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COMPETITIVE INTELLIGENCE MAGATINE

The sales force and competitve intelligence arc inextricably

linked, Nowhere is there a greater sense of the firm's comperi-
tion and the need for good competitive analysis than on the
front lines. Nowhere else in the firm does there exist such
clarity af mutcome—the sales person cither wins an account
or loses it—and the understanding of performance relarive o
competitars as the determinate of success. Nowhere else is the
source of competitive informatgion so closely linked ro its

use, and nowhere else in the firm exists greater motivacion
to usc competitive information, hecause the sales person’s
professional and financial success is determined by their
customers’ everyday buying decisions.

With such high awareness of the potential value of C1
by the sales foree, why do most CI professionals have such
difficulty getring access ro field informarion and working
as a parcner with sales reps? While many of the reasons are
cultural and involve organizational design, the CI profes-
sional can create an environment of feedback and infor-

mation sharing by aking a frst step of actively providing
analysis to the field. This article continues the discussion
by Ellen Naylor of the Business Intelligence Source on
working with the sales force (CF Magazine, vol. 3, no. 1,
January-March 2000) and suggeses that the concept of
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FiIGURE 1. COMPETITOR MAP.

Our Major Product Lines or Business Units

Our Market Biggest Product Mext Product Smallest Praduct
Segments Line | Line 2 Line 3
Most Important Competitor A Competitar A l-:u:|||'_l-=3l."-r_|3r A
Segment X Competitor B Competitor P,

Competitor T Competitor M
Next Most Competitor A Competitor M Misc. Competitors
Imiportani Competitor T Competitar R
Segment ¥
Least Important Competitor T Competitar B Misc. Competitors
Segment £ | Competitor B

positive reinforcement—i.c., providing analysis and informa-
tion back to the sales force using simple analysis twols and
techniques—is the key to gaining immediate support and
bepinning an ongoing parcnership with the sales team.

KEY DESIGN CONSIDERATIONS

TJaworski and Wee best summarized the primary design consid-
cration in their 1993 SCIP monograph, Competetive Intelli-
gence: Creating Value for the Organization. They wrote:

*..the sales force provides information 1o the exrent that
they receive equal value in return. [f their information is
not used, they will quickly discontinue reporting,”

This philosophy forms the basis for successful interaction
berween the CI professional and the sales torce.

A second principle is to integrate CI activities with the
gencral sales process, rather than creating an addicional acrivity
for the sales force. The first step is o map the existing
informarion fow of data from the feld. Where does i go?
Who uses it? Are there weekly call reports and regular confer-
ence calls? The second step is to tap into this low.

It 15 also crirical 1o keep in mind the competitive knowl-
edize and political needs of your key stakeholders, and to note
the differences in needs between sales management and the
sales force. For example, sales management may look to you
more for early warning reports and analysis pertaining to sales
strategy. The sales force has two primary questions—Whe is
the competition? and, How do I compare?

Last, a primary concern for most CI managers and staff
when working with the sales force is over-commitring available
resources. In most companies where only ane, or a handful. of
Cl analysts serve a sales force of hundreds of representatives, a
real concern is gerting buried with requests for racrical sales
information. Given this imbalance, survival depends on en-
abling representatives to replicate simple emplates and infor-
mation so they can conduct analysis at the local level

TooLS AND TECHNIQUES

The following are examples of analysis tools you can provide
the sales force to meet the key design considerations men-
tioned. They work best if a basic CI process is already in place
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that includes a competitor profile database and a regular
“push” early warning rool.

Competitor Map

Wane an effective way to communicate to the sales force and
identify the firm’s competitors? Create a simple map that
clearly shows which competitors are most important. This not
only priortizes their caprure and channeling energies, bur also
helps them alert you to new entrants. A side benehit can be
pointed discussion by senior management about who really
belongs on che map—and why.

A simple competitor map has the focal firm’s main
produces or services along the horizontal axis, and its markes
down the vertical axis, with the names of the mose important
competitors in the cells. Thus Figure 1 describes how Com-
petitar A plays in your most important market segment, and
how Competitor T is focused on your biggest produet line.

FIGURE 2. 360-DEGREE VIEW.
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FIGURE 3. PRODUCT FEATURE COMPARISON: TELECOM.
Our Product Compet A Compet.B Compet. C
Phones o 5 5 a8
Voice Mail i b 4 3
Call Reporting g 2 g 8
Metwork 9 T = &
Call Center 7 8 & &
Data Features 8 [ 5 T
Total 44 40 33 38
| = Low 10 = High

A more comprehensive competitor map takes a 360-
degree view by using a radar screen with the focal firm in the
center, as shown in Figure 2. This analysis tool can be used in
many different ways, bur is best used to group companies with
common business models. (Adapred from Ve Migration, by
Adrian Slyworsky, 1996, HBES Press)

Comparative Produet Analysis

Tacrical comparisons of product featutes and benefits are
l,'_ll.'[]h:]bi.}" El‘l{_" L'll'lﬂ!_'.-'s.l-.s TINST 'l."‘.';'l,l lll:,'\:i |'|‘:r Hil[l'.'.‘i |J".‘1 :l'll]li." IJL'li.'Hl.l}-'L' l‘E'IL'}"
help increase the salesperson’s credibility in the customers
mind and, hopelully, positively influence the buying decision,
The ley consideration is providing the right level of derail, as
sales reps typically do not need the depth that a produet
manager might need. Figure 3 uses a welecom product to
demonstrate thar Our Product is raed llit',h-_'l' overall and has
superior fearures for voice mail. nerwork, and dara chan the
competitors’. This table may be an introducrory analysis thar
allows the sales person to drill down o the specifics behind
each rating,

OF course, customers don't make decisions on produc
featurcs alone. Buying criteria will likely include attribures
tlL‘j,"’l':l”_l_l_ Tl"ll_ ]T_I'N_:ll_tl.:[\ 5|_|(_:|'| as l:]:ll'l.'lFL'lll:'u" Jtpul.‘ltil‘]lﬁ. ﬁl'l':lﬂL'i-ilJ
stability, or service after the sale. Figure 4 illustrates a similar
comparison on customer buying criteria. Again, the analyst
will allow the sales person o drill down o Sptciﬁf detail,

I pracricioners will develap their own versions based on
client needs. Figure 5 is an example using an identity verifica-
tion company that builds on key producr features to ereare a
steengehs/weaknesses analysis, It then extends the analysis o
anticipace the selling tactics of the competitor based on the

idenified strengths and weaknesses, Last, it gives the sales
PETS0N an acteon .*:rr:p i the J::rrl'n -.’tlt' w_-rtml ammunition and
recommendations for offensive or defensive positioning.

Conversion Impact Model

This defensive “swirching cost™ analysis helps the sales person
quantify and communicare the focal Arm’s incremental value
vis-a-vis competitars to retain cliencs. Because the analysis is at
the account level, the €1 praceitioner should create a remplate
,'||'|I_‘I Pl'l_l'..'il_li_' ]'l"lﬁl_' -L:l.,H_,'l |;;'||'|| A h‘l: I,.'i'l'l'l'lITlL'l!'lL‘lHt'l:J '\'-'ill'!l ||.]L':I|
knowledge by the account represenmative. Figure & demon-
strates how the overall cost of doing business with My
(_:.(:.mpun_l.-' is Jower overall q!m\'pirc a |1ig§u:r prcrL|LI1:: Flrjt-_‘. Thiz
remplate iz ideally completed face-to-face with the decision-
malker to maximize buy-in as well as o caprure informarion on
comperiors g non-threstening manner.

CoNCLUSIONS AND LESSoNS LEARNED

Sales people need a partnership with the CI pracritioner, rather
than enc where tiu':.' [u'rwidr data thar feeds a “black hale” ar
corporate headquarters, By fArse disseminating simple analysis
and templaces to the siles foree instead of asking them for dara,
the CI Pl'nli:s:iiun.ﬂ ]'u'gin:i a selbreinforcing process of field
sales feedback that, in curn, enables increasingly more valuable
analysis and recommendarions from the €I group.

Simple analysis rools such as the compertiror map address
the question of who the comperitors are. These, in turn, enable
sales people o prioritize their caprure and channeling efforts
and o alert you o new entrans. Simple grid comparisons
address their second major question—how do we compare?
They give the sales person objective information thar heightens

FIGURE 4. CUSTOMER BUYING CRITERIA COMPARISON.

Techinalogy
Techinical Support
Financial Stability
Sales Team
Product Refiability
Total

Our Company Compet. A Compet. B Compet. C
9 5 5 ]
9 8 B [
7 7 ¥ 7
7 9 & 7
8 5 5 7
40 34 3l 33
| = Law 10 = High
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FIGURE 5. SIDE-BY-SIDE MODEL

Our Company Competitor A

Key Customer Requirements
*  Dato sources
* Emse of access
*  Dara timieliness
*  Customization

Froprietary, direct
Secure internet
Updared real tme
3 options

3rd party

SECUre inCernet
Depends on client
Will custom design

Company Strengths
& Weaknesses

W customization

S; data sources, timeliness

S: internet tech, customization
WW: data sources

What e Anticipate

Competiter will sell custom capabilities, ROL Will

position data source “just as good as!’

Recommendarion:

Position dara sources and timeliness as the most

impartant buying criteria by using an economic analysis.
Show how customization adds to client costs.

their credibility and image in the buver's mind and which
ultimately results in a positive buying decision. Creating
templates and providing base data for sales represcivatives to
complement with local knowledge provides needed Hexibiliny
and addresses the CI group's primary concern of overextending
PESOUICES.

Sales ineelligence professionals should stare small with a
willing sales diserict or region, documenr success, and be
patient in building key reladonships. Once begun, this ap-
proach builds and constanty communicares the value of the
I Broup 'luu:h[]:.' within the firm, |]1;j;|;]|1g them a trae [rArtner
with the sales force lflrin'.;un'l_c_'. ] |"II'I1|;:'.kl:ir:|I:.|§:~i henefits
throuzh increased job security and sarisfaction—and Lu.m-iru__-'
that no one will ever again question che value they provide to
the organizarion,
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FIGURE 6. SWITCHING COST ANALYSIS

My Company Company X

Froduct Price 1533

3%

Product Quality High i
Company Commitment Hig_h. 7 Mew to market =
Employee training mc 5 100/employee (?) -
Order system change MNone IT Programming, code conversion
Total Cost $5% 33555355, ¥
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