
This month brings us to the
third part of our four part
series that focuses on the hir-

ing and training of employees for your
shop. Parts 1 and 2 of our Training
Your Sales Staff series appeared in the
May and July issues of ArrowTrade.
(PS, If you do not have the print copy
any longer, you can find the articles at
either of our websites, arrow-
trademag.com or for dial-up internet
users, at arrowtrademagazine.com.)
To date we have dealt with the selec-
tion and hiring process and the initial
employee training which focused on
store policies and procedures as well
as product familiarization. 

By now we should be ready to toss
our new employee into the deep end
of the pool. Right?  Well, not quite yet.
When you are teaching someone to
swim it is an accepted procedure to
expose them to water gradually in the
shallow end of the pool where they
can easily touch the bottom by simply
standing up. This simple approach
quickly eliminates fear and anxiety
and builds their self-confidence. The
same logic applies when exposing a
new employee to the public. It is criti-
cal to take it slow and easy. How slow
depends on the individual as some
people have no fear of human interac-
tion while others may be much more
intimidated. 

When teaching someone to swim
it is logical to start them out in the
shallow end of the pool but no one
should think about sending that per-
son into the shallow end alone. They
need to be monitored until they are
comfortable and confident. The same
logic applies to the newest member of
your sales staff. Introduce them grad-
ually and comfortably while monitor-
ing the situation and their progress.
Let’s look at some easy ways to do this.

A good first step is to have the
employee, (let’s call him Bill for our
example), “shadow” you by tagging
along as you handle a couple of sales.
His presence can easily be explained
to a customer with a simple statement
like the following for example. “I’d like

you to meet Bill. He is a
member of our technical
team and will be helping
assemble any equipment
you may purchase today. I
wanted him to join us so
he knows exactly what you
want done.” Another
example might be, “I’d like
to introduce Bill who is a
member of our sales staff.
Bill is very knowledgeable
about our product line but
felt he could better help
customers if he heard first
hand the customer’s ques-
tions and opinions. If it is
OK with you I have asked
Bill to tag along with me
today.”    

These statements are
just a few examples of
many that could be used.
What they accomplish is
first to remove speculation
by the customer about
who Bill is and why he is
here. Second it gives Bill a
purpose for being present
without looking like a
bump on a log allowing
him to observe the pro-
ceedings without feeling
self-conscious. 

This “shadowing” technique
allows Bill to get a feel for how a sale
flows from greeting to conclusion and
the fact that Bill is not directly respon-
sible for the actual sale allows him to
relax and more completely observe
the process. Depending upon how
busy the shop is, it is a good idea to
take a few minutes after the conclu-
sion of the sale to privately review the
sale with Bill going over each step of
the process as well as the questions
you asked the customer and the ques-
tions the customer asked you while
they are still fresh in Bill’s mind. 

Be sure to discuss and point out

why you took certain actions. One
customer may have asked for a specif-
ic bow and model while another may
have been trying to purchase a com-
plete outfit on a limited budget. One
customer knew exactly what he want-
ed while another needed help under-
standing what is available and the
advantages of the different brands
and models. Each of these customers
needed to be handled in a different
manner. Pointing out the differences
and why you took the approach you
did better prepares Bill for his own
future encounters with customers.

In the event you have multiple
sales staff members it might be a good
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Shadowing Techniques

Tyler Corrigan left, manager of the archery department
for Long’s Outpost located in Martinsburg, Pennsylvania
is shown here with Josh Isenberg. Josh is a new sales
staff member. Tyler uses any slow time in the shop to
familiarize Josh with the shop’s regular inventory and
some of the new items recently added.

Corrigan handles all aspects of the pro shop’s operation
including training of any employees. “My time is limited
but training is important and pays back dividends in a
smoother operation,” Tyler explained. “Some people
think training is a waste of time but it saves time in the
long run in less mistakes and better customer service.”
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idea to have Bill “shadow” several dif-
ferent people to get a feel for how they
handle customers as well. The entire
purpose of this exercise is to get Bill
into the shallow end of the pool and
allow him to get comfortable.
Remember one of the most important
parts of this process is to review with
him what happened during the sale
and be sure to discuss his observa-
tions and opinions as well. Suggest to
Bill that during the “shadowing” he
think in his own mind what he might
do next, what question he might ask
and what answer he might have given.
This is kind of like watching a TV
game show where the contestant is
under the gun while the person at
home can be relaxed while trying to
come up with the right answer. It is
not the same as being under the gun
but it does give you a feel for the
process. This will help Bill be more
comfortable in his customer
approach in the future.

OK right about now you are prob-
ably thinking, “Enough of this training
crap; let’s push him in the deep end of
the pool.” Hang on, we are almost
there. An excellent next step is to
reverse roles and shadow Bill under
controlled conditions. There are two
simple ways to approach this one.
Let’s assume for a moment that a cus-
tomer comes in to buy a bow and Bill
“shadows” you on the sale. Once the
customer has been fit for a bow and
makes a decision as to brand and
model hand off the accessory sales to
Bill. It can be easily done with a simple
statement like, “Bill has been working
with our accessory line and I know he
can do a good job of helping you
select the accessories that will work
best with your bow and fit your bud-
get. If it is alright I would like to let Bill
help you select your accessories and if
you don’t mind I would like to listen in
so I can learn something as well.”  This
puts the customer at ease and lets you
remain on the scene without appear-
ing that you are overseeing Bill. 

Not every customer who comes
into your shop is going to buy a com-

plete package so the above suggested
procedure of “shadowing” can be also
done with accessories or smaller sales
as well. Remember the entire purpose
is to help the employee do a good job
for both you and the customer. The
only way to do that is with some
preparation or training. Think about
sales training in the same way we
think of teaching someone to swim, a
little at a time under controlled condi-
tions in the shallow end of the pool.
Depending upon how the person
takes to the water you might be able to
move them along rapidly to the deep
end. But remember the object is to
teach them to swim, not drown them
in your haste.

Using this procedure you will find
your new employee quickly taking to
his job and on the road to becoming
an asset to your business. However
don’t forget that your employee is not
you and he will be most comfortable
and most productive if you let him
develop within his personality. Be sure
he understands the objectives and
procedures but allow him to use his
strengths to accomplish the task. That
was made very clear to me in a con-
versation recently with David White,
president of Cajun Archery/Hot Shot
Manufacturing.

“I can’t stress how important it is
to identify and hire the right people,”
said White. “But once they have been
hired their training becomes critical.
By training I mean explaining to them
the mission and goals of your busi-
ness and giving them the tools with
which to do the job including the
responsibility to rise to the occasion.
Many employers make the mistake of
micro-managing their employees and
every crisis or problem that arises.
Doing so teaches your employees to
bring all of the problems to you. If that
is what you want fine but it makes for
long days and sleepless nights. The
object of good management is to
develop an environment where the
employees recognize a problem and
take the proper action to solve it.”

White’s comments mean that we

want to provide our employee Bill
with the instructions, guidelines and
tools he needs to do the job but we do
not want to so tightly control how he
does his job that he can’t function
without constant direction or
approval. 

The above training procedure is
not something that takes weeks to do
and it does not mean that it must be
complete before Bill becomes a part of
the team. Bill’s training should
become part of his work day. He can
be carrying out all sorts of assign-
ments while he gets familiar with the
actual selling process. One last but
important step is to monitor and pro-
vide Bill feedback. He won’t truly
know how he is doing unless you tell
him and he can’t correct or improve
his performance without your input.
Be positive in your comments com-
plementing him on things he has
done well. In the event there is some-
thing that you feel needs correcttion,
this should be addressed as well but
first consider the following: Did you as
his boss provide all the information
required to do the job?  Were your
instructions clear? Did Bill do some-
thing wrong or did he simply do
something different from how you
may have handled the situation or
task? If so is different bad? As a gener-
al rule employees want to do a good
job and it is your job as the owner or
manager to provide them the training
and support to do it. 

In our final segment which will
appear in the November issue we
will do a quick review and finish up
with some specific sales tips to help
bring the customers through the
door and close the sale.    

Editor’s Note: In addition to his
editorial planning and writing duties
with ArrowTrade, John Kasun is an
outdoor seminar speaker and a busi-
ness consultant with experience in
corporations large and small. He can
be reached at 126 Acorn Lane,
Duncansville, PA 16635, by phone at
(814) 695-5784 or by email at
kasun@atlanticbb.net.

By Business Editor John Kasun
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