
Key Takeaways:

1. Understanding Sales Cycle Factors: Recognize that factors such as price, market targeting, decision-making complexity, and buyer inertia all contribute to the length of the sales cycle.
2. Work Backwards: Start from the desired outcome and establish steps backward to today, clarifying the sales process both for sales reps and customers.
3. Anticipate and Prepare for Objections: Effective objection handling involves anticipating potential client hesitations and preparing responses to address these effectively during the discovery and targeting phases.
4. Voice of the Customer: Implement this exercise to better understand client needs and refine sales strategies based on direct feedback from current customers.
5. Enhance Communication: Improve how sales teams communicate the value proposition to align better with client expectations and reduce decision-making time.
6. Educate Clients: Through targeted content and direct communication, educate potential clients about the product and its benefits to facilitate quicker decision-making.
7. Engage Decision-Makers Early: Identify and involve key decision-makers early in the sales process to avoid delays in the later stages.
8. Utilize Consultative Selling Techniques: Focus on solving the client’s problems through a consultative approach, which helps in positioning the product as the necessary solution.
9. Leverage Customer Insights for Refinement: Use insights gathered from current customers to refine targeting and positioning strategies, ensuring they resonate better with potential clients.
10. Continuous Improvement: Regularly revisit and refine the sales strategy based on outcomes and feedback to shorten the sales cycle over time.


Transcript:


Speaker 1
Hi everyone. You're listening to the Venwise Roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about managing elongated sales cycles. This roundtable was led by Hilary Swan, founder of Rebel Scout Consulting. In this roundtable, Hillary touched on two main topics, the factors that cause long sale cycles and tips for shortening them. There are a few things that the attendees found particularly helpful. How to work backwards in helping clarify expectations about the sales process, both for your sales reps and for the customers. The importance of objection handling, which is anticipating and preparing for the hesitations that your clients might have to better position yourselves in the discovery and targeting and how to do voice of customer exercise. 

Speaker 1
So you'll hear all about that and her answers to the other questions and the interesting discussion that happened in just a moment. All right, let's get started. 

Speaker 2
Excellent. Thanks again for having me. I'm Hilary Svon as my intro founder of Rebel Scout Consulting. So Rebel Scout Consulting provides fractional sales leadership for businesses like your startup. So the offerings are anywhere from founder and sales led team training all the way to strategy sessions and process build out. So I am here today to help and lead and hopefully give you some morsels of tips and tricks on elongated sales cycles. Excellent. Good. 

Speaker 1
So let's have everyone go around and introduce yourselves. You can share your company, your role and the context, what brings you here, what challenge you're facing when it comes to elongated sales cycles. We could go in any order. 

Speaker 3
Hi, I'm Dan Guido. I run trail of bids. We're a cybersecurity consulting firm. I guess we're just seeing like, we don't really have a lot of competitors, but our main competitor is inaction, and a lot of people are choosing inaction over action this year as like, we don't really need this. Let's do it later. So we've seen a softening of demand, hasn't like, you know, fallen off the map, but we need more like motivation to get people to take more ambitious projects and risks. 

Speaker 1
Thanks, Dan. Ryan, you're next on my screen. We'll just go around. 

Speaker 2
Perfect. Yep. 

Speaker 4
Ryan Haggerty, I'm the vp of sales at Unicast. We're a location data company, and ideally what I'm sort of dealing with on my end is our industry. There's been a lot of volatility in location data over the last year, and it's resulted in our clients and prospects interested in our data to overanalyze a lot of the data and to, sort of challenge a lot of what our competitors are doing, seeing that our data is actually doing, you know, is very clean and very well. So we're dealing with just overanalyzing data and having to maybe educate our industry again in the location data side. And so we're just trying to figure out how we can shorten it or anyone who's sort of dealt with, like, volatility within the industry that they're in. 

Speaker 1
Great, thanks. All right, Claire and then Paolo and then Garrett. 

Speaker 2
Yeah. Hi, everyone. 

Speaker 5
I'm Claire hathaway. I'm the chief sales officer of Curiosity. And curiosity is a hospitality tech company that helps, like, that we match the best hotels with the best travel publications to get them featured and then ultimately drive downstream revenue. So we're kind of atop of the funnel, a top of the funnel connector that helps drive bottom of the funnel results. I think one of our biggest challenges has been that we're getting yes from everybody. We're getting tons of yeses. People saying, we love your products, and then really going cold, like not signing contracts. Contracts are out for months. You know, when we finally circle back, they sometimes will say, oh, well, this didn't fit in our budget or whatnot. 

Speaker 5
Like, finally we'll get a response and we'll get some feedback, but I'm having a hard time getting pen to paper and I'm getting a lot of yeses. And then, and maybe that has to do with, I forget who said it earlier, but the, like, in action, like no action. We'll just saying yes, maybe we'll do this in the future. And then I think another issue. 

Speaker 2
Is like. 

Speaker 5
Understanding where, like, this falls. Like in what channel of. I guess for me, it's the hospitality universe. Our platform falls in. We're getting a lot of interest from like, the marketing people, and then ultimately their budgets aren't big enough really to pay for what we're doing. So we really need to be getting the budget from the revenue bucket, but we need to be speaking initially to the marketing people. So kind of understanding how to loop in that other decision maker is something that has been a challenge. 

Speaker 2
Excellent, Claire. 

Speaker 1
Thanks. 

Speaker 2
Hello. 

Speaker 6
I run a tech consultancy focused on Netsuite and salesforce implementations. We have about 160 plus folks worldwide and still growing, which is great. Not at the rate that we've seen before. What I'm interested in finding out, what we're seeing is we don't got budget. That's what we're seeing quite a bit of love what you do, love having worked with you, the work that you've done has been incredibly impactful. But we're concerned about macro and we. 

Speaker 3
Don'T have the budget. 

Speaker 6
So that's part of what we're seeing. So that would be curious to see what approaches or thoughts can be shared there. 

Speaker 1
Thanks. Garrett, are you able to introduce yourself? 

Speaker 2
I am. 

Speaker 7
I'm not able to turn on my video, but I'll gladly do it over audio. So I'm the co founder of a consumer health tech startup that helps people with severe ringing in the ears, or tinnitus. 

Speaker 2
Tinnitus. 

Speaker 7
I understand that probably most of this is going to be b two b focused, and that's really fun. I just want to, if I can pick anything up. Our main issue is we have this process which is online, then goes offline, then comes back online, and it's very hard to attribute the sale to, you know, where did they come from? What was the ROI on the advertising spend, etcetera. So the sales cycle takes a while. It's a pretty low trust environment. So there's mostly snake oil out there for this condition. So people want to do their research and, you know, look into us first. So that's our problem, is figuring out what was the journey of this person and how do we track them and attribute this out. 

Speaker 1
Excellent. Thanks. All right, Hilary, why don't you share your opening thoughts and hopefully you'll be able to address these questions either along the way or, you know, go through them as well and we can, and hopefully you amongst yourselves have some answers and we'll be able to bring you in to help each other out as we, as the nature of these roundtables. 

Speaker 2
Yeah. So I have a couple of thoughts, but equally, I'm thinking I'm going to do the opposite of what I was originally going to do, which was share and kind of level set some things. But I think we should kind of speak as we go. So please let this be interactive. I love that the group is really small. So as your question is applicable, which I think we can address as we go unmute, let's chat it through and at least try to get you some answers here. Okay, perfect. So right off the bat, we've already talked about this a bit, but there are factors that affect the length of the sales cycle. And everybody on the call today is dealing with an elongated sales cycle. 

Speaker 2
But I just want to make sure that we know the difference between taking a long time to sell and having our product offering service truly having a long sales cycle. So four of the main things that will contribute to a long sales cycle is price. There is a direct correlation between the higher the price, the longer the sales cycle. It seems pretty obvious, but not always. And so that's where I would challenge your question around. Again, this is a good level set of is my sales cycle long? Because there's budgets that need to be put into place and decision makers that take time or which leads me to the next thing, targeting, or maybe, perhaps there needs to be an adjustment in my targeting. Are we appropriately targeting your ideal client or target market? 

Speaker 2
And is it very clear around, do you know that the problem that you saw for this client oftentimes sales cycles can be elongated because we are not identify or initially talking to the correct person. We haven't really hopping down to the who's who identified the differences between the decision maker, the champion and the people who have to be involved. And a lot of this has to do with knowing our customer and knowing our target market. And so I believe a couple people had mentioned around the idea of the incumbent at this point is making no decision. And so I would encourage to reflect back on a couple of things. What is happening with the budgets. So things are forever and always changing and are we staying on the cutting edge of understanding the challenges for our customer? 

Speaker 2
There are still there's budget constraints, but there's not no budgets. So what does that look like? And then equally targeting, do we need to adjust any type of targeting? Maybe what has worked in the past is not going to necessarily be the case. Perhaps there's now additional decision makers. So I believe Claire had mentioned around, oh, it's seeming like maybe we need to pull other people in because the budgets are coming from other departments and but really the decision maker is this person over here and the champion. And how can we involve those people earlier on to potentially shorten that sales cycle and not in any particular order, the expectation. So do you lead the customer through the sales cycle? So I know that sounds obvious, like, of course you know, of course you believe that you do. 

Speaker 2
But oftentimes with elongated sales cycle, there tends to be a miss as to are we setting the right expectations or are we really serving as the subject matter expert to guide them into the next step? Have they thought about who else needs to be included or what their next meeting is in presenting budget? Are they armed with the correct information to be able to even present at that meeting? And who else can they introduce us to in order to make sure that the messaging and the value prop, although it may be different for those included, that you're covering all of your bases. So really leaning into the setting the expectation, and asking the questions around, what are the next steps? 

Speaker 2
Because oftentimes, relying on who we believe to be the decision maker isn't always the best case if we are not helping them along that sales path. Now, we're not using the term sales path, but think about it like a map. You've done this over the course of all of the customers, and you likely see trends of the people that you're speaking to and the next steps and the frequency of the meetings and the budgets and the size of the budgets, and, you know, all of those questions, but we don't want to assume that you're the person you were speaking to. Your target customer knows that they may never have bought this type of service or platform before. 

Speaker 2
So before we move on to the next slide, I do want to maybe hop into Claire's question, and then I think that it's a little bit relevant. I think a couple people Paulo had mentioned around the no budget. So to just unmute and lean into that, let's first start off with the who's who around. What you're noticing in terms of, are we proactively asking who else needs to be involved? Or Claire, from your learnings around, realizing, wow, we're actually needing to actively involve other people. Let's talk about that. 

Speaker 1
Hilary, can I make one suggestion? Just. And then we can go to what you're. What you're saying. I. I heard in, as you described it, everyone's questions in a bucket or another, and I'm curious for everyone to, in the chat, if you can, like, rank these, like, write. Write them out in the order for which you feel your question falls into one of these buckets, because I'm interested to see. I guessed, which I think you all would say is like, oh, my question is a pricing question. My question is an expectations question. So I'd be curious to hear from all of you and back to you, Hilary, into pulling Claire's question out as a starting place. 

Speaker 2
Yeah, of course. Okay. So, I don't know why I'm not able to see the chat here. 

Speaker 1
I can read them out. Ryan wrote target and expectations. Paolo wrote pricing and expectations. 

Speaker 2
Okay. Yeah. Okay. So let's. Let's start with pricing, since it's timing and expectations. 

Speaker 1
Yeah, it looks like expectations. It's interesting. Author Claire wrote expectations also. 

Speaker 2
Okay, great. So they're all. And I love that you called it out, Maya. They're all falling into one of these. So let's talk about pricing. So how's the customer paying for your product? Is this a four? So can everybody on the, can you answer? Is the, is the, do you tend to see that your customers are paying for this through formal or informal budgeting? And to just level set on that formal meeting, your target customer gets a budget and they're allowed to spend as they please. Or formal, meaning there is a process, perhaps you're an IT platform and it requires there to be a budget put in twelve months in advance that is up against competing budgets. 

Speaker 1
Can everyone kind of, yeah, maybe you'll stop sharing your screen so we can all see each other and discuss this. So it might be. 

Speaker 2
Let's do that. Yeah. Okay. 

Speaker 1
And then you can see the chat easier. Also this, Paolo and Ryan both wrote both. 

Speaker 2
Okay, both. What is the difference? So then my question would be what do you see the formal versus informal to be relevant to industry? Are there any trends there? 

Speaker 6
A little bit, but just for some context, we focus on middle market. 

Speaker 2
Okay. 

Speaker 6
We're not going through the same level of rigor that an enterprise level client would go through. But at the same time in the middle market, we attack four different industry segments. So on the fin side, yes, it's a little bit more formal in a sense that they've got budgets, they've got an economic buyer assigned to it. There's a process that needs to be followed. On the other hand, many times in consumer product manufacturing, when we deal with, again, middle market, it's, yeah, we need to do it. Let's go do it. And we think it's going to cost this much. I would frame it slightly differently though, because if you're going in this direction, I apologize, I'm jumping ahead. Curious about your views on competitive pressure. 

Speaker 6
And the reason I bring that up is we provide a service that is not something that is absolutely unique. 

Speaker 3
We like to think it is. 

Speaker 6
We like to think we do it very well and better than many others, if not most. But at the end of the day, it's a well known problem set. 

Speaker 3
It's not like in the case of. 

Speaker 6
It'S not in the case of Dan's, which is ridiculously difficult. Esoteric skill sets that are very difficult to find. The marketplace, we have Salesforce and we have netsuite implementations. And yeah, you could theoretically just go hire somebody off the street and get it done. It's the wrong move. You won't get it done well, but in a time of economic uncertainty, a lot of people think, why should I spend more money when I can spend less money? 

Speaker 2
So that I think to your question, it's kind of, we're kind of hopping around a bit here, but I think that starts to go into the idea of the appropriately targeting. So if we think about the idea of truly being able to solve the problem of your customer, so being the solution to the problem that they have, if we are appropriately targeting in the sales cycle, if we think about the discovery process really asking the sets of questions, the discovery questions to unveil what their problem is. 

Speaker 2
My hunch is here, Paulo, is that it's for, you might pivot into a little bit more front end activity in terms of it's going to feel like you're having to have more conversations because you're getting more hesitation towards that discovery to really be able to identify the customers who see your offering as a problem to the, as a solution to their problem. So I think that it's going to come in the discovery phase of that. For those who believed it was a problem 1224 months ago and had those budgets, you were getting more yeses then. And now there's constraints, budgets and competing factors. And so early on in the sales process, identifying is this ideal client or is this target, truly identify this as a problem? 

Speaker 2
And if they don't, and you haven't been able to unveil the problem that you solve for them, it might not be the right, I mean, it is not the correct target. Does that help? 

Speaker 1
Not to jump around too much, but I'm aware of the fact that both Paolo and Ryan have to hop in seven minutes, and they both put expectations here as well as declare. So I'm curious to hear from Ryan, Paolo and Claire, when you saw the expectations explanation from Hillary, you know, how did that click something into place? I'm curious that all of you had that there. So Ryan, Paolo, let's start with both of you, since I know that you're in a bit more of a time crunch. 

Speaker 2
Yeah, sure. 

Speaker 4
From an expectation standpoint, I do agree. From a timing standpoint, that's always a challenge for salespeople speaking with customers. That's one of the main topics that I try to focus on early on in a client discussion, just to make sure that we have an alignment from that standpoint. But what sort of synced recently was the rep understanding the cycle? What's the enter, what's the objective and then what's the exit throughout the sales process? And that's something that I've been reevaluating over the last month or so. And I actually implemented in the last week, like a much more detailed and structured process to sort of help with that. And so that just made me gravitate towards the expectations and any other insight you may potentially have. 

Speaker 4
It's not just the client sales cycle expectations, which I feel like I've educated the team very much on, but re evaluating what do the sales reps know the, you know, the process for each cycle? 

Speaker 2
Yeah, that's excellent. So on the next slide, something that I have in there is the sales process. So it's very common that if the sales process is not very well defined, as you grow in scale, we want this to be repeatable. We want there to be a river guide, a map of sorts, and then obviously, with appropriately hiring of sales reps, them being able to be consultative and guide the customer through this. Easier said than done at times. So I think you're on the right. I mean, that would be my suggestion, Ryan, that you're on the right track as to continuing to coach your sales team around what that process looks like. So it's very clear as they are growing with the company that they are truly being the subject matter experts and the guidance in the process. 

Speaker 2
Because, again, if the assumption is the customer is going to lead the next step, that can be a miss. And that is where we see sales cycles elongate, because we are not, we don't want to be pushy, but we want to guide them to say, okay, now what we want them to think into the future. If there's. If this is a budgeting piece, which we already spoke on. Okay, let's think about in a year. When is that meeting? What other things are you going to be presenting at that meeting and kind of work it backwards? But it does take you and your team to ask those discovery consultative questions to get your customer to think about that. So I think going kind of back to the drawing board, to your point on the sales process is an excellent step to take. Thanks, Claire. 

Speaker 1
I'm wondering where that lands for you. As you were saying, you get a lot of yeses and then a lot of quiet. 

Speaker 5
You know, this conversation is actually sparking another point here, which is like. 

Speaker 2
So. 

Speaker 5
The sales team has been trying to work backwards. That's a big thing that I focus on, is working backwards and trying to set those expectations that are mutually agreed upon. And I think that's something that I really started focusing on with the sales team about six months ago, and I think it's resonating and working to some extent, I have, or I have, and I have had some more junior salespeople that I've been working with. And it's much harder to instill confidence in them to take the lead through all these steps than it is for me to go through all these steps. And of course, I'm always learning and always growing, and I can improve 100%. 

Speaker 5
But I very much agree with working backwards and saying, okay, well, you know, if we're talking about getting you placements this summer to drive revenue in the fall, which is your low season, that means that, wow, it's already, you know, the middle of June. We really need to sign this agreement by the middle of July in order to get, go live by the middle of August and then see those results. And so making it real for them, making it real for the client in terms they can understand to address their need is something that I totally agree with and have been working on with my team as well. 

Speaker 2
Yeah, that's excellent. One other kind of, like, tip, I would say, how many team, how many people are on your sales team? 

Speaker 5
So right now there's four. And we actually have, like, some great sales team members now. But I find that, like, when I'm speaking and coaching different sales reps, there's definitely different things that I can work on with each. Like having a conversation with someone who's really junior, this is their first sales job. Just getting them to, like, say the pitch is a huge achievement, then you need to give them confidence to work backwards. 

Speaker 2
So it's like steps. 

Speaker 5
But I think that using something that the client wants, which is to get those placements on a certain date and working backwards from there does help set those timing expectations. 

Speaker 2
Yeah. Something you may or may not have done this already, but as a suggestion, are you familiar with the consultative selling platform or structure? 

Speaker 5
I think so. I. That sounds really familiar, but I'm. Maybe, maybe I'll look into that. 

Speaker 2
Yeah. So I would encourage you to look into it. Feel free to bring me. I can kind of send you some resources. It takes time. Essentially, just the idea of asking the discovery questions to really identify the problem, to be able to present your product as the solution. I really believe in it, regardless of what you are selling or what you have to offer, because then it really. It's the difference between that customer being sold to and you being the solution to the problem. But that said, you mentioned the idea of having more junior people or even people who are selling for the first time. 

Speaker 2
I mean, truly, like, there's a difference between having a junior person and then also, you know, being a founder, not having like, formal sales experience, I think it is helpful because more junior or less experienced people don't want to be salesy. Help them wrap their head around like, no, become a trusted partner. There's a difference between the two and if you truly are offering them. And Paolo, I mentioned this when we kind of discussed your question, like asking enough questions to qualify what the problem is. So you can say, great news, I have the solution, or maybe I don't. But then that way you're coming from a true place of consultation and you're already building trust with the customer. So that could help your more junior people too. That's great. 

Speaker 5
And something that we've been trying to coach them on also is just to initially in the sales conversation, ask those probing questions and find out what who, like everyone in the hospitality industry, is managing different things depending on the organization you're speaking to. So if I'm talking to like, a CMO, they might oversee some of revenue, they also might not just depending on the situation. So, like, focusing on asking those probing questions, understanding what initiatives they've taken towards what we're trying to achieve, and then kind of having enough confidence to pivot what I'm going to press on in my presentation that speaks to what they're looking for. And it's different every single time you have a conversation. Identifying that, yes, stay nimble, and like, identifying that is really hard. 

Speaker 5
So for the more junior people, it is much harder to pivot and to be confident and to be able to say, wow, this guy's really interested in revenue. I'm going to push on a lot of the data and the analytics and this stuff. Meanwhile, the marketing person might not even really be that interested in that. They just want the flashy pieces we can create for them. So being confident enough to be nimble, I think, is a big achievement in a sales organization. 

Speaker 2
Yeah. And that, I mean, just going back to the whole theme here, that will take time and can take time and that contributes to the length of the sales cycle. So that's something that we can control and work on and may not necessarily be a product of what your sales cycle will look like in six or twelve months. Yeah, absolutely. 

Speaker 1
I'm curious, Garrett, Dan, have either of you gone through this where you've had multiple stakeholders who have to be a part of the decision making and anything that you want to add in here about how you've dealt with that? 

Speaker 3
Honestly, I don't know. For instance, yeah. In my industry, it's just really easy to choose not to do anything because it's security. It's like, well, we could just try it and we could just wing it and maybe it won't blow up in our face. Is it worth the cost of us hiring a bunch of outside experts for something really expensive? And they tell us there's a whole bunch of things wrong and maybe we still get hacked. Even if we do use them, it doesn't eliminate the risk. So why not just go without? And I have a bunch of big projects right now that are kind of stalled. Like, confidentially. Oh, no, this is being recorded. 

Speaker 1
No, Dan, for a second, or do. 

Speaker 3
You want to major, let's call them online storage provider, that as somebody that aggregates a ton of data, they have an interest in doing a bunch of AI work, and it's a huge unknown area, and they have no guidance whatsoever for their own work or the work of companies they might acquire or companies that might hire to work on that problem set. And we have, like, a $3 million proposal out with them, and it just kind of like pinballs around. It's like, oh, well, we're talking to the leadership team. We're doing this, we're doing that, and it's just kind of like sitting there for weeks and weeks. But there's nothing I can do to force them to make a decision. I can try to. What they really want is they want a holistic. They want to know the problem solved. 

Speaker 3
So a typical fallback would maybe be to carve it up into smaller parts. Be like, well, why don't you just let us get a foot in the door? Let's just do a small project and demonstrate to you some of what we can offer, and then we can talk about something bigger that doesn't really alleviate the need, because the need is they just want the problem solved. Like, they don't want to have to think about it. They just want to know that security is embedded in the process. 

Speaker 2
Now is the hesitation to move forward around. So have you been able to identify it? Sounds like you said, you know what the problem is, and you know that they want it solved, and you can solve it. So where. Where is the bottleneck? Is it budget? Is it the decision makers? Do we know that the decision makers hold the purse strings? Like, and this is one. This is one example, but if we dig in more, where's the bottleneck? Because it sounds like you're checking a lot of the other boxes in terms of the problem that you solve. And why you're the best solution. 

Speaker 3
Yeah, it's really hard to diagnose. It's b two b sales, and it's kind of a black box. Like, I can't roam around the office or look over their shoulder into their Microsoft Teams or whatever they use. I just have to guess based on what they email back or what they talk to us on the phone about, I could probably grab the point of contact and make them talk to us, but I also don't want to like twist their arm too hard. 

Speaker 2
And that's where I think what I shared with Claire about the consultative selling. I mean, coming from a place of truly being able to solve their problem. Your point of contact, would you say you feel confident around knowing the difference between a champion and a decision maker? Yeah. Okay. So the champion is truly going to be your inside guy or gal and they're going to, you know, carry your flag. And so it sounds like we might need to take a couple steps backwards and figure out who's going to carry that flag. So that when you are asking those discovery questions that maybe we don't have some answers to around, you know, what are the next steps, as have we planned for budget? You know, is this a bigger picture? I mean, is this an implementation thing? 

Speaker 2
You know, are they concerned about the bandwidth of the amount of people that would need to implement this or is that not an issue? Like, I think we maybe have to take a couple steps backwards in the discovery process because we got to figure out why it's just sitting stale. 

Speaker 3
Yeah, reasonable as I'm talking, I'm thinking that, you know, I'm in like the business of education kind of. 

Speaker 2
Yeah. 

Speaker 3
And as we come out with new software releases, research and whatnot, all those are additional opportunities to be like, hey, we want to show you something. Come on over here and check it out. And then open the door to another conversation with them about like, what's the deal with this project? Why is it stuck? 

Speaker 2
That's okay. We want to help make this available. This is a problem that we can easily implement this platform or, you know, security system. Let me help you. What are some of the competing factors here? Is it, is it a ban? You know, kind of digging into that and also like, don't forget your roots. You've had success. What were, what were the successful factors with your current customers? That's always a great practice to go back to kind of reevaluate the ideal client and the target market. People have bought. People are excited to buy. Why did you win with them? I'm just saying that's a good way to dial in, you know, is maybe at the end of the day, it's not an ideal client and maybe they're not a target market because they're not, you know, a quote, early enough adopter, maybe. 

Speaker 3
These guys are definitely an early adopter. 

Speaker 2
Yeah. 

Speaker 3
I think the real challenge is that we haven't done a lot of projects at the scale that this one is being pitched a lot. It's also because the industry is making a really big shift towards a lot of AI related work, and everyone's diving in the pool with all the force that possibly can muster, and it's all happening at the same time. So people are willing to write bigger checks, make bigger investments, whereas normally it's pretty predictable. It's like, well, you know, we need to just stop, you know, poke your head in the door for like two weeks every quarter, and we can kind of put you in this routine process. 

Speaker 3
And then a lot of people coming to us now and saying like, hey, can we get you, can we get like ten people for like three straight months to work on 40 projects? Because all this stuff is critical and we need to make a decision right now. So it's just kind of crazy. 

Speaker 2
Yeah, I mean, and this is staying nimble with the market and this is not a topic for today, but, you know, does that, is that a particular potential product that you can go back to the drawing board? So if we think about is your sales cycle being elongated because of the constraint resources and is there an offering for implementation services that could be something that would shorten the sales cycle because they don't have the bandwidth. Again, not a conversation for today. Also from an education standpoint, like you said, there's a lot of other things out there educating your potential customer on. You know, you don't want to poo on. 

Speaker 2
On those things necessarily, but being a subject matter expert and really helping them see why your platform is superior and the choice for them, always easier said than done, but just trying to bring you back to that true north around, you know, ways to potentially shorten the sales cycle. 

Speaker 3
Yep, I. Yeah, I think I get it. 

Speaker 2
Okay, Claire, what's as. 

Speaker 1
Yeah, as you're listening to this conversation, what? Is there anything that was resonating for you from your own experience in the hospitality industry and the way in which your product and your relationship with your clients has been developing? 

Speaker 5
Yeah, I think it's again, like figuring out who the ideal customer is, which is always a challenge, because every time I get a response from someone, I'm like, yes, great, ideal customer. But it's like, the truth is that they're not. And I think it's like, gets to a point where you just need to have enough confidence to say, actually, this probably isn't going to be a good fit or, you know, give up hope a bit. And it's so hard because, like, when you have these junior sales reps, they're going out, they're sending tons of outbound emails, they're picking up the phone, they're trying to call people. When they get someone to respond to them, they're so excited. But it's few and far between. I mean, sales is like a grueling business. It is really. The lows are low and the highs are high. 

Speaker 5
And I think it's just doing it long enough to have the confidence to say, you know what? Even if we do change our parameters and get a lower sale value than we usually would, and I'm scraping along to hit my numbers, that client's probably not going to turn out being really happy, that clients not going to turn out having their expectations set. So I think it's just like, you know, being real and being honest with yourself. And when you're junior, sometimes I think you don't even know that's the case. And then you're just bummed out when the person doesn't move forward or commit. And I, like, struggle all the time with it. I'm like, I want this person. I want to sign this deal. This person's my in. I'm going to keep clawing along with them. 

Speaker 5
And, yeah, I mean, I have a deal out right now. And the guys come back to me and said, look, this is what we can give you. And I was like, I'm kind of pushing this through for you. Anyway, your properties are not that great. Now you're telling me you're only going to give me a portion of what we need in order to make money on this deal? But I'm like, wow, this could be like, great for the revenue. I need my quota. It's a tough thing to say. Actually, you know what? We probably won't move forward because I think for the business at large, it's not going to be six months from now. Now they might not even still be a partner of ours. 

Speaker 2
So you already kind of touched on it, Claire, around, getting really knowing, and I would imagine that we're still figuring this out, but very intentionally figuring out who is our ideal client and our target market. So there's an exercise that I take people through and it's think about it in thirds. We have an ideal client. We've really dialed in who this person is, the person, male versus female, industry, location, all of the things, and then we have the target market. Target market is where we typically make the majority of our sales and then we have a non fit. Who are we simply not in the business of selling to and why? Typically we fill that box with or that column with kind of lessons learned. To your point, they're not going to come back. It's not going to be a success. 

Speaker 2
It's off brand, you know, all of those things. And then from there at least, having the beginnings of that framework to build upon it will help your team to appropriately target. So something that you spoke on that you're still again trying to figure out, nobody needs to have all this figured out. This is evolving, but keeping it top of mind, it sounds to me there needs to be a minimum amount of revenue or the company needs to be a certain size to be even have the budget to do this, you know, this other offering. So knowing that we are simply not in the business of selling to those that are under 5 million ARR. 

Speaker 2
And the reasons why, because we know that they can't afford it, they do not value it, they are going to come back with a lower, you know, all of those things. So it's really kind of rabbit holing in. And that's where I think when you're able to more appropriately target because you have outlined those things and you can guide your team to say, I'm glad that they responded to you, but we know that the budgets aren't going to be big enough or they're not sophisticated enough or they do not value this offering enough. So even if we got to the vp of marketing, he or she is not going to see the value in this because there's competing things. It's really taking that exercise and either continuing to build on what you're learning. 

Speaker 2
So making the notes as you go along, my guess is if it's taking 100 emails to get one response, there's probably a different way of doing it. 

Speaker 5
There is. And that's another thing that we're working with right now, is initial engagement. So I don't know, Dan, if you have this problem as well, but our platform is very hard to understand. Very hard to understand. When you immediately explain it to someone, even you try to get your elevator pitch out, it's like, it's hard. It's a hard thing to understand and. But once you get into it's an awesome product the hotel had. There's hardly any lift. It's great. But to understand what we do, we have to talk about, like, all these different pieces in like one sentence, which makes it really hard. So sending outreach, doing cold outreach, it's been really hard. We're not getting a good response rate, but once we get someone engaged, they tend to sign. 

Speaker 5
So it's like figuring out that initial engagement is another really, that initial outreach and what that should say and how to make that hit strike a chord with someone. I've just this week worked with one of our junior sales reps on changing their outreach, like, template. Whatever. It changes all the time. Three times. It went from like. It went from like 20 lines to now it's three lines. And we're just buying different things to see, like, what resonates. 

Speaker 2
And even when going back to that target market or the ideal client, where. Where do those people in your industry specific to hospitality, where do they get their information? And I would, again, we're getting a little detailed here, but I would almost. You know, I am in the business of sales. I have been in sales for 15 years and in sales leadership, and I love sales all day long, but I also love my marketing counterparts. And there is understanding the difference between what marketing does and what sales does. And if we think about really dilating our ideal client, where did they. Where are their trusted resources? Who do they go to? What publications? Are they on Instagram? Are they on LinkedIn? I mean, where are they getting their most cutting edge information? And is it. 

Speaker 2
And how compelled are we to reply to an email I don't like? It takes a couple emails. I pop on LinkedIn. What is this? Who is this? Are there any connections? Is that outreach as effective, or do we need to pivot? Is it a LinkedIn message? I don't have all of the answers, but things to think about as you are dialing this in, because I think that there is a way to. I mean, there is a way to just get this more fine tuned so that maybe there's only 50 outreaches and you're getting five responses. Is it in person meetings? Is it. You know, I know. 

Speaker 5
I don't know if anyone else has feedback on in person meetings, but pre COVID, it was my go to. I'd have an in person meeting. In person meeting. Sign the deal. Everyone was willing to meet with me. Yeah, no one wants to meet with me. It's like everyone's working from home, even if their corporate office is in Miami, well, they don't want to get dressed up and go into the office. They're sitting at home. So it's really hard to get in person meetings. 

Speaker 3
I find, yeah, I tend to find that you have to rely on the customers to educate themselves, that it's really an environment where they come in with a lot of preconceived ideas about, like, how the thing's going to work. They've done a lot of research. They are, like, vaguely aware of what's going on out in the world. And, yeah, it becomes a marketing thing. Instead of marketing for trail of bits we try to do well, I tried to hire, and then I had to fire this guy because he was terrible, but tried to hire journalists and labeled the head of marketing as the head of editorial, where the business was really about educating our clients about a complex issue. And then by the time they come in the door, there's like close to 100% win rate. The customers qualify themselves. But yeah, same thing. 

Speaker 3
I don't really get a lot of value out of quick hits like cold outreach sales. We just don't do it. It just doesn't work, especially for a business and for a service that's as difficult to understand as ours. Even if it's not difficult in a way, it kind of is in a different way. You know, clearly everybody needs to make sure their stuff is safe and doesn't blow up in their face, but there's still some challenges there. 

Speaker 2
Have either of you, either personally or somebody on your team done any type of voice of customer? 

Speaker 1
Tell us a little bit more about that, Hillary. 

Speaker 2
So a voice of customer essentially is. So you currently both have a quote book of business you've sold to customers. So a voice of customer is going back to your current customers, those who are buying, those who have bought from you at some point and asking them a series of questions, figuring out, getting an idea of truly, if we think back, you know, sometimes it's very clear why they bought, but understanding why they bought, what they say about you, what they, you know, has it come up in conversation and being kind of getting inside their heads, asking for that time. So voice of customer tends to be done more in like a marketing scene. Sales absolutely can do it depending on the relationship with the customer. 

Speaker 2
But people are very familiar with the term and it's really like we want to learn about your experience with our product and you will unveil so much information. It's wonderful to do it. I would say do it with. If you have at least ten customers that are willing to talk to you do it with no less than ten customers. That way, at least you can start to see some types of trends. I think a lot of times, coming out of voice of customer, you gain confidence and insight that you didn't realize sometimes. Also, if you are still back to, I think something that Paula had mentioned before about the. And you also mentioned, Dan, about the not making decisions. Sometimes voice of customers can unveil the challenges that they maybe have now, but didn't when they bought. 

Speaker 2
So it's a great way to just kind of get inside their heads and learn more so that you're positioning your talk tracks, your discovery questions, maybe your customer outreach, or even we started talking about marketing. That's for another day. Better positioning yourselves questions? 

Speaker 3
I'm good. Thanks for the help. 

Speaker 2
If there's no questions you want me to share, just that one last tip. Slide. Although I feel like at this point we kind of have touched on, we. 

Speaker 1
Can see whether there's anything left that you wanted to share that didn't come up already. And we'll do takeaways. We'll hear what everyone is. 

Speaker 2
Yeah. So actually, there's one thing that we didn't talk about. About. So let's talk about it. Okay. Can everybody see? 

Speaker 3
Yes. 

Speaker 1
Same slide as before. 

Speaker 3
Okay, here we go. 

Speaker 2
Okay, something we already talked about is the sales process. Do we actually have a sales process? We don't. It's okay. It is really important. It's the roadmap. It's the roadmap that you're going to use. It's the roadmap that your team, as they grow, is going to use. And it is okay to adjust it. I encourage you to adjust it as you learn more. But we do have to have something put into place, something we already talked about is that strong discovery, making sure that we have that strong set of questions in place. Claire, you're dealing with it more because your team is more junior. But really having those go to questions, like, if I can ask all the questions in the world, what would that look like? And then coaching them around, being more consultant. 

Speaker 2
So something that we didn't talk about is objection handling. So if we think about all the reasons somebody doesn't buy or has said no to you in the past, you probably could list those out. And I don't want us to shy away from that. Learning from how to handle objections is so important, and it's very empowering, because the more you get objections and the more no's that you get that you can learn from the better. You can position yourself in the discovery and targeting piece. So I believe you both likely, you know, we've already talked about budget. That's always 100%, regardless of what's happening in the economy, going to be an objection. But what are some of those other questions or hesitations or when we feel like we really identified the problem and positioned the offering, your offering, as the solution? 

Speaker 2
If we think back to some of those meetings, like, what are those like? Well, the hesitations, the I'm not ready for the next step and being able to handle that. So, again, being clear on what those are to better set yourself up earlier in the meeting and the sales process is also a tip to be able to shorten that sales process, because nothing stinks more than to get an objection far along after you've invested time. 

Speaker 1
Hillary, is your recommendation here to address them before they come up or to be ready for when they come up. 

Speaker 2
So this is a great question. This is a delicate dance. So being able to ask discovery questions. So knowing what your objections are, to ask those questions early on is ideal. So you're passively hitting them head on because you already know. So, for example, understanding. So if we think about budget typically has to do with priority. So in a discovery question, if we work backwards asking, you know, we're halfway through the year, what are some of the projects and priorities that you have set up for the rest of the year? Understanding what is top of mind for them so that you don't find out the objection in the future is, well, we don't have any budget for 2023. We have a ton of projects that we already have to do that we had to budget for last year. 

Speaker 2
So appropriately positioning your discovery questions so that ideally there's no or less objections in the end, does that make sense? Yep. 

Speaker 1
Is that Dan and Hillary, is that. 

Speaker 2
Something that you're already doing? 

Speaker 1
Is that something that you could be doing more of? 

Speaker 3
Yeah, we generally keep track of objections. It's, I think we have a pretty mature sales process. It's really the uncharted territory that I'm in now with clients making giant requests and then not doing anything with them. 

Speaker 2
Yeah. 

Speaker 1
And, Claire. 

Speaker 5
I think we could definitely do better with objection handling and bringing them up early on. One of our biggest objections is about sharing data, and we don't actually, like, need the data for the purposes of anything other than performing the terms of our agreement. But that concept is like an enormous red alarm goes off in these people's heads. So it's a little scary to bring it up as a discovery. Like, to talk about that before we share our value, because we don't want them to just say no, which a lot of them would do. I'd say that's our biggest objection. And when we get it, we're very well suited to move through it. We have, like, a great response that's like, it's just getting through that objection. That is probably our biggest challenge. 

Speaker 2
So, Claire, in the idea of asking the discovery to then be able to present your offering, do you think that there's an opportunity that in that, you know, presenting back to the customer what the offering is, to hit it head on? So having kind of answering the question in there, so, you know, steps upon making this up, you know, steps of implementation, we would need data approval. What that looks like is x, y, z. And almost like making the explanation in that solution presentation rather than it coming up later. Is there an opportunity to do that? Do you think that could help? 

Speaker 5
You know, this is like one of those where the person, like, needs to believe the person. I'm pitching the champion. Right. They need to believe in my product enough to then take it to legal. And legal needs to be the one to say, okay, they don't have. So I think there might be a way to, like, probe a bit with that. But I really. We need to make the champion love us enough to put their neck on the line to take this to legal. And if. 

Speaker 2
Yeah, so think about the expectations piece. Like, walking them through that. Like, is there an opportunity that, like, legal oftentimes, like, there's a couple stakeholders in every business that people kind of clam up on. And I would say legal is definitely one of them. And regardless of how much anybody wants something, they kind of, like, get a little nervous about legal. Like, is there an opportunity for you to take that off of their plate and say, what I need you to do? Let me walk you through this. What I need you to do now is we will now work with legal to get this contract executed so that we can, you know, retrieve the data during the implementation process. But what I need from you is to get me to that legal person. 

Speaker 5
Is that great way to put it. I think that could be a really good way to put it. 

Speaker 2
That's. Yeah. 

Speaker 1
Hilary, what's the best way for people to be in touch with you? 

Speaker 2
So you're welcome to connect on LinkedIn. Maya, do you distribute the deck? Because I did include my information in there. Otherwise, I'm happy to. Yeah, that way that does have my contact information. If questions come up. Please feel free to reach out. Okay. 

Speaker 1
Wonderful. Dan, Claire, thank you so much. Glad that you were all with us today. And, Hilary, thank you for this presentation. Let's get from each one of you in one sentence. What's one thing that you're taking from this conversation, one thing that you're thinking about, one thing that you're going to look into? 

Speaker 5
I think those probing questions and thinking about how to incorporate the most challenging objections into an earlier stage of the conversation. 

Speaker 2
Excellent. Good. 

Speaker 1
Dan. 

Speaker 3
I think I'm just going to get back in touch with our point of contact and force the objections out of them. 

Speaker 2
Listen fast to fail. Fast to fail. Fast to succeed. It's good. 

Speaker 1
All right. Excellent. 

Speaker 2
Good. 

Speaker 1
Well, thank you so much and looking forward to continuing this conversation. Have a great day, everyone. 

Speaker 2
Thank you both. 

Speaker 5
Thank you. 

Speaker 2
Bye. 

Speaker 1
I hope you enjoyed this benwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us@communitynwise.com. I'm Maya Dolgin. Thanks for listening. 

