higher-paying jobs by producing beautiful newspaper ads or banner ads; they move up the ladder to become high-paid creative directors by developing a reel of award-winning television commercials.

Finally, agencies keep accounts by doing what their clients want, and clients are typically enamored with the traditional national media, especially with network television. Agencies may recommend new creative approaches or nontraditional media, but they normally do not push very hard if their client is not disposed toward what they are recommending.

Selling to agencies

Advertising agencies are typically ratings-oriented and require a service-oriented salesperson who understands ratings and is experienced in operating in a numbers- and negotiation-oriented selling environment. Most advertising agency buyers do not care much about results – they are experienced specialists who are mostly interested in the type of audience a medium has and the price.

Agencies depend on the media for their existence. Their incomes are based to some degree on how much advertising they buy; conversely, the media depend on agency buying decisions for much of their income. As a result, agencies and media continually perform a ritualized, arm’s-length waltz: agencies try to buy at the lowest prices possible, and the media try to sell at the highest prices possible. This is a good example of an ambivalent, co-dependent, love-hate relationship.

A further complication is that agencies tend to be defensive because of the tenuousness of agency–client relationships. Although clients and agencies have contracts that normally spell out the financial details of relationships, rarely is a long-term commitment involved. Agencies continue to serve their clients because of an advertiser’s trust, faith, and, and too often, whim. Agencies sell a service even more intangible than media advertising – they sell their abilities to create good advertising and place it efficiently and effectively. There are not many ways to measure the creative and buying effectiveness of an agency. For example, did sales go up because the advertising was great or were prices cut? Did sales go down because of a poor ad campaign or was the product awful? It is often easier for a client’s product managers to blame an agency for their failures than to blame themselves.

Advertisers might drop an agency for a number of reasons: advertiser personnel changes (a new person at the client wants to make a change); new personnel at the agency (the client does not like an agency’s new creative director); agency  plunder (agencies target other agencies’ clients); or competitive media grumbling (a disgruntled salesperson from a medium goes to a client and criticizes an agency). Salespeople who call on agencies must learn to deal with the complex needs and behaviors of agency people, particularly of media buyers.

Media buyers are in the bottom echelon of an agency’s media department. They are typically overworked, unappreciated, and underpaid. They are the agency’s infantry troops slogging through mountains of media research and media proposals. There is little wonder that buyers tend to be defensive, given the pressure under which they work. They are particularly touchy about salespeople calling on their clients.

Calling on clients. Some media salespeople, especially those from magazines and television networks, frequently make sales calls on both the advertising agency and the agency’s clients with the blessing, or at least the grudging cooperation, of an agency. Generally, the larger the agency, the more secure it is with its relationship with clients, or at least so it seems because the loss of one client does not threaten the agency too much. The higher the position of a person in the agency hierarchy, the less that person usually objects to media salespeople calling on the agency’s clients because they hope the salesperson can convince the client to increase the client’s advertising budget. However, buyers, who are far down on the organizational ladder, normally do not like salespeople calling on their clients, especially if it is to complain about a buy or to make waves of any sort.

If you feel it is necessary to stir things up to get your message across to a client, and a buyer has told you not to call on the client, then sell your way up through the agency’s media department (through the associate media director to the media director to the vice president in charge of media). All along the way, tell your medium’s story; tell the agency why you want to see its client and exactly what you are going to tell the client. Someone higher up will finally give you permission to see the client because he or she will realize that, in the final analysis, the agency cannot keep you away if the client agrees to see you, plus, you might get the client to invest more in advertising.

The secret of getting agencies’ permission to call on their clients is to keep the agencies involved all along the way and to go over your proposals with them so they will be assured you are not going to make them look bad.

Numbers: the security blanket. As mentioned previously, agency selling is numbers-oriented selling, as opposed to direct selling, which is usually results-oriented. Since an agency’s performance is difficult to measure, anything that has a number associated with it is eagerly grasped as a measurement device. In broadcasting and cable, ratings are used as a tool to evaluate an agency’s media-buying performance. Online, impressions are currently the quantitative criteria and in magazines and newspapers circulation is generally the quantitative criterion. Evaluating these numbers after a campaign has run is called a post-buy analysis.

An agency’s television and cable media buyers make decisions based on ratings information that is three months to one year old at the time the buy is made. When the ratings for the time period that the advertisements ran are published, agencies compare the actual audience size and costs to those that they had projected at the time the buy was made. This analysis is usually done on a computer, which also checks all the advertising that actually ran against invoices. This process of  posting is used, more than any other variable, in evaluating the performance of agency television and radio buyers.

When media outlets fail to reach a projected audience in an original buy (that is, they fail to post), agencies may pressure for make-goods. In many cases stations, networks, and Web sites offer ratings or impressions guarantees and will schedule make-goods to meet their audience guarantees.

If a buyer can bring in a campaign on budget for the desired audience level, the agency and the buyer have a way of quantifying their performance to their clients. The agency and their clients feel secure with the numbers because they are tangible evidence of the fact that the agency performed its service and exercised good buying judgment. Therefore, do not expect agencies and their clients to give up their security blankets. You have to play the game using their rules, and their rules place emphasis on numbers, not on results.

Still, if agencies and their clients take refuge in the security of numbers and make their media buys based on ratings, impressions, and circulation, you might well ask how a salesperson makes a difference and emphasizes quality. It is because numbers are so absolute and finite that salespeople can  make a difference. In fact, in a numbers-oriented selling situation, salespeople are the only difference, because  a 10 rating is a 10 rating is a 10 rating. Buyers continually need reassurance that what they are buying will turn out to be what they hoped for. In their hearts, they know that numbers do not walk through doors and buy products, but that people do. They know that ultimately they will be judged by their clients on the overall effectiveness of their advertising campaigns. If they buy very efficiently in media that have the wrong demographics or to which no one pays attention, then their campaigns will not be successful. So, agency buyers depend on media salespeople to keep them thoroughly informed about the various media: demographics, attentiveness levels, programming and content changes, rate changes, personnel changes, and anything that will help them evaluate the media better and make better buys – to give them excellent, responsive service.

For more information about selling a national medium (network television, non-local Web sites and portals, and magazines) see Appendix A, “Selling Magazines to Agencies.” Although the title indicates it is about selling magazines, the techniques apply to virtually all national media, but I recommend you read it after you have read Chapters 3 through 24, so you will be more familiar with the terminology, techniques, and tactics included in it.

Sales Department Structures

In order to apply a systematic, strategic selling approach to the different types of selling – missionary and service, direct and agency – media sales organizations use a variety of organizational and management structures. For more details on sales department structures see Chapter 2 of Media Sales Management on the Media Selling Web site (www.mediaselling.us/MSM_Chapter2-Structure.pdf). But before we discuss sales department structure, we need to look into what a sales department does.

A media sales department is responsible for the advertising revenue of a medium. The sales department, often referred to as the advertising sales or just advertising department in magazines and newspapers, is responsible for sales planning, which includes setting policy, establishing procedures, and determining strategies. The sales department is responsible for hiring and training salespeople. It communicates appropriate sales information to other departments and passes on appropriate information about other departments to its sales staff. It is also responsible for supervising the activities of salespeople, for controlling inventory and sales expenses, and for evaluating the performance of salespeople.

Theorists in organizational structure have an axiom that “structure follows strategy,” which means that a sales department’s structure should reflect its sales strategy, and in most cases, this axiom holds true.

Many media outlets in larger markets (newspapers, radio and television stations, and cable systems) structure their local sales organizations so there are two divisions: agency and retail. National media often divide their sales staffs by category, or verticals. Such categories might be: Financial, Consumer Package  Goods (CPG), Technology, Communications, Entertainment, Automotive, Music, and Retail. Category sales specialists must have in-depth knowledge of the verticals they call on and they often have both direct selling and agency selling responsibilities.

Management structures of sales departments range from a small-market radio station in which the general manager of the station is also the sales manager to whom three salespeople report, to a large-market newspaper in which there is a director of advertising sales (who reports to the publisher), a national sales manager, a retail sales manager, a classified sales manager, category sales managers, and a sales staff of perhaps 150.

However, no matter what the structure is, the purpose of a sales department is to maximize revenue by organizing its sales staff to carry out systematic and strategic approaches to selling.

Why a Systematic, Strategic Approach Is Necessary

The International Radio and Television Society (IRTS) conducted a time buyer survey among important media buyers in New York City several years ago. The buyers were asked to name and rank the characteristics they thought were most important for a salesperson to have. The following list resulted from the study:

1 Communication skills – clarity and conciseness, not oral skills or flamboyance, were ranked as most important

2 Empathy – insight and sensitivity

3 Knowledge of product, industry, and market

4 Problem-solving ability – using imagination in presentations and packaging

5 Respect

6 Service

7 Personal responsibility for results

8 Not knocking the competition

More recently, a major radio station group commissioned research in seven major markets of advertising time-buyers and media executives to find out what they wanted from salespeople. The results were similar to the IRTS study. Here is what buyers wanted from salespeople:

1 Ideas – especially in the area of added value and how to sell their client’s product better

2 Communication – clear, concise communication, not long-winded, exaggerated sales pitches

3 Respect for their time

4 Run as ordered

5 Responsiveness – return calls fast, be available at all times, get schedules confirmed quickly and correctly

In 2008, Advertising Age reported the results of an Advertising Perceptions study. The author of the article wrote, in part:

In addition to brand knowledge, media buyers and planners are also looking for good communication skills, professionalism and an understanding of marketers’ needs and priorities. The least important characteristics in a sales rep identified by marketers were sales presence and entertainment. Only eight percent of respondents said going to dinners, shows and sporting events with sellers was important . . . “Most people probably aren’t going to own up to the fact that they really love being entertained.”3

Much of the remainder of this book will be spent helping you develop the attitude, emotional intelligence, skills, knowledge, opportunities, preparation, and persistence necessary to become a salesperson who will make raving fans of agency buyers and customers who want the above qualities from salespeople.

In the classic Harvard Business Review article, “What makes a good salesman?” David Mayer and Herbert Greenberg point out that the two essential qualities for a salesperson to have are empathy and drive. Empathy is the ability to feel as another does. Being empathetic does not necessarily mean being sympathetic. A salesperson can know what another person feels without agreeing with that feeling; but, as Mayer and Greenberg point out, “a salesman simply cannot sell well without the invaluable and irreplaceable ability to get a powerful feedback from his client through empathy.”4 This quality or attribute will covered in more detail in Chapter 5. Drive is a particular type of ego drive “which makes him want and need to make the sale in a personal or ego way, not merely for the money to be gained.”5

This book can help you learn the systems, approaches, and techniques to improve your empathy and drive, but it cannot imbue you with these two essential qualities – they must come from within. In essence, this means that to be successful in selling, you must genuinely like people and crave to be successful.

Test Yourself

1 What are the three assumptions that this book makes about selling?

2 What are the elements in the AESKOPP approach to selling?

3 What are the three rules of relationships?

4 What are the three types of buyers and what are the differences among them?

5 What is the difference between tangible and intangible products?

6 What are the Six Steps of Selling?

7 What is the purpose of a sales organization?

8 What are the objectives, strategies, key and related functions of a salesperson?

9 What is the difference between missionary and service selling?

10 What are the two types of customers and what are some of the differences between them?

11 What are some of the differences between direct and agency selling? 12 Explain what a trade deal is.

13 Name two types of sales department organizational structure.

Project

Make an appointment with the person responsible for purchasing advertising at a large advertiser in your market (not at an advertising agency). This person might be the sales manager of a large automobile dealer or the head of marketing at a large hospital. Interview this person and ask him or her what is expected of salespeople, what attributes he or she would like to see, and what kind of service is preferred. Make a list of these answers and compare them to the answers that professional buyers gave in the two surveys in this chapter. Are there any differences? What are they? What did you learn from this exercise?
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The Sales Executive Council (SEC) is a private membership-based research consortium serving approximately 300 of the world’s largest sales organizations, including IBM, Coca-Cola, GE, McGraw-Hill, Microsoft, and Walt Disney. The SEC is a division of the Corporate Executive Board and its mission is to assist  executives in enhancing the effectiveness of their sales strategy and operations, from sales productivity and strategic account management to sales training and compensation. The SEC’s primary tool is conducting research on sales problems their members face and producing case studies of best practices companies use to  solve these problems.

One of the SEC’s reports dealt with sales force retention and motivation. In one survey that was a part of this report, it asked 2,500 senior sales executives in major industries worldwide to rank the attributes, from most important to least important, that they felt were necessary to be successful as a salesperson and sales manager.1

The most important attributes, by far (63 percent inclusion versus 50 percent inclusion for the second ranked attribute) were honesty and integrity. See Exhibit 3.1 for details. The SEC conducted this survey in the year 2000 before the scandals involving Enron, WorldCom, Adelphi Cable, AOL, Wall Street, and the sub-prime mess. One can only guess how high the scores for honesty and integrity would be today.

How does one know how to be honest and act with integrity? What are the rules for honesty and integrity? In business the rules usually come from codes of standards or codes of ethics.

Exhibit 3.1 Importance ranking of 40 leadership competencies by sales leaders
Source: Corporate Leadership Council research.
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Sales Ethics in the Advertising-Supported Media

A ballad made famous in the late 1930s by Jack Teagarden, titled “A Hundred Years Today,” has been used by countless young men to woo their dates and to convince them not to wait to give out their kisses (and more), because who would ever know what they had done in a hundred years? It was a pitch for a one-night stand, not a long-term relationship. It was probably an effective short-term tactic because two people were not going to live another hundred years and were more than likely able to keep their actions secret if they wanted to.

However, clever short-term tactics are unwise for corporations for three reasons: (1) corporations, by charter, are immortal – they last forever – and, therefore, they want to do business a hundred years from today, (2) corporations have multiple  relationships with customers and suppliers making it highly unlikely that they can keep details of these relationships secret for very long, and (3) in the age of transparency2 created by the Internet, “Information is like a toddler: It goes everywhere, gets into everything, and you can’t always control it.”3 These reasons are especially important for large public corporations that file detailed reports with the Securities and Exchange Commission. Some of these reports contain information on contracts with key strategic partners and are available to the public from www.sec.gov/edgar.shml – an example of transparency.

These three factors are magnified several times with media companies because their revenue depends on maintaining long-term trust of their advertisers, subscribers, and audiences. Major advertisers provide the lion’s share of revenue for most media businesses. Furthermore, major advertisers such as GM, P&G, IBM, and Coca-Cola not only have long memories, but they will also be around in a hundred years. As Warren Buffett, the country’s most astute (and wealthy) investor, has said, “Trust is like the air we breathe. When it’s present, nobody really notices. But when it’s absent, everybody notices.”4 It is not smart business to undo a trusting relationship and bite the hand that will feed your company in future years. If salespeople lie, cheat, gouge, or over-promise and under-deliver in order to make short-term numbers, they jeopardize revenue far into the future. Simply put, advertisers do not buy from someone they do not trust – they are not looking for one-night stands; they prefer marriage.

There is also a good chance that if you deceive any of these large customers, they will tell others, especially your competitors and the press. The press loves stories about corporate bullies, liars, and cheats, and as Dov Seidman writes in How, “Corporate scandals, celebrity breakups, political corruption: Each day’s news – delivered instantly via television, radio, Web site, cell phone, RSS feed, and BlackBerry – exposes the transgressions of the icons of the day . . . once we’ve gotten a taste of scandal we can’t seem to get enough.”5 The public has become scandal addicted.

It seems that many corporations and people today do not either know about or care about business rules, standards, or ethics. Perhaps they go along with unethical behavior because of group pressure or peer pressure or perhaps they rationalize to themselves “everyone does it,” “it’s standard practice in this business,” or “no one will know; I won’t get caught.” Maybe they think, “My manager said to do what it takes to make the quarter,” or “If I don’t take their money, someone else will.” Such callous rationalization of lying, cheating, and stealing is typical sociopathic behavior.

Within the last two years, I know of a salesperson for a major media company who forged a client’s name on a contract. The salesperson was certain the customer would eventually sign the contract, and the salesperson wanted to start the campaign early in order to meet his quota and, thus, make more money. When the advertiser got the first invoice, the surprised reply was, “What’s this, we never bought anything or signed anything?” Why did the salesperson forge a signature? Was there pressure from management to close business early or did greediness motivate the salesperson? What was the root cause of this unethical behavior? Of course, being a sociopath or a narcissist clearly can lead to unethical behavior, but people not suffering from these personality disorders sometimes behave unethically. Why?

Reasons people don’t follow the rules

There are many reasons for unethical behavior, but here are the four most common. (1) People have a strong tendency to bow to authority and follow orders from higher-ups, giving them the excuse that “I was just following orders.” (2) People have a strong tendency to bow to the social pressure and conformity of their peer group, perhaps a left-over tendency from their teenage years, leading to the excuse of “everyone does it.” (3) Unethical behavior is often due to an absence of clearly defined and communicated rules of behavior, standards, or codes of ethics in a peer group, organization, company, or an industry, particularly for salespeople, allowing people to say “nobody told me.” (4) They are unaware that “Every keystroke on your computer is there, forever and ever”6 in the age of transparency and the likelihood of getting caught is exceedingly high. (5) Corporate cultures that encourage employees to wink at their company’s code of standards or mission statement can justify their actions by saying, “no one will know; I won’t get caught.”

While people who bow to authority may have to give up their individual free will and autonomy for the sake of a company, they do not have to turn their conscience and their self-esteem over to someone else. “Just following orders,” as we learned in the Nuremberg trials, is not a valid, acceptable excuse for doing the wrong thing. On the other hand, people who cave in to peer pressure to conform negate their own free will and autonomy and hand over their conscience and individuality to the crowd. “Everybody does it” is not an acceptable excuse for breaking the rules or for unethical behavior. An absence of clearly defined standards and codes of ethics can lead to unethical behavior because people can use the cop-out “nobody told me.” This excuse is hollow because ethical behavior is implied and assumed in all of our daily social interactions. For example, we do not go around killing people because nobody said “Don’t kill anyone today.” We all know what we are supposed to do and not to do.

Groups, organizations, and companies must create and communicate ethical standards to guard against these abuses and, even more importantly, to follow up with practices and behavior at the highest levels of the organization that adhere to stated corporate standards. Unfortunately “Do as I say, not as I do,” can be as effective on employees as it was on me as a teenager when my father told me not to smoke cigarettes as he puffed away on one of his 40 Chesterfields a day. For example, Enron had a clearly defined code of conduct that it communicated to everyone in the company and posted on its Web site. Enron’s top executives obviously viewed this code as public relations, not as a set of rules they should follow, thinking arrogantly and cynically, “No one will know.”

Employees of an unethical company whose executives do not follow the rules should strongly consider leaving the company and looking for another job rather than becoming a whistle-blower. Tragically, whistle-blowers are too often perceived to be “rats” or “squealers” by potential employers rather than as the heroes they are. Leaving an unethical, corrupt company is probably in your long-term self-interest because when the company’s ethical problems come to light, your pension fund or 401(k) plan will be worthless if it is invested in company stock and your reputation will be tainted in the job market. Therefore, select the companies you work for very carefully and choose one that will enhance your reputation, not detract from it.

What Are Ethics?

Ethics are clearly defined standards and norms of right and wrong that are expressed as guidelines for behavior. There are three general types of ethical standards. First, most organizations, companies, and professions have written codes of ethics or standards of conduct. Next, are accepted beliefs and modes of conduct among various social and ethnic groups. Finally, individuals have their own standards of right and wrong that they use to make daily judgments, which are based  on a combination of deep-seated personal values and beliefs inculcated from the first moment parents say ‘bad boy” or “bad girl.”

Why Are Ethics and Rules Important?

With heightened press coverage of corporate, government, and Wall Street scandals, the public has become increasing concerned about the ethical behavior of the representatives of our important institutions. Therefore, if ever there was a time when ethical behavior for business and for salespeople was important, it is now. And it is vital to the health and credibility of American business to do the right thing rather than to do things right. Companies should perceive ethical behavior as enlightened self-interest because it preserves a company’s long-term reputation, which is its greatest asset.

Five Ethical Responsibilities for Media Salespeople

1 Responsibility to consumers

As defined in Chapter 1, consumers use a product and the consumers of the media are the audiences as readers, viewers, or subscribers.

If a media outlet does not put the interests of its consumers or audience first, the audience will gravitate to sources of information and entertainment that do. It is amazing how most people tend to give their loyalty to those who look after them and have strong values. If a media outlet does not tell the truth, withholds important information from consumers, sells shoddy products, or erodes consumers’ values and sense of self-esteem, these consumers will eventually turn to information, entertainment, and opinion sources that provide what they want, and that they find truthful, useful, interesting, and convenient. In other words, they will find someone else to partner with.

Audiences want something in which they can believe. Therefore, the media should not transmit false or misleading advertising. General rules for media salespeople should include not accepting advertising for products that are unsafe. People do not like to be deceived, especially by the media. Thus, when a medium lies to its audience and loses its credibility, it eventually loses its audience, and can no longer be advertiser supported. Putting the consumers first is at the heart of the marketing concept, and is the essence of ethical behavior in the media.

2 Responsibility to their conscience

All salespeople are responsible to themselves for doing what they believe is good or bad, right or wrong and is based on their own conscience or moral standards. John Wooden, the legendary UCLA basketball coach, said that there is no pillow as soft as a clear conscience. Purposely acting unethically will erode a salesperson’s self-esteem. By acting ethically, salespeople increase their self-esteem, self-image, and self-confidence and do the same for their company. They develop a long-term perspective, which benefits their mental health and their company as well as the customers and consumers.

Unfortunately, some salespeople and sales organizations are more motivated by greed, in making money or “getting the stock price up,” than in building a highly respected personal or company reputation. Such greed inevitably produces cheating, which is a cancer that erodes a person’s or a company’s reputation and eventually will kill the company. Those who conduct business unethically know they are doing so, but they continue doing the wrong thing because they believe they will not get caught. However, they are playing an ethical lottery in which the odds of being discovered are high, as we saw with Enron and WorldCom. Practicing ethical behavior every business day is the only sure way of maintaining a reputation, and self-esteem grows as the result.

3 Responsibility to customers

Customers do not buy from or partner with media companies and salespeople they do not trust. Thus, media salespeople should concentrate on building trust and managing relationships for the long term, not merely selling for a one-shot deal. For example, Time Warner corporate policy, as articulated by former CEO Richard Parsons, is to “under-promise and over-deliver.”

Customer-oriented rules for media salespeople – the Don’ts

	Don’t lie to advertisers.
	Don’t sell anything that customers do not truly need.
	Don’t allow clients to feel like they lost in a negotiation.
	Don’t be unfair to advertisers.
	Don’t sell something customers cannot afford.
	Don’t use bait-and-switch tactics (selling something that they know is not available just to get the money in the door).
	Don’t recommend or accept advertising that is in bad taste or that will harm a client’s image.
	Don’t accept false or misleading advertising.
	Don’t give kickbacks (a euphemism for bribes) to customers. Kickbacks often come in the form of unauthorized rebates or other cash payments given by salespeople from their own pockets. Kickbacks are illegal, and there are serious consequences to violating the law, including fines and imprisonment.


Customer-oriented rules for media salespeople – the Dos

	Do represent your clients. Media salespeople’s responsibility is to transmit or publish the best possible advertising for their clients and to try to get the clients the best, fairest deal they are entitled to according to a medium’s official pricing and positioning policies. Many companies today employ customer ombudsmen to represent customers’ interests to its sales organizations.
	Do keep privileged information confidential. Salespeople must keep privileged information to themselves, including details about advertisers’ strategy, budgets, creative plans, special sales, and media plans until the campaign has broken and the information is readily available from outside sources. When a  client or advertising agency requests competitive information, salespeople should not give it out before the campaign starts. If salespeople have done their selling job properly, they have sold themselves as solutions providers, which implies a privileged relationship, such as that between a doctor and patient. Customers have a right to assume that salespeople are experts whose recommendations are given with their best interests in mind.
	Under-promise. It is salespeople’s responsibility not to promise what advertising by itself cannot deliver. The media can deliver potential exposure to an audience. But the media cannot be certain of generating sales results, so should not promise results to advertisers. Rather, salespeople should promise only what they can deliver.


4 Responsibility to the community

The word community has many meanings, but in this context, it is limited to four: (1) The global community, (2) the general business community, (3) an industry community, and (4) a local community.

	The global community. Each corporation and individual ultimately has a responsibility to the world community. We owe it to society to act in a way that provides the greatest good for the greatest number of people, that enhances the environment, that improves the human experience and condition, and that, in the words of the Hippocratic oath, does no harm. To answer questions about our social responsibility, we should always ask ourselves the question, “Suppose everybody did this?”7
	The business community. As members of the free-market business community salespeople must behave responsibly so that investors, regulators, and the general public have faith in our capitalistic system. All companies have, or should have, published rules, codes, or standards that prohibit unethical behavior such as selling stock based on inside knowledge, shredding documents or deleting computer files to avoid prosecution, and cooking the books to inflate revenue. In business, as well as in society, salespeople must ask: “Suppose everybody did this? Would the regulators, investors, and the public maintain their faith in the free-market system and in business?”
	An industry community. The media have a special responsibility to the public, because the media deliver the news. The public also forms many of their social values, beliefs, attitudes, and opinions from the print, electronic, interactive, and entertainment media. This enormous power makes it more imperative that the media wield that power responsibly.


As a country, we altered our aggregate opinions about racial prejudice, about the war in Iraq, and about women’s rights while we watched images of these issues mesmerize, indoctrinate, and change us. The advertising messages between these images guaranteed the freedom of the press that bigots, the government, and non-egalitarian people might not want us to have. If any one of these groups had controlled the media, we might not have been exposed to these issues and the truth would not have worked its torturous way into our collective consciousness.

Therefore, media companies and their salespeople have the responsibility of keeping the media and the press free by fueling it with the advertising revenue it needs to remain so. Without a free, advertising-or subscribersupported media, there cannot be a free exchange of ideas. This exchange of ideas leads to an informed electorate, the foundation of US democracy. As a salesperson, you might say, “The high-minded notion of protecting democracy is fine if you’re selling ‘60 Minutes’ or CNN or the Huffington Post, but I’m selling commercials on a Rock’n’ Roll radio station.” But no one program, no one news story, or no one medium is more important than another, rather it is the free-market, advertising-supported system. By selling within that system, media salespeople are sustaining a market for advertising that supports all information and entertainment content.

Salespeople must be ethical and play by the rules not only because public attention is focused on corporate ethics, but also because attention is intensely focused on the media. The believability of the media in general and journalism specifically has been eroding recently, and advertising has never been at the top of the list in the public’s esteem. Thus, the media must attempt to turn around the image, esteem, and credibility of its product (information, entertainment, and opinion) and its supporting buttress, advertising, if the media hope to thrive.8

	A local community. All companies, organizations, and people have a responsibility as citizens to act responsibly and ethically towards their neighbors in the community where they live and work. The simple rule is, “Don’t foul your own nest. Don’t cheat your neighbor.” The local media must first serve their communities, for without local support, local media cannot thrive or even exist. Remember that broadcast media are given licenses based on their promise to serve their communities, so their obligation is not only a moral, social one, but also a regulatory one.


5 Responsibility to a company

Media salespeople represent their companies to their customers and because they are selling an intangible product, they become the personification of, the surrogate for, their product. Salespeople are often the only contact a customer will have with anyone from a company. Therefore, they have to face the kill-the-messenger attitude many people have about the media. Because of this unique situation, a company’s credibility depends on its salespeople’s credibility, which to a large degree depends on their personal conduct and integrity.

Salespeople must be law abiding, respectful of civil liberties and actions or statements that are potentially offensive to others and be moderate in their personal habits. It is the responsibility of salespeople to build and maintain customer relationships based on dependability, reliability, believability, integrity, and ethical behavior.

Salespeople must give their job their full attention, not steal company’s assets, not waste its resources (which includes efficient and reasonable use of entertainment and transportation money), not file false expense reports, and not offer special deals to get business away from others within their own organization.

Salespeople have a responsibility to their company to maximize revenue by getting the highest possible and reasonable rates, selling special promotions and packages, attaining the largest possible and reasonable orders, and reaching the highest possible budget shares. There are times when the responsibility to a company to maximize revenue can come in conflict with a salesperson’s duty to his or her customers, to his or her conscience, and to the various communities. When such conflicts occur, salespeople should remember the hierarchy of responsibilities and that their company is at the bottom of that hierarchy, because it is in its best long-term interest to be last. Good companies know that what goes around, comes around; that good karma returns home; that ethical behavior is good business; and that employees are happier working for ethical companies.

Great media companies understand that, if they take care of their audience, usage, readership, and ratings will go up resulting in increased revenue. Also, if advertisers trust salespeople and their companies, most advertisers will pay higher rates for better service from these trusted partners. If salespeople do the wrong thing, it results in lost customers, expensive employee turnover, high lawyers’ fees, large court costs, and, perhaps, even time in jail.

Unfortunately, many companies set up rewards for salespeople that unwittingly reinforce doing the wrong thing. These include compensation systems that reward getting an order regardless of what’s best for the customer, contests that reward selling special promotions or packages regardless of advertisers’ needs, and bonuses for making sales budgets regardless of what is reasonable.9 Beware of CFOs and top management that recommend accounting practices that “preserve a company’s assets”: they often have the wrong assets in mind. A company’s and a salesperson’s most precious asset is an excellent reputation, which is preserved by always doing the right thing all of the time.

All large media corporations dream of having a respected publication write something positive about their company. On October 9, 2002, the New York Times ran an article in its business section with the headline, “Viacom is planning a multimedia campaign against AIDS,” which read, in part:

Viacom plans to focus its various media properties on a single public service campaign with an AIDS-awareness and education effort. The campaign, scheduled to begin in January, will use unsold advertising time on Viacom’s CBS and other television networks, and on its television and radio stations, as well as outdoor billboards, for messages about AIDS. But the company, which plans to announce its plans today, says the effort will go beyond traditional public service announcements to weave messages about AIDS into the scripts of television programs, and possibly films.10

Viacom, which is now CBS, conducted the AIDS campaign not only to serve the public, but also to enhance its own and the television medium’s reputation. This example demonstrates how salespeople can enhance their company’s reputation by focusing on the five levels of ethical responsibility in the order of their importance. Salespeople can remember these levels by thinking of the Five Cs:

The Five Cs of ethical responsibility

Consumers

Conscience

Customers

Community

Company

An Ethics Check11

Is it legal? When salespeople conduct an ethics check, the first question to ask is: “Is what I am considering doing legal?” The term “legal” should be interpreted broadly to include any civil or criminal laws, any state or Federal regulations, any industry codes of ethics, or any company policy. If salespeople do not know or have any doubts about the legality of what they are doing, they should ask their boss and the company’s legal department.

Is it fair? Is it rational, as opposed to emotional, and balanced, so that there are no big winners and big losers? Is it fair to all: to both sides, to the consumer, to the salesperson, to the advertiser, to the various communities, and to the company? If the company had an open-book policy, would all of its customers think everyone got a fair shake? Are all customers getting fair rates, placements, rotations, and make-goods? To test for fairness, ask yourself the question, “Suppose everybody did this?”

What does my conscience say? Salespeople should ask themselves, “How would I feel if what I am doing appeared in the Wall Street Journal or the New York Times? How would it make me feel about myself? According to my personal moral standards, is what I am doing OK?”

A company’s and a salesperson’s most valuable assets are their reputations and their relationships with their customers. Reputations and relationships are built by consistently doing ethics checks on the way you do business, by taking a long-term view and not doing anything that would put you or your company in jeopardy, even a hundred years from today. As Dov Seidman writes in How, “As reputation becomes more perishable [because of the age of transparency] it’s value increases. As it becomes more accessible, it becomes a greater asset – and liability.”12 Never take a chance that could lead to ruining your or your company’s reputation and making it a liability.

Test Yourself

1 What are the five rationalizations some people use for their unethical behavior?

2 What are the four reasons why people are inclined to behave unethically?

3 What are the Five Cs of ethical responsibility for media salespeople?

4 What are the Don’ts for media salespeople?

5 What the Dos for media salespeople?

6 What are the three rules of the Ethics Checklist?

Project

Go to the Web and search the Web sites of several major media companies and see if you can find any statements about ethical behavior, standards of conduct, corporate citizenship, or corporate responsibility. Then, go to the Web sites of major advertisers such as GM, P&G, Ford, GE, IBM, or McDonalds, and see if they have any statements about ethical behavior, standards of conduct, corporate citizenship, or corporate responsibility. What did you discover?
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The AESKOPP System of Selling

Charles Warner

The Seven AESKOPP Questions

The AESKOPP System

Let’s return to those years of yesterday when I made my first sales call and ask what I did wrong. The answer is easy – everything. But everything is not a helpful response, so we will put the responses into a context of a selling system to help you understand the elements of a successful sales call and a successful sales system.

To begin with, I did not plan my call properly, did not have a framework or method for breaking down the sales call into component parts in order to analyze it. The AESKOPP system of selling provides such a framework.

The AESKOPP system is a generalization, a simplification of some underlying, universal sales principles and provides a framework for coaching, planning, and evaluating sales thinking and action. It posits that successful selling requires Attitude (A), Emotional Intelligence (E), Skills (S), Knowledge (K), Opportunities (O), Preparation (P), and Persistence (P):

A × E × S × K × O × P × P = Success

Notice that each element in the above formula is multiplied by the others. Just as in a mathematical formula, if any one of the elements is not present, then the result is zero success; any element multiplied by zero is zero. Thus, all of the elements must be present for a successful result – getting customers and keeping them.

Before making a sales presentation to a prospect or customer, salespeople should get into the habit of asking themselves the seven AESKOPP questions, and they should also evaluate their overall sales approach and performance by regularly asking themselves these questions. In addition, managers should continually ask these questions about their salespeople and their performance in order to coach them effectively.

The Seven AESKOPP Questions

1 Do I have the right mental Attitude to solve problems and get results for my customers?

2 Do I have the Emotional Intelligence to understand people and build rapport with them?

3 Do I have the Skills necessary?

4 Do I have the Knowledge necessary?

5 Do I have the Opportunities?

6 Do I have sufficient Preparation?

7 Do I have the Persistence to never, never, never, never give up?

If the answer to all of the above questions is yes, you will make lots of sales. However, if you put a priority on closing a sale above all else, you put establishing and maintaining relationships, solving problems, and getting results in a subordinate position. This means that sooner or later your customers will know you care more about yourself and your income than about their problems and their desired results.

The AESKOPP System

In the remainder of this book, we will examine the AESKOPP system in detail. Chapter 5 goes into more depth about how an optimistic attitude can help you create a positive future. Chapter 6 covers emotional intelligence and provides you with details about how to improve your emotional intelligence. Chapters 7 through 13 concentrate on skills. Chapters 14 through 23 cover knowledge. Chapter 24 covers opportunities, preparation, and persistence.

Following are definitions of each of the seven AESKOPP elements.

Attitude  is having the desire and motivation to be a salesperson and having the proper mind-set to do it. If you have the skills, the knowledge, and the opportunities to sell but have no desire to do so, you will not be successful.

Emotional Intelligence is the ability to understand yourself and others so you can develop empathy and rapport with people and manage relationships successfully.

Skills are the ability, improved through practice, to use your knowledge of techniques, methods, and tools. For salespeople, it is understanding the techniques of prospecting, identifying problems, generating solutions, presenting, negotiating and closing, and servicing.

Knowledge means knowing the product you are selling in depth – knowing more about it than your customers do so you can educate them. For salespeople, it means having information not only about their product, but also about research, about marketing and advertising, about customers’ businesses, and about competitive media.

Opportunities  are the circumstances in which you can use your tools. Even if you have the tools and know how to use them, you cannot accomplish anything unless you have opportunities to put them to use. Salespeople may know how to solve problems and have a storehouse full of product, marketplace, and competitive knowledge, but if they do not make sales calls and find prospective customers, they will lack the opportunities to put their skills and knowledge to work.

Preparation  is getting organized to solve customer problems. Even if you have the attitude, emotional intelligence, skills, knowledge, and opportunities to sell, you will not solve problems or make many sales if you forget your presentations and if you do not know anything about clients’ businesses or personalities.

Persistence  means never giving up. Salespeople need to continue working on prospects past any initial uninformed “no” they might encounter.

Core competencies of the AESKOPP system

Each of the seven elements of the AESKOPP system is made up of a group of core competencies – building blocks – that, linked together, lead to successful performance on that element. The core competencies are subject to change, depending on the media selling job involved. Some sales positions, such as in a large-circulation national magazine – People, for example – require a high level of knowledge, especially about national advertising, the product, and magazine research, plus very strong relationships with major advertising agencies and advertisers. Other sales positions, such as in a local television station, might require an understanding of retail businesses – an automotive dealership, for example – and skills in negotiating with advertising agencies.

Exhibit 4.1 shows a list of core competencies for each of the elements of the AESKOPP system. The most effective way to use this list of core competencies is to download it from the book’s Web site (www.mediaselling.us) and use it as a coaching instrument.

Each of the seven AESKOPP elements will be defined and explained much more thoroughly in subsequent chapters.

Exhibit 4.1 Salesperson core competencies


	
Attitude (12%)

	
Missionary selling




	
Honest

	
Service selling




	
Positive/Optimistic

	
Persuasion




	
Committed

	
Negotiating/closing




	
Confident

	
Servicing




	
Courageous

	
Team leadership




	
Competitive

	
Knowledge (20%)




	
Coachable (open/non-defensive)

	
Financial/economic/business/category




	
Self-motivated

	
Marketing/advertising/research




	
Assertive

	
Market




	
Flexible

	
Product (your medium)




	
Cooperative

	
Competitors




	
Nurturing

	
Competitive media




	
Emotional intelligence (20%)

	
Pricing




	
Self-awareness

	
Sales process




	
Self-management

	
Contract terms




	
Social awareness

	
Opportunity (8%)




	
Relationship management

	
Prospecting/getting appointments




	
Internal

	
Identifying problems (discovery)




	
External

	
Preparation (12%)




	
Skills (20%)

	
Generating solutions (research)




	
Communicating

	
Strategic thinking




	
Internal

	
Creativity/problem-solving




	
External

	
Organization




	
Listening

	
Planning




	
Understanding people

	
Time management




	
Presenting

	
Creating presentations




	
Individual

	
Persistence (8%)




	
Groups

	
Determined/never giving up




	
Creating value

	
Follow-up





The next step in effectively using the AESKOPP system is to evaluate yourself based on your degree of expertise on each of the core competencies listed above. I have assigned a percentage to each of the seven AESKOPP elements according to my perception of the importance each contributes to a salesperson’s ultimate success. These AESKOPP elements and their corresponding core competencies will change with the type of media selling job as will the percentages I have assigned, but the AESKOPP elements and core competencies in Exhibit 4.1 are a good place to start in order to define and evaluate a media salesperson’s job. I recommend that salespeople and sales managers go over the list together and add or delete core competencies and put weights on each according to the needs of the medium they sell and the company they work for.

Then, salespeople should study their modified and weighted list, evaluate themselves, and then develop a plan to improve those competencies in which they lack experience or have a deficit.

Note the title “Salesperson core competencies.” The term salesperson is used because it is inclusive of a wide variety of titles that salespeople in the media are assigned by their organizations: sales representative, account executive, account manager, sales consultant, radio marketing consultant, business development director, director of new business, and many more. The preferred title is account executive or account manager, which implies managing customers’ accounts, schedules, and campaigns according to what is best for a customer. Titles that include “consultant” should be avoided because customers need results more than advice. In this modern age of solutions selling, results generator might be a suitable title. But this euphemism is akin to calling a janitor a maintenance engineer, so account executive or account manager are more appropriate titles. However, in this book, to avoid confusion, salesperson will be used in order to encompass all titles.

The AESKOPP system of selling provides salespeople an excellent way to keep track of their strengths and opportunities for improvement (a positive way to say weakness or shortcoming). It is also a valuable tool for managers because, by using a modified and weighted core competencies checklist, they will have an excellent coaching tool, a snapshot of a department’s strengths and weaknesses, and an indicator of who has high potential to become a manager.

Test Yourself

1 What do the various letters in AESKOPP mean?

2 Do all of the seven AESKOPP elements have to be present for successful selling?

3 Name five core competencies in the Skills element.

4 Name five core competencies in the Preparation element.

5 How can a salesperson use the core competencies rating system to improve performance?

6 Name two ways a sales manager can use the core competencies rating system.

Project

Rate yourself on all of the core competencies, make a list of the five you need to work on most, and then assign yourself some learning goals – for example, “to improve my market knowledge by reading Chamber of Commerce material and Census data.”

Resources

Michael Corbett. 1999. The 33 Ruthless Rules of Local Advertising. New York: Pinnacle Books.

Philip Kotler. 1999. Kotler on Marketing: How to Create, Win, and Dominate Markets. New York: The Free Press.

Don E. Schultz, Stanley I. Tannenbaum and Robert Lauterborn. 1994. The New Marketing Paradigm: Integrated Marketing Communications. Chicago: NTC Business Books.
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your best response
Good ‘The bad guy makes In major, complex  Make the right
guy/bad  highly unreasonable negotiations. Use comparison. Don't
uy demands and threats; the ~ your lawyers or compare the good
(Good  good guy'slow requests managementasbad  guy’s offer to the bad
cop/bad  seem reasonable in guys (that is what guy's offer; compare
<op) comparison ~ the they get paid forj;as  the good guy’s offer to
contract principle at asalesperson, yoube  your HLE. Keep
work. the good guy and focused on your HLE.
offer a reasonable
solution.
Limited  To indicate that a Use to stall for time, ~ Agree to a break in
authority  negotiator haslimited o think over an offer  the negotiating
authority, cannot make a and craft a process while the
final decision, and hasto  counteroffer, even if ~ other side checks with
check with a higher you have the final  their higher authority
authority ~a hint of a  authority. and say, “That's a
pullback in order to gain good idea. I have to
further concessions. check with my boss,
t00, because I may
have gone too far.”
Hint at a pullback.
Nibble A negotiator will In the last stages of  Stop the nibbling with

indicate a strong
readiness to settle, but
will ask for just one
more very small
concession ... then
another, then another.

negotiations after
‘many agreements and
the other side is
overcommitted.
Nibble at the last
remaining issues.
“Can you give me
justa dollar more?”

a pin-down close. “T
can't give you an
additional 2%
discount, but 1 will
give you a half percent
discount if you give
me the order right
now with no further
requests or changes.”
Give a small
concession you were
willing to give anyway
to pin down a close.
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Unacceptable bargaining tactics

Tactic

Description/ purpose.

When to use

When used against you,
your best response

Blackmail

Change
of pace.

Deliver
garbage

Renege

A threat meant to
instill fear of loss.
Usually a bluff.

Bring some close to an
agreement with a false
promise, then back off,
then promise again
and get the other side
so frustrated it will say
yes to anything just to
get closure.

Insult the other side,
its product, its
‘management, and
everything to instill a
fear of losing on the
other side. Lowers
confidence and
expectations.

To take back a
previously agreed-
upon element in a
negotiation. Objective
is to instill fear of
losing even more.

Never, because
it's unethical.

Never, because
it's unethical.

Never, because
it'stoo
competitive and
destroys
relationships.

Never, because it
breaks a promise,
destroys trust,
and leads to
escalation ~ tit-
for-tat reneging.

Recognize the tactic and
name it. Call the bluff
Never give in, because it
will make you vulnerable
to future blackmail and
larger and larger demands.
Blackmail will continue
regardless of what the
other side promises. By
giving in, you train the
other side to blackmail you.
Recognize the tactic and
name it. Have patience.
Remain confident in the
fairness of your proposal
and in your HLE. Never
respond with anger.

Don't catch the garbage.
Pay no attention to it. Do
not respond, and most
important, do not lower
your confidence or HLE.
Smile and remain silent.

Recognize the tactic and
name it. Flinch and say,
“That's not fair! I have been
negotiating in good faith
and now you're taking
something back.” Never
agree to reneging by the
other side.
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Acceptable bargaining tactics

Tactic

Description/purpase

When to use

When used against yo,
your best response

Throw-
aways

Issues, terms, conditions,
and added value that are
part of an initial offer
but are intended as
concessions later in a
negotiation.

Always have throw-
aways in complex
negotiations. Throw-
aways should be
issues, terms,
conditions, and added
value that are of
relatively low
importance —
elements that you
would normally give
up. By including
them in your initial
offer, you set them up
as concessions later
to get the other side
to give you
concessions you want
~ the reciprocity
principle at work.

Don't fall into
reciprocity traps and
give away something
important to you
when the other side
makes a concession of
minor importance to
you. Always work on
the fairness principle —
trade concessions of
similar value or
importance.

Unacceptable bargaining tactics

Tactic

Description /purpose

When to use When used against you,
your best response

Big bait

Make a large initial
offer in an attempt to
find your bottom and
walkaways.

Never, because  Recognize the tactic and
it'sa hollow bluff  name it. Call the other
oralie. Usersof  side’s bluff. Say, “This
bigbaithave o sounds like a big bait to

intention of me. Are you willing to sign
making goodon  a firm, non-cancelable
their initial, contract for the full
implied promise,  amount?”

but are just

looking for the

other side’s rock
bottom.
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Acceptable bargaining tactics

Tactic Description/ purpose

When to use

When used against you,
your best response

Auction  Create an auction of
‘competitive bids for a
scarce resource — either a
buyer for an advertising
budget or a seller for a
high-demand product.

Cherry-  Pick only the best, most
pick desirable elements of a
product or package.

Crunch  Respond to an offer by
saying, “It's not good
enough,” but don't give a
‘number. Objective is to
get the other side to
respond with a number
that is lower than you
hoped for because of the
other side’s fear of losing.

Flinch A sudden, physical
reaction that tries to
elicit a feeling of guilt,
like, “You've got to be
Kidding!” response to an
offer.

When you have
strong leverage —
inventory or a
product in high
demand. Create a fear
oflosing in the other
side.

To pick apart a
package offering; to
negotiate for the
most desirable
individual elements
separately, not as a
whole.

In response to a low
offer. The rule is,
“Whoever gives a
number first, loses.”

In response to a
lowball offer. Only
use occasionally.

Focus on your HLE,
never go lower than
your walk-away, and
signal to the other side
that you will walk
away and not get into
a competitive auction.
When a buyer tries to
cherry-pick you, show
high prices for the
individual units and a
lower price for the
overall package.

Don't give a number.
If a buyer says,
“You're too high,”
respond with “What
do you have in mind?”

Remain calm. Do not
react. The other side is
trying to get a rise,
shock you. Don't
respond.
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accommodation, or
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Week: 3/3-7

MONDAY ~ TUESDAY ~ WEDNESDAY THURSDAY FRIDAY

Lunch: Davis  Lunch: John ~ Lunch: CCC  Lunch: Mary Lunch: Open

~ baseball Doe — Agency - pitch  Martin ~ get

sponsorship  promotion  baseball Kolb's buy

idea parameters

215-Smith ~ 200-Black  215-Doobie 230 - Henry's ~Open

Honda -pitch Ford—new  Bros.—spec  Harley's

news schedule spot ~ renewal

300-The  3:00-Bower 300~ The 330~ Newbie’s  3:00 - Rill's

Mall - service- Jewelers Mall - renewal - discovery Restaurant -

results of — service pitch weekend

weekend sale. package

400~ 400~ Able  400-Open 415 - PermaPress 400~ On

Morton's—  Agency - ~pitch copy idea  phone — make

spec spot spec spot appointments
for next week

5:00-Jones  5:00-Harry  5:15- Fletcher  5:00 ~Jones :00 - On

Agency - the Hat — Fumiture~  Agency - close on  phone ~ make

pitch movie  pitch baseball  pitch special  movie schedule  appointments

schedule weekend for next week

package

7
BRB Agency
— pitch
baseball

— Dinner

7:30 - Dinner
‘Widmer Brothers
~ pitch special

weekend package

6
paperwork and
week's

~ Office -

wrap-up.

Daily planner

Priority

To Do Monday, March 3

Make McDonald's appointment for 4:00 Wed.
9:30 Quincy’s baseball pitch
‘Work out with PD details of Coca-Cola promation

1

215 Smith Honda ~ news pitch
3:00 The Mall - check results
4:00 Morton's — spec spot
Jones Agency — pitch movie schedule
‘Write Bamey’s 10
Check on Doobie Bros. spec spot for Wed.
‘Write Mall renewal pitch

Torres Cadillac - renewal pitch
:30 Lunch: Les Bscargot — Davis — baseball
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Salesperson:

Week:
Account s W/L  Share  Reason Stations
‘Warner Bros I A12-24 demo WBBB
(51,000) weee
20* Cent Fox i Mis-34 WBBB
(52,000) weee
ABC Ford $2000 W 20%
XYZ Toyota 7000 W 2%
Courtesy Chev. $4000 W 30% Merchandising
Dixie Lexus $2000 W 3%
Big Wheel Tires  $300 w 20%
Joe Cadillac $5000 W 100%  Baseball
Mary Mattress $1000 W 50% WE package
Belks $1000 W 20%
Speedway L Mig-34 WBBB
(83,000) weee
Pepsi-Cola L A12-34 WBBB
($30,000) weee
WDDD
WEEE
WEFF
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Time Activity Time used Priority  Improvement
&00am  Read paper 20 min. i Read at home.
&20am  Got coffee 10 min. 3 Bring it with me.
&30am  Planned day 15 min. 1 Do night before.
&45am  Did paperwork 30 min. 1 Do in the evening.
o15am  Drove to call 15 min. 1 Start earlier.
930am  Calledon Coca-Cola 45 min. 1
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Performance measutes  This month:  Opportunities for Competencies to
September  improvement concentrate on
Average order size:  $3,000 Larger orders — pitch Preparation:
recency theory and Generating
continuity. solutions
(research).
Average number of 6 Make more prospecting  Opportunity:
orders per week: contacts to fill up the Prospecting
Prospecting section of the
Money Engine to increase
my pipeline.
Averagelengthof 43 weeks  Pitch recency and
schedules: continuity. Talk to sales
‘manager about offering a
6-week discount.
Average numberof 15 Pitch Week End Packages
spots per order: and bundle in more WE  Strategic thinking.
and nighttime spots in all
proposals.
$100 Open higher in Skills: Negotiating
negotiations and ask for  and closing.
higher rates on proposals.
Average share of 25% See above to get higher  Skills: Negotiating
budget per order: rates. Don't lower rates o~ and closing.
geta higher share — 25% s
fine if rates are higher.
Have BATNAS for all
proposals.
Average numberof 45 Up contacts by 50%. et Skills: Prospecting,
contacts™ per week: aside more time during  getting
week. appointments.
Average numberof 20 See above and below. See above.
appointments™ per
week:
Contacts/ 4% Practice phone techniques.  See above.
appointments ratio: ‘Write a new phone script
and rehearse it.
Average numberof 10 If appointments go up, Skills: Presenting
presentations” per presentations will go up.
week:
Closing ratio (orders/ ~ 60% Prepare more thoroughly  Skills: Presenting,

presentations ratio):

for negotiations

negotiating
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Report When you complete When you give to When you
‘management evaluate
Yearly planner Beginning of year Beginning of year Yearly
Monthly planner Beginning of month  Beginning of month  Monthly
Weekly planner End of old week Beginning of new Weekly
week
Daily planner Daily Weekly
Key account call tracker  Daily End of week Monthly
Business opportunity Daily Weekly Monthly
report
Business pending Daily Weekly Monthly
tracker
Business disposition Weekly Monthly Monthly
summary
Time log Every six months Every six
months
Core competencies Quarterly Quarterly Quarterly
Improvement Quarterly Quarterly

opportunity chart
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Upscale profiles Cable HH vs. US ~ Non-cable HH vs. % advantage
average (index) US average (index)  cable HH

Education: graduated 107 89 202%

college plus

Home value $500,000+ 120 69 9%

Occupation: professional 108 88 2.7%

and related occupations

Downscale profiles Cable HHvs. US  Non-cable HH vs. % advantage
average (index) US average (index)  cable HH

Education: not graduated 83 126 —34%

from high school

Household income less 86 122 ~205%

than $20,000

Home value less than 74 139 —46.8%

$50,000

Occupation: natural 02 nz —17.9%

resources, construction
and maintenance
occupations
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Year  Towlprint %change Totalonline % change  Total of print and online
$ millions S millions § millions % change

2003 4439312 1% 121642 7 4560954 %

2004 4670200 5% 154126 2% 48,243.26 6%

2005 4740808 2% 202652 3% 4943460 4%

2006 4660134 2% 266406 31% 4926540 03

2007 4270381 8% 322306 2% 459287 %
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Average weekday readership adults (000)

Yar  Towladdts %ofadults  Men  %ofmen  Women % ofwomen
1998 79,046 58.6 40,442 622 38624 552
1999 77,680 56.9 39,860 60.6 37,821 534
2000 76,59 551 39,330 588 37,267 517
2001 76367 543 38,998 575 37,369 513
2002 79,638 55.4 40,318 58.2 39321 528
2003 79,004 541 40,030 5638 39,064 515
2004 78,285 528 39,727 555 38,558 502
2005 77,673 516 39,428 541 38,245 92
2006 76,088 499 38,693 523 37,305 476
2007 74714 8.4 38,246 51.0 36,467 459
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Yearly planner

Priority  Yearly objectives Due date  Date of follow-up
Year: 2008
A Increase billing by 15% to $2,543,000 12/31
A Select 7 new target accounts 115
A Spend more time on A and B accounts  12/31
A Increase average order size by 25% 6131
B Improve closing skills — up to 33% 6/31
B Improve prospecting skills ~ contact/ an
appointment ratio up to 70%

B Get Torres Cadillac on 52-week schedule ~ 3/15
B Get 20% more money from Davis Toyota ~ 2/15
B Get 25% more money from CocaCola  5/1
<] Improve research knowledge 3
c ‘Write a retail presentation 21
el Practice presentation delivery skills 5015

Monthly planner

Priority  Monthly objectives Due date  Date of follow-up
Month: March
A Write J. C. Penny presentation 319
A Set up J.C. Penny breakfast meeting 32
A Work out with PD details of Coca-Cola /5
promotion
A ‘Write Coca-Cola presentation 319
B Take Torres to basketball game. 3/16
B Make baseball presentation to Davis Toyota  3/23
B Collect from Sub Shop, Jones Motors 3/28
B Follow up on Men’s Shop promotion 3/30
Weekly planner
Week: 3/3-7
MONDAY ~ TUESDAY  WEDNESDAY THURSDAY FRIDAY
930~ 30— Sales 830 Finalize ~ 7:30 - Breakfast—  9:00 - In office
Quincy's—  meeting and rehearse  Coca Cola ~ prospecting
pitch baseball Coca-Cola marketing group  on the phone
presentation  — pitch renewal

1000-BBB 1030 -Martin 1030~ Torres  10:00

Agency Motors Cadillac ~ Prospecting
presentation  —presentation -~ service ~ presentation
~ renewal
145-Sub 1145 11:00 - Cutler  11:45 - Sub Shop ~ 11:00
Shop Engine Cutlery ~ collection ~ Prospecting
~collection  Rebuilders  — discovery

~ qualify
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Google Time-Warner Walt Disney ~ News Corp.***
(GOOG)* (TWX)* (DIS)* (NWS)*
Market cap 5135 $50.75 $60.1 s18.4
Total revenue  §16,504 $46,482 $35,510 528,655
Gross profit 59,049 $19,056 6,781 10,010
Net income $4,203.7 $4,387 $4,687 83,426
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Education

Year

Attended Graduated Attended Graduated
high school high school college college
2007 36.6% 46.0% 49.6% 53.6%
Age
Year 18-24 25-34 35-54 S5+
2007 33.9% 33.7% 48.0% 63.7%
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Medium Percentage of time spent  Percentage of time spent  Estimated percentage
yesterday, education yesterday, education of total advertising
(high-school grad)* (college gradt+)” expenditures, 2008**
Television 56 s 317
Newspapers 4 7 181
Radio 2 2 88
Magazines 3 4 100
Internet 1 2 8.4
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Medium

Percentage of time

Percentage of time

Estimated percentage

spent yesterday, spent yesterday, of total advertising
age 18-49* age 18+ expenditures, 2008
Television 46 51 317
Newspapers 4 6 181
Radio 7 2 88
Magazines 3 3 100
Intemnet 20 16 84
Medium Percentage of time Percentage of time Estimated percentage
spent yesterday, HH  spent yesterday, HH  of total advertising
income $25-50K* income $100K+ expenditures, 2008
Television 57 ) 317
Newspapers 5 6 181
Radio 2 u 88
Magazines 3 4 100
Intemnet 12 2 84
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Broadcast network 18936 39.0of TV 19542 37.0of TV
Cable television® 24048 100 25,701 100
Cable network 17,702 740 of cable 18,941 74,0 of cable
Newspapers 45763 198 44,665 181
Magazines® 23,669 100 24,448 100
Radio* 20934 90 21,632 %0
Online/Internet 16,708 72 20717 84
Total advertising 215,843 227,917
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SHARE = the percentage of HUT/PUT that are tuned to a given program
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HUT = the percentage of homes using television
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RATING = HUTxShare
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First quarter 2007: 30 spot (8)

Ranked DMAs Dagtime  Newsaverage  Primetime  Fringe average
1 New York 700 1142 4,149 1191
2 Los Angeles 827 1,205 4478 1352
3 Chicago 284 683 1874 485
4 Philadelphia 174 598 1784 328
5 Boston (Manchester) 195 362 1662 478
6 San Francisco— 268 616 1985 637
Oakland-San Jose
7 Dallas - Ft. Worth 181 359 884 253
8 Washington, DC 268 487 1826 389
(Hagerstown)
9 Atanta 108 322 79 20
10 Houston 181 450 021 279
Total top 10 3,18 6314 20,359 5622
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GROSS RATING POINTS = Reach X Frequency.
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FREQUENCY = The average number of times that a person who was reached
S
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The average minute W25—54 impressions = 2,800,000
Cost-per-thousand (CPM) W25—54 = $160,000/2,800 = §57.14
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RATING = the percentage of the universe that is watching or listening to
a given program
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GROSS IMPRESSIONS = the simple addition of impressions every time
an ad runs
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REACH = The percentage of a target audience that is exposed to an ad
. o
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GROSS RATING POINTS = the addition of rating points every time an ad runs.
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