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Many restorers know the importance of having a business development
team (even of one) driving the growth of their business so they are not
so reliant on programs, weather and good luck.

But historically, such business development efforts have been
“relationship building” route marketing consisting largely of donut
dropping and other ineffectual marketing efforts.

The reality is that as the restoration industry matures, what used to
work in business development now mostly doesn’t. The referral sources
(agents, plumbers, Property and Facility Managers, realtors, adjusters,
etc.) that you are calling on are being called on by scores if not hundreds 3

of competitors. h

None of those folks is looking for a new best friend when your rep walks
in the door and they may be disinterested, stressed, busy and quite
frankly, hostile when your reps show up.

The time is now for the restoration industry to understand that you are not a “sales organization” because
you hire Business Development Reps (BDRs) or salespeople! This is critical to understand because hiring true
salespeople and plopping them into a company that is not prepared to support them is like dropping seed on
rocky ground. The seed may germinate but it won’t take root and will simply be blown away.

As the industry matures, the pressure is on restorers to run better businesses. Like it or not, the insurance
industry does not want to pay for what they perceive as your inefficiencies. They are more than willing to let
the free market sort out the winners and losers. Bottom line is that there is a day-to-day over capacity in the
industry and that is driving prices and margins down.

So while we can gnash our teeth over the unfairness of it all (and some of what is going on in the industry in
highly unfair) remember what your parents told you a million times: “Honey, life isn’t fair.”

Smart businesspeople see the world as it is not the way they think it “should” be and deal with that reality. And
the way they respond to that reality is a personal business decision.

Some restorers love program work, have figured out how to be profitable doing it, easily meet the service and
reporting requirements and knowingly take the risk that a phone call can eliminate a significant percentage of
their business.

Other restorers are moving in the opposite direction, getting off programs altogether and focusing on those
areas that they are expert in and have become willing to drive the growth of their business through their

own sales and marketing efforts. Still other contractors are attempting a blend of the two, seeing the value in
program business as long as it doesn’t become more than about 25% of their overall revenue. This would allow
them to take the hit should they lose that work and not be in a catastrophic situation.

It is arguable that every type of restorer needs to understand what a sales organization is and how to create
one regardless of the type of work they are focusing on. While this White Paper will focus on the business
development efforts of the company, creating a sales organization also helps production staff close more of the
leads the company is getting too.

Another way of thinking about a sales organization is to think about the concept of a sales culture. This can be
a fundamental and profound shift for most restorers who tend to see the business largely from an operational
and technical standpoint.
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But the reality is that most restoration businesses
will be better served if they were able to think of
themselves as marketing and sales organizations
whose product or service happens to be restoration.

A sales culture is one that is focused on the sales
goals of the company and recognizes a number of
important issues that must be successfully embraced.
The first of these is that everyone is in sales and
everyone has a shared responsibility for sales.

Some team members have a more direct role and
others are in a supporting role but all team members
must understand that their activities with team
mates, customers and the industry at large have an
impact on whether the company makes the sale.

This includes whether the company obtains an inspection, whether it closes the recon and/or contents job,
whether the referral source ever refers again and so on. Believe me, everyone in your company impacts
these issues whether they know it or not! Far better to embrace this reality and work hard to put in place the
systems and processes that acknowledge and facilitate this reality for your own best interest!

The next step in building a sales organization is to think about this question: What would you tell a brand new
BDR on day one of their employment with you when they asked you for the step-by-step process they needed
to follow to be successful in sales at your company?

You need to start with the cornerstone of a sales organization, which is the value proposition. Simply put this is
what makes your company different and better than the competition and provides compelling reasons for people
to do business with your company rather than the hundreds of competitors that are also calling on them.

There are broad strategic elements to your value proposition that speak to the fundamental aspect of who
you are as a company and there are tactical components that generally speak to the specific business pains or
challenges facing the people that you want to refer or do business with you.

The place where many would be sales organizations run off the rails is a misunderstanding about the strategic
and tactical deliverables of your value proposition. In other words, your value proposition will tell referral
sources what is different and better about you. By definition, this will not be same old tired attributes like 24/7
emergency service and IICRC certification.

So whatever your value proposition is, you must deliver on those promises organizationally. If you fail to do
that your business development team is essentially lying to their prospects and clients. Not only will clients
completely lose trust in your reps and your company when they realize that you didn’t mean what you said but
your reps will become completely demotivated, leading to mediocre effort on their part or looking for a “real”
sales job where the company is serious about business development.

The next element of a sales organization is sales process. These are the step-by-step activities that your
business development reps engage in to move a prospect through your pipeline.

The idea of a sales pipeline is not common in restoration because we are building referral relationships and
not selling anything. But if there is no pipeline concept how do you know where a salesperson is in terms of
developing their territory and book of business? How do they know where they are?
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The answer to this challenge
is to require a decision or
commitment on the part of
your referral partners and
clients to choose to engage
with your value proposition.
Think of this as a “deal” and
this is what your BDRs will
attempt to close.

Your sales process therefore,
includes the steps you take
as you are prospecting for
new partners, the “deals”
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you make and then the value added and value in advance activities that you engage in to develop the
relationships of trust that lead to long-term referrals and business engagement.

This not only includes the specific steps in your sales process but how to do them. For example, if you require
your people to set appointments by phone they should know exactly how to do that. Who do they call? What
do they say? How do they get past the Gatekeeper? What issues does this vertical have? How do we address
and solve those issues? What do they do when they are blocked? What does the competition say about us?
What do we say about the competition? And so on!

The next element of the sales organization that is so often missing in a restoration business—and it is absolutely
mandatory for managing salespeople and for running a true sales focused business—is data tracking and reporting.

Ultimately, BDRs will be accountable for revenue. But in our industry, revenue lags sales activity. We aren’t
selling a product that we can close on the spot. In many ways we are closing a mutually beneficial relationship
that takes time to bear fruit. (And sometimes those relationships never bear fruit!)

This means that we have to track activities and transition rates (critical ratios) from one stage in the pipeline to
the next as well as both close collected and pipeline revenue. This is so important that | want to expound on

this further.

Your sales process indicates specific activities that your BDRs need to engage in. These activities result in a
transition from one stage in the pipeline to the next. If we look at prospecting, there are a lot of different
activities (phone calls, face-to-face visits, emails, texts, social media connections, letters, etc.) that make up a

prospecting sequence.

These activities should build on each other and create a momentum that gives your salespeople the highest
likelihood of speaking with a decision maker.

Once your rep gets to speak with the decision maker, they will skillfully determine whether their organization
has any of the pains that your company can address, which will lead to an “At the Desk” meeting.

Looking at the transition from general prospecting to an At the Desk meeting, we want to understand both how
many prospects the salesperson had to prospect in order to get the meeting as well as how many prospecting
activities (on average) it took to set those meetings.

The next metric is what percentage of the At the Desk meetings held results in a “deal” or committed relationship.
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Now, because revenue lags activity, we must track revenue in a somewhat disconnected way from activity. The
two most important revenue numbers to track are “closed collected” revenue (which is self-explanatory) and
pipeline revenue, which requires some explanation.

Every restorer has different ways of tracking work in progress or what we think of from a sales perspective as
“pipeline”. Different enterprise software looks at these numbers in different ways but here is the definition of
pipeline revenue that you need to figure out how to track: Pipeline is every job that is signed but is not closed
collected. Do not track “pending sales” because close rates vary too wildly. But you will be looking at jobs that are
signed but not started, work in progress, completed without paperwork, jobs in accounts receivable and so on.

This pipeline number is crucial because it is a far better number than closed collected to predict what the
BDR'’s annual sales will be. It is not a perfect number, but it is close enough for management and as the year
progresses you can refine those projections more accurately. Imagine how difficult it would be to have a sales
goal and have no idea how close or how far you were away from hitting it!

You might have noticed that we haven’t discussed salespeople yet. They are so important that we have a
separate White Paper on this topic: “Why Hiring Salespeople is Different”.

Now that you have a sales plan, a sales process, data and metrics, and great salespeople, you must manage
them! Most restorers fall into one of two general categories, those with Sales Managers and those without.
In smaller organizations, the owner is often acting as the Sales Manager and often doesn’t have the time,
experience or knowledge to do this effectively.

Sales management consists of a number of core responsibilities. In fact, 50% of sales management is coaching,
which is why it is so important to have a selling model, sales process and sales programs. Otherwise, what is
the Sales Manager coaching to?

The other key competences of sales management include training, on-boarding, accountability/CRM,
motivation and hiring (looking for talent and being a key participant in building the sales team).

This set of skills is hard to find. Especially because the stats for Sales Managers are about the same as for
salespeople—74% of them should be in another line of work.

If there is no one in this role and the owner or senior management does not possess these skills, then
outsourcing sales management may make sense. If there are Sales Managers, then it is important that they
have the sales programs to manage to as well as the relevant sales management skills discussed above.

These foundational concepts are critical for any business trying to transform their business into a sales
organization. BDA has been helping restorers build sales organizations for more than 22 years. Let us know if
we can help.

Business Development Associates, Inc. (BDA) is fiercely committed to helping restorers build world-class sales
organizations to increase top-line revenue and bottom-line net profit.

The company utilizes “The BDA Way”, a unique combination of proprietary marketing and sales programes,
systems, and processes to help restorers drive the growth of their own business so they are not relying on TPAs,
weather or good luck.

To learn more, schedule a no sales pressure strategy call with BDA’s founder and “sales guru” Tim Miller at
https://calendly.com/tim-273.
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