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The office appearedordinary to mea an entrance of
an apartment block.The difference was the Company
logo and the absenceof the door mat
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This morning the office did not
have internet accesstill 11-00

Also on that day the windows cleaner came-
as theysaid,last time she came two yearsago

In the hall of the apartment there were some
boxes3*t he track delkxwered
@ [ I e snlpmenty [ o ¢



During the internet pause lasked:
what else Is out of order?

Navision hang$a when the reports
are beingprepared.

Inbox folder Is erasedsometimes
In MS Outlook

| calculated rapidly what efficiency
we could reachif we fix all this

*people reported differently



Function

Scale

Introduce 2 new fields with
addresses and trade terms which
will be seen in the order card

/4% of clients order delivery, 3 500
outbound calls in 2013 to clarify the
conditions, 2 minutes per call, totals

125 hours

To Introduce Bl or have a Navision
copy to work with reports.

18 days of closing the month and
database access

Automatic withdrawal from the
orovision of unpaid order after 5
days

5 400 order in 2013 =5 400 minutes
to check In system




In the lobby | looked at the board

No bad newss Is good news
Updated in 2011
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My first guestion was about
BusinessValues
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8 They has not changed.
8 Please, look at the site.
g All you need. With Love.

| asked GSI mpl |
sense I's not szl w
opil nion differed



As Internet was switched on, everybody started to work.
| set down near call center officer.

: 3 Now we have the product.
The Tirst We will deliver tomorrow

E O 8 Assoon as we have the product,
we will inform you. Do you still

outbound calls need It?



As my research showed later, OOS was one of the
opportunities to switch clients from other suppliers

Delivery to regions
Active clients m®mOneShot
IDE I

Credit I

Warehouse location

Active sales -

Delivery price / minimum lot

Range / OSA
Fast delivery / OSA

0 10 20 30 40 50




A Gno wilnfaxy

AThe call-officer rapidly did all at once: copypasted, look to
the papers,typed in MSWord Outlook, Navizion and

program for instant messages.
| did not asked why so inefficiendyl knew the answer.

AShe foundedneccessarnsKus from 6 000 list. | was

Impressed.

Would be a thrediered liste@ she wouldbe lesstired
g | thought

A Nowinfax @ she had to run from a desktop
to fax-machine.

DI




And then | saw thefamiliar screen

ACaIcuIation of margins order, as in theHQ! Good
earningsae | was delighted. The girl calmed me dowre |f
the item Is not in stock, COGS= 0, and the manyproducts
are out of stock

AAnd how do you work withpromec odes ? We dond
appear | ater as clientds debi



| asked her about saleKPI

HQ

1.Turnover

2.New contacts

3.# of calls

4 Time on the phone
5.Margin

6.Average order line

7.# of orders / quotations
8.# claims

VS

Russian office

1.# new contacts

2.# of resulted calls (adress+contact)
5.# orders after dial ups

4.# of dial ups

5.0rders shipped turnover

6.0rders confirmed turnover
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Working conditions, meansand
Instruments werenot helping
people




Uncommon reports

| asked for reports but
releasedthere were:

3 no Bl

A ErEEEETEIE 8 no adjustable reports

8 the programmer left and
took the manuals
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Which CLMoffer would you accept?
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€6 Strategy, which you should use, depend
on what rung of the ladder you are now.

Jack Trout



Scalability i1s onlyavailed when
you have no boxes on the floor



B

|

W OW R R HHRRHR R

Already at home, reading Little Prince for my
son, | rememberedmy Client.At that moment |
was reading the art of small steps.



The art of small steps



The art of small steps

Apprendsmoi | d des fetits pas. ———3 It can be the strategy for the first time

Commela plus importante donne-moi de
r e C 0 n Aeedl turcaqdelatvies dac c o mp
dedi f f i,dcdiéd ct lersord occasionsdec r o1 t r e

Patience to the team

etdemdu r
Je nedemandepas de miraclesni de :
visions,mais je demandela force pour le e To make tests and conclusions
guotidien!
' | un homm I : : :
g oI oM tapane ce — To introduce the conscious business culture

rejoindre Ceuxqui gisent au fond.
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On the 3rd day | asked:

Any ldeas?



ldeas In customemarketing

R 0,8%
A
0,3%
0,25% 0,19%
| : |
1 1 1
2011 2012 2013

Marketing proposed new segmentation. Russian companies
has industry attributes. She selected appropriate industries
and tested response rate. It resulted to 0,8%!
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In my research why oneshots stopped
purchasi ng there was

No range
Delivery time
Delivery price

| forgot about you

| am still purchasing

No need or bugget I

0 20 40

60
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It occurred, thnat L3
decrease oneshots
Workshop N
Sianlon W Total oneshots
Home N
Catering No need or budget
Education N

0 10 20 30 40



Another customermarketing ideas

sending catalog | A call before sending

toelimnatect deeds oul sy

RRO0,3% More expensive but RR expected
thrice higher



Product marketing ideas

Sergey set up competitive prices on indicative SKUs for key categories.

| proposed on top to set up competitive prices basing not on the
cdllegorit es., but .on thes:cil | entidis el

And learn to use the promotioncode, so other clients have regular
price.
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My research provedcustomer
perceptionsofSer gey ds

active 2,0 1,6 2,1 2,2
one shot 2,0 1,5 2,0 2,1
13- low price
3 - high price
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Innovative product with a good
priced a key to brandawareness
and a properpositioning

(as wiI tHQGS5 %y |

N



Together with Purchases wanet the

clients at an exhibition
Acknowledged for

~ myselfthe high
Talked to ¢

guality of the goods
suppliers

B AL European principles

IS a potential for russian
market



50
40
30
20
10

Product quality was highly evaluated by
our clients in my research too




Next day | spent 10 hours
earphones

f] It occurred, that at the WEB advertising the clients get
special numbers of the phones, and the talks are recorded.
| set and listened. Sometimes | recognized voice of sales
director 3 she used all possible and impossible negotiations
technic.

f] The records gave me ideas what to improve, and | wrote
down several e6small stepsy

INn the




Conclusions from the conversations
records

8 Sales skills3- asking, active listening, objections
3 Wording3s- it Is our positioning

g Algorithmsa- it about fixing clients

8 Personalization

8 Business processes

Also | thought3- maybe part the calls between the
operators basing on Initial clients requests?
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Customers offered
to pay with cards

Yandex Q T\ VISA

QIWI WALLET

— B R

Why not to offer them
cards and emoney ?




Trainings for the callcenter?

No outsidetrainings last 4 years
| am Gplaying trainerdy
When | have a time | train.

Navision-> SKUs> Trainings
Butt he most difficult 1 s not selling skil
And the assortment, of course.
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50
45
40
89
30
25
20
15
10

Call centerservice was valued by the clients




But there were the opportunities too3¢ Wh ad
have to do to switch fromothers upp |l 1 er s\

Delivery to regions

IDE l Active clients ® OneShot

Warehouse location

Active sales -

Delivery price / minimum lot -

Range / OSA

Fast delivery / OSA _

0 10 20 €10 40 50

Credit




No KAM

My mission iIs to bring 400 clients monthly, but
| havendt seen any customer i

Trully to says- | have no time. A year ago we had

KAM and want to hire a new one.

As he left, sales of his clients decreased by 20%. Part
of clients got lost.

When new KAM comes, he will catch up
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lc oul d ntgdients a |
6000 e-maills

|

200 replays
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Catalog usability Site usability
50 60
40
I 20 I
O e . O _—
2 3 4 5 2 3 4 5
Active clients B OneShot Active clients ® OneShot
Documents terms Delivery terms
60 40
40
20
20 I I
0 S [ ] 0 s —
2 3 4 5 1 2 3 4 5
Active clients B OneShot Active clients B OneShot
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The next day | devoted to the site.

There IS no momentum There Is no link between
order without registration Navision and site.

Who likes the emptybusket?



Day 4. Personalization

@i ele vl S onNo < AS SIS
at the site

g Individual mail boxes of call-center
officers are not given to the clients.

@ There Is no signature with photo In
mails.

ant» with photo
Personalisationis a step to

loyalty. You can be loyal to
something: a face, a brand,
not a eGyManager

G We were gl ven
Pl 0l 0 an a | lie i



Day 5. Pricing .

300
200

100

In 2012 clients cancelled twice more orders

| 500
then Csuall v, BHBeaeause oF Ik

4OOOOOC
was a call fromHQtolocalGM-Gr i se t he | 30000,

price to 30%, then give'ZOOOOO€ II
| 100 000 ¢ ’I

High price

\\

_M\\




DayWl | thought about OOS

35% of orderswaits over 1 month

The missing SKUs delay shipmentor divide 1t In
two (more expensive)

Call center spendsl0% of the time answeringthat
the items are OOS
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# of cancelled orders

High price Delivery cost There is no need

2008 m 2009

2 e 2 (1

2012201 SHERR

Non identified
reasons
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Each customer

/ i s G6b Y

Small
company

\Cang’t gr ow

Leads tooos



G Ewar ehousey POS

~ (DISORIENTED YBE\
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Clients who care about POS will flow to Metra
It IS easy to reach, bigger assortment



One more day. Warehouse
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Warehouse

the room of our manager has thin windowaglass, there are small holes so you
can see the sky

it will not help 400 clients. But if the only warehouse worker falls ill, the

shi pment will stop i
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Motivation

Cancelled annual bonus- 20% of the salary for
individual KPIs

Last appraisal started from a phrase
«pl ease update your CV»

Diffused responsiblility3- there is no accountability
matrix.
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There are more deep reasons of
decreasing the motivation

3-the people were hired and
promised they will will be bosses
and have departments.

- At present theydo all the work
themselves




