RETA' |_ By Carol and Rob Trow

Turn ldeas into Action

Clearly, improving retail sales and service upgrades
is an essential building block to ensuring the financial
viability of a spa.

However, in this case, just knowing this isnt better treatment results and increased retail
enough—it is now time to move from theory sales. Again, just to emphasize, it is about
to practice. You need to be able to plot specific educating—not selling,
courses of action to take in order to translate your The skin care professional must create an
goals into realistic, measurable and achievable atr-home skin care protoco] that will extend
action steps. Information on overcoming and complement the results of whatever
obstacles. finding the keys to successful retail professional treatment or service a client has
sales, mortivational tips, a guide to product had at the spa. Link specific products with
sclection, staff compensation plans. incentive spcciﬁc services and treatments to create
and reward programs, and establishing an action pre-and post-treatment protocols, and every

plan thatincludes ideas on negotiating with and

transforming your vendors into strategic partners

o L
are all necessary for strong retail growth, and thar Editor’s note: This article is the second part

type ofinformstioncinbe undhere ofa tWo-part series rcgardmg the importance
of retail ina spa opcration. Partone appcarcd

Sell though education in the April issue of Skin Inc. magazine.

In the spa, selling must be based upon
education. The more you and your spa’s team
members know, the better you can impare
knowledge on to clients. That, in turn, will yield
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service should be tied to no less than one product
for arhome use. Reach our to your vendors to do
this for you, if you need assistance. They should
be able to prepare and equip you with key selling
points to usc in advocating arhome products,
and if they will not do this willingly. get another
vendor. Make your vendors an extension of your
staff, ndding their expertise and experience to
your spa’s knowledge base.

One important caveat: [ you carry more
than three lines, it will |ikcI_\' be hard o get the
support—fnancial and otherwise—froma
vendor, so don spread yourself too thin. [Fyou
carry too many lines or only a product or two
from a particular vendor, support can be harder
to come by. If you invest in vendors, they will
investin you—it‘s 4 two-way strect. Tr)' to limit
yOUTr $pa to carrying two to four lines. More than
that can be C(anfusing and ovcrwhdming to
clients and staff.

,TF YO U invest in vendors, they will

investin you.
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For cxampfc. anideal scenario, dcpcnding on
your spa‘s size, mighr be to have a high—cnd line,a
medical line, a lower price-point range anda spa
line plus body products. A private label line may
also have a role, but beware, as most private label
products do not carry with them all the training
and support needed to grow your business. Make
sure your vendors providc qual ity support and
education, and ensure che different lines you
carry have different selling poines. Then always
carry six deep of cach item.

Next, move into cstab]ishing aclear rerail
serategy. fyou need assistance, look to a
consultant or vendor who acts as a strategic
partner to help. Also, check out professional
journals and magazines such as Skin Inc. magazine
regularly to getideas, and hind ways to network
with your co”cagues. Make sure you set aside
time for the ongoing training of your staff,
as well so they can develop selling skills and
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productand protocol knowledge. One way to do
this is to have vendors conduct monthiy producr
knowled ge sessions for your team.

Establish job expectations
Hire for success. By making sure everyone
on your staff—from front desk personnel to
skin care professionals to nursesand even the
office manager—understands that selling retail
pmducts is part of their job. you can casily grow
the power of your retail business. If you don't
reinforce chis notion regularly, however, you will
likely have a very limited chance of succeeding,
To ensure your team members keep up with their
sc[]ingdutics. you need to continually clarify job
rcsponsibilirics. driving home the obliga[ion of
all staff ro participate in the retail sclliug process.
This must be done with enchusiasm and passion,
asitisan important part of seeing to it thar
~ -
everyone gets the best possible resules from cheir
skin care program.
Teach your staff to create a shore dialogue
with clients, relacing the services a clientis signing
s = =
up to receive or is receiving with your home care
products. In effect, have your team members
become trearment tour guides. They should be
mindful that less is more—conversations should
be shortand to the point, and any conversation
with a client needs to focus on what the client
wants to improve upon, not what the skin care
professional initially thinks is wrong withan
individual’s skin. Ask questions, dont eell. Find
ways to suggest how a client can obrain cheir
skin care goals. Listening to their thoughts
£ & £
makes the sales process focus on what the client
wants to address and helps to building a trusting
8 £ e
relationship between staff members and clients.
Ateer that relationship is established, chere will be
ample opportunity for further recommendations.
Also, do not underestimate the imporeance
ot front desk personnel to the sales process.
Those team members need to be rewarded for
success, as well. All too often, the front desk
staffers are the first ones to gain a clients truse,
beginning by answering the phone. making an
appointment, greeting, the individual ac her first
L= L=
service and speaking with that person as she
~
exits the spa. Simple etiquette goes along way.
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Atfeer a treatment, the service provider should

walk the client to the front desk, ensuringall

is well and letting her know what products are

recommended for achome use. The front desk

personnel should then aid in c[using the sale.

PAYI N G COMMIsSSIoNs is NOt

effective unless you monitor pcrformance

and provide feedback.
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Top training

Sellingisa learned skill. You must assume your
staff members are coming to you with liccle—if
any—sales training, Establish a structured
program to teach them how to recommend
products and upgrades, and include in chis
training such basic principles as where to stand,
what to say and how to say it, and the importance
of‘alt\'a’\-‘s maintaining eye contact. At the risk of
being repetitive, look to your key supplicrs ora
consultant to help you in this task if necessary.

One of the most effective tools can be
role-playing, Start every day witha member
of the stal‘Fbcing assigned ro speak on the key
sc“ing points ofaline or spcciﬁc pmducr. And
look to your supp[icrs o pm\'idc you with this
information. Invite vendors and suppliers into
your spa to conduct training on site, as well as to
prm'idc.‘ the appropriate incentives for your staffif
team members perform successfully.

Information is power. Show-and-tell
presentations by staff are invaluable. [dentify
the products that your team members need
more information on, and get the vendor to
explain why a particular product or line is worth

purchas‘ing and reccommending,
g s

The right products and
vendors

Now to ensure you are carrying the right
products. Make sure the pmduct lines you select

meet the clients needs, not yours. Your lines
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must HE I}'IC ({CI]\OgF&PhiC\ OI"‘\'OLIF Pl'.ll_'l'iL'L‘. f\”

too often, spas carry lines thata member of the
stafflikes or is familiar wich. Unfortunately, that
just doesn't build a retail business.

The product line’s distribution channel
also must protectyou and your scaff. Thisisa
non-debatable and non-negotiable fact. Ifyou
carryaline readily available via retail outlets and
channels other than skin care professionals or spas.

your success will be limited—if notimpossible.

Commissions, incentives and
contests

With the growth of sales, the growth of
rewards for sales should increase, too. Most spas
pay commissions as follows: For 6% of sales, less
than 1% commission; for 7% of sales, under 5%
commission; 5-9% commuission for 10-14% of
sales; and 12% commission for 15-19% of sales.
In fact, 50% of all spas do not pay frone desk
personnel any incentives for retail sales! And if
the staff does not have any incentive to sell, they
wont. Providing incentives for front desk staff,
as well as esthericians and other team members,
isa key to retail sales. Think about assigning one
person to be the retail driver, and have that person
keep track of what s selling and who is selling it.

Mo\-ing‘ into using commissions to

motivate your staff, know that paying

—_— e
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Keys to Retail Success

o Offer superior services that provides resules—fluff-and-
buff erearments are losing appeal.

¢ Provide outstanding customer service—treat clients like
guests ata five-star resort.

o Demonstrate good listening skills.

o Commit to ongoing staff education and training.

o Pick your vendors carcfully—select limited distribution,

destination products.

Hire for success.

o Establish realistic sales goals.

Commission Options

m Sales Volume in $
1 % Commission

$501- =$1000

m % of Service Revenue
from Retail Sales
% Commission

>60%

40—-60%
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commissions is not effective unless you
monitor performance and provide feedback

to staff members every month to show them
how thcy are doing. And there are several
alrernartives to paying straight commissions

on sales. First, create a minimum sales volume
for cach staff member before commissions

kick in, and make the percentages higher as an
individual sells more. Increase percentages as
sales volume goes upAH)r chmplc. the first
$300 week in sales pays 5% in commission.
Then a $501-1.000 week pays 10%, and, beyond
that, a week with more than $1,000 in sales pays
a 15% commission or |1ighcr,

Anotherideais to set up an incentive system
based on sales as a percentage of service revenue
by treatment rypc—if'up to 40% of a service’s
revenue is from retail sales, chat leads o a 10%
commission. Having 40-60% of the service
revenue be from retail means a 15% commission,
and a 20% or more commission would be
when 60% of the service's revenuc is from retail
sales. Sull anocher OpLion is to ti¢ sales goals
to specific treatments—for facials, 50% of the
treatment revenue should in retail sales: for bod_\"
trearments, 15% of revenue from retail sales; for
laser services, 15-20%: 10% for in]cctiblcs; and
10-15% for hair and nails.

[fnone of these SYSTEMS SCCM 1o fir your
business, dcw:[np one of'_\'our own dusign. No
one formula is pcrfcct. so find the pl;m that
makes selling the most exciting to your staff. And
to be sure vou are gerting the right idea, involve

) 5 s &
team members in these discussions.
Esscntia]ly. anincentive program should be

PLI[’POSL"d riven. [)il.']'i danarca you want to sce
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improvement in—such as the number of items
sold, the average sales per team member, or
promution ofa spcciﬁc item or line—then be
clear how the success will be measured, and stace
the reward specifically.

Toalso give retail sales an inventive flair, make
ita game for your spa’s staff. Incentive programs
that have been highly successtulinclude:

o Tic Tac Toe—Make a board wich squarcs,
which does not necessarily have to be
limited to nine. When an item is sold, have
the seller put their initials in a square. The
first person to make a line or the one with
the most boxes at the end of the contest
wins.

o Up, Up and Away—Fill balloons wich
coupons for prizes and money. Then, when
atarget or goal is hit, have the staffer break
a balloon and win the subscquent prize.

o Got the Fever—Drawa simple
thermometer onalarge picce of paper with
agoal number at the top, and color in the
sales volume or item total along the way.
The first team member to the top wins. This
can also be used for an entire staff reward.

o Offto the Races—Sct up arace track ona
board with goal numbers on it and assign
cach statt member a horse. The first one
around the track wins.

o Poker—For cach retail sales item or rarget
hit. provide the tcam member with a card
from a special deck. At the end of the
contest period, the staffer who can make
the best poker hand wins.

o Pass the Buck—The person with the
highest single sale of the weck, largest
upgrade or other measured retail sales
goal gets $25 or $50. Obviously, the firse
seller of the contest period is in the lead,
so she gets to hold the money. As cach
subsequent sale is larger and larger, the
person hoiding the $50 has to passitto the
new leader. The person holding the money
atthe end of the pcriod getsto kccp it.

¢ Go For the Gold—An Olympic-type
competition thar pays tor achicving gnals
such as largest weekly sales, most items per
sale, mostsales per day or highest weekly

S;llt.‘!i. The gL).lIS can vary ['.l'()l'l'\ \\'L‘L‘I'( o
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HIGHER

retail sales and
faster turnover
cqual greater

profits.

\\’CL‘](. ascan thl’.‘ PTiZCS. .'ll'id you can I'Ell‘lk
s:aﬂ:mcmbcrs ﬁrst, SCCOHd. tI]il’C] ‘.ll‘ld SO on.

FOI’ any OFEhL‘SC gamcs. E}'I(.‘ rcwards can bc

structured to be creative and include one or more

of the following: increased commissions during
the contest, free products, professional magazine
subscriptions, gift cards or professional mecting
attendance options. A favorite reward is also the
secret shopper assignment, in which the contest
winner is assigned to go to a competing spa that
you admire and have a paid trearment or service.
They then report back to your team on the pros
and cons of what others are doing,

Vendors as strategic partners
Rewa rding your spa's staff membersisa great

way to encourage them to hel p move retail

sales, sure, but how should you pay for these

rewards? By now, you can likc!}-' guess the answer:

Get your vendors to chip in b_\f supp])’ing free

products, cash and the like if cheir products are

at the center of the retail sales drive. It really is a
win-win situation.

And even though all vendors cantalways
doall of the following, do be sure to ask them
what kinds of incentives they can offer you. If
they do not do what you need, move on. The
vcndor—providcd incentive options can include:
no minimum orders, seasonal incentives,
participation in cmploycc incentive programs,
employee discount programs, education and
training programs, marketing and open house
support, trade-out and buy-back programs, dircct
shipping to clients, newsleeeer support, collateral
materials at lictle or no cost, special discounts for
testers, no-questions-asked returns, visitations,
technical support, hotline options, protocol
development, signature treatment design, menu
assistance and a speaker’s program.

Stellar retail space

Moving into the location of the products
themselves, your retail space should be nearand
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clean, provide goad visibility, create excitement
and be casily accessible to your clients. It should
also be educarional and informative, organized
by collection, range and order of application.
Allocate at least 15% of your facility's space to
retail and keep impulse items by the checkout
counter. Also, remember thar most women's
average ]\t‘iﬂht is 5 feer, 5 inches, so kccp
pr(\dLIL s at cye IL\ L] as I]]ULI'! as you can, and
put the spa name everywhere to help build
vour brand. ant—of—pu rchase displays and
shelf-ralkers help build retail sales volume and
profits, as well.

You should be able to measure your sales
asa PL reentage of total spa revenue, b\ ty pc

appard*rn [:nl sales per ncknt. saks by staﬂ
member, sales per square foor, and inventory
turnover by item. Note chis simple fact: Higher
retail sales and faster turnover equals greater
Pl’(‘ﬁ[s. SO '\,"(Ju Shﬂllld [(‘(\k toturn .\'kﬁul' In\'(:l'ltk)r}
over every 60-90 days.

Be the seller

Fina“y. all of the above retail initiatives lead to
aretail sales program? chat has you preparing fora
sale cquippcd with busincsa—spcciﬁc informartion
about your spaon product knowledge, sclecting

) & »
the righe product mix, making sure your skin care
(= (= ’
supplicr Is astrategic partner, in\'csting in cr.linimbv
and cducarinu your staff, uskinﬂ and discm'crin"
your client’s nuds lcarmnu o :mmll\ J\L—not
tell—clients about pmblr.ms presenting products
as solutions and as a concinuation of professional
treatment protocols, practicing overcoming
£ &
objections, and closing the sale. And never forget
to follow upw rich c,a”s after clients visics so you
can build on that initial sale, translating the

rearments and products into future visits and
additional retail revenue, )
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