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The Science of Sales Quccess shows readers how to achieve the perfect win-win sales Situation. Providing asystem
for giving customers more measurabl e benefits than competitors, Josh Costell shows how sdles professionas can
make fewer calsto win higher-profit orders. Costell used his"sdlling isa science” theory to propel him from rookie
satusto national sales manager of a Fortune 500 company just three years out of college. Now he reveals how to:

» Apply aquantifiable approach to salling in order to duplicate success
*  Speed up "advance or abandon™ decisions to make productivity explode
»  Create bonds and motivate customers to share decison-making information

Filled with examples and case studies, the book shows how to build vaue-driven solutions from the perspective of
customers goasrather than the products and services being offered. Featuring templates and a unique sales
milestone map, The Science of Sales Success isevery sdes professona skey to faster sales growth.

About the Author
Josh Cogtell founded Applying Knowledge Systems, a sales consulting firm, after growing Mechanica Ingenuity

Corporation from astart-up into amulti-million-dollar globa venture. He has been asdes executivea MCC
Powers and national sles manager a Y ork International, winning every top sales and profitability award given.
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Thisbook is dedicated to Pierre Pilon. He represented all that's good about a professional salesperson: he
was trustworthy, motivating, candid, dedicated, customer-centric, problem solving, fun, personal, an
attentive listener, enthusiastic, competitive, and value driven. He also happened to be one of my most-trusted
friends and confidants a person who made your life more enriched just to know him.

About the Author

In 1978, Josh Cogtell tarted using hisradica "sdlling isascience" theory. Within three years, he went from arookie
salesperson to a sdes superstar to anational sales manager of abillion-dollar Fortune 500 company. Along the way,
Cogtell won every top sales and profitability award given to slespeople. This ascent was adirect result of hisearly
MeasureMax concepts.

In 1984, the success of his selling program at Y ork International Corporation attracted media attention. A three-page
feature articletitled "The Costell Sell" gppeared in Sales and Marketing Management magazine. He changed
careersto become president and CEO of afledgling eectronic controls company. Using his sdlling theories, Costell
grew the company into amultimillion-dollar business selling products in more than twenty countries worldwide.

During a seventeen-year period, he participated in more than athousand joint sales cals. He gained first-hand
opportunitiesto apply, test, andyze, and fine-tune his sales and marketing theories on alocd, nationa, and
worldwide scae. He has since returned to his fiercest passion articulating and teaching the sales process so that both
buyer and seller benefit from having common, not competing, gods.

Twenty years later, Cogtell finished the book he started writing in 1981 at the urging of hisformer associates and
customers. He founded Applying Knowledge Systems (AK'S), aconsulting and training firm for sales professonds,
in January 1998 to dlow him to fulfill his career-long passion. Hismisson isto convert saling from psychobabbleto



science, to increase sales productivity, and to ensure that customers exceed their measurable expectations.
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Foreword

Think about thetitle of book you are holding: The Science of Sales Success. Doesthat title make sense to you? Can
sling redly be"scientific'?

Wi, if you are aprofessiona saesperson, you probably hope so. After al, the opposite of scienceismagic, and if
you're counting on magic to make your numbers, this could be a very difficult year for you.

Unfortunately, most sales methodologies are like diets. They generate alot of hope and enthusiasm, but they produce
littlein theway of lagting results. They perpetuate clichés and assumptionsthat are about as valid as the notion that
the sun revolves around the earth.

For example, you may have been taught that an effective saesperson uncovers the customer's needs. Sound familiar?
Josh Costell shows you why focusing on needs may actually make the sales process more difficult.

Similarly, you've probably been taught to link product or service features with benefits. Josh shows you how some
features may actually dilute the persuasiveness of your message and cause the customer to view your offering
as a commodity, not a solution.

Findly, you may have read or been taught that a strong salesperson qualifies the opportunity, finding out if customers
have aneed for your products, if they have the budget to afford them, whether they have the authority to make the
buying decison, and whet their timdlineis. Josh demonstrates how using this approach to qualifying customers
will delay the sales process and cause your customer to see you as little more than a vendor at best, and as an
adversary at worst.

Thisbook isdifferent in some other ways, too. For onething, it's based on sound principles, not anecdotes and war
stories. Josh clearly shows you how to use the same disciplined, logical approach characteristic of scientific
investigations to manage a sdlling opportunity. More important, he givesyou plenty of practica examples of what he's
talking about, examples that you can easily follow and apply to your own opportunities. And he gives you
step-by-step guiddines that will produce successful outcomes for both you and your customer.

Recently | had the opportunity to interview professona saespeople who are responsible for selling complex technica
solutions. "Why do decision makers hesitate to proceed with adea?' | asked them. Many of them answered the
sameway: "Lack of information. | have to provide them with the facts they need, then they can move forward.”

Unfortunatdly, their answers al veered toward explanations of the technology, of product applications and features.
"Help them understand how it works, why it works, and they'll go forward.”

No, actudly they probably won't. People don't buy technology for its own sake, they buy it to achieve positive results
intheir organization. Y ou can dump tons of information on them, but if it's not the right kind of information, it won't do
either of you much good. And for both you and your customer, arare opportunity to achieve important outcomes, to



solve significant problems, to ddliver huge gainsto the organization, and to make a big sale has been squandered.

Thebeauty of The Science of Sales Success isthat it pinpoints exactly which facts your customer needsto have at
each stage of the sales processin order to fedl confident about moving to the next stage. It shows you how to make
the right observations and gather the right information, how to transform information into a statement of valuethat's
intimately tied to your customer's goals and your own unique strengths, and then how to get out of the way so they
can convince themsdlves.

So what does"scientific saling” involve? It meansthat you apply the principles of the scientific method to your
activitiesasa salesperson. Like ascientist, you first obtain the most accurate data you can from careful observation
and inquiry. And like atrained scientist, you don't waste your time gathering datathat isirrelevant. (Josh showsyou
the nine specific types of information you need to gather and how to find them.) Next, you formulate a theory or
hypothesis that takes dl of the data into account and makes sense of it. Y ou don't discount the facts that don't fit, you
don't ignore the uncomfortable ones, and you don't bend redlity to fit the theory. Once you have an approach that
makes sense of al the facts, that passes what Josh callsthe "test of reasonableness,” you move to the next phase an
agreement with the customer. Incremental agreements result in closed businessin anatura, logica path.

One of the strengths of taking a scientific approach to selling isthat it makes the process much easier to manage. Josh
firmly believes that what you cannot measure, you cannot manage; so he shows you how to measure your progress at
each stage of the sales process againgt objective benchmarks to guarantee that you are moving in the right direction.

When you use this gpproach, both you and your customer work collaboratively to engage in rationa decision making.
Y ou fed confident about the recommendations you're making. The customer feel s confident about the probability of
achieving important goas. And both of you fed that the process has been based on thoughtfulness and honesty, not
manipulation or pressure.

Josh Costell demondtrates that professional salesis the epitome of knowledge work. No number of expensive client
lunches, no quantity of ticketsto a hot sports event, will ultimately overcome the power of knowledge. In The
Science of Sales Success, he shows you what facts you need to know, when you need to know them, and what to
do with these facts once you have them.

So are you ready to be a scientific salesperson? Then make an experiment. Apply Josh's techniques and look for the
results. And herésahint: you'll find them in your pay envelope.

Tom Sant, Ph.D.

Former CEO and founder of The Sant Corporation
Inventor of ProposaMaster and RFPMaster
Author of Persuasive Business Proposals



| ntroduction

Think about it. Who are the top-performing salespeople you know? They are the ones with the most long-term
customers. Over the years, top performers earn long-term customers by fulfilling their expectations measurably better
than competitors can. In return, these superstars earn their expected profit levels for doing so. This book will teach
you how to make sure you are one of those sales superstars.

The Science of Sales Success shows you how to ensure that customers expectations are not moving targets. It will
show you how to fast-forward the sales process to get prospects and new customersto act like long-term ones.
They will be eager to share the measurable dollar benefits of their goals and the nine critica details of their purchasing
decisons. Cusomerswill see how sharing purchasing criteriawith you empowers them.

Now, you can reach the pinnacle of sales success, which is caled reationship sling, in amatter of two to three sales
cals. You no longer need to invest dozens of sales calls over months or yearsto achieve that status. Y ou (and your
customers) will make well-informed, advance-or-abandon decisions at what will fed like the speed of light. When
you and customers do not waste each other's time, everyone wins and your productivity explodes asaresult. Rest
assured, there are no gimmicks and thisis not sciencefiction. Logic and science are what power this book.

TheBig Picture

Thisbook explains the objective benchmarks you need to use to manage your sdlling efforts and duplicate success on
aplanned basis. It provides al the tools a salesperson needs to outva ue the competition. Y ou'll help customers
manage their expectations so that the potential for unfulfilled ones disappear. Customer satisfaction rises along with
profits, so everyonewins. Y e, it isablueprint, not awrecking ball. It builds on your foundation of kills, style,
talents, knowledge, persondity, and customer rel ationships to accomplish thisgod. Its plug-and-play framework
inserts your sales knowledge into aformat that makes it easy to retrieve and apply. The faster you can look up
answers, the more efficient and productive you will be.

The Science of Sales Success aso piecestogether al the key components of the sles and marketing puzzle. It
shows how the different piecesinteract to create customer value. When you understand these interactions, you can
harness their power to make your sales soar. (See Exhibit1-1.)



'ou Will Learn How These Pleces Interact to Outvalue Competitors and
Greate Long-Term Customers
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Exhibit I-1: Connecting dl the piecesin sdling.



Measuring Up

The Science of Sales Success usesthe MeasureMax sdlling system asits plug-and-play framework for you to
custom-tailor the book's concepts to your sales situations. MeasureMax is short for "Measure to Maximize." The
powerful businessaxiom, "Y ou can only manage what you can measure,” isitsengine. By using thisunique sglling
system, you learn how to help customers measurein financid termsthe vaue they receive from achieving their gods
viayour products and services. Some examples are shown in Exhibit I-2.

With traditional sdlling, customers venture: With the plug-and-play format of M easureM ax,
customer's state:

"l need to improve reliability by 5 percent over "My god isto prevent annua production losses

last year." of $50,000 due to unscheduled downtime.”

"I need to reduce operating expenses "My top priority isto save $30,000 on

Sonificantly.” adminigrative paperwork.”

"| need to increase revenues by 15 percent.” "My number one objectiveisto add $1,000,000
to net profits.”

"l need to gain market share.” "My top-ranked god isto generate $5 millionin
salesfor every one percent of increased market
share”

"l need to upgrade quality." "My most pressing priority isto reduce mean
time between failuresto lower warranty costs by
$250,000."

Exhibit I-2: Comparing traditiona sdlling to the MeasureMax sdlling system.

This sdling system aso provides you with the means to influence results by measuring the progress of your sales
opportunitieswhile they are occurring. No more postmortems on lost sales after it'stoo late to do anything. Y ou and
customers learn how to take the guesswork out of advance-or-abandon decisions. Some examples are shown in
Exhibit I-3.



With traditional selling, salespeople venture: With the plug-and-play format of M easureM ax,

salespeople state:

"I have agreat chanceto get thesde."

"Both of my sdes opportunitiesareinthe
qualifying stage.”

"My proposa should meet dl their requirements.”

"It lookslike our products and serviceswill bea
good fit for this customer.”

"| am pretty sure the customer will be ableto
afford our products.”

"In this market ssgment and dedling with avice
president of manufacturing, | can demondrate
that our two unique strengths will achieve her
goa of improving productivity by 15 percent or
$2,000,000 annualy."

"For thefirgt sdes opportunity, | only have six of
the nine critica purchasing criteriameasurable. In
the second opportunity, | only have four of the
nine purchasing criteriameasurable. My first
opportunity is definitely more qudified at this
dage”

"I can connect seven different featuresto the
customers three measurable benefits; four with
measurable vaue; three with an externd focus,
and two of them are unique strengths. | can
definitdy vaue-judtify their investment (and our
price).”

"In this market ssgment, manufacturing

managers primary god isto reduce the number
of returns. They typicaly use asystem of

eva uation that measures warranty expenseson a
dollar-cost-per-incident basis."

"Theway they are measuring the benefitsfrom
achieving their goalsto increase production by
$3,000,000 annually makes me question
whether they will be ableto judtify ther
investment.”



"| seem to be making good progress.” "l have made three in-person sales cals without
understanding how they will know whether they
achieved their goa of ‘increasing market share!’
If I cannot find out what measurementsthey will
use on the next sdescdl, I'm going to invest my
sling effortsdsawhere.”

Exhibit I-3: Comparing traditiona sdlling to the MeasureMax sdling system.

This book aso shows you better methods for applying best practices. Best practices are the strategies and tactics
from past saes successes that you repeat in Smilar Stuations. Logic seemsto dictate that if they worked in one
Stuation they should work in smilar ones. Y et, how do you know these sales Situations share enough similaritiesto
make these best practices apply?

Y ou probably rely on gut ingtinct and common sense. The Science of Sales Success addsto your insight by
providing you with the meansto put to use not only anecdotal war storiesinvolving how "Joe sold Mary" but so
andyticad evaduations. Y ou learn not only what best practices worked but also how and why they worked. You learn
to predict and duplicate success s0 saes orders become planned events, not random occurrences.

The common denominators you will use to make best practicesandytica are:

Customers goals and benefits

Market segments that share those god's

Strongest features or unique strengths that achieve those goals

Systems of evaluation used to caculate the value of those goals, and the "costs' of doing nothing

Postions of customersthat determinetheir goals

Compstitive offerings that match up to customers gods

Profit levels earned from achieving customers goas



Note that each common denominator contains the word goals. The Science of Sales Success revolves around
helping your customers achieve their godls, thereby making you the person they want to do businesswith. Itsselling
system increasesin vaue the more you use it, as your database of sales knowledge increases.

The Science of Sales Success will work for you because it encourages you to answer, in very specific terms, the
following four questions

1.

What do you know about new sales opportunities from your past experiencesthat will help you to earn
higher profitsfor providing messurable value?

What do you need to find out to determine the potential for successin any particular sales opportunity?

How well did you find out from customers the specificsinvolving your sales opportunities?

What do you till need to find out or do next in your sales opportunities based on what you have already
found out?



A Systematic Approach

This book's systematic approach embodies Peter Drucker's comments from hisbook Innovation and
Entrepreneurship when he states that, "Every practice rests on atheory, even if the practitionersthemsdves are
unaware of it." [ 1] Typicaly, saespeople concentrate mainly on how they conduct sales calls not on what comes
before or after the calls occur. Y et, for the most part, the probabilities for success are set before salespeople even
contact customers. To determine those probabilities, you need to take a systemeatic approach to the theory that
governs your sales opportunities from five perspectives before, during, and after salescals.

[1]Peter Drucker, Innovation and Entrepreneurship (New York: Harper & Row Publishers, 1985), p. 26.
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Before Making Sales Calls

In saes, like mogt professions, successis 90 percent planning the work, and 10 percent working the plan. Y ou need
to make sure that you understand who the ideal customers are and who are not. Y ou need to ensure that you select
your customers, not settle on them, if you are going to sell compensated value that is, provide more measurable dollar

benefits than competitors or the cost of doing nothing (tatus quo is often a saesperson’s biggest competitor) and
receive your expected profit marginsfor doing so. Thefive perspectives, or viewpoints, from which a salesperson

views opportunitiesareillustrated in Exhibit 1-4.

- Before Making Sales Calls -~
Dﬂ'rl'_'ll.l' rasaarch i qmlil‘g e wadusis (hal o CUSIGMErs ek
and your products and Senstis provide, a3 well a3 compslilors . _ .

First viowpoint as a marketing manager: What do | offer
that no else does (unique sirengths) 7 Which cusiomens place:
the most value on my products and senices T Sales tool that
provides the answers: Product Prodie sheet, Chapler 2

Second viewpoint a3 a competitor; Whene do | provide
maore valua? Where do | provide bess value than competfons?
Sales toal thal provides the answans: Compelior Produc!
Pridie sheel, Thapler 8

Third visswpodnt &5 & customar M| wans my clsiomad, whal
waoldd make me 88y yes? How would | measire and oompane
valusa? Sales ool that provides the snswera: Marke! Profie
sheal. Chapber 3.

——— While Making Sales Calls —-
Becatse of your pARME. you &ne ready 10 conduel B CLsiomer-
orierned sabes call. Every question you ask will serve a business
puipose and make serms for the cusbomer o answer_ You ane sbke
L ey B Sibers call from your most comlorable perspactive .

Fourth viewpoint as a salesperson: How do | produce mone
compensated value? Sales tooks that provides tho

anywars: Connecting Value sheet and Pushed Through v
Pullpg- Throwugh Test, Chaphes 7

--—-- After Making Sales Calls —---—
Mov is mot Ehe time to raticnalize how well the sales call wen!
using subjective banchmarks. °| think (or feed) | did oikay” will not
get you 1o supersiar status. Obgective self-gwaluations and
absolule banchmarks wall. This las! perspective will ensure that
youdoe. .

Fifth viewpoint as a sales manager: FHow vl am |
conducling my sales calls bo find out measwrable specifics?

What can | do 1o be mone produciee? Sales tool that provides
the answers: Quick-Entry Safes Management sheel: Chapbers
Gand 9

Exhibit I-4: Thefive viewpoints of the MeasureMax sdling system.

An overview of thefour sdlling phases of the MeasureMax system used to sall compensated vaueisillustrated in
Exhibit I-5 on page 8.




MP 1. Spark Interest (saesperson viewed as a customer expert on initial contact)

Step 1: Research and Membership (salesperson confirms valid business reasons exist for contacting
customer)

Step 2: Take Your Pick (customer selectsapotential goal[s] he or sheisinterested in achieving from the
ones you suggested)

Step 3: Track Record (salesperson documents success from same industry)

MPC 1. Interest Confirmed (customer agreesto meet to determine ability to achieve goas)

MP 2. Measure Potentid (salesperson helps customer gauge ability to achieve hisor her stated god[9])

Step 1: Market Focus (saesperson reinforces industry expertise and knowledge)

Step 2: Purpose and God's (salesperson reinforces that meeting isto help customer determine ability to
achieve stated goals)

Step 3: Eliminate Unknowns (salesperson's questioning helps customer provide measurable purchasing
information)

Step 4: Ydlow Light (salesperson summari zes the measurable purchasing criteriarequired to achieve the
customer's stated goal[])

MPC 2. Potential Confirmed (customer agrees goals are worth pursuing)



MP 3. Cement Solution: (salesperson connects solution to customer's goal[s])

Before meeting customer :

Step 1: No Blanks (salesperson sees what measurable purchasing datais missing and determines Strategy
to find them out)

Step 2: Benchmarks (salesperson connects features of products and services to the measurabl e benefits of
customer'sgod|s])

Step 3: Oops! (saesperson determines what measurable benefits cannot be achieved and develops
Strategies to address them)

At the customer mesting:

Step 4: Purpose & Summary (salesperson reinforces that meeting isto present how selected solutions
achieve customer's goal's and recaps measurabl e benefits)

Step 5: Connect the Dots (salesperson connects measurable benefits of customer's goa s to features of
selected solutions)

Step 6: Conditions M et (saesperson demonstrates how al requirements of customer's purchasing
decison are satified)

MPC 3: Solution Confirmed (customer agrees that solution achieves goals)

MP 4: Implement Agreement (salesperson inks the deal)

Step 1: Ded (saesperson confidently asks customer to purchase agreed-upon solutions)

Step 2: Logigics (salesperson goes over details needed to start business relationship)

MPC 4: Agreement Confirmed (customer agreesto enter into a contract and inks the deal)




Exhibit 1-5: The four phases of MeasureMax. (Note MP stands for Measurable Phases, while MPC stands for
Measurable Phase Changes.)



Changethe Order to Get the Order

The way in which customers emotions affect their purchasing decisions has been the subject of countless books. The
consensusisthat you can venture only educated guesses about the influence of emotions; however, the outcomes of
guesses are unpredictable. Y et, duplicating sales successis dl about predictability knowing what should happen next
and being prepared when it does (or does not) happen.

While you cannot make a sale void of emotions, use the processes and toolsin this book to dilute the randomness of
their impact. As Dr. Jack Katz wrote in his book How Emotions Work, "intellectud andyss seemsto nullify
emotions.” [2] Y ou gppedl to customers intellect when you make the value they receive from achieving their goals
measurable in dollars. Motivate customers to change the order of their decision-making process so that everyone
thinks clearer and regps benefits. Make facts come first, emotions second. Y ou can enhance the way you sl by
enhancing the way customersbuy. After dl, cusomersdo not willingly makeillogica purchasing decisons. Y et, they
will unwillingly makeillogical decisonsif they aren't aware they are missing information that would make them decide
differently.

Note
Ironicaly, you usudly find out the facts
after you loseasdeor do not fulfill a
customer's expectations. Y ou know
emotions drove the customer's decison
when either one of you says, "If | had
only known that, | would have ..."

[2]Jack Katz, How Emotions Work (Chicago: University of Chicago Press, 1999), p. 49.



Creating High-Return Opportunities

Sdes opportunitiesinvolve either bus ness-to-business or business-to-consumer transactions. Y &, not every saes
opportunity affords you the ability to provide additional compensated value. Typicaly, these high-return opportunities
involvethefollowing "two-plus’ requirements.

There are two or more decison makers.

They require two or morein-person sales calsto complete.

The more"two-plus' requirements you have, the greater the opportunity to sell compensated value. Individuals
seeking only the lowest price or the quickest ddlivery would not need to make thistype of investment in people or
time

Note
In business-to-consumer transactions,
there might be only one decison maker.
However, if asaeinvolves morethan
onein-person sdescdl, it ill alows
the opportunity for you to use The
Science of Sales Success's processes,
tools, and sdlling system.



Shattering Myths

When you add measurability to sdling, it shatters the following ten common saes myths:
1.
SHling isan art, not ascience.
Customers buy primarily for emotiona reasons, not logical ones.
Most salespeople are customer focused, not product focused.
Lost salesresults from competitors lower prices, not from higher vaue.
More sdles calls equa more orders.
Great sdespeople know how to handle obstacles.
More product features produce more benefits for customers.
Saespeople can more easily sdll value to existing customers than to new ones.
Strategies drive salespeoples tactics, not the other way around.

10.

A salesperson knows how well asdeisgoing at any giventime.



The Building Blocks

Each chapter follows thisformat to make it an easy read:

Reading Section.

Example Boxes: Rdae conceptsto identifiable sdling Stuations.

Exhibits: Congst of illustrationsto visudize key concepts and chartsto show how to put into practice the
book's concepts.

Two Case Sudies (Chapters 2 to 8): One addresses processes on conceptua levels while the other case
highlightstactica and strategic perspectives.

Summary.



Overview of Chapters

Chapter 1 Measurability Matters. Explains and demonstrates how to make key aspects of selling measurable
S0 your productivity explodes.

Chapter 2 Defining Vdue. Explains and demonstrates how to make your products and services generate
vdue.

Chapter 3 Recalving Vdue. Explains and demonstrates how customers determine the vaue they receive from
achieving their gods.

Chapter 4 Tests of Reasonableness. Explains and demonstrates how nine preexisting factors determine if
customers or you can achieve their goals.

Chapter 5 Every Question Counts. Explains and demonstrates how to use listening and questioning skillsto
encourage customers to provide measurable answers.

Chapter 6 Leave the Brochures Behind. Explains and demongtrates how to make sdes calls that measure
your potentia to outva ue competitors without mentioning specific products or services.

Chapter 7 Every Reason to Say Y es. Explains and demonstrates how to create proposasthat vividly
connect to customers goals.

Chapter 8 When the World Isn't Perfect. Explains and demonstrates how to handle customers concerns by
determining how they affect their gods.

Chapter 9 Using MeasureMax Y our Way . Explains and demonstrates how you use this unique sdling system
to fit your sles opportunities.




Glossary. Liststhe terms used throughout the book.

Bibliography. Lists further resources.

Note
No quick fixesor "learn how to sl
gmart in sixty minutes' schemesexist
when it comesto high-value sdlesand
high-level decison making. In The
Science of Sales Success, detalls
replace anecdotes, logic replaces war
stories. Understand its key points
because each chapter builds on the
previous one. Everything connects and
continues to become clearer the further
along you read, Scout's honor.



The Rewards

Y ou will increase productivity, exceed customer expectations, build long-term relationships, create golden referrds,
motivate frustrated competitors to seek new career opportunities, own a cat-that-ate-the-canary smile, and earn a
higher dollar W-2 to name afew benefits. Y ou will dso:

INCREASE YOUR KNOWLEDGE OF PRODUCTSAND SERVICESBY LEARNING HOW YOU:

Define vadue by how customers messureit.

Focus on your unique strengths and make them measurable.

Ensure you do not dilute your products strengths.

"Create" new products and services with unique strengths.
INCREASE YOUR KNOWLEDGE OF YOUR CUSTOMERSBY LEARNING HOW YOU:

Segment and prioritize markets by how they value your unique strengths.

Help customers define and assign vaueto their gods.

Spark interest in your customers to pursue specific goals.

Determine customers and your ability to achieve their gods.

IMPROVE COMMUNICATION SKILLSBY LEARNING HOW YOU:

Use active listening to encourage customers to provide detailed information.



AsK questions that make sense for customersto answer.

Make presentations that customers accept.

Ask questionsthat illustrate your customers expertise.
IMPROVE ABILITY TO HANDLE UNEXPECTED BARRIERSBY LEARNING HOW YOU:

Prevent them from forming.

Handle them so customers remove them for you.

Dilute the adverse affects of obstaclesthat do not go away.

IMPROVE CLOSING RATE BY LEARNING HOW YOU:

Qualify solutions so you know customers accept them before you make your presentations.

Make the close nothing more than the logical conclusion to a series of previous customer commitments.

INCREASE PRODUCTIVITY (THE W-2 FACTOR) BY LEARNING HOW YOU:

Useaprocessthat is structured enough to repeat success and avoid failures, yet flexible enough to
accommodate different styles.

Qudify the business potentid faster to determine whether your and your customer's investment of time, effort,
and resourcesisworth the expected return; and figure out what would have to changeif it is not.

Use the attainment of predetermined customers agreements to measure and manage your progress.

Make every sale areference for the next one, and build competitor-proof, long-term professional
relaionships.






Eliminating the Tower of Babel Effect

Traditiona selling methods focus on nonmeasurable concepts such as rdating, prospecting, qudifying, and closing.
This book makes these topics and others key ones measurable (review Exhibit I-1).

Because this approach is new, no terms exist yet to alow you to measure concepts such as qudifying or prospecting.
This approach required creating new termsthat are logica and measurable. Now, everyoneinvolved in asaes
opportunity can evauateit the same way. Otherwise, you end up with a Tower of Babel with everyone using different
benchmarks to determine the status of sales opportunities.



It'sYour Choice

If you prefer to use your own sales methods, M easureM ax's flexible framework accommodates that choice.
However, thisbook treats sales methods (including MeasureMax) like diet plans. Clams are one thing, results
another. The Science of Sales Success works like ascale for whichever onesyou chooseto use. Y ou weigh yourself
throughout saes opportunities to see how well the methods you are using work. If past results mean anything, you
will be surprised at which method works, and which ones do not.

Making the gray areas of sdlling black and white by injecting measurability takes discipline. It aso takes courage to
stifle our ability to self-rationalize. Not everybody can do it only superstars. Y e, as a soon-to-be superdtar, you
know that when selling goes from a subjective and random-occurring art to amanageable and predictable science,
the improvementsin your performance will be phenomend.

One last thought on what makes this book powerful. Y ou can give acopy of it to your customers and never be
concerned or embarrassed about what has been written. The Science of Sales Success empowersyou to help
selected customers make well-informed, va ue-driven purchasing decisions to choose your solutions. Everyonewins.
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Notes

1. Peter Drucker, Innovation and Entrepreneurship (New Y ork: Harper & Row Publishers, 1985), p. 26.

2. Jack Katz, How Emotions Work (Chicago: University of Chicago Press, 1999), p. 49.
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Chapter 1. Measurability Matters

Overview

Every sales opportunity has two columnsthat customers use to weigh out their purchasing decisions. Both of these
columns have itemswith actua or perceived dollar figures assgned to them. After adding up the items, customers use
thetotas of the two columns to decide whether they will buy something and from whom. While customers can assign
adallar vaueto the Column 1 items on their own, Column 2 requires a salesperson's assistance. Y ou want that
salesperson to be you.

In Column 1, customers dways (informaly) insert the dollar value of the differences between these four items:.

1.

Purchase Prices of Competitors Products and Services. Customer will use actud vauesto cdculatethis

difference

Delivery Dates. Customer will use actud or perceived vauesto cdculae this difference.

Personal Relationships with Suppliers. Customer will use perceived value to ca culate this difference.

Costs of Changing to New Products, Services, or Suppliers. Customer will use actua or perceived vaues

to cdculaethisdifference.

Note

The cost of change dwaysfavorsthe
sd esperson working for the exigting
supplier. Salespeople often mistakenly
form eevated opinions about the
effectiveness of their sdlling skillsin
Stuations where the cost of change
favorsthem. Thered test of their selling
skillsoccurswhen they arein sdes
opportunitiesinvolving competitors
customers (where the cost of change
works againg them).



Column 2 only has one item: the measurable benefits customers receive from achieving their goas. When it comesto
sling vaue, this oneitem can more than compensate for the four items found in Column 1. Column 2 always starts
out empty. Only you can help customers (formdly) fill in their dollar amountsto outvaue the dollar differencesfrom

Column 1.

Y our ability to sell vaue depends on whether you have the opportunity to fill out Column 2. To compound meatters,
you have only alimited number of in-person sales calls you can makein ayear. Sdes cdlsare your currency; where
you invest them will determine your return. Therefore, invest more of your sales callsin Column 2 opportunities rather
than those in Column 1. Using the quantifiable value of benefits and the other metrics of the MeasureMax sdlling
system will help you concentrate your efforts on the former, but when necessary, aso help you to obtain the most
vaue out of thelatter. (See Exhibit 1-1.)

Column 2 Adds Up the Measurable Benefits of
Your Products and Services . . .

To Outweigh Column 1's Perceived Value of Price,
Delivery, Relationship, and Costs of Change

Exhibit 1-1: Column 2 makes value measurable.

Thechart in Exhibit 1-2 illustrates how customers would assign value to the Column 1 itemsif you were not the
exiging supplier. If the customer only usesthe dollar value of Column 1, you will lose the sale because the exigting
supplier's perceived vaue isworth $10,000 more than yours. Persond relationships and costs of change aways
favor the existing supplier (more on this subject in later chapters). However, if the customer considers both columns,
you will win the sale (aslong as you help the customer make Column 2 measurable). Y our products and services are
worth $15,000 ($25,000 minus $10,000) more than the existing supplier's. Y ou outva ued the competition and can
justify a$3,000 higher price.

Exiging |$Valueto Your Exiging = $Value
Supplier | Existing | Column?2 Products Supplier You
Products | Supplier Products | Provide

Your

Column1 Products



$73,000 = $70,000 $3,000

Purchase
Price
2 Measurabl | Quantifies
' ebenefits | tha Cusomer
Delivery Date lweek | 2weeks | (-$1,000) customers | products | =~
receive save how much
from customer roducts $25,000
3 Exig achieving | $25,000 sgvein log
ISIng their worth of .
Per sonal New Supplier +$3.000 goalsvia lost production
Relationship your | production
4, products
Cost of -$5,000 X +$5,000
Change
Column 2 Valueto Existing
Column 1 Value to Existing Supplier +$10,000 Supplier $25,000

Exhibit 1-2: Using Column 2 to win over competitors customers.
Using the measurements of MeasureMax, you achieve thefollowing three key sdesgods.

1.

Provide more va ue than competitors.

Receive higher profits for doing so (with performance-based compensation becoming the norm, asasde's
profit level increases, so will your commissions and bonuses).

Earn long-term customers by fulfilling their messurable expectations.

Achievedl three gods and you are a. cons stent, top-performing sal esperson. Chapter 1 shows how using
measurability to sel vaue:

Drivesyour strategies and tactics

Affects customers and your mode of sdlling

Influences every sales opportunity



Worksin negotiated and bid sales

Note

Although this section provides an
overview of thesetopics, later chapters
are dedicated to detailing them. The
learning strategy isto progress from
broad concepts to detailed
descriptions, anayses, and applications
one chapter a atime.



Strategy First, Tactics Second

Successful selling depends on your strategy driving your tactics, and not vice versa. Before you make sdes calsdo
you think, "If my customer saysthis, | will say that" or, do you think, "Thisiswhat we need to find out, and what we
need to agree on to continue the sale.” The former meansyou rely on tactics and reactive techniques (thet is, handling
objections) to win debates. The latter means you rely on strategiesto plan and manage your selling effortsto win
orders.

Another surefire method exists for determining which approach you use. If you discuss specific products on your first
sales contact, tactics drive your strategies. Product presentations rely on canned techniques to highlight your features
and benefits. Y our so-caled strategy isto use product presentations to flush out customers likesand didikes. To
convince customersto buy, you name every fegture you believe produces great benefits. With tactics-driven sdlling,
customerstypicaly request proposas on thefirst sales cdl that never go anywhere.

When tactics drive this shotgun approach, you need knowledgeable customers. Y ou count on them to know how to
pick out what festures they like while disregarding the ones they do not. Never sure how customerswill react, you
rely on your ability to react to the unexpected. When you use tactics, you become proficient at verba jiujitsu. You
learn how to spar with customers when Situations arise that do not favor your products or company.

Example

iWatki nsistheinformation technology (IT) adminigtrator for alarge lifeinsurance agency. Bob Thompson sdlls
Security, storage, and backup software for networks to prevent the loss of information. Eileen contacts Bob's
company and requests that they send someone out to discuss her electronic data protection needs. Lucky Baob,
Eileenisin histerritory. Bob confirmson therr initid phone call that Eileen wantsto know what products and services
his company can provide to increase data protection during power outages and prevent incidents of illegal access
(hacking). Bob is certain that he can help Eileen solve her problems.

Onhisfirg in-person sales cdl to Eileen, Bob rdlies on tactics. They exchange pleasantries and brief histories of one
another's background and companies. Bob asks Eileen if she has any other concerns ("pain’) in addition to power
outages and hacking. She says no.

Bob launches his well-polished PowerPoint presentation to outline features, benefits, and price rangesto gauge the
extent of Eileen's preferences, sense of urgency, and available budget. He explains how his products and services
help companieslike Eileen'sto protect their electronic data. He provides various dollar amounts these companies
avoided losing by preventing dataloss and illegal access.

Eileen sends out numerous buying signas. Their discussions focus on the different product costs and projected
benefits. Bob aso confirmsthat Eileen isthe decision maker, has a $150,000 budget, and wants a solution in place
within three months. Eileen requests that Bob work up three different combinations of products and services for her
to review. Bob goesfor thetrial close. He asks Eileen if his products solve her outages and hacking problems, while
also satisfying her budget and completion date, would she buy them? She saysyes. Bob immediately agreesto
present three proposas later in the week. Why not? Bob knows he has an interested and qualified customer
(expressed need, available funding, set deadlines, and affirmed tria close), right?



Maybe not. Bob did agood job quaifying whether Eileen hasthe ability to buy his products. However, key metrics
and detalls are still missing about whether Eileen can achieve her goals and whether Bob can help in her endeavors.
These measurable details could delay or losethe sale. In addition, the missing metrics and details would iminate the
need for Bob to present three different proposals that include details such as:

What does"increasing deta protection” reslly mean in dollar terms?

What doesit cost Eileen’'s company per hour or minute of downtime?

Wheat is the company currently doing to address these Stuations?

Arethere any other competitors or aternatives involved?

How many incidents of hacking has the company had, and what was the cost?

How will Eileen judtify the expense of any new software?

Which ismoreimportant: illegal access or outages, and why?

What are the reasons the company proceeded with or abandoned this type of project in the past?

Why isthe company pursuing these issues now?

Most important, what measurable benchmarks will Eileen and Bob use to determine if she achieves her goals of deta

protection? After al, Bob wantsto turn Eileen into along-term customer by fulfilling her measurable expectations a

hit-or-miss proposition if he does not know the answer to this question. Bob might even find out that he cannot help

Eileen to achieve her measurable benefits. If so, he would explain why he cannot help her at thistime and pass on this

opportunity. If you get the sdle but disappoint the customer with unfulfilled results, you will lose the opportunity to
develop arepest, long-term customer. A lost sale dways beats alost customer.

In The Science of Sales Success, you learn how to motivate customersto answer al these questions with specific
and measurable details.



In tactics-driven selling, once sal espeople throw out enough features and benefitsto hit customers hot buttons or
"pain,” they tend to end sales calls. When success seemslikely, it istempting to avoid finding out additional
information that might jeopardize sales opportunities. "If | do not bring up something negative, hopefully customers
will not either,” they think. This approach often resultsin time wasted on unquaified opportunities for everyone.



Tactics Result in Unegual Motivation

Relying mainly on tactics, you become more motivated than your customers are. Nothing productive happenswhen
you want to accomplish something for customers more than they want to achieveit for themselves. Do not fdl into the
trgp of focusing on why you would buy your products, believing customers share the same sentiments. Whileitis
important how much you think your products or services can help someone, it's more important how much customers
think your products or services can help them.

Common symptoms of this more-motivated-than-the-customer Situation are numerous. Customers may concesl
information, avoid your calls, and give you an eventua, but long-drawn-out no. Customers, sales managers, and you
try to figure out why you made the proposasin thefirst place. When you find out why your proposasfailed, you dso
redlize something of significant value. Thisinformation was as available on thefirst or second cdll asit wasonthe
tenth. All you had to do was have the right strategy.




Strategy

In using asdling system such as MeasureMax, your strategy is Smple: Seek measurable details about customers
purchasing decisions. Help motivate them to perform tests of reasonableness on whether they first, you second can
achievetheir gods. Y ou do this before you mention any specific products. Then, working with measurable
expectations, you see how well your products and services can produce the va ue they seek.

Note
If you chose your market segment per
MeasureMax requirements, the
connections to customers between their
godsand your products will be evident.
Now they will be as motivated asyou
are to pursue those connections.

Example
-turn back the clock to our previous sdles call. Thistime Bob, upon hearing Eileen'sinterest in increasing data
protection, aters hissdes cal from atactical oneto astrategic one by asking her to:

1.

Explain what she means by increasing data protection for example, decreasing the number of lost data
incidents by 50 percent to only thirty per year.

Elaborate on what measurable vaue increasing data protection would generate for example, thirty lost data
incidents cost $2,000 each, which resultsin $60,000 savings annualy.

Explain how Eileen will know if she achieves her god of data protection.

With thisinformation, Bob determines which products and services best achieve Eileen's goas. However, without a
god-oriented strategy of defining what customers want to and are able to achieve, the results are up for grabs asis
their choice of business partners. Y ou will dso see how you can gain competitive advantages when your customers
(and competitors) do not know how to answer questions like the ones presented to Eileen, but you do. Y ou become
vauable to customers when they acknowledge you astheir industry expert.




Customers, Selling M odes, and M easur ability

In any sales Situation, you use one of three salling modes as the vehicle to seek the metrics and detailsfor the
questions highlighted in the Eileen and Bob examples. The modes (in order of least productive and desired to most
productive and coveted) are brinkmanship, courtship, or relationship selling. Because the courtship mode comprises
both the relationship and brinkmanship modes, they will be discussed in the following order: rdationship,
brinkmanship, and courtship. Each one influences the amount and depth of details you gather. These detailswill
ensure that your sales strategy drives your sdlling tactics.

Relationship Selling

The salesperson with the most long-term (thet is, loya) customerswins. Y ou win because you made it to the coveted
third and highest stage of a salesperson's career, which isrelationship selling. Y ou enjoy the rewards of your
professona and persona relationships with customers. Y ears of meeting or exceeding customers expectationswill
earntherr loydlty.

Purchase orders become foregone conclusions. Customers have confidence that you listen to and act upon what they
say and dways put their best interests first. The benefits of relationship selling are huge: Customerswillingly share
their needs, deadlines, competitive data, decision-making process, and budgets with you. There are no secrets
among trusted dlies.

Y ou answer each other's questions with vast amounts of vauable (that is, measurable) details. Everyone knows that
by sharing information you can select the best solutions. Y ou coach each other on the best way to make sales
happen. With patience reserved only for long-term business partners, customers help to fine-tune your proposals until
the right needs-solutions-price combinations shake out. They take your advice on how to sl proposalsto their
organizations, knowing they will receive fair market pricing. Y ou can count on them to return with sgned proposals.
Surprises or disgppointments do not often happen with long-term customers.

Y ou can even messure the vaue of relationship selling. Review what differentia they paid for your relationship when
competitors offered similar products. Past surveys suggest somewhere between a5 percent and 8 percent premium.
Y ou will find that the measurable benefits of Column 2 justify amuch larger price differentid than the 5to 8 percent
that customers are willing to pay for your relationships. Measurable benefits are dways worth more financidly to your
customers than your persond relationship is. The key isto motivate customers to understand both the value of your
persond relationship and the vaue of the measurable benefits you provide. Y ou now have earned along-term
customer.

Furthermore, relationships are atwo-way street. At what point do you recommend competitors products because
they provide more valuein agiven stuation? Y ou do so only when customers have measurable benefits that connect
to competitors unique strengths (products only they provide). After al, you would rather |ose an opportunity than a
customer. Do not worry; when you choose your market segments as outlined in Chapter 3, that occurrence will be
rare. After al, the salling methods in this book are not concerned with becoming areferra service for competitors.



In Chapters 2, 3, and 4, you aso see the significant benefits of acknowledging to customers where your strengthsllie
and where they do not. In return, appreciative customers do not ask you to work up proposalsthey will not serioudy
condder. In rdationship selling, you and your customer place a strong premium on not wasting each other'stime. Y ou
will seein these chaptersthat the value differential between yours and the competitors measurable benefits when
known can break down the barriers of mainly persona customer relationships.

Understandably, long-term customers demand and consume alot of your time. Y e, they are your best customers
because they compensate (higher profits) you for the time you invest in solving their problems. They are the basis of
the so-called 80/20 rule: 80 percent of your business comes from 20 percent of your (long-term) customers. Just
make sure they consume less than 80 percent of your time so you get afair return on your investment (more on this
point in later chapters).

Y ou cherish relaionship selling. Y ou probably welcome the day when the repeat business from long-term customers
means you never have to make another cold call (other than out of boredom) to exceed quota. However, if
relationship sdlling isthe prize, what are the other two stages of selling you must go through to win it? These stages
are brinkmanship and courtship sdlling.

Brinkmanship Selling

Brinkmanship salling occurs with new prospects. It isthe most chalenging type of sdlling. Y ou must uncover many
unknowns while trying to establish rapport with strangers (not unlike the singles bar scene). Adding to your difficulty,
you have only about fifteen minutesin which to make it happen.

Y ou attempt to discover the prospect's "pain,” or at least the prospect's sense of urgency, deadlines, competition,
decision makers, and budgets. Y our god isto obtain enough specificsto quaify or disquaify the prospect as quickly
aspossible. Y ou do not want to waste time presenting products or services that might not satisfy the prospect's
purchasing requirements or your pricing levels.

Conversdly, prospects a so want to determine whether you can help their situation. Therefore, they seek to gather
product or company information such as prices, ddivery dates, technica specifications, and warranties. The
cat-and-mouse game begins. Y ou ask qualifying questions; they ask product questions. Y ou are both careful about
how much information you provide each other. Y ou treet selling as arace that you win when you gather information
that isbeneficid to you faster then you give out information that is detrimental to you. Y ou delay giving out prices until
you know their budgets. Prospects delay giving out budgets until they know your prices.

The cat-and-mouse game continues until price or budget amounts surface. Y ou bring each other to the brink. You
then seeif anyone blinks. The call either continues with some chance of success or someone mercifully endsit.

Asisso often the case with first meetings, it is anybody's guess how they will end up. Do you walk away with
another meeting, afollow-up cal in sx months, send more literature, a purchase order, or isit awaste of time? If you
decideit isbest to wait for the prospect to be fired or quit before you try again, you can safely assumethe sdlescall
did not go well.

Courtship Selling



Courtship sdlling occurs with new buyers who do not yet qudify aslong-term customers. It isthe most confusing type
of salling because you deal with customer schizophrenia. Sometimes these new customers act like long-term
customers (and share details) and sometimesthey act like new and fickle prospects (and clam up). Courtship sdlling
isablend of brinkmanship and relationship selling. Y our chalengeisto know which selling mode you need to use and
when.

Sincethey just bought something from you, initialy you treat them as long-term customers and use relationship sdlling,
exchanging information fregly. Y ou stay in this selling mode until you lose a saes opportunity to acompetitor. You
then shift to brinkmanship sdlling with dl its chalenges. Eventudly, customers either evolve into long-term customers
or regressinto prospects again. If you arewilling to let another salesperson handle their account, it is safe to say you
do not consider them to be potentia long-term customers.

Note
A common mistake isto evauate your
sdling skills by your successeswith
long-term customers. Using the
relationship sdling modd, which
depends on time, past results, and
personal bonds, will not work
effectively on new customers and
prospects when those factors do not

oply.



It Takes Time

Time powers your progression from brinkmanship to courtship to relationship sdling. Asthetime of doing business
together with a customer increases, everyone'srisk goes down. Conversdly, trust levels and the value you provide
(through better understanding of the customer's business) and receive (through higher profits) goes up. Asyou will
see, the dement of time becomes both a benefit and aliability to your pursuit of relationship sdlling. (See Exhibit 1-3.)

Iit's All About Time!

Brinkmanship —» Courtship —» Relationship

Exhibit 1-3: It'sdl about time.

Getting Rid of the Wait

Whileit iseasy to see the benefits of long-term customers and relationship selling, they do have one mgor drawback:
They are dependent on time. Y ou must accept that rel ationships often take years to develop. Fulfill your
commitments, do not disappoint your customers, mingle socialy, and let nature take its course.

In other words, if you wait long enough, you will have long-term customers that embrace relationship selling. With the
sling system in thisbook, you can short-circuit the time requirements and still have dl the benefits of relationship
sling. Asprevioudy mentioned, it workslike atime machine.

Y ou quickly progress from brinkmanship to courtship to relationship selling over the course of severa sdescalls, not
inamatter of months or years. MeasureMax dramatically shrinksthe time it takes for prospects and new customers
to act like long-term ones. Astime speeds up, So doesyour productivity.

Y ou need fewer sales cals to get more orders because measurabl e information flows fredy. Customers benefit too.
At an accelerated pace, they dso know whether they can receive the value necessary to make working together
worthwhile. Together, you both quickly gauge the potentid of abusiness opportunity. Y ou know whether to stay with
this sales opportunity or to move on to one with a higher potential for success.

Shrinking Time



The principle behind how MeasureMax shrinkstimeissmple. It makes the five key componentsfound in every sdes
opportunity visble and measurable to customers and you. When these key components become measurable, trust is
not afunction of repeated successes over time, but of short-term, quantifiable results. These five components
determine whether customers act like new ones or long-term ones. They operate the same way laws of nature, such
asgravity or centrifugd force, do. They have measurable effects on the outcome of sales opportunities whether you
or your customers are aware of them or not.

The five waiting-to-become-measurable components are as follows:

1.

Thedollar value the features of your products or services generate by achieving customers goals (Chapter 2
explainsthistopic)

Thedollar value customers gain from achieving specific goas (Chapter 3 explainsthistopic)

The ability of customersto achievetheir goas (Chapter 4 explainsthistopic)

The progress customers and you are making in achieving their god's, which tels you whether it isworthwhile
to continueinvesting in the saes opportunity (Chapter 6 explainsthistopic)

Y our ability to achieve customers goals and receive higher profit margins for doing so (Chapter 7 explains
thistopic)

Note
Thefact that the word gods appearsin every one of them again tellsyou
that this selling system concentrates on making customers goas measurable.
(See Exhibit 1-4.)

Seek Measurability and Get to
Relationship Selling--Without the Wait

Erinkmanship —* Courtship —* Relationship

|

Exhibit 1-4: Messurability shrinkstime,

When you are unawar e of these components, they stay invisible. Evenif you wait until you win, lose, or abandon
sales opportunities, you still might not know what they are. However, you are the only one with the power to make



them visible by making them measurable. Once they become measurable, you are in the relationship-salling mode.
Y ou aso doom competitors to brinkmanship or courtship sdlling even if these opportunitiesinvolve their current
customers.

Take these two sdling scenarios. While dightly exaggerated for effect, they highlight how a saesperson seeking
measurable details can go from brinkmanship to relationship saling in one sdes cdl. Y ou probably can put faces and
namesto both of these scenarios unfortunately more often on the first than the second, but that will change shortly.

In thefirst scenario, Carole Nelson, atop-performing salesperson, ison afirst cal with Pete Sommers, anew
prospect. Sheisin full brinkmanship selling mode, with her focus on obtaining Column 1 details. The second scenario
illustrates what would happen if Carole's questions sought measurability and motivated Pete to act like along-term
customer. The difference in Column 2 detailsthat Pete provides Carole jJumps out at you, as sheis at the height of
relaionship sling.

Scenario One: New Prospect (Brinkmanship Salling)

is meeting with Pete Sommersfor thefirgt time. Although they spoke briefly on the telephone aweek ago,
Caroleisnot certain what to expect or how the sales call will turn out. (Her thoughts are in italics and parentheses.)

Carole: Good morning, Mr. Sommers. (Should | call him Pete? Should | make a comment about the
picture of the sailboat on his wall?) It's nice to meet you.

Pete: Yeah, youtoo. | tried to contact your office to et you know that alast-minute meeting popped up.
Therefore, | only have fifteen minutes, not thirty. So, what can you show me quickly about your products and
services?

Carole: Uh, did you get the brochure | sent? It explains our sales-training program, and how it can increase
productivity for companieslikeyours. (With only fifteen minutes, | better spare the small talk and get
right to the point.)

Pete: | gotit, but | didn't get the chanceto read it. It's somewherein this pile. Can you give me aquick
rundown?

Carole: Okay. (I won't hand him a brochure now. The last thing | need is Mr. Pete reading my
brochure while I'mtalking to him.) When we spoke last week, you mentioned that you are responsible for
the company's sdes-training programs. Y ou said something about increasing salestraining and productivity,
but also decreasing the costs for training each salesperson. Isthat right? (Whew, am | ever glad | practiced
my opening line on the drive over.)

Pete: Exactly.



Carole Wdll, in what areas do you see opportunities for cost savings? (That ought to get Pete talking.)

Pete: I'm surethere are opportunities everywhere since we have not done amajor review of our
sdes-training programsin more than three years.

Carole: Okay, let me suggest that we focus first on the cogts of training new hires. They usudly consumethe
largest portion of acompany's training budget and provide the greatest savings opportunities. (Am | good or
what?)

Pete: New hires are definitely our largest expenditure. So, how does your program reduce the costs of
training new hires? By the way, how much does your training program typically cost?

Carole. Wereducetraining costs by . . . (blah, blah, and blah).

The fun begins as Carole sarts reciting countless features and benefits to see which ones (if any) interest Pete. She
a0 dipsin some qudifying questions to gether purchasing information. Findly, Carole triesto put off answering the
how-much-does-it-cost question until she finds out his budget. Who knows? The sdles call might turn out to bea
good opportunity rather than awaste of time. It is anybody's guess.

io Two: New Prospect (Relationship Sdlling)

second scenario, Carole gets the opportunity to make the same sales call over again (alaBill Murray inthe
movie Groundhog Day, inwhich oneday is continudly reived until the main cheracter getsit right). Only thistime,
athough Pete Sommers beginsthe sdles cal like atypical new prospect, Carole's questions motivate him to act like a
long-term customer would and share measurable detalls.

Carole: Good morning, Mr. Sommers (Should | call him Pete? Should | make a comment about the
picture of the sailboat on his wall?). It's nice to meet you.

Pete: Yeah, you too. | tried to contact your officeto let you know that alast-minute meeting popped up.
Therefore, | only have fifteen minutes, not thirty. So, what can you show me quickly about your products and
services?

Carole: When we spoke last week, you mentioned that, as director of learning services, you are responsible
for salestraining programs. | understood that your two primary goals are to reduce your training costs and
yet increase sales productivity. Are there any others? (I'mglad | remembered to confirm the customer's
position, and then start with hisor her goals, not my products.)

Pete: No, that'sit.



Carole: Pete, which of thosetwo isyour highest priority? (Getting Pete to rank themwill open the
floodgates on details.)

Pete: Definitely reducing the costs of sdlestraining.

Carole Why'sthat? (Come on, Pete; give me the details.)

Pete: About ayear ago, we noticed that our training costs increased about 10 percent per employee.

Carole: What did that relate to in dollars? (Keep building on what Pete tells me.)

Pete: Our expenses rose from $50,000 to about $55,000 per person.

Carole. How many peopledo you traininayear? (I need to get to a dollar figure.)

Pete: Wetrain two hundred new hiresayear.

Carole: Wow, that's an additiona million dollarsin training expenses on top of your $10 million training
budget yearly. What are you currently doing to reduce those expenses? (Well, at least Pete knows that |
can multiply; | still need to find out more details before | mention specific products or services.)

Pete: We're talking about cutting back on the number of peoplewetrain.

Carole. How many people are you looking to postpone training for? (Let me help Pete think through the
ramifications.)

Pete: Approximately 15 percent or thirty people.

Carole: Besidesdeaying the spending of $1,650,000 in training costs, how will that affect your business
from asales standpoint? (I need to help Pete realize not only what he can save but also what it costs to
delay training to help himjustify any purchase. Also, he's a quick learner when it comesto

under standing the importance of providing measurable details.)

Pete: Wefigure that atrained salesperson produces $100,000 more in profits annualy than an untrained one.



Carole: Thirty untrained people could cost your company $3 millionin profits. In what other ways are you
looking to reduce your training expenses? (I want Pete to know that I'm listening to him as | seek more
detailsas| build the Column 2 measurable benefits.)

Pete: We contacted your mgjor competitor, Advanced Training Systems, to give us a proposal.

Carole: When you seek proposals from saes-training companies, in generd, what areado you fedl ismost
important for them to highlight? (No negative sell from me, Pete. | want to make sure my questions seek
to understand what you're trying to accomplish not what competitors have to offer.)

Pete: A payback that makes sense for usto proceed.

Carole. What doesthat involve? (We're getting closer to understanding Pete's measurable
expectations.)

Pete: We want to make sure that we get at least atwo-year pay-back, and don't exceed our budget.

Carole: What dollar amount have you established to reduce your sales-training expenses? (Funding is
always easier to ask about when you can relate it back to their goals.)

Pete: Weve set aside $2 million in our operating budget.

Carole: Who, besides yoursdlf, will be involved in approving this project? (Thanks for the excellent
opportunity to find out about the decision makers.)

Pete: My boss, Mary Jones, who's the vice president of operations. She can approveit unlessit goes over
budget, then corporate getsinvolved. They take sx monthsto ayear to do anything.

Carole: Pete, | noticed my fifteen minutes are up. When will be agood time to continue our discusson? (Let
Pete know | respect his time.)

Pete: | can't believe dl the ground we covered. | look forward to continuing our conversation next Thursday
a 9 A.M. How does that work for you?



Carole: Soundsgreat. That will give me enough timeto review my notes and prepare for our next mesting. |
think there might be away to cut the costs of your training system without affecting its quaity. On Thursday, |
think we should concentrate on understanding how you'll know whether you achieve your goa of decreasing
salestraining codts. In addition, we need to examine what sort of sales productivity gainsin dollar termsyou
arelooking to accomplish. Intheinterim, I'd like to send you an article on methods that directors of learning
services use to caculate the costs associated with training programs, and the different ways to measure
productivity. How doesthat sound to you? (I'mglad | remembered to set the purpose of the meeting so
Pete knows exactly what to expect and can be prepared to discuss these items.)

Pete: It'sagood plan. | look forward to seeing you next week.

As Carole leaves the meeting, she cannot help but hear asound. Only thistimeit is not the sound of adoor closing.
Instead, it isthe "cha-ching" of acash register going off in her head as she Sarts caculating the savings and increased
sales she can generate for Pete and his salesforce. Not to mention her potential commission check.

Carole dill needsto find out more information. However, like Carole, when you use the MeasureMax system, these
quantifiable details change the entire fed of your sdes cdls. They go from having aproduct focusto having a
customer focus (notice that no specific products or services were mentioned). In addition, these details help you to
measure the progress and potentid of saes opportunities while they are occurring. Y ou know exactly where you left
off, and what you must do next to provide more vaue than competitors and receive higher profits for doing so.



Sales Excellence Requires M ore Than Educated
Guesses

For any activity you have excelled &, it islikely that you have been able to measure your progressin red time. Y our
progress determines what adjustments you need to make to improve your performance. Think about it: In golf, you
keep track of strokes on each hole; with diets, the number of poundslost per week; with school, your grades on
tests; with stocks, your monthly return on investment; and the list goes on and on. Sdlling isno different if you want to
excd at it. Y ou must be able to measure your progressin real time aswell.

Note
Mogt sdlespeople can explain why they
lost sales. Y et, the key to duplicating
successisto know why you won saes.
Sdespeople have amore difficult time
explaining winswhen they alemorea
function of persstence and styleor fall
under the broad category of
relationships than structure, process,
and substance.

Most selling methods divide the sales process into the following four basic stages:
1.

Establishing rapport
Qualifying
Presenting/closing

Postsale support

Y ou cannot use these stages to measure your progress. They are broad descriptions rather than specific events. Each
sal esperson determines when one stage ends and the next one begins. With ever-changing starting and ending points,
salespeople (and their managers) find it difficult to evaluate the progress and potentia of opportunities. For example,
if you have two saes opportunities that are both in the quaifying stage, does that mean they are both at the same
point with the same potentia ? Absolutely not!

Furthermore, these four stages can not help you to answer your most important question, whichis"How did | doin



my sdescal?' Thisquestion lets you measure your progress and crosses your mind every time you conclude
discussions with customers. Typical answersto this question usualy consist of two after-the-fact reponses and one

well-intentioned guess.

The call went greet if you get the order or achieve a predetermined objective.

The call went lousy if you let the sale dip away to the competition or the black hole of "maybe next year."

The call went okay for everything other than what was"great” or "lousy."

Thefirst two after-the-fact observationsleave nothing to the imagination. Y ou know the final score, and you ether
celebrate agreat victory or learn from alousy defeat. It isthe third reply whose outcome remains in doubt as does
your ability to sell vaue and increased sdes. Everything depends on how your undecided "okays' turn out.

Two conclusions jump out at you. First, your okay answers are redly guesses. After dl, okaysin sdling are dways
followed by aslent "I guess' or "I think." Second, uncertainty about your potentia for a successful sale means
possible wasted efforts and missed opportunities. (See Exhibit 1-5.)

“| got the order.”

- "
.

“I did not get the order.”

If You Wait for Results, You Can Only Judge Performance.
It's Too Late to Prevent Wasted Efforts—or Lost Sales.

Exhihit 1-5: Prevent wasted effort.

Ask yourself what method you used to determine your answers. They probably range from persond or professonad
judgmentsto ingtincts or gut feglings to experiences or, Smply, educated guesses. These replies, even though honed
by time, remain subjective. They do not provide ameasurable way to gauge and influence your progress. The value
of these subjective indicatorsincreases greetly if you use them after taking measurable readings, not before.



Note

Y ou and customers share acommon
god that helpsto improve your
productivity. They do not want to
waste time either. However, your
sling methods, which guidetheir
buying framework, aso do not let them
measure their progress. Without that
ability, customers cannot provide an
accurate assessment of the potentia for
achieving their godsin acod-effective
manner.
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Making the Sales Process M easur able

MeasureMax has four sdlling phases as shown in Exhibit 1-6. Unlike traditional sdlling stages, these Measurable
Phases (MPs) include quantifiable steps that have definitive starting and verifiable ending points, which are referred to
as Measurable Phase Changes (MPCs).

MP 1 Purpose:
Customers condinm an
interest in achieving
goals.

MPC 1: Interest Confirmed

MP 2: Measure Potential

MP 2 Purpose:
Customers confirm they
have the ability to achieve

goals

MPC 2: Potential Confirmed

MP 3: Cement Solution

MP 3 Purpose:
Customers confirm solutions
achigve their goals

MPC 3: Solution Confirmed

MP 4: Implement Agreement
MP 4 Purpose:

, Customers agree lo
achieve goals via your

solutions

MPC 4: Agreement Confirmed

Exhibit 1-6: The four selling phases of MeasureMax.
MPs provide the framework to measure the how:

1.

The number of sales calsyou make in each MP determines your progress and your ability to be aconsistent
producer.

Their sequence creates the most measurable value for customers.

The length of timeit takes to complete M Ps gauges your efficiency.



The sequence of the MPs, aswell as the pace needed to complete them, points you toward the most
productive Strategiesto employ.

Their corresponding MPCs verify that the customers pace and progress are in sync with yours.

MPs and MPCs aso help you to determine whether the potentia for achieving customers goasiswaorth spending
more time, energy, and resources. These sdes mile markers ensure that you do not becomelogt. Y ou know what
stepslay ahead and how to stay on track. Use them to outval ue competition, earn higher profits margins, exceed
customers expectations, and retain long-term customers. Turn your "okay" guesses into measurable answersto
determine whether "great" or "lousy” endings await you and your customers so you both know whether to bail out

sooner or hang in longer.



"Decommoditize" the Sale

The C word (asin commoditize) is asaesperson's greatest fear and failure. Customers consider your products or
services to be a commodity. Customers see no measurable difference between your features and benefits and those
of competitors. Although convinced they provided the most value, sdespeople redize that the lowest price will win.
L et the bidding wars begin.

Why didn't the most value win? In the minds of the customers, it did. They think lowest price equasthe highest vaue.
When saes-people do not give customers the means to measure vaue in terms other than price, they turn their
products and servicesinto commodities, not customers. That's good news.

What one takes away, one can give back. Armed with the proper tools and knowledge of the MeasureMax sdlling
system, you can decommoditize sales. Just make sure to contact customers who want Column 2 filled ouit (if given
the opportunity).

Note
When customers technical knowledge
of your productsisequa to, or better
than yours, they view your products as
commodities. They fed they can
accurately compare products without
your input. They no longer depend on
you to explain thetechnicd differences
between compstitive offerings. Y ou
now lost akey opportunity to justify a
higher price than that of your
competitors. Fortunately, you can
recapture this opportunity and lost
vaue (and then some) when you make
customersrely on you as an expertin
their industry asoutlined in Chapter 3.

Column 2 &lling

Tofill in Column 2 with measurable benefits, you must contact individuas who do not equate price and ddlivery with
vaue owners and bendficiaries. The people who "own" the budgets that fund purchases are owners. The people who
derive the most value or benefits from these purchases are beneficiaries. Ownersreside at the top of the
decison-making chain. When you sdll to owners, you engage in top-down sdlling. Y ou have the ability to negotiate
price asafunction of vaue.

In consumer or retail saes, top-down sdlling is easy. Consumers are the owners. In business-to-business selling,
many more people areinvolved in purchasing decisons. Although the processisthe same, finding the ownersis
difficult if you do not know whereto look for them in organizations. Additionaly, owners spesk alanguage foreign



and uncomfortable to most salespeople. Instead of speaking features and benefits, they use words associated with
executive pergpectives and economic vaue. Termslike return on investment, corporate goals, net present value,
company initiatives, and positive cash flow pepper their vocabulary. Chapter 3 demonstrates how to find owners

and speak their language.

Onceyou find out owners goas and understand how they measure vaue, you can help themtofill out Column 2. In
addition, you ask owners whét role the beneficiaries play in the decision-making process. Often, salespeople make
beneficiaries more important than the owners. Let the owners decide who isimportant. After dl, it istheir money.

Mogt sdlespeople prefer to contact beneficiaries first and engage in bottom-up selling. Beneficiaries understand the
technical nuances of products better than owners do. They like to talk about features and benefits. They are the
perfect matches for salespeople who are trained to talk technical and conduct product presentations. Y et, in between
lengthy product discussions, sales problems can surface ones that only meetings with owners can solve.

Problems arise when beneficiaries goas and purchasing requirements differ from those of owners. Thelarger the
differences, the greater the potentia isfor wasting your time, efforts, and resources on dead-end sales opportunities.
Although you might be dedling with unknowns, beneficiaries have proven they know how to get purchase orders
sgned. Therefore, you gamble that they have the authority or influence to get more purchase orders signed.

Y ou depend on them to either arrange for you to meet with owners or have them sdll inaccessible owners on your
proposas. Bottom-up sdaling workswell in established relationships, however, it loses much of its effectivenesswith
new prospects or customers that do not have proven track records. Where you start the sales process is often where
you end up. Always strive to start with owners.

While relying solely on beneficiaries possessesits share of challenges, it also hasitsfair share of rewards. It becomes
harder to make that comment about the individuals found in Column 1 opportunities.

Column 1 &dling

Cugtomersfind it easy tofill in Column 1, because dl they need to do isthe following:
View comptitive products as commodities with equal product festures and benefits.
Recelve proposas from at least two suppliers.

Compare price and ddlivery differences between suppliers.

Decideif these differences are large enough to warrant switching to anew supplier (overcomethe vaue of an
existing relationship) or proceed with the purchase (overcome the cost of changing products or services).



The people mogt likely to make buying decisions dong these lines are purchasing agents or managers. Sometimes, to
hel p them make purchases, companies hire third-party intermediaries such as contracting firms, engineering firms,
architectura firms, and management firms. Like purchasing personnd, intermediariesrely on the bid system. It
equates lowest prices or fastest ddlivery schedulesto best buys. It concentrates on Column 1, amost completely
ignoring Column 2. Therefore, intermediariesinvite as many competitors as possbleto bid. When it comesto driving
prices down, they know the more the merrier.

Y et, bids il attract salespeople to them like mosquitoes to a bug zapper often with the same results. Zap!
Understandably, it is hard to pass up opportunities when you know customers are going to buy something from
someone. Why not you? Y &, bids can become tremendous time robbers. All you need to do islook at bid
documents to understand why.

Bid documents are at the heart of the bid process. They contain specifications that describe technica or operational
features or cagpabilities your products must meet. Some are so specific that they are difficult to satisfy for example,
quarter-inch stainless sted, twenty widgets per minute, twenty-four-hour response time, and 200 horsepower. Others
are s0 broad that it isamost impossible for you not to satisfy them. Terms such as "established credentials” "improve
operations sgnificantly,” and "enhance performance,” mean whatever anyone wants them to mean.

Y ou mix these two extremes in one package and you have alot of room for interpretations and disgppointments. Y €,
bid documents have amore fundamentd flaw. They focus on product features (Column 1 details), not owners
measurable gods (Column 2 details). Without defined godls, it is difficult to determine whether any product meets
owners expectations. Everyoneistrying to hit moving targets. Therefore, acatch-all goa surfacesin the bid process.
Intermediaries award sales to companies that supply what is consdered to be "the most value." Trandation: Quick
and chegp products win bids. Without measurable goals, everyone's products and services |ook the same.

However, evenin abid process, preferred salespeople exist. Intermediaries give them theinside track to help them
win bids. Favored salespeople insert their products unique strengths into the bid specifications and documents. The
god isto usetheir benefits to outweigh competitors lower prices or faster deliveries. However, specificationstailored
to your unique strengths can be a curse aswell as ablessing for two reasons. First, you must count on competitors
adhering to the bid specifications describing your unique strengths. If they choose to ignore them, ironic Situations
result.

Let's say you coauthored bid documentsto end up as the only salesperson who can meet the specifications. This
compliance raises your cogts and lowers your price competitiveness. For ingtance, if you are the only one to supply
titanium-tipped pens while competitors supply balpoints, you are the only one adding costs to your bid. Without fear
of pendties, competitors can win by smply ignoring specifications they cannot satisfy the same way you would.

Therefore, you aways want to find out what pendlties, if any, competitors receive for noncompliance. In
wesk-enforcement bids, let competitors influence the specifications and be obligated to abide by them. Let them
comment on theironies of losing bids built around their unique strengths that you ignored.

Second, to keep unique strength specifications from becoming a negeative, you must connect them to measurable
goasto produce vaue. Otherwise, they ook trangparent and superficial. In bids where goas are vague, you cannot
match them up. They appear to serve no purpose other than as artificia barriersto competition. This can hurt both
your credibility and that of intermediaries.



Sharp-witted competitors will show owners where these so-called unique strengths only add costs, not benefits.
Therefore, if comparisons between bids do not reward your unique strengths, they erode your competitiveness. They
become unique weaknesses. For the most part, the bid process discounts the value of unique strengths.

Even if awarded the bid, you invest agreat dedl of time, effort, resources, and profits defending services or justifying
cogts. Thus, profit margins suffer. Still, it isnot abad outcome considering the dternative of losing the sale. However,
no saleisacomplete victory without compensation for the value of your unique strengths.



Changethe Rules

The bid process distorts the sequence of the M easurable Phases aong with your ability to sl value. With price being
the main consideration, bids skip MP 1: Spark Interest and MP 2: Measure Potential, and instead begin the bidding
process in the third phase, MP 3: Cement Solution. With bids, hard-fought, low-profit orders go to the last
competitor willing to offer or match the lowest price. Everyone strivesto be in apodtion to get the last shot at the
order. Mogt important, if owners goals do not consist of lowest prices or quickest deliveries, bids do them a great
disservice. Many salespeople choose to play the bidding game, and take the risks that they will receive their fair
share. Whenever possible, do not play aong.

Act asif ownersdo not exist, and you play the price game. If you think owners desire no contact and do not
influence purchasing decisions, you contend with bids. At least, until someone make sure that someone isyou boldly
asksif he or sheredly believesthefollowing:

Strong-ego executives abdicate 100 percent of their decision-making authority to third-party intermediaries.

Owners buy products and servicesfor the sole purpose of seeing how chegply they can get them.

Of course not! They want to achieve specific godsthat are cost effective but not necessarily in the chegpest manner
possible. In fact, every sdles opportunity even bidsinvolves owners or beneficiaries wanting to discuss the best ways
to measure and achieve gods. Great selling involves tapping into those discussions. Owners welcome discussons
with professiond sal espeople who explain how to make their goals measurable. Do not disgppoint them by making
product pitches on thefirst call. If that isal you haveto offer owners, the bid system worksjust fine.



Selling M easurable Value I sHabit Forming

Whatever sdles techniques you employ become habit forming. The approaches you use out of habit in every sales
opportunity become your overall mindset. If you mostly try to sdll bid jobs, you tend to think that way. When you
observe every opportunity through bid-tinted glasses, measurements of success will focus more on price differences
than on vaue differences.

A great sale occurs when only one dollar separates your winning bid from the next lowest competitor's price. In bid
lingo, you "left nothing on the table." 'Y ou @ so received no compensation for providing abetter table. In abid-minded
world, aMercedes could be considered equivalent to a'Y ugo, and then judged only on price. So much for your
opportunity to sell compensated vaue.

Nevertheless, one must wonder why companies with the fastest deliveries and lowest prices|ose orders. Someone
knows how to help customers select goal's and measure val ue. Someone knows how to offer solutions whose value
does not depend solely on lowest prices or fastest deliveries. Someone knows how to show customersthat his or her
solutions achieve their goals measurably better than do those of competitors. Someone knows that alocating sdlling
time for maximum results requires thinking of Column 2 sales asthe meat and potatoes with Column 1 sdlesasthe
gravy not the other way around. Someone knows how to help customersfill out the measurable benefits of Column

2. The sling system outlined in this book will ensure that someoneis youl.



No Magic Wand

Thereisnothing magical about asking whether it makes sense for customersto conduct businesswith you and vice
versa. When customers say yes to solutions that meet or exceed measurable expectations, it comes from logic not
magic. Theideaisto make a conscious decision not to waste anyone'stime, efforts, or resources (especialy your
own). When you use asdlling system like MeasureMax in your saes opportunities, you make that conscious decision.




Summary

Use measurability to influence performance, not judge results.

Strategy determines structure and tactics, not vice versa; use a strategy to make customers goals measurable
S0 you can outvalue competitors, and receive compensation for doing so.

Avoid wanting to accomplish something for customers more than they want to achieveit for themsalves.
Y ou can only manage what you can measure.

The salesperson with the most long-term customerswins.

Reationship selling and long-term (and loya) customers go hand-in-hand.

Y ou use brinkmanship and courtship selling with prospects and new customers, respectively.

Time powers the progression from brinkmanship to courtship to relationship selling.

Long-term customers and relationship sdlling do not need to depend on time.

Introduce measurability into the sales process and you shrink time; prospects and new customers respond
likelong-term ones on thefirst sdles call.

Y ou can make measurable the dollar value of features and god's, the ability of you and your customersto
achievether gods, and your sales progress.



Measurable Phase Changes (MPCs) are like aroad map of where you started, how far you have gone, how
fast you travel, and how much farther you need to go to reach asde. MPCs enable you to evaluate
performance in ameasurable manner so you influence and cal culate chances for success.

The four Measurable Phases (M Ps) and associated Measurable Phase Changes (MPCs) are:

0

MP 1: Spark Interest and MPC 1. Interest Confirmed

MP 2: Measure Potential and MPC 2: Potentia Confirmed

MP 3: Cament Solution and MPC 3: Solution Confirmed

MP 4: Implement Agreement and MPC 4. Agreement Confirmed

Every sdes opportunity has two columnsthat customers use to weigh their purchasing decisions. In Column
1, customers dways assign the dollar value of price, delivery, relationship, and cost of change. In Column 2,
which dways starts out empty, only the sales-person can help customers assign dollar valueto the
measurable benefits of achieving their gods.

Productivity jumps when you concentrate more on Column 2 sales stuations than on Column 1, which can
waste sdlling investments of time, effort, resources, and profits.

Every sdeinvolves an owner or beneficiarieswith goal's other than lowest price or fastest ddlivery.

The customer's measurable goals must be clear before sal espeopl e present solutions.



Chapter 2: Defining Value

Overview

If you do not define the Column 2 value your products or services generate, the easest yardsticks for customersto
use are Column 1'slowest prices or quickest ddliveries. This chapter encourages you to think like your marketing
managers and competitors by explaining:

| How features produce ether benefitsor liabilities
How benefits create vaue for customers and for their customers
How perceived and measurable vaue works for or against you
How unique strengths build bridges to higher profits and barriers to competition

How packaging and options help or hinder your sdlling efforts

How Product Profile sheets highlight the strengths of your products for quick referencing



Features

Y ou probably learned from basic sales courses that features, the attributes or key traits of products, produce
benefits. However, saying what afesture doesis not the same as defining it. This oversight probably explainswhy
most salespeople view features and benefits as being interchangeable. They are not and understanding how they differ
hel ps you to better define vaue for customers.

In sdling, the words you choose to communicate the va ue you provide are critical to your success. Because of the
key role played by features and benefits, you must pay particular attention to the words you assign to them.
Grammatically speaking, thereis another way to distinguish features from benefits. Features are described with an
adjective followed by anoun, such as stainless steel or bullet-proof vests.

Thetablein Exhibit 2-1 highlights two features of a high-tech cdlular phone and alow-tech bottle of barbecue sauce.
Try to limit featuresto two or three wordsfor clarity and brevity, so they do not become narratives that confuse
customers.

Cédlular Phone Featur es (Adjective-Noun) Attribute/l mage
Digitd Sgnd State-of-the-Art
Hands-Free Operation Safety Conscious
Barbecue Sauce Featur es (Adjective-Noun) Attribute/l mage
Hickory Flavor Outdoorsy
Fat-Free Ingredients Low-Fat

Exhibit 2-1;: Column 1 vs. Column 2 values.

Basic sdling courses also forget to point out that features can produce liabilities when they do not achieve customers
gods. Thisomission turned legions of sdespeopleinto features creatures. Y ou earn this designation when you think
the sales pitch with the most features wins. To make matters worse, the more features you mention that do not
achieve customers goals, the more you dilute features and benefits that do.

In addition, these diluting features make customers become more conscious of price. No onelikes paying for
unnecessary features. A customer's price senditivity becomes further aggravated when you explain how two dozen
unwanted features are "freg" because they come standard on your product. When customers fed they paid something
for nothing, your prospects for repeat business become bleaker.



Example

ie shopping for a CD player for your car that can hold and play ten compact discs (your god). Y ou go into an
audio equipment store and tell the salesperson you areinterested in aten-play CD player. The sdlespersonisa
world-class feature cresture on automatic pilot. He rambles on about how a particular ten-play unit offers random
play, sequence order, and mix-and-match features.

Findly, about ten unwanted featureslater, hetellsyou the price is $500. Y ou tdl him: "Thanks anyway, but it's not
exactly what | want. Five hundred dollarsisalot of money for acar unit." Especidly onewith amillion gizmosyou
will never use. Off you go to the next storein your quest for the "perfect ten” unit.

Again, you state your interest in aten-play CD unit (goa). Thistime the salesperson is not afeature cregture. She
explains only how the features of a particular model are designed specificaly for ten-play. She focuses on how its
interchangeable cartridges (feature) will aso fit your home model, how easy they are to change, how they reduce
handling wear and tear. She dso highlightswhy aten-CD cartridge (festure) has a higher resde vaue than unitswith
five CD cartridges. The sdesperson then tellsyou it costs $600. Y ou say, "It's exactly what | want, I'll take it."

Y ou go home and start thumbing through the operating manual. Y ou find yoursdf saying, "Wow, it hasthisgizmo
too," asyou read about its peripherd features. The differenceisthat after the sale, secondary features build value;
before the sde, they dilute vaue.

B

Regardless of whether you sdll a
tangible product or an intangible
sarvice, both have features. Therefore,
for the sake of brevity, theterms
products and services will be used
interchangeably throughout the book.
For example, you could just aseasly
read the Product Profile sheet asa
sarvice profile sheet.



Describe Features Clearly

When you highlight features to customers, specific descriptions are better than genera ones. The more specifically
that you can describe features, the harder it isfor competitorsto claim they offer the same ones. Describe your
featuresin amanner that clearly differentiates them from those of competitors. One of the most common challenges
salespeople face is describing technica differences to nontechnica buyers. (Chapter 7 explainsthis concept in detail.)

Example

i salesperson states that a certain model provides "great sound.” The me-too competitors claim that they aso
provide great sound. Genera features make it difficult for customers to make objective comparisons between
competitors making the same clams.

A better description for great sound would be "undistorted sound up to 200 decibels." However, you must ensure
that the customer knows what adecibel isand in what range he or she listensto and appreciates (that is, places vaue
on) undistorted sound. These technica details make it harder for competitors to mimic or customers to discount
without asolid basis.




Benefits

Benefits are the value customers derive from features that achieve their goa (s). A benefit's vaue results from saving
customers time and money (ultimately, time trandatesinto money too). Benefits are described with averb or adverb
followed by anoun or noun phrase such as increases efficiency or reduces downtime. Likefeatures, limit benefits
to fivewords or lessto ensure clarity and to make them sound powerful and vivid.

Benefits produce two types of vaue: perceived value and measurable vaue. Theformer isfleting; thelatter is
permanent.

Percelived Value

Customers use subjective eva uations like emotions, prejudices, preferences, and experiencesto assign valueto
benefits. Benefitswith percelved value are hard to prove or disprove.

Example
-he Rocky Mountain flavor of Coors Light taste better than the Missouri Valey flavor of Budweiser? It
depends on your individud preference. Therefore, tasteis perceived value.

. Note

Although subjective, benefitswith
perceived value can have perceived
dollar amounts attached to them. For
example, the "better” taste of one beer
might be worth adollar more of
perceived value per Six-pack than
another beer.

M easur able Value

Customers use objective data to assign value to benefits. When benefits have measurable va ue, they require more
effortsto calculate their worth. Y et, once calcul ated, the benefits of measurable value are easy to prove and to sell.

Example
i bottle of Coors Light have fewer caloriesthan abottle of Budweiser? Absolutely. Y ou can look up the
caorieson the labels and calculate that Coors Light hasforty fewer caories.




Thetablesin Exhibit 2-2 and Exhibit 2-3 illustrate how benefits and vaue type apply to the cellular phone and the

bottle of hickory-flavored barbecue sauce.

Cédlular Phone Features Bendfits (Verb-Noun)
(Adjective-Noun)

Improves reception
Digitd Sgnd Increases battery life

Extendstalk time between recharges

Hands-Free Operation Increases safety

Exhibit 2-2: Features, benefits, and value type.

Sauce Features (Adjective-Noun) | Bendfits (Verb-Noun)

Improvestaste

Hickory Havor Eliminates costs of wood chips

Value Type (Measurable or
Perceived)

Perceived vaue

Measurable vaue

Measurable vdue

Perceived value

Value Type (Measurable or
Perceived)

Perceived vaue

Measurable vaue

Eliminatestime and expense of grilling Measurable value

Fat-Free Ingredients Reduces grams of fat intake

Exhibit 2-3: Features, benefits, and vaue type.
Note

Measurable value

When you use measurable value, make
sureyou can explain (if asked) how the
feature technicdly achievesthe benefit.
For example, the digital Sgnd extends
talk time between recharges because it
consumes | ess power to process voice
transmission than doesan andlog signd.



Note
The same features can produce benefits
with perceived and measurable value.

Advantages of Selling Perceived Value

When you sdll benefitswith perceived vaue, you do not need to prove the logica connection between the features
and the benefits. The benefits might be what you say they are; you just cannot prove them. Conversdly, customers
and competitors cannot digprove them. It isyour word againgt theirs.

Dueto ahigh trust level, your long-term customers are more receptive to accept benefits with perceived value on
face value than are new prospects and competitors. Therefore, use as many benefits with measurable value as
possible when you sgll to new prospects who cannot fully appreciate your trustworthiness yet.

Example
iouri ng hickory-flavored sauce on fried chicken produce astasty ameal as does barbecuing the chicken with
wood chips? Kentucky Fried Chicken clamsit does and taste tests proveit (according to KFC).

Disadvantages of Selling Perceived Value

1.

Y ou damage your credibility if independent documentation casts doubts on your perceived vdueclams. In
addition, when one clam gets disproved, al your clams come under scrutiny.

Example

. A salesperson supplies an industry report proving his company's digital reception is 10 percent clearer than

extended battery life, are suspect aswell.

competitors who claimed their analog signal wasjust as good. Now, the competitors other claims, such as

Customers who eventudly buy on perceived vaue change their minds often. Y ou never know how their latest
emotiona attachments or persona preferences affect their purchasing decisions. Perceived value has no
concrete proof, so conflicting claims create confusion. When enough confusion exists, customers use the
certainty of lowest price or fastest delivery datesto clear it up. A take-them-to-lunch-and-lower-your-price
srategy often surfaces in these Situations as products become commodiities.

Example

. Another salesperson claims (without proof) that his new type of cdllular phone offers the best reception but
costsless. Customerstry to figure out how companies can all offer the so-called best service. Pricewarsand



lunches are right around the corner.

While you can (and do) win sales on perceived vaue, it is difficult to be compensated for providing more
value than competitors even if you do. Y ou end up as being forced to match the lower price of a competitor
who you know provideslessvaue. Unfortunately, if you can't measure the difference, your customers cantt
ather.

Note
The more you depend on selling
perceived vaue, the more you must rely
on your persond relaionship with the
customer. Conversdly, the moreyou
depend on sdlling measurable value, the
lessyou need to rely on personal
relationships. A doublewinisto havea
strong persond relaionship and
measurable value.

Advantages of Selling M easurable Value

The value of measurable benefitsis difficult to dispute or discount by customers and competitors aike.

Example

son explains how adigital sgnd (feature) requires 20 percent less power than an andlog sgnd for
processing. Therefore, its battery lasts 20 percent longer than the onein an anaog phone. How this feature produces
benefitsis not only logical but aso measurable to the customers. Grateful for the facts, they take the salesperson out
tolunch.

Y ou use industry standards or reports by independent experts to support the validity of your measurable benefits.
Y ou aso use them to refute competitors benefits that depend on perceived value. Y ou demonstrate to customers
your knowledge of the industry.

Example

son furnishes a Federd Trade Commission (FTC) report that highlights how adigital sgna uses 20
percent less power than an anadlog signd. This report supports his battery life benefit. It dso refutes counterclaims by
ana og telephone competitors that there is no difference between the battery life of anadog and digital telephones.

Disadvantages of Selling M easurable Value

Y ou must prove that your standards of measurement are valid. An erroneous "fact” jeopardizes your vaid claims.
When you sl on measurable vaue, ensure that your information isinfalible. Y ou should have two independent and
measurable verifications in case one becomes suspect.



Examre
esperson uses an outdated FTC report. He now needs another recognized authority (not counting his
marketing manager) to substantiate the " 20 percent less power™ benefit.

Y ou contend with conflicting clamsthat have their own proof. Y ou congtantly test your technica expertise when you
sl messurable vaue. Y ou must be sufficiently knowledgeable to prove your benefits while disproving competitors
counterclams.

Example

son hands out an industry report that shows average customers do not recharge their analog telephones
more than digita telephone users. The digita telephone saesperson must now offer proof to refute this report's claims.




Calculating the Value of Benefits

Benefits with both measurable and perceived va ue can produce either cost avoidance or dollar savings. You
caculate the dollar value using indirect and direct savings. The former ismore long-term and subjective, while the
latter is more short-term and objective.

I ndirect Savings

Indirect savings, such asthat afforded by maintenance or insurance programs, has perceived vaue. Customers assign
vaueto their benefits according to the negative eventsthey avoid. The following two factorsinfluence the vaue of
indirect savings

1.

The probability these negative eventswill occur

Thefinancid ramificationsif they do occur

Note
Asthe probability and dollar
ramificationsincrease, itismorelikely
that customerswill placevaue on
indirect savings.

Examre

an oil change every 3,000 miles supposedly makes your car enginelast longer. Itsvalueishard to provein
dollars. If you never had engine problems, you might believe that a $20 oil change saves you a$2,000 engine rebuild.
Additiondly, asyou put on more mileage (grester probability), the more vauable the oil change becomes.

Direct Savings

Direct savings have measurable vaue. Y ou assign vaue to benefits without depending on cost-avoidance
cdculations. Customers measure the value of direct savingsimmediately.

Example

anew car that uses regular gasingtead of premium. Regular gas coststen centslessagalon. Y ou caculate
your cost savingsingantly by taking the number of galons and multiplying them by ten cents.




Note
Unlessyou are dwaysthe low-price
supplier, you do not want the only
direct savingsto be Column 1's price
difference between you and
competitors.



|t Matters Who Recelvesthe Benefits

Benefits produce internal and/or externa vaueto customers. The focus of these benefits playsamagjor rolein how
much value customers place on them. Additiondly, whether benefits are interna or externa determineswhat
departments and positions you contact firdt.

| nter nal Benefits

Interna benefits produce vaue only for the purchasers of your products. They appea more to departments with low
customer contact such as accounting, purchasing, engineering, or manufacturing. Often, these departments are more
concerned about Column 1 issues than Column 2 issues.

ExamEe

| paint wholesde to painting contractors. One of the features of your paint istwo-hour drying time. Painters
can apply asecond coat sooner, thereby reducing the timeit takes to complete ajob. They receivethe interna
benefits of reduced labor cogts.

External Benefits

Externd benefits occur only when you sdll to businesses, not consumers. They produce vaue for your customers
customers. External benefits gppea more to departments with high customer contact such as customer service,
marketing, and sales. Often, these departments are more concerned about Column 2 issues than Column 1 issues.

Example
is use the quicker drying time of your paint to give homeowners faster completion dates. The quicker drying
time produces an external benefit faster completion dates to the painters customers: the homeowners.

| nternal and Exter nal Benefits

Asthe name subtly implies, both your customers and their customers receive benefits. This combination producesthe
most va ue because everyone benefits (including you).

Example

inting contractors pass aong some of their cost savings to homeowners as lower prices. Everyone wins
because painters increase their competitiveness and profitability, homeowners receive better prices and quicker
completion dates, and you sall more paint.



Thelast column ontheright in thetablein Exhibit 2-4 demongtrates this concept for the cellular phone and the bottle

of barbecue sauce.

Cédlular Phone Features |Benefits (Verb-Noun or

(Adjective-Noun)

Digitd Sgnd

Hands-Free Operation

Sauce Features
(Adjective-Noun)

Hickory Havor

Fat-Free Ingredients

Adverb-noun)

Improves reception

Increases battery life

Extendstalk time between
recharges

Increases safety

Bendfits (Verb-Noun or
Adverb-Noun)

Improvestaste

Eliminates the coss of
wood chips

Eliminatesthetime and
expenseof grilling

Reducestheintake of fat
grams

Exhihit 2-4: Know the focus of the value.

Value Type (Measurable |Focus: | nternd, Externd,

or Perceived)

Percelved value

Measurable vaue

Measurable vdue

Percelved value

Value Type

Perceived Vdue

M easur able Vdue

M easurable Vdue

M easur able Vdue

or Bath

Both: you canreach
customersmore easily and
for longer periods (1)
Customers can reach you
more easily and for longer
periods (E)

Both: same as above

Both: same as above

I nternd (externd to other
drivers)

Focus

I nternd

I nternd

I nternd

I nternd



Which Value Should Y ou Use When Selling?

If you can prove your products are technically superior, sal on measurable value and direct savingsto offset
low-priced competitors. If your products are not technicaly superior but cost less than competitors, sell on perceived
value and indirect savingsto offset higher-value competitors. In thefina analys's, your unique strengths determine
whether you sdll on percelved or measurable value.




Unique Strengths (L et the Big Dogs Eat)

Unique strengths are features of products that only your company offers. Use them to identify sales opportunities
where you can out-va ue the competition. If competitorsinvest alot of sdling efforts with cussomers whose gods
connect to your unique strengths, you will still recelve the orders. Competitors only short-term defense against your
unique strengthsisto lower ther pricesto the point at which price becomes the customer's only consideration.

Fortunately, no company can afford to lose money on every sale. Even not-the-sharpest-knife-in-the-drawer
competitors eventualy get smart and start looking for other placesto sdll. Fighting losing battleswith you getsold
quick. Unfortunately, competitors also have unique strengths and the sword cuts both ways. Y ou need to know your
competitors unique strengths and how to counterbalance or avoid them. (Y ou will learn techniquesfor doing thisin
subsequent chapters.)

Note
Even if customers show your proposal
containing unique strengthsto exigting
suppliers, they will only enhancethe
vaue of your offer. Competitorswill
take adouble hit: They will beforced to
acknowledge that your measurable
benefits are red and that they can't
achievethem.



Deciding Whether a Featurelsa Unigue Strength

Some companiesthink that if they are the only onesto provide specific features, they have unique strengths. They
encourage salespeopl e to discuss these unique strengths on every sales call. Y ou soon discover these so-caled
unique strengths turn out to be unique weaknesses. They become diluting features that add no measurable vaue, only
cogtsto your products. Thefollowing four questions can help you to determine what congtitutes a unique strength:

1.

Do your customers consider it unique (not just your engineering or marketing departments)?

Doesit achieve wdl-recognized customer goas?

Doesit produce measurable value and direct savingsin terms of money?

Doesit build barriers to competition that force competitors to use measurable vaue (if they can) rather than
perceived vaue?

Note
Evenasingle"no" answer disqudifiesa
feature as aunique strength. It can il
create value and help you make asale;
itisjust not aunique strength. In
addition, like regular features, unique
drengths only create vaueif they
achieve the cusomer'sgoals.

Exaﬂre

Computer has less than 10 percent of the persona computer (PC) market, while Microsoft Windows has 90
percent worldwide. Apple Computer's unique strength is an easier-to-use operating system that works fantagticaly
with graphics programs. Microsoft's unique strength is that it supports ten times more business software programs.

Therefore, Apple concentrates on customers whose goals are graphics crestivity and ease of use customerswho do
not need numerous business programs. |ts ease-of -use operating system dominates the educational (nonbusiness)
market, while its graphics superiority dominates the publishing world.

Ten times more business software does not matter to customers with nonbusiness applications. Apple's success
results from knowing which customers place the most vaue on their unique strengths; and which ones do not.







What If Your Product Doesn't Have Any Unique
Strengths?

Some products do not have any unique strengths. Customers view them as commodities, and price and speed of
delivery become the main purchasing consderations. Y ou offset this Stuation by accentuating the unique strengths of
your company. These can be warranty policies, quality-assurance programs, turnaround times, stocking levels,
number of distribution centers, ease of ordering, payment terms, size, number of documented successes or
geographica locations. Again, apply the same litmus test to a company's unique strengths as you do to those of
products. Think of acompany's unique strengths as universal features that come standard on every proposal aslong
asthey connect to customers goals.

Y ou can also win sales by making your saes approach a unique strength. When competitors use sal es methods that
depend on perceived value, it isdifficult for them to connect their features to customers gods. With your measurable
va ue gpproach, customers can see how your features (even regular ones) achieve their gods quantifiably better than
competitors.



The Power of Packaging Products Together

Y ou probably sall your products mainly on anindividua basis. Y &, if you group different products together and sl
them asasingle entity, you create "new" products. Y ou usudly do not need engineering or manufacturing to help you
create them, just marketing. The mgjor advantage of packaging isthat you transform products without unique
srengthsinto products with unique strengths.

Example

- Depot sdlls assorted toolboxes and tools on an individua basis. Occasionally, they package selected tools
with atoolbox as anew Handyman specia product. Thetool and toolbox selection will vary with the level of
expertise of the targeted customer (weekend warrior or professiond). The price of the packageislessthanif you
purchased the tools and toolbox separately.

Home Depot made a competitive product with unique strengths out of commodity items.




How Product Options Affect Your Selling Efforts

Options are product accessories. They are the features offered to customersin the format of: "Would you be
interested in ... 7" If you need to ask your customers about options, it might indicate that many purchasing
requirements remain unknown to you. If you fully understood their goals, you would not have to ask customersif this
option or that one interests them. Y ou would aready know. Y ou especialy do not want to guess whether your
unique strength makes sense for cusomers.

Of course, options benefit you when they are merely a matter of acustomer's persond preferences, such as whether
to order the telephone's leather case in brown or black.

Note
If you are not careful, amgor pitfall
with options lurks ahead. Y ou might
end up with the syndrome of "onefrom
Column A, two from Column B." You
spend dl your time explaining to
customers why one feature or product
from"Column A" coststhismuch while
two from "Column B" cost thismuch.
Y our product's va ue becomes how
individua features stack up against each
other or those of competitors. How
your features achieve customers gods
getslogt in the shuffle. Y ou can even
end up competing with yoursdf, never a
good stuation.



Feature Value Rating

Fundamentd to the principle of "you can only manage what you can measure," you assign featuresanumerica vaue.
To represent their sgnificant differencein value, unique strengths get a5; regular featuresreceive a 1. In Chapter 7's
Connecting Vdue sheet, you sdlect the features that produce the measurabl e benefits of customers goals, and then
cdculatether vauerating. Y ou compare thisrating to avalue-neutra rating, which would mean dl the features were
a1 because your products had no unique strengths that connect to customers measurable benefits.

For example, if you selected five features that matched a customer's god, their compstitive neutral rating would be a
5 (5 x 1). If two features were unique strengths, and three were not, you multiply the two unique strengths by 5 and
thethreefeatures by 1 for atota valuerating of 13 (5 x 2+ 3 x 1). Y our vaue rating would be 8 more than vaue
neutrd (13 - 5). What isthe significance of this number?

A lot when youtieit into the gross margins (sell price minus material and labor costs) of your proposals. In future
sales, you use past resultsto determineif you are receiving the margins you deserve for the value (numerica score of
your proposals) you are providing. Use these ratings to measure the value your proposals produce for customers,
how they compare numerically to competitors proposas, and their relationshipsto historica gross profit margins.

For example, avauerating of 12 might coincide with a40 percent gross margin while arating of 8 might coincide
with a30 percent grossmargin. If your proposals with smilar vaue ratings have sgnificantly lower gross margins, you
are not receiving compensation for the value provided. Y ou need to find out why not.

Y ou can dso assign acomptitive vaue rating by filling out a Competitor Product Profile sheet. You only fill in
competitors unique strengths because dl their other features would be the same as yours. Y ou then compare the
number of unique strengths you have with those of competitors that match up to customers goals. This connectionis
critical to outvauing competitors. For example, if you have two unique strengths while a competitor has only one,
your competitive value rating would be plus 5 over theirs.



Analogies

Take the strongest feature or unique strength your product possesses and develop an analogy for it. Analogies are
especidly useful when sdlling technica products to nontechnical customers. Y ou want to use everyday paralelsto
which your customer can relate (more on thistopic in Chapter 7 aso).

ExamEe
| expensive collectors watches. The strongest feature isther high resdle value. Y ou tell acustomer to think of
acollector'swatch as not only a precision instrument and work of art but aso an investment, like amutua fund.

The worth of the watch increasesthe longer you own it historicaly at arate of 11 percent annudly. Y ou point out
that this return is better than that of any savings account. Everyone can relate to the benefits of investing in amutua
fund, even onethat tdlstime.




The Product Profile Sheet

The Product Profile sheet andlyzes your productsin terms of the concepts discussed in this chapter, such as:

Features. List the key features of your product that add value to it. The more specific the description, the
harder it isfor competitors or customers to redefine them to your detriment.

Benefits. Expressthem in terms of time or money savings. Express a benefit asaverb followed by anoun.

Value Type. Decide whether the benefits are perceived or measurable.

Focus. Determineif the benefits have aninternd or external focus or both.

Unigue Strengths. Review the summary on unique strengths before you classify afeature as such.

Value Rating. Assign a1 for afeature everyone possesses, and a5 for aunique strength only your company
hes.

Andogies What everyday event paralles your highest-vaue unique strength or strongest feature?

Use this data to decide which market segments your products best serve. Y ou develop a Product Profile sheet for
each product. A Competitor Product Profile sheet should aso befilled out for each product. (Microsoft Word
templatesfor the salestools shown in Exhibit 2-5 and Exhibit 2-6 can aso be found as downloadablefileson
WWW.measuremax.com.)

Product: Talk Free and Clear Calling Program

Features Benefit Value Type Focus. I nternd, |Unique Strengths Value Rating
Externd, or Both
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Digitd Signd Improves Perceived
reception

Increases battery ' Measurable
life

Extendstak time |Measurable

between

recharges
Hands-Free Increasessafety  Perceived Vaue
Operation
FreeWeekend  |Reduces Measurable
Minutes weekend costs

Both: you can Yes
reach customers
moreeesily (1).

Customerscan
reach you more
eesly (E).

Both: sameas Yes
above

Both: sameas Yes
above

Interna (externd  |No
to other drivers)

I nternd No

Analogy: Thedifferencein reception between digital and analog islike usng asatdlite dish to get your TV picture

versus a et of rabbit ears antennae.

Exhibit 2-5: Product profile sheet example.

Products/Services. Predicto Services, ProdoGain, and CodeCheck

Products/Serv , Unique
ice Feature Benefit ValueType |Focus Srenaths
_ Both. It
VaianceAlerts ensures
uninterrupted
, Prevents . shipmentsto
gr;s:gt; Unscheduled \Fgﬁq;ved their cusomers Yes
Breakdowns (E) and saves
Tolerance money from
Checks lost production

().

Value Rating



Analogy for Variance Alerts: It islikethelow-fuel warningin your car. You look for a gas station before
you run out of fuel.

! Himinates
: Single-Operato Measurable
ProdoGain ¢ Controls Need For Vale | nterndl Yes 5
Two Operators
I nternd (more
Incr revenue) and E
: 200-Unit . Measurable | xternd (more
ProdoGan |~ ity quaals% YBY  Vaue availablestock | \© 1
tother
customers)
ProdoGain 5-Year Himinates Measurable Internal No 1

Warranty Repair Costs | Vdue

Analogy for single-operator controls: Itislikeflying your own private plane; you do not need acopilot to help
you get where you are going.

The Andyzes
CodeCheck Computerized Operaponsfor Perceived Internal Yes 5
Program Program Potentid Vdue

Violdions

Analogy for Computerized Program : Itislike using ageopositiona satdlite to navigate you through agigantic
legd maze. It tells you how to stay on track, and how to get back if you get lost.

Exhibit 2-6: Product profile sheet example.

Theexamplein Exhibit 2-5 shows how you record the Tak Free and Clear service package on a Product Profile
sheet. The Market Profile sheet in Exhibit 2-6 on page 64 illustrates how a sal esperson, Steven Smartsall, working
for afictitious company caled Future-Tech, fills one out. The company provides high-tech products and servicesto
computer manufacturers. (Subsequent chapterswill fol low Steven's sales efforts throughout the process of using the
sdling system described in thisbook.)




It Only TakesOne

It only takes one feature and benefit to make a customer to say yes. It just needs to be the one that achieves his or
her top gods. Avoid reciting diluting features that diminish your products value to customers. Always ask yourself
firgt, "Doesthisfeature help the customer achieve hisor her gods?' If you answer "no,” do not mention it unlessthe

customer asks you to discussit.




Summary

Features produce potential benefits before they connect to customers goals, actua ones after they connect.

Featuresthat do not relate to customers goas dilute your sales presentation and diminish your product's
vaue

Specific descriptions of features make it difficult for customers or competitors to redefine them to your
detriment.

Interna benefits provide vaueto your customers, externa benefits provide value to your customers
customers. When you have both typesin asde, you generate the most vaue.

Vaueiseither measurable or perceived, but the key to value is whether the customers accept its worth.
Perceived value has no proof.

Measurable vaue has proof and shows your expertisein the customers industry.

Indirect savings use cost-avoidance ca culations and perceived value; direct savings use measurable vaue.

Products without unique strengths are commodities that will be chosen based on Column 1'slowest price and
fastest ddivery or Column 2's measurable benefits.

When you know your unique strengths and those of competitors, you choose sales opportunities that give the
best returns.



Sdling to customersthat place the highest value on your unique strengths is the catdyst to success.

Unique strengths must be considered unique by customers, not only by your company; produce measurable
vaue and generate direct savings as cost justifications; and use measurable vaue to create barriersto
competition.

Packaging enables you to combine unique strengths of various products to form "new" products. It dso helps
you to create new products with unique strengths from products that did not have them separately.

If you fully understood customers goal's, you would not need to ask them whether a particular option
interests them.

Use andogies so that customers can relate to your unique strengths through everyday experiences.

Product Profile sheets analyze your products so that you can evaluate their strengths.

Compstitor Profile sheets andlyze your competitors products so that you can evauate their strengths and
weaknesses.



Chapter 3. Recalving Value

Overview

Y ou and customers need only one thing in common to make saes happen: Y ou both must be able to achieve their
gods. When you help customersto achieve goals that produce expected value for them, you complete half your
mission. Y ou complete the other half when customers compensate you for providing thet value.

This chapter crystdlizes how customersthink about receiving vaue by explaining:

How the differences between needs and goal s affect value
How goals choose customers

How customers assign valueto gods

How customers make their goals measurable

How Market Profile sheets highlight the ways your products help customers achieve their goa's and receive
vaue

Note
Terms such as suspects or prospects
are not used to describe potential
buyers, only theword customers.
Everyoneis somebody's customer, and
the only quegtionis: "Doesit make
sense for him or her to be yours?!



Needs

It may sound like an exercisein splitting hairs. What is the big difference whether you use the word godls or needs?
The answer is "plenty” when vaue-driven sales are at stake. It ismore than just a question of semanticswhen you
focus on goas and not needs. Goa's motivate you to think first like customers; needs encourage you to think mostly
like, well, products. It isthe difference between you sdlling features or customers buying value. Gods and needs are
not interchangeable terms or concepts.

In sdling, these terms are diametricaly opposed. Asapoint of interest, in the top-selling book of synonyms (talk
about great vacation reading), The Synonym Finder, the word goal isnot listed as a synonym for needs and vice
versa. This probably explains why no one ever refersto needs-satisfaction selling as goals-satisfaction selling. You
cannot help but think of needs-satisfaction as being asubmissive mindset. Areyou redly in salesto satisfy needsthe
way BarbaraEden did inthe TV show | Dream of Jeannie (Y our wish ismy command, Master")? The answer is
an emphatic no. Again, you are in salesto exceed customers expectations and to receive higher profitsfor doing so.

According to Funk & Wagnalls dictionary, the word need means "to have urgent or essentia use for [something
lacking]." This definition impliesthat customers are urgently aware that something needsfixing. Because most people
are urgently aware of pain, it is easy to understand why most sales methods equate needs with pain. For salespeople,
the words needs and pain are interchangeable.

Therefore, apopular sales strategy isto ask customers, "What hurts or kegps you up at night?" in order to uncover
their pain and then focus on remedying it. This strategy works on asmple principle: The greater the pain, the greater
the urgency, and the bigger the sales opportunity. When you focus on pain, the logic behind the ease of selling water
hoses to people with houses on fire is beyond dispute. Y et, not every customer's houseis on fire; and you do not
always have water hoses to sdll. When you focus on needs, avoidable problems arise.

These problems arise because needs are very specific. Customersthink they have agood idea of what they "need” to
remedy their pain. Again, people with houses on fire know they need awater hose. Customers with evident pain
make sure you aong with every other competitor they can remember have ample opportunity to satisfy their needs.
They need ddlivery dates and prices to compare so that they can find the cheapest prices and the fastest deliveries.

Y ou are now in areactive, not aproactive salling mode. Y ou are responding to specific and out-of-the-blue requests.
Itisdifficult to build va ue when specific requests force you to join the crowd that competes on price and delivery.

These requests can be excellent sales opportunitiesif you have the exact products customersthink they need. If they
match, you just won the "needs|lottery.” Lady Luck issmiling on you. Y ou might want to wak home and look for lost
walletsaong theway. More than likely, your products are not exactly what they had in mind. Y ou end up trying to
convince customers you have better products than the ones they and competitors are proposing. The features start
flying, and besides finding yoursdf in the middle of bidding wars, another problem surfaces.

A narrow focus on needs aso weakens one of your greatest strengths. Y ou limit your expertise as a problem solver.
When in an emergency or urgent pain, customers do not consider al the dternatives you could recommend out of
experience. Their purchasing decisons revolve solely around quickest delivery dates. At thispoint, al productslook
like commodities; another reason why they want more than one supplier bidding on the sdle. Understandably,



customers discount long-term benefits when they focus on short-term emergencies.

Another difficult salling Stuation arises during emergencies even when customers are choosing your products. When
you think better remedies exist, you gently try to "unsdll” customers on their current (and deficient) product choices.
However, you are careful to point out thet if these new products you suggest do not interest them, you will gladly
furnish them with a quote on their requests. With that vote of confidence, it is not surprising that you encounter
resistance.

When you reach the point at which you might be jeopardizing your sale, understandably you stop. Y ou resign
yoursdlf to a strategy based on thinking that "1 tried. Now it'stime to give customers what they think they need.” No
onewantsto lose asae. However, you are taking abig risk if the customer's poor selections do not fulfill hisor her
unclear gods. Y ou might incur the blame, unless you think most customers blame themsalves when the products they
indgsted on buying do not help them the way they thought.

Example

-jEdwards amanufacturing manager, has an old piece of production equipment and wants to make surethet if it
breaks she has spare parts on-site. She calls the manufacturer and tells the salesperson, Robert Finley, she needsa
redundant motor and gear set in case of breakdowns. Robert, with his customers best interests at heart, wantsto
make sure Janice does not waste money on obsol ete equipment. He knows that his newest machinery product line
has 40 percent more production capability than her current unit. He can easily judtify the price differencesto her
between a new, state-of-the-art machine and these two spare parts. A new machine will pay for itsdlf in lessthan
eghteen months.

Robert fedls he knows exactly what Janice needs anew piece of equipment. He startsto explain to Janice the
sgnificant difference in production output between the new models and her obsolete one. Janice tells Robert dl she
needs right now isaproposa for these components. She will talk about buying anew machine when things dow
down. Though everyone'sintentions are good, everybody |oses. Janice misses an opportunity to spend her money
more efficiently; Robert misses an opportunity to sall Janice abetter solution. What went wrong?

Everyone equated needs with products. Janice felt she needed spare parts, Robert felt he needed to supply new
equipment. Hetried to sall his product on the payback resulting from improving production capabilities by 40 percent.
A more effective way to approach this sales situation would be to use the following steps:

1.

Robert focusesfirgt on Janices god of preventing breakdowns, rather than on the production differences
between her machine and anew one.

He asks her how shefedls a spare motor and gear set will help her prevent breakdowns.

Taking into consderation her answers, he explains how features of the new equipment help prevent
breakdowns measurably better that is, new diagnostics warn of impending problems before they occur so
that the customer can take corrective actions, typicdly saving two hours of downtime.



Once Janice agrees that these are benefits, Robert can point out the additiona financial benefitsto be gained
by increasing production capabilities. (Remember the ten-play CD example from Chapter 2?) Secondary
features and benefitsincrease vaue only after customersachievether primary goas.

When you focus on needs, another problem arises. Y ou miss sales opportunities because even people who arenot in
pain can havetheir livesimproved and there are more healthy people than sick people. Customers with no obvious
pain often fed there are no opportunitiesto improve their Stuation. Salespeople who are pain magnets missthese
opportunitiesto unleash hidden vaue.

These sentiments often arise when customers are unaware of new technological advances. For instance, think of the
first time customers using carbon paper were introduced to copier machines. Tak about the god of improving
productivity in ways yet unknown. A more recent example iswirelesstechnology. The mgority of Internet customers
are satisfied (no pain) communicating viatelephone connections. They might not know how wireless products without
the need for phone connections might help them improve their communications.

Findly, when you sl to needs, you give customers more credit than they deserve or want. While cusomersare
aways right about where they want to end up (goas); they are not dways right on the best way to get there
(products). Thisiswhere you excel. When you make sure customers always evauate products in terms of achieving
their gods, you reduce the potentia for disgppointments.



Goals

A god (again according to Funk & Wagnalls dictionary) is" something toward which effort or movement is directed
an end or objective” Customers goasawaysinvolve ether achieving apositive result or avoiding anegative one.
One of your primary sales responsibilitiesis to motivate customers to understand their goals. Making goas
measurable provides customers with that motivation. Gods become the standards against which customersjudge
your products. Asyou will seelater in this chapter, you make the goa's customers want to achieve work in your
favor. You let logic and measurable proof run their predictable course.

Know Customers GoalsEven If They Don't

Fortunately, most customers do not know what goas they want to achieve. They do not even think in terms of goals;
they think in terms of needs. After dl, they have mainly been exposed to sales methods that focus on needs, or pain.
Y et, your best opportunities arise when customers do not know their goas. Soon they will thanksto you. Asan
industry expert, know what your customers goals should bein case they do not. Everyone wins (except competitors)
when you help customersto set quantifiable and attainable goasthat accurately reflect their priorities and connect to
your unique strengths.

When you ask customers what god s they are trying to achieve, be prepared for blank |ooks aswell as wonderment
and gppreciation. They will respond, "Gee, | have never been asked that question before.” Needs-focused customers
and product-focused salespeople do not discuss goas. Thislack of god discussionsisto your advantage. Then, they
will ask you, "What exactly do you mean by goas?' Y ou must be able to answer their questions by knowing the
typical godsof their industry. Y ou will now have positioned yourself as acustomer expert. Y ou will have separated
yourself from the typical product-packing salespeople. Caution: Therdly killer of asaescal istwo "What do you
mean?' questionsin arow. If the customer asksyou, "What do you mean?"' after you ask what hisor her gods are,
you can't answer, "What do you mean, what do | mean?' Make sure you know typica industry gods (the Market
Profile sheet at the end of this chapter will ensure that you do).

Note
The University of North Carolinas
Kenan-FHagler Business School
conducted asurvey of chief executives
and senior management. They were
asked what they considered to be the
most important reason for meeting with
a saesperson. More than 70 percent of
them responded that a salesperson's
knowledge of their industry and
company would be the mgjor reason
why they would agreeto an
gppointment. Knowing their gods
makes you that salesperson.

Therefore, your initid emphasisin sales opportunitiesisto help customers define their goas. When you help



customers set goals, you do not need to wait for them to have an obvious pain to act upon. You act asacatayst to
motivate customersto pursue and achieve measurable goals. Y ou arein control of your own sales destiny when you
act (as opposed to when you react).

Note
When a customer doesn't have
clear-cut gods, ask what one thing
would make hisor her company more
competitive. Know the competitors of
your customers strengths and
weaknesses and you become a
vauable asst to them.

One Big Product Reason to Focus on Goals, Not Needs

Often, customers will request a specific feature that your product does not possess. When you question customers on
why they need that feature, it isdifficult for them not to question your motive. After dl, if you cannot providethe
feature, it isin your best interests to discourage them from wanting it. Customersfind it hard to view you asan
objective participant. However, that perspective changes when you know the customers goa's and question them on
how that feature helpsthem achieve their gods.

For instance, a customer says he wants framing materid that consists of half-inch-thick titanium. He knows that you
only provide quarter-inch-thick framing materid. If you question him on why he needs a hdf-inch and not a
quarter-inch thickness, suspicions may arise that you are placing your own interests (keeping the sde dive) over his
interests. However, if you know hisgoal isto prevent rusting, you could then ask him how he thinks haf-inch-thick
titanium helps him prevent rust. Once you know the answer, you can determine whether the size difference achieves
hisgod, or just ends up adding costs as adiluting feature.

General Categoriesof Customer Goals

For examples of general corporate categories and specific customer gods, see Exhibit 3-1. (To create more
categories and goasthat are specific to your business, you can download Market Profile templates from
WWW.measuremax.com.)

Broad Goal Categories Specific Customer Goals


http://www.measuremax.com

Adminigrative

Customer Service

Finances

Maximize organizetiona resources

Ensure compliance with laws and codes

Ensurelongevity of organization

Improve customer satisfaction

Improve corporate image

Improve cash flow

Increase return on investment (ROI)

Improve shareholder value

Increase profits



Increase market share

Develop new products and services

Maximize engineering, manufacturing, marketing,
Competitiveness and sling resources

Open up new markets

Manage growth and change

Improverdiahility

Increase efficiency and productivity

Operations Improve work environment

Reduce operating expenses

Increase safety

Exhibit 3-1: Examples of genera corporate categories and specific customer goals.

From Vendor to Supplier to Partner

When you focus on customers needs, you are avendor. Like avending machine, you display your products and wait
for cusomersto buy from you. Y ou leave it up to customers with acommodity mentality to choose which goodie
they want most. The customers purchasing decisons are driven by availability of product and price. It isdifficult to
&l value asavendor.



When you are asupplier, you concentrate on hel ping middle-management customers to achieve short-term,
measurable goas with the products you supply. Short-term gods usualy involve issues that have an immediate effect
on only their department, such asimproving operations or reducing administrative expenses. Y ou have moved ahead
of vendors on the value chain. Y ou a so have the opportunity to be compensated for the value your products
generate. However, as customers better understand their short-term godls, it becomes easier for them to start picking
their products. Y ou now risk becoming avendor again.

When you help senior-management customersto achieve their long-term business goal's, you become a partner.
These gods center on Column 2 measurable benefits, such asimproving market share, increasing stock price, and
reducing employee turnover. Y ou then help customers recognize how your products help them to achieve short-term
godsthat are consstent with their long-term objectives. Now the Column 1 vaue of your relationship and the cost of
change become greater barriers to customers who consider competitors to be mere vendors and suppliers.

Market Segmentsand Customers Goals

When you understand the concept of market segments, you understand the goa s that customers want to achieve.
Market segments are groups of customerswith similar goals that respond to the same offersin the same ways. Their
godsare predictable. When you can predict their godss, you can duplicate your sales successes. The market
segments sharing goa s that your unique strengths or strongest festures can achieve are your best sales opportunities.
They place the highest value on your greatest strengths. How far you segment amarket depends on the point at
which customers goa's match up to the unique strengths of your products and your company.

Example
ison Judy Wright sdllslaundry servicesto hospitals, but not just any hospitals. She knowsthat large hospitals
and publicly funded hospitals do not make good prospects.

The former have their own laundry facilities when they have more than three hundred beds, while the latter dways bid
out laundry services solely on lowest prices. Sheredizesthat hospitals are not amarket segment because they have
many varying factors. Instead, she classfies private hospitals with fewer than three hundred beds asa
high-opportunity market sesgment.

The more specific the market classfication, the better the chances that your target market segments respond to the
same offer, the same way. Obvioudy, do not classfy market ssgmentsto the point where their szeis minuscule
(niche markets) unless your profit margins on those sdles are huge.

The concept of market segments further highlights the differences between goals and needs (pain). Businesses set up
their organizational structure to concentrate on different market ssgments. Almost any company these days has
groups of employeeswho cater to specific groups of customerswith smilar gods. It would not make sensefor this
type of structureto exist if customers bought primarily for subjective or emotiond reasons (pain, needs).




Organizational Characteristics Affect Customers
Goals

Even taking into account styles, attitudes, and persondities, customers goas are not as arbitrary as onewould
imagine. Two factors influence what goa's customers seek and the market segments they belong to: the characterigtics
of their organizations and their positions. Using these two factors hel ps you to suggest godsthat customers can relate
to when you initially contact them. Y our knowledge of their goals hel psto solidify your status as a customer expert.

Note
Sources of information can range from
Google on the Internet, www.ceo.com,
annual reports, company homepages,
Wall Street Journal Interactive, loca
newspapers, tradeshows, industry
publications, other departmentsin the
company, other noncompeting
salespeople who sl to the same
account, and so forth. Siebel ebusiness
has an excellent booklet, caled
"Information Sources Handouts," which
provides numerous ways to gather data.

In addition, acompany's sales brochurestell you how it istrying to sell vaue or position its offerings. How a
company sellsvaueisoften how it measures vaue. For example, if the company sdIsreliability to its customers, itis
going to seek solutionsthat improve rdiability for them. (For example, FedEx guarantees ddlivery to its cusomers
and looks for business partnersthat sdll solutionsthat do the same). Also, try to obtain the salesliterature of the
company's competitors to see whether you can offer solutionsthat help it to offset its competitors strengths or exploit
their weaknesses.

Organizationa characterigtics are the primary attributes that influence the way companies view themsdaves. They are
the undisputed traits customers readily identify about themsalves. These traits help establish the goa's customers want
to achieve. Here are afew examples:

The product or service the company is selling. Does the company sell amass-produced product or doesit
focus on niches? The primary goa of many car manufacturersisto standardize components. Ther huge
economies of scale motivate them to have as many models as possible share common components, which
keepstheir inventory and design costs down. If you sell products that standardize components, you know
they "should" interest car manufacturers.
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Note
The word should emphasizesthat you
gart with customers potential gods.
Chapter 4 examinesthenine
circumstances of asales opportunity
that determine the customers actual
gods, aswdl asther ability (and yours)
to achieve them.

The degree of contact that occurs between the company's employees and its customers. Isthe company
isolated from the end users of its product or doesit have daily contact? One of a credit card company's main
godsisto improve customer services. Itsdaily contact with customers meansitsfortunes directly tieinto
how well it excels at customer service. If you sdll productsthat improve customer services, you know they
should interest credit card companies.

The operating profile of the organization. Does the company operate on an eight-hour day, five daysa
week or around the clock? A main goa of a convenience store that operates on atwenty-four/seven basisis
to improve security. If you sell products that improve security, you know they should interest
around-the-clock convenience stores.

The human and dollar costs of interrupted service. |sthe company's operation of acritical nature or low
urgency? One of ahospitd's main goalsisto minimize downtime. Lives are at stake if the eectrica or
mechanica sysem fails. If you sdll productsthat minimize downtime, you know they should interest
hospitals.

The image the company is cultivating. Isit high technology or low technology? Isthe company viewed as
aleader or afollower? One of asporting goods company's main goalsisto maintain a youthful and healthy
image. If you sl productsthat project a youthful and healthy image, you know they should interest
sporting goods companies.

The company's business climate. Isit in ahigh-profit, fast-growing industry or alow-profit, declining
business? One of a cutting-edge computer company's goasis managing growth and change. If you sl
products dedicated to managing growth and change, you know they should interest computer companies.

The company's tolerance for risk. Isit willing to take chances or avoid risks? One of an insurance
company'sgodsisto improve safety. If you sell productsthat improve employee or policyholder safety,
you know they should interest insurance companies.

If this section is beginning to sound repetitive, that is good. The repetition of the phrase will help you to commit it to
memory. By now, you are probably saying to yoursdlf, "If companies have these organizationd characteristics, then
they have these godls. If those goals match up to my unique strengths, then | want to contact them. When | mention
their gods, they should show interest.”" Y ou have got it.



Note
Your list of market segments and
organizationd characteridtics canvary
and might be quite long, depending on
your industry. Again, use your unique
strengths and strongest featuresto
determine the characterigtics of the
market segmentsthat produce the
customers goalsthat you should focus
inon.

How Your Contact's Position AffectsHisor Her Goals

The position of the person who isyour contact at a company further narrows the goals he or she wantsto achieve.
Therolesand respongbilities of apogtion determineindividud goas. The director of purchasing has different gods
(and sometimes conflicting ones) from those of the vice president of operations or the engineering manager. The head
of finance has different god's from those of the director of maintenance or human resources or vice president of saes.

In addition, your contacts positions also determine how their performance is measured (which helps determines their
gods). For example, if avice president of operations receives his performance review (or bonus) based on reducing
downtime by 10 percent, that will be hisgodl.

Note
If you can't through questioning uncover
the customer's goals or the person isn't
sure what you mean, ask how hisor her
performance is measured.

Thefollowing examples demonstrate how peopl€'s positions, combined with the characteristics of their organizations,
further predict their gods

Isavice president of anationa saesforce interested in sharing customer purchasing information better?

Isthe vice presdent of finance for acredit card company interested in improving cash flow?

Isthe director of manufacturing interested in improving on-time deliveries?

Y ou bet they are! Y our sales go up as your ability to understand customers goalsimproves. Discussions about goas
provide agreat starting place for your sales cdls. Customers appreciate that you are focusing on their destinations
(gods), not yours (products).



Note
In sdes Stuaionsinvolving more than
one decison maker in various positions,
divide your written proposd into areas
of interest sectionsfor quick
referencing. These sectionsreflect their
different areas of expertise and their
Separate gods. Y ou might need to
make different types of presentations
within the same organization depending
on the positions of thosein your
audiences.

How Customers Assign Valueto Their Goals

Y ou help customersto figure out their goas. Next, you want to help customers caculate the dollar value they receive
from achieving these gods. The computing tools you use in this endeavor are Systems of Evauation (SOES). You
find out their numerical detailsin MP 2: Measure Potentid. Asyou will see, more salesarewon or logt at the SOE
level than at the product level.

Note
SOEs or often referred to as key
performance indicators (KPIs).
However, SOEsfocus more on
caculating measurable vaue than do
KPIs, henceforth their difference.

Exaﬂije

mer wants to purchase a new piece of manufacturing equipment to improve reliability (goa). If the
salesperson of the product with the best-documented performance persuades the customer to use the SOE of mean
time between failures to cdculate rdiability, hewill winthe sde.

Yet, if the salesperson of the product with the best predictive diagnostics convinces the customer to use the SOE of
warning time before failures occur to caculate reiability, shewill winthe sde. The key liesin which SOE
produces the most measurable valuein dollars.

The number one requirement of SOEsisthat they must accurately reflect the attainment of customers goals. For
examples, see Exhibit 3-2.

Systems of Evaluation to Assign  |Numerical Details Examined in

Customers Goals Value MP 2: Measure Potentia

Dollar differences between

Minimizeinitid cash outlay Initid purchase prices competitors! sell prices



Dollar amounts of operating,

Reducelife-cycle costs Tota cost of ownership maintenance, and repeir costs

Number of annud downtime hours

Incresse rdigbility Number of hourslost to downtime and the cost per hour

Exhibit 3-2: SOEs mugt reflect the attainment of customers goals.

Note
Besdes knowing their gods, you can
often determine which SOEs customers
useto cdculate vaue by reviewing their
Web sites or salesliterature. The SOEs
they useto sdll vaueto their cusomers
arethe same onesthey will useto
measure vaue. For example, a
computer manufacturer stresses
reliability and an SOE such as"lowest
defect rate per million parts' to their
customers. If you show how your
productsimprove rdiability viathe
same SOE that the company uses, it
will respond positively. Your sdes
approach becomes a unique strength
when you hdp customersto identify
vaid SOEsthat competitors have no
experience with.

Systems of evaluations have two tremendous benefits that you use to outval ue the competition and earn
compensation for doing so. Firgt, they provide customers with the meansto convert percelved vaue into measurable
vaue. Each SOE adds a measurable benefit row and dollar amount in Column 2. If you have four SOES, you have
four rows of dollar amounts that add to your total measurable benefits. Each additiona SOE helpsto offset the actual
and perceived dollar value of the four Column 1 items.

Second, you use SOEs that favor your unique strengths to dominate a marketplace. While either benefit is
acceptable, having both is overpowering asillugtrated by the following red-life example.

Example

-J:oc and McDonad's made billions sdlling what many considered to be the ultimate commaodity, hamburgers.
Kroc used SOEs to make the perceived value of customers goals such as good taste, consistency, high food quality,
and cleanliness of facilitiesal measurable. Case in point: McDondd's measured taste and consistency by using
identical ingredients, weights, standardized cooking methods, and uniform packaging. Y ou knew McDondd's made
its hamburgers measurably more cons stent than did mom-and-pop burger joints. No surprisesasto what a
hamburger looked and tasted like at McDonald's.

Kroc used these SOEs to turn a so-called commodity into a product with unique strengths. He dominated the
marketplace by establishing SOEs that favored McDona d's unique strengths. He highlighted the unique



poi nt-by-point checklists McDonad's used to ensure cleanliness as a unique strength of the company's.

He forced other burger joints and fast-food restaurants to compete on terms that matched up to his unique strengths.
No surprise who won. The competition's only immediate defense was lowering its prices. Thistactic probably
explainswhy most independent hamburger joints went out of business. Y ou cannot continue to use lower pricesasa
marketing tool without eventualy losng money and diminishing qudity.

Y et, sysems of evauation vary sharply in how customers calculate vaue. They include methods stressing lowest
prices to ones emphasizing highest returns on investments. Exhibit 3-3 shows the different systems of evaluation
customers use to calculate the value of diamonds.
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S0Es can come in all shapes and sizes. Choose market segments
so customers will choose ones that favor your unique strengths--
and accurately reflect the attainment of their goals.

Exhibit 3-3: SOEs cdculate vaue differently.

Asthe McDonadd's example demonstrates, SOES put either you or competitors at advantages or disadvantages
depending on whose unique strengths best match up to them. When customers use SOEs that bind their goasto your
unique strengths, you outval ue competitors to win sales. Y ou dominate the marketplace. The oppositeisaso true,
which again reinforces the need for you to know which SOEs favor whose unique strengths.

How to Calculatethe Value of SOEs

To know the customers SOEsisonething, to calculate their vauein dollarsisanother. Y our god isto provide the
formulasto usefor the caculations and let customers plug in their numbers. If they don't know these plug-in numbers
find out who does, or as an industry expert, use industry averages (if acceptable to the customer). Exhibit 3-4
illustrates this concept.

|. Typical Customer

Calculationsand Formulas Typical Unique Strengths

Systemsof Evaluation Used to Measure Value (in They Favor
Dollar Ramifications)
1.
Net profit divided by invested Highest performance track record
Return on investment (ROI) capita
2.

Totd savingsdivided by totd Quickest recoup of initid
Payback iInvesment investment



10.

Initid costs

Life-cycle costs (costs of ownership)

On-time ddlivery percentage

Number of distribution centers

Percent of in-stock merchandise

Costs of changes (switching out
suppliers or products)

Number of product lines

Hours of downtime

Tota purchase price

Tota purchase priceplusaddin
al lifetime operating costs
(operating, training, parts,
maintenance, repairs, utility,
upgrading, etc.)

The percent of missed deliveries
multiplied by the cost for a
missed delivery (return codts, lost
or delayed revenues, pendty
costs for missed deadlines, etc.)

The percent of missed ddliveries
multiplied by the cost for a
missed ddlivery (return codts, lost
revenues, penaty costsfor
missed deadlines, interrupted
production codts, etc.)

The percent of unfulfilled orders
multiplied by the cost for alost
order (average order size, lost
revenue, interest charges, costs
of inventory, etc.)

Totd codsin new training, parts
inventory, equipment, etc.

Totd dollar benefits of different
gods customers want to achieve
addressed by various solutions
from the same vendor (such as
transaction costs and economies
of scae)

Number of downtime hours
multiplied by the average hourly
cost (labor, adminigrative, lost
revenue, etc.)

Lowest prices

Lowest product-life operating

costs

Computerized scheduling

Worldwide parts depots

Highest order fulfillment rate

Highest flexibility

Broadest sdlections

Quickest response times



11.
The bonus or penalty incurred

Percent of on-time project for each day ahead/behind Comprehensive project
completion dates schedule g
12.
Tota savingsor costsreduction  |Highest documented savings
Totd profit impact achieved
13.
Profit or revenue caculationsfor
Market share impact each point increase/decreasein | Most competitive products
market share
14,

Totd dollar valueof unredized  Existing supplier or status quo if
Codt of doing nothing benefits savings aren't measurable; the
mogt dollar savingsif they are.

.t 3-4. Everyday examples of SOEs.
Note

When customers use systems of
evauation beyond their technicdl
expertise, it usudly indicatesthat an
outside consultant is heping them select
one. In addition, to find out which
SOEs favor your unique strengths best,
ask your highest-value customers what
measurable benefits they received from
the god s you helped them achieve and
how they caculated their SOEs.

Examre

le Ross sdllsa product costing more than that of her competitors (sound familiar?) Y e, her unique strengths
produce two-year paybacks. Her lower-priced competitor's product has afour-year payback. She knows that with
customers who favor the god of largest savings versus lowest up-front costs, shewinsthe sale.

Michdle mugt prove to customersthat achieving the former god over the latter provides more vaue to them if they
use the SOE of total dollars saved over a four-year period.

B

Customers without any SOESs are tough
to sal vaueto. Subjective or emotional
factorsfound in Column 1 and their
smplest caculations, price or ddivery,
become their primary SOEsfor
caculating vdue.






The Cost of Doing Nothing

One of the most common systems of evauation that customers useisthe cost of doing nothing. Asshowninthelist
in Exhibit 3-4, this SOE favors existing suppliers or status quo. The cost-of-doing-nothing SOE becomes more
prevalent during economic downturns. The most effective way to overcome this SOE isto subgtitute one that

cal culates the measurabl e benefits from achieving suggested goads on aper diem basis. Use SOEsto help customers
measure the dollar difference between what they are doing now and the goa they want to achieve. When customers
reglize what potential savings or revenuethey arelosing dally it increasestheir sense of urgency.

For example, your products can reduce customers operating expenses by $300,000 annudly. Instead of focusing on
this annua savings amount, point out to customersthat every day they lose the opportunity to save $822.
Demondtrating that time is money isa powerful way to overcome the cost of doing nothing that favors existing
suppliers. Y ou might also want to point out to customers how much products and/or servicestheir companies must
s to generate $300,000 worth of savingsif acompany has a 10 percent profit margin, they must sell $3,000,000 to
equd savings of $300,000.

Making Goals M easur able

With gpologiesto the movie Field of Dreams, if you help customers measure their gods, they will come. Customers
and you both want to know whether customers are getting the most vaue possible. When you build vaue from their
goas down, not from your features up, everyone does know. To ensure repeat business, ensure that customers
achievetheir godsevery time they do businesswith you. If you dways start with their goas, not your products, you
will reduce the chances of unfulfilled expectations. Thefirst time they do not achieve their goasyou will remember the
following sales adage: " Competitors do not win over your customers; you unwillingly lose them due to unfulfilled
expectations.”

Y ¢, if you do not make customers goas measurable, you risk losing them. Ironicaly, you usudly find out how
customers measure the value of their goals after you lose asae or disappoint acustomer. A statement such as, "'l
thought you werelooking for it to do this, not that,” indicates you were measuring their gods differently than they
were.

Y ou aso risk having customers who cannot tell that you provided more va ue than competitors so they will not
compensate you for doing so. Findly, without measurable godls, it is hard to guess how customers who purchased
your productswill judge the merit of them. Y ou want your customersto look back on any purchase they made from
you and be able to measure how it achieved their goals. When this occurs, your sales approach helps you build
barriersto competition and have long-term relaionships with both individua contacts and their organizations. Sales
successisasmpleformula: make your Column 2 professional bonds with organizations as sirong as your Column 1
personal oneswith individua contactsto create long-term customers. Measurable and documented goasthat you
hel ped an organization to achieve become your "vaue-tether” to it even if your contact leaves and is replaced by
someone who favors competitors.

Y ou make goal's measurable by making the customer's benefits measurable. The benefits of goalsare smilar to the



benefits of features. Customers assign them value by the measurable va ue they produce. Y ou convert their benefits
into time or money aso. Y ou know this occursif the word by appearsin your benefit stlatement followed somewhere
downtheline by adollar amount. A "by" will usudly turninto a"buy."

Example

costs by $32,000" (measurable benefit) or "increase production capabilities by 18 percent to generate
seventy thousand (measurabl e benefits) more widgets weekly." Y ou till need to know how much each widget
generatesin profit or salesdollars. Therefore, convert time or percentages to dollarstoo.

. Note

God s without measurable benefitsto
new prospects are like hearsay to a
jury; goaswith measurable benefitsare
like evidence. M easurable benefits
turned verba references dependent on
one customer knowing ancther into
powerful documented dollar savings
onesthat only depend on the facts.

If you or customers leave out the measurable benefits of gods, they attract |ook-alike competitors. For instance, if
customers are looking to improve efficiency, me-too competitorswill claim that they too can improve efficiency.
The only way to differentiate customers goasisthrough their measurable benefits. One way to make the god of
improving efficiency measurable isto add the phrase "by reducing $100,000 of redundant production codis' toit.
Now, me-too competitors must compete against this benefit's measurable benchmark of $100,000 worth of savings.
(See Exhibit 3-5.)

-’
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S0Es make the benefits of customers’ broad goals measurable
in financial terms to calculate the value of achiaving them.

Exhibit 3-5: Use SOESs to make customer's goals measurable.
Note
When you have products and services
that provide measurable dollar savings,
you are able to broaden the goas you
can hep customers achieve.

es sdls the outsourcing of servicesto colleges and universities. Outsourcing is a service where acompany
hires and manages the |abor force to perform jobs such asjanitoria, engineering, housekeeping, and food services
more cost effectively than the existing work force (dthough, they will often hire many of the existing employees). This
company has aproven track record of reducing an ingtitution's labor costs by hundreds of thousands of dollars.

Mark cdls Dr. Roberta Brown, the president of auniversity, and finds out that she wants to upgrade the campus
computers over the next three years. Mark tells her that he can help her to achieve that goal.



How?If Mark can save the university money on itsfacility services, that money can go toward the upgrading of
computers. By converting goasinto measurable dollar benefits, Mark will be able to show Robertahow an
outsourcing company helps her to upgrade computers. Think of how many new opportunities you can create when
you sal measurablevalue,

CustomersWho Equate Needswith Goals

Y ou dso ded with customerswho have only specific needs and productsin mind. A customer might think sheis
satisfying her specific needs and that buying those specific products are her gods. They are not. Y ou know the type.
"Just give meapriceon what | need and | will cal you if you get the job." This person isthe boss and that isthat.

Y ou need alot of willpower not to throw out a price and duck and wish her (and you) luck.

Resist the temptation. Y ou do not want to react to her specific product requests without either of you knowing her
measurable gods. Therisks of unfulfilled expectations run high. What do you do?

With diplomacy, you stick to helping the customer to define her goa's. Once defined, customers do not become
defensveif you ask them to review how their proposed product choices achieve those goals. Leave your product
recommendations out of these discussions; it istoo self-serving and you lose credibility. Y ou want the customer on
her own to come to the same conclusion you have: She is making the wrong purchasing decisions and her goals
will prove it.

When a customer compares her specific product needs against measurable goals, she comesto one of two
conclusions. She either proves hersdlf right and proceeds as planned or she startslooking at different aternatives. If
you arein market segments where customers goals match up to your unique strengths, they look at your aternatives.
Y ou now have a powerful force on your side; no one knowingly makes bad decisions, not even customerswho
prefer competitors.

Exanre

an extremely technical customer, walksinto acomputer store. True to form, he starts blurting out
abbreviations such BIOS, SDRAM, LDAP, and the like. He needs to buy a math coprocessor, a120-MB RAM
video card, and sophisticated multimedia software to upgrade his computer. Theinitia urge of Joan, the salesperson,
isto say, "How many do you want?'

Instead, Joan wants to build long-term business rel ationships and repeat business. She helps her customers achieve
their god's on aconsstent basis. Therefore, the question she asksis "What are you trying to accomplish with these
components?' Harry cannot help but fed that Joan has his best interests (goals) at heart. Harry explainsthat he wants
to use these components to more quickly create video productions with stereo sound. Joan advises Harry that those
types of gpplications consume alot of memory. She recommends purchasing 500 MB of RAM to prevent his
computer from crashing.

Joan probably could have sold him those components without knowing his goas. However, in doing so, sherisks that
aweek later afrazzled customer returns complaining how the parts she sold him did not "work." His computer keeps
crashing because of out-of-memory errors. He demands his money back and is never seen again.



Significant differences and outcomes exist between trying to satisfy needs and helping customers achieve their gods.

Note
If Harry didn't know what he wastrying
to achieve (gods), Joan could have
suggested some from aMarket Profile
sheet she developed. There are no
"What do you mean, what do | mean?"
guestions with superdars.

Determining Which Goals You Can Achieve

The only customers goals you pursue are the ones your products achieve. Y our potential goes up as the number of
your features especialy unique strengths that could achieve their goals goes up. Although you think about specific
products in this planning stage, do not mention specific products to the customers until you find out their purchasing
requirements. Y ou will examinethistopicin Chapter 4.

Market Profile sheets motivate you to think about goasin ways customersin specific market segments do. Y ou think
about which goa's you would want to achieveif you shared their organizational characteristics and positions. For
ingtance, what would be your godsif you were the vice president of manufacturing for apersonal computer
manufacturer? One of your main goaswould probably be minimizing production downtime. Y ou then think about
which unique strengths or strongest features of your products best achieve those godls. In addition, which systems of
evauation will accurately reflect the achievement of customers gods viayour unique strengths?

Thefollowing five-step evaluation can help you to fill out your Market Profile sheets accurately:
1.
Review your past sales successes to see which types of customers produce the most wins.
Determine which organizationd characterigticsthey havein common.

Classify them as market segments.

Evauate the top three salesin each market segment for the goals, measurable benefits, and systems of
evaudtion they used.

Review with your two top customers in each market segment what you think their goa's, measurable benefits,
and SOEs are. Salicit their feedback for additions, deletions, and modifications.



Using this process, you will aso end up with references that have measurable dollar savings and customers who
understand why doing businesswith you isasmart and well-thought-out decison.

Note
The Science of Sales Success'sfocus
ison helping customersto achieve their
predictable professional gods.
Customers personal godls, like
gpending moretimewith their families
or becoming financidly secure, have
too many intangibles which make them
unpredictable. In addition, customers
usually reserve discussions about their
personal goals for salespeople who
earned their trust by helping them to
achievetheir measurable professond
gods. Again, it hdpsif you understand
how your contacts performanceis
measured, which, in essence, helpsto
formtheir gods.

Protecting Yourself Against Bust Cycles

When sdlecting which market segmentsto pursue, one final analys's economic sengtivity remainsto be taken into
account. Economic sengtivity isameasure of how a market segment (and the customerswithiniit) will react to
changing economic conditions. It includes the following three categories:

1.

Cydlicd. The market ssgment follows the general economy. If the economy is booming, so isthe market
segment. If the economy dows down, so does the market segment. Typicaly, market ssgmentsin the
manufacturing sector are cyclica in nature. For example, in astrong economy, people buy new productsto
support growth and replace old ones rather than repair them.

Countercyclica. The market segment goes in the opposite direction to the general economy. If the economy
is booming, the market segment dows down. If the economy dows down, the market segment grows.
Typicaly, market ssgmentsin the service sector are countercyclica in nature. A wesk economy means
people repair products rather than replace old ones.

Noncyclical. The market segment includes companies with both manufacturing and service business units.
Therefore, these market ssgments will redirect their investments (that is, sales opportunities) depending on the
direction and condition of the economy.

The key to consstency isto make sure you baance your market segment so vaue-driven and profitable sles
opportunitiesexist during al three economic conditions.






M ar ket Profile Sheets

The Market Profile sheet analyzesindividud customersin specific market segmentsin terms of the concepts
discussed in this chapter. Use your Product Profile sheet from Chapter 2 (Exhibit 2-5) tofill inthe information for the
product and unique strengths feature columns. A Microsoft Word template for these sdlestoolsisfound asa
downloadable file on www.measuremax.com. Y ou need to fill out thefollowing information:

Company Name.

Market Segment. The more specific you are in defining your market sesgments, the greeter the chancesthat

customerswill expressinterest in the potentia goa's you mentioned to them on your initid sales contact.
Remember the hospitd example.

Economic Sengtivity. Determine whether the market segment fdlsinto the cyclical, countercyclicd, or

noncyclica category. Try to balance your market segments to ensure consistency of sales opportunities
during al types of economic conditions.

Organizationd Characterigtics. The more detailed these are, the more confident you can be about identifying
customers goals accurately.

Contact Name. Person you are contacting or working with.

Pogtion. Anindividua's position coupled with the organizationd characteristics determines hisor her
potential goals. One position can have more than one goal category. For example, avice president of
manufacturing's interest probably liesin the god categories of both operations and finances.

Previous Market Segment Success Stories. Run on your record of expertisein their industries.

Profit Levels. What profit margins does the company generate? Find out this number via the company's
Web site or annual reports, or ask during MP 2: Measure Potentid.

Annual Sales Dollars. Find out this number viathe company's Web site or annua report, or ask during MP
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2: Measure Potentidl .

Number of Employees. Find out this number viathe company's Web site or annual report, or ask during
MP 2: Measure Potentidl.

Annual Growth Rate. Find out this number via the company's Web site or annua report, or ask during MP
2: Measure Potentid.

Current Use of Smilar Products or Servicesin Dollar Amount. Ask during MP 2: Measure Potential.

Potential Use of Smilar Products or Servicesin Dollar Amount. Ask during MP 2: Measure Potentidl.

General Goal Category. Generd godsthat interest customers.

Typical Goals. Subsetswithin the genera goa category. For example, the god of improvesreliability isa
subset of operations; the god of increase return on investment isasubset of finance.

Benefits of Achieving Goals. The benefits of the goa's expressed in time or money. Please note that agoal
can have more than one benefit.

Sysemsof Evaduation. The methods customers use to assign vaueto their goas. Y ou win when these SOES
accuratdly reflect the measurable value of their goas and connect to your unique strengths.

Product. The productsthat achieve the goals.

Unique Strength Features. Review the summary on unique strengthsfrom Chapter 2 before you classfy a
feature as such. Again, not every featureis aunique strength. Asareminder: Sometimes your uniquestrengths
occur a the organizationa level (location of distribution centers, stocking levels, warranty policies, technical
support, payment terms, and the like) and not at the product levels. If you do not have any unique strengths,
try to redefine your market segments, packaging (Chapter 2), or use your strongest features and denote it as
such.



Note
Y ou can il win sdleswithout unique
strengths aslong as you show how your
products produce measurable benefits
from achieving customers god's better
than comptitors.

Top Two Competitors. List your top two competitorsin this market segment.

Competitive Unique Strengths. List your top two competitors unique strengths.

Note
If more than one positionisinvolved
with the sale, you would creste anew
Market Profile sheet to reflect that
position'sgods.

The Market Profile sheet in Exhibit 3-6 on the previous spread builds on the Product Profile sheet Steven Smartsell
used in Chapter 2. HisMarket Profile sheet isfor Positron, acomputer manufacturer, and its vice president of
manufacturing, OliviaOntime.

|. Market Profile Sheet

Customer Name: Podtron Profit Levels. 30%

Market Segment: Globa computer  Economic Sengtivity: Cydlica due
manufacturers to their manufacturing status

Annual Sales$: 3Billion

Organizational Characteristics: 7/24 operations, high-dollar down-time, # Of Employees: 20,000
critical manufacturing tolerances, on-time deliveries and inventory levels

critical, sengitive to competitors, receptive to state-of-the-art-technologies,

revenues of $3 billion, 20,000 employees Annual Growth Rate 28%

Current Use Of Smilar Products

Contact Name: OliviaOntime Pogtion: VP of manufacturing or Servicesin $: 2 million

Previous Success Stories. Advanced Computer Co., Star Computers,  Potential Use Of Similar Products
PC Power Ltd., and Computer Giant Inc. or Servicesin $: 3million



General Goal

Typical Goals

Category (broad |(more specific by

groupings)

Operaions

position)

Reduce downtime

Increase
productivity

Reduce operating
expenses

Benefits of
Achieving Goals

in i sems of
in tlmepr Evdudion
O, IS (o fonsto
: w. determineif god u
benefits, an"E isachieved)
for external ones,
or a"B" for both)
Prevent
production
and lost revenues Services
)
Lowers
manufacturing
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.t 3-6: Market profile sheet for Pogitron.
Note

When you create atarget list of
customers you want to pursue, start
from the bottom of theligt, not the top.
With the bottom-up approach, you'l
havelittleto lose (theres only upside),
you'll hear every customer concernin
the world, you won't be practicing on
your best prospects, and you'll be
prepared for agood opportunity when
you See one.



Strength Through Knowledge

Market Profile sheets help to make your sales become planned events rather than random occurrences. When you
review their wedlth of information before contacting customers, dl your questions have one target: making customers
gods measurable. Then, you see whether you can help customersto achieve them.

Y et, one moreissue remainsin your pursuit of providing customers with more vaue than competitors and getting
compensated for it. Y ou need to know if the customers can achieve their goals, let doneyou. Chapter 4 can help
you in thisendeavor.



Summary

Focus on the value of god's, not on the pain of needs.
Needs are product focused, goals are customer focused.
God's provide opportunities to create sales where no evident pain exists.
Knowing customers goas when they do not will position you as being a customer expert.
Y ou make the progression from needs to gods by knowing:
0
How market segments choose customers and goa's
How customers calculate the value of achieving their goas
How customers make goas measurable

How customers achieve those goa s viayour unique strengths

Market segments are groups of customers who share the same organi zational characteristics and goals.
Know your competitors strongest market segments so that you can avoid them whenever possible.

Organizationa characterigtics and the position of the person involved with the purchasing decision determine
acustomer'sgod.



Customers professiona goalsreflect their personal goals.

Systems of evauation (SOES) are the methods customers use to assign vaueto goals.

If you establish SOEs that accurately assign value to the customers goals and match them up to your unique
strengths, you dominate those market sesgments.

Y ou use SOEsto convert perceived value into measurable value.

Y ou make goa's measurable by making the customer's benefits measurable.

Measurable gods empower you to fulfill customers expectations by building your products from their goals
down, not from your features up.

Y ou want to motivate customersto prioritize goasthat are redigtic for their circumstances, have a
self-imposed sense of urgency to achieve, and are advantageous to your unique strengths.

Market Profile sheets highlight which customers share god s that place the most value on your unique
strengths and on those of competitors.



Chapter 4. Tests of
Reasonableness

Overviaw

Y our sales opportunitieslook great. Y ou have customers expressing interest in achieving goas that might connect to
your unique strengths. Y e, one question looms. Do customers have the capability and resources to achieve their
goas?Y ou need to know the answer to this question before you are able to consider whether your products can
help them to achieve their gods.

This chapter empowers both you and customersto perform tests of reasonableness on each other's ability to
achievetheir godshby explaining:

How to motivate customersto share purchasing information

How purchasing requirements revolve around customers measurable goals

How nine purchasing requirements (filters) influence every sales opportunity whether you are aware of them
or not

How the three types of customers share information differently



The End of Qualifying AsYou Know It

Past sdlestraining taught you the importance of qudifying your customers on thefirst sdescdl. Y ou want to
"discover” (using the more popular and softer term for the harsher-sounding "quaify") the answersto four questions.
You usudly start with the first question, and then ask the other three in any order that pops up:

1.

Do they have aneed to buy your products?
Do they have the money to buy your products?
Do they have the authority to buy your products?

How soon do they want to buy your products?

Finding the answers to these questions makes perfect sense. Neither customers nor you want to waste time and effort
on opportunitiesthat do not pan out. Y et, one dight problem existswith thistraditiona view of qudifying. Y ou should
not qualify cusomersfirst; they should qualify themselvesfirst but not about whether they can buy your products
(notice how the four quaifying questions end).

Let customers quaify themsalves on two points. First, on whether they chose the correct god's; and second, on
whether they have the ability to achieve them. Once they gather enough factsto confirm both, you qudify (but not in
front of them) any potentia product sdections by using the same information. Y ou do this step before you mention
any specific productsto customers. When customers qudify themsdvesfirg, they discover new things. They
discover that you can help them to make wise purchasing decisions, which fulfill measurable expectations. Y ou will
discover how customers reward you for providing this service.

Asacustomer expert, therefore, your initid regponshbility isto help guide customers through this self-quaifying
process.

Note
If you find that you are disqudifying
more than qudifying cusomersoninitid
contacts, rethink your choices of whom
to cdl on. You are probably in market
segments where customers goals do
not connect to your unique strengths.






M otivate Customersto Share I nfor mation

When customers qualify themsalves, you ask them to share information. Sometimes, they consider thisinformation
confidential. For instance, customers often consider topics such asfunding and their rolesin the decison-making
process to be private information. A customer's biggest disincentive to share information isthe fear thet it weakenshis
or her negotiating position. It does when you mention specific products before customers state their goals.

Customers know how the game works. They quickly redize that any information they supply you with dways ends
up helping you to position your products as the right choice for them. Y ou further diminish their faith in you when you
offer specific products as remediesto their problemswith little or no knowledge of their gods. It istimeto changethe
rulesto benefit both you and customers.

Trust replaces tension when you let customers know that you too share their destinations. Customers gain more
control, not less, when your questions seek to make their goas more measurable. As specifics about their god's
emerge, their res stlance to share information about their purchasing considerations (referred to asfilters) decreases.
Also, the more trangparent it isto customers how goals and filters affect their purchasing decisions, the more they will
fed that they have been treated fairly and the more willingly they will shareinformation. (Dr. Martin G. Groder
discusses the concept of trangparency in hisbook Business Games. How to Recognize the Players and Deal with
Them. [1])

Contrary to past selling philosophy, you give up manipulation so that you and customers gain control. Otherwise, you
end up with sales cals running out of control on emotions and chance rather than on clear thinking and planning. Y ou
do not wrestle with customersin order to manipulate detail sto fit your products. Instead, you share control with
customersto ensure that your combined focusis on achieving their goa's. However, this control isdifferent and
pogitive. It isaverson of management by objective (MBO) followed by you and your customers. Where do they
want to end up (their goals)? Moreover, are you able to help them get there?

Customers view requests for information not as attempts to jockey products but rather as ameansto better define
what it takesto achieve their goas. They have no reason to conced information. Y ou have not mentioned any
specific products or services. At the predetermined perfect time, you will when "yes' answers are foregone
conclusons.

Once customers godsarefirm, they know that disclosing the specifics of thelr filters also makes good business
sense. They do not want to try hitting moving targets either. The more detailed the information, the moreit eiminates
uncertainty about their goals. These detail s put them and you in better control over whether they can achieve their
gods. Y ou know the requirements your products must satisfy. Customers redlize that the more information they
provide about their god's, the more requirements that any yet-to-be-specified products must mest.

Y ou are now both in aposition to determine whether customers can achieve their goas and whether you can help
themin their pursuit. Y ou both decide whether further effortswill betime well spent.

Therefore, start your sdles call by focusing on customers goals, not specific products, so that customers have no



reason to conced information. When customers know their measurable gods, they fed infull control and so do you.

Example

ionl ey selsvarioustypes of high-tech telephone systems. Mike Wells, the customer service manager of alarge
mail-order house, asks Ellen to make a presentation about some of her company's telephone systems. Hetells her
that he wants to reduce customers wait times before they speak to arepresentative.

At the beginning of the sdles cdll, Ellen confirmsthat Mike'sinterest liesin reducing waiting time. Ellen, like most
product-focused salespeople, asks Mike what price ranges heislooking at so that she can know what productsto
present. Ellen aso asks Mike when he would need anew system to be functiona. Ellen, again like most
product-focused salespeople, isworking backward. Sheisalowing price and delivery to become the systems of
evaluation (SOEs) that determine the product selection, not Mike's measurable gods.

Mikeishestant about telling Ellen exact amounts or dates. He does not like transferring control over which products
he can choose from to a salesperson he hardly knows. Tension mounts as Ellen and Mike enter the brinkmanship
selling mode. They both jockey for control over when details about prices, budgets, and deadlines surface. Let the

duding begin.

Ellen can motivate Mike to share details by making his goas measurable. For instance, she could ask Mike about the
financia impact of reducing wait time. She might end up with an SOE using sdlesdollar logt per minute of wait timeto
justify price, not just abudget figure. Her questionswill now reference Mike's deadlines and budgetsto hisgods
rather than to her products. The key point isto understand the customer's measurable goas before trying to flush the
person out with product presentations.

[1]Martin G. Groder, Business Games: How to Recognize the Players and Deal with Them (New Y ork:
Boardroom Classics, 1980).



Filters Must Measure Up

Y ou probably can list dozens of circumstances that influence your and your customers ability to achievetheir gods.
So, which ones do you choose to consider and which ones do you toss out? Again, you resort to the powerful
business axiom: "Y ou can only manage what you can measure." When you start reeva uating the circumstances on
your list in terms of whether you can measurether effect, it starts shrinking dramaticaly.

Nine purchasing consderations or filters passthistest of measurability. These so-called filters earn their name
because they filter out what goas (if any) customers can achieve. They aso filter out what products (if any) can
achieve those gods. Filters provide you with information about the unique circumstances of each customer and the
congtraints under which he or she operatesin making purchasing decisions. Without measurable gods and filters, it
becomes anyone's guess whether customers or you can achieve their goals.

It isessentid to ensure that customers gods are not merely wish lists. Although you can measure customers filters,
like gods, they usually do not start out seeming measurable. Y ou need to convert them from broad conceptsto
measurable ones. Chapter 5 discussesin detail the mechanics and techniques behind making goals and filters
measurable through active listening and questioning. Once measurable, these nine filters enable you and customers
to conduct tests of reasonableness to determine whether their goals are achievable. These teststhen determineif sales
opportunities are worth further investments of time, energy, and resources. (When they are not worthwhile because
sales opportunitieswill be price or ddivery driven, or customers goas are not achievable, then nothing ventured is

everything gained.)

Note
By agreeing to discussthe details of
their filters, customers are expressing a
desreto find out whether they can
achievether gods. They are
acknowledging that the possibility of
achieving their goalsisworth the
additiona effort to swest the details of
their filters

Prerequisitesand Influencers

Itiseader to understand filters by dividing them into two categories: prerequisites and influencers. Prerequisites are
exactly what their nameimplies. Customers and you must satisfy thesefiltersto achieve their goa's through your
products. No leeway exists. Congder them purchasing congtraints or "hard” filters. Y ou can probably do an excellent
job of finding out three of the four prerequisites. Y et, asyou will see, the fourth oneisthekey tothe sde.

Influencers, astheir nameimplies, influence the customers and your ability to achieve their goas. Customers might or
might not consider them when deciding to pursue goas or buy your products. While they are measurable and
motivate customersto act on their goas and your products, thesefive filters are not requirements of the sde. View
them as periphera issues or "soft" filters. Y ou can probably do agresat job finding out four of the five influencers.



However, thefifth one affects the outcome of sales amost as much as prerequisites do.

Note
Filtersareto godsasfeaures are to
benefits. Alwaysthink of them together.
Every filter links back to the customer's
goasto measureits effect. In addition,
whether you find them out or nat, filters
work behind the scenesto affect the
outcome of every saes opportunity that
you encounter.

A Quick Snapshot of the Nine Filters

The order in which filters surface changes on every sales call based on customer responses. When they surface is not
important (aslong asit occurs before you mention specific products). What isimportant isthat you make them
measurable when they do surface and that you find out as many of the nine as possible.

Inthefollowing li, theletter P stands for "prerequisite” and the letter | standsfor "influencer.” The ninefiltersare as
folows
1.

God Mativation (). Why does the customer want to achieve hisgoals?

Current Situation (I). What isthe customer presently doing to attempt to achieve hisgoas?

Pans(I). What does the customer want to do in the future to achieve his goal s?

Alternatives (1). What courses of actions, besides using your products, does the customer have to achieve his
gods?

Decision Makers (P). Who are the people involved with making the purchasing decison on achieving these
goas?

Complete, Sart, Budget, and Decision Dates (P). What is the customer'stime frame to complete, Start,
budget for, and decide on these goals?

Funding (P). How will the customer pay to achieve these goal s?



Keysto Previous Successes/Failures (1). What past projects were successful or unsuccessful in achieving
smilar godsand why?

Attainment Measurement (P). How will the customer measure whether his or her goals were attained?

Note
All thefiltersend with areferenceto
gods. Y our questions abouit filters
should reference their goals dso asyou
will seein Chapter 5.

Do not think of thislist as a set-in-stone sequence. Salespeople often find it easier to start with the influencers to build
credibility. Once customersredize you are seeking information to help them better understand their ability to achieve
their gods, details of the prerequisites flow fredy.

Once you know thesefilters, you and customers determine;

Whether their gods are attainable.

If your products achievether godls.

What would need to change goals, filters, or the product to makeit all work?

Think of filtersasaseve. The customers goals go into the top of the Seve. Thefiltersthen act as srainers. By the
time you and customers come out the bottom of the Sieve, only the goals customers can achieve and the products you
can offer remain. (See Exhibit 4-1.)



1. GOAL MOTIVATION (1)
2. CURRENT SITUATION (1)
3. PLANS (I)

4. ALTERNATIVES (1)

5. DECISIONMAKERS (P)

KEY DATES (P)
FUNDING (P)
PAST KEYS{})

. ATTAINMENT
MEASUREMENT{(3]

Only the A \C Goal(s) and
oducts and Services

Remain After Getting Filtered Out.
A

Exhibit 4-1: Filtersarelike Seves.



CustomersComein Three Flavors

The three types of customerswill not surprise you; their classifications are amost sdf-explanatory. Whether a
customer is positive, neutral, or negative influenceshisor her willingnessto share specifics of godsand filters.

Positive Customers

They are your long-term and loya customers with whom you practice relationship sdling. Aslong as positive
customers cannot measure value, they aways choose their trusted and existing supplier you. Therefore, competitors
who rely on products with perceived vaue have an uphill battle to make positive customers switch to them. When
they do not compete on measurable value, they face an undesirable prospect. Competitors either buy sales by
offering the lowest prices or are fortunate enough to meet crucia ddivery dates. Understandably, competitors usualy
do not want to bother with your positive customers, they figure there must be easier sales opportunities out there
(moreon thisshortly).

Note
With positive customers, the cost of
change can become amore formidable
barrier to competitorsif you attach
measurable dollar amountsto these
costs.

Y our strongest support from positive customers occurs when your unique strengths achieve their goals and produce
measurable benefits. Therefore, ensure that they know how your company helps them to achieve their gods
measurably better than anyone ese does. Again, measurable value builds barriers to competition and ensures that you
exceed customers expectations. Remember, "Competitors do not win over your customers, you unwillingly lose them
dueto unfulfilled expectations.”



Note
A good indicator of whether your
customersfit the poditive category is
their willingnessto write reference
letters. These endorsements highlight
the goa s and measurable benefits you
help them achieve. Use them with other
potentia customersin the same market
segments. Provide them asample
reference |etter to save them time and
effort. In addition, nothing isworse than
reference letters with grammatical and
spelling errors, typos, and afailureto
point out your unique strengths or
documented savings. Treat hestant
reference | etter writers as caution Sgns.
They might not yet qudify aspostive
customers.

Neutral Customers

Astheir nameimplies, these customers do not prefer a specific company's products and services. They arefair game
for every salesperson, so they provide the largest number of sales opportunities. Y e, they are aneglected group
because they have the most unknowns, such as how they select suppliers other than on a seemingly random basis.
When you ded with unknowns, selling effortsincrease athough your prospects for success might not.

Y ou usudly wait for neutral customersto contact you first. At least you know they are serious about buying
something maybe even from you. Y ou use the courtship selling mode with them. Y our objective isto move them to
the pogitive category or at least siop them from diding into the negative category. If you can show them how the
measurable vaue of your unique strengths matches up to their goa's, you will achieve your objective. Competitorsare
planning to do the same thing, but they do not conscioudy think in terms of measurable value; you do. Thus, they do
not stand a chance in the battle for the neutrals.

Negative Customers

They arelong-term and loya customers of competitors. Y ou use brinkmanship sdlling with them. With them, you
always lose the battle of percelved value. They sdlect competitors products with perceived vaue over your products
with perceived vaue every time (so that iswhy you lost that last sale). Therefore, without measurable value, you have
an uphill battle (lowest prices or meeting crucid ddiveries) to make negative customers choose your products.
Otherwise, wait for competitorsto lose them. The "create-and-wait" strategy described later in this chapter helpsyou
in thisendeavor.

Now, et us examine the details of the ninefilters.



Goal Motivation (Influencer)

The greater the measurable benefits of their goals (or how their performance is evauated), the stronger isthe
motivation for customersto act quickly. Often, some compelling event occurs that heightens customers motivation to
achieveagod. For instance, adrop in acompany's market share by 10 percent increasesits motivation to achieve
the god of improving marketing and sdlling efforts. Uncover the event, and you know the motivation and how they
measureit. For example, what does 10 percent equa in dollarslost?

Note
A good question to ask customersto
uncover god motivationis, "Whét has
prompted you to want to achieve that
god (fill inthe blank) a thistime?'

Moreover, introducing new goa s with measurable benefits motivates customersto move out of their status quo. You
do not need to wait for anegative event to occur for them to take action. To create demand you use goals that
customerswere not even avare were achievable. Y ou help them calculate what the cost of doing nothing equalsin
dollars. Additiondly, when finding out goa motivation, you often uncover the next filter of current Situation.



Current Situation (Influencer)

Customers current situationsinfluence the gods they want to achieve. They cd culate the va ue of achieving proposed
gods by comparing it with what value they receive from what they are presently doing to achieve those gods. Again,
the greater the difference between them, the stronger isthe goad motivation. Measurable value dways makesit easier
to caculate these differences, and it motivates customersto act more quickly.

Example

- homas, a plant manager, has agod to reduce defectsto 1 per 1,000 units manufactured. His current quality
control program has a defect rate of 3 per 1,000. LindaHart sells high-capacity production equipment. If Linda
knew what an individual defect cogt, she could determine whether Billy has a strong motivation to pursuethis
defect-reduction goal.




Plans (I nfluencer)

The courses of action customers consider in achieving their goa's can provide you with valugble insight. They illugtrate
how much thought and investment customers are giving to achieving their goas. How much influence you exert
depends on their commitment to these plans. The more highly devel oped the plans, the less you can influence them.

Y ou influence their plans by introducing new systems of evaluation (SOES) that more accurately measure their gods.

Example

imto add anew permanent shift to increase production by 30 percent (god) rather than buying new
production equipment. Linda asks Billy how he decided between those two choices. He explainsthat when he
caculated the labor costsincluding fringe benefits, insurance, and overtime (SOES) compared with purchasing
equipment, it made more financia sense. Linda shows Billy that if heincludestraining and turnover costs (additiona
SOEs), adding a shift might not be the most cost-effective way to increase production. In addition, leasing rather than
buying new equipment to create positive cash flow (anew SOE) might be amore profitable course of action.

Plans consst of the broad methods customers are considering to achieve their goas. When these plans have specific
products attached to them, you are dedling with the next filter of dternatives.



Alternatives (I nfluencer)

Customers might be considering specific products from your competitors to achieve their gods. Thisfilter differsfrom
plans because competition exists. It lso means competitors are further dong in sales opportunities than you are.
These proposed products influence the goals customers want to achieve. As discussed in Chapter 3, customers often
congder their god to be the purchase of specific products.

Two reasons prompted the use of the word dternatives instead of the word competition:

1.

When you think of competition, you naturally think of competitorsin only your industry. Y€,
customers often congder dternatives outside your industry. Many industries, not only yours, aretrying to
achieve customers godss better than you can and win whatever money is available. When you reference this
filter to gods ("What other ways are you looking to improve reliability?") and not to specific products, you
will discover if any nontraditional competitorsexis.

Example

Water Jones sdlls air-conditioning equipment. Tara Stein, the operations manager of a hotel/casino, explains
that thereisabig push to improve profits. Tarais positive she can reduce dectrica coststo improve profits.
Shetels Walter sheisready to buy his equipment because it provides atwo-year payback, which iseight
months faster than any other air-conditioning company.

A week later, much to his surprise, Walter learnsthat he lost the sale. Why? The facility manager of the
casino used the funds for a new air-conditioning system to purchase four dot machinesthat provide a
six-month payback. Walter did not lose the sale to any of hisusual competitors. He and Taralost her budget
money to adot machine. Join the crowd.

What could Wdlter have done differently? He should have asked Taraif the other departmentsin the casino
were aso examining ways to improve profits. Once he found out what they were, Walter could have asked
her how the casino would fund the different initiatives. If Taratold him on a corporate rather than on a
departmental level, he would have known that he was competing againgt nontraditional competitors vying for
limited funding. He could have used SOEs that also included costs such as downtime and guests who did not
return because of poor climate control in their rooms or gambling areas. These SOEswould have added to
hisdectrical savings, further lowering his payback. In addition, leasing might have made positive cash flow
another key SOE that favored his products.

When customers measurable goals match up to your unique strengths, you can outvalue anyone.
Therefore, if you define your market segment correctly, your only competition iswhether you can help
customers prioritize and justify achieving their goas. Take great satisfaction when the competitorsrefer to



you as the "competition.” Do not et customers think you consider other companies as competition.

Example

. Rich wantsto buy a sports car. He goesto a Chevy dedlership to look at Corvettes. Rich is not certain what
he wants. Inevitably, Marty, the salesperson, in trying to flush out Rich's preferences, asks, "What other cars
have you been consdering?"' Rich asks Marty which ones hethinks are smilar. He says, "BMWsor
Porsches." Rich responds, "Thanksfor thetip. | will get back to you after | check them out.”

What could Marty have done differently? Marty should not have used car (product) selectionsto uncover
Rich's preferences. Marty should have reassured Rich that most people, with so many choices, are not sure
which car they want.

However, ranking what is most important to them (goals) about a sports car helps narrow their choices. For
ingtance, isit comfort, image, efficiency, or costs? Marty further tells Rich that if he understandsalittle more
about his background (driving habits, occupation, past cars, family status, and the like) he can provide him
with the reasons why other peoplein his situation (market segment) selected their sports cars.

Avoiding the" What Do They Do for You?'"' Trap

When you find out about customers aternatives, do not end up in wars over features or price. If customers compare
your features with competitors features, their gods get lost in the shuffle. When customers do not eval uate festures of
products on how they achieve their gods, they are lesslikely to change their current supplier. When customers
congder products to be commodities, comparing the number of features becomestheir system of evauation.

Example

Hoffman sells accounting services. Dennis Ketchum, aneutral customer, tells her that heisusing XY Z
Company to do his accounting services. Rebeccares sts the urge to ask Dennis the product-focused question: "What
do they do for you?'

Instead, she asks. "What do you see as the mgor gods you want to accomplish with an accounting service?' This
question is customer oriented not product focused, and it is one that Dennis has never heard. As expected, he does
not know what she means by "goals' and looks like heistrying out anew pair of eyes. No problem. Before their
meeting, Rebecca reviewed the Market Profile sheet for thistype of customer, and sheisready to suggest pertinent
gods, such as ensuring tax record-keeping compliance or providing accessto lending ingtitutions.

Which type of question do your customers hear more often: "What do they do for you?' or "What are you trying to
accomplish?'

Y ou want customers to use godls, filters, and measurable vaue as their yardsticks to compare products. If possible,
your proposals should look like amodified Market Profile sheet by listing how their specific goals and measurable
benefits connect to your features and benefits. Customers can use thislist to check off how many of their goasyou



achieve versus competitors and the value of each one. Y ou vividly illugtrate to customers how your products achieve
their gods. Y ou learn how to creste these checklistsin Chapter 7.

Again, if you choose market segments correctly, your unique strengths win the sales. In the interim, you can hope that
competitors focus on your products and try to figure out how their features compare with yours. L et them suffer the
fate of ignoring customers goals.

Handling Customer s Satisfied with Their Existing Supplier

Without adoubt, you will contact satisfied negative or neutral customers. They fed their current suppliers
(competitors) do agood job of achieving their goas. While subsequent chapters show how to convert them to
positive customers, sometimes, regardless of what you offer, customers are not ready to make changes. Y ou cannot
move them forward in the sales process. In these Situations, use the create-and-wait strategy. Slowly creste
opportunities and then wait for the right time to seize them. Think of this strategy as ameans of last resort or your
best walk-away podtion. The strategy works asfollows:

If possible, walk away from these potential sales opportunities only after learning their goals (measurable
ones, if possible), not what they like about their current suppliers.

Position yoursdlf as a customer expert, aconduit of industry information. Offer to keep them updated about
innovations and trends relevant to achieving their goas. Send them any new articles on systems of evaluation
that reflect the goa s they are seeking to achieve and favor your unique strengths. Do not send salesliterature.
Do keyword searches and look for articles on the Internet that are relevant to their market sesgments and

gods.

Find out if the company hasaWeb site. If so, visit the company's news sections monthly to seewhether it is
meaking any changes that might favor your products. Research the company's products and services, stated
corporate gods, financia performance, acquisitions, changesin personnd, and the like for potentia
opportunities. Understand how the company sellsvaueto its customers, so that you can highlight smilar
vaueto the company, if possible. Check employment listings to see whether its hiring requirements might
offer you saes opportunities. Who knows? Y ou might find your completely satisfied contact hasleft hisor
her position. (New hires are excdllent sales opportunities. Companies give them more latitude during their
honeymoon stage; and new hires are more open to change. The fact that they changed jobs provesit.)

Ask your satisfied customersfor the best way to correspond with them. Send letters, faxes, or, preferably,
e-mails, with telephone follow-ups every three to six months. If possible, set up your reminders eectronicaly
in software programs like Outlook. AsK your positive customers in the same market segments whether they
know these satisfied customers. If they do, confirm that you can use their namesin your correspondence.

Ask pogitive customers whether they see these " create and waits' at trade or association mestings. If they
do, find out whether they would mention how you achieve the same or smilar godsfor them. A word of



warning: Ensure that your products are measurably better than those of their current suppliers. Otherwise, this
tactic could backfire on you. Y our god isto have positive customers win over negetive customers not the
other way around.

After afew months, offer "create and waits' the opportunity to attend training seminars relevant to their gods.
Again, proceed with caution for the reasons mentioned in the previous step. In addition, start sending case
studies on your company's successes in their market segments.

Try thisstrategy for one year (hopefully less). If there are no sales, decide whether it isworthwhile to go one
position higher (more on this strategy in the next filter). However, if you have the patience, continue to wait

for sumbles by existing suppliers. Just make sure the company considers you to be its second choice. Check
periodicaly so that you can be thefirst one on the sceneif the contact leaves his or her position or company.

Note
The create-and-wait strategy aso
workswith customerswho find their
current methods of achieving their goas
(filter of current Situation) satisfactory.



Gatekeepers, Advocates, and the Final Decision
Maker (Prereguisite)

Three people stand between you and asuccessful sale: the customer's gatekeeper, advocate, and fina decison
maker (FDM).In smaller, decentralized, and less-bureaucratic companies, the same person might assume two or
three of these roles. Sometimes, people pretend to assumeroles they do not redlly play. Y our chalengeisto find out
what role each person really plays. Y ou need to know, not assume, who givesthe final yesto buy your products.

Note
Most salestheories break contactsinto
two groups, the C level and the D levd.
The C level comprisesthe chief
executive officer (CEO), chief
operating officer (COQ), chief financia
officer (CFO), chief
information/technology officer, and so
forth. The D leve iscomposed of
directors and heads of departments
such as operations, finance,
engineering, accounting, and customer
sarvice. Ensure that you understand
both C and D level godstogan
support throughout the organization.

Theroles, in order of their ability to issue purchase ordersif they are three different people, are asfollows.

Gatekeepers

Gatekeepers play an interesting role. They either open or close the gates on your efforts to get to the advocates or
find decison makers. They can say aninitiad no to your pursuing sales opportunities but not afind yesto purchasing
your products. Y &, if they feel you take their goals serioudy, gatekeepers provide inva uable information. They know
what goals interest the advocates and FDMs most and details of thefilters. They can also tell you what the best way
Isto build rapport with them.

Gatekeepers areas of expertise are mostly technica or operationd in nature. Their goals often look more like
requirements or specifications. Purchasing agents use gatekeepersto help them insert technica language into requests
for proposals (RFPs). Advocates and FDMs view gatekeepers asinsde consultants. If your productsfall within their
field of expertise, your products must satisfy their technical requirements. Because of their technical nature,
gatekeepers tend to discuss specific products and features rather than broad goals.

Companies often use outside consultants as external gatekeepers. They provide guidance on how best to achieve
their goas. Like gatekeepers, they too can give you an initial no but not afinal yes. Therole of consultants surfaces



when you discussthefilters of plans or alternatives. When gatekeepers show uncertainty about their goals or filters,
do not be surprised if outside consultants appear. Companies hire consultants to help them clarify their gods, make
them measurable, and eiminate uncertainty.

Advocates

Advocates receive the most benefit from any proposed goals. They are responsible for making sure your products
achieve their goals. Advocates become your interna salesperson because they have the most at stake. They become
your coach acoach who wants you to win. They sdll the benefits of their goals and your products within their
organization without you being there. They know what it takes to get the FDM to say yes. Often, the advocate's
recommendation isal it takesto get orders. The FDM's gpprovd is merely arubber samp.

Sometimes, an advocate will tell you that he or she doesn't need you to make a presentation. The advocate wantsto
handle it on hisor her own. This Stuation often occurs because the advocate is not sure what you will say in front of
his or her boss. Ask your advocateif there are any topics he or she doesn't want you to bring out at a meeting with
the boss or others. Y ou will continue to build trust as a confidant with this approach.

Y ou aso need to point out to the advocate thet if you aren't at the meeting, any unanswered questions/concerns can
take on alife of their own and jeopardize the goas he or she wantsto achieveif these questions are not addressed
promptly. Offer to make your presentation and then leave so the advocate and his or her boss can discuss any
concerns without you there. However, agree to wait outside (and out of earshot) until they summon you when they
have completed their interna discussons. Answer dl concerns at that moment or set up areturn meeting if you need
to review these concerns with your salesteam.

Everyone winswith this approach. Y ou present (after all, no one can make a presentation better than you or they
should be working for your company as a sdesperson), the customer gets to discuss mattersin private, and you
address any concernsimmediately, so the advocates and your goals are not at risk.

Their role becomes critical to your successif you cannot meet with the FDM. Now, you need the advocate to sdll
your forma proposasto them. If you format your proposas properly, they will guide advocatesin their sdling
efforts. By highlighting goas, measurable benefits, SOES, and unique strengthsin your proposds, advocates sl
measurable val ue the same way you do.

Note
Ask your initid contactsto draw an
organizationd chart to help identify their
rolein the company. Ask them to draw
their direct subordinate and supervisor
boxes. Ask them also to draw any
dotted line boxes (staff positions). Find
out how these positions (people)
interact with them with respect to
purchasing decisions and the amount of
sway (politica influence) they have.

TheFinal Decison Makers



The saying, "The buck stops here," definitely appliesto FDMs. They release or adlocate money to achieve any
proposed gods. They dso give thefind gpprovas on the measurable specifics of the four prerequisites. If they
choose to delegate their responsihilities, they decide who becomes the anointed FDM. Sometimes, they skip the
advocate and appoint the gatekeeper asthe FDM. Thisisyet another reason not to ignore the goals and filters of
gatekeepers.

Note
Consider these two requirements asthe
acid test for the FDM: They must be
ableto (1) release funds and (2)
approve the SOEs used to calculate the
vaue derived from achieving specific

gods
L ocating the Final Decision M akers

Y ou try to locate FDMs by using your customer knowledge, experience, and educated guesses. Y ou can aso locate
FDMs by reviewing sales opportunities you lost and won in Smilar-sze organizations and market ssgments. Ask
yoursdf, "What positions made the fina decisionsinvolving those ses?"

Once you review your answers, factor in one more aspect to complete your evaluation. Are you contacting positive,
neutra, or negative customers? (See Exhibit 4-2.) Using your answers as reference points, you would:

For positive customers, start at the same contact level.

For neutral customers where you had successes, sart at the same level. Begin one level higher where you lost
sdes.

For negative customers, start one level higher than the position of your positive customers.

Revised Contact Levels as

Type Of Customers Past Contact Levels Compared to Positive Customers
Pogtive Pogtion X Sameleve
Neutra Pogtion Y Same (successful) or oneleve higher

(unsuccesstul)



Negative Postion Z Oneleve higher

Exhibit 4-2: Customers are positive, negative, or neutral.

Top-Down Often Beats Bottom-Up Selling

Many public figures (Arthur Clarke, Mark Twain, and Henry Kissinger) have commented that debates among
academics become vicious because so little is at stake. In the debate over where you begin your salescalls, alot isat
stake. If you start your sales calls with the gatekeeper or the advocates, he or she might block you from the FDM. If
you start with the FDM, he or she might redirect you to gatekeepers or advocates who fedl you went over their
heads. So, where do you start? Again, it depends on whether sales opportunitiesinvolve postive, neutral, or negative
customers. However, often top-down sdlling means sarting with C-level positions: chief executive officer (CEO),
chief operating officer (COO), and chief financia officer (CFO). Make sure you know their godss, industry trends,
company market position, and so forth. These chiefswill demand that you do before you meet with them.

How Much Sway?

When dedling with agatekeeper, advocate, or final decision maker, you want to evaluate his or her influence or sway
on the purchasing decision. For comparison purposes, assign sway al, 2, or 3 vaue asfollows:

1.

Can't define measurable benefits gained from achieving hisor her gods

Defines measurable benefits of goals and systems of eva uations used to cal culate benefits

Defines measurable benefits, SOES, and releases funding

Y ou should question why you worked up aproposa if your contact doesn't qualify asat least a2 in the sway
category.

Contacting Neutral or Negative Customers

Start at the highest position that would receive the most financial benefit from your product. That is probably the
FDM. The higher up the organizationa chart you go on your initia contact, the more receptive these positions are to
change. Their perspectives are more concerned with the so-called big picture. They do not think in terms of specific
products, but rather measurable results. Results-oriented individuals with broad goals are excellent candidates for
you. They reward sdles professonasfor converting their genera goasinto measurable value and benefits.



Conversdly, the lower you gtart on the organizationd chart, the more resistant individuals are to change. Their goals
and respongihilities are narrower. They think more in terms of specific products than broad gods. They equate
measurable value with lowest prices or fastest deliveries. Y et, acommon saes mistake isto start with negative or
neutral customers at the samelevel (postion) you do with your positive cusomers. While you are more familiar with
these positions, they are not your best place to sart. Fortunately, competitorsfall into the same trap with whom they
should contact first. First one out of the trap wins.

Contacting Positive Customers

Continue to work with the decision-making roles that make sales happen. If the person is not the FDM, use the one
up, one down strategy. Encourage your contacts to set up meetings at least once a year with the FDM (*"one up”).
Make surethat if your contact leaves, the FDM knows how you provide value for the company and will passthe
word on to your contact's replacement, making it easier for you to maintain the company as a positive customer.

In addition, meet with your contacts subordinates ("one down"). If your contact leaves, asubordinate might be
promoted to fill the vacancy. It benefits you for the person to know the goas you achieved for hisor her company.
Past goals that produced measurable value are your best assurances that companies, not just contacts, remain
positive ones.

Note
Most saespeople who have ahistory of
sdes successes deding with
gatekeepers or advocates rarely meet
with the FDM. They do not fed they
have any reason to meet other than for
public rdations. Again, this presents
you with excellent sales opportunitiesto
didodge competitors. Nothing beatsthe
surprised look on competitors faces
when they find out they lost slesto you
and they did not even know you or
their contacts bosses existed.

Contacting Gatekeepers or Advocates at the FDM's Request

Often, FDMs require you to obtain the approva of advocates or gatekeepers before they enter the purchasing
process. Y ou use the FDM'sinterest to help raise the interest level of advocates or gatekeepers when you meet
them. When contacting advocates or gatekeepers, even at the FDM's request, keep your focus on their goals and
filtersfirs. Y ou earn the support of gatekeepers and advocates when you help them to achieve their goals. They
might not be the same asthe FDM's goals, but they must be met. Otherwise, you will not makeit back to the FDM.
A good sign of their support iswhen gatekeepers or advocates encourage you to meet with the FDM after your
mestings.



Note
Most bruised egos occur with
uninterested or hogtile gatekeepers or
advocates when you contact the FDM
after making initia contactswith them.
With neutral and negative customers,
you might aswell start where you need
to end up with the FDM. Findly, let
FDMs or advocates not you confer
authority, responsibility, and importance
on people and positions.

However, gatekeepers and advocates will be pleasantly surprised when you tell them that you discuss only broad
gods, systems of eva uation, and measurable benefits with their bosses, not specific products. After dl, thet is their
job.

Get the Top Five Buzzing

If you still are not sure whom to contact, use atop-five gpproach. Go to a prospect's Web site or call the receptionist
and find out the names of the top-five positions or C levelsthat would most likely benefit from goals achieved by your
unique strengths. Send the same | etter to each one outlining potential goals, measurable benefit, and systems of
evauation. Include references from similar companies by positions. Put a cc on the bottom of the letter with the
names of the other people you sent it to. Put in the letter to the top position the date on which you plan to make a
follow-up cal (two weeks from the ddlivery date). In the other letter, reference the date of your follow-up call.

Your god isto create an interna buzz ("Hey, did you seethat letter from ... ?7*) Cdl the highest position first and see
what happens. Work your way down thelist (if need be) but aways refer to the letter and the othersto whom it was
sent when you start your follow-up telephone cals. At worst, they know you did your homework and have an
understanding of their industry.

Note
Without measurable details, it is difficult
to distinguish between decison makers
roles. Verifying vague and generd
information will not cause any
differences between decison makersto
surface. The more details you receive,
the more you can determine adecision
meaker's authority and influence.



Complete, Start, Budget, and Decision Dates
(Prerequisites)

Each of these four dates provides you with insight into a customer's sense of urgency to achieve hisor her goals. You
should ask the dates in the following chronological order for these reasons.

1.

Compl ete dates are when customers want to finish achieving their goals. Once you know the
customer's targeted compl etion date, ask him or her when to begin.

Sart dates are when they want to begin the process of achieving their goas. Again, no firm start or
complete dates means customers have not assigned a cost to doing nothing. Their goa motivation is definitely
low. Y &t, you are now in aposition to ask the customer whether he or she wantsto start on this date and
what date the budget needs to be approved by to accomplish this deadline.

Budget dates are when money becomes available to accomplish these goals. If customers have not
budgeted money yet, it meansthey do not consider these goals priorities. They have not assigned adollar
figure to doing nothing. Focus your sdlling efforts on hel ping them to calculate these lost opportunity cods.
For instance, if they set agod that could save them $1,000 per day in labor cogts, then every day they do
not achievethisgod is costing them, in effect, $1,000. When the customer's complete, start, and budget
dates are known, ask him or her when a decision needs to be made.

Decision dates are when customer s decide whether to achieve a goal. The date when customers want
your proposalsis not alwaysasign of their sense of urgency or when they will make adecison. Onething
often has no correlation to the other. Y ou, and especially your sales support team, discover this difference
when you push everything aside and tie up everyone'stimeto get customers full-blown proposals by their
so-called must-have dates. The reward for your effortsisthat customerstell you thank-you, asthey use your
numbersto put into next year's budget (maybe).

Note
Make sure customers agreeon a
signature or decision date that enables
you to mest their completion dates.
Thisdateisextremely important if you
work with long lead-time products or
you contract outside services.
Customers understand you cannot
commit resources to these start and
completion dates without written
purchase orders.






Funding (Prerequisite)

The amount of money the customer has alocated to achieving gods raisesfive questions:
1

Has the customer set aside money to achieve these goas? Like budget dates, it illustrates the customer's
sense of urgency.

Can the amount of money set aside achieve the customer's goas? Y ou need to decide whether the customer
has filet mignon taste with ahot dog wallet. Also, the larger the amount, the greater the chanceisthat the
gatekeepers, advocates, and FDMs are separate people.

Who dlocated the funding? Thisinformation points you in the direction of the FDM.

How did the customer arrive at the dollar figure to budget? Find out if the customer has specific productsin
mind. Did competitors supply the product selections or furnish abudget number? Thisinformation tellsyou
whether to consder acustomer to be neutral or negative.

Isthe money to fund the goa's coming out of an operating budget or isit acapita investment? Goas funded
from an approved operating budget lower decison-making levelswhile capital investment raises
decison-making levels. Operating budget funding can turn gatekeepers or advocatesinto FDMSs. Thiscan
either help (if you aretrying to protect positive customers) or hinder (if you are trying to win over negative
0nes).

In addition, operating budgets speed up sdes. If customers move funding for agod from acapita investment to an
operating budget, you shorten the time frame. They do not need to request funds or seek approvals, they aready
have both. Y our pricing strategy and how you structure the payment schedule influence whether it isacapita
Investment or an operating budget expense. For example, you might spread payments over two fiscal yearsfor a
positive customer to fund a sale out of an operating budget. These payment terms lower the approval levd, thereby
allowing the advocate or gatekeeper to make the decision.



Keysto Previous Successes/Failures (I nfluencer)

Customers and you review the reasons why they pursued or abandoned projects with smilar goasin the past. This
anaysis provides both of you with redlity checks on whether their goals are achievable and the extent of their interest
levels. Y ou should not focus on why they did or did not buy a product or you will end up in the"What did they do for
you?' trap. If they deem goa s worthwhile, they want to make sure they repest their formulas for successeswhile
avoiding the mistakes of the past.

Thisfilter dso tells you which role you are working with. Gatekeepers usualy do not know why previous attemptsto
achieve specific godsfailed; advocates and FDMs do. Information on failed attempts al so furnishes you with the type
of cost justifications and measurable benefits customers need to say yes.



Attainment M easurement (Prerequisite)

For both customers and you, thisfilter isthe single most important piece of information you need to have. It ishow
you and customers know how they measure the attainment of their goas. Y ou have discussed with customers many
details concerning the previous eight filters. Y ou combine and summearize the decision makers prerequisites of dates
and funds with their SOEs and measurable benefits. This summary forms the attainment measurement (often referred
toin sdesvernacular by using the more generd term critical success factors) and sets the conditions for achieving
their gods. Thissummary aso provides cusomers with the opportunity to confirm (or add any missing ones) thet al
the requirementsthat need to be satidfied for achieving their gods have been identified.

Sounds familiar? The attainment measurement encompasses Column 1 and Column 2. Again, by packaging the
measurable benefits with price and delivery, you can offset lower competitive prices or value-justify your own price
when there is no competition. Y ou a so use the measurable benefits to offset competitors quicker delivery dates,
exigting relaionships, or costs of change. For instance, if your product takes longer to ddliver, you will need to show
customers (if possible) that even with the delay, your products will produce more measurable benefits than
competitors over asix- or twelve-month period.

Example

ial of Ralph Cortez, the vice president of production, isto increase manufacturing capacity by 25 percent. Alan
Robbins sdlls high-capacity production equipment and has found out the following datato help Ralph define his
attainment messurement:

A 25 percent increase means going from 2,000 to 2,500 units per hour.
Ralph uses units per hour as his SOE. Production runs 5,000 hours annualy.
Each unit generates $.04 per hour of profit.

The completion date is October.

Funding is $50,000.

M easurable benefits are $20 per hour (500 more unitsx $.04).



Mark summarizes Ralph's attainment measurement as the advocate/FDM asfollows:

Alan: So, Raph. Wewent over alot of details about increasing capacity to 2,500 units per hour (god and
SOE). Y ou want to be up and running by October (completion date), and not spend more than $50,000
(funding). This productivity gain would produce $20 more per hour, or about $100,000 annualy (measurable
benefit). Isthere anything else?

Ralph: We dso want at least an eighteen-month payback.

Alan: In addition to the other requirements you stated, with an eighteen-month payback, would you fed you
achieved your god of increasing capacity by 25 percent?

Ralph: Absolutdy!

Alan: I'll review your situation with my engineering group and well see what we can come up with.

Ra ph and Mark now both know what it will take to achieve Raph's god of increasing capacity by 25 percent. You
will aso use attainment measurements to know what your products need to do to earn the sale.

B

Often, attainment measurements surface
when you make customers goas
measurable. For instance, inthe
previous example, you could find out
much of the attainment measurement
detailsby smply asking Raph, "How
would you know if you increased
productivity by 25 percent?" Again,
you need to sart with customers gods.

Attainment measurements diminate the "I hope this solves our problems or achieves our objectives' concernsfor
customers. They aso diminate the "1 hope my products meet their requirements’ concernsfor you. Therisk of being
disappointed or not meeting each other's expectations are gone. When you satisfy a customer's attainment
measurements, you never have to say you are sorry. They earn you repeat business and long-term, loya customers.

Attainment measurements resemble "trid closes' that customers do on themsalves. A major difference exists
between acustomer'stria closes and a salesperson's. Customers are not agreeing to buy specific productsif certain
conditionsare met. They are agreeing that specific goas are worth achieving if they can satisfy the conditions of their
attainment measurements. Chapter 6 coversthistopic.






Why Guess?

Whether they are prerequisites or influencers, filters are asimportant as goals. Y ou cannot have one without the
other. They alow you and customers to determine whether they can achieve their goals and if you can hep themin
their pursuits. With filters, like gods, the devil isin the detalls.

Chapter 5 explains how active listening and questioning motivate customers to supply the details. It will become
apparent to customers how these details serve their self-interests.



Summary

Y ou want customersto qudify themsdavesfirst on whether they chose the right gods and have the ability to
achievethem.

Y ou qudify your own products on their ability to achieve customers goa's before you mention any specific
onesto customers.

If you find yoursdlf disqudifying customers more than qudifying them, you should review how you defined
market ssgments.

Starting sales cals with afocus on making customers goa's measurable puts them in control and motivates
them to share information with you.

Filtersalow both customers and you to perform a test of reasonableness on whether you both achieve their

gods.

Fltersfdl into two categories. prerequisites and influencers. The four prerequisites must be satisfied for sales
to occur. The five influencers can sway customers purchasing decisions and the goa s they seek to achieve.

Thefiltersare asfollows

0

Goa mativetion (1)

Current Situation (1)

Plans (1)



Alternatives (I)

Decison makers(P)

Complete, start, budget, and decision dates (P)

Funding (P)

Past keys (1)

Attainment measurement (P)

A customer's positive, neutrd, or negetive status determinesits willingness to share information about filters
unless you make goals measurable.

Usethe create-and-wait strategy to win over satisfied negative customers.

Locate the FDM by looking at the contact positionsin sSimilar-sze organizations and market segmentsin
which you have successes and failures. Adjust your contact level according to whether they are positive,
neutral, or negative customers.

Moving funding from a capita investment to an operating budget expense lowers the decision-making level
and shortensthe sales cycle.

Attainment measurement isthe mogt-important filter for both customers and you because it determines
whether they can achieve godsviayour products.

A person qudifiesasthe FDM if he or she determines the specifics of the four prerequisites and releases or
alocatesfunds.



Make sure you focus on the goal's customers want to achieve, not on how they are using features of
competitors products.

(< rreviovs [noer s
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Notes

1. Martin G. Groder, Business Games: How to Recognize the Players and Deal with Them (New Y ork:
Boardroom Classics, 1980).
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Chapter 5: Every Question
Counts

Overviaw

The devil isin the details. Y ou and customers both need to know the specifics of their Godss, Filters, M easurable
benefits, and Systems of evauations (SOES). The mnemonics (memory aids used to help you remember these four
items) for them: Go For M easurable Specifics (GFMS). When you quantify their details, you know exactly what
customers are trying to achieve. Y ou also know whether your products achieve those gods.

Y ou use your listening and questioning skillsto accomplish thistask. Y our mastery of these skillsisvita becausethe
difference between asuccessful and awasted sdes cdll is extremely subtle. Forgetting to ask only one or two
guestions to quantify a customer's comments can make alarge difference. Y ou know you missed a question when
you say, "If | had known that, | would have ... (fill in your own blank)" after you lost the sdle or disgppointed a
customer.

Y et, questions are like limited natural resources. Y ou can only ask so many questions before you exceed a
customer's grilling threshold. Grilled customers fight back with curt answers such as"Yeah,” "Nope," and "Okay."
Therefore, make every question count. This chapter shows how to make every one count by explaining:

How to get customersto consider you an expert because of the questions you ask
How your active listening and active questioning skills motivate customers to provide measurable answers

How your customers use three types of answersto shareinformation and how only one of them counts

How thefour key questioning techniques work to transform vague responsesinto crystal-clear satements



Business Questions, Not Product Statements,
Demonstrate Expertise

Y ou let customers know how well you understand their business by the questions you ask. When you recite large
amounts of technical facts about your products, you reflect only how well you understand your products.
Nevertheess, acommon myth prevails among salespeople that product experts are customer experts.

Itiseasy to understand the roots of thismyth. If your salestraining wastypical, it mainly involved learning fegtures
and benefits. Thereis one dight problem: Y our customers do not have features and benefits; they only have godsand
filters. Conflict and inefficiency result when salespeople focus only on their products. When you do asyou were
trained, it is easy to understand why your customers justifiably fed that their interests sometimes come second.

Y our product expertiseis agiven; how you use this knowledge as a building block to be a customer expert is not.
Y ou need to know your productsinside and out so that you no longer think about them. Thisfreesyou up to
concentrate on the customers. The appropriate time for you to discuss products will arrive; however, it isnot
immediately after you introduce yourself.

Example

illsen, head of purchasing, contacts two competing salespeople to find out who can best help him reduce
inventory costs. Barry starts the meeting with the first salesperson, Joan Harkins, by asking her to explain how her
products reduce inventory codts. "What an excellent opportunity,” Joan thinks. She responds with aten-minute-long
scripted pitch monologue. On automeatic pilot, Joan describes how her products will accomplish the god through one
high-tech feature after another. When shefinaly asks some questions, they al focus on whether Barry sees how her
products would be able to reduce inventory costs (whatever that means). Barry tells Joan that he needstimeto
absorb al the information. He politely omitsthat he needs time to recover from boredom.

The second sdesperson, Lynn Smyth, starts the meeting much differently. Before explaining how her products reduce
inventory costs, she asks one of those questions that makes the difference between success and failure. Lynn asks
Barry how he caculatesinventory costs. Barry either (1) explains his methods or (2) asks Lynn what she means.
Either response produces a desirable outcome.

With thefirst response, Barry explains his cost calculations. Lynn then determines which of her products (if any)
would achieve his goas beyond any doubt. She dso asks Barry whether he fedls his current calculations capture all
relevant cogts. Lynn wants to make sure she fully understands how Barry measures inventory costs.

With the second response, Lynn responds to Barry's question about what she means by "calculating inventory costs.”
Thisquestion dlows Lynn to explain new methodsthat is, systems of evauation Barry's peersin the industry useto
caculaeinventory costs. She then details them and asks Barry if these methods are relevant to his
inventory-reduction godls.

Of course, it would be purely coincidental if these SOEs accurately reflected the attainment of Barry's goadsand



matched up to the unique strengths of Lynn's products. Again, nothing prepares Lynn better than having a Market
Profile sheet specific to Barry'sindustry that she can review before meeting with him. This preparation ensures that
you, like Lynn, will not ask a question that you cannot answer.

Which saesperson do you think Barry or any other customer will consider more of an expert? Which one do you
think ismore of an expert?

Fortunately, you can easily break the product feature habit. Just concentrate on questioning customers about their
gods. Announce to the customers your focus on understanding their goals. Make it the stated purpose of your first
In-person meetings. Customersfind it refreshing to discusstheir gods, because it does not happen that often.

Note
For good measure, leave your glossy
product literature in the car. Save your
brochures for atime when you
understand your customer's godsand
filters. Do not use them before then.
(Generd capabilities brochures and
industry-specific case sudies are
acceptable and useful.)

Customerstrust salespeople who are customer experts. They know customer experts build solutions from their gods
down, not from your products features up. Y our questions about their goals and filters let customers know that you
put their interests first. When you make customers goa's and filters measurable, you sdll on vaue, not price, and
exceed customers expectations. Everyone winsif you use active listening and questioning skills. (See Exhibit 5-1.)

[
Systems of
Evaluations

Goals
and Filters

b ¢ s X
P $ge3s
A
Measurable

Benefits
A Product Expert Does Not Equal a Customer Expert
|

Exhibit 5-1: Become a customer expert.



Active Listening

Gresat questioners know how to be active listeners. Y ou and your customers should be completely engaged in what
each other is saying, with no distractions. Y ou let each other know you recelved and understood one another's
messages. How relevant your responses are to customers previous comments show how much active listening has
occurred. This approach reinforces your interest in their thoughts, fedings, and perspectives. When customers are
reassured that you want to understand exactly what they mean by obtaining measurable details, they keep talking.

Sometimes, salespeople keep talking even when no oneislistening. They and customers never reach any quantifiable
conclusions. Uninterested parties become more restless by the minute. " Active annoyance" best describesthis
Stuation. Salespeople who are guilty of this offense usudly start their product pitchesimmediately after saying hello. If
you let customers discusstheir goas and filtersfirg, it serves everyone's best interests.

Active listening a so takes advantage of nature. While the average speaker only transmits 150 to 200 words per
minute, an attentive and active listener receives words at twice that rate, in the range of 300 to 400 words per minute.
Thisiswhy you become impatient and want aten-minute speech to end in five minutes. Y ou have twice as much time
asyou need to listen. This extratime provides you and customers with three choices. advocating, assuming, or
anticipating. Only one of these choices produces benefits.

Advocating

Sdespeople anxioudy wait to pounce on the first opportunity that will give them achance to advocate why their
products are the perfect fit for the customer. They arelistening only for details concerning pain, deadlines, budgets,
and decision makers. If an opportunity does not present itself, they will force product discussionsinto the
conversations. Out of nowhere comes questions such as " So, John, are you familiar with our products?’ These
questions usually have nothing to do with what the customer was saying. The salesperson needs not be overly
concerned because John is not listening elther. He too gave up trying to figure out the business value to him of the
salesperson's questions.

When discussionsfindly arise that might uncover goas, measurable benefits, and SOES, these sal espeople have
trouble delving into them. They do not have enough bus ness knowledge to formulate questions to expand on the
customer's comments. Therefore, they avoid the awkward position of asking a question they cannot answer either.
For instance, it would be difficult for a salesperson to ask acustomer, "In what ways are you eval uating the return on
improving security?' Without knowledge of SOES, such asdollar per bregk-in or the costs of false darms,
saespeople can find themsalves scrambling if the customer asks, "What do you mean?”

These salespeople squander their extralistening time by formulating product-focused questions rather than

customer-focused ones. Y €, they have only their questionsto blame. Ther questions set the agenda for what topics
customersdiscuss or do not discuss. The drawbacks to this choice are obvious. Everyone takes a huge risk (unfilled
expectations or lost sales) when salespeople offer products without knowing how to achieve the measurable benefits
of the customer's goalswithin their filters. Advocating forces saespeopleinto their second choice, which isassuming.



Assuming

In sdlling, asin everyday life, assumptions can create problemsfor those who are not psychic. Assuming workson a
smple principle that salespeople know how customers plan on completing their sentences better than they do.
Therefore, to save them time and effort, sl espeople complete their customers sentences for them on the dightest
pause or breath. As product-trained salespeople, they naturally assume their productsinterest customers. So
naturally, they end customers sentences with references to products a sure-fireway to tick off customers.

While listening to product monologues, customers aso use bonustime to redlize their assumptions were correct.
Many sd espeople only want to discusstheir products to gauge the customer's interest in buying them. Therefore,
customers keep their answers vague. Fortunately, it is easy for salespeople to give assuming the boot. Y ou just
replace assuming with the most powerful tool of active listening, which isanticipating. Y ou replace a product focus
with acustomer focus.

Anticipating

Anticipating takes advantage of your faster listening capabilities. During haf the time when customers are spesking,
you can be thinking strategicaly. Take this bonustime to think about how measurable the information cusomersare
supplying is. Measurable information concerning what? Y ou answered correctly; itistheir Goals, Filters, M easurable
benefits, and Systems of evaduations (GFMS).

When you anticipate, you listen for verbal cluesto what GFM S customerswill discuss next. Use these cluesto
formulate your follow-up questions. Clues usudly involve different agpects of goas and filters. They can range from
financial mattersto therolesof individuasto varioustime framesto their sense of urgency to the vaidity of their
gods. These clues help you and customers measure each other's potentia to achieve their goals.

For ingtance, if your customers consistently refer to financesin their comments, terms such as budgets, operating
expenses, and paybacks pop up. These clues suggest your next question should seek out details about the filter of
funding or cost judtifications. Often customersimply that a sense of urgency exists. Terms such as tight schedules,
delivery dates, order processing requirements, and immediate attention will surface. These cluesindicate that
your next question should seek out details about thefilters of budget, start, decision, or completion dates.



Active Questioning

Y our questions can lead you down only one of two paths. Thefirst isahigh-return, fast-paced path. It uncovers
unknowns of customers godls, filters, measurable benefits, and SOEs. The second is alow-return, ow-motion path.
It seeks answers to how much customers know about the features and benefits of your products. The principles
behind active questioning help you to stay on the first path and avoid the second. (See Exhibit 5-2.)

Questions Only Take You One of Two Places

f"‘/ﬁ(fmmn of

Evaluation

o

Products

Goals
and Filters Banofits

It's Your Choice!

Exhibit 5-2: Y ou choose where your questions lead you.

The Strategy Behind Active Questioning

Active questioning isreally an old saying in disguise. Seek to understand before you seek to be understood. Make
sure you understand how customers pecific comments affect their ability to achieve their gods before responding to
them. Often, you and customersfind out they do not. The fundamenta strategy behind active questioning isthe Safety
Zone concept. It empowers you to Go For M easurable Specifics (gods, filters, measurable benefits, and systems of
evauations) so customersview you as an industry expert.

Safety Zone

Customers want to share information because it makes good business sense to do so. When you ask questions that
customers would want to ask themselves, it decreases uncertainty and the risks of wasted efforts and unfulfilled goas
for them, too. However, for customers, disclosing information must be risk-free and not weaken their negotiating
position while strengthening yours. As Chapter 3 demonstrated, only one place exists where customers know they
arerisk free and in control their measurable goas. Customers know that without their consent, their well-defined
destinations are not easily changed. They relax because they arein control. Therefore, reate your questionsto their
gods. The more measurable the gods, the bigger you make the Safety Zones. Like heat-seeking missiles, let your
god-seeking questions fire away. No onewill get hurt other than competitors and time robbers.



Note
Y ou must make adecison beforeyou
conduct asalescal. You must decide
whether you are there to gather
measurable details or product posture
at thefirst opportunity. If you try to do
both, you lose credibility asbeing
customer focused rather than product
focused. Once that happens, customers
will no longer share details about their
godsand filtersfor the reasons sated
above.

The Power of How's Zat?

The Safety Zone Strategy revolves around the most powerful wordsin your salesvocabulary: How's Zat? Y ou use
them to understand "How does that customer's response affect hisor her goas?' The phonetic term How's Zat? aso
includes how, why, and al the other forms of the open-ended questions discussed later in this chapter. Use them as
thefirst wordsto start afollow-up question to reference customers responses on how they think their comments
affect their ability to achieve gods.

Example

iHiggi ns, the president of asmall recruiting company, tells s esperson Paul Leonard, who sdlls a prospecting
training program, that his goa isto increase his s espeoples efficiency. Vince then tdlls Paul that he sends his S&ff to
acompetitor's training program once ayear. Just what Paul wanted to hear, right? No problem. Paul usesthe Safety
Zone and How's Zat? strategies to understand how Vince's comment affects his ability to achieve hisgod. He does
so without faling into the "what do they do for you?" trap.

Vince: | send my gaff to the Got-There-First training program. (Thisis aspecific comment concerning the
filtersof current Stuation and alternative.)

Paul: How do you fed training programsin genera help you improve efficiency?

Paul's question motivates Vince to think about how training programsin genera (not competitors specific ones)
relateto hisgoa and safety zone of improving efficiency.

The Tactics Behind Active Questioning

Y ou know dl the tactics. For the most part, they are common sense. Neverthel ess, often during sales calls, a product
focus makes sal espeople forget these tactics, so these reminders should prove helpful.



Follow the Customer's L ead

Customers want to take the lead in discussions. It gives them afurther sense of control. Let them lead, while you
address the topics they bring up. Their responsestell you which questionsto ask next. Y ou know exactly what to
ask, without guesswork or fishing expeditions.

Y our follow-up questions should seek to make crystd clear their godls, filters, measurable benefits, and SOEs.
Again, obtaining measurable specificsisthe only concrete way to understand how customers define value and how
your products generate vaue. In addition, fighting for control does not make you more productive or successful; so
why waste your time. As mentioned before, following their lead | ets customers know you are receiving and
understanding their messages. Thereward isthat customers supply plenty of detalls.

Findly, when you follow the customer's lead, your questions motivate the customer to pull you to the next god or
filter. You are not the first oneto bring up anew god or filter, the customer is. Again, hisor her sense of control
benefitsyou.

Examre

Customer: | need to get approval on any purchase over $50,000. (Customer discloses filter of funding
gpecifics)

Salesper son: Who needs to approve a purchase over that amount? (Answer about funding filter leadsinto
decision maker'sfilter.)

Ask Specific but Open-Ended Questions

Give customersthe opportunity to tell you everything they know at least, everything they know about their goals,
filters, measurable benefits, and SOES. Open-ended questions accomplish that for you. They let cusomerstdl you a
lot of things you do not know. Open-ended questions start with words such as who, what, why, when, where, and
how. One word of caution: An open-ended question that does not reference agod or filter could spell trouble. Inthe
mouths of long-winded customers, they could end up as lengthy monologues about nothing (like most Seinfeld
episodes). Avoid questions that are no more specific than "How do you fed about lifein genera?' However, do not
take the other extreme and box customersin either.

Y es-or-no questions box in customers and force them to select their answers from limited choices, so they only
provide limited information. Customers do not have much incentive to add information. For instance, yes-or-no
questions usudly result in only yes or no answers. These questions also require playing agame of hit or missto
everyone's discomfort.

They can sound more like guesses or stabsin the dark than questions. " Can you see where you can save money?”'
"No." "W, how about saving time?' "No." Y ou will find that getting three consecutive no answersisusudly fata to
thesdescdl. Your sdescadl just went from collaborative to confrontationa asyou hope your next question bringsa
positive response. Customerswho ask, "What part of 'no’ did you not understand?" probably should not be



considered ideal prospects. A no answer causes afight for control over where the sales call goes next. Do you now
seewhy customers view these questions as controlling? Just answer yes or no.

Note
They do havetheir purpose. You usea
yes-0r-no question to confirm how
customers measure their goasor filters.

Examrle of Using a Y es-or-No Question

Customer: No (Y ou now have to throw out another yes-or-no question and hope you do not end up with
another no. Otherwisg, it istwo down, oneto go.)

le of Using an Open-Ended Question

Salesperson: Larry, ashead of accounting of ahospita, what are some of your most important priorities?
(The answer helps the saesperson learn about how the customer's position affects hisgoals.)

Salesperson: Larry, isimproving cash flow important to you?

Note
In the previous example, the
salesperson would review aMarket
Profile sheet, so he would know what
priorities (goa's) accounting managers
of hospitas haveif Larry did not know
what the salesperson meant by
"priorities.”

No L oose Ends

Y ou keep building momentum in your sales calls by ensuring that each god or filter is measurable before pursuing the
next one. When you need to return to previoudy discussed goas and filters to gather missed measurements, it dows
your forward progress. It islike sopping at agas station and only filling up the tank halfway to save time. Eventually
you are going to waste more time having to stop twice as often. Making sure you have afull tank of measurable gods
and filters speeds up your progressin determining if cusomers godsare achievable.

Examre

Customer: Our target isto reduce our current inventory by $300,000.

Salesper son: So, isyour goa to lower your current inventory from $2,500,000 to $1,700,000? (Uses a
yes-or-no question to confirm how the customer measures goas or filters.)



Cudgomer: Yes

Salesper son: What other inventory gods have you set? (Salesperson starts pursuing other goa's now that
the inventory god is measurable.)

. Note

Asoutlinedin" Ask Specific but
Open-Ended Questions," make sure
you have accurate and measurable
information before you ask customers
to commit to yes-or-no answers. In
addition, you build momentum by
linking customers measurable answvers
to the next filter or god that you seek
specificson. The two case studiesin
Chapter 6 examine"linking" in detail.

Don't Shoot Y our self

If someone shoots at you and misses, you do not hand him more bullets when he runs out. Y et, when you agree with
negative statements made by customers, thet is exactly what you are doing. The only differenceisthat onekills
people; the other killssdescals. Do not tell customers you too think something is a negative until both parties
understand how it affects achieving the customers goals. Then, if you are unable to help them achieve their gods, let
them know why, and do so before they let you know why. Hitting issues head-on is another way you turn negatives
into positives and build credibility and trust with customers.

ExamiJIeof Confirming aNegative

Customer: Jackie, your price seems expensive,

Salesper son: Tom, why do you think we're expengve? (Nothing like asking your customersto enumerate
the reasons why they think your product is expensive, which most people consider anegative term.)

Customer: Y our priceis $5,000 more than your competitors.

le of Not Confirming aNegative

Customer: Jackie, your price seems expensive,



Salesperson: Tom, how are you evaluating price? (The salesperson does not agree her product is
expendve, but instead puts the focus on how Tom evauates price. With elther question Jackie has a platform
to bring up other value consderations (SOES) involved with evaluating price, such aslife-cycle costs.
However, Jackie will not beimplying that she too thinks her priceis expensive with her "eva uating price"
question.)

Think Positively

When you make assumptions, you usualy make negative ones. Mogt of uslearn early in life to assumethe worst: "l
bet he wants meto lower my price." If you are going to make assumptions, you can just as easily make positive ones.
"1 bet he wants me to cost-justify the price." Assumptions do not require proof, so make them benefit you and
assume your customers prove you right, not wrong.

Examrle of aNegative Assumption

Salesperson: Mary, you mentioned before that sometimes you have to go out for public bids. Will thishave
to go out to public bid? (He assumes the worst using a closed-ended question, rather than assuming he could
negotiate the sde.)

Customer: Yes. (Boxed-in customer gets the chance to agree with a negative assumption.)

eof aPogtive Assumption

Salesperson: Mary, you mentioned before that sometimes you have to go out for public bids. What is
involved with bypassing the bid process to make sure you achieve your god of increased efficiency? (The
sal esperson makes a pogitive assumption and references her goa or safety zone))

No Echoes

Depending on who is counting, the English language has more than 3 million words. These words provide a plethora
of choicesto show off your origindity. In addition, when you rephrase and do not merely parrot customers

responses it shows you have thought about what they said. That fact a one encourages customersto continue to share
information. Rephrasing iseasy if you use the Safety Zone strategy and rephrase their commentsin terms of how they
affect their gods.

Exaniieof Echoing

Customer: Our computer system never works properly.



Salesper son: What makes you think your computer system never works properly? (A good question, but it
isalittlelight on origindity.)

le of Rephrasing

Customer: Our computer system never works properly.

Salesper son: What makes you think your computer system is less than adequate?




Beyond Fluff

How do you know a measurable answer from an immeasurable one? M easurable answers let you and customers
quantify their stated goa's, immeasurable answers do not. The way for you to receive measurable answersisto
motivate customers to progress through their three-tier response levels.

Theselevelsconsist of vague, clearer, and measurable. Customers responses usually stop at vague because your
questions stop there. Hope springs eternd and like most salespeople, you want to sell something so you look for any
glimmer of hope. Typicdly, if asaesperson fedsacustomer'sinitial vague responses might provide opportunitiesfor
sales, he or she stops seeking more details. In essence, saespeople mistakenly encourage customersto stop at vague
responses, except on matters of funding, deadlines, and decison-making details.

Salespeopl e tend to equate the absence of a concrete no response to the presence of avague yes. They do not want
to jeopardize these opportunities by finding out more specifics that might not be favorable to a successful sale. They
usethedrategy of "If | do not bring it up, maybe they will not bring it up.” Typicaly, they do not find out about an
unattainable god or filter until the umpteenth call, after everyone has wasted time and money.

Remind yoursdlf of the golden rule of soaring sales and booming productivity: Sales opportunities are not created
equdly. Measurable answers help you choose the opportunities where your unique strengths or strongest features
connect to the customers goas. While vague and clearer answers provide you with some successes, measurable
answers provide you with many successes.

Customerswill provide measurable answersif the right questions are asked, but they do not usualy volunteer them.
All you need to do is ask the right questions, gather those measurable gods and filters, weigh their impact on
providing va ue-packed solutions, and regp the rewards.

Note
Let customers know that your
questioning follows a predictable
pattern. It always focuses on making
the cogt-benefit anadyss of their
purchasing considerations (goas and
filters) measurablein dollars. No
moving targets, unmanaged
expectations, or uninformed decisons
when everyone uses objective rather
than subjective information.

The vague-clearer-measurable questioning follows thisthree-tier pattern:

1.

Tofirg find out afilter or god, you ask some version of "What doesthat involve?' asin"What are your
plans?’



To make the customers vague responses clearer, you ask some version of "How doesthat affect you?'

Then, to make the customers clearer responses measurable, you ask some version of "How much does that
cost and save?’ or "What are those details?!

Thetwo case studiesin Chapter 6 explore this questioning processin detail asit pertainsto filters.

Equaly powerful, you can eliminate competition when you make customers responses measurable, asthe
following exampleilludrates.

e

-

how the sal esperson's three questions keep helping the customer to think in measurable terms and diminate

competition at the sametime.

Salesperson: What isyour top priority (goa)?

Vague Customer Response: | want to improve operations. (Obvioudy, many products and competitors
can help customersto improve operations. What do you think she hasin mind? No one knows until she
accepts or rgects his products)

Salesper son: What does that involve? (Salesperson seeks more details and encourages the customer to
provide them by working off her last response.)

Clearer Customer Response: | want to improve operations by reducing administrative tasks. (Now, fewer
products and competitors can achieve this objective. Y et, what productsto offer is fill anyone's guess.)

Salesper son: What dollar savings are you shooting for? (Salesperson seeksfinancid details and requeststhe
customer to share more details.)

M easurable Customer Response: We spend $1,800,000 on administrative tasks annually. They want to
reduce them by 10 percent. (Now, very few products or competitors can save $180,000 on administrative
coststo improve operations. If you choose your market segments carefully, only you can connect aunique
strength to a confirmed measurable benefit of agoal.)




Note

In market ssgments where you have no
unique strengths, if your product can
achieve customers goals, so can some
of your competitors products. The
sgnificant advantage you gain through
this questioning processisthat you are
meaking their goa's measurable while
compstitors are not. Customers view
you astheir business and industry
(market segment) expert. You help
customers enhance how they buy when
you arm them with facts that empower
them to make wedll-thought-out
decisions. Y our sales approach
becomes your competitive advantage in
these product-neutral Situations. Y ou
can win the sale by connecting your
featuresto the customer's measurable
benefits better than competitors can.



The Power of the Four Typesof Questions

Y our most powerful selling toolsinvolve four types of questions: didoguing, quaifying, darifying, and verifying. The
last three make customers responses progress from vague to clearer to measurable. Y ou end up exactly where you
and your customers need to be with measurable goas and filters.

Dialoguing

Y ou use diaoguing to break the ice and make everyone fed comfortable without faling in the water. "How do you
likethis cold weather?' Dialoguing creates comfort levels or rapport between you and customers. These exchanges
do not include discussions about goals, filters, products, and services. Use dialoguing to establish common ground.
Y ou aso know by now not to be the four thousandth salesperson to ask about the picture of a sailboat hanging on a
customer'swall.

The use of open-ended questions encourages unguarded conversation and humor. It also gives a sense of each
other's mannerisms and persondities. Thisverba indght asssts you in determining what sort of formdlity, pace, and
levity to useinthe sdescdls. If customers only laugh when you say good-bye, you might reconsider how well you
read their comments.

Do not merely listen for cluesto their yles; 1ook for them, too. Even without a degree in psychology, you might
notice certain visua clues. Customers stedling glances at their watches might suggest either impetience or

s f-importance. Answering telephones as they motion you to stay where you are, and then talking for twenty minutes
might suggest two things; okay threeif you count rudeness. They ether consder themselves very important or you
not very important. Y our focus on their goas and filterswill make them fed important and let them know you are
important to their effortsin achieving them.

Listen for verba clues, too. "I have a hectic schedul€" leaves nothing for the imagination. So doesthe dl-time
favorite, "What's on your mind?' These subtle hints also reflect their degree of patience, sense of sdf-importance, and
level of attentiveness. Be reaedy to shift from diaoguing to qualifying at amoment's notice. Dialoguing conssts of
open-ended questions. These, as mentioned before in the How's Zat? section, start with who, what, why, when,
where, and how. Avoid seeking yes-or-no answers when trying to drum up conversation. A word of caution: Do not
forget how a"no" answer can be a conversation-killer.

Qualifying

Qualifying isthefirst questioning process you learn how to use. Y ou probably define the word gudlifying as what you
do onthefirg cdl to find out whether you can sdll customers something. Qualifying can mean nearly anything. Isit
finding out their level of pain? Isit uncovering their sense of urgency?1sit reinforcing how well they likeyou?Isit
discovering they have money?Y ou know better.



Y ou know qudifying means not wasting anyone'stime. Therefore, quaifying sarts with hel ping customersto gather
information about their gods, filters, measurable benefits, and systems of evauations. Y ou first qualify cusomerson
their ability to achieve their gods, not buy your products. Quaifying questions are open-ended. As expected, your
firgt line of questioning most often resultsin vague responses. Qualifying questions, like didoguing questions, never
seek yes or no answers. The reward for saving those yes or no questions until the end isworthiit.

Examr e

Cugtomer: We want to improve our productivity.

Salesper son: What will that involve? (This qualifying question seeks details on what the god of improving
productivity means.)

Okay, be honest. Were you not tempted to say, "We can help you improve productivity with (fill
in the product or feature)?"

Clarifying

While qudifying points you in the right direction, clarifying helps you make sure you are on theright track. Typicdly,
you use this questioning process on the second in-person sales cal when you redlize there are il alot of unknowns
left over from thefirgt call. When you follow your quaifying questions with darifying questions, you savetime and
reduce wasted efforts. Customers measurable answers help them and you decide whether it makes sensefor athird
sdescdl.

Y our clarifying questions turn vague responses into measurabl e responses. They become more measurable in terms
of time or money. Clarified answers define customers goa's and filters and how they measure value. Y our clarifying
guestions aso are open-ended and do not seek yes or no answers. Clarifying means never having to say you are
sorry for unfulfilled gods, wasted time, or money.

Examre

Customer: | want to reduce the number of defectsto improve productivity.

Salesper son: What do defect costs run annualy? (Clarifying question to make the costs of defects
measurable)

Customer: Defects cost us about $250,000 a year.

Salesper son: What sort of savings are you looking to achieve? (Second clarifying question to make their



savings measurable)

Verifying

Verifying isthe questioning process that uses yes-or-no questions. If you qudified and clarified properly, you should
end up with yes answers. Chapter 8 explains how to handle "no" answers. Verifying confirmsthere are full
agreements on the specifics of goas and filters. Verifying requires the use of yes-or-no questionsthat confirm you
and the customers both understand their measurabl e points the same way. (See Exhibit 5-3.)

Customer: “Give me Salesperson: “Is one
some gum balls.” pound anough?”

When You Verify to Make Customers' Responses Measurable, You
Both Understand the Same Information in the Same Way.

Exhibit 5-3: Verify customers responses.

Examije

Customer: Wefed we can reduce $250,000 of defects by 30 percent.

Salesper son: So, your goal isto decrease defect costs by $75,000? (V erifies the cost savings target)

Customer: That'sright.

(< rreviovs [noer s



Tuned In

Congtantly ask yoursdlf, "Do your questions clarify customers and your ability to achievetheir gods?' Anything but a
yes answer serves no business purpose. Y our listening and questioning skills are invaluable tools in making sure you
get to yes answers. The next two chapters explain how they make sure you conduct every step of the four selling
phases in the most productive manner that fits your style. Most important, they will help you exceed the measurable
expectations of customers.

Satisfied customers, high-vaue sales, and long-term relationships al because you question how you listen and you
listen to how you question.



Summary

The difference between success and failure is usualy only ameatter of one or two questions that you did not
ask or that you asked incorrectly.

Y our active listening encourages customers to disclose information; your follow-up responsestel them that
you are receiving their messages.

Useyour extralistening timeto look for visual and verba cluesto anticipate (not assume or advocate a
product) a customer's response.

Y our questionswill take you down only one of two paths. Y ou ether find out unknowns about customers
gods, filters, measurable benefits, and systems of evauations (Go For M easurable Specifics) or confirm
what you aready know about your products, their features, and their benefits. Customer experts do the
former; product experts do the latter.

The Safety Zone strategy references al questions concerning filters back to the customers goas. Customers
understand why you ask questions when you reference their goas or filters. Other topics you might explore
have only limited businessvaue.

Any question that starts with averson of How's Zat? to understand how the customer's comment affects his
or her ability to achieve gods meansyou are using the Safety Zone drategy.

How's Zat? tacticsinclude the following:
0

Follow the Customers' Lead. Rdate dl clarifying questions to customers last responses on how they
affect their godsand filters.

Ask Specific but Open-Ended Questions. Do not use yes-or-no questions unless you need to verify a
point.



No Loose Ends. Verify that agod or filter is measurable before pursuing another.

Don't Shoot Y oursdlf. Never confirm anegative statement.

Think Pogitively. Never make a negative assumption.

No Echoes. Rephrase the customers responses; do not merely repeat them.

Customers responses are usudly three-tiered: vague, clearer, and measurable. When it comesto sdlling
compensated vaue, only the last one counts.

The questioning processinvolves qudifying, clarifying, or verifying to transform customers vague responses
into measurable terms of time and money.

Only verifying questions should seek yes-or-no answvers.



Chapter 6: L eavethe Brochures
Behind

Overviaw

Thetime has cometo take al the concepts, Strategies, and tactics from the previous chapters, tie them together, and
apply them to your salescdls. It istime to outvalue the competition and receive higher profits as your reward.

This chapter empowers you to evaluate every sales opportunity using cast-in-stone reference points to ensure that the
efforts of you and your customers are worth the returns. It explainsthe following:

| How the framework of the MeasureMax ("Messureto Maximize") saling system works
How you use its measuring tools to influence salesin progress
How your sales orders become planned events, not random occurrences
How you sl vauein business environments that are constantly tempted by low prices
How to conduct the first two selling phases MP 1: Spark Interest and MP 2: Measure Potentia without
mentioning specific products



How MeasureM ax Works

The MeasureMax selling system is 90 percent planning and 10 percent doing. Therefore, it startswith your Product
and Market Profile sheets. These sheets highlight which groups of customers share goasthat connect to your unique
srengths or strongest features. Y ou then plan where you want to invest your sdlling efforts. The ability to sell vaue
and to receive compensation for doing so depends on whom you contact.

MeasureMax is aso about measurability. Like you, customers know they can only manage what they can measure.
They eagerly wait for you to help them quantify their gods and filters. Y ou motivate customersto rethink their
purchasing decisonsin terms of the quality and vaue of their godss, not just the quantity and price of products
features. It isdifficult to dispute that it makes good bus ness sense to measure twice, cut once, before you decide
what to buy or sdll. MeasureMax’s format ensures that you are ready to eval uate sales opportunities as amarketing
manager, competitor, sales manager, saesperson, and most important, customer.

Now, itisjust aquestion of how you doit.

The four salling phases called Measurable Phases (MPs) (see pages 7 and 8 in the Introduction) are the how-to part.
They break sdles opportunitiesinto four minisaesin which customers give you akind of "purchase order” to end
each phase. These are not your typica purchase orders (except for the last one). Instead, they are measurable
commitments, or Measurable Phase Changes (MPCs), you receive from customers that confirm it still makes sense
to continue trying to achieve their goa's. Each MPC brings you closer to receiving the fourth MPC (Agreement
Confirmed), which isyour typical purchase order. Receiving MPCs renders the purchase order as nothing more than
thelogical concluson to aseries of customer commitments.

Y ou aso use MPCsto gauge your progress. These sales mile-stones denote that you have completed one MP and
areready to start the next one. The faster you obtain MPCs in the right sequence, the faster you receive orders.
Needing fewer in-person sales calls to get more ordersis how you make productivity boom.

Y ou will aso see how the sequence of the MPCs affects your ability to sell vaue. If you receive MPC 1to 4 in order
you build vaue; if you go out of order, you diminish value. In addition, afailure to obtain an MPC means customers
are not ready to go to the next MP. Chapter 8 explains how to handle these Situations.



Note

Two case studies spanning this chapter and Chapters 7 and 8 demonsirate
how MPs and MPCs work with new prospects. Chapter 9 explainshow to
use them with existing customers. Thefirgt case sudy (which continues with
Steven Smartsdll) examines the steps conceptudlly in abusiness-to-business
sale. At the end of these chapters, another case study takes a
business-to-consumer sale from inception to conclusion. It detailsthe steps
and logistics of the four phases. (See Exhibit 6-1.)

THE FOUR SELLING STEPS

.| MPC 4: AGREEMENT CONFIRMED
1 LMP 4: IMPLEMENT AGREEMENT

MPC 3: SOLUTION CONFIRMED
MP 3: CEMENT SOLUTION

MPC 2: POTENTIAL CONFIRMED
MP 2: MEASURE POTENTIAL

MPC 1: INTEREST CONFIRMED

MP 1: SPARK INTEREST

As you pick up speed, MPCs verify you and
cusfomers are still in step with one another.

Exhibit 6-1: Thefour sdling steps.
Note

Thereare no submissverolesinthis
saes process. (Leave those for the
needs-satisfaction type of salespeople).
Y ou and customers are equa partners
who take turnsleading in the four selling
phases. In the first two, customerslead
with their gods, filters, measurable
benefits, and systems of evaluations
(SOEs). Inthelast two, you lead with
your unique strengths, features, and
measurable benefits. In Chapter 7, you
will see how the common measurable
benefits connect goalsto features.



Let the Best Sales Method Win

Throughout these four selling phases, you follow Strategies and stepsin a prescribed order. This recommended
sequence emerged after years of fine-tuning which order of steps achieved the best results. Y e, the strength of the
sling systemisthat itisgoa oriented, not task oriented. Whileit isimportant how you conduct the steps, it ismore
important that you achieve the objectives of each MP, which isobtaining an MPC. Y ou can choose to follow these
steps or modify them to better fit your style and persondity.

Fortunately, you do not need to memorize logic-driven steps. Y ou only need to remember to keep your focus on the
customers goas and filters. Applying the MeasureMax process and achieving successisdl it takesto fine-tune the
sepsto the specifics of your sdlling Stuations.

If you choose to use a sdes method with different steps or sequences, however, challenge their effectiveness. Also,
make sure you know Chapter 8 inside out so you can handle the obstacles that arise from going out of sequence.
MeasureMax's framework of MPs and MPCs allows you to measure the productivity of any sdesmethod on a
per-sales-call basis. Y ou want to measure your progress by how many in-person sales calsit takesfor you to
obtain each MPC. Remember, sdes cdls are your limited resources that must provide an adequate return.

In addition, measure how long (days, weeks, months, or years) it takes you to achieve the MPCs. The measurable
customer commitments of MPCs make it easy to know whether you obtained them or not. They leave no room for
interpretation. Try usng MeasureMax's steps and sequence on afew sales opportunities. Compare your current sales
method's results to MeasureMax's, and | et the best sales method win.

Note
Regardless of whether you sdll one
product or a hundred, a service rather
than a product, or high-end to low-end
onaqudlity scae, slling vauethat you
receive higher profitsfor ill depends
on connecting featuresto the
measurable benefits of the customer's
godsviaaccurate and favorable SOES.
Following the order and steps of the
Measurable Phases helps to make that

happen.




MP 1. Spark Interest

Creating interest levelsin existing customers, let done new ones, isaformidable task. It is easy to understand why
sdlestraining programs start you off in front of customers. The tough part is how to get in front of the worthwhile
ones. Y ou need answersto the following three questions to know how to get in front of them:

1.

How do you make customersfed your potentia to provide vaueto themisworth asdescal?
How do you ensure that their potentia to provide vaue to you warrants asales call?

How do you accomplish thisfeat within the first thirty seconds of your initia phone contact without
mentioning a specific product?

To makelife easier, dl three questions have the same answers. Y ou plug information from the gppropriate Market
Profile sheet into the following MP 1. Spark Interest step. This helps you to qudify whether specific cussomersare
bona fide members of your targeted market segments and share genera godsthat interest them. It is prematureto try
to make customers goals measurablein this phase; you save that task for MP 2: Measure Potentid. If your Market
Profile sheets are accurate, your unique strengths or strongest features should connect to their gods. If they do, you
are off to agood start.

Unlessyou do alot of in-person cold calling, you usualy conduct MP 1: Spark Interest over the telephone. Its
purposeisto ensure customers and you that it is worthwhile for you to continue on to the second phase, MP 2:
Messure Potentid. If you and the customer decideit isworthwhile, you have reached MPC 1. Interest Confirmed.
Another objectiveisto provide the basis to seek measurable specifics during MP 2: Measure Potentia. Y ou conduct
MP 2 in person at the customer's place of business. (See Exhibit 6-2.)

MP 1: Spark Interest Steps

Step 3: Track Record
Step 1.

Researchand  Step 2: Take Your Pick ‘{ |
Membershi Al —

Y =n LA L Y el MPC 1:

- il ., SafLerEan Inbarest

Provides Names

Customr Sohects a from Same Marke:  CONfirmed
Goalis) fromr o G e S Wi
Cionfirms Orpandrational Salesperson Swgpests a5 She Achleved

Charsciarsbes ang Koy Issias i M Markot Simiar Foals

Poation of Customer Sagrnent

Exhibit 6-2: MP 1 Spark Interest.

Step One: Research and Member ship



Y ou want to demonstrate your understanding of your customer's business as quickly as possible. When you mention
details of organizationd characteristics such as operating hours, number of employees, importance of downtime, code
sengitivity, growth rates, and size you build immediate credibility. After consdering the characteristics of the
organization and the customer's position, you suggest godsthat should interest him or her. Customers know you did
not randomly pick them out of ahat, off amailing list, or because they have apulse. Y ou €liminate the common
tension that occurs when no clear understanding exists for why you made contact.

Note
A sure-fireway to demonstrate your
knowledge of the customer's company
or industry isto point out agoal that
might make the customer more
compstitive againgt aspecific
competitor (just make sureit's one that
you don't work with).

Y ou confirm that the customer's company has the gppropriate organizationa characteristicsto quaify it asbeingin
your targeted market segment. Y ou also confirm the customer's position and respongbilities. Make sure any
suggested godsfdl within hisor her area of expertise and responsibility.

Note
Use the sources of information
discussed in Chapter 3 under
"Organizationd Characterigtics Affect
Customers Goals' to understand
potential customers goals.

However, no one should fed your researchisinvasive. Y ou do not want anyone fedling that you violated his or her
privacy. For ingtance, if you sdll diet programs, you certainly would not start asales call by saying, "Our records
indicate that you are thirty pounds overweight. Isthis correct?' Restrict your commentsto onesthat are indicative of
hard work researching public knowledge.

Note
The more market details customers
confirm as being accurate, the more
likely that your suggested goalswill be
relevant to them.

. Case Study

Steven Smartsdll is a saes representative for FutureTech, which sdlls highly sophisticated products and servicesto
personal computer manufacturers. Does this sound familiar? Y ou reviewed his Product Profile sheet and Market

Profile sheet in Chapter 2 and Chapter 3. Steven is about to contact Olivia Ontime, vice president of manufacturing
for Pogitron, apersona computer manufacturer. The stageis set for the forces of positions, organizationa
characterigtics, gods, measurable benefits, filters, systems of evauations, and features to come together under Steve's
guidance to create compensated value.

Using the Research and Membership step, Steven immediately mentions to Oliviawhy he contacted her. He stresses
how FutureTech works exclusively with persona computer manufacturers. Specificaly, companiesthat have more



than five production facilities, sdes of more than $1 billion, 20,000 employees, and operate around the clock (the
organizational characteristics from his customer's Market Profile sheet). He just described Positron to Olivia. Hethen

confirmswith Olivia her position and that Positron shares these characteristics. Once confirmed, Steven continuesto
the second step.

Note

While Steven told Oliviathe type of
companies FutureTech workswith, he
did not mention specific products that
would box himin prematurely. He does
not want theinitial contact to be
product focused.



Note

This step combined with the next two, Take
Y our Pick and Track Record, creates your
Spark Interest Statement. Use this scripted
icebreaker for the first twenty seconds of
contact with customers. Y ou develop one
Spark Interest Statement per market segment
but get to use the same ones repeatedly. You
do not haveto reinvent the whed; you benefit
from the power of market segments sharing
the same organizationd characteristicsand
gods. With enough practice, you will not
sound like you arereading it. Y our Spark
Interest Statement isthe most important fifty
words you will use with neutra and negative
customerswho do not know you or favor
compstitors. It dso helpsto decrease thetime
it takes to generate qudified interest with
positive customers who do know you. Most
of theinformation comes from the Market
Profile sheets you developed in Chapter 2.
See Exhibit 6-3, whose template can aso be
downloaded at www.measuremax.com.

Spark Interest Statement

Market Segment:

Pogtion:
Key Organizational Characteristics:

Last Three Successful ProjectsIn Same
Market Segment:

Potential Past sems of
Customer Benefits Evduation
Goals Achieved

Notes:

MP 1: SPARK INTEREST
STATEMENT CHECKLIST


http://www.measuremax.com

Step Two: Take Your Pick

In this step, you mention two to four goals (or acompel ling industry event) that should interest members of this
market ssgment. Y ou do not want to box customersin by only giving them one choice that requires ayes-or-no
answer. If your Market Profile sheet is accurate, they should be interested in achieving at least one of your suggested
gods. Idedlly, these suggested goa's or compelling events such as changesin local, state, or federal regulations that
would be costly to comply with, but which you can help them address should connect to your unique strengths. If not,
you gain acompetitive advantage by demonstrating measurable value. In ether case, you will be deding froma
position of strength if competitors arrive on the scene.

In this step, you aso confidently state that if certain conditions exist, you could help the customer achieve godsthat
produce sgnificant benefits. Y ou highlight the genera benefits you achieved with other customersin the same market
segment. Be prepared to provide measurable and documented benefits when asked or if customerswould consider
your previous results as dramatic by market standards.

As both a seeker of long-term customers and an honest person, you shoot straight from the very beginning. You
clearly inform customers (no small print alowed) that you are not guaranteeing the same outcomes, only their
possibility. Let customers know up front that you cannot make broad-based claims without more facts.

Y ou know you are not for everybody. Hey, that iswhy there are market segments. However, when customers goas
and your unique strengths match, no one can provide more vaue. In addition, determining whether these conditions
exist providesthe valid business reason to mest. It aso provides the reasons for asking questionsin MP 2: Measure
Potentid.

. Case Study

Steven Smartsdl mentionsto OliviaOntimethat if certain conditions exist, FutureTech, with itswide range of
manufacturing products and services, has had significant successes in preventing unscheduled production stoppages,
reducing operating costs, increasing productivity, and eliminating the potentia for code violations.

He then asks Oliviawhich one of these godsinterests her. In addition, are there others she would like to pursue?

. Note

If customers ask you what those
"certain conditions’ are dwaystell
them. Inform customersthese
conditions range from technica to
operationd to financid consderations.
Again, you want to meet (if you get
MPC 1: Interest Confirmed) to explore
these congderations (filters, measurable
benefits, and sysems of evauation) in
detall with them.

Step Three: Track Record



Verify that customers have an interest in at least one of the gods. Whether they select agoa or not tells you whether
your Market Profile sheet is on target or needs reassessing. It dso indicates whether a cost-of-doing-nothing situation
or create-and-wait Situation exists. Once they select goal(s), you can reference documented successes in their market
ssgment.

When you provide references from only their market segments, customers view you as aleader in their industry. For
instance, do not use office buildings, schools, and hotel s as references for hospitas. Review your referencelistsand
seeif you segregated them by market segment.

Note
A word of caution: If you mention
customers competitors, make clear that
each company isuniquein itsown way.
Stressthat your success with their
competitorsisduein part to your ability
to keep trade secrets gtrictly
confidentia. Findly, point out that your
expertise dso liesin solving common
industry problems.

. Case Study

Olivia Ontime confirmsthat her interest liesin reducing downtime. Would you redly expect any other god from a
vice president of manufacturing in acritica application where downtime has huge lost-dollar implications?

Steven Smartsall mentions how FutureTech helped vice presidents of manufacturing companies smilar to Positron to
achieve the same goal. He references companies such as Advanced Computer Co., Star Computers, and PC Power
Ltd.




M easur able Phase Change 1: Interest Confirmed

Y ou express and verify mutud interest to invest more time, effort, and resources in exploring the customer's sated
gods. Your focusis on the customer's goals and benefits, not on your product's features and benefits. Do not
mention specific products until MP 3: Cement Solution. Y ou still need to perform a test of reasonableness on the
customer's gods and filters before you know what the customer can achieve and what you can offer.

If customers ask about specific products or a price (acommon customer question), tell them afew cometo mind or
give them awide range. However, you redlly do not know which ones, if any, fit their circumstances until you
understand them better. Do not box yoursdlf in with aspecific product and without a specific product, you cannot
provide aspecific price. It isunfair to customers and to you to try to guesswhat, if any, products can help them
before you know their measurable goas and filters.

Y ou ds0 risk coming across as presumptuous. After al, how can you, one or two minutesinto a conversation, clam
you can help them solve a problem or achieve agoa ? Anything you do not say about specific products today, you
can dways say tomorrow. The reverseis not true. Y ou cannot "unsay” something. If customers push you for detailed
product information do the following two things:

1.

Ask them specifically what they would like you to discussthat is, operationd, financia, or technical aspects
of your products. Then, explain that without knowing the specifics of their goals, Situation, and purchasing
consderations (filters), you would not know which oneto highlight yet.

Promiseto bring agenera product or company capabilities brochure to leave with him or her after you mest.

MP 1 endswith MPC 1. Interest Confirmed. Customers confirm thereisan interest in achieving agoa and
determining its potentid. They agreeto your cal for action, which isarecommendation to the customer to implement
ameasurable and physica activity. Besides a purchase order, this could be amesting, asurvey, areview of past
records, ajob-ste vist, afactory vist, or another sdlescall.

Note
Make sure you do not sound asif you
are doing the customer afavor in
pursuing this opportunity further. Y ou
just want to confirm that you are not the
only one motivated to pursuether
gods. Remember the pitfals of being
more motivated than customers (

Chapter 1).

. Case Study

SteventdlsOliviathat heiswilling to invest timein pursuing her god of reducing downtime based on the potential



bendfitsif sheiswilling toinvest timeaso.

Steven schedules an appointment to meet in person with Oliviato conduct the second phase, MP 2: Measure
Potentidl.




Using Voice Mail to Jump-Start MP 1

For salespeople, voice mail sounds morelikevoicejail. Y ou find yoursdf locked into two less-than-ideal choices.
Either you leave an awkward message that is not returned, or you leave customers with alot of hang-up messages.
Then, you keep caling back. Y ou are now in arace. Y ou hope you make contact with the person before he or she
figures out that you are the one who keeps hanging up.

Thekey to leaving avoice mail that encourages customersto call you back isto have an abbreviated spark interest
statement ready to go. Y our objective now isto get the customer interested enough to return your cal. If they call
back, be ready to use their Spark Interest Statement (you might want to set up aWaiting for Returned Voice
Message folder). If they don't, thereis always speed diding.

Examre

Voice Mail: Hi, thisis Olivia Ontimewith Positron. I'm sorry that | missed your call. Please leave your
name, number, time, and a brief message. | will get back to you as soon as| can. Beeeeeep.

Steven: Hdlo Olivia, I'm Steven Smartsdll with FutureTech. We work exclusively with persona computer
manufacturersthat operate at least five production plants worldwide. Our globa services and products have
had one purpose for more than twenty-five years: We successfully help manufacturing managers of
companiesin highly competitive market placesincrease their productivity and profits without sacrificing
quaity and customer satisfaction.

I'm confident that when we speak, you'll know within five minutes whether we might bein apostionto help
you. At worst case, I'm sure our discussion will highlight key industry trends that could affect your operations.
Y ou can reach me at 888-999-7777. | look forward to our conversation. Thanks for your time and
congderation. Have agresat day!

In thisexample, Steven's forty-five-second voice message has dl the qualities of a strong Spark Interest Statement.
He shows evidence of research, lists some goals and genera benefits, and indicates past successes. Hedso lets
Oliviaknow that he possessesindustry expertise (gods, system of evauations, and the like) and that her investment is
only fiveminutes.




Using E-Mail to Jump-Start MP 2

After obtaining MPC 1. Interest Confirmed, et your contacts know that you would like to send them an e-mail or a
fax. It will outline atentative agenda of your in-person mesting. Let them know that the purpose of the e-mall isto
give them the opportunity to make changesto the agenda. Stress how it will help to ensure that you fulfill their
expectations of the meeting. Referencing the e-mail aso serves as an excellent way to begin MP 2: Measure Potentid.

Thefollowing e-mail example occurs after Marge Kane, a sales representative who sdlls financia services, completed
MPC 1: Interest Confirmed. Her contact is Barbara Green. Sheisthe chief financid officer for ahigh-tech start-up

corporation caled Advance Biotronics. (See Exhibit 6-4.)

_

Aswe discussed, at CorpGrowth, we have one goa. We help growing biotech businesses have the financia power
to move from one stage of their development to the next stage in a profitable manner. Therefore, to make the best
use of our haf-hour meseting, | would appreciate it you could review thistentative agenda. | welcome any additions,
deetions, or modifications you might have. Just send them back to me and I'll make sure we address them.

a.

An overview of Advance Biotronicss asset Stuation today to determine your starting point.

A review of your key asset management goals. In addition, how you will measure their achievement in order
of importance to determine where you want to end up. Y ou mentioned that " preservation of capita” isyour
top priority. For your consideration: some other typica financia goasfor companies|like yoursthat are
shipping product and have positive cash flow are asfollows:

i

High degree of liquidity

Liquidity forecasting

Competitive investment performance

Review of indugtry trendsin asset management to help you explore more options.



| appreciate your time, efforts, and consideration. | look forward to meeting you on Tuesday at 10 A.M. I'm
confident that it will be educationa and productive for both of us.

Regards,

Marge Kane

Vice President, CorpGrowth
987-123-8833

(Fax) 987-123-8833

(E-mail) <margek@corpgrowth.com>

P.S.- Pleasefed freeto vist our web site at www.corpgrowth.com to see what we have done for other companiesin
your indudtry.

Note
Like any correspondence, make sure
you do aspell check and read it doud
before sending it. Also, if you segment
your Web site by market segments,
ingert the hyperlink to that section
instead of to your home page.

.t 6-4: Sample e-mail agenda.


mailto:margek@corpgrowth.com
http://www.corpgrowth.com

Using an Assistant to Obtain MPC 1 and Set Up
MP 2 Calls

Granted, not everyone has asaes or marketing assistant. However, if you do, and you use him to qualify and obtain
MPC 1 and set up MP 2 sales cdlls, his productivity and yours soars. The following are some effective waysto do
that:

Set up MP 1 phone calls by market segment.
Supply the gppropriate Spark Interest Statements for those segments.
Role-play on how to conduct MP 1.

Communicate the blocks of time you have open to make saes calls (various software program with
scheduling functions are available for this purpose).

Have your assistant send afollow-up e-mail to the customer (make sure the ass stant references your name
and contact information). Y our assstant then can e-mail the customer'sreply to you. He or she should aso
be familiar with leaving voice messages.



MP 2: Measure Potential

MP 2: Measure Potential has four steps. Y ou use these steps to help customers gather specifics about their goals and
filters. Y ou both perform a test of reasonableness to seeif customersfirst, you second, can achieve their goas.

If customers have multiple gods, rank them. Their goas are not equa in importance or value; the top one counts
most. The secondary goas are typicaly luxury itemsrather than necessities. If customers have two or three number
onegods, itisasgn that they have not yet assigned va ue to achieving them. When you make their goals measurable,
they choose the one that produces the most vaue.

Prioritizing their god's helps you to understand why they ranked them asthey did. Often, numerousfilters surface
when you ask customersto explain why they chose agod as the most important one to achieve. Use their
top-ranked god to uncover therr filters. Y ou will find that the influencers (goa moativation, current, Stuation, plans,
aternatives, and past keys) will change, but the prerequisites (decision maker, dates, funding, and attainment
measurement) will not. The attainment measurement of the top-ranked goa sets the purchasing requirements your
products must mest.

Y ou dso have atough choiceto make if your products cannot achieve their primary goals. Y ou can focus on their
secondary onesif you think you can show them that they can produce as much or more vaue than their primary one.
The difference between the measurable benefits of the primary and secondary goaswill determine the outcome. The
tough choice iswhether this uphill battle isworth the effort.

Note
Customer etiquette dictatesthat you
fulfill customers expectationsof a
meseting even if it means mentioning
specific productsin MP 1. Spark
Interest and MP 2: Measure Potential.
Therefore, make sure customers
understand that the purpose of the
meeting during MP 2: Measure
Potentia isto better understand what is
involved in achieving their gods
(measurable benefits, filters, and
sysems of evauation). Be patient,
customers expect product presentation
at thefirg in-person sdlescals. Keep
reminding them and recaiving
agreement that it istheir goasthat will
determinetheir product selections
rather than the other way around.

Y et, one glaring exception exists when it might be necessary to describe specific products during MP 1: if it becomes
the only way to spark interest. With technically advanced or unique products, customers might not have any
reference pointsto relate to them. A description, sample, or demonstration might be the only way for them to redlize



that previoudy unattainable gods are achievable. However, make sure when you meet during MP 2 that you shift the
focus from the product's features to the goasit can help the customer achieve. (See Exhibit 6-5.)

MP 2: MEASURE POTENTIAL

Step 1: Market Focus Step 4:
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Exhibit 6-5: MP 2 Measure Potentidl.

In addition, customers usualy do not have al the details about god's, measurable benefits, filters, and SOEs at their
fingertips. They need time to research information as do you. Typicaly, MP 2 takes at least two in-person sdlescalls
to gather all the specifics and to find out any information you forgot to ask. However, this additiond investment in the
details shortens your sales cycle, not increasesit. Y ou and the customer only gather datathat will decide if you can
help them to achieve their gods. Y ou then can make advance-or-abandon decisions sooner to prevent wasted efforts.

Step One: Market Focus

Display your knowledge of the customer's market ssgments by citing relevant facts. Technica statements about your
features and benefits do not demonstrate expertise; your questions about their goals and filters do. Therefore, do not
mention specific products during this phase ether.

Note
Ask the customer if anyone esewill be
at your in-person mesting. If thereare
other people attending, ask for their
tittesand their fidds of interest. Be
prepared to discuss goals that are
relevant to their positionsand/or fields
of interest.

. Case Study

Steven Smartsdl mentions how long FutureTech in genera and he, specificaly has worked with computer
manufacturers like Pogtron. He stresses how heisfamiliar with the issues that confront highly competitive industries
like hers such asfluctuating demand, high-dollar downtime for interrupted production, short product life, reliance on
fewer suppliers, and constant manufacturing changes to accommodate new technological advances.

Step Two: Purpose and Goals




Start with dialogue questions to build rapport. Using customers cues, be ready to shift into business gear. Y ou
achieve your first yes of the day when the customer agrees the meeting's purposeisto determine the potentia of
achieving her goads and your ability to help accomplish them. Y ou then verify her stated god(9). If you did not set a
specific meeting purposein MP 1: Spark Interest, ask customers, "What would you like to accomplish today that
would make you fed that our time together was productive?' Once you acknowledge their purpose, then share with
them what you would like to accomplish to make it productive. Remember, it's your businesstime also.

. Case Study

Steven Smartsdll confirmsthat the meeting's purposeisto get a better understanding of Olivias stated goa of
reducing downtime and whether FutureTech can help in this endeavor. He dso verifiesthat Oliviahas no other gods
shewantsto pursue é thistime.

Oliviaasks Steven to review with her some of his products and servicesthat he thinks might be helpful to her
operations. Steven tells her that while he has some genera thoughts on what products might apply in her Situation, he
would not venture aguess until he understands her god's and purchasing considerations (filters) better. He will leave
her some case studies of how FutureTech has helped other customersin her indusiry achieve goa's such as reducing
downtime or improving efficiency. He dso offersto leave agenerd product and service catal og when their meeting
concludes.

How to Handlethe" Tell Me About Your Products' Request

As previoudy discussed, customers often want you to describe your products before you ask them any questions.
Customersfed that you only ask questionsto posture your products as the right solutions for them regardiess of
whether you know their goas or not. Therefore, they figure that they might aswell ask you to become a"'festure
cregture.”" When you finish your pitch, they will then let you know whether they areinterested. Unfortunately,
customer "interest" without defined gods can lead to unfulfilled expectations and disappointmentsfor al involved.

Thefollowing isamore-detailed example (with strategies and tacticsin italics) on how to handle a product pitch
request a the start of either MP 1 or 2.

Examr e

Customer: Tell me about your products and services.

Salesper son: Nothing would make me happier than having the opportunity to talk to you about my products
and services. However, | wouldn't know where to start without first understanding what you want to achieve.

| thought our objective today was to better understand your priorities and what it would take you to achieve
them. Once | fully understood your parameters (goals, measurable benefits, SOEs, and filters), I'll take
your information back to my team. Then, after careful analysis of the specifics of your situation, well seeif we
can custom-tailor a program (Connecting Value sheet, Chapter 7) that achievesyour gods.

| promisethat I'll send you asummary of our findings for your review (see Scope of Work in Chapter 7).



How does this plan sound to you (verifies agreement)? Findly, I'm confident that you'l find out more about
what we do by the questions | ask you about your company than any product presentation | could make (
positioning himself as a customer expert).

Step Three: Eliminate Unknowns

Start making customers goas measurable by making their benefits measurable. Build their safety zonesaslarge as
possible. The more measurable the godss, the larger are the safety zones. Y ou then qualify, clarify, and verify each
filter interms of how it affectsthe customers ability to achievetheir godls.

When you connect customers filtersto their goals, and not to your products, they do not fee manipulated by the
questionsyou ask. For instance, think of how you would fedl if acomputer saes-person, who did not know your
gods, asked you, "How much money have you set aside to buy anew server?' Compare that question to thisone
from acomputer salesperson who knows your measurable god: "How much have you budgeted to reduce your
system maintenance costs by $35,000 annudly?' (See Exhibit 6-6.)

When Your Filter Questions Reference
Customers' Goals to Make Them Measurable,
They Make Sense to Ask—and Answer

GOAL MOTIVATION (1)

CURRENT SITUATION (1)

FLANS (I}

ALTERNATIVES (1)

DECISION MAKERS (P}
COMPLETE, START, BUDGET, AND
DECISION DATES (F)

FUNDING [P}

PAST KEYS (I)

ATTAINMENT MEASUREMENT [P}

Exhibit 6-6: Y our questions should reference customers gods.

Customers gppreciate how your questions help them to make better purchasing decisions. When you dedl with
measurable goals and the specifics of filters, the room for unmet expectations decreases dramatically. Y ou also create
an environment where it does not fed like you are grilling them with rgpid-fire yes-or-no questions.

Reinforce to customers the concept that details of measurable benefits, filters, and systems of eva uation determine
whether you can achieve their gods. They are offering you challenges that become more formidable asthey disclose
morefilters. Readily accept these chdlenges. The requirements for achieving their goas become more difficult not
only for you but also for competitorsaswell. Again, if you chose your market segment correctly, these requirements
help you to provide more va ue than do competitors. Y ou are building your caseto receive fair compensation for the
unique or measurably better value your products provide.



Note

If you cannot achieve a customer's goa
or satisfy the attainment measuremernt,
the detalls enable you to explain why.

Y ou can tell the customer what goals
you can achieve and why. Y ou might
need to forgo this sales opportunity but
not the prospects for future business.

Although it is not the desired outcome, it beats wasting everyone'stime, energy, and resources for oneto three
months. Typicaly, customerstake thislong to inform you that it does not make sense to do business with you.
Ironicdly, positive customerswho do not want to hurt your fegings might take longer, while negative cusomers
usualy requirelesstime. They cannot wait to tell you why they are happy with their existing suppliers. Usethe
create-and-wait Strategy in their case.

. Case Study

In Step Three: Eliminate Unknowns, Steven uses his active listening and questioning skillsto quantify and obtain
details about Olivias goa (reducing downtime) and her filters. Pay specid attention to how Steven will link each of
her responsesto his next question concerning thet filter or the next appropriaefilter. Clarifying points and comments
arein parentheses and italics. While her answers could probably take you to two or three different filters, the case
study will follow themin the order prescribed in Exhibit 6-6.

Steven uses the vague-clearer-measurable questioning pattern to quantify Olivias answers. His qudifying, darifying,
and verifying questionswill be histoolsto find out both Column 1 and Column 2 details. Inred life, variousfilters can
surface at the same time and one question often prompts the customer to provide measurable answers. For illustrative
purposes, each filter will surface one a atime and require Steve to ask versions of the following three questions for
most of thefiltersto get to measurable:

1.

What does that involve?
How doesthat affect you?

How much does that cost? or What are those details?

Steven dso receives all the details of the ninefilterson thisfirgt cal. Typicaly, saespeople need more than one
meeting to find them out. They figure out which detailsthey missed when they fill out their Quick-Entry Sdes
Management (Q) sheets. They then cdll to find them out or schedule another meeting to do so. Remember to make it
atwo-way dreet. If you want new information, you must give out new information.

In addition, when reading this section, ask yourself, "Where do you stop with your questions?' Do not stop until the
answer to this question iswhen you receive measurable or detailed information. Y ou and customerswill regp the
rewards as aresult.



Continuing from Step 2: Purpose and Goals.

Steven: Olivia, what does reducing downtime mean to you? (Steven seeks to quantify her vague goal.)

Olivia: Our god isto get our downtime reduced to no more than nine hours annualy. (Olivia provides a
clearer answer.)

Steven: What has prompted you to select that target figure at thistime? (He wants to under stand the filter
of goal motivation and why nine hours.)

Olivia: No matter what we do to address downtime, we still average about eighteen hours of production
lossyearly. (Olivia explains her negative motivation and provides an answer that still needsto be
converted to dollars.)

Steven: What doesthat end up costing you? (He seeks to quantify the dollar amount of downtime.)

Olivia: It costs us about $40,000 per hour of downtime. (Olivia provides a measurable answer and her
SOE dollar per downtime.)

Steven: So, you have been averaging about $360,000 of downtime annualy? (He turns an hourly figure
into an annual dollar total.)

Olivia: You got it. (Steven uses his next question to link her measurable response to the filter of
current situation.)

Steven: What are you currently doing to reduce these costs?

Olivia: We haveincreased our monitoring of the equipment. (Olivia provides a vague answer.)

Steven: What doesthat involve?

Olivia: We dedicate two people per shift to constantly inspect the equipment for any warning signs. (Olivia

provides a clearer answer.)

Steven: It sounds expensive. What do they cost?

Olivia: Each person costs about $40,000 annualy; and with two shifts, that's alot of money.



Steven: In other words, these four people add $160,000 to your production costs? (Seven always wants
to get to the total dollar amount.)

Olivia: Hey, you seem pretty good with numbers. Y esh, $160,000 sounds about right. (Olivia provides a
measurable answer. Seven uses his next question to link her measurable response to the filter of

plans,)

Steven: So, what are you planning to do to get to those nine hours?

Olivia: Wearelooking at ingtaling redundant equipment. (Olivia provides a vague answer.)

Steven: How many pieces of equipment will you need to buy?

Olivia: We arelooking at purchasing three new pieces of production equipment. (Olivia provides a clearer
answer.)

Steven: What will something like that cost?

Olivia: It could end up costing us amost $600,000. (Olivia provides a measurable answer. Seven uses
his next question to link her measurable response to the filter of alternatives, which might include
other suppliers)

Steven: Besides purchasing new equipment, what other options are you looking at to reduce downtime?

Olivia: We might buy used equipment, which would cut our cogtsin hdf, dthough we might berisking
reliability. Also, we have received presentations from PricePoint Services and FastShip Technology (Steven's
competitors) about their predictive maintenance services and production equipment. For what it'sworth, you
are definitely making methink alot more about my Situation than they did.

Steven: Thanks. | hope you fed the information we are discussing will make it clearer what you want to
accomplish and what it will take for acompany to help you. (Steven does not take the bait and go into a
product pitch or fall for the "What do they do for you?" trap. He knows his competitors' strengths and
weaknesses from his Competitor Product Profile sheets. Once he finds out Olivia's goals and filters,
he will then know how to connect his products to them, and not have his solutions compared with his
competitors products. Let them compare their featuresto his features, and leave out Olivia'sgoals. In
addition, he knows if he helps Olivia to define her purchasing requirements, she will view him more as
an industry expert than his competitors.)



Olivia: 1 will let you know when | don't think it's making things clearer.

(Steven uses his next question to link Olivia's previous measurable response [ half the costs of new
equipment or $300,000, and knowing his competitors price ranges] to the filter of final decision
maker [FDM].)

Steven: Fair enough. When you are evauating these different options, who will be involved with approving

these types of decisions?

Olivia: Il maketheinitiad recommendation to my boss, Ronald Reuters, the CEO of the company.

Steven: What will he do with your recommendation?

Olivia: | havefina approvd if it achieves our gods and stays within budget; otherwise, he needsto get
corporate approva. (Seven uses his next question to link Olivia's detailed response to the filter of
dates [ he could have also linked it to budgets] .)

Steven: Upon gpproval, when would you and Mr. Reuters want to start?

Olivia: When the new budget goes into effect on October 15.

Steven: With that budget date, when do you want to make your decision, and then begin and finish the
project?

Olivia: Make our decison by August 1, begin the project no later than November 1, and complete by fourth

quarter. (Steven uses his next question to link Olivia's detailed response to the filter of funding.)

Steven: In October, how would the project be funded to meet your deadlines?

Olivia: Out of our capital budget.

Steven: How much has been alocated for this project?



Olivia: We have set aside $1,080,000.

Steven: How did you establish that figure? (He wants to see if she used a competitor's estimate to arrive
at a dollar amount.)

Olivia: Ron fedsthat we need at least athree-year payback to proceed. Being good with numbers, you
have probably figured out that it's the potential $360,000 savingstimesthree years. (Steven will use his next
question to link Olivia's measurable response to the filter of past keys.)

Steven: What isthe mgor reason why you approved or abandoned projectsinvolving reducing downtimein
the past?

Olivia: We stopped pursuing a project last year with one of your competitors because we didn't feel
confident that their products would work in our Situation.

Steven: What doesit take for you to fed assured that a solution will work in your circumstances? (Again,
Seven does not want to get into a negative sale. Rather, he wants to find out what it will take to
avoid his competitor's mistake and make sure that Olivia knows the reasons. If she doesn't, Seven
will need to rethink and question what her rolereally is, and her importance in the decision-making
process.)

Olivia: We want to make sure they understand the nuances of our operations and demonstrate where their
productswork in smilar Stuations. (Olivia's answer, while clearer, still needs further clarification.)

Steven: What would meet those requirements? (This question requires Olivia to provide specific details.)

Olivia: Wewould want acompany to conduct an engineering survey of our equipment operations and
provide documented results they achieved over atwo-year period with one of our competitors. (Steven will
use his next question to link Olivia's measurable response to the most important filter, whichis
attainment measurement. With all the details discussed, Seven asks Olivia to review his summary on
how she knows if she achieves her goal of reducing downtime. He wants to make sure nothing major
ismissing. Seven looks at his notes and begins.)

Steven: Leat meseeif | understand what you said it will take to achieve your god of minimizing downtime.

Y ou want to reduce your cogts of $40,000 per downtime hour to no more than nine hours annualy, save
$360,000, begin in November and finish by December, not exceed $1,080,000 budget, get at least a
three-year payback, and any solution must have proven performance. Isthere anything that we missed? (I'm
glad that | took notes.)



Olivia: If we can accomplish dl that, there will bealot of happy people here. Do you think you have any
products that can do what we want to do?

Steven: Beforel say adefiniteyes, I'd like to take everything we discussed today and run it past my
engineering group to get their thoughts. Does that sound like agood plan to you? (Steven is positive that he
can help Olivia. However, he sticks to his MP 2 strategy. His objective is to gather details about goals
and filters, review themwith his sales and engineering team, and see if he needs more information.
Furthermore, he wants to obtain MPC 2: Potential Confirmed via a conditional commitment, match
features to measurable benefitsin MP 3. Cement Solution, and only then make his presentation.
Discipline will have its rewards.)

Step Four: Yellow Light

Do asummary of the measurable benefits of the customer's goa s to build momentum. Get her head nodding in
approval. You are ready to have the cusomer separate the serious car buyers from the tire kickers.



Conditional Commitments

When you confirm a customer's attai nment measurements, they become conditiona commitments. Only customers
who are serious about achieving their goal's make these commitments. Conditiona commitmentsare not trid closes
used to flush out customers receptiveness through specific product commitments. Y ou know the product-focused
approach of "If | can provethat | can do this, will you buy that?' Y ou do not need tria closes when you have MPCs.
The customers who acknowledge sales opportunities are moving forward when they proceed to the next MP.
Conditional commitments ensure that there are no moving targets and that both you and customers can manage
expectations.

Whether customers want to achieve their goas versus whether they want to buy your products are two separate and
distinct issues. If you try to lump them together, you are a product advocate, not a customer advocate.

These commitments customers make aloud to themsel ves. They commit to achieving their godss, dthough ahuge if

exigs. If they can achievetheir goaswithin the constraints of their attainment measurements. These commitments are
only vaid if your yet-to-be determined products meet those requirements. Do not view these commitments as green

lights, but rather as proceed-with-caution yellow lights.

Note
Often salespeople use amemorandum
of understanding (MOU) to Sgnify a
customer's commitment level. A MOU
outlinesthe investments (usudly more
time and labor than direct dollar costs)
both organi zations need to maketo find
out whether the customer's goals can
be achieved within the conditiond
commitments. A sgnedtimeline
outlining what steps need to be taken,
by whom, and when goes along way
toward helping everyone manage
expectations. If onedate dips,
everyone understands why subsequent
dates might aso dip.

. Case Study

Steven uses the measurable specifics of Olivias atainment measurement to create her conditional commitment.
Making conditional commitments measurable requires cal culations that competitors do not know how to do, but you
do. Your sales approach just gave you another competitive advantage.

Continuing from Step Three: Eliminate Unknowns, Steven confirms Olivias attainment measurement to turn it into the
conditional commitment asfollows:



Steven: In other words, if you could meet dl those requirements, you would fed that you achieved your god
of reducing down-time?

Olivia: Yes. (Note that Steven did not ask Olivia to commit to a specific product through trial closes,
but rather commit to achieving her goalsif the conditional commitment is met. As stated earlier,
Seven would now take this information back to his sales team and use the full resources of his
company to choose the right combination of products and services to meet Olivia's conditional
commitment. The target of downtime is no longer a moving abstract concept but a static, well-defined
one. Now, Seven needs to see if any products can hit it.)

M easur able Phase Change 2: Potential Confirmed

MPC 2: Potentid Confirmed ends this phase. Customers confirm that the potentia for achieving their goalsis
qudified and warrantsyour call for action.

Case Study

Steven'snext call for action isto conduct apaid survey of Positron's manufacturing facility. The cost of the survey
reinforces Olivias commitment, and addresses her concerns over the selected supplier's knowledge of their nuances.
Steven will credit its cost to any subsequent work by FutureTech.

A survey benefits both parties because it diminates unknowns. The fewer the unknowns, the fewer the risks, and the
more accurately Steven can identify the project's costs.

Note
When you end MP 2 with tria closes
and not conditional commitments, you
areforced to start MP 3 with a
product, not agod focus.



Skipping the Order to Get the Order

Sometimes, it makes sense to skip or rush through one or more of the MPs. Y ou might need to do so in any one of
thefollowing Stuations

Costly sales expenses to conduct MP 2: Measure Potential in person. Therefore, conduct MP 1. Spark
Interest and as much of MP 2 as possible smultaneoudy via phone or e-mail to quaify long-distance
prospects.

Customer emergency requires an immediate proposal; you go straight to MP 3: Cement Solution.
Again, try to establish customers long-term god's, so short-term emergency solutions are consistent with
them.

A strong MPC 3: Solution Confirmed leads you right into MP 4: Implement Agreement. MP 4
becomes the logical conclusion to the previous MPC commitments. The stronger the measurabl e benefits, the
greater the chances that MPC 3 and MPC 4 will occur at the sametime.

With multiple decision makers, conduct MP 2 to MP 4 with gatekeepers. Their MPC 4: Agreement
Confirmed istheir endorsement for you to meet with the advocates or final decision makers.



To Take Notesor Not to Take Notes, That Isthe
Question

What you record iswhat you build your sales strategies around. Therefore, a question that often comes up iswhether
to take notesin front of customers. The main reason customers react adversaly to note taking isthat they do not
know what you are writing. They usudly suspect the worst. Are you jotting down, "This person isawaste of time,"
or "Add $10,000 to price, soundslike he'sinajam."

The less paranoid may fedl you cannot adequately keep the conversation flowing, pay attention, and take notes. That
isprobably trueif you are trying to steer their conversation toward your products. In addition, most salespeople
focus only on decision makers, deadlines, and budgets, there is not alot to remember or jot down.

Given these considerations, do you or do you not take notes? If you plan on writing down specifics of customers
gods, filters, measurable benefits, and systems of evauation you should take notes. Explain to customers why you
need to accurately record their details. Most people will appreciate your keen interest in what they are saying. Offer
to summarize your notes at the end of the call to verify that you did not "miss anything.” Thisrecap affords you the
opportunity to build momentum by highlighting their conditional commitmentsright before you leave.

Use Quick-Entry Sdes Management (Q) sheets specificaly tailored for your use during MP 1 and MP 2. Think of
them asloose-leaf paper with empty boxes on them that you fill out if you can. Y ou use them to measure, manage,
and maximize your sales progress and results. Y ou aso use an updated sheet for MP 3: Cement Solution and MP 4:
Implement Agreement.

Y ou probably take notes on aloose-leaf pad now, so why not use a better note pad? With Qs, you quickly insert
and retrieve information, complement your sales process, and evauate each cal using the same benchmarks.
Additionally, show cusomersa Q sheet before you begin MP 2. Let them know how everything on the sheet helps
them and you make well-thought-out decisions on how best to achieve their gods. Thereis nothing to hide when you
work with measurable value. The case study at the end of this chapter illustrates how to use a Q shest.

Note
Generate the appropriate Q sheetswith
the MP 1: Spark Interest section filled
out before you make your MP 2:
Messure Potential call on the customers
not afterward. Then complete the blank
sectionsin MP 2 as soon as you can.



Y ou Forgot Something

When you are back at your officetrying to fill out your Q sheets, you sometimesfind you missed afilter. When you
notice amiss, make sureit is not attainment measurement. Find this out before you propose productsto avoid any
misses. Without the attainment measurements, it is difficult to make your customers conditiona commitments

measurable and difficult to figure out what it takesfor them to say yes.

After reviewing your Q sheets, plan your follow-up questions (review Chapter 5) before you cal the customer. The
tablein Exhibit 6-7 shows how Steven would plan his clarifying questionsif he found out that his Q sheet had fluff in it

(it doesn't) and he had to call Oliviaback. It isdivided into four columns asfollows:

1.

Q sheet remarks that lack details or measurable data (in dollars)

Clarifying questions you need to ask to make the data measurable

Reasons why you need to know thisinformation

How you would handle the Situation if the customer asked you to explain the reason for your question

Q sheet boxesthat lack |Call-back question to Reason for asking the
detailsor measurable seek specifics guestion
data (in dallars)

Decison Makers: Olivia |\What'sinvolved with Make sure Oliviaknows
hasfina gpprovd if it stays | getting corporate approva? \what we need to do if we
within her budget. can achieve her godls, but
Otherwise, she needsto we go over budget.

get corporate approval .

Exhibit 6-7: Call-back questions.

Responsetothe
customer asking, " What
do you mean?"

Let Oliviaknow that
corporate approval
procedures and timing
might affect her ability (and
yours) to meet her
deedlines.



Note

Asagenerd rule of thumb, do not call
customers unless you have new,
relevant information for them. Give
them new information before you try to
obtain specificsfrom them. Makethe
exchange of information mutudly
beneficid. The customer should end the
discussion by saying, "Interesting, | did
not know that. Thanks." (A follow-up
guestion planner can befound at
WWW.measuremax.com.)



http://www.measuremax.com

Handling Selling Situations with M ultiple Decision
Makers

Y ou probably have sales opportunities in which you need to find out information from different decision makers. And
some Stuations arise in which different salespeople are working on the same sales opportunities. Each salespersoniis
probably at adifferent stagein the process. It isimportant that you coordinate your efforts and follow one smplerule:
Make sure the salesperson dedling with the lowest-level decision maker conducts MP 2: Measure Potentid first.
Then, you can aways verify the requirements of that person's conditional commitments with the next-highest-level
decision maker before conducting MP 2 with that person. For instance, salesperson number one verifiesMP 2
information gathered from a gatekeeper with salesperson number two before she starts her MP 2 phase with the
advocate.

Y ou want to ensure that you proceed with accurate information. Y ou build momentum by not having to returnto a
previoudy completed M P because of inaccurate or incomplete data. Make sure dl conditional commitments are
accurate. Verify al previoudy established goas or filters with your contact before starting the third phase of MP 3:
Cement Solution.

Regardless of how many salespeople are involved, only one proceeds with product selectionsto MP 3 and MP 4
with thefina decision maker. With gatekeepers and advocates, you sill go through al four MPswith them until you
reach MPC 4. Agreement Confirmed. Their commitments will not be purchase orders. Morelikely, they are
recommendations, endorsements, and arranged meetings with the FDMs. These agreed-upon MPCs and callsfor
action by the gatekeepers and advocates signa their support for you to the FDM. Furthermore, you get to use their
MPC commitments whether they participate in your meetings with the FDMs or not.

Note
Q sheetsare especidly vauable when
there are various buying influenceson
the same saes opportunity. They
record al the necessary information in
one location. The more specific the
information, the easier it isfor you to
determine a decision maker's authority
and influence.

. Case Study

Toillugtrate this point about different decison makers, Olivia, for thisexample only, is now the gatekegper and
advocate, not thefind decison maker. Her roleisto qualify suppliers technica capabilities and then passtheir
proposals on to Ronald Reuters, the CEO.

Steven Smartsdll completes MP 2: Measure Potentid with Olivia Ontime. Steven's sales manager, Bobby Bigticket,
isworking with Ronald Reuters, the CEO of Positron, and the find decision maker. Steven makes sure his manager
reviewsacopy of his Q sheet with hisMP 2: Measure Potentia specifics and conditional commitment from Olivia
before conducting MP 2 with the CEO to ensure consistency.



Bobby Bigticket will start his MP 2 meeting with the CEO by restating Olivias conditional commitment he recelved
from Steven to verify itsaccuracy.

Why Carelf CustomersUnderstand Their Purchasing Decisions?

Y ou might be questioning the need to invest o much time and effort to ensure that customers understand their
purchasing decisions. They are smart enough to know what they want on their own, right? 1t is easy to understand a
mentdity of "Who careswhy customers make purchases aslong as they buy from me." In both the short and long
term, you care because sdles are at stake.

Y ou want your customersto buy for the right reasons. Y ou do not want customersto fed their goals were not met.
They should be ablelook back at any time and ill be able to measure how your products met or exceeded their
expectations. WWhen customers can measure your achievements and their own, they act like long-term customers.
Remember from the Introduction that the top-selling salespeople are the ones who have the most long-term
customers. Additiond sales become easy to obtain from long-term customers when you are in the relationship selling
mode. In addition, documented and measurabl e successes become competitor-proof referencesto help you earn and
win your next sale.

The following page shows how Steven fills out the front page of his Q sheet after completing MP 1 and MP 2 with
Olivia. (See Exhibit 6-8.)
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Exhibit 6-8: Quick-entry sales management sheet.




Note
Inthisexample, Oliviaisthe
gatekeeper, advocate, and fina
decison maker. Sheisaso the
technica, operationd, and financia
person. If Steven met with her boss,
Ronad Reuters, he would verify the
dataon acopy of this Q sheet to
confirm the accuracy of Olivias
information. He would seek darification
on any differences, note them on
Rondd's Q shedt, and then discuss
themwith Olivia

. Case Study: MP 1 and MP 2 Business-to-Consumer Transactions

John Petersis a sdesperson for Water Heaters Inc. He sdls high-efficiency water heaters. Brian Waltersisa
homeowner who might need awater heater. John Peterswill illustrate how to apply the stepsof MP 1 and MP 2in
busi ness-to-consumer transactions in which the salesperson must take the lead in suggesting the goals and SOEs.
Most consumers are not as technicaly oriented as businesspeople. After al, their position as homeowner isnot a
technical one. So, salespeople must aso use everyday terms. In addition, commercias and advertisements condition
consumersto think in terms of percelved value, emotions, or low price, not measurable va ue and objective decison
making. What a great opportunity for value-driven salespeoplé!

Asyou review John's Market Profile sheet in Exhibit 6-9 on page 182, you can see that John's product, the XL X
9000, has no unique strengths. Y et, John knows that his strongest features, sold collectively, can produce more vaue
than those of competitorsif he can make them measurable. He dso knows that in the replacement market he must
use a SOE that can offset the costs of doing nothing (replacing an old water heater that <till worksfor aso-caled
new and better one). His chalenge isto find market segments whose goals can be achieved by those features.

Market Segment: Replacement opportunities

Market Segment L ocation: Homes on Elm, Oak, and Pine Streets

Postion; Owner, not renter

Organizationd Characteristics. Homeowners, houses built before 1971, greater than 2,200 square fest, family of
five people or more ahigher priority

Previous Success Stories; More than 25 houses on these streets

Homeowner's Goals Homeowner's Systems of Evaduation ' XL X 9000
Benefits Featur es/Benefits

Unique Strengths




Kilowatts or therms

High efficiency rating

Reduce energy usage | Saves money (gas) used per BTU (lowers electr?cd o No(MV)
gas consumption)
Fast heat transfer
Reducesreheat time Minutesper reneat | (decreasesdowntime No (MV)
between showers)
Improve efficiency
Large water tank
Increasessupply of | Gdlonsof avalldble | (stores more hot No (MV)
hot water hot water water than standard
tanks
Minimizes , Solid-state design
Improve rdiability inconvenience of no satr{[rzber of moving (reducesnumber of  |No (PV)
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Exhibit 6-9: Market profile shedt.

John identified Water Heater Replacement Opportunities as a market ssgment. He developed a

modified-for-consumers Market Profile sheet for it by defining its organizationd characteristics (initdics). His

mearketing logic for defining this market segment isasfollows:

Homeowners. Renters are not interested in making investmentsin assets they do not own.

2,200-Sguare-Foot or Larger Houses. Larger homes usudly house larger families. In addition, larger homes
require larger water heaters and have higher utility coststo justify a reasonable payback (if necessary).

Built Before 1971. Oil embargoes were not in vogue yet, and therefore energy efficiency was not amgjor
concern for American homeowners.

Families with Five or More Members. They require lots of hot water. (See Exhibit 6-9.)

Asyou review his Market Profile sheet, notice how the four organizational characteristics produce goasthat match



hisfeatures. How far you need to segment markets depends on the point a which you can link your strongest feature
or unique strength. Sometimes, you need to consider your unique strengths at the company level not, just at the
product level.

Thinking in terms of organizationa characterigtics, John aso knows there are other reasons why people might
increase their water-heating requirements. For instance, when people purchase Jacuzzis, they often increase their hot
water requirements. Therefore, John would create amarket segment for Jacuzzi owners. He might even want to offer
Jacuzzi companies acommission on every sdethat results from alead they give him.

Note
To amplify the case sudy, thereisonly
one decison maker and only one of
John's products, the XL X 9000, can
satisfy Brian Wdterssgods. In your
sling Stuations, numerous products
might help customers achieve their
gods. Theonly requirement isthat their
features connect to the sated gods. In
addition, dl the benefitsareinternd
because consumers do not have
customers.



MP 1. Spark Interest

The following steps make up MP 1. Spark Interest.

Step One: Research and M ember ship

John: Good evening, Mr. Walters. Thisis John Peters with Water Heaters Inc. I'm caling you because of our
successes in helping your neighbors with their water-heating requirements. We achieve our best resultsin
2,200-square-foot or larger homes built before 1971 that still use their original water heaters. Redl estate records
indicate your homefalsinto those categories; isthat correct? (The only yes-or-no question John asks. He needs to
verify that Mr. Walters shares these organizational characteristics. If Mr. Walters does, he gets to start with a
positive customer response, a yes. Don't worry; he has used up only twenty seconds.)

Brian: Yeah, That'sright. But, my water heater fill worksjust fine. (He confirmsthat it isthe original one.)

Step Two: Take Your Pick

John: Well, Mr. Wdlters, regardiess of how well your water heater works, if it's till the origina one, we might be
ableto help you reduce your dectrica or gasbill costs sgnificantly while grestly increasing your hot water capacity.
Arethese godsthat you'd like to pursue, or are there other ones that might be more important to you? (John
suggests two broad goals that reflect Mr. Walters's organizational characteristics and potentially connect to
John's XLX 9000 features. John also asks a clarifying question.)

Step Three: Track Record

Brian: Well | actudly haven't given my water heater alot of thought other than when it doesn't work, | get it fixed.
However, you got my interest, so keep going. (John receives hisfirst customer confirmation and some
indication that Mr. Walters has had problems with his water heater in the past. He will explore that issue in
MP 2. Measure Potential.)

John: Mr. Walters, judging by our resultsin the Justinville area, we might be able to achieve the same resultswith
your home. Their homes are Smilar in Size and age as yours. In more than twenty-five Justinville homes that <till had
the origind water heaters we averaged 38 percent energy savings while increasing capacity by an average of 40
percent during the last year. (John validates his proven performance in the same market segment.)

MPC 1: Interest Confirmed

John: However, Mr. Wdlters, do you fed it's worth pursuing these opportunitiesto lower your utility costs and
increase capacity? | would wel come the opportunity to see whether you can achieve the same improvements at your
home that others achieved in amilar Stuations. (John indicates that he and Mr. Walters will need to make an



investment of time. He uses a yes-or-no question to verify that there is customer agreement.)

Brian: I'mwilling tofind out. (John receives a confirmed customer's agreement.)

John: Well, thanksfor your time. Can we meet next Thursday if that's convenient for you? It will take about a half
hour. (John's call for action is a meeting to conduct MP 2. In addition, because this is a telephone call, he lets
Mr. Walters know how long a meeting would take. He makes sure he schedul es the meeting before

concluding the call.)

Brian: Thursday isgood; see you then. (John receives MPC 1. Interest Confirmed to end MP 1.)

Note

Of course, sometimes sales calls do not
go as planned (Chapter 8 examinesthis
topic in detail). However, like
everything dsein the MeasureMax
sling sysem, if you can find your way
back to the customers goals, you can
get back on track. Suppose our Mr.
Walters cut John short and said, "What
areyou sling, John?' All John would
haveto say isthetruth. Hisreply would
resemblethisgoa Statement:
"Hopefully, cost-judtified reiability,
improved efficiency, incressed

capacity, and utility savingsin the form
of awater heater. | will need to get
more information, though, to determine
if we can achieve the same success with
you that we have had with smilar
customers.”

Again, the reason to mest isto see what the unique circumstances of Mr. Walters filters are and the measurable
benefits these goa s can produce. John can proceed to the second phase after obtaining MPC 1. Interest Confirmed.



MP 2: Measure Potential

The case study continues with the second phase of MP 2: Measure Potential. It begins with John meeting Mr.
Watersfor thefirst timeat hishouse. Theitaicsin parentheses will reference the active listening and questioning skills
discussed in Chapter 5. Please note how John uses Mr. Walters's responses to acknowledge that he understands his
comments. Active listening aso gives John time to formulate his follow-up comments and questions. He usesthese to
reinforce the goas and gather the specifics of the measurable bendfits, filters, and systems of evaluations.

Step One: Market Focus

John: Hi, Mr. Walters, John Peterswith Water Heaters Inc. Thanks for taking the time to meet with me. As
promised, I'll only be about thirty minutes. (John builds an initial trust level by committing to honor his
telephone promise about the length of the meeting.)

Brian: Please, John. Call meBrian.

John: OK, Brian. Thanks. I'd like to point out before we start that Water Heaters Inc. has been serving single-family
homes water-hesating requirements for over fifty years. Our special emphasisis on homesbuilt before 1971. I'min
my tenth year with the company and have worked successfully with over eight hundred homeowners. (John
establishes his and his company's credibility.)

Brian: That'salot of homes!

John: And alot of good references. (John acknowledges Brian's comments.)

Step Two: Purpose and Goals

Brian: Wel, John. How do you think you can help us? (Brian is ready to discuss business.)

John: Wel, Brian, aswe discussed on the phone, the reason for our meeting tonight isto first understand your
water-heating requirements (goal's) and the specifics of your situation. We can then determine what opportunities
might exist. In order to gather the detalls, I'll need to ask you afew questions. How does this approach sound to
you? (John verifies the purpose of meeting and seeks hisfirst agreement.)

Brian: Sounds like agood placeto start. (customer's agreement)
John: Then, let'sget toit. Y ou expressed an interest in reducing your utility bill (god) asit relatesto heating your
water. Isthat right, and are there any other hot-water issues you have an interest in? (John verifies goal and seesif

any others exist before moving on to thefilters.)

Brian: Yes, cutting our eectric bill wouldn't hurt, but we never seem to have enough hot water in the morning. (Brian
explains his goal motivation of avoiding a past negative result; the first influencer filter surfaces.)



John: No onelikes acold shower! How do these two issues rate in importance to you so that we know which one
to focus our efforts on first? (John acknowledges his reply by summing up the ramifications of small capacity
and why ranking the goalsis necessary. This ranking also determines which goal John will use as his safety
zone [see Chapter 5]. If necessary, John will reference his questions to Brian's goal to understand how he
thinks a filter affects his ability to achieve that goal.)

Brian: I'd rather be warm than save afew bucks. (Capacity is the safety zone goal around which John will
reference hisfilter questions.)

John: Wdll, let's seeif we can't do both. First, we'll need to find out what your specific situation is, OK? (John
knows the priority of the goals and reconfirms the need to gather more information.)

Brian: Okay, but | don't have dl night. (Customer's verification and a not-too-subtle verbal clueto pick up the pace.)
Step Three: Eliminate Unknowns

Note how John's questions move Brian's response from vague to clearer to measurable. Asareminder, filtersare
ather influencers (1) or prerequisites (P). (Note how John links Brian's measurabl e answers to the next filter
still lacking measurable details.)

John: You'reright. | only have twenty minutesleft so I'll make each one count. How does your family make do with
not enough hot water? (John acknowl edges previous response and is seeking current situation [1].)

Brian: Currently, between the five of us, we have to wait between showers. So, we take turnswho goesfird. It
sometimes makes one of us late for work.

John: Typicdly, how long isyour wait? (Clarifying question to get specifics.)

Brian: Oh, about forty-five minutes. It's definitely an inconvenience.

John: Yeah, no onelikeswaiting especidly if on atight schedule. How were you planning to shorten your wait time?
(John verifies with rephrasing that focuses on the ramifications of the current situation. John then seeks the
details of the plans[I].)

Brian: We werelooking at adding another water heater for the Jacuzzi we were going to put in, but it didn't make
sensetodoit at thetime.

John: Oh, why'sthat? (John follows the customer's lead by using a clarifying question to find out specifics
concerning plans and alternatives[1].)

Brian: The space limitations wouldn't allow it, and Heating Vessds single unit wasn't large enough. (John finds out
about key to previous failurefilter and alternatives, too [1].)

John: If you were ableto meet dl your requirements, when would you want to do it? (John knows it is still too
early to start selling large capacity. He needs to continue qualifying to find out the next filters of budget,
decision, start, and complete dates [ P]. John knows his goal is to build an inventory of opportunities and
then capitalize on them when his strategy dictates. This opportunity occurs when he knows the specifics of
the attainment measurement [P].)



Brian: | would do it next week if it could fit our budget. (John is starting to build Brian's attainment
measurement [ P] and provides start date [P].)

John: What budget have you set for yourself? (John found out two of the dates [ P] and took lead from
customer to obtain funding [P].)

Brian: | redly haven'. | know | don't want to spend more than $600. What does your product cost? (The
attainment measurement continues to develop [P]. John has hiswork cut out for him because XLX 9000
costs around $750.)

John: Y eah, no one wants to spoend money without being ableto judtify it in his mind. Depending on what specific
product makes sense for your application, it can cost around $750. However, will that cost difference be anissueif
you fdt it wasworth the money? (John rephrased, verified, and used a clarifying question to seek attai nment
measurement [ P] to determine what Column 2 measurable benefits Brian needs to go ahead with achieving
his goals. He also addresses the $600 budget in terms of return on investment.)

Brian: What do you mean?

John: Wel, most homeownersthink it makes senseto invest in anew water heater if they can recoup their money in
lessthan three years. What are your fedings? (John, as a customer expert, had the SOE of payback ready to
discuss with Brian. He did miss an opportunity to find out why Brian has a $600 budget figure. Isit fromthe
previous year's proposal, or just some number he threw out? He can always ask about the figure before he
makes his proposal in MP 3: Cement Solution if he or his manager deems it important to know in light of all
his other goals and filters.)

Brian: How would | recoup my money in three years?

John: Well, besides energy savings, you won't have any parts or labor repair cogts for five years because every new
unit has afull parts-and-labor warranty. Before we make any proposal, we will conduct asavings anaysisto see
exactly what your water heater has been costing you to determine your potentia savings and to seeif anew one
makes financial sensefor you. Does this approach work for you? (John shows Brian that he has experiencein
determining which SOEs might justify a new water heater and that he does not throw out numbers without
researching Brian's Situation.)

Brian: Yesh, it does, and athree-year payback seems reasonable. But, not so fast, | still want to be positive that at
least three people can take a shower during aone-hour period. (Customer uses systems of evaluation of
three-year payback and showers per hour to calculate measurable benefits.)

John: What would make you fed reassured? (John wants to know what will give Brian the reassurances he
needs.)

Brian: I'd liketo talk to some of your customers who used your productsfor at least three years. By the way, what
product do you havein mind for my Stuation?

John: I'll send you alist tomorrow of ten people who meet those requirements. | will let them know you'l be calling
them. In addition, | can dso include their annua savings. Asfor what specific product to offer, I'd like to see the
findings of our survey first. Intheinterim, | can leave you abrochure that will give you agenerd overview of our
product lines. Also, once we sdlect the best product for your application, | can send you more specific brochures, or
even have you vist our showroom to see an actud unit at work. Asfor thelist, will that give you the reassurances
about our ability to deliver on our commitments? (John wants Brian to start focusing on dollar savings besides
documented performance to help offset his $750 price. He also does not want to get prematurely drawn into
a detailed product selection on a yet-to-be determined solution.)



Brian: That'll work.
Step Four: Yellow Light

John: Brian, wewent over alot of detailstonight, and | just want to make sure before | leave that | have my facts
sraight. It seemsthat if you could get enough hot water for three peoplein an hour, have athree-year payback
savings of $200 annually, and meet your budget of $600 or, if dightly higher, still provide athree-year payback you
would consider that you achieved your goals of reducing dectrical costs and increasing capacity. Did | get it right?
(John summarizes the attainment measurement, quantifies measurable benefits, and verifies them as Brian's
conditional commitment. He does not tie Brian's conditional commitment to any of his specific products. John
also recognizes that he will need to address the issue of the $600 budget. He chooses to wait for Brian to talk
to hisreferences, and to see if he can beat a three-year payback after conducting his survey. He feels
confident Brian will increase his budget to $750 if he can show him a three-year payback or offer a financing
programto spread the price over two years.)

Brian: | would definitely go ahead with any water hester that could meet those requirements. (He confirms the
requirements of his conditiona commitment.)

MPC 2: Potential Confirmed

John: Brian, | would like to suggest that | survey your existing water heater to determineits Sze, efficiency, and
perform the savings andlyss. I'll then pursue some possible solutions with my engineering and applications group. This
will help me determine what product will work best in your stuation. We can then plan to meet next week to review
our findings. How doesthat sound? Is Thursday at the same time good for you? (John verifies the call for action
[survey] to work up a yet-to-be-determined product. John does not want to start mentioning products yet. He
needs to review all his data with his sales and engineering groups before he commitsto a particular product.
Furthermore, it sets the purpose for the next meeting to review hisfindings. John would also give Brian the
opportunity to add, subtract, or modify any goals, filters, systems of evaluations, or measurable benefits.)

Brian: Let'slook at my water heater, and then I'll see you next Thursday.

John: Thanksfor dl your time. | look forward to our meeting. (John got hisinformation; now it'stimeto go. Anything
else said would detract from hisefforts. Kegp in mind that sdlling isthe ability to gather customer information
beneficia to you at agreater rate than you give out product information detrimentd to you.)

John Peters has the ability to evauate his progress by the use of the following modified Q sheet. He generated the
appropriate MP 1. Spark Interest before he made his MP 2: Measure Potentia in-person sales call to Brian not
afterward. John completes the blank sectionsin his Q sheet as soon as hisin-person sales cal endsto eva uate the
details he gathered.

Y ou aso could use these sheets to measure, manage, and maximize your sdlling efforts. Thisrecording of essentia
information takes into account another adage: Sales geniuses know in detail why they are successful so they can
repeet their triumphs and avoid failures. (See Exhibits 6-10 and 6-11.)
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Summary

MeasureMax has four Measurable Phases (M Ps) that break sales opportunitiesinto four minisales. A kind of
purchase order ends each phase.

Measurable Phase Changes (MPCs) are the four so-called purchase orders.

The sequencein which you conduct the M Ps affects your ability to build value. Moving out of sequence
diminishesvaue

Thefirst two MPsare MP 1: Spark Interest and MP 2: Measure Potential.
Y ou do not mention specific products during the first two phases.

Y ou plug information from your Product Profile sheets and Market Profile sheetsinto the MP 1. Spark
Interest steps.

MP 1: Spark Interest consists of the following three steps:
1.

Research and Membership. Confirm organizationa characteristics and position.

Take Your Pick. Customers choose goals.

Track Record. Provide references from market ssgment.

Thesefirg two steps form your Spark Interest Statement, which you use for specific market segments.



MP 1: Spark Interest endswith MPC 1. Interest Confirmed.

MP 2. Measure Potentid congsts of the following four steps:

1.

Market Focus. Display expertise in customers market segment.

Purpose and Goals. Confirm purpose of meeting to understand requirements of goals.

Eliminate Unknowns. Make gods, filters, and conditiona commitments measurable.

Ydlow Light. Customers make conditiona commitments.

This second phase ends with MPC 2: Potentid Confirmed. Customers confirm they want to achieve their
gods.

In sales with various decision makers, conduct MP 2: Measure Potentia with the lowest-level decision maker
before conducting it with the next highest-level decision maker. Y ou dways begin the next sdes call with a
different advocate or the FDM by verifying the conditional commitments from the previous contact. Make
sureyou have vaid and accurate information.

Customers make conditiona commitments to themsalves. They commit to achieve their gods. A huge if
exigs If they can achievetheir goalswithin the congtraints of their attainment measurements. Conditiond
commitments are not tria closes. They are not committing to aspecific product, but rather attaining a specific

god.

After MP 2: Measure Potentid, any time you contact customers to gather missed information, provide them
with new and relevant information first.

Ask customers with multiple goasto rank them, and use their top one to flush out their filters.

If you plan on writing down specifics of customers goas and filters, you should take notes.



Use Quick-Entry Sdes Management (Q) sheets to measure and manage your selling efforts objectively
againgt the same bench-marks.



Chapter 7. Every Reason to Say
Yes

Overviaw

It will fed alittle backward, but powerful. Thinking like acustomer, not a salesperson, to present your products will
fed awkward thefirst few times. When you begin presentations with the goal's and measurabl e benefits of the
conditional commitments, and not features and benefits, it runs contrary to your training and selling habits. When it
becomes apparent that old habits get in theway of sdlling value, you will find it easy to get rid of them.

This chapter provides cusomerswith every reason to say yesto your product seections by explaining:

How you turn productsinto solutions that achieve customers goals

How to conduct MP 3: Cement Solution and MP 4. Implement Agreement so purchase orders become
foregone conclusions

How to make powerful technica presentations to nontechnical buyers
How to make sure your proposals (formal offersto customers) are pulled through by customers and not

pushed through by you
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MP 3: Cement Solution

The third Measurable Phase (MP) consists of six steps. Thefirst three occur before you meet with customers, the
next three take place during your meetings with them. Again, memorizing the stepsis not important. Just remember
what you are trying to accomplish. When you present products that meet their conditional commitments, you
value-earn purchase orders and long-term customers. (See Exhibit 7-1.)

MPC 3: Cement Solution weor presentation
Step 2: Benchmarks

Step 1: No Blanks

I ] -

.';_r'. B, statch Features of
PR M ®  Soiected Solutions
fo Measurable
Benafils of
Cusfomers” Goals

% Be Prepaed fo
Determing Whal Fikers ans Explain How
Missing Measurable Daefails, Any Limmatched
and How They Affact Your Bangfits Ara
Selschon of Producls amdiar Mol Showe-
Services Sloppers

Exhibit 7-1: MP 3 Cement Solution (before presentation).
Note

Y ou will continueto follow the two
case sudies from the previous chapter
for these last two Measurable Phases.
Seven Smartsdl and OliviaOntime
highlight the business-to-business
concepts while John Petersand Brian
Wadtersfocuson the
business-to-consumer ones.
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Before Meeting with Customer MP 3 Steps

Preparation isakey to success. The following three steps ensure that you highlight how you built the selected
solutions from the customer's goal's down, not your product's festures up.

Step One: No Blanks

Review your Quick-Entry Sales Management (Q) sheet to determine what else you need to find out. Itsformat
makes it easy to see what measurable details you know or do not know. Y our knowledge of sales opportunitieswill
be gpparent. If you use loose-leaf notes (and can find dl of them), how you piece your information together will
probably differ for every sale. Y et, sales success comes from consistently repesating the same stepsthat achieve the
same outcomes. Loose-leaf notes make that a difficult task. Q sheetsdo not.

Either way, be on the lookout for either ketchy (that is, immeasurable) or missing information. An unknown or vague
god, filter, or conditional commitment can doom asdeto failure. With unknowns, you gamble that any filter or god
you do not know will not affect the outcome of the sdle. Again, you can call customersto get missing details. Be sure
to provide them with new, rdlevant information when you do.

Step Two: Benchmarks

With your product selections, you seek to accomplish two objectives. Firgt, you connect the features of your
products that produce the measurable benefits of customers goas. While you should strive to achieve dl their goals,
achieving the top-ranked oneincluded in the conditional commitment is mandatory. Include as many unique strengths
asyou can. Do not forget how packaging or corporate-level features help you in this endeavor. Avoid any diluting
features that do not connect to a measurable benefit.

Second, if you are not the existing supplier, make sure the measurable benefitsin Column 2 can offset the assigned
dollar value of price, delivery, supplier reationship, and cost of changing suppliersor productsin Column 1. If you
arethe exigting supplier, make sure Column 2 vaue can overcome the costs of doing nothing.



Note
If your product selection contains no
unique strengths, question the vdidity of
your Market Profile sheet. Without any
unique strengths, you often end up
doing battle with me-too competitors
that offer low prices. However, you can
dill earn sales even without any unique
srengths. Just show how the features of
your products produce more
measurable benefits than those of
competitors.

Steven Smartsd| sartswith Olivias only stated god of reducing downtime. Hefillsin the detailsfrom the MP 2:
Messure Potential section of his Q sheet (another strong argument for taking notes) into his Connecting Vaue sheet.
He matches only the appropriate product features to her goa's, measurable benefits, and conditional commitment.

For illugtrative purposes, Olivia has only one goa while your customers might have two or three gods (asin the water
hester case study). A Connecting Va ue sheet becomes inva uable in matching features when you have more than one
product that can achieve customers goals. (See Exhibit 7-2.)

CONNECTING VALUE SHEET

Customer Benefitsof  |Systemsof Products Specificsof  ValueType |Unique

Goals Achieving Evduation Featuresand |and Focus Strength/Feat
Goals (Time Benefits (Internal, ureValue
or Money) (featuresare External,or Rating

initalics) Both)
Perceived
vaue Both; it
ensures
Variance uninterrupted
Prevent Alerts prevent  |shipmentsto Yed5
production unscheduled  |their cusomers
stoppages breakdowns |(E) and saves

Reduce from 18 hours Hours of Predicto ]Ehem lmoney

downtime  2MUAYIO9 4o ime  Services rom s
which generate production (1).
savings of
$360,000
annudly Tolerance

Checks

prevents Sameasabove Yed 5
unscheduled

breakdowns

Conditionad Commitment: Reduce the costs of $40,000 per downtime hour (SOE) to no more than nine hours
annualy (god), save $360,000 (measurable benefit), begin in November and finish by December (start and
completion dates), not exceed $1,080,000 budget (funding), get at least athree-year payback (SOE).




Exhibit 7-2: Connecting value sheet.

Step Three: Oops!

Beready to explain any misses. These occur when your products do not fulfill al the requirements of the conditiona
commitments. Misses also occur when goa s with measurable benefits have no features connected to them. You
offset any misses with additional benefits customers did not consider. Steven Smartsall has no misses, but Chapter 8
provides several examples of the skills and strategies used to compensate for misses.




AreYour Proposed Solutions Pushed or Pulled
Through?

Do not be more motivated than your customers are to achieve their gods. Therefore, before you continue with the
second haf of MP 3, conduct one last redlity check. Verify that your proposals are pulled through by the customers
and not pushed through by you. If you obtained the first two MPCs (Interest Confirmed and Potential Confirmed),
they should fed pulled through.

However, sometimesin your zedlousness to help customers, it isdifficult to identify the category in which your
proposasfal. Make that determination by taking the following "Does Y our Proposa Pass the Pulled-Through Test?"
in Exhibit 7-3. No boxes should be marked off in the left pushed-through column, while al the boxes should be
checked in theright pulled-through column.

DOES YOUR PROPOSAL PASS THE PULLED-THROUGH TEST?

" Pushed-Through" (Salesper son-Gener ated) " Pulled-Through"
(Customer s-Gener ated/M easur eM ax)

q Gods, sysemsof y Gods, sysems of
evauations, and filtersare evauations, and filtersare
not measurable or specific measurable or specific

q No verificationsof MPCs 'y Verifications of Measurable

Phase Changes

q No conditiona commitment |y Conditiona commitment or
or attainment messurement attainment measurements
exigds exigds

q Uncertainty over what % Proposal generated at
prompted the proposal customers request using

well-defined gods

q Proposa containslimited y Proposal uses customer's

customer input input to fill out Q sheet



MPs not conducted in y
proper sequence

Salesperson avoids or y
supplies own numbersfor
codt judtification

Proposa consderedasa |y
means to flush out concerns

or undisclosed godsand

filters

Claification cdlsto y
customers before making
presentations are nonexistent

Unclear timeframefor %
darting

Uncertainty over chancesof 'y
SuCCess

Proposal focuseson y
numerous product features
without connecting to

specific customers gods

and measurable benefits

M Ps conducted in proper
Seguence

Customer suppliesthe
meansfor direct or indirect
codt judtification

Proposal used to formalize
agreed-upon MPCs

Numerous clarification cdls,
and customers understand
the reasonsfor them.

Wdl-defined timeframefor
darting

Proposa datusiswell
known

Proposa focuseson
customers agreed-upon
goals and measurable
benefits, and demonstrates
connections between them
and products features

Exhibit 7-3: Pushed-through vs. pulled-through test.

Classify your proposd's status before you present it. If it is pushed through, revist MP 1 and MP 2 asthe checklist
indicates. If pulled through, continue on to therest of MP 3 and MP 4. This checklist helps you to avoid the
disappointment of working up proposas doomed to "maybe next year" or lost for unclear or unstated reasons.
Another sure-fire way exists to determine the status of your proposals. See how much of a Q sheet you filled out.



Note

If you are dedling with acustomer that
you have not done businesswith
before, the larger the dollar amount of
the proposa, the morerisk the
customer fedshe or sheistaking.
Measurable god's, performance
guarantees, and documented success
will help the customer to fed lessat
risk. However, sometimesit's better to
eat an eephant one chunk a atime. If
need be, divide your proposd into
smdller scopes of project and dollar
amounts. Make sure the customer
understands the projects are cascaded
with no sgnificant redundant costs
(such asadminigtrative, labor, and
set-up charges).

Sgn amemorandum of understanding with atime line on when each smdler project will be completed. This fragment
srategy also works when there are budgetary constraints. The customer can spread out costs to encompass more
than onefiscd year. Caution: Do not use afragment strategy if your unbreakable package as awhole provides you
with unique sirengths to sall compensated value and create competitive barriers,

Note

Boilerplate proposds often usea
product-oriented formet thet leavesit
up to customersto determine which
features apply and their value. They are
adwaysrisky. Only highlight features
that connect to measurable goasand
create maximum vaue. The customers
know they are only paying for what
they need to achieve their Sated goals.



At the Meeting MP 3 Steps

The big moment ishere. Y ou are ready to decommoditize your selected solutions by showing how, feature by
feature, they achieve the measurable benefits of the customer's goals. (See Exhibit 7-4.) Thefina three MP 3 steps
are asfollows.

MPC 3: Cement Solution i pessatsion

Step &

E \
iy . Etarding with e Cuslamer's Confim alf MPC 3
‘e Wl Goals Expiain How e Featmes  Messurabie Benefits Solution
of the Saksion Achiewe ks of Goals am Confirmed

Mearurabhy Sereis Aciwevabie and

top &: Conditions M
Connect the Dots oot et
sy
Step 4: 141 .r'_-:,"."_
Purpose & 3 J

Eodution(s] Sabsfes
Ehow MHow Solution Savsfiag the Reécquiremenfs of
Raguinnsals of Condiions) Canglioaal
Commitments Commimants

Exhibit 7-4: MP 3 Cement Solution (at presentation).

Step Four: Purpose and Summary

You arein front of the customers again and eager to make great product presentations. Y ou are sitting on G waiting
for O, just rearing to GO! L eading with open-ended dialogue questions, you are ready to shift to business mode
when cusomersindicateitistime. You still do not ask about the sailboat pictures on thewadl. The customersiet you
know they are eager to see what you came up with. Go (dowly)!

Confirm the purpose of your meeting. Let customers know you are going to explain how the products you selected
achievether goaswithin their purchasing requirements. Do asummary of their goad's, measurable benefits, and
conditional commitments.

Wait for them to confirm your details as accurate. Before you proceed, make sure you built your proposals on vaid

information. If any god, measurable benefit, filter, or system of eva uation has changed, qudify your proposa against
these new requirements before beginning the next step. If you find any new misses, understand whether they prevent
either you or customers from achieving their goa's before you proceed.

Note
Do not mention any products by trade
name. Y ou want to focus on the
customers gods. Trade names surface
during the next step, Connect the Daots.

Step Five: Connect the Dots



This step makes or breaks the sales. Either you explain how the features of your products achieve customers
measurable benefits and conditional commitments or you do not. When you are explaining highly technical festures,
verify that customers agree it produces benefits by asking, "Have | explained that so it makes sense?' Take
respongbility for customers comprehension.

Explaining is one of those sales skillsyou usudly take for granted. Most sdespeople consider explaining areflection
of their technical expertise and product knowledge. They dso like thefact that it is more of amonologue than a
diaogue. Customersfind it hard to interrupt them as sdlespeople tick off their features and benefits. Sometimes,
product monologuestick off customerswho think they are on the receiving end of atechnical feature dump.

Y et, explaining is about thinking like customers. Y our explanationswill bewell received if customers accept that at
the feeture leve, your products fulfill their conditional commitments.



How Y ou Connect the Dots

Features of your products and the goals of customers both have benefits. Knowing thistidbit makes connecting them
eader to understand and accomplish. Otherwise, you end up pointing out product benefits in the mistaken belief that
you are highlighting the benefits of customer goals. It becomes especidly difficult to connect features to benefits with
perceived value because they can mean anything. Y our products create the most value when you can connect their
features and benefits to the measurable benefits of a customer's goals. Look to make sure the benefit hasa"by" init,
followed by the dollar amount, to ensure that it is measurable. By equalsbuy," which means compensated value.

Exaﬂre

arling sells protective enclosures for € ectronic components. Jane Austin runs the assembly plant that inserts
eectronic partsinto different types of enclosuresfor various manufacturers such as computers, telephones, or stereo
equipment. Jane's god isto reduce the number of products damaged in transit by $50,000.

In hisMP 3 presentation, Rich does what most product-focused sal espeople do: He talks about the benefits of his
enclosuresthinking he istalking about the benefits of Jane's goas. For ingtance, he explains how one of the features
of hisenclosuresis shatter-resistant plastic that protects the eectronic parts better (benefit of feature). Soundslikea
good feature and benefit. However, thereis one dight problem.

He does not relate this benefit directly to Jane's god. Granted, it must surely provide vaueto Jane, but heisleaving it
up to her to decide exactly how. Therefore, Rich should directly connect the benefits of shatter-resistant plastic to
reducing returns by $50,000. For instance, he could find out how many of Jan€e's shipments were damaged by
incidents that his shatter-resistant plastic could have prevented.

When customers provide measurable dollar benefits, ask them why they chose that amount. In the previous example,
Rich should have asked Jane why $50,000 and not $25,000, or $75,000. Knowing those reasons will help you to
determine how customers cal culate value and to make sure those dollar amounts are not just out-of - the-blue figures.
Measurable dollar benefitswill aso determine how you can cost-justify your product selections.



Note
In cases where you cannot define measurable
vaue, perceived vaue must suffice, such as
theexamplein Exhibit 7-5.

Case Study:

Olivias god isto reduce downtime by nine
hours annually (the benefit becomes
mesasurable once you know what an hour of
downtime costs). Steven's variance alerts
feature prevents unscheduled breakdowns.
They connect asfollows:

Customer's |Common Product's
Goals Benefits Features

Reduce Cut

downtime production
stoppages by
nine hours
annudly
(benefit of Variance
godl) by Alerts
preventing
unscheduled
breakdowns
(benefit of
feature)

Exhibit 7-5: Connecting gods, benefits,
features,




TheVerbal Structure of Explaining

The gtructure of explaining highlights the difference between the benefits of gods and the benefits of features. Start
your explanations with customers goa's and they will value them more asthey listen to how you connect festures to
them. Avoid leading with the features of products and making customers wait as you work your way back to their
gods. It takes alittle practice becoming comfortable starting explanations with customers goas not product's
features. It islike vigting a country where they drive on the wrong side of the road (at least, according to Americans).
The steering whed iswhere the passenger sitsfrom our perspective. Although it fedsalittle avkward jumping into
the passenger sedt, it isstill the fastest way to get where you want to go.

In addition, you connect al the features and benefits of one goa before you proceed to the next one. These
connections require concentration (fortunately driven by logic) when customers might have two or more goals, one
god might have two or more benefits, and one benefit might have two or more features that can connect to it. Again,
the case studies give you plenty of examples of the explaining process.

Explaining conssts of the following four-step process:
1.

Start with the customer'sfirst goal (top ranked) and that god's first measurable benefit.
Highlight and explain which feature(s) of which product(s) achieve that first benefit.

If thereisasecond benefit of thefirst goa, again highlight and explain which features of which product(s)
achieve that benefit.

Exhaugt the benefits and features that achieve the first god before proceeding to the second god by following
this same pattern.

Another sure-fireway to determine if customers accept your explanationsisto let customers know that you accept
respongbility for their understanding of what you said. A helpful question is: "Does that make sensethe way |
explaned it?'



Note

Thefollowing examples makethis
concept easier to understand; otherwise
explaning themisliketryingto give
someone a haircut over the telephone.

Y ou can either chart out the
relationships among goa's, measurable
benefits, and features on your
connecting value sheet or create one for
your customers. Use modified versons
of these sheetsin your forma proposas
and presentation packages tailored to
your audiences aress of expertise.
Customers find them easy to read and
understand.



The Tactics Behind Crystal-Clear Explanations

In the course of explaining, use the fewest words possible to connect the features of your products to the benefits of
the customers gods. Y our explanations take into account the following Six guiddines:

1.

Simple. Use your customer's terms and jargon to explain technical festures and benefits. Remember, your
god isto make customersfed smart about their business decisions, not dumb about technica details that

might not have any impact on their decisions. Limit your technical knowledge to the festuresthat produce
measurable benefits, nothing dse.

Example

. Explaining the waterproof festure of awatch asbeing a"hermeticaly sedled chamber resistant to externa

at 250 feet or deeper isplain English.

pressures of seven atmospheres before liquid infiltration occurs' istechnobabble. Explaining how it only leaks

Vivid. Use descriptions that create powerful images.

Example

. Saying that the face cover of awatch is scratch resstant is boring. Explaining how the watch can land

longer, but it will look brand-new.

facedown after falling from athree-story building and still look brand-new isexciting. It may not work any

No Return. Stay focused on one measurable benefit and its features, exhaust them, and then go to the next.
To keep momentum building and to keep customer comprehension high, do not go back and speak about a
benefit you have aready covered.

Example

. Explain dl the features (congtruction, materid, and warranty) of the watch that improve quality asagroup.

customers.

Mixing them with features that increase functions (stopwatch, countdown timer, and darm) could confuse



Andogies. Asilludrated in Chapter 2, provide everyday parallelsthat the customer can relateto. Typically,
choose aunique strength to build your analogy around.

Example

. Explain the watch's wirel ess connection to your e-mail as an eectronic post office box on your wrist. You
receive your mail anywhere.

Note
Compstitors use of andogiestdlsyou
about how they try to sdll vaue. An
abundance of them indicatesthey are
customer oriented (keep thingssmple)
alack of them suggests a product
orientation that rely on technicaly astute
customers

Power Words. Usetermsthat express confidence such as confident, convinced, or know and avoid usng
weak words such as think, feel, maybe, or might.

Example

. Do not say, "I think you will be pleased with the watch's performance.” Y our display of enthusiasm will
underwhelm customers and probably cast doubt on their purchasing decisions. Instead, boldly proclaim, "I
know the watch will exceed your expectations.” When you know measurable benefits of goals and
conditional commitments, you know how much vaue your products provide. While the meek may inherit the
earth, they do not get the sdle.

Do Not Use "Never” or "Always." Y ou do not want to put yoursaf in an awkward position if exceptions
exist and exceptions aways, oops, often, seem to surface.

Example

. Do not say the watch never needs an adjustment. Rather, say that it should not. However, if it ever does,
thereisno charge for the service.




Explaining Technical Productsto Nontechnical
Buyers

When sdlling technica products, take the responsibility to ensure that customers understand your features. Let
customers know up front that if they do not understand something, it is because you did not explain it properly. You
win when customersfed smart.

Two issues affect how smart you need to make customersfed. Thefirst issueinvolves how essy itisfor cusomersto
accept that afeature produces the benefit the way you described it. For instance, it is difficult to accept on face value
that 800 MHz computers process information 50 percent quicker than 600 MHz computers. After al, their 200
MHz difference suggests they would be 33 percent, not 50 percent faster. Y, it is easy to understand how a
computer with 128 MB of RAM has twice as much RAM as onewith 64 MB.

The second issue isthe technical expertise of the customers. The greater the gap between your technical expertise
and that of you customers, the more you should explain conceptsin their jargon. Conversely, if your customer hasa
strong technical background, you do not need to el aborate as much.



How Technical Should You Get

"Lessismore" isagood ruleto follow on how technica you should get. Use your technical knowledge to support
your points, not to make them. Let the technical depth of customers questions about your products provide the
platform to display your expertise. If a customer asks you about the amperage draw and power factor of a piece of
electrical equipment, answer him or her by using technica terms. In addition, use the customers systems of
evauations asindicators of their expertise.

ExamEe

Hartman wants to purchase alaptop that can handle numerous peripheral pieces of equipment (printers,
modem, and DV D burner) at fast speeds. Mike Boone, the salesperson, asks Arlene what sheislooking for ina
laptop. He can suggest goals and terms that range from the dementary (fast speed and huge memory) to the
high-tech (bandwidth connections and cache Sze).

She points out that the number of USB ports (SOE) will play amgor rolein her decision. When she asks Mike
about data transmission speeds, he knowsthat if his explanations are technica in nature he will be speaking Arlene's

language.

. Note

Buzzwords or acronyms are mostly
position related. Be careful whom you
use them with. For instance, a hotel
manager probably does not know the
technicd terms used by the director of

enginesring.



Note
PowerPoint presentations have become commonplace. Exhibit 7-6 shows
some sample dides on how you can incorporate the MeasureMax approach.

1. Cowver shcde: Use cusiomer's logo and 2. Conditional comemitrnent slida: List (and
yours with stated goalis) recanfaTn) e cusiomen’ measurable expectations

Making Your Expectations

POSITRON S il
The T Befind ol d Cut dewntime from 18 to 8

and

hours annually

I Save $380,000 ($40,000/Mr)
utureTech O Start November and finish
wa:uw's Tichvaciogy Today a by December
. Don't sxcesd §1,080,000
Working together to prevent Budget
costly production O Payback of less than three
stoppages years
Variance Alerts Achieving Measurable
= Warss operators of npanding Expectations
H E Cut downtime from 18 to 8
hours annually
F Save $360,000 ($40,000Mr)
E  Start November and finish
by Dacomber
Fl Don't excecd $1,080,000
budget
Provents Unscheduled F Payback of less than thres
Breakdaws (downtime) yoare
3. Goal banner shide: No feature gets 4. Goal achiswemeant summary
presented unless it achieves a goal. Use a slide: Bhow how each requirement of
goal banner at the botiem to remind the the conditional commitment has
Budience and yourssll of goal that s boan achimed

acheved by fealue

Exhibit 7-6: PowerPoint presentation.

Step Six: Conditions M et

All the measurable benefits of the customer's confirmed god's have product features that hel p to achieve them. Verify
that customers agree that the features of your product selections are on target. Y ou now recap how your proposals
satidfy their conditiond commitments.

[Crrevious [nesr o



M easur able Phase Change 3: Solution Confirmed

Once they agree with your summations, customers turn your products into solutions (products that customers confirm
achievetheir godsand satisfy their conditional commitments). Y our products now solved the question of how to
achieve customers goals. Y ou are dmost ready to ask for orders. Some steps remain to make orders foregone
conclusionsrooted in logic and known facts not legps of faith revolving around emotions and unknowns. Patience and
disciplinewill pay off. Upon receipt of thisthird MPC, immediately proceed to the final salling phase, whichisMP 4:
Implement Agreement.



Scopes of Work

Send the highest-level decision maker you contacted a Scope of Work sheet to review before generating your
proposal. Send it viafax, postal mail, or e-mail (do not invest an in-person sales cal on a Scope of Work that a
customer has not had timeto review yet). Thisinformal proposa isan outline that lists the details of customers gods,
measurable benefits, and conditiona commitments, and explains how features of your products connect to them.

Encourage customersto review the connections and edit anything that does not meet their requirements. If any
discrepancies surface, correct them before making your formal proposals. Scopes of work alow customersto
perform one last check before you make your find presentations and proposals. Asaways, thefind decison makers
comments count most. If sales opportunitiesinvolve advocates or gatekeepers, the FDM will contact them if he or
shethinksther review is necessary.

Although scopes of work do not include pricing, you let customers know they satisfy their conditional commitments.
You highlight that fact in the budget section. A scope of work combinesthe Q sheet from Chapter 6 withthe
Connecting Vaue sheet in this chapter. Y ou explain that you will firm up pricing once they confirm that the current
product(s) and feature selection(s) achieve their gods. Without firm prices to squabble over, you avoid the "onefrom
column A, two from column B" quagmire that wastes everyone'stime and effort. If pressed for cost details, verbal
pricing works. A sample of ascope of work cover |etter and a scope of work checklist follow in Exhibits 7-7, below

and 7-8 (page 214), respectively.

FutureTech

Tomomow's Technokagy Today
BIS3001

The Posdron Corporation

Ms. Olrvia Onbirme

Vice President of Manufactunng
124 Cenlre Place

Randgiph, MI 86768

Dear Oiraia

Our evaluation of the survery of your cperations is complete. | appreciate your
offer 1o review the following Positron scope of work based on our findings. 11 will
help ensure that any solution we offier achiewes your goals within your purchasing
requiraments

Thia scopa of work necaps the delals you shared with me &8 | undersicod
thes 1ts checklist formal aliows you 10 make any additions, deletions, o
medifications you deem necessary. It also provides 8 space for you bo record
YOUF AORES.

VWhen you complete it please fax me a copy al 676-008-0478 or e-madl me al
smartsgllffuturatech com. After | review it. we can discuss any changes you
woulkd e b0 see and answer By quesiions you might have. Once we address &l
is50es 10 your satisfaction, | will work up a formal proposal 1o present b you, |
aiao will send a brochure on the Predicto Senvices wilh the appropriate features
highilighted for your révisnw,

Thank yau in achance for your irvestmant of ma, @ffar, and consideration. It
will b wed woanh the retum

Regards
Steven Smdrrsefl
Steven Smanseil

Ce: FutureTech Engneering Group

Mote: Steven would send the Scope of Waork checkdst to Olivia with her column
Bilark

Exhibit 7-7: Scope of work cover |etter.

|. Scope of Work Checklist




Positron Requirements

Primary goal: Prevent production

stoppages from 18 hoursto 9

hoursannualy

Downtime costs: $40,000 per

hour

Projected savings: 9 hours
decrease save $360,000

Start date: November

Finish date: December

Budget date: Not to exceed

$1,080,000

Payback: Threeyearsor less

General notes: Very amilar

Stuation that we have encountered

on four other projects.

Measurable
Benefits

Product or
Service

FutureT ech Comments

=2

=2

i*2

Candoitwithit
with Predicto
Services

Confirmed costs

using your past
records

Confirmed savings

using your past
records

No problem if
order released by
September 15th

No problem if

project begins by
November 15th

Current selection
of productsfit
within thisbudget

figure

Current sdlection
of productsfit
withinthis
payback figure

General notes: Survey redly
documents some significant
opportunities to decrease downtime.

Solution Selection and Review

Featureand
How It Works

Benefits of
Features

Positron Comments

o]

What can we do
to reduce
downtimeto Sx
hours?

Let'sreview your
cdculdionsagan

Let's shoot for Sx
hours

No problem

What happensif
werunintothe
holidays?

What will the
actud price be?

Did the survey
indicate that there
might be away to
lower our payback
to two years?

General notes: Still want to see
some sort of guarantee on the savings.

FutureTech
Comments

Positron
Comments



Variance Alerts It ensures
prevents uninterrupted :
unscheduled shipmentsto your iny company In
industry thet How come no
breskdownsby | customersand . . .
. providesthistype onedseoffersit?
waning saves money of Sarvice
operators of fromlogt
impending fallure |production.
Prevent pending p
production
stoppagesfrom | Predicto Services _ _
18 hours annualy Tolerance By increesing
09 Checks prevents tolerance checks
unscheduled toadally basis,
breakdowns by your records What will that do
eectronicaly Sameasabove |indicatethat you |to both cost and
andyzing critica can reduce payback?
componentsfor downtimeto Sx
wear and tear on hours
aweekly basis

General Product Sdection Notesfor FutureT ech:

General Product Selection Notesfor Positron: Grest

Suggest you vist aworking ingtalation. idea. Which one will best resemble our operations?

.t 7-8: Scope of work checklist.

Note
All the templates shown in this chapter
can be down-loaded from
WWW.measuremax.com.

Although Steven il has questions that need answers and issues that need resolving, at least heand Oliviaare
working together to solve them. (See Exhibit 7-8.) In addition, note that you need only one or two featuresto
achieve the measurable benefits of acustomer'sgodl.

. Case Study

Continuing the case study from Step Four: Purpose and Summary, and after resolving al theissues from the scope of
work, Steven reconfirmsthat Olivias god isto reduce downtime from eighteen hoursto nine hours ayear. He dso
verifiesthat her conditional commitment requires athree-year payback and a price not to exceed $1,080,000. He
aso confirmsthat alost hour of production costs $40,000. His explanation beginswith her goa of reducing
downtime. Watch for the god-benefit-feature-explaining pattern.

Steven: Olivia, you want to reduce downtime (goal ) by nine hours annualy to save $360,000 in lost
production time (measurable benefit). Our Predicto Services use variance dert monitors (feature). They
warn of impending failuresif the equipment isworking outsde its norma operating range to prevent
breakdowns (benefit).

Furthermore, variance dert monitors (feature) could have prevented four failure instanceslast year for a
savingstotal of three hours, which represents production savings of $120,000 (measurabl e benefit). Olivia,


http://www.measuremax.com

have | explained it where you can see how it doesthat? (Steven verifies that Olivia under stands how
feature connects to measurable benefits and lets Olivia know that he takes responsibility for making
sure she understood his explanation.)

Olivia: It makes sense.

Steven: (Steven then connects the second feature that achieves this goal.) In addition, our service
includes tolerance checks (feature). They analyze critical components on aweekly basisfor wear and tear
(benefit). There were two cases last year where this service could have prevented production stoppages
totaing five hours, or $200,000, in lost production (measur able benefit).

Steven then would proceed to asecond god, if there was one, or to another benefit or feature of thefirst god.



The Stepsof MP 4. Implement Agreement

Y ou are now ready to conduct MP 4: Implement Agreement. (See Exhibit 7-9.) Its purposeisto set up the
contractual relationships necessary to sart the sale. It has two steps.

MP 4: IMPLEMENT AGREEMENT

Step 2: Logistics

Step 1: Deal

MPC 4:

Agreement
Confirmed

Documants and Scheduls
Required o Meef Conditicnal
Conmmdment. Plan Foliow-ug Visl

Direct Request for Eamed Ordar, 10 Confim Achigvement of
Logical Conclusion to 8 Senas of Maoasurabla Banafits
Prgvious Commirmants (MPCs)

Exhibit 7-9: MP 4 Implement Agreement.

Step One: Deal

Verify customers are ready to implement your proposals. Use the momentum that has been building asadirect result
of the three Measurable Phase Changes previoudy obtained. Confidently and directly, ask customersto use your
solutionsto achieve ther gods. Y ou do not need tria and assumptive closes after showing how your features achieve
the measurable benefits and requirements of their conditiona commitments.

Step Two: Logistics

Reassure customersthat their purchasing decisions are well thought out and will achievetheir goals. Then, explain
what you need to start. Have the necessary paperwork ready to sign. It demonstrates your confidence that you and
the customers aready had atacit agreement on what was required to conduct business. After receiving MPC 2:
Potentiad Confirmed, but before your presentation, provide customers with ablank contract so that they can review
terms and conditions. Do not |et paperwork become an issue during MPC 4, especidly if company lawyers need to
review documents. Furthermore, you never know what will happen when support people review contractswith big
numbers on them that they fed do not directly benefit them.



M easur able Phase Change 4. Agreement
Confirmed

Thislast phase endswith the final Measurable Phase Change MPC 4: Agreement Confirmed. Customers confirm
they will proceed with your proposas and issue forma commitments.

Steven now completes his sale and receives the order. While it would make a great sequel, there are no cliffhangers
today with the audience wondering whether Steven Smartsell received the order. What would your commission be
on a$1,080,000, high-profit, vaue-driven sdle? Y ou find out when you make value measurable.

. Case Study

Steven confidently asks Oliviaif sheisready to start this program to reduce her downtime by 50 percent. Once she
confirmsthat sheis, Steven reinforces how her decision paysfor itself many times over. He then discussesthe
logistics and deadlines. He a S0 gets the necessary documents signed or purchase orders issued.

Note
Steven would then schedulea
follow-up vigt to confirm thet his
solution satisfied Olivias conditiona
commitment. He focuses on the
systems of evauation Oliviaused to
ca cul ate the measurabl e benefits of her
goas. Documented successes make the
best references and ensurethat if Olivia
leaves, her replacement knowsthe
measurable value Steven has provided
Positron.




Just the Logical Conclusion

Sdling vaue that you receive compensation for requires swesting the details. However, when you continuoudy verify
that you and customers are at the same step in the same Measurable Phase, you eliminate wasted efforts and
guesswork. The order becomesthelogica conclusion to aseries of engineered commitments (MPCs).

. Case Study: Business-to-Consumer Transaction

John Petersis now ready to move to the next measurable phase in this case study of a business-to-consumer
transaction.

MP 3: Cement Solution

John Petersillustrates how to apply the steps and strategies of this chapter in detail as he concludesthe last two
phases with Brian Walters.
Before M eeting the Customer MP 3 Steps

The three steps that occur before John Peters meets again with the customer in person are asfollows.

Step One: No Blanks

John Petersfills out his Connecting Vaue sheet before making his presentation. He uses the specifics gathered during
MP 2. Measure Potentia to select the features. Although his product has no unique strengths, his confidenceis
building because of dl the features he connects to the measurable benefits of Brian's gods. (Note that he omitsthe
Focus column. Brian is not abusiness, so the benefits can only be interna. Also, because none of the features are
unique strengths that column is omitted also. See Exhibit 7-10.)

CONNECTING VALUE SHEET

Customer Benefits of demsof Products Specificsof  ValueType |Unique
Goals Achieving Evduation Featuresand |and Focus (all Strength/Feat
Goals (time Benefits focusis ureValue
or money) (featuresare |internal with |Rating
initalics) consumer

sales)



Reduces wait XLX 9000 90-gallon tank Messurable  |No (1)

between Time between

showersby showers

67% XLX 9000  60% more Messurable  |No (1)

heating coils

Increase
shower Water | 5004 more
capacity capacity than

exiging hegter |

to Sizeof water XLX 9000 90-gallon tank Measurable No (1)

tank

accommodate

three showers

in one hour

Reduces utility
Improve costshy $18 a | Energy -
energy month; $648  required to XLX 9000 rl\l/legft(re:;gf;m Measurable No (1)
efficdency over heat water

surface

three-years
Receive Saves$180 | Costsof Eivevear
3-year onwaranty  typicd orpast | XLX 9000 artsy Measurable No (1)
payback codts repairs \F/)varranty

Conditiona Commitment: Three people can take a shower during aone-hour period, the new hot water heater will
provide athree-year payback, stay within a$600 budget, and be instdled by the end of next week.

Exhibit 7-10: Connecting value sheet.

Note
The key point: Evenif your products
don't have any unique strengths, how
you make value measurable becomes
your unique strength.

Note

The key points and commentary arein
italics and parentheses for easy
reference.

Step Two: Benchmarks

John Peters connects the features to the measurable benefits as defined in Exhibit 7-10.

Step Three: Oops!

All of Brian Walterss measurable benefits have afesture connected to them. There are no misses (until Chapter 8).



At Meeting MPC 3 Steps

John Petersis now prepared to let Brian Walters know that he understands Brian's goas and can help him to achieve

them.

Step Four: Purposeand Summary

Brian: Good to see you again, John. | look forward to seeing what you came up with. (Brian indicates he
isready to discuss business.)

John: Brian, good to see you, too. Thanks for taking the time to meet with me again. I'd like to explain over
the next ten minutes how you can have enough hot water for three people in an hour, justify a$750 price,
and achieve athree-year payback by reducing utility costs. | aimost forgot, and have it installed by the end of
next week if these requirements are met. Isthere anything e se you'd like to cover? (John puts Brian at ease
by telling him how much time he needs. Brian does not have to wonder how long the presentation will
take. John does not mention any products by name yet; he instead focuses on Brian's goals. He makes
the "agreement” subject to meeting all of Brian's stated requirements. Finally, John verifiesthereis
nothing else to address.)

Brian: No, John. If you can satisfy all those issues, I'm ready to go. (John receives his confirmed
conditional commitment to ensure he has accurate details.)

Step Five: Connect the Dots

John takes out a cutaway, 3-D model of the XL X 9000 to show Brian as he explains how itsfeatures achieve his

gods.

John: Brian, I'm confident that our high-efficiency water heater (at this point in the sales process, he gives
the product a "name" to encompass the features and benefits), the XL X 9000, can meet al your
requirements. Let's start with increasing your capacity (first goal) to provide enough hot water for three
people to take a shower in one hour (first measurable benefit of goal). The XLX 9000 hasthe largest tank
Szeavalablea 90 gdlons (first feature). 1t's 50 percent larger than your current 60-gallon capacity (first
benefit of this feature). Additiondly, with 60 percent more coils and hesat transfer surface than your current
unit (second feature), the XL X 9000 requiresjust one third the reheat time (second benefit of the second
feature). Instead of needing sixty minutesto reheet fully, you only need twenty minutes (second measurable
benefit of goal). Youll have plenty of hot water whenever your family needsit. No more taking turnson
who goesfirg.

A second priority of yoursisto improve energy efficiency and reduce utility costs (second goal and vague
benefit). The XL X 9000, with itsincreased heat transfer surface (third feature), hasthe highest energy
efficency (first benefit of third feature) on the market today. It will cost $18 a month less than your current
system (first measurable benefit of second goal) while providing 50 percent more hot water (second
benefit of third feature). Y ou could almost think of the XL X 9000 as a new savings account. (Analogy).

In addition, with a price of $750, you achieve athree-year payback (third goal) and judtify itsprice. Y ou
can save $648 on your utility bill over the next three years (first measurable benefit of third goal). In



addition, due to the XL X 9000's five-year parts-and-labor warranty (fourth feature), another $60 a year
can be saved on your existing warranty contract (first benefit of fourth fegture). Thisincreases your
three-year savings to over $820 (second benefit of fourth feature). (Note how John connected all the
appropriate benefits and features to each goal before proceeding to the next one. The explanations
were simple and vivid, one had an analogy, and John was brimming with confidence.)

Step Six: Conditions M et

John: Brian, can you see how the XL X 9000 can meet al your hot-water requirements of capacity and
efficiency and save you over $800 over the next three years and exceed your payback schedule based on its
price of $750? This price dso includes afive-year full warranty. (John satisfies conditional commitment
ands keep the focus on the Column 2 benefits, not the features. He also makes Column 1 price what it
is, just another function of the requirements of the conditional commitment, not a stand-alone issue)

MPC 3: Solution Confirmed

Brian: Yesl can. You did avery good job of explaining how the XL X 9000 could benefit us.

MP 4. Implement Agreement

John isnow ready to implement the agreement.
Step One: Deal

John: Brian, are you ready to go ahead with the purchase of the XL X 90007 (John feels confident enough
to make a well-earned direct request.)

Brian: You bet. We have ourselves adeal. (John receives final verification.)

Step Two: Logistics

John: Gresat, you made agood decision and will be happy with the results. All we need to do to Sart isfor
you to sign this standard contract you reviewed previoudy and a $200 deposit. | can then order the materials
and schedule the ingtallation for next Tuesday. (John provides good positive reinforcement. In addition, he
explains the need to get the "paperwork™ out of the way so they can finish by next week.)

MPC 4. Agreement Confirmed

Brian: Here's my John Hancock and a check for $200. (Nothing is more professionally satisfying than
customer-oriented solutions that result in well-thought-out and well-earned orders.)



Note

John would schedule afollow-up visitin
sx monthsto confirm the XLX 9000 is
fulfilling Brian's conditional commitment.
John wantsto add Brian to hislist of
documented and measurable successes
and references.




Summary

For achart depicting the MeasureMax phases, see Exhibit 7-11.

MP 1: Spark Interest
Step One. Research and Mambership
Step Two. Take Your Pick
Step Three. Track Record
MPC 1: interast Confirmed

MP 2: Measure Potential
Step One.  Market Focus
Step Two., Purpose And Goals
Stap Threo. Eliminate Unknewns
Step Four. Yellow Light
MPC 2: Potential Confirmed

MP 3: Cement Solution
Before Mesting:
Step One.  No Blanks
Step Two. Benchmarks
Step Three, Oops!
At Mesating:
Step Four. Purpose & Summary
Step Five. Connect the Dols
Step Six.  Conditions Met
MPC 3: Saluition Confirmed

MP 4: Implement Agresment
Step One. Deal
Step Two. Logisties
MPC 4: Agreement Confirmed

Exhibit 7-11: The four phases of the MeasureMax sdlling system.

MP 3: Cement Solution consists of (prior to meeting with the customer):

(0]

Sep One: No Blanks. Make sure you can fill out a Quick-Entry Sdes Management sheet completely.

Sep Two: Benchmarks. Connect festures to measurable benefits and verify that they satisfy conditional
commitment using a connecting val ue shedt.

Sep Three: Oops! Be ready to offset any missed measurable benefits of goals or requirements of
conditional commitments.



Usethe Does Your Proposal Pass the Pulled-Through Test? to determineif you are ready to continue to
MP 3 or must returnto MP 1 or MP 2.

At the meeting:
0

Sep Four: Purpose and Summary. Confirm that the meeting isto explain how your proposd achieves
their god's and satifies conditional commitment.

Sep Five: Connect the Dots. Start with goa's and measurable benefits and explain how your products
achieve them. Do not start with your products festuresfirgt.

Sep Sx: Conditions Met. Recap how the proposal stisfies the conditional commitment.

MPC 3. Solution Confirmed. Customers agree your products achieve their gods, but it is till too early to
ask for an order.

Explaining isillustrating how your festures connect to their measurable benefits.

A good explanation uses smple, vivid, andogies, no return, power words, and avoids using the words never

or always.

Speak in your customers terms.

Use your technical knowledge to support points, not to make them.

Start at the same technical level asthe customers attanment measurements.

The verba structure of explaining dways starts with the customers godss, then the benefits of the gods, and
findly your product's features and benefits.



Customers might have two or more gods, one goa might have two or more benefits, and one benefit might
connect with two or more of your product's festures.

MP 4: Implement Agreement cons sts of:

0

Sep One: Deal. Verify customer isready to start.

Sep Two: Logistics. Explain what customers need to do to dart.

MPC 4: Agreement Confirmed. Customers confirm they will proceed with your solutions.

A scope of work provides different decision makers with the opportunity to review apreliminary proposa
and make one last check before you make your find presentation.



Chapter 8: When theWorld Isn't
Per fect

Overviaw

The famous Scottish poet Robert Burnsis credited with the old adage: " The best laid plans of mice and men often go
adtray." Whileit is hard to vouch for the mice, this passage definitely appliesto salespeople. Often, customers
lessthan-ideal comments or actions derail your plans and wreck sales opportunities.

Traditiona salling methods refer to these potentid sale wreckers as obstacles or objections. Y et, these terms create
anegative perception for something that can be a pogitive event. Therefore, amore appropriate term is hinges. The
outcome of a sales opportunity hinges on how you resolve obstacles.

This chapter provides you with the strategies and tactics to turn these so-called negative Situations into orders by
explaning;

How hingesform

How to handle hinges




Nip Them in the Bud

Hinges prevent your sales plans from moving forward. Y our sales plan is smple: Obtain the four Measurable Phase
Changes (MPCs) in the proper order to earn high-value orders. Proof that MPCs have occurred comes when
customers confirm Interest (MPC 1), Potentiad (MPC 2), Solution (MPC 3), and Agreement (MPC 4). They agree
to your calsfor actions (meetings, surveys, presentations, or purchase orders) that move you to the next Measurable
Phase (MP). Therefore, to wreak havoc on your saes plans, hinges must prevent you from:

Conducting the four MPs and MPCsin sequence

Obtaining the MPCs and their respective calsfor action

If either one of the above happens, it stops the forward motion of the sale. Y our ability to sell valueisin jeopardy. As
you will see, when it comesto hinges, an ounce of prevention isworth apound of cure. Good sal espeople know how

to handle hingesto stay on plan; great ones know how to prevent them from occurring.



The Three General Categoriesof Hinges

If you know the MP in which the hinges occur, you will know what strategies and tacticsto use to remedy them. The
three generd categories of hingestell you where they occur and how they form. They are natural , leveraged, or
hidden hinges

Natural Hinges

If you must contend with hinges, natura hinges are the most desirable. They arisein MP 2: Measure Potentidl.
Although they might have an adverse effect on your sdlling efforts, customers are unaware of any potentia problems.
They do not view these hinges as problems because they surface during the natural flow of MP 2. They occur before
you attempt to obtain MPC 2: Potentia Confirmed and before you mention specific products. Customers consider
them to be nothing more than detail s about their god's, measurable benefits, filters, and systems of evauation. While
you might deem these detailsto be potentia problems, customers do not because they are without any specific
products to reference them to.

Y ou weigh the effects of natura hinges and determine how they affect customers or you from achieving their godls.

Y ou think about how to handle them on a proactive and strategic basis at your office, rather than on areactive and
tactical oneinfront of customers. While not a problem yet to customers, any potentia inability to achieve their goas
that surfaces can jeopardize your ability to provide vadueif ignored or mishandled.

Example

iOI iviaOntime's other goasisto increase productivity by 15 percent. Shetells Steven Smartsall during MP 2:
Measure Potential that any purchase must not exceed her $50,000 budget (funding filter). Steven knows his
productstypically cost $75,000. At thistime, Olivia does not consider the budget constraint an issue because Steven
has not yet mentioned any specific products that exceed her $50,000 limit. However, Steven knows that he must
solve the potential problem that Olivias budget figure islessthan his products price rangeto earn asde.

Steven dso knows better than to address Olivias budget issue without first reviewing the specifics of his Quick-Entry
Sdes Management (Q) sheet. Therefore, he returnsto his office to review his Q shet. Either by himsdf or by using
the resources of his saesteam, the details from the Q sheet will help him plan how he will handle ahinge that has
arisen during MP 2.

L everaged Hinge

When customers use details of your productsto leverage their concerns, you have a leveraged hinge. Therefore, a
leveraged hinge occurs when you mention specific products and services as solutionsin MP 1 and MP 2 before you
know the details of goa's, measurable benefits, filters, and SOEs. Customers block your attemptsto obtain MPCs
and do not agreeto your calsfor action. Sales opportunities start to regressinto the brinkmanship salling mode. You
must defend your product selections while discussions about undesirable features, prices, ddivery dates, and budgets



dominatethe salescdls.

Example

ip contrast to the previous example, Steven now pursues the first product-positioning opportunity that surfaces
when Olivia mentions her 15 percent productivity god. Hetells her that one of his specific services, ProdoGain, dedls
with increasing productivity. He mentions this service before he quantifies her productivity increasein dollar termsor
knows the details of her filters. Buyers and sdllers beware.

After Steven explainsits features, Olivia asks Steven whet the service costs. He states about $75,000. Oliviatells
him that she cannot spend more than $50,000. Olivianow leverages her budget hinge against the price of his service.
Now Steven must defend his price without knowing any measurable benefits. The focus shifts from productivity goas
to price. Oliviaprobably views any additiond information Steven requests as an attempt to justify his budget-busting
price. Steven cannot obtain MPC 2: Potentia Confirmed.

B

Asthe"Handling Hinges" section
illugtrates, the most effective way to
ded with hingesisto make Column 2
benefits measurable to offset concerns
that arisein Column 1 over price,
deivery, rdationships, and costs of
changing suppliers.

The good news s that salespeople create leveraged hinges, not customers. The better newsisthat more often than
not, you can prevent them from occurring. Y ou can make them surface as the more innocuous natural hinges, if you
conduct MP 1: Spark Interest and MP 2: Measure Potential more thoroughly and avoid mentioning specific
products. For instance, in the previous example, al Steven had to do in MP 2 to make the budget hinge natural
ingtead of leveraged would have been either of the following two things:

1.

Not mention specific products or services.

Keep asking questions that gathered details about Olivias goa's, measurable benefits, filters, and SOEs. (If
you review the MP 2 dialogue between Steven and Oliviaiin Chapter 6, you will see how many times Steven
needed patience and discipline not to interject product discussions.)

InMP 1 and MP 2, if you encourage more measurable customer input and less product output, you can avoid most
leveraged hinges.

Hidden Hinge

Hidden hinges are either leveraged or natura hingesthat customers do not want to disclose. They believe that
disclosure creates negative impressions of them or their company, or your products or company. Hidden hinges are
typicaly caused by customers reluctance to admit the following for this sales opportunity:



They cannot make the purchasing decision.

They cannot get the funding.

They have dready committed to one of your competitors.

They do not fed your products are judtifiable or beneficid.

Typicaly, neutra or negative customers bring up hidden hinges faster than positive customers do. They usudly liketo
reaffirm and challenge you on why they do not conduct businesswith your company. They fed you justify their
decisions when you cannot change their minds in ten seconds. Hereiswhereit is essentid to have a Spark Interest
statement or references with documented and measurable savings a one's fingertips.

Pogtive customers are usualy more reluctant to discuss negetive issueswith you. They fed it might jeopardize your
friendship. Instead, they use smokescreens to conced their hidden hinges.

Smokescreens

Smokescreens are businessissues that customers claim are beyond their control that prevent sales from occurring. It
isironic (and unfortunate) how sometimes your persona relationships work againgt you. The customers make
unilateral decisonsto spare your persond fedings. They do not disclose the professional reasonswhy they do not
want to conduct business (which is another reason why you want professiona bondsto be as strong as personal
0nes).

Note
Qudifying cusomersfirg on ther ability
to achievether gods, not buy your
products, encourages them to share
information. The moreinformation
customers share, the less reason they
have to create smokescreens.
Congantly reinforce to customers that
you seek disclosure about their ability
and authority to achieve their gods,
regardless of the outcome on you.

Y ou usudly sense a hidden hinge when customers:



React adversdly to a clarifying question that seeks a better understanding of their smokescreens

Dismisswithout consderation your handling of the smokescreen

Keep bringing up one smokescreen after another, regardless of how they are handled (like a hurdle race that
never ends; asyou clear one hurdle, another pops up)

Will not make godl's, benefits, or filters measurable or discuss SOES

Exaﬂre
asks Oliviaif she can increase her budget. She says no. She does not want to admit to Steven that any
project over $50,000 needs corporate approval. Oliviafeds embarrassed that she will no longer be thefind decision

maker.

Again, the"Handling Hinges" section explains how to address hidden hinges. Hint: Using yes-or-no questions does
not work very well.




The Four Typesof Hinges

Whether they areleveraged, naturd, or hidden, hingesfal into one of four types. Thisadditiona classification makes
them easier to handle. Each hinge hasits own nuances, which you handle some-what differently. Their number
designation signifiesin which MP the hinge occurs. For example: Typel, occursin MP 1. Spark Interest, Typell, in
MP 2: Measure Potential, and so forth. (Use the hinge charts and examples on Exhibits8-7, 8-9, 8-11, and 8-13 to
look up the details of each hinge and the Strategies and tactics to remedy them.)

Typel: Pulse Check

Customers show no interest in your suggested goals and potentia benefits you wonder if they areeven dive. This
hinge occursin MP 1. Spark Interest. It isthe most difficult one to handle because it occurs so early inthe sdles call.
Not alot of information existsto help determine your next step.

Typell: Iceberg Ahead

Look out; this hinge could spell disaster for your "Titanic" sales opportunities. It occurs when filtersimpede your or
your customers ability to achievetheir gods. It also arises when customers view your products as commodities.
When customers cannot distinguish between products, the filters of funding (price) or dates (ddlivery) becometheir
goals. The bid system (described in Chapter 1) isakey catayst in these two filters becoming goals. Thishinge can
surface either in MP 2: Measure Potential or MP 3: Cement Solution. If you conduct MP 2 thoroughly, the hinge
surfaces asthe preferred natural type. Otherwise, it becomes aleveraged onein MP 3 after you disclose your
product selections.

Typelll: Gutter Ball

Y our products do not completely fulfill the requirements of the conditiona commitments. Instead of rolling astrike,
you let loose agutter ball. It isleveraged and occurs during the disclosure of your product selectionsin MP 3:
Cement Solution. Avoid thishingeat al costs. It can end up with the sale, like the bowling pins, waiting to be
knocked down by customers and competitors.

TypelV: Rip-Off

Itsname saysit dl: Customers perceive the price of your products as being excessive. They fed you are counting on
this one sdle to send your kids through college. It occurs during MP 4: Implement Agreement and isleveraged against
product or service selections. Three factorsinfluence what customers expect of price: (1) Perceived manufacturing
costs multiplied by areasonable markup, (2) the value of perceived and measurable benefits, and (3) pricing of
smilar products (measurable benefits make them different).



Handling Hinges

The Safety Zone and How's Zat? questioning strategies from Chapter 5 form the foundetion for handling hinges. They
help you and customers understand how and why they assigh a negative perception to agod or filter, or how they
connect afilter to agoa. Y ou take customers responses and reference them to "how does that” affect:

Their ability to achieve their goas or conditiona commitments

Y our product sdlectionsor calsfor action

Y our decison to invest more time and effortsin the sales opportunities

Any time you respond to ahinge with a statement and not a question, you are trying to explain away something you
cannot fully understand. Make "How's Zat?" the first two words to start a question concerning ahinge and you are
well on your way to handling it. Use these two wordsto clarify how customers view the measurable effects of their
hinges. More than likely, they have not considered their measurable ramifications, only perceived ones. Use these
two wordsto quantify their perceptions.



How's Zat? Prevents Responses on Automatic Pilot

Do not try to explain away a hinge before you understand the measurable (and motivating) reasons behind it. Whileit
Isgood to think about how you might handle hinges that arise before you go on sales cdlls, this preparation can work
againgt you too.

Planning your replies assumes you know the reasons why customers bring up the hinges. Therefore, when customers
bring up hinges, it isnatural for you to go on automatic pilot with your well-thought-out responses. However, you
might bring up concernsthat did not exist until you brought them up. Knowing your reasonsfor why thereisahinge
is not the same as knowing their reasons. Contain your urge to blurt out canned responses by remembering the

following two sayings
1.

" Seek to understand before you seek to be understood.”

"What part of 'no’ didn't you understand?’ Treat the word no as aknee-jerk reaction to your comments, not
asadeadfast pogtion. Customers usualy mean no in the following context:

0
"No, | need more time to think through my goal, measurable benefits, filters, SOES, and your product
sections”

0
"No, | need more information about your products or my goals.”

o

"No, | didn't understand how you help me achieve my goas.”

Y our handling of hingesinvolves clarifying what part of no you must address: time, information, or comprehension.



How's Zat Tactics

While How's Zat? isthe overdl strategy for handling hinges, the following are its ministrategies and tactics. They
make the Safety Zone and How's Zat? Strategies work better.

The Silence | s Golden Tactic

Thistactic helpsyou handle ahingeinitidly by doing nothing, nada, zilch ... slencel Usethefact that most peopleina
conversation dread the sound of silence. Four to five seconds of quiet seemslike an eternity.

Thefollowing benefits result from thistime-out:

It dlows you to collect your thoughts and ask yourself, "Wow, | wonder how | am going to handle this one?"

It prevents an automatic response that otherwise sounds canned or defensive.

It gives you the opportunity to remind yoursdlf that customers are not attacking you personaly. They arejust
reacting to MPCs or callsfor action they fed are unwarranted or unjustifiable. Take hinges persondly and
you become subjective, rather than objective, in handling them.

Y ou can use the pause to let customers know you are giving their comments proper consideration.

Y ou can give customers the opportunity to clarify or even answer their own hinges. They might skip over this
oneto bring up hingesthat are more important.

The Pat from Saturday Night Live Tactic

Thistactic treats hinges like the androgynous character Pat from the television show Saturday Night Live whom no
one could identify as either man or woman. With hinges, you often face Stuations where you cannot tell what you
have. Isit ahinge or arequest for more information, a better explanation, or more documentation?



Therefore, when clarifying and verifying customers responses, do not assume they are hinges until you gather more
information. In addition, do not sound like you agreeit isahinge by vaidating their comments.

Examre

Olivia: Y our service cogts $25,000 more than we budgeted!

Steven: (on automatic pilot): | assumed your $50,000 budget was just an estimate, not afirm number.

A better way to respond iswith the following tactic:

Steven: How will that affect your purchasing decison? (If she saysit does not, leaveit done. If she Sates
that it does, handleit by using the next tactic.)

The Lose the Battle, Win the War Tactic

Usethistactic to build credibility by acknowledging that customers hinges, if accurate, have merit. However,
demongtrate that in the grand scheme of things, the hinge even with merit is not a deterrent to continuing the sale. You
can resolve ahinge with merit. Just transform hingesinto benefits.

Customers gppreciate it when you tackle their valid concerns head on and turn them into benefits. Heck, you usudly
impress yourself when you doit. Y ou convert aliability into an asset by showing customers how their hinges help
them to achieve thar goals.

Examre

Olivia: Your ProdoGain service costs $25,000 more than we budgeted. | will not be able to get more
money without getting corporate involved.

Steven: It does. Y et, the $25,000 isfor the single operator control feature (see Steven's Market Profile
Sheet in Chapter 3) that only FutureTech provides, which lowers your payback from two yearsto one. We
can aso extend payment terms S0 you pay the additiona $25,000 in your next fisca year. It will not affect
thisyear's budget. Can you see where the $25,000 pays for itsalf within ayear and won't require corporate
approva?

The You Can't Do Both Tactic



Sometimes your products achieve customers gods, but not dl their prerequisites. This hinge usudly involves difficulty
meeting funding requirements or delivery dates. Unlessyou arbitrarily lower your price or miraculoudy speed up
ddiveries, usethistactic. Explain that your products cannot do both. Let customers choose which oneis more
important, the prerequisite or the god. If the value of their godsis measurable, chances are high that the customer will
choosethegod.

Examr e

Olivia: We can only go with your proposd if you meet your competitor's bid price, which is $18,000 less.

Steven (on automatic pilot): Therésno way | can meet that price! (Unless, Seven arbitrarily lowers his
price and watches the bidding wars begin! Steven might also say, "OK, let me talk to my sales
manager. I'll seeif | can get her to lower the price." Both responses hurt his ability to sell value and
protect profit levels.)

A better reply would be to use the following tactic:

Steven: | understand the need to cost-justify any differencein price. Using your figures, you justified our
price. | would like to work with you; however, the only way to lower my price by $18,000 isto change our
product selections. If we do that, we cannot help you achieve your gods. Olivia, do you understand why |
cannot just lower my price and still achieve your goa of improving productivity by 15 percent or $240,000
(converting percentages to dollars make them powerful allies)?




TheBasic Stepsin Handling Hinges

Y ou know the hinge categories, types, strategies, and tactics. The following four stepsin Exhibit 8-1 show how to
combine them so that you can effectively handle hinges. The case studies a the end of this section also highlight the
logigtics and strategies of each step. The steps are asfollows:

DAMAGE REPORT

HOW’S ZAT?

TARGET CONFIRMED

DOWNPLAY

Exhibit 8-1: Basc sepsfor handling hinges.

Step 1. Damage Report

In the damage report step, the salesperson evaluates the impact of the hinge.

Pause and implement Silence s Golden. If you say to yoursdlf, "Uhoh, | wonder how | am going to get out of
thisone?" you waited the recommended five seconds.

Usethe Safety Zone strategy and the Pat from Saturday Night Live tactic and evauate the impact or
potentiad damage of the hinge. Ask yoursdlf, "Do | understand how the hinge impactstheir goals, my sdes
srategy, product, or call for action?Isit just arequest for more information?’ Formulate your darifying
guestion on what you need to know to answer these questions.

Examiie

Olivia: | really do not want to exceed our $50,000 budget.

Steven asks himself: What is determining the $50,000 budget limit; how will that affect their goals



or product selections; what does "really”" mean?

Those answers hold the key to understanding and handling the hinge.

Step 2. How's Zat?

Thisgep darifiestheimpact of the hinge.

Ask aclarifying question concerning the hinge'simpact without confirming anegative. This sometimes
requires two or three open-ended questions before you can verify that you have ameasurable reply.

Examr e

Steven: Why isthat? (Clarifying question)

Olivia: Exceeding the $50,000 figure means getting corporate gpproval, which could delay the project a
year.

Step 3. Target Confirmed

In this step, the sal esperson verifies the impact of the hinge.

Verify your understanding of how they fed the hinge affectstheir goals or your product sdlections without
agreaing with them.

Verifying requires yes-or-no questions. If necessary, phrase your clarifying question so that it relatesto their
gods (safety zone).

The customers responses should be achalenge that states, "Here's my concern. If you make it go away, we
can move forward."

Examre

Steven: So, your concern isthat you might have to wait ayear if you need to get corporate approva and
delay receiving the projected cost savings.



Olivia: Exactly, | do not want to wait ayear to get the savings. (She verifies hinge and issues her
challenge.)

Step 4. Downplay

In this step, the salesperson minimizes the impact of the hinge.

Usethe following three tactics to gpply for the now-defined hinge by:

1.

Explaining. Provide additiona information or clarification to "explain away" acustomer's misconception
or misinterpretation. Use thistactic during any of the four MPs.

Example

0

Olivia: Exactly, | do not want to wait ayear to get the savings.

Steven explains. We can use progressive billing to spread the price over atwo-year budget period.
Y ou wouldn't exceed the $50,000 level in asingle year and you wouldn't require corporate gpproval.

_ B

Outweighing. Y ou remedy an actud ligbility by showing how the overdl benefitsin achieving their gods
"outweigh" their concerns. Depending on whether you mentioned specific products, you use thistactic
during MP 2: Cement Solution or MP 3: Implement Agreement phases. This strategy requires
measurable benefits. Outweighing islike an accounting ledger with credits and debits with the total sum
carrying the most weight.

Example

0

Olivia: Exactly, | do not want to wait ayear to get the savings.

Steven outweighs: The project exceeds your $50,000 budget. (It is a fact, and he hitsit head on)
. However, if | can help you demonstrate to corporate how waiting ayear delays saving $180,000
(lost opportunity costs or the costs of doing nothing) in operating expenses, will that bring about
an gpproval thisyear?



_ P

Revisng. Y ou offer anew cdl for actionin MP 3: Cement Solution because thefiltersin MP 2: Measure
Potentia were not fully qudified. Y our origina proposed solution does not address al the customers
goadsandfilters. Usethistactic asameans of last resort. Firt, return to MP 2 and try to establish new
godsor new atanment measurement filters before changing product selections.

Example

0

Olivia: Exactly, | do not want to wait ayear to redize the savings.

Steven revises. | suggest breaking this one mgjor project into smaler projectsimplemented over a
multiyear period.

Ask ayes/no question to verify that customers agree that you have remedied the hinge to their
satisfaction. Once you verified that you removed the hinge, reenter the Measurable Phases at the
immediate step beyond which the hinge stopped you.

Example

0

Verifying to customer: Do you think corporate would approve a project that saves $180,000 this
budget year athough it exceeds the $50,000 budget limit?

Cugtomer: Yes, | do. (Reenter sdle at MP 4: Implement Agreement.)




L et the Customer Go First

Handling hinges comes down to understanding how they affect the ability of customers or your products or services
to achievethear gods. Distipline yoursdf to keep from automatically trying to explain away the hinge asyour first
response. Instead, save that step until after you ask the customer to explain its details away with some version of
Safety Zone and How's Zat? Theimpact of these powerful toolsisimmediate and significant.




Overview of the General Stepsfor Handling Hinges

Anoverview of thefour stepsfor handling hingesis show in Exhibit 8-2.

DAMAGE REPORT

1. Pause and mplement Sance 15 Golden

2. Implement FPal from Salwday Mght Live and evaluate the impact of the hinge, Ask
yoursell, “Do | understand how the hings impacts their gaals, my MP saquenos,
product salsctions, o call for actions (MPG)T 1S & just a request for mone rformation ™

3. Formulste your charfying How's Zal? question to taie the namow focus of the hings o
ancompais the above

HOW'S ZATT

1. Ask clarifying questions concaming the hings's impact (How's Zal7?) withoul confiming &
regative. Sometimes, you equing bwe or Iines open-enced questions befons you can
warily CUSLOMArs’ TeEporEes

TARGET COMFIRMED
1, Weerify you urdarstamd (withaut agresng) how the customaer thinks the hings afecs has

o her goals or produc] selechons
2. Phrase clanfying quesiion so i relates fo the customer's goals {Safely Jane)

DOWMNPLAY

1. Handle the hinge by

{a) Explaining away the hinge. Provide addticnal informiation that might cause the customer
to remonve his or ber awn hinge

{b) Newtralizing the hinge by cuteeighing its apparent labilty and converting it ino new
benafits

{e) Favise a new call for action or product selscions

2. Verity that customers agrse you have ramadied the hings 1o their salisfaction

Exhibit 8-2: Overview of the four steps.

Case Study

John Peterss sales call with Brian Walters now encounters unexpected twists and hinges. These examples
demonstrate how to gpply the strategies and tactics for handling hinges inside the Measurable Phases.

Review thefollowing stepsfor active questioning to see how they are gpplied in the case study.

1.
Follow the Customers Lead. Rdatedl clarifying questionsto customers last responses on how their hinges
affect their godsand filters.
2.
Ask Specific but Open-Ended Questions. Do not use yes-or-no questions unless you need to verify apoint.
3.

No Loose Ends. Verify that agod or filter is measurable before pursuing another.




Don't Shoot Y ourself. Never confirm anegative statement.

Think Postively. Never make a negative assumption.

No Echoes. Rephrase the customers responses; do not repeat them verbatim.

Typel: Pulse Check No Interest in Any Goalsin MP 1 (L everaged)

John: Mr. Walters, we have helped some homeowners to reduce utility costs, sometimes by as much as onethird,
and other homeowners to increase hot water capacity by 50 percent. Are either of these areas of interest to you or
arethere any other ones more pertinent? (Uses spark interest statement to generate and verify interest.)

Brian: | am not interested at thistime. (Disregards spark interest statement.)

(See Exhibit 8-3.)
DAMAGE REPORT
#  Liss fve-second pause (Siance (s Golden)
& Evaluate sfoabon Rsnes he meos mone infematan. Jofn npeds i g ouf mone seecics o
oy i T L5 5 g & i gL for menr inremanhon (Paf o ShL)
#  Formuisie cleifeng question fe fnd cuf isormation thal 15 mose speofic. (How's Zat®)

HWOWS ZAT?

& Johm Wiy that M VWalers? [(Farsl clanfiing guasion |

o Beisn; I's ol irdenitodd Dciui | don'| e how you Gl G My Sy costl by one thed (Cause
of hirgmy Spavk indivisd liderin! 15 R 0 badie o et o Jodvd neads 1o clandy o frther o
undivigand DasE for fangs |

% Johe: Oh, whal do you mean’ { Seoond canfing queston )

o Brimn: Well, f jusl seams that poopie ning 10 Sell you Semething Thesn days ahvays make sxbaiant
clmima 10 st you. (B0 prowidies Speaiics of Ringy, P i Shagtica’ of cipims |

TARGET CONFIRMED v

& Johe; M Walters, you wanrd B maks surs you GBr oour on solid fects e makes your decmon, ight?
[ Wanfying question jo confrm wedarstanding |

o Brian: Yo, absckiedy!

+  Joha: M Winiens, | fully Bpeeeciats e Sspcmart ol Socsmisntalion S ksl propcions pliy in
Frtiling e confaings you red 10 ek 8 well-rfommsad detison. ' ke b0 sxplan how e e
ey inptand e [ Verifes a0 wodersancing of ihe finge Rephases ¥ in A poailive manne jo
BEevd A% M BasE e bhanokng & )

o BRIAN: | look forwand to hearng iU [Costomer's chalsnge |

..... - v

& Joki Me VWG, A Ao, | R I wor maki By Seihe Sinetgs cliie wilhid Belted
undamiarding pour hol watss raquinemants. That's why | Suggest thal we mest lor about twerty mrdes
b e | i ok ol maskon thoss daims, bt prove Themn o your salisfachon a3 wel. Bafore we maal
11 sabr o wriffisn o froem pecphs o pour ook whass houses e 8imiler 10 youn in age and
e Fat achwved M) percent srvrgs. Plaass (eol fres bo gres Them o call Car you see whens o
provenn and documeniod approach ensunes Hal our smangs projechions ane roalishic (Haodios e
finge by axplsiniog Me banefl of meshing fo qually fas parhouls: sfuation, provoes “Me” references,
woiles removal of inge, and ioes bo obfaan MO 1)

o Brianz Yos, | can Lot's gol sogathar on Tussday o look at my specifics. (Binga |

Exhibit 8-3: Pulse check scenario.

Typell: Iceberg Ahead Unfavorable Filter Surfacesin MP 2
(Natural)

Brian: | don't want to exceed my budget. (A vague response that needs clarifying.)



John: Mr. Walters, what price range have you set? (Clarifying question.)

Brian: | really don't want to exceed $500. (An unfavorable filter product lines start at $750.)

(See Exhibit 8-4.)

DAMAGE REPORT

*  LUise five-second pauss (Sikence is Goiden)

+ Evaluales caomment 8nd realizes be needs mome ifarmation to delemming how
fMaxibla the $500 Bgure is. Wheve doas the fgure come from, and is I a hinge? (Pal
fram SNL)

& Formuiate clarfying question to find out infarmation that is more specific. (How's

Zar?)

HOW's ZAT?

+ John: Mr. Walters, why did you choosa a $500 figure? (Clanfiang quastion to gal
specifics.)

o Brian: Well, it jus1 seems that whenever you diecuss 8 budget number, the final price
abways seams to come out higher. | figure it's bettar to stast out lower. Besides, my
friends told me | shoukd be able to get a semething good for less than $500, (Achsaily,
not bad fogic wiiess Brian & dealing with a profassonal, ke Jom, who helps
cusfamers exfablsh conditional commitments fo measure the value of punchases.)

+ John: You're nght; justfying a price on whather it meets a bidget doas everyona a
dssenvice becausa it ignores the real issue. Rlegardiess of what you spend, whether
it's 100 or 3500 like your fiends suggesbed, of Even a 51,000, il must mest the

conditions you sel. What conddions have you of your Iiends set to justify your
invastiment? {Acknowledges and verifas cuslomens ' commant. Alsg, uses secand

clardiing guestion i fing oul atsiment measunsmant )
o Brian: Make sure that whatever | purchase pays for iiself in at least three years-—-and
| can tell you right now, there's no way Il spend mare than $900, (Thae hinge mvohes
peiling spaciics abowd, afiainment measuremant, The berm ‘make sure” shill needs
clanfication.)

TARGET CONFIRMED

* John; Mr. Walbers if we could guarantes your savings would you feel configent
enough te go ahead with 17 (Lises a venfiing statement fo confirm an wndarstancing
of the hinge. Rapfvases f it 8 pasitive manner o handie & belfer; Safely Zone
strategy.)

2 Brian: Yeah, | would

DOWHNPLAY
*  John: QK Once we finish our survey and know the savings of a $olution pays for
ilsall in three years, we'll guaranies them. Does (hal Mmeset your neguiremen|s?

(Handlas the hinge by expiaining the benelifs of "no guaranteas withou! the facts
sunvay. " Varfies removal of hinge and Ines fo ablain MPC 2]
+ Brian: Absclutely. When can we amange a survey? (Bingo.)

Exhibit 8-4: Iceberg ahead scenario.

Typelll: Gutter Ball Unfulfilled Commitment in MP 3 (L ever aged)

John: Brian, can you see how the XL X 9000 meetsal your hotwater requirements of capacity and efficiency?In
addition, it saves you more than $800 over the next three years and exceeds your payback schedule with its $750
price. It dso includes afive-year warranty.

Brian: John, | don't see how the XL X 9000 meets al my requirements. (Unfulfilled conditional commitment.)

(See Exhibit 85.)



DAMAGE REPORT

*  Uise five-second pavse (Séence 15 Goiden.)

+  Evalusdes situsfion and reakzes he needs mors inflormabion. Jobn nesds fo fied ouf mone
specifics fo dedanming if if i& & hinge o & request far moare information. (Pad frovn SML)

+  Formale clavifang question fo fng ouf infarmabon et is mone specife. (How's Zat?)

| —

HOW'S ZAT?

+ John: Brian, what do you mean? rFﬁsr:fmm-rp quastan )

a2 Brian: Well, | don't see how you can rebeat my water faster and still use bess power,
(Cause of inge: e fechnical explanabion is not easy o comprahend. i did nod sxplain
how the fewiures produce e banedis of the goals in @ manner Bran scoapls.)

TARGET CONFIRMED .

+ John: Brian, | undenstand how thoss two benefits sesm mutually sxclusive. Let me provide
a cearer explanation of how the technological advantages of the XLx 9000 achieve them
QK7 (Lises @ venfying statement fo comfim an undarsianding of e hinge. Rephrases if in
a pasithve mannar fo serve a5 the basis far hangling # by taking responstiily for the need
far & hatiar gxplanadion. )

2 Brian: OF, i away. (Cuslomer's chalisnge. )

DOWNPLAY

= John: Tha M:.' issu® i Row Tt and insspentively you Real the wabar depends on how
much of the waler pegnr-augh the cods. The haat either iransfers 1o the water or pets
wasted. The more contact, the faster the heat transfer—and the less wasied enargy. Have |
enqplaingd it clearly so far where it make sense? (Simplifes fe explanation by breaking i
down irlp smaller components. Varfying understanding of sach ane bevore gaing o the
et canceal. Jahn alsge fakes respansbily for the axplenation, )

3 Brian: Yeah, sofar so good.

& John: Wel, tha XLX 5000 hat 60 percant mone coil swface than your edaling wabsr
haater, 8o it heats B0 parcant maone waler. kn sdditicn, bacauss W XILX 9000 coils & &
betber conduchor of heal than your curnnt waler haater, 28 percent mone beat actually
goes inio the waler. Otherwisa, ths heat ends up wastad as extunest heat 2o, Bran, can
you ses where the XLX S000 provides you with both faster and bess-cosSy heating?
(Simpifed axplanation and & venifying question io obiain MPC 3 )

2 Brian: Yas, hat makes & kol more sense. (Bingo. )

Exhibit 8-5: Guiter ball scenario.

TypelV: Rip-Off Views Price as Excessivein MP 4 (L everaged)

John: So, Brian, can you see how the XL X 9000 meetsall your hot-water requirements of capacity and efficiency?
In addition, it saves you more than $800 over the next three years and exceeds your payback schedule based on its
price of $750. It dso includes afive-year full warranty. (Rephrases to focus on the benefits, not the features.
John also makes price what it should be just another function of the requirements of the conditional

commitment and not a stand-alone issue.)

Brian: Yes, | can seewhereit can benefit my Situation, but the priceisalot higher than | thought it should be.

(Percelves price as excessive.)

(See Exhibit 8-6.)



DAMAGE REPORT

+  Lise fve-second pause (Slence [s Gokde )
+ Evaiates siyalion and reaiizes ha neads move informabion. John neads o nd ouf
move speciics o determing if it i5 @ hinge or a reques! far mone infprmadion (Pal fram
ShL)

Fevmulate clarfying quashion lo find out spacific information (How's Zal?)

HOW'S ZAT?
+ John: Why's that, Mr. WaBers? (Firs! clanifieng queshon using How's Zai?)

o Briam: The previous waler haater proposal | recened from your competilon was. only
500, 20 percent bess than yours. (Cause of hinge is companisan [0 8 compelior’s
price. Brian provides specifics abouf the hings. John needs na furthar clamfication. |

TARGET CONFIRMED

*  John: Mr, Waters, #'s often difficull to undarstand price diferences betwesn whal
appear bo be simidar products. | understand the importance of explaining how the
unigque benefits and Savings achieved by the XL 9000 mare han offset the $150 price
difference. Il point them out now, OK7? [Lises veniing statemant o confm an
undersianding of the hinge. Rephrages & in & posiive mannér o Senve as the basis for
hanmdling i)

2 Brian: I'm all ears. (Customer's chalenge. |

DOWHPLAY v

+ John: First. the XLX 9000 costs more to make. i uses a better conducior for its coils
and has B0 percent mane of them than any ofher product on the markel. These b
features enable you to cut your reheat tim in half, and your energy costs by a thed
giving you a three-year payback. Additonally, the tank cosls more because il is 50
percent larger than a standard tank, Again, with this feature you meet your requirement
of lhree people being able 1o Lake showens within one hour. Can you Now see why
thare is a price diference because of the superior consiruction gualties and technical
capabilties of the XLX 80007 In addbon. how you can easly costjustily them in your
siluation? (Handias ihe hinge by explaining how the cos! diferences ae a resull of the
Teatures fhat schievas his goals. Also, he cosi-fushifies e USng Measurabie vae o
gain & compatiive advantage. )

o Bran: Yes, | can Hera's my check. [The price afarence did nol waler down the value
of anything, ather than the competilors praposal )

Exhibit 8-6: Rip-off scenario.

How to Handle Type | : Pulse Check

Exhibit 8-7 and Exhibit 8-8 demongtrate how to handle the pulse check hinge.

Typel: Pulse Check

Synopsis. This hinge occurs when customers show no interest in the broad array of goals, benefits, or potentia
rewards you described in MP 1. Spark Interest. It isthe most difficult hinge to handle because it occurs so early.
Y ou do not have alot of information to clarify to determine your next step.

Category of Hinge: Leveraged

Surfaces. MP 1. Spark Interest

Re-enter Sale At : MP 1. Spark Interest

Result: Y ou cannot obtain MPC 1: Interest Confirmed.

Causes: Remedies:




Customers show no interest or cannot identify
with the goad's you suggested.

Customers do not fedl the expected benefitsare
worth the effort or are not aware your suggested
godsareachievable.

Customers are not a member of your targeted
market segment or you contacted wrong

position.

Suggest more goas from your Market Profile
shest.

Review accuracy of organizationd characteristics
and positions and how they should affect
potentia gods, adjust accordingly.

Review smilar market ssgment customersyou
do businesswith. Seeif your selected godsfit
them. If not, replace the ones you selected with
their gods.

Offer to end cdl, try again later, and start with
references.

Provide a specific product description, send a
sample, or make a demonstration.

Share references and success stories. If possible,
point out higher returns, consequences, or costs
of doing nothing in thelr current Situation.

Create anew Market Profile sheet to accurately
reflect thistype of customer. Review your
existing Market Profile sheet to seeif other
customers should be in this new segment.



A potential benefit statement ishard to relate to Check the Spark Interest steps againgt itsrules
or believe. to follow from Chapter 6. Also, review rulesof a
good explanation from Chapter 7.

Reconfirm vdidity of evidence of research or
references.

Provide a specific product description, send a
sample, or make a demongtration.

Unknown filters prevent interest & thistime, Follow up later date to seeif an interest exists at
that time.
Wrong contact level. Go one position higher with broader goals.

» Relax and pause.
= Evaluate why eusiomars shiw brmiled intenest and

= Clarify why thene is not an interest or wheve thane might
2 B SATONGET ONe.

TARGET CONFIRMED
- hﬂ“m“ﬁhﬂr“ﬂuﬂllﬁp—
withoul valaating the fnge. If necessary, phrase
mm-umnmmm

= Reclassify their market segment and suggest
goals that ans mones relevant. Reenter
» Provide tether vakdaton of claims or L
relerences thal e mone similas
= Try 1o determing if an unfavorable fifler sdsts Feo———————>—4
and alornatives of reisit at @ laber MP 1: Spark Interest
date.
= Vify remncrval of any detrimental impact and
oltaén MIPC: 1 balore proceeding io MP 2. WP 2 Measwno Potential
MP 3: Coment Solution
e —
A

Exhibit 8-7: Type| Pulse check. e



Exhibit 8-8: How to handle the pulse check hinge.

How to Handle Typell: Iceberg Ahead

Exhibit 8-9 and Exhibit 8-10 demonstrate how to handle the iceberg ahead hinge.

Typell: Iceberg Ahead

Synopsis: Thishinge occurs when customers disclose godls, filters, or conditional commitments that impede their
or your ability to achieve or satisfy them. In addition, this hinge occurs when price or delivery become customers
gods.

Category of Hinge: Natural or Leveraged

Surfaces: Usudly occursin MP 2: Measure Potential asanaturd hinge. It also arisesin MP 3: Cement Solution as
aleveraged hinge. Anytime ahingeisleveraged, it is much more difficult to handle.

Reenter Sale at: MP 2: Measure Potential or MP 3: Cement Solution

Result: Salesperson cannot obtain MPC 2: Potential Confirmed

Causes: Remedies:

Y ou did not ask about or obtain the specifics of
al thefiltersduring MP 2. Measure Potentid.

Y ou did not have a strong enough customer goa
commitment from MP 1. Spark Interest aganst
which to reference questions.

Y ou did not obtain ameasurable MPC 2:
Potential Confirmed.

Review and practice the use of effective
qudifying, darifying, and verifying questioning
kills(Chapter 5).

Better verification of stated goa during beginning
of MP 2: Measure Potentid . See Safety Zone

srategy from Chapter 5.

Make sure MPC 2: Potential Confirmed isnot
vague or too generd. It needsto be specific
enough to define value.




Customer did not feel comfortable enough to
disclose pecificfilters.

Customer did not know specifics of filters.

Filtersof funding or start or complete date
(i.e., price or delivery) become the stated goals.

Review principles of active questioningin
Chapter 5. Y ou need to reaffirm customer's
interest in achieving their goas or suggest
stronger ones.

Confirm customer isthe find decision maker by
vdidating hisor her ability to release funds and
establish or approve the attainment
measurements.

Ask customer how best to obtain unknown
specifics.

Provide asystem of evauation favorable to
measuring goal s that connect to your unique
srengths.

Determineif your unique strengths match up to
these two filters; if not, continue to the next

remedy.

Ask customer how these two filtersimpact any
of the other goal(s) from MP 1. Spark Interest,
and which one is more important; then try to
define and create val ue other than these two
filters.




A —
DAMAGE REPORT
» Relax and

paUse.
= Evaluabe how the fillers alect customen’ goals, your sales
strategy (natural), or any proposed products everaged).
» Fomulabe your clarifying quesson.

AESEss———
HOW'S ZAT?

= Clarify how customes feels filkers affect goals or your products.

e
TARGET CONFIRMED
= \arify you undarstand how customer thinks he or she

influsnces goals of your products. il necessary, phrase
clarifying queston 5o 1 relates 1o their goals (Safety Zona).

F______w g
DOWHPLAY

H m’k-t suggest how o change
- & [+ 8
Mnmmn
introduc new benefits.

= Ask or suggest if customer can alter goals
o sccommodale hinge and introduce new

Banefts.
= Ask or sugges! 1o cuslomer the besl way o

ot missing goals and fiters. Reanter at
= Werify final decision makes again.

wither MP 2
= Werify remaval of any detrimental impact of MP 3
and obtain MPC 2 before procseding to MP

AR
uvs'umﬂm MP 1: Spark Interest
= Try bo handis samé as abowe st
«  Determing if you can change product #
seloctions 1o accommaodate filters and MP 2: Moasunes Potential
ininpcucs M bamafts.
et
ﬁwwammh NP 3
N
MP 4: Implement
Exhibit 8-9: Typell lceberg ahead. M.

Exhibit 8-10: How to handle theiceberg ahead hinge.

How to Handle Typelll: Gutter Ball

Exhibit 8-11 and Exhibit 8-12 demongtrate how to handle the gutter bal hinge.

Typelll: Gutter Ball

Synopsis. Thishinge occurs when customers perceive your products as not fulfilling their goal's, measurable
benefits, or conditional commitments.

Category of Hinge: Leveraged

Surfaces: MP 3: Cement Solution

Reenter Sale at: MP 3;: Cement Solution

Result: You cannot obtain MPC 3: Solution Confirmed.

Causes: Remedies:;




Y our explanation does not adequately describe
how the features of the solution achieve the
benefits of the customer'sgoals.

The customer has doubts about whether your
products achieve hisor her goas.

Previoudy verified filters change unexpectedly
and adversely affect your products ability to
achieve cusomer'sgoas.

Review the concept of explaining in Chapter 7
with specid emphasison smplifying technica
solutions.

Have references from similar market ssgments
avalable

Be prepared to offer forms of assurance or
guarantees.

Be prepared to explain in detail direct or indirect
codt-judtification numbers.

Redefine vdue with adifferent SOE.

Reassess with customer whether gods are il
redigicin light of these new filters. If they il
are achievable, determine:

If you can offer any new product selectionsto
achievegods.

If you can modify the system of evauation to
produce additiona vaue from gods.

If itistimeto wak away because the new filters
restrict your ability to help the customer achieve
gods, acreate-and-wait strategy might be

appropriate.



A —
DAMAGE REPORT

= Relax and pause.
= Evaluate what you need 1o mnmmwum

»  Clarify why cusiomer feets you did not satisfy his or har
conditional comemitment.

A ———
TARGET CONFIRMED
» Varify you understand how customer feels it affects goals or

your products. If necessary, phrase clanifying question so it
relates to goals (Safely Zona).

DOWNPLAY
+ Pronade a bess techmical, simplified explanation
Fecus schely on satisfying the condiional
cOmmitmant.
= Offer additonal references, assuUrances
caculations, guaraness. or documerntation. Reenter at
« Ask or sugoes! if you can modify the conditional
commitment or SOE 10 accommadats your Phase
peoducts and introduce new benefits. A
= Ask or suggest how you can change your product f
selectons if necessany 10 satisly HE - Spsk it
= Verily remaoval of any detrimental impact and g
oblain MPC 3 before proceeding fo MP 4. "szﬂ"l‘f“'
A
MP 3 Cesmeent Sclution
il L
A
MP 4 Implemant
Agreanent

Exhibit 8-11: Typelll Guitter ball.

Exhibit 8-12: How to handle the gutter ball hinge.

How to Handle Type I V: Rip-Off

Exhibit 8-13 and Exhibit 8-14 demonstrate how to handle the ripoff hinge.

TypelV: Rip-Off

Synopsis: This hinge occurs when you disclose the price of your products. Customers consider your price
excessve dthough it meetstheir conditiona commitments. Three factors influence what customers expect the price
leve to be: (1) What they guessit costs to manufacture the product or provide the service multiplied by a
reasonable markup. (2) Thetotal value of the perceived and measurable benefits. (3) The price levels of what
customers consider similar products.

Category of Hinge: Leveraged

Surfaces. MP4: Implement Agreement

Reenter Sale at: MP 3. Cement Solution or MP 4. Implement Agreement

Result: Saesperson cannot obtain MPC 4: Agreement Confirmed




Causes:

The price of the proposed solution seems
excessive compared with their guesstimates of
costs.

Remedies:;

Be ready to explain costs customers do not
associate with the products. These areitems
such as specia manufacturing processes,

extensive testing procedures, trict tolerances,
expensve materids, included warranties, and the
likes

The price of the products seems excessive
compared to fair market value.

Beready to explain Sgnificant qudity differences
between your products and other "similar, but
definitely not the same"' competitors products.
Acknowledge that your unique strengths do add
costs to your productsin order to achieve the
customer's measurable goal s and benefits.

The price of the proposed products is marked
up beyond a reasonabl e expectation even when
accounting for al your investments.

Best of luck, our sincerest wishes, and let us
know how it worked out for you.

DAMAGE REPORT

= Relax and pause.

«  Evaluate what you need to know b0 undersland why
fhe customer feels there is somathing objectionable
about your pricing.

»  Fomulate your clarifying question,

AR F

HOW'S ZAT?
= Clarify why the customer thinks the price is too high.

TARGET CONFIRMED

= \arify that you understand how the customer feals
the pricing affects your proposed solution.
necessary, phrase clanfying question so il relates o

goals (Salefy Zone),
F ] a—
A
DOWNPLAY

= Explain hidden costs they can easity
accepl.
= Explain the significant guality and
feature differences batween your
product and those of competions. -
Redate therm back 1o he customens Résiber
goals and benefils, atMP 4
= Supgges! scaled-down products A
gimilar in quality and price io a MP 1: Spark Interest
competites's. Try o cosl-justify the — —

quality and feature differences.
= Verity ramoval of any delrimental MP 2: Measure
iimpmct and try bo oblain MPC 4 Potential
again, ] —
- o4
MP 3: Cement Solution

n:

Exhibit 8-13: TypelV Rip-off.



Exhibit 8-14: How to handle the rip-off hinge.



Summary

Hinges prevent you from conducting the Measurable Phasesin their proper order or cregte an inability to
obtain a Measurable Phase Change and its respective callsfor action.

Hingesfdl into the categories of naturd, leveraged, or hidden.

Natural hinges occur during MP 2: Measure Potentid . Customers do not view them as negatives because
they are aresponse to your questions, not your actions or comments. They occur before you mention specific
products.

Leveraged hinges are adverse reactions from customers to your comments or callsfor action. Customers
leverage them againgt specific products.

Hidden hinges are concerns customers are reluctant to disclose; they might have negative implicationsfor the
customer or for your company becauise:

o
The contact cannot make or is not involved with the decision.
The contact cannot obtain the funding for the project.
The contact committed to a solution from another company.
The contact does not fedl your product selections are justifiable or beneficid.

Customers use smokescreens to protect hidden hinges from disclosure.

Y ou encourage customersto disclose information, regardless of itsimpact on your business potentid, by



referencing your questionsto their goas. There are four types of hinges:

o
Type: Pulse check (Natural MP 1: Spark Interest)
0
Typell: Iceberg Ahead (Leveraged or Natural MP 2: Measure Potential or MP 3: Cement Solution)
o
Typelll: Gutter Bal (Leveraged MP 3: Cement Solution)
0

TypelV: Rip-off (Leveraged MP 4: Implement Agreement)

Usethe How's Zat? to make measurable the effects of hinges. Start your initial responsesto every hinge with
some version of How's Zat?

How's Zat? tactics arel

(0]

Silence s Golden. Givesyou timeto collect your thoughts.

Pat from SNL. Arethey hingesor requests for moreinformation?

Lose the Battle, Win the War. Acknowledge legitimacy and outweigh.

You Can't Do Both. Customers choose between filters or goals.

Thefour basic sepsin handling hinges:

1.

Damage report

How's Zat?



Target confirmed

Downplay

Strategiesfor removing hinges

(0]

Explaining. Provide additiona information or clarification to "explain away" customers misconceptions.

Outweighing. Show how the overdll benefits of achieving their goals still more than offsets existing
lighilitiesthey mentioned.

Revisng. Means of last resort; change your product selections.



Chapter 9: Using M easureM ax
Your Way

Overviaw

It istimeto make your investment in MeasureMax pay off. It istime to benefit from building a sales foundation where
you make sales successes direct results of your planning. In this chapter, you unleash the power of measurability to
your products, customers, and sales opportunities on an everyday basis by understanding:

How to get out of the numbers game
How to use the five steps to set MeasureMax in motion
How to set measurable sales god s to gauge your potentia and progress

How to use persona benchmarks to enhance performance not judge it

How to make your output from using salestools greater than your input



Get Out of the Numbers Game

Traditiona selling methods teach you that salesis anumbers game. Takeits 80/20 rule that proclaims 80 percent of
your sales come from just 20 percent of your customers. In other words, 80 percent of your customers give you only
20 percent of your business. Figuring out which customersfal into the 20 percent category can waste alot of time.

Customers have their 80/20 rule, too. Only one out of every five s espeople who contact them has something of
interest. Now you know why when you cal they might seem skeptica or reluctant to meet. The numbers are against
you. Therefore, you overcompensate by making more saescalls.

Y et, when you increase the quantity of your sales cals, often the quality suffers. Y ou become less choosy about
whom you contact. Y ou figure that with enough sdles cdls, you are bound to stumble upon opportunities. It becomes
easy to take paths of |east resistance and pursue sales opportunities that show minima interest.

Granted, even with 80 percent of customers being nonproductive, more sales calls mean more orders. "Make more
saescals' becomesyour (or your sales manager's) battle cry. Let the cal reportsfly. A sales manager once
captured the essence of this sales strategy when he said, "Even ablind squirrdl gathers some nuts.” Twenty years
later, no oneissureif he was commending tenacity, criticizing inefficiency, or just making an astute observation.

Although 80/20 makes sense from avolume standpoint, it does not from a productivity standpoint. Making
hit-or-miss sdes cals does not place apremium on efficiency. Y ou want to lower the number of sdescdlsit takesto
get an order, not raiseit. Therefore, the key isto increase the quality of your sales calls, aswell asthe quantity.

However, two fundamenta questions loom:
1.

How do you apply MeasureMax to positive cusomers who are comfortable with your existing sales
approach?

How do you apply MeasureMax to neutral or negative prospects who are accustomed to product pitches on
thefirg sdescal? The answersliein how much salling effort you invest in account management and market
development.



Account M anagement

In account management, you protect and grow your base of positive customers (see Chapter 4). Y ou count on their
untapped opportunities to grow your sales production at afaster rate than their market segments (or, at least, your
sdles quotas) grow. Y ou concentrate on ensuring that their gods, filters, and systems of evauations ill favor your

company.

Y ou want to be at the joint planning level (where you progress from vendor to supplier to partner) and help
customers set and achieve their long-term goals. Y our sphere of influence should be at the C and D levels. Jm
Bujold, of Johnson Controls, succinctly described account management as helping customers forget how to achieve
their goalswithout you.

Positive customers become comfortable doing business with you a certain way. A way that might not have anything
to do with making gods, benefits, filters, and systems of evaluation measurable. For example, acustomer is
accustomed to your responding to their requests for making product presentations or proposals. The customer might
find it unusua that after al these years you now seek to find out their gods. Y &, the pitfals of not making your
professiona bonds with organi zations as strong as your persona bonds with contacts are well documented. So, how
do you change established precedents for conducting business to benefit both you and your customers?

First, ensure that you honor the most important rule of customer etiquette: Fulfill customers expectations of the
purpose of the sdes call before trying to fulfill yours. If customers expect to discuss specific products and prices,
eliquette requires you to comply. Unfortunately, this compliance might diminish your ability to sl vaue. Therefore,
change their expectations. Make the purpose of the meeting relate to the Measurable Phases (MPs). For instance,
before you start MP 2: Measure Potentid, customers should agree the purpose of ameeting isto gather specifics of
their goasand filters.

Introduce positive customers to MeasureMax concepts by encouraging them to think about their goas
chronologicaly. Thisthought processisanatura and comfortable way for customersto discusstheir goas, the first
step in MP 1: Spark Interest. Y our questions take them from their past goasto current ones to future ones. In other
words, you begin with the known goas of yesterday and today, and then work your way to their speculative goals of
tomorrow. Let their thought process evolve logicaly. Build on their and your accomplishments. Ask them how you
can continue to help them in their endeavors as you uncover the specifics of their goas or the filters affecting them
during MP 2: Measure Potentid.

Examr e

Steven: Olivia, how do you fed your goas changed from ayear ago to now?

Olivia: Steven, riability was our mgor concern, but now it isto reduce operating costs.



Steven: Why isthat?

Olivia: A corporate edict states that we have to cut expenses by 8 percent.

Steven continues by focusing on how Oliviathinks his company can help her cut operating costs by 8
percent. In addition, he seeks answers to making her goals measurable. (What do operating costs entail ?
How much does 8 percent equa?) He gathers specifics by referencing the filtersto her goas. Her answers
determine his next questions per Chapter 5 strategies and tactics.

Making positive customers gods and filters measurable builds stronger professonad and persond relationships and
price and delivery-resistant barriers to competition. Customers can look back on any sale they completed with you
and measure how your solutions met or exceeded their goals. Y our last sdeisareferencefor the next one, even if
your contacts or gponsors change. Y ou dways can point to your documented performance. Remember, you want to
be a business partner who helps customers to achieve long-terms godss, not a product vendor who satisfies random
short-term needs.



Market Development

In market development, your sales responsibility isto turn neutral or negative customersinto positive ones. If you are
anew sdeshire, you adso inherit existing customers from senior salespeople who find them nonproductive (meaning
dead ends). Inherit isprobably the correct word because you seek to receive benefits from someone considered
"dead" by others.

Y ou gpply the goal's, measurable benefits, and systems of evaluations from your past successesin their market
segmentsto them. Market development isideal for MeasureMax because you:

Sart with a blank date. Unlike account devel opment, no established method of conducting business exists
(or very limited oneswith your inherited customers) that might interfere with using MeasureMax.

Help customers make value measurable. Y ou focus on goals, not products, to set you apart from
competitors.

Use Spark Interest Satements, which highlight customers' goals in specific market segments, as
excellent icebreakers. They iminate the usua randomness of initia contacts and the risks of pulse check
hinges. Y ou generate interest on the first call as a customer advocate, not a product one,

S| top down. Again, unlike account devel opment, you have no established pecking order. Y ou can start
higher with decision makers more receptive to change.

Avoid the constant and sometimes irresistible urge of the negative sell in which you start explaining
why your products are better than those of competitors. Do not force customersto defend their existing
suppliers and decisions to use them. Eliminate these sles traps by keeping a positive emphasis on the
customers goas and how you help achieve them.

Thefollowing sdestools set MeasureMax into motion so that the quality and productivity of your sdlling effortsand
the resultsin both account management and market development soar.

Note
To spare you the effort of looking up
the various sdestoolsin their
respective chapters, asampleis
provided for each one.



Create Product Profile Sheets

Create one Product Profile sheet for each of your products or services asinstructed in Chapter 2. To smplify metters

if you have numerous ones, just do your top five with their top three features (or, at least, al their unique strengths).

Then, do onefor your key competitors, but list only their unique strengths. Make a separate profile for your company

srengths. Trest them as universal featuresthat might fit on every sales opportunity.

Use a pay-as-you-go strategy; create anew profile when the customers goals and filtersfrom MP 2: Measure
Potentia dictate. (Go to the www.measuremax.com Web site to download the Microsoft Word templates for these
tools.) Samples of Product Profile sheets are shown in Exhibit 9-1 and Exhibit 9-2 on the following pages.

Product Profile
Product: Predicto Services
Features Bendfits Vdue Focus Unique Sirengths  |Value Rating
(Adjective/Noun, (Verb/Noun, (MV or (PV) (Internd; Externd (Y Or N) (Lorb)
Specific Time or Money; ; Bath)
Characterigtic, 2 |3to 5 Words)
to 3Words)
Vaiancederts  |Prevents Measurablevalue Both. Itensures | Yes 5
(on-site monitors) |unscheduled (cdculatethe uninterrupted
breakdowns costs of shipmentsto their
downtime) customers (E)
and saves money
fromlogt
production (1).

Analogy for Variance Alerts: It islike the low-fuel warning in your car. Y ou look for a gas station before your

tank hitsempty.

Exhibit 9-1: Product profile sheet.

Competitor Product Profile

Our Product: Predicto Services

Competitor Name: PricePoint Services

List Price$: (if known)
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Product Name: Early Alarm Network

Features Bendfits Vdue

(Spedific (Timeor Money; (MV or PV)

Characteridtic; Verb/Noun)

Adjective/Noun)

Trends Tracker | Prevents Measurable vaue

(remote unscheduled (cdculatethe

monitoring) breakdowns costs of
downtime)

Exhibit 9-2: Competitor's product profile sheet.

GrossMargins%: (if known)

Focus Unique Value Rating
StrengthsOnly | Of 5
(Internd ; Externd

; Both)

Both. Itensures  |Yes 5
uninterrupted

shipmentsto their

customers (E)

and saves money

fromlogt

production (1).

Develop Your Market Profile Sheets

Create one Market Profile sheet for each of your individual market ssgments asinstructed in Chapter 3. If you have
nuMerous segments, just do your top five. Use a pay-as-you-go strategy with these profilesaswell. Create them as

you need them and before you do MP 1: Spark Interest.

This sheet builds on the Product Profile sheets, so only thefirst four rows have new information. A sample of a

Market Profile sheet isshown in Exhibit 9-3.

-

Market Profile
Customer Name: Positron Profit Levels:
30%
Market Segment: Economic Annual Sales
Globa computer Sengtivity: Cydicd |$: 3Billion

manufacturers



Organizaiond Characteridtics. 7/24
operations, high-dollar downtime, critical
manufacturing tolerances, on-time
ddiveriesand inventory levelscriticd,
sengtive to competitors, receptive to
state-of -the-art technol ogies, revenues of
$3 hillion, 20,000 employees

Pogtion: VP of Operations

Contact Name: OliviaOntime

Previous Success Stories. Advanced
Computer Co., Star Computers, PC
Power Ltd., and Computer Giant Inc

General Goal Typical Goals
Category (broad  |(more specific by
groupings) position)
Operations Reduce downtime
Top Two Competitors

# Of
Employees:
20,000

Annual
Growth Rate:
28%

Current Use of
Smilar
Productsor
Servicesin $:
2million

Potential Use
of Similar
Productsor
ServicesIn $:
3million

Benefits of
Achieving
Goals (intime
or money terms;
in parenthes's,
insertan"|" for
interna benefits,
an"E" for
external ones,
anda"B" for
both)

Prevent
production
stoppages (B)
and lost
revenues (1)

Competitor
Product

gems of
Evdudion

(cdculations

usedto
determineif god
isachieved)

Predicto
Sarvices

Hours of
downtime

Competitive
Unique
Strengths

Products

Feature
Rating and
Their Benefits
(insert avaue
rating of 1 for
regular feature
or 5for unique

grength)

Vaiance Alerts
prevents
unscheduled
breakdowns (5)



Ealy Waning  Trends
PricePoint Services Network Tracker's

remote
.t 9-3: Market profile sheet.

monitoring
Use Quick-Entry Sales Management Sheets

No onelikesto do paperwork unlessit isworth the return. Y ou are motivated to fill out tax formsif you are getting a
refund. Quick-Entry Sales Management (Q) sheetswork the sameway. Again, if you think of selling methods as diet
plans, Qs are the scales you get on to see how they are working. With Qs, you know you are using the same scale
every timeto see how well you are doing.

Use them to measure, manage, and maximize your saes effortsin black and white, no gray areas alowed. Either you
know the specifics of customers gods, filters, benefits, systems of evauations, conditional commitments and how
your solutions match up to them or you do not.

Use the two-page Qs for thefirst two phases MP 1: Spark Interest and MP 2: Measure Potentia. Think of them as
loose-leaf paper with columns and rowsyoufill in. (A Microsoft Word template for thistool is aso found on the
www.measuremax.com Web site so you can fine-tune them to your sdlling Stuations.)

A Q shest takes about ten minutes to complete before you use it, and about ten minutesto fill out after you leave your
meeting with the customer. This twenty-minute investment changes the 80/20 rule to the 80/80 law. With measurable
information, you can make 80 percent of filled-out Qs generate proposals that produce 80 percent of your sales. Itis
not 100/100 because 20 percent of your sdes gtill come from commodity-driven customers who equate low price
with high-vaue regardless of your efforts.

Use Qsto record and coordinate your sales activities by market segments, goals, projects, and by contact levels (one
Q sheet per decison maker on the same sae).

Step by Step

Qs dso guide you through MP 1 and MP 2 by reminding you to get the necessary specifics and their Measurable
Phase Changes. Fill in dl the information you know before the initia Spark Interest phone call. Leave blank what you
need to find out for MP 2: Measure Potential. Once you complete MP 1 and MP 2, you enter in the missing
information. Y ou then review your sheetsto reflect what you need to achieve during MP 3: Cement Solution and MP
4: Implement Agreement.

Typically, you see patterns emerge when you use Qs as self-management tools. Y ou usudly are congstent in what
information you make measurable and what you do not. Review whether you are asking the right questionsto find
them out. If you are asking the right questions, but still are not getting specifics, review your wording and reread
Chapter 5. In addition, consider reviewing your Qs at your sales meeting to solicit group input and help. These
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reviewswill help everyoneimprove his or her command of the process.

Onjoint sdescdls, tdl your manager and/or fellow salesperson what you want him to observe that you think you do
well onasdescdl (i.e, link customers measurable answersto the next filter that needs details). Also ask him to
observe aspecific sdesskill (i.e., suggesting SOEsiif the customer doesn't know any to measure the value of
achieving hisgoals) that you think you can do better. When you prompt someone on what to observe on asdescal
beforehand, everyone's sdlesincrease. Like customers, salespeople aso win when you manage their expectations.

Findly, Qs aso capture the reasons (gods, benefits, filters, SOEs, and conditional commitments) why you won or
lost the sdle. Use thishistorical information to concentrate on customers goas and keep yoursdlf razor sharp.
Granted, you must fill in the data, but the more you do, the more va uable the information becomesfor you. Keep
thinking loose-leaf pad with rows and columns versus scattered notes.

Team Effort

Qs help coordinate your team-sdlling effort. Few things areworsein ajoint sales effort than two or more salespeople
working at different contact levels and not sharing acommon language or system for eva uating their progress. Y ou
use Qs to diminate this concern. The Qs display information by salesperson and contact levels. Everyonein ateam
sl isaware of which MP each sdlesperson isin. Everyone views the most current information of the different

sal espeople working on the same sales opportunity. Y ou can make strategic decisions on how each salesperson
should conduct the next MP.

In addition, Qs help you to track the different contacts when you are working with multiple decison makerson a
sales opportunity. Y ou view the gods and filters columns for each contact level in asdes opportunity. Compare the
information from gatekeepers, advocates, and final-decision makersfor consstency (or lack thereof). Use any
discrepanciesto guide the different contactsinvolved on what goals and filters need clarification.

For the front page of the Steven Smartsall sample Q shest, see Exhibit 9-4 on a preceding spread.

Saled bansgerrant 5 el

.. O won 100 Loss |B In-Progress | 1 Poaitive B Mwuiral = _Regaiive
| Drganization Kams: Positren | Contact HamePhans 8: [ Peaition:
| | i Oetima, 456-508-3458 | VP of manufachs
Confimed Goaka: Measurable of Pencerosd Byutern of Ev ﬂ.m
| Bansfite with Doller Valsss: | |
1. eduds oo Frivearl B Niours of Sowisimg Dol far chiraeratarog (560 000
J""ﬂ IS 5-“;':' {':" P M)

_ Wagarren Lol 18 'mllrl.!?'ll]ﬂ"}:lu'_,lmﬂtu culzul o downtions besl yoir

B l:-rnn:s.n wbzn: I taeD peopie bor bwn S Mwmlymwmmhﬂm{lwpem Cr.:uu-m
$360,00 3 yuar

B Ful e Plans: inatal fedundant aquepment Bl wal oot 3800, 000

B .ll'l:lm lh-h ﬂ.'puvﬂ-m gl for 3300 000 Solich competithe prédentaticns frios Fastahis Tech -«mgfw

B Bechlon-Makars: | ¥ Hame and Poaltian & Bowvay {1-3
Gatshsepar. Technical, Opsmional. or Financial | Dinect Suparvises: onakd Reuten. CEO | 2
Adwociee Tectrical Opetiponal, o Finecid [y p oy e now B
c_'F_'I:I_J"_Te:'m Cpestonal, o Finsncial jﬂl{ip&ﬁ"- i e ].:'
Bl Budget Date: B Decision Dabe: E Start Dabe: 5 Complete Date:
Ociober 18 | Aagust 1 | Movesibes 1 o sooner | Finish by 47 quarer |
B Funding:

Ciperating Hudgrlis:- V'l be funded out of capial irvestments
Capital vwrstment (5 51,080,000

B Past Heys:

Suzcatien Erginesnng itudy of opsasond nd docurminlig Ructaibin with ComEanbi. in thisr induliry
Flunes: Dederl Pesl Sroculs Bnd S6rnces Wikl wirk i D Sluslbon

H Ansinmen Maasuremant: redors oosis of 580 000 per AowTtime hour b n0 Mmoo than fifs houn antualy

seee $330.000, begn i Movenber and Posh by December. not enoeed 31,000,000 budget. gt ol ket 8 Free-
AT PAYDACK, AN By Rduton sl it [ el DB IS

CREY € e % Bl of her condilicnal cormmilment
|C)_WOD pwley noki}: — -
THieen: | A1 feed 1 T tul whit rourt g suunon ANt wid i S0 e e windd (et ereshed fed wha windd
ke TWsm Bppiowe T P 'DH"I'!O.\I n‘\-u:-d-r\-ﬂ:l wili's Wl PepOn] is w1 Foie P O 57wl plary

Exhibit 9-4: Front page of Q sheet.




For the back page of the Steven Smartsell sample Q shest, see Exhibit 9-5 on a preceding spread.

Sales Efforts by Measurable Phases

MF 1: Spark Interest

MP 1: Dates: MP 1: Notes:
2/20 Spoke briefly about experience in computer industry
2426 Expressed interest in reducing downtime, meet next Tuesday, focus on similar
companies
MPC 1: Interest Confirmed Date: 2/25 Total MP 1 Sales Calls: 0 (phone
calls do not count; only in-person
sales calls

Bl cCall for Action: Meet next Tuesday to discuss what “reduce down time” means
MFP 2: Measure Potantial

MP 2: Dates: MP 2 Notes:

S _Great meeting. need to guarantee results

2 Met again to nall down budget and dates

El MPC 2: Potential Confirmed Date: 3123 | Total MP 2 Sales Calls: 2

Bl Call for Action: Customer demonstration at similar company

I MP 3: Cement Solution

MP 3: Dates: MP 3 Notes:
| 319 Reviewing O sheet with sales team and marketing to pick highest-value
solutions; e-mailed scope of work to Olivia

| 9 MPC 3: Solution Confirmed | Date: Total MP 3 Sales Calls:
3 call for Action:

| MP 4: Implement Agreement
MP 4: Dates.: MP 4 Notes:

| MPC 4: Agreement Confirmed | Date: Total MP 4 Sales Calls:
=] GCall for Action:

Quote Date: Quote #:
Close Date: Purchase Order #:
Winning Supplier: Dollar Amount: $

Exhibit 9-5: Back page of Q sheet.

Connect the Value Sheet

Y ou usethissalestool during MP 3: Cement Solution. Y ou take the information you gathered on your Q sheetsto
build the customers solutions from their goals down, not from your products features up. Y ou follow the MP 3 steps
asingructed in Chapter 7. The downloadable, eectronic template for this sheet isfound on www.messuremax.com.
(See Exhibit 9-6.)

Connecting Vaue Sheet
Customer: Positron Contact: OliviaOntime
Specific Measurable Sysemsof  Solutions Features Value & U.S. & Value
Goals Benefits Evdudion Focus Rating
(Internd,
Externd, or

Both)
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Reduce Prevent Hours of Predicto Vaiance Perceived Yes/5

downtime production downtime Sarvices Alertsprevent  Vdue. Both.
stoppages unscheduled  |Ensures
from 18 hours breakdowns  uninterrupted
annudly to 9, shipmentsto
which generate their cusomers
savingsof (E) and saves
$360,000 them money
annudly fromlogt
production (1).
Predicto Tolerance Sameasabove Yes/5
Sarvices Checks
prevent
unscheduled
breakdowns
Improve Increase Unitsper hour |ProdoGain 200-nit Messurable  |No/1
capacity production by capacity vadueand
15% interndl

Conditionad Commitment: Reduce the costs of $40,000 per downtime hour (SOE) to no more than nine hours
annualy (god), save $360,000 (measurable benefit), begin in November and finish by December (start and
completion dates), not exceed $1,080,000 budget (funding), get at least athree-year payback (SOE).

Do Proposed Solutions Satisfy 1t?
0 Yes

0 No.Why Not?

Exhibit 9-6: Connecting vaue sheet.

Takethe Pulled-Through Test

Thissdestool alowsyou perform asmple test on whether customers are pulling your proposals through the sales
process or whether you are pushing them through. Asdiscussed in Chapter 1, you want customersto be at least as
motivated as you are about achieving their gods. Otherwise, value and productivity suffer. Like the other sdestools,
the Microsoft Word template can be found on the www.measuremax.com Web site. (See Exhibit 9-7.)

Does Your Proposal Passthe Pulled-Through Test?

Sales Opportunity Name: Central Plant Upgrade
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Contact Name: OliviaOntime

Pogtion: VP of manufacturing

Date Customer Received Proposal: 4/10

Date of Last Customer Contact: 4/17

" Pushed-Through”

(Salesper son-Gener ated)

MPC 1: Interest
Confirmed obtained

Godsandfilters are not
measurable or specific

No verifications of
Measurable Phase Changes

No conditiond commitment
or attainment measurement
exigs

Uncertainty over what
prompted the proposal

Proposa containslimited
customer'sinput

M Ps not conducted in
proper sequence

Salesperson avoids or
supplies own numbersfor
cod judtifications

" Pulled-Through"

MPC 2: Potential
Confirmed obtained

(Customer s-Gener ated/M easur emax)

b

Godsandfiltersare
measurable or specific

Veifications of Measurable
Phase Changes

Conditional commitment or
atanment measurements
exigs

Proposal generated at
customers request using
well-defined goals

Proposal uses customer's
input tofill out Q sheet

M Ps conducted in proper
seguence

Customer suppliesthe
meansfor direct or indirect
codt judtification



q Proposa consderedasa  |p Proposal used to formalize

means to flush out concerns agreed upon MPCs
or undisclosed godsand
filters
q Claification cdlsto b Numerous clarification cals
customers before making and the customers
presentations are nonexistent understand the reasons for
them.
q Unclear timeframefor b Weéll-defined time framefor
dating dating
q Uncertainty over chancesof p Proposa statusiswell
success known
q Proposal focuseson b Proposal focuseson
numerous product features customers agreed-upon
without connecting to goals and measurable
specific customers goals benefits, and demonstrates
and measurable benefits connections between them
and products features
Total Check Marks: 0 Total Check Marks: 13
0 Pushed-Through 0 Pulled-Through

Exhibit 9-7: Passing the pulled-through test.



Sales Consistency and Time M anagement

The amount of time (in-person saes calls) you spend in each Measurable Phase (MP) has abig impact on your ses
congstency. In-person sales calls are your currency. Y ou only have so many you can invest, and each one must
provide areturn to warrant further oneswith the same customers. Making in-person sdlescdlsisaso like farming.

Y ou have three stages, and you want to strike the right bal ance between them to ensure astrong harvest. They areas
follows

1.

Panting Seeds. This stage consists of MP 1: Spark Interest and MP 2: Measure Potentia. You try to
generate new sales opportunities and determine what it will take for them to grow (be worthwhile to plant).

Watering Crops. This stage consists of MP 3: Cement Solution. Y ou demonstrate how your watering
(solutions) makestheir yied (measurable benefits) bountiful.

Harvesting Crops. This stage consists of MP 4: Implement Agreement. Y ou are ready to bring the crop to
market (purchase orders).

Theright balance ensures that your saes performance does not encounter droughts. For instance, assume that you
bat 50 percent. Half of your MP 1 telephone sales cals make it to MP 2 in-person sales cdls, and half of those make
itto MP 3, and, then half of those make it to MP 4. Y our mix for consistency requires eight times as many of your
sdescalstobein MP 1 thanin MP 4. (See Exhibit 9-8.)

. Panting Seeds Watering Harvesting

Phase MP 1 (via MP2 MP3 MP4 Totd
telephone)

Number of 8 phonecdls 4descdls 2sdescdls lsdescdl 7sdescals

in-person sales

cdls

Approximate % 57% 28% 15% 100%

in each phase

.t 9-8: Theright balancefor sdescals.

It iseasy to understand why you want to manage your sdlling effortsin ameasurable manner. Y ou can manage your



sdes activities by recording how many open sales opportunitiesfal into these groupings. The productivity equation
later in this chapter takes into account the varying salesfactors that determine your optimal balance.

Note

Using a Monthly Sales Call Planner

Customersaso st limitson the
numbers of sdes calsthey will spend
with a salesperson before they must
know the price of your products or the
measurable benefits of their gods.
Which one do you want to happen first?

To help you plan and manage your sdlling activities, use amonthly salescal planner. It motivates you to think about
where you want to invest your limited sales resources your in-person sales cals. You usethis sdestool (see Exhibit
9-9) to plan your saes calls one month in advance. (Thistool can be found as an Excel spreadshest at

WWW.measuremax.com.)
Opportunity
Account Name
Advanced West End
Computer fadlities
Company upgrade
Advanced West End
Computer fadlities
Company upgrade
Advanced Martinville
Computer mantenance
Company agreement
Centra Plant
Pogitron upgrade
Centrd Plant
Poditron upgrade
Star
Computers Unknown

Contact
Name

Tom James

Becky Barr

William
Thomas

OliviaOntime

ReutersRon

Gary Bryant

Postion
director of

enginesring

CEO

plant
upervisor

VP of

manufacturing

CEO

VP of
enginegring

Planned,

I n-Person Current

CallsMonth |Actual Phase
2 3 MP 2
2 1 MP2
1 1 MP 2
3 2 MP3
2 1 MP3
1 0 MP1


http://www.measuremax.com

Star
Computers Unknown Deborah Dietz |CFO

Additionto
888 Market
PC Power Ltd. Stregt Arthur Sein  |plant manager
Total 14
Planned
Calls.
Nonscheduled
, Reactive
Calls. 8
Total
Monthly
Calls. 22

Exhibit 9-9: Example of amonthly sdescall planner.

MP 1

MP4

Y ou decide how many sales calls you need to make to practice account or opportunity management effectively. No
magic number exists other than what you think you require to be successful. Y ou are not scheduling specific datesto
visit, but rather pecific numbers of planned sales cdls. Y ou can aso use the monthly sdes call planner to solicit
advice from your peers or sles management team, but before your month begins, not after. Another benefit of the

planner isthat it lets you evauate how well you know who the different players are and their rolein the

decison-making process.

A monthly sdescdl planner should have the following format:

Account. The name of the account you are seeing that month.

Opportunity Name. The name of the opportunity.

Contact. The name of the person you plan on seeing. List al the decision makers you think are in important
in that account, regardless of whether you plan on seeing him. Y ou can then reuse your monthly sales planner

by saving it asthe next month's planner and updating it.

Pogtion. Thetitle of the contact.



Planned, In-Person Sales CallgMonth. Sdf-explanatory.

Actual. The number of sdescalsyou actualy made.

Current Phase. In which Measurable Phase did you make the sales call?

Total Planned Calls. Sdf-explanatory.

Nonscheduled Reactive Calls. The number of sales callsyou make on areactive basisrather thanon a
planned one. Try to make sure your reactive cals (such as customer requests, unexpected bids or
opportunities that surface, and customer problemsthat arise) are lessthan athird of your total sdescals. It's
difficult to react your way to sales superstar satus.

Total Monthly Calls. Sdf-explanatory.

Note
If you do not use customer relationship
management (CRM) software to
record your selling activities or aday
timer, then use scheduling software
programs such as Lotus Notes or
Out-look to record in their calendars
where you made in-person, salescalls.
Compare the number from your
cdendar to your monthly sdlescal
planner to evauate your performance.

Set Limitson Sales Callsto I ncrease Productivity

Ancther way to improve productivity isto limit the number of salescallsin each of the MPs. Inagiven sales
opportunity, decide how many calsyou are willing to invest without obtaining an MPC in each sdlling phase. When
you reach acertain limit, itistimeto cal it quits. Otherwise, hope springs eternal dong with wasted efforts.

Setting limits provides an objective and measurable mechanism to motivate you to identify and handle potentiad hinges
or smokescreens. Limits also trigger create-and-wait (Chapter 4) responses sooner so you pursue more productive
and high-return opportunities. Asdiscussed, if you end the sales process at thistime, let the customers know why.
Also, if possible, explain to them that if certain gods or filters change you can provide them with more benefitsand
vauethan they currently receive. Q sheets chart the number of sales calls you make in each MP. (See Exhibit 9-10.)



Compete Against Yourself and You Always Win

MP 1: Spark Inierest MP 3: Coment MP 4: Implemem
& MP 2 Measure Potential Salution Agreament

Establish a Personal Baseline That Limits Your In-Persomn
Sales Calls for Each Phase--and Froductivity Will Boom!

Exhibit 9-10: Setting limitsto improve productivity.

Use a Quote Inventory to I ncrease Productivity

A quoteinventory iseasy to create. The quote inventory encompasses the law of diminishing returns. Every MP 3:
Cement Solution quote (proposal) you add over a certain number of outstanding ones, the harder it becomesfor you
to handle them proficiently. Therefore, set a maximum number on your MP 3: Cement Solution quotes. Typicaly,
salespeople can effectively manage between eight and fifteen quotes. Do not count proposals made outside of the
MeasureMax process (public bids) in your numbers, just the MP 3 onesthat occur within it. Y ou know public bid
outcomes most often depend on low priceto winthe sde.

When you exceed thislimit, take one quote out of inventory and insert it in an inactivefile. Bring the oldest quote first
back into inventory when you fal below your maximum level. Purchase orders and, regrettably, lost sdes provide
room to add quotesinto your inventory.

Question why your MP 3: Cement Solution proposals are not sales yet. When the agreed-upon budget or Start dates
arrive without purchase orders, ask customerswhy. After al, the MPC 3: Solution Confirmed supposedly vaidated
that your proposed solutions met their conditional commitments. Depending on their answers, review the" Handling
Hinges" sectionin Chapter 8 to determine the best strategy to use. As a preventative messure, remember that the
stronger the measurable benefitsarein MP 3, the more likely MPC 4 will occur a the sametime.

Set up aquote log to track your outstanding MP 3: Cement Solution proposals by budget and decision dates of the
proposals, dollar amounts, and gross margins. Again, Q sheetsrecord thisinformation. (See Exhibit 9-11.)
=4

MANAGEABLE QUOTE LIMIT

Set a Limit on Your Inventory of
Golden Opportunities (MP 3
Proposals), Move One In Past the

Limit, Move One Qut




Exhibit 9-11: Managegble quote limit.

Note

When customers view your products as
commodities, your input becomeless
important after you provide them with
quotes, which they often view as officid
pricetags. With value-driven sales,
your input isjust important after the
guote as before.



Compete Against Yoursealf and Productivity
Explodes

Asdiscussed, one of your greatest strengthsis your ability to influence sales performance. Traditionally, you or your
sdles manager judged performance solely on dollars sold. Thelogic ran that volumeisthe only thing that matters. Y et,
other things matter because they help you to reach dollars sold. The productivity equation isimportant because it
guantifies and improves your sales skills and productivity on an annua basis.

Sdes productivity isan equation. Tota dollars sold isthe part that comes after the equal sign. Yet, dollars sold tells
you only past results, not current or future trends. Therefore, the key to influencing performanceisto look at thefive
variablesthat come before the equa sign and the salling skillsthey reflect. Asin any equation, the variables affect
each other. The equation is shown in Exhibit 9-12 and Exhibit 9-13.

# Of Calls / Quote Ratio x Closure Rate x Average Ovder Size x Average Gross Mangin %
= Total Gross Margin § Sold

THE PRODUCTIVITY EQUATION ALLOWS YOU
TO GET TO “DOLLARS SOLD”

e this nu
nual number

Exhibit 9-12: The productivity equation.

Exhibit 9-13: Using the productivity equation as your persona benchmark.




The FiveVariables

Number of Sales Calls. The quantity of in-person sales calsyou maketo al customers. They are the power
cdlsthat fud sdles production. (Do not include telephone calsin thisfigure) Reflects: Y our planning and

time management ills.

For example, four hundred in-person sdles cdlsin ayear might indicate good planning. However, whether
they are productive calls still needsto be determined by the four other variables.

Quote Ratio. The number of salescdlsit takesto generate one quote. Taking your total number of salescdls
and dividing that sum by your total number of quotes caculatesthisratio. Reflects: Y our ability to identify
market segmentsthat have goas achievable by your products and services. It aso reflects both your
technica (products) and market segmentsthat is, filters or systems of eval uations knowledge to recognize
and seize opportunities. The lower the number, the greater your skills.

For example, you generate 114 proposals. Your quoteratio is 3.5 (400 calls+ 114 proposals). It took you
3.5 cdlsto generate aquote.

Closure Rate. Thisisthe number of quotesit takes to obtain one purchase order. Ca culate this percentage
by taking the number of orders and dividing it by your total quantity of quotes. Reflects: Y our ability to
qualify customers and to obtain and build on the sequence of the MPCs. It so highlights whether you arein
negotiated (higher rate) or bid markets (lower rate). Most important, it shows whether you made the order
nothing more than the logica conclusion to a series of engineered agreements the MPCs.

For example, you sold forty-six orders. Your closurerate is 40 percent (46 orders + 114 proposals). You
receive orders on four out of every ten sales opportunities you quoted.

Average Order Size. Thetota dollar value of your orders divided by the total number of purchase orders.
Reflects: Your technica skillsand industry knowledge in identifying customers goals, measurable benefits,
and SOEs rather than just ability to respond to customers needs or pains. It dso illustrates the ability to
package products and services.

For example, your tota salesare $1,150,000. Y our average order size is $25,000 ($1,150,000 + 46
orders).

Average Gross Margin Percentage. Thisisthe profit level of asale, which only includesitsdirect labor,



material, and overhead costs. The sdll price minus direct labor, material, and overhead costs equals gross
margin dollars. Dividing the gross margin dollars by dollars sold gives you the percentage. Reflects:

Whether your sales are price- or value-driven. Bid sales represent the former, negotiated salesthe latter. Did
customers seek low-cost products or did you build goa-oriented and high-value solutions? Did you make the
dollar value of Column 2 larger than Column 17?

For example, if you generated $550,000 gross margin dollars, your average gross margin percentage is
47.8 ($550, 000 + $1,150,000).

Tota gross margin dollars sold, as opposed to just total dollars sold, more accurately reflects your ability to
have customers compensate you for providing more vaue than competitors. Do not stop at dollars sold to
meake any judgments about performance without accounting for gross margins (vaue).

Managing the Productivity Equation

Set up your productivity equation for the year. Compare your results to each variable. MeasureMax's focusis on the
numbers that precede the equal’s Sign and on improving each varigble.

View the trends to determine how your sales, marketing skills, and the effects of any new Strategiesor training are
working (including MeasureMax.) Regardless of whether you chart thisinformation or not, it isbeneficid to be avare
of how the measurable variables can influence your sales productivity.

Productivity equations dso et you review the results of trade-offs. If you make fewer proposals but qualify better,
will your closure rate go up? If you make more calls, will your quote ratio become worse? If you work the bid

market more, will your closure rate go down but your average order size increase? What happensto average gross
margins? Thelist of questionsisendless.

If you keep a sales productivity equation, even aninforma one, you have more objective questions to ask yoursdlf. In
addition, it gives you the meansto perform a test of reasonableness to determine whether your planned sdlling efforts
can achieve your targeted saesresults.

Note
Do not fal into an andyss-pardyss
trap. The numbers do not provide
answers, they only point you to what
questions you should be asking yoursdlf
about how to improve performance
management expectations.

Getting the Process Ralling

Asaminimum, usea Q sheet or the Pulled-Through test on your next sales cal or proposa that falls under the
two-plus category (two or more in-person sales calls, two or more decision makers). Big dedl if you only get afew
measurable gods, filters, or conditiona commitments. So what if you mention specific products during MP 1. Spark



Interest or MP 2: Measure Potential.

Thered objectiveisto change your cusomers systems of evauation of vaue by atering yours. Makethe next cal or
proposal measurably better than the last, and the details will work themselves out. Who knows? Y ou might even
classfy market segments by the number of goals or filters you make measurable. L et the measurable benchmarks of
the salestools enable you to tap the creetive strengths of dl your salling resources (marketing group, ses
management, other salespeople on your team, and the like).



What Happens When You Cannot Use
M easureM ax?

Sometimes, in spite of your good efforts and intentions, customers do not conduct business within the framework of
your sales process. They do not provide you with the specifics of their gods and filters. They are unwilling to make
conditional commitments. Does this mean you wak away from potentia business opportunities? No!

Y et, without this data, a significant number of goals and filters remains unknown and decreases the probability of
successful outcomes. Therefore, your best course of action isto determine how much time, effort, and resourcesto
invest with the risksinvolved. Obvioudy, the larger the business opportunity, the more time you are willing to expend
and the grester the risks of unknowns you are willing to accept.

Suchrisksaretypica of bid sales. If customers goalsare low price or fast delivery, concentrate on making their

other filters measurable. Benefit from having fewer unknowns with which to contend. Although, you may discover
after MP 1 and MP 2 that customers goals are till lowest price or fastest delivery, so beit. The outcome for these
particular sales might not change, but your mind-set for other sales opportunities hasin powerful and productive ways.

The chdlengeisto ensure that the mgjority of your sales opportunities do not depend on working outside known and
measurable customers gods, filters, and SOES. If need be, invest more sdlling time with value-driven decision
meakers or market segments than you do with your current customers. After al, you did not invest dl thistime,
energy, and resourcesto acquire a new sales perspective, tools, and set of skills merely to do the same type of selling
asbefore. Ask yoursdlf, "What new markets or customersdo | pursue knowing | have value-driven businesstools
and sales perspectives my competition do not have?"



Some Final Thoughts

Condition yoursdlf, asdiscussed in Chapter 1, toinitidly view every sde asanegotiated opportunity. Help customers
identify goaswith measurable value and SOEs that connect them to your features and unique strengths. Thereis
nothing magical; there are no tricks. Y ou do not need to be agreat detective to eiminate the unknowns that surround
your potentid to sdll value. Just use the various tools of the MeasureMax sdlling system in amanner that suits your
sylesand persondities. Thetime you invest will not only provide you and customerswith fair returns but also
exponential ones.

Inthefind andyss, while knowledge may be power, applying knowledge isthe key to success. Change the way you
sl to change the way customers buy measurably better, of course. Greatness awaits those who constantly measure,
manage, and maximize their performance. Greatness awaits you!



Summary

Increase the quality, not only the quantity, of your sales calls; make fewer calsto get more orders, not visa
versa

Usethe following five steps to set MeasureMax in motion:
1.
Create Product Profile sheets on a pay-as-you-go basis.
Create Market Profile sheets the same way.
Use Quick-Entry Sdes Management (Q) sheets.
Use Connecting Vaue shests.

Usethe Pulled-Through test.

Q sheets are the most important documents in the sales process. Use them instead of 1oose-leaf paper. They
guide you through every step of the sales process by providing you with measurable feedback. Regardless of
what sales methods you use, Q sheets are your report cards on how effectively they work.

A quick way to keep your results consistent isto see how many of your saes callsfal within the four MPs.
MP 1: Spark Interest and MP 2: Measure Potential are the planting seeds portion; MP 3: Cement Solutionis
the watering crops portion; and MP 4: Implement Agreement is the harvesting crops portion.

A quoteinventory limits you to a specific number of manageable MP 3. Cement Solution proposds. If you
bring in anew one, remove the oldest.



Placing amaximum limit of sales calsto obtain MPCs helps you to invest your time wisely and pursue better
opportunitiesif necessary.

The productivity equation assgns numerical vauesto your skillsand progress over time so that you influence,
not just judge, performance.

Use measurable competitive andysis to determine whether you receive higher gross marginsfor providing
more vaue than competitors.

Use account management to protect and grow your existing base of positive customers. Use measurable
value to make relationships stronger both professionally and persondly.

Market development converts neutral or negative customersinto positive ones.

Always view asales opportunity as value driven, not price driven, to change your mind-set and increase your

productivity and profitability.



Glossary

Numbers

80/20 Rule
conventiond (and highly inefficient) saleswisdom that states that 80 percent of your sales comesfrom only 20
percent of your customers.

80/80 Law

Highly productive MeasureMax concept that states with measurable information you can make 80 percent of
filled-out quick entry sales management sheets generate proposals that produce 80 percent of your saes.



A-C

account management

The sdlling Strategy that focuses on creeting sales from your existing positive customers.

activeligening

Ability to acknowledge receipt and understanding of customers comments.

active questioning

Ability to ask for specifics concerning customers gods, measurable benefits, filters, and systems of eva uation.
advocate

Theindividua whose gods your products help achieve the most in an organization. This person's opinion carriesthe
most credence with final decision makers.

advocating

Sa espeople who do not listen for customers comments concerning goals, benefits, filters, and systems of evauation.
Instead, they constantly think about how to force product discussionsinto their sdles calls.

dternatives

One of thefiveinfluencer filters. Besdes any products you recommend, it aso encompasses the other options or
competitive offerings that customers are consdering to achieve their goals.

andogies

Explaining method used to smplify technica detailsto customers by pardleling them to everyday occurrences.
anticipating

The ability to listen for clues asto where speakers are heading concerning godlss, filters, measurable benefits, and
systems of evaluation. Y ou use those clues to formulate your follow-up questions.

assuming

Guessing where speakers comments are heading based on persona prejudices, emotions, and experiences.
attainment measurement

Thisisthe most important of the four prerequisite filters. It combines decision makers prerequisites of dates and
funding with their systems of evauation and measurable benefits to set the conditionsfor determining if they achieve
their gods.

average order size

One of thefive variables of the productivity equation. It isthe dollar value of your average order. Y ou caculate its
vaue by dividing your dollars sold by the number of orders sold.

benchmarks

The second step of MP 3: Cement Solution. In this step, you select and connect the features of your productsto the
measurable benefits of the customers goas.

beneficiaries

Theindividuasin an organization who benefit the most from the god's your solutions achieve,

benefits

The vaue customers derive from the features of products or services achieving their goas.

bid system

Sdle opportunities where customers view products as commodities. They invite competitorsto bid on purchasing
Specifications. Thelowest price or fastest ddliveriesin Column 1 usudly winsthe sdle.

brinkmanship sdling

Sdling mode you use with new prospectsto quickly qudify or disquaify them as potentia sales opportunities.
budget, decision, start, and complete Dates

One of thefour prerequigte filters. These deadlines determine when customers must achieve their goals and sense of
urgency.

business question

Question that seeks answers about god s, filters, benefits, and systems of evauation. Other questions serve limited
businessvaue.

Clevd

Thelevel refersto executive suite of decision makers such as chief executive officer (CEO), chief financia officer



(CFO), chief operating officer (COOQ), chief information officer (CIO).

cdl for action

A recommendation you make to customers to implement measurable activities (issuing purchase orders, arranging
meetings, or conducting surveys) to prove a Measurable Phase Change occurred.

capital investment

Funding for asale that occurs outside of customers operating budgets. It usualy requires multilevel approvals and
specid dlocations.

daifying

Questioning process by which you seek to gather details about customers goals, measurable benefits, filters, and
systems of evauation.

Clearer

The second tier of acustomer's response pattern that provides more details to the salesperson, usualy in response to
adarifying question.

closurerate

One of thefive variables of the productivity equation. The percentage of orders you obtain as compared with the
number of proposals or quotes you make. Divide the number of orders by the number of proposalsto caculate your
percentage.

Column 1

Thefirgt of two columnsthat customers use to weigh out their purchasing decisions. Both of these columns haveitems
with actua or percelved dollar figures assgned to them. Customers then add up the items and use the totals of the
two columnsto decide whether they will buy something and from whom. Column 1 contains four items that
customers on their own assign dollar valuesto: (1) purchase prices, (2) ddivery dates, (3) personal relationships, and
(4) the costs of changing to new suppliers or products and services.

Column 2

The second of the two columns customers use to weigh out their purchasing decisions. It encompassesthe
measurable benefitsin dollars that customers receive from achieving their gods. Salespeople must make sure this
column getsfilled out to outweigh the perceived dollar value of Column 1.

commodity

Products that customers consider the same except for price and ddivery differences. Lowest price or fastest delivery
winsthesde.

compensated vaue

The &hility to provide more measurable benefits than competitors and receive your expected profit margins for doing
0.

competitor's product profile

Sdestoal that evauates the unique strengths of competitive offerings.

conditional commitment

Customers acknowledgment they want to achieve their goals within their attainment measurements. It isnot atria
close; you do not ask for acommitment to a specific product.

conditions met

The sixth step of MP 3: Cement Sol ution. Salespeople demonstrate how features connect to customers measurable
benefits.

connect the dots

Thefifth step of MP 3: Cement Solution. Y ou explain how the features of your products achieve the customers
measurable benefits and conditional commitments.

connecting vaue sheet

The sdlestool you useto select the features that connect to the measurable benefits of the customers goals.

contact level

Decision-making level a which you makeinitia contact with customers,

cogts of doing nothing

The system of evauation that helps customers assign acost on a per day basisfor not pursuing specific goals.
countercyclica

The economic condition where the market segment goesin the opposite direction to the general economy. If the
economy is booming, the market ssgment dows down. If the economy dows down, the market segments grow.
courtship sdling

Sdling mode you use with new customersto find out whether they will become long-term customers or occasiona



ones.
create-and-wait

Strategy you use when customers express satisfaction with their existing suppliers. It focuses on communicating to
customers over aperiod of one year or less how your strengths connect to their goals.

current Stuation

One of the fiveinfluencer filters. It involveswhat customers currently do to achievetheir gods.

customer

Anyone with goasthat your products or services fulfill within their conditiona commitment.

customer expert

Knowing customers goals, measurable benefits, and systems of evauation used in their industry. Salespeople who
build products from customers goals down, not from their features up.

customer god categories

Broad grouping of objectivesthat an organization godsfal within.

customer-generated proposals

Motivated customers seek proposasto find out how your solutions achieve their goals.

customer-oriented

Sdes approach that focuses first on customers goals, measurable benefits, filters, and systems of evauation, not
products.

cydlicd

The economic condition where the market segment follows the general economy. If the economy isbooming, sois
the market segment. If the economy s ows down, so does the market segment.




D-F

Dlevd

Thisleve refersto the second tier of decision makers such as department level heads and directors of operations,
engineering, accounting, finance, and so forth.

damage report

Firg of thefour stepsin handling hinges. Salespeople eva uate the impact of the hinge before attempting to addressit.
dedl

Thefirst step of MP 4: Implement Agreement. Salespeople verify that customers are ready to implement their
proposals.

decison maker

Individua involved with deciding whether a supplier's products and services will be purchased, and from whom.

See also gatekeeper.

See also advocate.

See aso find decison maker.
decommoditizing the sde
Making the value of your products more than afunction of price and ddlivery.
defining vaue
The process saespeopl e use to make their products and services produce perceived or measurable vaue using
product profile shesets.
didoguing
The questioning process you useto cregte an initial comfort level between you and customers unrelated to anyone's
business objectives.
diluting feature
Thefeaturesthat do not connect to customers goals and diminish value instead of cregting it.
direct savings
Immediate financia benefits with measurable results.
don't shoot yoursdlf
One of the Six active questioning tactics. It involves making sure that you do not agree with a negative comment when
you rephrase aquestion.
downplay
Thelast gep in handling hinges. It involves verifying the removal of the hinge before returning to the gppropriate
Measurable Phase by using explaining, outweghing, or revisng strategies.
economic sengtivity
A measure of how amarket segment (and the customerswithin it) will react to changing economic conditions.

Seedso cydicd.

See aso countercydical .

See also noncydicd.
eiminate unknowns
Thethird step in MP 2: Measure Potentid. It involves making the customers godss, benefits, filters, and systems of

evd uation measurable.



explaning

Conveying factua details about how your proposed products and services achieve customers goaswithin their
conditiona commitments. One of the three stepsin the downplay step to handle hinges.

externd focus

Benefits customers of your customers receive from your products.

feature

A characteristic of aproduct or service that definesitstraits or image, which produces elther percelved or
measurable benefits.

featurevauerating

Numerica value given to afesature to caculate its competitiveness. A unique strength receives a5 while aregular
featurereceivesa 1 rating.

fesatures creatures

Sdespeople who believe the most festures win.

filters

The nine purchasing congderations (5 influencers, 4 prerequisites) that influence and determine whether customers
can achievetheir goasviayour products and services.

final decison maker

Individual who approves the attainment measurements, systems of evaluation, and allocates or releases funds for
achieving gods.

following the customer'slead

One of the six active questioning tactics. It involves using questions to bridge customers response to your next
guestion to better understand their god s, filters, measurable benefits, or and systems of evauation.

funding

Oneof thefour prerequisitefilters. It determines how much in financia resources customers can dlocate to achieve
their godsand its source.

See a'so capitd invesment.

See a'so operating budget.




G-K

gatekeeper

Customer contact who cannot give afind yes but can give aninitiad no to any proposed solution. Gatekeeper initidly
approves any proposed productsif they fal within their operationa, technicd, or financia expertise.

go for measurable specific

Mnemonicsto help you remember the purpose of gods, filters, measurable benefits, and systems of evaluation.

god moativation

One of the fiveinfluencer filters. It conveys whether the driving forces behind customers gods areto avoid negative
results or achieve positive ones.

gods

Prioritized objectives customers want to achieve because of the benefits they could derive from them.

gross margin percentage

Oneof thefive variables of the productivity equation. Gross margin dollars divided by thetota dollars sold provides
this percentage.

grossmargin dollars

The =4l price of the product or service minusits direct labor and material codts.

gutter bal hinge

Customers perceive your proposed solution as not achieving their conditiona commitments. This hinge prevents
sdespeople from attaining MPC 3: Solution Confirmed.

harvesting crops

The sdlling stage associated with the number of in-person sales callsinvested in MP 4: Implement Agreement to close
orders.

hidden costs

Costs or expenses that customers do not normally associate with the manufacturing of your products or services.
hidden hinge

Either natura or leveraged hingesthat customers do not want to discloseto you. They fed it creates anegéative
impression of them or their company, or your products or company.

hinges

The actions or comments of customersthat prevent you from continuing the Measurable Phases in the prescribed
sequence; an inability to obtain M easurable Phase Changes viayour cal for action.

How's Zat?

Thetwo most powerful words used to handle hinges. Different versons of "how doesthat” affect the customers
ability to achievetheir gods. One of thefour basic stepsin handling hinges by asking a clarifying question concerning
the hinge'simpact on the customers goals.

iceberg ahead hinge

Customers disclose afilter that impedestheir or your ability to achievetheir goals.

indirect savings

Financia benefits derived from long-term and perceived results.

influencers

Thefivefilters or purchasing congraints that influence your ability and the customer'sto achieveitsgodls.

in-person sdescdls

Sdescdlsthat involve face-to-face meetings with customers. These sdles calls are your currency. Y ou only have so
many you can invest, and each one must provide areturn to warrant further oneswith the same customers. They are
the power cellsthat fud sales production.

internal focus

Benefits the purchasers of your productsreceive.

joint planning level

Thisleve refersto the epitome of account management where you help the C-level set to achieveitslong-term goals.
You dso help the D level do the same.

keysto previous successes/failures



One of the five influencer filters. It describeswhy customers approved or rejected past goals.
[« rrevious [ wex o]
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leveraged hinge

Customers leverage their concerns against a specific product. It occurs before salespeople know customers godls,
measurable benefits, filters, and systems of evauation. Salespeople cannot obtain a Measurable Phase Change and
their associated calsfor action.

life-cydeandyss

System of evauation used to identify the costs associated with products over their life. These costs help offset
lower-priced products by showing how they redlly cost more over their life.

logigtics

Thelast step of MP 4: Implement Agreement. It involves knowing the details necessary to start and completethe sde
ontime.

lose the battle; win the war

One of the handling hinge tactics. Salespeople build credibility by acknowledging that customers concernsare
accurate, but not sales stoppers. It involves using the downplay step.

market development

The sdlling strategy that focuses on generating business from new prospects and customers.

market focus

Thefirst step in MP 2: Measure Potentid. It involves displaying your knowledge of customers market segments by
citing relevant facts about their company and industry.

market profile

Sdestool that anadyzes your market segmentsin terms of how the benefits of customers goal's connect to features of
your products via systems of evauation.

market segment

A group of customersthat share the same organizationa characteristics and goal's, and react the same way to the
same offer.

measurable phase changes (MPC)

Customers agreements that end a M easurable Phase while providing objective feedback of your progress and
chances of success.

measurable phases

The four sdlling phases that indicate where you are in the sales process, and what you must do to provide more value
to customers than competitors and receive compensation for doing so.

measurable value

The worth of abenefit determined by objective, proven, and documented criteria expressed in dollars.

MP 1. Spark Interest

Thefirst Measurable Phase that motivates customersto pursue further their opportunities to achieve confirmed goals.
Sdespeople verify that customers are members of their targeted market segment.

MP 2: Measure Potentia

The second Measurable Phase that determines how customers measurable benefits, filters, systems of evauation,
and conditiona commitments affect their and your ability to achieve stated godls.

MP 3: Cement Solution

The third Measurable Phase that explains how your solutions achieve their goals within their conditional commitments.
MP 4: Implement Agreement

The fourth Measurable Phase where the order becomes the logical conclusion to a series of previousy engineered
agreements (MPCs).

MPC 1: Interest Confirmed

The first Measurable Phase Change that ends MP 1: Spark Interest. Salespeople confirm customers interest in
achieving generd godls.

MPC 2: Potential Confirmed

The second Measurable Phase Change that ends MP 2: Measure Potentia. Sal espeople confirm customers
capability to achievether goals.



MPC 3: Solution Confirmed
The third Measurable Phase Change that ends M P 3: Cement Sol ution. Salespeople confirm customers agree their

solution achievestheir godls.

MPC 4. Agreement Confirmed
The fourth M easurable Phase Change that ends MP 4: Implement Agreement. Salespeople confirm formal agreement

to purchase products or services.
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naturd hinge

The potentia concernsthat arise naturaly during the active questioning phase of MP 2: Measure Potentid. Without
any specific products mentioned, customers having nothing to adversely react to, or for salespeople to defend.
needs

Wll-established problems or pain where customersfed they know the specific products required to solve them.
Customers with expressed needs often view products and sal espeople as commodities.

needs-satisfaction sdlling

Sdespeople react to customers requests for specific products without knowing their goa's, measurable benefits,
filters, and systems of evauation. The antithesis of MeasureMax's selling strategy that centers on defining customers
godsand planning, not reacting to sales opportunities.

negetive customers

Organizations or individualsthat have preferred in the past, currently prefer, and are likely in the future to prefer to
conduct business with competitors. When purchasing decisionsinvolve perceived va ue, they aways choose existing
suppliers. Demondtrating the measurable vaue they can recelve from achieving their goas viayour products can
convert them to positive customers.

neutral customers

Organizations or individuals that do not prefer a specific company, and conduct business on what appearsto bea
random basis.

no blanks

Thefirst step in MP 3: Cement Solution. It involves using your Q sheets to determine what measurable details and
specifics about goals and filter are till missing and how it will affect the sde.

no echoes

One of the Six active questioning tactics. It involves using questions to rephrase, not parrot customers responses.
no loose ends

One of the Sx active questioning tactics. It involves making sure customers godls, filters, benefits, and systems of
eva uation are measurable before pursuing the next one.

no return

Explaining tactic where you exhaust al mesasurable benefits and their features before going to the next one. Do not go
back and speak more about a benefit that you have already covered.

noncydicd

The economic condition where the market segment includes companies with both manufacturing and service business
units. Therefore, these market segmentswill redirect their investments (that is, sales opportunities) depending on the
direction and condition of the economy.

number of cals

Actua number of in-person sales calls, which are salespeopl€s limited currency. Only so many sdescal inayear;
each onerequires agood return.

Seedso in-person sdescdls.
objective decison making
One of two components that make up customers decision making. It focuses on measurable facts. Y ou want this
component to proceed, not follow the subjective one.
one up, one down
Strategy in which you meet with your contacts immediate boss and subordinate. Y ou use these meetings to ensure
they understand the measurable goas you achieved for their organization in case your contact |eaves.
oops!
Thethird step in MP 3: Cement Solution. Salespeopl e prepare themsel ves to explain any misses of conditional
commitments.
operating budget
God s achieved through funding from existing budgets, which do not require specific dlocations. Lowersdecison




making levels.

options

A broad array of features offered to customers with unclear goals or filters.

order

Thelogical conclusion to aseries of previoudy engineered agreements known as Measurable Phase Changes.
organizationa characterigics

Primary attributes that influence the way an organization viewsitsdf. They help to establish acustomer's core values,
priorities, and goals.

outvaue

When you provide more measurable value than competitors and receive higher profit marginsfor doing o.
outweighing

Thethird step in downplay to handle hinges by showing how your proposed solution's benefits more than offset any
perceived liabilities.

owners

Individuas who fund the purchases of products and services and who place ahigh premium on the dollar vaue of
Column 2.



P
packaging

Combining the unique strengths or features of various products in amanner so customersview them asasingle entity.
pan
Obvious needs customers want to address with specific products or services.

See d 50 needs-satidaction sdling.

partner
Sa esperson who focuses on helping customers make sure that any short-term solutions are consistent with their
long-term gods.
Pet from Saturday Night Live
A tactic for handling hinges. It determines whether a perceived obstacleisredly nothing more than arequest for more
information, a better explanation, or more documentation.
perceived vaue
Customers subjectively determine the worth derived from achieving their gods by individua preferences,
background, and experiences, not by measurable criteria
persond relationships
The friendly bonds that develop over time between salespeople and customers that increase their trust levels. Make
your professional relationships as strong as your persona ones.

plans
One of thefiveinfluencer filtersthat describeswhat the customers plans are to achieve their goas.

planting seeds
The sdling stage associated with the number of in-person sdles cdlsinvested in MP 1. Spark Interest and MP 2:
Measure Potentia to quantify the potential of sales opportunities.

postion
Therolesand responghilities of customersin their organizations, which playsamgor influence in determining the
godsthey seek to achieve.

positive customers
Organizationsthat have preferred in the past, currently prefer, and are likely in the future to prefer to do businesswith
you. They aways choose your perceived value over that of your competitors.

power words

Explaining tactic that uses termsto express confidence.

prerequisites
Thefour filters of attainment measurement, dates, funding, and decison makersthat require satisfaction for asdeto
occur.

product
Any goods or servicesthat you sdll.

product expert
A sdlesperson whose expertise liesin the features and benefits of hisor her products, not the customers godls.
product profile

Sdestool used to define your products by their features benefits, value, focus, rating, and unique strengths.
productivity equation

Formulayou use to measure selling and marketing skills, and predict trends that help you influence performance.
product-oriented

Sdes mentdity that starts with the initial focus on features and benefits of your product, and not on the customers
gods.

professond relaionships
The business bonds that devel op when sal espeople document how they help customers achieve measurable goals,
not afunction of time.

progress




The rate at which you obtain M easurable Phase Changes that concluded with MPC 4: Agreement Confirmed.
proposal

A written document that outlines the business and legd conditions under which you will provide your products and
servicesto acustomer.

pulled-through proposal

Customers wanting to achieve their goals are the mgjor cataysts for generating proposals.

pulse check hinge

Customers show no interest in any goas or potentia benefits you described in your spark interest statement.
purpose and goals

The second step in MP 2: Measure Potentid. It involves confirming that the meeting's purpose isto understand the
customer's ability to achieve hisor her godls.

purpose and summary

Thefourth stepin MP 3: Cement Solution. It involves explaining to the customer that the purpose of the meetingisto
demonstrate how your proposed solutions achieve their conditional commitments and measurable benefits.
pushed-through proposa

Saespeople, not customers, are the mgjor catalyst for generating aproposal.
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quelifying

Questioning process used to gather initid information about customers god's, benefits, filters, and systems of
evauation.

quick entry sales management (Q) sheet

Sdestoal that records, guides, and measures the progress of salespeople to help them manage and maximize their

sales opportunities.
quote

See propos.

quote inventory

Process by which you limit yoursdf to a set number of MP 3 proposals. If you bring in anew one, take out the oldest
one.

guoteratio
The number of cals needed to generate aquote. The total number of calsdivided by the tota number of written
proposals caculatesits vaue.

receiving vaue
The process by which you demonstrate how your products and services achieve customers measurable goals.
relationship sdling
The sdlling mode used with long-term customers who fredly discusstheir gods, benefits, filters, and systems of
evaudion.

requests for proposal

Bid documents with technical specifications sent to competitorsto solicit their products and services. Lowest price or
fastest delivery usualy winsthistype of sde.

research and membership

First step of MP 1: Spark Interest. This step conveysto customers specifics of their organizational characteristics and
positions. It lets customers know that you selected them for valid business reasons rather than on arandom basis.
revisng

One of the three stepsin downplay to handle hinges. It involvestrying to change afilter or product selection to satisfy
unfavorable requirements.

rip-off hinge

Customers consider the price of a proposed solution excessive even though it meetstheir conditional commitments.
safety zone

Questioning process and strategy in which you reference your filter questionsto customers gods.

scope of work

Detailed list of proposed solutions sent to customers for them to review. Customers comment on whether the outlined
products and services achieve their godswithin their conditional commitments. They then return thelist to the
salesperson for corrective action (if necessary). A scope of work does not include price or delivery information and
occurs before making forma MP 3. Cement Solution presentations.

dlenceisgolden

Tactic to handle hinges by pausing and not saying anything for five seconds, asyou andyze the impact of the
customers comments.

ample

Explaining tactic where you use customers jargon and termsto help them understand how features achieve their
measurable benefit.

smokescreen

A hinge that a customer does not feel comfortable to disclose for fear of embarrassng himself or you.

olution

Goods and services that achieve customers goaswithin their conditiona commitmentsin MP 3: Cement Solution.
Strategy-driven



Sales process where established plans and benchmarks drive the structure and tactics of your salescals.

subjective decison making

One of two components that make up customers decision making. It focuses on emotions. Y ou want this component
to follow, not precede, the objective component.

upplier

Sa esperson who focuses on providing solutions that help customers achieve short-term goals.

Svay

Amount of influence a contact exerts on the purchasing decision.

systems of evauation (SOES)

The methods customers use to calculate va ue they receive from achieving their goals.
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tactics-driven

Sales gpproach where tactics and techniques dictate your sales strategy on arandom basis.

take your pick

Second step of MP 1: Spark Interest. Y ou let customers choose goals that might interest them from abroad array.
target confirmed

Thethird step in handling hinges. Salespeople verify they understand the impact of the hinges before attempting to
remedy them.

test of reasonableness

Cugtomerstest if they can achieve their gods within their conditiona commitments during MP 2: Measure Potential.
think positively

One of the Six active questioning tactics. It involves using questions where you make positive assumptions, not
negative ones.

third-party intermediaries

Owners representatives and seasoned practitioners of the bid system. They place a high premium on the dollar value
of price and ddivery in Column 1.

top-five buzzing

Overview letter sent to the top five decision makersto generateinitid interest. It outlines the company godsyou
could help them achieve.

track record

Thethird step of MP 1: Spark Interest. Y ou provide references of your successesin similar or the same market
segments,

tria close

Process where salesperson asks for a product purchase commitment from customersif certain conditions are met. It
indicates alack of understanding of customers goa's, measurable benefits, filters, and systems of evaluationsand
obtaining M easurable Phase Changes.

two-plussaes

Opportunities that involves two or more decision makers and in-person sales cals. When both of these situations
occur, they present the best opportunity for you to provide more value than competitors and receive higher profitsfor
doing so.

unique strengths

The features only your product, service, or company possesses that produce measurable benefits to a specific
marketplace.

universal festure

Any feature created at the organizationd level (not at the product or servicelevel) such assizein dollarsor
employees, yearsin business, number of distribution centers, and number of customers. A universd feature should
only beused if it helps a customer achieve a measurable benefit of hisor her gods.

vague

Thefirgt tier of customers responses that provides nonspecific answersto saespeople, usudly in responseto
qudifying questions

vaue

Perceived or measurable benefits that customers derive from the features of products asit relates to the achievement
of their gods.

vendor

Sa esperson who focuses on satisfying customers requests for specific products and servicesto satisfy specific needs.
verifying

Process that uses yes-or-no questions to validate and confirm complete understanding and agreement of goals or
filters

vivid

Explaining tactic that uses descriptionsto create powerful images.



watering crops

The sdlling stage associated with the number of in-person sales callsinvested in MP 3: Cement Solution.

"What do they do for you trap"?

The tactic and common sales mistake that occurs when salespeople find out that a customer does businesswith a
competitor. They ask customersto tell them what a competitor's products or services do for them. Thefocusis now
on the difference between your features and competitors which leaves out how your products help customers achieve
ther gods.

wishligts

What customersthink they want to achieve without understanding their gods and filters. Y ou find these listsin
needs-satisfaction selling.




Y

ydlow light

The fourth step of MP 2: Measure Potentid. It involves asummary of the measurable benefits of the customers gods
and the attainment of the conditional commitments.

"Y ou can only manage what you can measure'’

Powerful business axiom that fuelsthe MeasureMax selling system.
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rewardsof using, 11 12

rolesin, 149

sdesgoasmet with, 115

Scopesof Work in, 211, 212, 214 215

sling phasesin, 148 150

and time management, 274 279

time-shrinking with, 26 28

and verba Sructure of explaining, 205 210
working without, 283 284

Measure Potentia (Measurable Phase 2)

in business-to-business sales, 159 173

In business-to-consumer transactions, 184 188
and confirming the potentid, 172 173, 188 193
Eliminate Unknownsstepin, 164 171, 185 188
Market Focus step in, 162 163, 184

Purpose and Goals step in, 163 164, 184 185
Ydlow Light gepin, 171, 188

memorandum of understanding (MOU), 171 172
Microsoft Windows, 58

monthly sdescdl planner, 276 277

motivation

of sdller vs. buyer, 20 21, 199

to shareinformation, 97 100

MOU, see memorandum of understanding
MPCs, see Measurable Phase Changes

MPs, see Measurable Phases
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naturd hinges, 226 227, 241 243
needs, 66 70, 87 88
needs-satisfaction sdlling, 67
negative customers, 105, 116
neutra customers, 104 105, 116
"never," 208

new prospects

brinkmanship sdling with, 24, 28 30
courtship sdlling with, 25
relationship sdling with, 30 33

No Blanks step (of Cement Solution phase), 197 198, 218
noncyclical market ssgments, 90
notetaking, 173 174

number of salescalls, 281

numbers game, 257 258
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obstacles/objections, see hinge(s)
Oops! step (of Cement Solution phase), 199, 218
open-ended questions, 134 136
opportunities

decison columnsin, 14 17
high-return, 6, 9

measurable components of, 27 33
options, product, 59 60
organizationd characteristics, 76 77
outvaluing competitors, 81, 147
owners, 37 38
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packaging, 59

partner, postioning yoursdlf as, 73 74

past keysfilter, 120 121

perceived value, 48 52

plansfilter, 106 107

position (of customer), 77 78

positive customers, 103 104, 116 117

Potential Confirmed (Measurable Phase Change 2)
in business-to-businesssales, 172 173

in business-to-consumer transactions, 188 193
power words, 208

prerequisitefilter(s), 101, 102

attainment measurement as, 121 123

decison makersas, 112 118

fundingas, 119 120

key datesas, 118 119

price, vauevs, 37

productivity

competing againgt yourself to increase, 280 283
and productivity equation, 280 282

time management for, 275 279

Product Profile sheets, 62 64, 261, 264 265
products, 47

optionson, 59 60

packaging of, 59

Product Profile sheet for, 62 64

unique strengths of, 57 59

proposals

areas of interest sectionsin, 78

pushed vs. pulled, 199, 201 202

prospects, new, see new prospects

pulled proposals, 199, 201 202

pulled-through tet, 272, 274

Pulse Check hinge, 230, 240 242, 247 248
Purpose and Goals step (of Measure Potential phase), 163 164, 184 185
Purpose and Summary step (of Cement Solution phase), 202 203, 220
pushed proposals, 199, 201 202
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Q shesets, see Quick-Entry Sales Management sheets

Quelifying

of customers, 96 97

In questioning, 142 143

questioning skills, see listening and questioning skill(s)

Quick-Entry Sales Management (Q) sheets, 174 175, 178 179, 190 193, 262 263, 268 272
quoteinventory, 278, 279

quoteratio, 281
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reasonableness, see test(s) of reasonableness
recaiving vaue, 66 95

and caculating value of god achievement, 78 83
and contact position god relationship, 77 78
and cost of doing nothing, 84

and economic sengitivity andysis, 89 90

and equating needs with goals, 87 88

and factorsinfluencing customers gods, 75 76
and goalsvs. needs, 66 67

and identifying goasto pursue, 88 89

and Market Profile sheets, 88 94

and measurability of goals, 84 87

and sdlling to customers goals, 70 75

and sdling to customers needs, 67 70
relationship sdling, 1, 2, 22 24, 30 33
rephrasing, 138 139

Research and Membership step (of Solution Confirmed phase), 151 153, 181
Rip-Off hinge, 231, 244 246, 253 254

risk, imeand leve of, 25, 26
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Safety Zones, 132 133, 164, 231

sdescdls

bottom-up ordering of, 94

limitson, 277 278

monthly planner for, 276 277

number of, 281

slingvauein, 15 17

stages of, 275

time management with, 274 279
sdesmethods, 1213, 3334

scheduling software, 277

Hling

bottom-up, 38

brinkmanship, 24 25

courtship, 25

to customers gods, 70 75

to customers needs, 67 70

measurability of successin, 33 35

Measurable Phases of, 35 36

modes of, 22 25

relaionship, 1, 2, 22 24

timefactor in, 25 28

top-down, 37, 115

of value, 1517

services, 47, see also products

Sebd ebusiness, 75

smokescreens, 229 230

SOEs, see Sysemsof Evaduation

Solution Confirmed (Messurable Phase Change 3)
in business-to-business sales, 211 215

in business-to-consumer transactions, 218 221
Spark Interest (Measurable Phase 1)

in business-to-business sales, 150 159

in business-to-consumer transactions, 181, 182 183
and confirming theinterest, 156 157, 159
Research and Membership stepin, 151 153, 181
Take Your Pick stepin, 153 155, 181, 182
Track Record step in, 155 156, 182 183

and using voicemail, 157 158

Start dates, 118 119

drategy
asdriver of tactics, 16, 18 20




for identifying measurable details, 21 22
strengths, unique, see unique strengths
success, measurability of, 33 35
superdtart, 1, 2

supplier, positioning yoursdf as, 73
Systems of Evauation (SOEs), 78 84
benefits of, 79

caculaing vaueof, 81 83

and cost of doing nothing, 84
identifying customers, 79

key performanceindicatorsvs,, 78
for making goals measurable, 86
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tactics

for explanations, 206 208

How's Zat, 233 235

Strategy asdriver of, 16, 18 20

Take Your Pick step (of Solution Confirmed phase), 153 155, 181, 182
target confirmed step, 237 238

target customers, 94

team sdling, 268

technicd knowledge

and andogiesin sdling, 61

of customer vs. sdler, 37

and nontechnica buyers, 208 210

test(s) of reasonableness, 96 124, 156
dternativesfilter as, 107 112

attainment measurement filter as, 121 122
current Stuetion filter as, 106

decison makersfilter as, 112 118
funding filter as, 119 120

god motivation filter as, 105 106

key datesfilter as, 118 119
measurablefiltersfor, 100 103

and moativating customersto shareinformation, 97 100
past keysfilter as, 120 121

plansfilter as, 106 107

and qualifying customers, 96 97

and types of customers, 103 105
timefactor (in sling), 25 28

time management, 274 279

top-down sdling, 37, 115

Track Record step (of Solution Confirmed phase), 155 156, 182 183
trid closes, 171

trugt, timeand leve of, 25 26

Twain, Mark, 115

"two-plus’ requirements, 9
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unique strengths

in bid process, 40 41
identifying, 57 58
products without, 58 59




| ndex

Vv

vaue

of achieving godls, 78 83

inColumn 1, 14 15, 17

inColumn 2, 15, 16, see also defining value
compensated, 5 6

customer, 2

of features, 60 61

measurable, 49 50, 52 53

perceived, 48 52

pricevs, 37

recaiving, see recalving value

of relationship sdlling, 23

of secondary features, 47

selling, 15 17

timeand leve of, 25 26

vendor, positioning yoursdlf as, 72, 73
veifying, 144 145

viewpoints, MeasureMax, 7

vivid words, 207

voicemail, 157 158
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Yellow Light step (of Measure Potentiad phase), 171, 188
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