
May 2007  |  The sales and service connection for all Wells Fargo team members

COMMERCIAL 
STRATEGIES GROUP:
POISED FOR 
GR-EIGHTNESS

JIM STEINER: 
PEOPLE, CULTURE MATTER
IN THE INVESTMENT 
BUSINESS

Co n n ect i o n sCo n n ect i o n s

DA H L :
G ET ADDICTED: 

VO LU N T E E R
YOUR T I M E, 

TA L E N TS

Cu s tomers look to Wells Fa rgo for money an d a d v i ce.
Learn seve ral ways that we help customers 
manage their cash. 

MORE T H A N
M O N E Y

Connections 2007-05.qxp  5/11/07  12:04 PM  Page 1

TM

PDF Editor



May 2007 | Wells Fargo Connections 8

POISED FOR
G R - E I G H T N E S S
The highest cross-sell average in our company (7.3) didn’t just happen
by chance. Here’s how a team behind the scenes did it.

Co m m e rcial Banking customers
can use the C o m m e rc i a l
E l e c t ronic Off i c e® portal to

keep tabs on their financial inform a-
tion. Alan Hogg and his team know
they also have to keep tabs on the
same information flow.

S e rving those customers from mul-
tiple parts of the company involves
sharing information and linking team
members through technology. One of
the groups inside Wells Fargo fine-
tuning that strategy is the Commerc i a l
Strategies Group, part of Commerc i a l
Banking. 

“As we’ve increased products per
C o m m e rcial Banking customer fro m
four to eight, our customers expect us
to know who they are working with
at Wells Fargo and the products that
they are using,” said Hogg, national
sales manager with Minneapolis-
based Institutional Brokerage and
Sales (IBS). 

“ We do lots of cross-selling with
C o m m e rcial Banking because they
o ffer a perfect fit with the customer
base we’re trying to serve,” said
H o g g .

C o m m e rcial Strategies, led by
S a n f o rd Livingston, creates tools and
business solutions for Commerc i a l
Banking managers, freeing their time
to concentrate on sales. Since its start ,
the seven-member team’s re s p o n s i b i l i-
ties have increased as Wells Farg o
team members continue to suggest
new ways to collect and share 
i n f o rm a t i o n .

“Our group works to help
C o m m e rcial Banking team members
give their customers consistent high-
quality service,” said Livingston, an
11-year veteran of Wells Fargo. “We
p rovide the indispensable inform a t i o n
that equips our team to earn more 
b u s i n e s s . ”

Iris Chan, head of Commerc i a l
Banking, asked Livingston to cre a t e
this group three years ago. Impre s s e d
with his work in the Marketing
d e p a rtment and Community
Reinvestment program, Chan asked
him to support the gro u p ’s cro s s - s e l l
and expansion eff o rt s .

“ S a n f o rd is very pro j e c t - o r i e n t e d
and solutions-focused. He is always

able to deliver,” she said. “So I bro a d-
ened his role to oversee Commerc i a l
B a n k i n g ’s cross-sell program. Our
goal is to deliver ‘gr-eight’ (eight pro d-
ucts per relationship) on a gro u p - w i d e
basis. As of December 2006,
C o m m e rcial Banking averaged 7.3
p roducts per relationship—the highest
in Wholesale Banking and in We l l s
F a rg o . ”

Online tools such as Cro s s - S e l l
Revenue Reports, New Business
D a s h b o a rd and Division Profile keep
C o m m e rcial Banking regional man-
agers and relationship managers fro m
guessing about the pro g ress of their
g ro u p ’s perf o rmance. The whole idea
behind the group is to formalize cro s s -
sell strategies: collecting facts, setting
priorities, weighing alternatives and
making strategic re v e n u e - g e n e r a t i n g
choices across business lines.

C o m m e rcial Underwriting, anoth-
er group led by Livingston, also helps
i n c rease productivity by handling
transactions of less than $5 million to
f ree up relationship managers’ time.

Click here
Making it easy to share inform a-

tion—right from a computer perc h e d
on a desk—is the goal of the Comm-
e rcial Strategies Group. Gone are the
paper stacks of Excel spre a d s h e e t s
re p o rting sales and re f e rral numbers. 

Livingston said tools such as the
R e f e rral Tracking System Dashboard
p rovide that data to team members
with two simple words of instru c t i o n :

Click here .
“ We have to produce these re p o rt s

a n y w a y,” he said. “We might as well
make them readable and digestible.”

All of the information and guid-
ance lines up with Chan’s goals for
her team—four new relationships per
relationship manager each year, dou-
ble-digit revenue growth and cus-
tomer retention are a few examples.

“Since we’ve adopted the mantra
of sustaining double-digit re v e n u e
g rowth, we have to revitalize our
business model and develop strategies
to build on our business,” Chan said.

H o g g ’s IBS group—focused on
“helping customers invest their excess
cash”—benefited from an initiative
that tracked customers’ wiring trans-
actions sent to other financial serv i c e s
companies. Studying customers’ bal-
ance sheets with team members fro m
nearby Regional Commercial Banking
O ffices (RCBOs) uncovered future
p a rtnering opportunities. Rob Sexton,
regional vice president in the Seattle
RCBO, called it “the best partner ini-
tiative I’ve ever seen.” 

Another online tool being built,
The Business Mapping Tool, will pro-
vide a geographic snapshot of the
business generated in the portfolios of
regional managers and business devel-
opment officers. The idea: re d u c e
travel time and shorten the sales cycle
by aligning eff o rts from diff e rent busi-
ness lines with customers in the local
a rea and highlighting missed 
o p p o rt u n i t i e s .

“The sales plan that Sanford ’s

Wells Fargo’s Commercial Strategies Group includes Sanford Livingston (left), Josephine
Herrera, Gretchen Sleeper, Phuong Tran, Bob Fleri, Tammy Bowen, Walter McFarland and
Jose Henriquez.
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team designed and developed has
helped influence other partners to
focus and collaborate with
C o m m e rcial Banking to generate
mutual success,” Chan said. “Cro s s -
sell revenues have shown double-digit
g rowth every year. In addition, the
team has developed better systems
such as the Dashboard to help re g i o n-
al managers cross-sell and identify
o p p o rt u n i t i e s . ”

In Livingston’s view, cro s s - s e l l i n g
should really be considered cro s s - s e rv-
ing. He compared it with a doctor in
a clinic. 

“ We cross-sell, but we also cro s s -
s e rve, if you want to hear it from the
c u s t o m e r’s perspective,” he said.
“When a doctor comes to the exami-
nation room, does he say ‘What x-
rays can I order?’ No, he says, ‘How
can I help you?’”

Relationships are the core of
C o m m e rcial Banking. Livingston said
their group recognized incre a s e d
demands on time a few years ago,
leading them to develop Strategic
Sales Plans. These plans help identify,
prioritize and organize strategic
o p p o rtunities for Commerc i a l
Banking. While they
o ffer inform a t i o n
about key part n e r s ,
their goal is to help
build stronger re l a-
tionships with diff e r-
ent business lines
that result in deeper
customer re l a t i o n-
ships over time.

Keeping up with
g rowth is part of the
challenge facing the
C o m m e rcial Strategies Group. Once
upon a time, Commercial Banking
had three RCBOs in the United States.
To d a y, 72 Wells Fargo RCBOs dot the
landscape in 30 states coast to coast. 

Solid part n e r s h i p s
Building relationships among the

RCBOs and other lines of business
happens both in person and online.

For example, Wholesale Banking
team members recently formed the
C ross-Sell Leadership Council, a by-
p roduct of the Wholesale Forum. The
F o rum focuses on acquiring cus-
tomers, deepening relationships, and
i m p roving the customer experience. 

Julianna Graham, cross-sell dire c-
tor for International Financial Serv i c e s
and Insurance Services Group, is the
c u rrent chair of the Leadership
Council, a group that includes team
members with cross-sell re s p o n s i b i l i-
ties such as Livingston. 

The group meets once a quarter to
s h a re ideas, brainstorm tactics, share
Best Practices and learn about indus-
t ry trends and networking.

Team members from other busi-

ness lines regularly visit the vir-
tual world created by the
C o m m e rcial Strategies Gro u p
or adapt the online tools to fit
their gro u p .

“As soon as we saw
C o m m e rcial Banking’s cro s s -
sell web site, we knew we had
to have the same capability, ”
she said. “Sanford and his team
w e re very helpful and willing to
s h a re. They supported our ini-
tiatives, saving us time and
m o n e y. ”

Graham has borro w e d
many of the gro u p ’s ideas and
tools for her cross-sell initia-
tives. Graham said both she and
Livingston view opportunities from a
business line perspective, tying models
and tools to meeting business goals
and helping customers. As she chart s
c ross-sell strategies for her team, she
considers Livingston a coach and
a d v i s o r. 

Collaboration is an important part
of his role in the company, accord i n g
to Livingston. 

“ We know we have to collaborate
with all the diff e rent groups, which is

why we attend all
Business Banking
c o n f e rences and
p a rticipate in the
Wholesale Foru m , ”
he said. “Our work
c a n ’t be done in a
vacuum. We con-
stantly have to be
talking with other
p a rtners, other busi-
ness heads.”

Point and click is
the goal for cross-sell tools, making
team member jobs easier and more
c o o rdinated at the same time.
Graham said borrowing concepts or
tools from Livingston’s group elimi-
nates redundancy and promotes coor-
d i n a t i o n .

“ C ross-selling is about keeping the
focus on helping the customer and
helping our partners help their cus-
tomers,” she said. “You need to have
open communication so you share
ideas and make yourself receptive to
working together. ”

With Commercial Banking being
one of their largest re f e rral part n e r s ,
working closely with the Commerc i a l
Strategies Group provides a great deal
of value, said Shelley Dohert y, cro s s -
sell coordinator for Institutional
B rokerage & Sales. 

“It helped improve our re p o rt i n g
back to Commercial Banking re g a rd-
ing cross-sell results and re v e n u e , ”
D o h e rty said. “Through our re p o rt-
ing, we can help Commercial Banking
team members understand the value
IBS brings to the table and encourage
c ro s s - s e l l . ”

The information helps intern a l l y

as well.
“ We always stress with our team

members that you need to do your
homework and find out as much as
possible about the customer re l a t i o n-
ship within Wells Fargo,” Dohert y
said. “To support the existing re l a-
tionship by working with the bankers
s t rengthens our partner re l a t i o n s h i p s
and provides the best experience for
our customers.”

New ways of slicing and dicing
data can be simply a phone call away.
D o h e rty said that when her gro u p
needs to pull information together for
specific projects or re p o rts, she calls
G retchen Sleeper, strategy consultant
with the group, who has proved to be
a great part n e r.

“My relationship with Gre t c h e n
s t a rted when we were both part of the
C ross-sell Tools Team at the
Wholesale Forum,” Doherty said.
“Since then, we keep in contact even
though the team completed our com-
mitment to the Forum. I can’t think of
a time she has said ‘no’ when I needed
help. I value my relationship with her
and the entire Commercial Strategies
t e a m . ”

C o m m e rcial Strategies Gro u p ’s
online tools support Wells Farg o ’s
c ross-sell eff o rts, but they don’t
replace the need for re l a t i o n s h i p -
b u i l d i n g .

“ I n f o rmation and technology is
v e ry helpful, but the reality is that
business is still done based on re l a-
tionships,” Hogg said. “Sanford ’s
g roup is dedicated to making sure
both the relationships and the tools
a re working together. ”

Co m m e rcial St rategies Group too l s
• Division Pro f i l e
• Strategic Sales Plans
• New Business Dashboard
• C ross-Sell Revenue Report s
• C ross-Sell Referrals Report s
• Segmentation Analysis Report
• Quick Glance Report
• R e f e rral Tracking System Dashboard

Tools coming soo n
• Business Mapping To o l
• Ta rget Tracker Pipeline To o l

“We cro s s - s e l l, but we also

c ro s s - s e rve, if you wa nt to

hear it from the custo m e r’s

pe r s pe ct i ve.”

—Sa n fo rd Livingston, head of 
Co m m e rcial St rate g i e s
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