


top peiformers. Arrowhead Credit Union’s goals include, .
loan production, increase in account balances, new
accounts, service quality, reférrals, in?estment balances,
and fee income. |
Sales Practices That Support
a Sales Culture

Sales meetings>are'also an important‘practice that is
crucialvto implementing a sales culture. These méefings-
serve as a forum for mohitoring activitieé and progress
téwards goals and for reinforcing éales skills and pfoduct
knowledge (Ginovsky, 2001). The sales meeﬁingé at
Arrowheéd Credif Union are'bothvinformal and formal.
Formal meetings are regularly scheduled, and reoccurring.
Informal meétings afe leés structured; and designed to
pfovide updates to the goals, and recognize employee
successes. Branch managers have a weekly conferencevcail,
and bi—mpnthly sales meetings, where we disdﬁSs profilihg,
company'vision, and strategy.

Our salés tracking is semi—automated fqr tracking
sales results. The information challenge is,'not drdund
measuring closed sales, butkrather arouhdbtracking Salés
aqtivities. While automatéd in tréckingjreferrals,vthere
is still avlack-of automated support for tracking sales:

activities. Activity tracking remains largely a manual
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procese, and transitioning to a sales environment has
meant a great deallmore paperwork for our sales personnel.

The most difficult ptactice to implement is
telemarketing calls. The staff does not like to make these
calls, and it ls e.fermidable ehallenge to get them to do
them. One practice that works, i1s having the staff
identify thebfactors'they dislike about telemarketing
calls, and than.préetice makingbthelr outbound calls
differentbfrom these factors. This makes a difference in
how the staff and members perceive the call. To ease into
telemarketing, the staff starts with maturing CD calls,
they gain confidence, and than are‘ready to make product
specific calls to,membersl Another approach with
telemarketing is to have staff create the script, aﬁd a
follow up letter. Since they helped create the script,
they feel comfortable in making the calls.

Seles practices should be teachable and repeatable
(Ginovsky, 2001). At Arrowhead Credif Union, we share our
seles practices in a round_table;discussion ence a moﬁth.
This is very beneficial} In my opinion branch menagers
would gain more from this experience if their was a formal
documentation on what is successful, and distributing this
information to managers after thevmeeting. This will ie

turn enable managers to build a sales practice file for
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future reference. This ferum is»important, as it suggests
a definite ﬁrend toward learnrng from the winners. It is
élso motivating fer managers, as tﬁey want to share the
practices, which werevsuceessful.
Barriers to Sales; an.
Internal Evaluation

A practice, which has been very helpfui to Arrowhead
Credit Union’s sales efforrs, is focus groups conducted by
The Sales Manager, Stacie Leake, and all Branch'Managers.
Through this process, Branch Managere have defined several
barriers to the sales‘process, identified, and prioritized
them.

A iarge barrier to the salee process concerns the
area of Technology. Arrowhead has adopted a strategy of
building member relationships, but managers of the sales
distribution channels are not able to view the member’s
entire relationship across»all business lihes.'Our
Customer RelationshipIManagemenr progrem allows us to view
profitability and member vaiue informetioh, but only
through the Marketing'Department’s Qatabaser Managers must
relyuon the Marketing Department tovereate our marketing‘
lisfs; and target our members.

Another»iseue coﬁcerning technology is rhe numerous

profiling'forms we complete on members for potential
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futuré business. Thié data is non-automated and we lack
thevcapability of sharing it with other divisions. Whiie
we have better mémber‘information, the‘Sales staff to
anticipate member ﬁeeds is not neceésarily leveraging
this.

Finally, Arrowhead‘Credit Union has developed
automated sales trackiﬁg;>Which focusesvon sales vélume of
loans, shares, and feés,ibut doés not track increases in
member profitability.

Branch Managers have'voiced concern that we are:
giving mixed signals to the employees.vThey«afe
responsible'fér_sales goals, baséd on voiume, at the same
time expected to buiid‘relétioﬁships withtmembers. Aﬁqther
concernvvoiCed by the managersbis lack.of'training to
improve coaching skills. Géod coaching is‘a skill that
requires training and role modeling.tThere needs to be
explicit training on hbw to cOaCh'fot performance rather
than criticize faults.

vA common element derived from the focusvgroups
concern sales managemeht, managers spend the bulk of their
timevcopinngith'ShortFterm préblemé affecting the branch
immediately, rather than long-term challengeés. The sélés
management prodéss is often re-active process of dealing

with employee, member, facility, and equipment problems as
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they arise, not proactive saleélmanagément.,The lack of
time to provide sales management to the employees not only
createS‘stress on the managers, but is a definite barrier
to the sales process as well.

In an effort to determine what.concerns employees
have regarding the sales program, the employees working at
the Del Rosa Branqhiof Arrowhead Credit Union participated
in é focus gréup concerning sales. The employeés expressed
several concerns they were'expériencing in implementing
the sales culture at Arrowhead Credit Union. Foremost, was
the belief they are under pressure to sell products, and
if salés goals ére not‘met, it will have a negative effect
on their job or affect‘their salary increase.

Happily, employees did not indicate they are under
pressure‘to sell beyond member needs.vRequiring that all
sales staff must profile members to uncover unmet needs,
along with our strategy of emphasizing needs based selling
contributed to this positive response.

Employee concern centered on the increase of
paperwork required in their jobs. This is justified
criticism, as we have added profiles, performance, and
activity tracking to the already paper intensive process
of opening a new account. They also were very vocal in

complaining about the burden of administrative paperwork,
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and accoﬁnt maintenance for members, because it takes time
away from sales. The_éales staff»thought-these functions
should be ﬁandled BackOffice,vand that we should shift‘-
some of the servicing function away from the sales desks
entirely. Not having:enough‘people was also an issue from
the employees. At Arfowheéd we have not redistributed any
work performed by the sales staff, so member service and
problem solving is viewed as taking time away from the
sales process, and becoming a barrier to sales. The
selling résponsibilities are in addition to the service
and problem solving requirements, which the employees
believe justifies the need for additional service and
support staff. The prbblem.is we are also striving to cut
expenses and improve efficiency. Implementing a sales
culture is in conflict with this‘objéctive.

Employees expressed stress around communications
regarding the sales process. The main issues.concern
ha&ing to do with employees wanting.better communicatién
regarding priorities and policies, and new marketing
campaigns.‘They also indicatéd they wanted better
communication betWeen the sales staff, and back office
operations. At Arrowhead Credit Union, what we continue to
do is to refine and modify the componénts aé we learn what

works, and what does not work. Consequently, the sales
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process is always evolving. Since the sales culture is in
the early étages of implementation, goals and sales
processes are being refinedvand priorities changed. In
addition, sales incentives have changed with producﬁ
defined sales tactics, such as the existing campaign to
move share deposits into off balance sheet investment
products offered by.Arrowhead Financial Group. Since these
changesvare inevitable in a sales culture, a Branch
Manager must focus on constructing a way of implementing
chahgeé in order to avoid negative effects on
productivity. Improﬁing communication about change at
Arrowhead Credit Union is a necesSity, not just for
employeeimorale, but also. for effective implementation 6f
changes to improve our sales culture.

These employees aiso felt»there was a failure of the
Marketing'Departmént to inform them.in’advance_of changes,
and marketing promotions, that impact‘members, and they
indicated they are not always adequately prepared with
brochures, scripts, and other information abQut the
product or promotion.

‘Recoﬁmendafions for ImproVing
the Sales Program
When asked what‘changes they would make to the salés

culture, the number one employee response was adequate
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staff to support‘sefvice, foilowed by enhancing the
incentive pfogram..The,empléyees wanted a higher level‘of,
variable pay, either more incentive ér higher commissions
to réward the top perférmers; Several employees suggested
chéngesvrelatedbto the staffing and paperwork issues.
Emplojees believe understaffing is a problem in the
brahches, and ﬁéed'additionai staffing. While'theseiissues
mentioned were the top priorities, Chénges were also ‘
recommended in the areas of training, (more product
training), Information Technology (easier to use platform
systems), and marketing, (more advertisiﬁg or product
changes to enhance compétitiveness).

Adopting a sales culture appears to create a number
of internal stress points for Arrowhead employees. These
stress points can affect worker effectiveness and
productivity, as well as employee satisfaction. It is
possible that we have underestimated the magnitude of
change implementing a sales culture has on employees.
Changing the expectations’from the traditional order
' taking strategies to sales driven strategy takes time,
‘patienée, and perseVerance. This change affects the entire
organizatién, and needévimplemented‘slowly. At Arrowhead
Crédit'Uﬁion, concérns of the emplOYees regarding sales

are seriously considered in an effort to balance a sales
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culture that consistently does the right thing for the
members, while still providing the service Arrowhead’s

members. expect.
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CHAPTER FIVE

SUMMARY AND CONCLUSIONS

Implementing a sales culture is an ongoing process
that takes patience, énd involves many complex human
resource issues. What we cbntinue to do is modify the
components as we learn about our sales program. What we
have learned is when we adjust one part the change puts
other components out of alignment. This is an ongoing
problem we are facing, how to modify the existing
components, to reflect'changes being continuously made to
the sales program.

The sales culture begins aﬁd ends with the employee.
All the job descriptions for branch employees have focused
on sales and changed to reflect‘the sales element. This
was a fundamental change for Arrowhead Credit Union, and
our workforce is changing as a result. We are lookiﬁg not
only for potential employees with financial service
product knowledge, but must also héve good interpersonal
and listening skills as well. We challenge our employees
to méet new expectations, established around sales
activities ahd‘results. They have minimum monthly sales
goals»evaluated on théir.performance invrelatioh to these

goals. Branch Managers must Spend the majority of their
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time coaching and developing people. Coaching is a simple
concept to grasp but actual practice can be very difficult
for managers. This is not aeprecess, wﬁich can be
micro—managed. They need to foster an environment where
employees will shafe their experiences without feai of
judgmeﬁt.

Instailing activities and routines around sales and
sales management practices has proven successful, but it
takes hard work. Arrowhead Credit Union Managers must
stress consisteney_and discipline to be successful.
Profiling is‘averitical element in defining and using
sales practices, because‘it diverts member conversations
away from being product pushes. This process about asking
members about their needs and preferences is yielding some
very powerful information. Our challenge at Arrowhead
Credit Union is how to analyze and act on this'infofmation
most effectively.

Technology is the component of the sales culture
where the most progress is evident, and is still the area
that needs the most improvement. One of the larger
challeﬁges Arrowhead Credit Union'facee is it is still
oﬁly poseible to see a partial, not complete member
relationship. Investment‘products and small business

services are the biggest gaps. We have made considerable
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progreés on segmenting the accounts by profitability, but
have seen limited success in anticipating memberkneeds
based on the profitability of a segment. A sub-component
of measﬁring profitabie segments is Arrowhead Credit
Unidn's desire to assess relationship value, and member
retention. We survey our members twice a year, with a new
member survey, énd a closed account survey in an attempt
to determine if we are meeting this challenge. The
information from‘these surveys help us monitor how well we
are performing against our goal of moving away from vélume
based goals, and into building member relationships and
improving member reteﬁtion.

At Arrowhead Credit Union, we are very fortunate in
two respects; first, we are a smaller organization, which
does not have the layers of bureaucracy that the larger
institutions have to contend. Second, our CEO, Mr. Sharp,
has a large posiﬁive.impact on our sales culture.‘His
strategic vision is consistent and clearly communicated
throughout the organization regarding Arrowheads sales
philosophy. A sales culture is doomed to failure without
committed leadership from the top. This leadership is a‘
key factor that has enabled.Arrowhead Credit Union to see
the sustained and successful execution of its sales

strategy.
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While we have learned a lot from our limited exposure
to the sales culture at Arrowhead Credit Union, we
continue to learn and make changes to reflect this
information frequently. We know we have made tremendous
progress»in getting the parts of the sales culture in
place. What we need to continue to work on at Arrowhead
Credit Union is how tb execute the sales processes
effectively, and how to‘address the problemé outlined by
the managers and employees. Some of these barriers are the
result of growing pains brought on by major cultural
changes within our Organization. Other barriers are the
result of a variance between cfedit union strategy and
actual execution.

Although Arrowhead Credit Union is still in the véry
early stages of implementing our sales culture, already
differences from the pré—sales culture days are evident.
The new salés envirOnmentS require more learning and the
ability to deal with continuingvéhange. Regular feedback,
and enéouragement,‘as well as rewards and recognition
other than money are diStinguishihg characferistics of.our
new sales culture. Training is‘more intense,.and for the
first time includes sales traininé fér ffont line

employees, and Branch Managers. Coaching, done frequently,
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to address problems as well as to develop and enhance
employee’s skills, helps keep the fécus én sales.

While stretch goals and competition can be positive,
it is critical that Arrowhead Credit Union does not push
too hard for sales. We must be careful not to push the
‘ imaginary balance betWeen sales and service to far towards
sales. Doing so would encourage employeeé to sell beyond
member néeds, putting member trust at risk. If we loose
the integrity and trust as a competitive advantagé because
of overly aggressive sales culture, there would be not
future for Arrowhead Credit Union. It is a fact that
financial goals éo seil and the goals for member
satisfaction do not always align. Our challenge, is to
find a balance, to align sales and sefvice, making it
possible for employees to understand that if you are
meeting members needs, sales is service. Member profiling
is the means to make certain Arrowhead Credit Union starts
with and maintains focus on member needs. We have adopted
minimum service standards, required for all members, which
helps to insure that a service orientation is part of the
culture at Arrowhead Credit Union.

Sales Cultures do drive results. Cdmpleting our

cultural change at Arrowhead Credit Union will create a
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