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FOREWORD

This book came about because a group vice president at Pfizer asked
me to give some thought to ways sales representatives could spend
more time with their customers.

In the pharmaceutical industry, salespeople typically spend only two
to three minutes actually talking to a doctor. What can you say in that
time? “Hil’'mJerryAcuffandlwanttotellyouallaboutournewdrug. . . .”
It 1s not very effective. I thought there had to be some way that sales
representatives could spend more quality time with prospects, cus-
tomers, and colleagues.

Thinking about Pfizer’s challenge on the plane home, I thought
about the book that my friend Peter Ciano and I wrote. We called it
What Momma Never Taught You and we included short chapters on
life’s great truths—including “Breaking Up Is a Good Thing,” “Your
Mother Really Does Like Your Brother Better,” and “If They Like You,
You Have a Shot.”

My premise in this last chapter was that the quality and richness of
our relationships in many ways determine the quality and richness of
our lives, both professionally and personally. The more great relation-
ships we have with people, the more fulfilled we are. Strong relation-
ships are not the only measure of success and happiness, but they
certainly help determine our success and happiness.

That caused me to think about the kinds of relationships you could
have with another human being. It seemed to me there are only six,
starting with people who do not even know your name to those who

vii



FOREWORD

value a relationship with you. It was obvious that as you move through
these six relationship levels, you have fewer and fewer relationships at
the higher levels. Hence, the Relationship Pyramid with big numbers
at the bottom and small numbers at the top. Chapter 1 explains the
Pyramid in detail.

I told the Pfizer executive what I believed: If you change the rela-
tionship, customers will give you more time. Or, if you find some-
thing unique and interesting to give customers, they will give you
more time. The problem with the second strategy is that as soon as you
give them something unique and interesting, you are back looking for
something else unique and interesting. I wouldn’t reject the second
strategy, but I wouldn’t rely on it.

As I was flying home, I thought about the Pyramid. Essentially,
Pfizer was asking how to move its salespeople from the bottom to the
top. If you are at the top of a customer’s or colleague’s Relationship
Pyramid, he or she will spend time with you because they value the
relationship.

[ assumed that somebody had already answered the question of how
to actually build a strong, positive relationship—Dale Carnegie in
How to Win Friends and Influence People? Les Giblin in How to
Have Confidence and Power in Dealing with People? Nicholas
Boothman in How to Make People Like You in 90 Seconds or Less?
Leil Lowndes in How to Be a People Magnet?

Once home, I bought and studied these and every other book that
seemed to promise an answer. The books are full of good, solid advice.
They all say you have to be other-focused. They all say you have to
learn what your customers want. They all say you have to do things
for customers. Their suggestions are, for the most part, unimpeachable.

But it seemed to me it would be more useful to create a specific,
concrete relationship-building process, and you now hold a description
of that process with suggestions of how to make the most of it.

The process is, as you will see, one that virtually anyone can use.
You need not be gregarious, outgoing, and extraverted to be great at
building relationships. You do not have to be a salesperson, a man-
ager, or even, for that matter, in business.
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You do have to believe that relationships are important. You do
have to learn what interests other people. And if you do the inexpen-
sive, unexpected, and thoughtful acts that show your professionalism,
integrity, caring, and knowledge, you will be successtul.

[ routinely ask people in business if relationships are crucial to their
success. They routinely tell me nothing’s more important. Then I ask,
“What specifically does your organization teach about how to build
relationships?” The answer is always “Nothing.”

Companies did not teach relationship building in the past because
the ideas were neither actionable nor measurable. The process I de-
scribe in The Relationship Edge in Business is both actionable and
measurable. It’s not perfect, and it does not work with everyone, and
you don’t have any idea how long it will take with any given individ-
ual. So it should come as no surprise that it is like every other people
skill—dating and parenting, as two other examples.

Because relationship building is a process with specific, concrete
steps, almost everyone can learn it. If you consciously practice the
strategies this book teaches, you will find yourself at the top of the Re-
lationship Pyramid with many more people than you are today. And
once there, I trust you will find—as I have—a richer, happier, and
more enjoyable life.

X
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CHAPTER 1

CLIMBING THE
RELATIONSHIP PYRAMID







How important are relationships to your business success? My
guess is that you would not be reading these words if you thought
they were pointless or unimportant. When I ask that question in sem-
inars or when I talk to senior executives in large companies, most
people answer, “Relationships are everything” or “Nothing is more
important.”

Yet, while most of us instinctively know how to build and protect
a positive, long-lasting relationship with another person and can prove
it by pointing to a spouse and close friends, few of us know how to use
our instincts to consciously, systematically, and routinely build and
maintain positive business relationships.

Think about a specific customer or coworker with whom you now
have a positive relationship that makes a difference for you. How did
you develop this good relationship? Not many people can easily ex-
plain how it happened. They say things like, “We just seemed to hit it

oft. . . .” Or, “He’s interested in antique outboard motors and so am
[....7 Or, “I guess it’s because we have kids in the same nursery
school. . . .”

Because we don’t know exactly how our strong business or personal
relationships came about, we could not teach someone else how to
build a solid relationship that lasts for decades. Worse yet, we cannot
consciously, systematically, and routinely reproduce the process to cre-
ate a new relationship from scratch with someone who is key to our
business success. Nor do we know how to improve a relationship that
has been going nowhere, change a relationship in which the other per-
son does not like us, or develop a positive relationship that is adver-
sarial by its nature.

The Relationship Edge will help you learn a relationship-building
process that you can replicate when the connection is crucial to your
success. If it does that, and you are able to take one or two ideas from
it and use them to improve your business relationships, you will be
glad you’ve invested the time to read it.



CLIMBING THE RELATIONSHIP PYRAMID

BUILDING RELATIONSHIPS
IS A SKILL

Positive relationships—with customers, with suppliers, and with em-
ployees—are the basic unit of every business. For your business to
grow, it must continually expand and improve its network of rela-
tionships and the quality of those relationships. Without positive re-
lationships, a business may not grow. Obviously, some businesses
(management consultants, accountants, lawyers) depend more heav-
ily on personal relationships with their customers than others (self-
serve gas stations, discount chains, and direct marketing firms). At
the same time, relationships with other people are important to every
business.

As an individual, you grow in your career as you expand and im-
prove your network of relationships with coworkers, managers, cus-
tomers, and prospects. If you are a project manager or work in a
cross-functional team, you probably have much responsibility but lit-
tle authority. You can only do your job through your relationships
with others in the organization. If those relationships are strong and
positive, you can be effective. If they are indifferent, or worse, nega-
tive, you will have difficulty getting things done.

If you can nurture and leverage superior relationships with key
business contacts—customers, coworkers, and managers—you will,
almost automatically, be more successful in your business life. Cer-
tainly the converse is true: When you have poor relationships with
customers, coworkers, and managers, your business life suffers (not to
mention your personal life).

The key words here are consciously, systematically, and routinely.
Building business relationships that last is a skill virtually anyone can
learn. It requires a process you can master since you already know in-
stinctively what the process requires. If you master the simple steps in
this book, your business (and personal) relationships will improve. I
have seen it happen hundreds of times with people I have managed
and counseled.

The three steps in the process, which I'll describe in more detail in
the next chapter, are:



PAYBACK TIME IN MEMPHIS

1. Have the right mind-set. You must think that relationships are
important. You must believe that you are someone with whom
other people would want to have a relationship. Why would they
want to? Because you have experience, training, skills, abilities,
knowledge (or all five) they value. You must also think well of
others and learn to think as much as you can from the other per-
son’s point of view.

2. Ask the right questions. You also must ask them in the right
way for the right reasons. In a later chapter, you will find spe-
cific questions and the principles behind them. The goal through
asking 1is to discover common ground—mutual friends, inter-
ests, or concerns. Or if there is no obvious common ground and
the other person cares passionately for something about which
you know little, your goal should be to learn from him or her.

3. Demonstrate your professionalism, integrity, caring, and knowl-
edge, and, when appropriate, do unexpected, inexpensive, and
thoughtful acts based on what you’ve learned about the other
person. This process may be simple in outline, but takes weeks
or even months of thought and care to apply it properly.

Why bother to improve your relationships? The cold, hard truth is
the quality of our personal and professional relationships in many ways
determines the quality of our lives. Not in every way, of course, but
in many. The more high-quality personal and professional relation-
ships we have, the more easily we will sell our products, our ideas,
ourselves—and the more rewarding, fulfilling, and successful our lives
tend to be. The ability to build and maintain high-quality business re-
lationships has no downside and an upside that knows no limits. Take
Mike Accardi, a friend of mine from high school.

PAYBACK TIME IN MEMPHIS

For the past 27 years, Mike has been a commissioned salesman for
Wurzburg, Inc., a packaging supply distributor in Memphis, Ten-
nessee. Although he is now very successtul, it was not always that way.
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Two months after he started working for the company, the Accardi
family’s blender broke. “We were dirt poor,” says Mike. “We couldn’t
afford a new blender, so I told my wife, I go out to this area of town
every Tuesday where there’s a Sunbeam/Oster repair shop.”

The older gentleman at the shop said he could repair the blender,
and Mike explained that he was in the area every Tuesday and would
pick it up on his next run. The following Tuesday, the blender was
ready, and the bill was $2.50. Mike could not believe the repair cost
so little, but the man said that it was no big deal. Mike recalls saying,
“Sir, you don’t understand how big a deal it is to me to have this re-
paired. I can pay you the two fifty, and I appreciate it. But I tell you
what, I don’t know if you do any packaging or shipping out of here,
but let me return the favor. If you ever need anything, call me and I
will see that you don’t pay list price.”

Mike began stopping by the shop the second Tuesday of every
month just to say hello and visit for a bit. Mike knew that the busi-
ness would never be a major customer, but he enjoyed building the re-
lationship. Over the next two years, the man ordered perhaps a case
of tape, two cases of padded envelopes, and a few bundles of 25 boxes.
One Tuesday, he asked Mike, “Do you have a few minutes today?”
Mike said, “Sure. I come here to give you my time. I have as much
time as you need.”

“Let’s get in your car. I want to show you something.” They drove
to the northern part of the city with Mike asking “Where are we
going?” along the way.

“Don’t worry about it, I want to show you something.” They
pulled into the parking lot of what was to become a million-square-
foot building. Mike asked, “What 1is this?”

“This 1s payback.”

“What are you talking about?”

“For two years, you are the only salesperson that has treated me
like I was worth anything. Now it’s payback. Sunbeam’s headquarters
in Chicago is closing, and they’re moving everything here. So get
your business cards and come with me.” He took Mike to every de-
partment, and said, “This is Mike Accardi. You buy all your packag-
ing supplies from him.”



RELATIONSHIPS CAN TRUMP PRICE

Until Sunbeam left Memphis 12 years later, Mike had enough or-
ders to deliver a 40-foot trailer of packaging supplies every week.
Mike’s customers were so loyal to him that when his competitors asked
to speak to someone about Sunbeam’s packaging needs, the Sunbeam
people would give them Mike’s card. When Mike’s competitors would
ask, “What’s this?” his customers would say, “You wanted to talk to
whoever handles our packaging.”

The salespeople would then say something like, “No, no, you don’t
understand. That’s our competitor.”

And Mike’s customers would respond with something like, “No,
you don’t understand. That’s who handles our packaging. If you have
an idea, give it to him and he’ll bring it to us.”

When Sunbeam left Mempbhis, the department heads, assistants, and
janitors found new jobs, but Mike maintained the relationships he had
built. Although in the metropolitan area, accounts generally go to the
salesperson who develops the business, former Sunbeam executives
would call Mike’s company to say, “Tell Accardi to come see me at
this new business.” On occasion, this has caused strained relations
with Mike’s friends in his own company. Other salespeople have lost
accounts because a customer insisted, “I’'m not going to deal with any-
body other than Mike Accardi.”

RELATIONSHIPS CAN TRUMP PRICE

Not only can the relationship edge in business help you build your ca-
reer, it can help you keep the business you now have. Take Bob Hol-
man’s experience.

Bob is president of Donaldson, Holman & West, PC, a firm of cer-
tified public accountants in Birmingham, Alabama. Several years ago,
one of the firm’s staft accountants left to join the local branch of a
larger, international CPA firm. Following the normal procedure, the
new firm’s management asked their new employee about the substan-
tial, profitable DH&W clients with whom she had worked. Their in-
terest was to have them switch to her new firm. Armed with that
information, the former employee and her new employer visited a
large DH&W client and reportedly said, “We can give you the same
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or better service you've been getting, and for the next three years we’ll
provide that service at 75 percent of what you are paying now. We will
give you that as a guarantee. And of course you will have the same
person working on your account who already knows your business.”

The client immediately came back with an answer something like
this: “Thank you very much. That’s very enticing. However, we have
a good relationship with our current CPA firm and money is not an
issue. Service is, and we’re getting the service we want, so we’re not
interested in changing.”

Bob says that in the world of accounting firms, where accountants
often seem to compete on price, “it really rang the bell for me how
important the relationship 1s.”

[ asked Bob what he thought his client had been talking about, since
every CPA—and certainly a large, international firm—offers “service.”

“I think it was a combination of things,” he says. “We were not
only doing traditional services for them—tax and audit services—but
they were relying on us more or less as a consultant to them in vari-
ous areas. | don’t want to say that we were going so far as to be on
their management team; we were not. But it was very seldom they
made a large decision, or sometimes even minor decisions, without
consulting us. We did not socialize with the management there a lot,
but they knew we were available, knew we were interested in what
they were doing and how they were doing it. We spoke almost every
week. They knew we were interested in them personally and knew
their families, knew where their kids were in school, and we talked
about those things.” In other words, Donaldson, Holman & West were
not only professional accountants, they had the relationship edge.

Finally, although my focus here is on building strong business rela-
tionships, not on making friends, strong ties in your professional life
can lead to true, long-lasting friendships.

John Fuqua, an area sales manager in Birmingham for a major phar-
maceutical company, says that building relationships has done more
than help him monetarily: “The fun part of selling anything is when
the customer becomes your friend. I have been asked to do a number
of things at a personal level that I would not have been asked to do if
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[ hadn’t been a friend along with being a person who happens to sell
something customers like and recommend. I have been in weddings.
I have been a pallbearer at funerals. I have been asked to do talks at
their children’s schools. It’s a great feeling to know I can pick up the
phone and reach someone even though they are busy people.”

FOUR FUNDAMENTAL
SELLING TRUTHS

Selling is part of life. I use selling here and throughout this book in its
broadest possible sense. Selling includes not only convincing a prospect
or customer to buy your firm’s product or service, but persuading a
manager that your idea is valuable. It includes everything from influ-
encing a client to adopt a new service policy to bringing a coworker
to your viewpoint. Whether you call it selling or call it persuasion, re-
ally successtul people in almost any endeavor rely on it to achieve their
goals (which I also talk about in this book).
Consider these four fundamental truths about selling:

1. Without meaningful dialogue, there is no selling. There may be
buying, but there is no selling. Selling requires a significant ex-
change between two parties that is rooted in the truth. The
buyer has needs, wants, desires. The seller has a solution—a prod-
uct, a service, an idea, a suggestion. The buyer and seller must
communicate so they both understand the need (which, initially,
may not even be clear to the buyer) and how the product meets
that need. Good relationships facilitate meaningful dialogue.

2. Where trust and rapport are strong, selling pressure will always
seem weak." If buyers believe or know the seller has their best
interests at heart (always understanding there 1s something in the
exchange for the seller), they listen to the seller’s suggestions
with an open mind. Good relationships build trust and rapport.

3. Where trust and rapport are weak, any selling pressure will ap-
pear strong. This perception of pressure could have a negative
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effect on sales. A buyer who believes the seller cares only for his
or her own interests, will be skeptical, even hostile. Poor rapport
can mean that instead of two colleagues trying to solve a mutual
problem, it will be a cynical seller trying to selfishly foist some-
thing onto a gullible and suspicious buyer. Even if the seller’s so-
lution is appropriate, it may be impossible to convince a hostile
or indifferent buyer. Good relationships minimize the negativ-
ity in a selling situation.

4. The more you learn from customers, clients, and coworkers, the
more likely you are to have personal relationships with them.
The better the personal relationship, the greater the trust and
rapport between people.

Think of your own experiences. Have you ever walked away from
a sales situation—a car dealership or an appliance showroom—because
you just did not trust the salesperson? Conversely, have you ever bought
something because a friend recommended it? It probably felt nothing
like sales pressure (and your friend was not working for the seller and
earned no commission), but in fact she persuaded you. She sold you.

Have you ever recommended something to a friend—a book, a
movie, a gadget—because you knew your friend’s tastes and interests
and, therefore, had a good idea of what to suggest? Having learned
over time to trust your recommendations, your friend picked up the
book, went to the movie, bought the gadget.

For that reason, your goal is to have strong, positive personal rela-
tionships with the key people in your business life because they can
help you be more effective in selling or persuading. These key people
may be customers, clients, coworkers, managers, suppliers, or someone
else. Because your situation is unique, of course, you will have to de-
cide who those key figures are. And while it’s not possible to have a
strong relationship—one that requires the investment in time and con-
centration this book prescribes—with every single person in your
business life, knowing and applying what you learn here can mean the
difference between extraordinary success and something less.
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MEANINGFUL DIALOGUE COMES WITH TRUST

MEANINGFUL DIALOGUE COMES
WITH TRUST

With a solid personal relationship, trust and rapport are strong. And
where trust and rapport are present, you can have meaningful dia-
logue. And what do I mean by meaningful dialogue?

Meaningful dialogue is speaking the truth. The participants talk
about what is real, important, and factual. Relationships and com-
panies are too often ruined because people can’t get at the truth. They
may not actively lie, but they evade, shade, and spin. However, the
more truth customers or colleagues share with you about their prob-
lems and concerns, the more likely you and they will be able to solve
their problems—if a solution exists.

If potential customers will not share with you the problems they
face in their business lives, how can you possibly help solve them? If
they will not tell you what they honestly think about your company,
your products, and your service, what is the likelithood you can do
business with them? (The answer: Very little.)

Too many salespeople do not even address this issue. They do not
make it a priority to build a personal relationship or to establish a di-
alogue. Rather, they use what little time they have to tell prospects
about their product or service and leave. They give a monologue and
feel they’ve accomplished their goal if they can make it to their pitch’s
end without interruption. At best, they only try to guess what prospects
truly need.

If you do try to guess what a prospect truly needs, and if you know
enough about his or her industry and competitors, your guess may be
close to the reality. But it may also be wildly wrong, and so you waste
their time and yours.

If you can’t engage customers in a meaningful dialogue, to learn
about the things that are really bothering them, there is little likelihood
you will ever move them to your point of view. If you have no strong
positive relationship, why should they spend any more time than nec-
essary listening to you? You will always be dealing with smoke and fog
because you will not be able to uncover the truth. You end up giving

11
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a meaningless (to them) speech rather than having a meaningtul con-
versation.

Accordingly, you want to strive for a better business relationship
because it encourages meaningful dialogue. When you have a strong
relationship, the other person listens to you differently and shares more
openly. In a good relationship (think about your own positive rela-
tionships, business or personal), when the other person talks, you pay
attention. You are not immediately skeptical, looking for the hidden
agenda, expecting a trick.

Similarly, you expect colleagues with whom you have a positive re-
lationship to listen to you because they know they can trust what you
say. They will give you the time to hear you out (usually). They ex-
pect you to tell the truth and expect you to challenge them when you
don’t agree with or understand something they say—just as they feel
free to question whatever you say.

Good business relationships will not do your selling or persuading
for you. You still must explain the features and benefits, the service re-
quirements, the contractual obligations, the time line, all the myriad
details of the product or service or idea you're trying to sell. But a
good relationship will allow you to get a fair hearing with a mean-
ingful dialogue for your ideas, plans, and proposals. People who like,
respect, and trust you will want to hear what you have to say. Ulti-
mately, they buy more or accept more because they listen difterently—
better, perhaps, or more profoundly—than when they are indifferent
or hostile.

At the same time, because you’re building a long-term relationship,
you don’t sell your customers or colleagues something that you know
they cannot use or that is inappropriate for their situation. You don’t
sell them something inappropriate even if your company has put an
extra commission on the product to move it. You don’t sell them
something inappropriate even if you are one sale short of winning the
“Salesman of the Quarter” plaque. Not even if this project will be
the difference between making a profit for the year and breaking even.

You don’t knowingly sell something that is inappropriate unless you
want to chip away at or destroy the trust and respect you’ve been able
to build. You don’t do it because it isn’t right for the other person. It
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takes time and effort to reach the top of the Relationship Pyramid,
and you don’t want to slide back down through a single selfish or
thoughtless act.

CLIMBING THE
RELATIONSHIP PYRAMID

The Relationship Pyramid reflects the five positive relationship levels
you can have with another human being. They form a pyramid because
a great many people, literally billions, form the base—the people who
do not even know you by name—and relatively few are at the peak—
the people who value a relationship with you (see Figure 1.1).

Figure 1.1
The Relationship Pyramid

People
who value
a relationship
with me

People who respect me

People who are friendly with me

People who like me

People who know me by name

People who don’t know me by name
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It 1s, fortunately, relatively easy to move up from the base to the first
level, the level where people know you by name. The best way to have
other people remember your name is to remember and use theirs. If
you call prospects, clients, and coworkers by name every time you see
them, they will (in most cases) become uncomfortable not knowing
your name and ultimately will reciprocate by learning it.

Often in business, you can easily find out a person’s name because
it is on the office door, engraved on a nameplate on the desk, or
printed on the nametag the person is wearing. The other person also
ought to know yours, especially if you’re wearing a Visitor’s tag or
after you’ve exchanged business cards. Nevertheless, the first step in
building business relationships is to have your contacts remember your
name. Start by using their names.

The next level includes the people who know you by name and who
like you. By “like you,” I mean they don’t mind having you around.
They are not offended when you visit. You are not close (yet), but
they’ve left the door ajar to becoming closer.

The next level covers the people who are friendly with you. By
“friendly,” I mean they will talk about more than the immediate busi-
ness at hand. They will chat about the football game or what you did
last weekend or where they went on vacation. At this level, you are es-
tablishing and sharing common interests and concerns, and you now
routinely talk about those concerns.

The next level consists of the people who respect you. I'll be talk-
ing in detail later about respect and how to gain it, but for now I mean
respect as it 1s defined in most dictionaries: “esteem for or a sense of
the worth or excellence of a person, a personal quality, or ability.”
Someone who has a high opinion of your integrity, your knowledge,
your courage, or all three, respects you by definition.

The last level contains the people who value a relationship with
you, because they believe it 1s in their best interest to have one. (You
may believe it’s in their best interest to have a relationship with you,
but if they don’t agree, it doesn’t count.) They trust you, think you can
help them, and are confident you will not abuse their trust. Even bet-
ter, the feeling is mutual; just as you help people at the top of the pyra-
mid, they will help you.
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You NEED KNOWLEDGE, INTEGRITY, ACTIONS

Most business relationships are at the Know-Me-by-Name/Like-
Me/Friendly-with-Me levels. These are all about likability. By using
the questions and techniques in this book, you can get almost any-
body to like you reasonably quickly. The best and fastest way to get
people to like you is to get them to talk about themselves and the
things they treasure. The questions in Chapter 3 are designed to get
people to talk about themselves and about the things that are impor-
tant to them.

Just to be liked is not enough, however. When you reach the
top two levels in the Relationship Pyramid, the Respect-Me/ Value-
a-Relationship-with-Me levels, you have relationships that can help
you even reach your stretch goals. But how do you get people to re-
spect you and how do you get people to value a relationship with you?

While I’ll be answering in far more detail in the chapters ahead,
for now, it is enough to say that the answers are a function of your
knowledge, your integrity, and your actions.

YOU NEED KNOWLEDGE,
INTEGRITY, ACTIONS

Clients will not respect you if they think you are an idiot. They expect
you to know your product, your service, or your idea. They expect you
to be able to answer their questions and to help them solve their prob-
lems. This expertise is the price of entry, and if you don’t have it, a
great relationship will not be an adequate substitute. You need both. In
addition, you should also have some specialized knowledge that makes
you a more interesting person. The expertise can be about wine, or
running a Boy Scout troop, or the Civil War, or convertible deben-
tures, or it can be about religion, photography, cooking, football, or old
television shows. It can be about anything that appeals to you.

People respect someone who has specialized knowledge (which need
not be encyclopedic, just more than a passing acquaintance). Ask your-
self, What special interests do I have? You might be well informed
about college basketball or Italian culture or quilting. Then, are you
leveraging that specialized knowledge by letting people know you have
it? Doing that successfully involves a technique that I describe in a later
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chapter. (It’s not by casually remarking during a lull in the conversa-
tion, “Did you know the Double Wedding Ring pattern is one of the
most difficult quilts to make?”)

[ am not going to spend a lot of time talking about your integrity.
[f you don’t have it, I’'m not sure a book is going to help you get it. If
you do have it, you don’t need me to tell you how to get it.

My experience has taught me that most people have integrity. They
want to do what is right. They are sometimes tempted to compromise
their integrity when they feel pressures to perform, when there is a
conflict between what they believe is right (honest, truthful, decent)
and what they are convinced the organization wants. These pressures
may be external—a sales quota, a management threat, a deteriorating
business situation—or they may be internal. Whatever the cause, any
professionals who allow a temporary situation to override their sense
of what 1s right risk permanent career damage. At some level, we all
know when we have done something wrong; the warnings of our con-
science help us keep our self-respect. As a friend says, “I would rather
be an honest failure than a successful cheat.”

Last, you reach the top two levels of the Relationship Pyramid, not
with words, but through your actions—what you do, how you do it,
and how consistently and predictably you do it. Not only must you act
consistently, you must act in a way that makes other people exclaim
(if only to themselves), “Wow! That impresses me.”

It may be something small. Anne Cobuzzi, senior brand planning
manager at the pharmaceutical company AstraZeneca in Wilmington,
Delaware, talks about a small thing that had a big impact on her rela-
tionship with a coworker in Sweden: “Building relationships overseas
has been very challenging, but I think I do well globally because I be-
come friends with my colleagues before we really get into a working re-
lationship. One of the women I’ve come to know and work with in the
Swedish office went to her hometown over the holidays and sent me a
little wreath with a red ribbon with a note that said, ‘I wanted you to
have this. It’s very indicative of my small town.” She sent it as a holi-
day gift. It was from someone I have a very good working relationship
with, but I didn’t expect her to do anything like that. To think she
went all the way back to her hometown, which is several hours from
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the office where she works, and thought of me while she was with her
family, was like . . . WOW! It made a real impact.”

More often than not, salespeople don’t impress their customers be-
cause they do exactly what prospects and customers expect them to do.
That is, they run into the office and, in 30 seconds or less, bellow
about how great their stuft is with the implied point, “You’re a func-
tional idiot if you don’t use my product or come over to my way of
thinking!”

Mouthing a sales pitch, no matter how professionally crafted, does
not build credibility. It does not build respect. Even if your stuft is
great and customers are functional idiots for not buying, implying they
are will not strengthen your relationship. True, at some point you have
to talk about what you want to sell, but there is a right way to make
your presentation that I describe later in this book.

KEY POINTS ABOUT THE PYRAMID

As you read on, you should keep several key points about the Rela-
tionship Pyramid in mind. The first should be obvious: It’s a lot eas-
ier to come down a pyramid than it is to climb up. It can take months
to reach the top, but you can destroy someone’s trust and respect
overnight. If you say, “We will have it to you by next Friday,” have
it there by next Friday. If not, you risk losing some respect.

Interestingly, often you don’t have to give next Friday as the dead-
line anyway. You could say Friday after next; the client does not care.
But if you set your own deadline and then miss it, the client will care.
If you can’t do something when you say you will do it, don’t say you
will. Whenever your actions are disconnected from your words (or
your intentions), you lose respect. Once you have relationships, cher-
ish them because you can ruin them very quickly. I’ll be talking about
what you can do to maintain a relationship over time.

If you have a good relationship, you may also be granted a greater
degree of forgiveness when something does go wrong. Other people
are often more willing to forgive mistakes if they see them as anom-
alies, not patterns. For example, if someone does not know you well
and you do not return an important call, the person you’ve slighted
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may assume that is your pattern of behavior. If you have a good rela-
tionship, however, and you do not return an important call, the per-
son will understand that it is not your typical behavior and will look
for another explanation. When you have a good relationship, you get
more forgiveness.

The flip side—and another important point—is that many times you
can dramatically improve your relationship by the way you handle ad-
versity. You have said the product will be delivered on Friday, but
through no fault of yours (there’s a fire at the plant, a wildcat strike,
the truck breaks down), you learn on Wednesday that the delivery will
not make the deadline. The way you inform the customer and make al-
ternate arrangements can dramatically change your relationship for the
better.

Another key point: Movement up the Relationship Pyramid is not
always sequential. But if you are at the bottom and want to reach the
top, you must go through all the steps. Someone has to know you by
name, has to like you, has to be friendly with you, and has to respect
you before you can get to the top of the Pyramid. But someone might
be friendly without knowing your name. Also, while unusual, it is pos-
sible to have a productive business relationship with someone you don’t
particularly like, although the reverse is not true. Nevertheless, you
have to move through all the steps to reach the peak. Someone who
does not like you will not value a relationship with you, so you can-
not skip that step. Also, you may move up two steps almost at once, and
there is not always a clear demarcation between steps (although some-
one either knows your name or doesn’t). The line between the people
who like you and the people who are friendly with you is more like a
gray area than a sharp division.

Another key point: Getting to the top of the Relationship Pyramid
is a long-term proposition. Moving up the Pyramid does not happen
overnight. There are only two ways to get people to respect you
overnight: Either you must have some specialized and extraordinary
knowledge that they respect when they first meet you; or you must do
something cataclysmic (e.g., pulling them from a burning building)
that causes them to look at you differently. In day-to-day dealings, you
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usually must put in the time and effort to get someone to respect you
or to value a relationship with you.

Also, the process discussed in this book will not work with every-
one. Some people simply don’t want a relationship with you. Their at-
titude may be irrational, given how friendly, courteous, kind, obedient,
thrifty, brave, clean, and reverent you are—but it is a fact of life. If you
follow the suggestions in this book, however, you will be able to build
a strong, positive relationship with most people. When you come across
someone who will not respond to the questions in the following chap-
ters, all you can do is move on to someone who will.

So, to sum up:

* Good relationships help us achieve abundant success in our busi-
ness lives.

* Few of us know how to consciously and systematically build and
maintain positive relationships.

* Without meaningful dialogue, there is no selling or persuading—
not of products, not of services, not of ideas. Meaningful dialogue
is a sharing of truths.

* The more you know about someone, the more likely you are to
have a solid personal relationship with that individual.

My purpose in writing this book is to teach you a process for mov-
ing consciously, systematically, and routinely from the bottom of the
Relationship Pyramid to the peak, where you can experience the suc-
cess you deserve with your key business contacts.

With all this as background, let’s talk in detail about how exactly to
build a relationship to the point where someone values a relationship
with you and you sit at the top of the Relationship Pyramid with that
customer or colleague.
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CHAPTER 2

WHAT STRONG
RELATIONSHIPS REQUIRE







Building a strong business relationship is a process. It’s not magic,
it’s not chemistry, it’s not luck, it’s a process. And because it is a pro-
cess, you can learn it and you can replicate it. If you need to build a
relationship, you now have a model for building one and no excuse for
not doing so.

On the other hand, the process will not work with every person
every time. The failure in such a situation is not the process, but the
other person’s personality, or the circumstances, or an issue over which
you have no control, or all three.

Nevertheless, everyone who has a close friend, a loving spouse, or
a loyal colleague has gone through the relationship building process.
Unknowingly, perhaps, but they have taken the three steps the pro-
cess requires.

Taking the steps unknowingly, the way most people build relation-
ships, is the difference between unconscious competence and conscious
competence. Most people are unconsciously competent at building
good relationships. They do the right thing without deliberation with
some people. Understanding the process, however, puts you at a level
of conscious competence. The process does not merely happen. You
know how to do it and you can do it when it counts.

Winning relationships result when two human beings make a pos-
itive connection, and again strong relationships seldom happen
overnight. It takes time to gain trust, to obtain information, and to
demonstrate your integrity. Rarely do we completely trust someone on
first meeting (which is wise, given that not everyone is trustworthy).
We have to get to know them and they have to get to know us. We
have to demonstrate our integrity by acting with integrity—by doing
what we say we’ll do—over time. Each small act of responsibility,
truth, or trustworthiness demonstrates our integrity. These small (or
large) acts take time. How much time it takes to build a strong rela-
tionship varies with the situation and the personalities involved, but
it cannot be rushed.
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THREE STEPS TO BUILDING A
POSITIVE RELATIONSHIP

The three steps in building a positive business relationship are:

1. What you think—your mind-set;
2. What you ask—the information you gather; and
3. What you do—the actions you take.

Not surprisingly, you must first believe in the value of building busi-
ness relationships. If you don’t think your relationships make a difter-
ence to your business or personal success, why make the effort (and it
is an effort) to learn how to build good ones?

If you don’t think your relationships make a difference, you are in
a minority. Lance Perkins, an executive account manager for General
Electric Medical Systems, sells enterprise-wide solutions to hospital
executives. These solutions range from managing assets to increasing
productivity, and Perkins deals mainly with chief executives and chief
financial executives at large hospitals. The hospitals are generally large;
General Electric is gigantic. One might believe a strong relationship
is irrelevant. How important is it that Perkins have good relationships
with his customers?

He tells me, “We sell multimillion dollar deals. Executives are not
going to invest that kind of money in an individual they don’t trust,
they don’t like, and they don’t feel good about. So having rapport with
those executives is key. In today’s business life, people look in terms
of partnerships. We are going to be working as partners. When you
think about partnerships, what is implicit is an open dialogue, a trust,
and that trust and dialogue are built on the foundation of rapport.”

No structure can stand tall without a solid foundation, and the Re-
lationship Pyramid’s foundation in Figure 2.1 shows genuine care and
concern for others, what you think of others, and what you think of
yourself.

I believe most people do feel a genuine care and concern for oth-
ers. Those who don’t feel a genuine concern for others tend to re-
gard other people as a means to self-centered ends. They use people.
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Figure 2.1
No Structure Can Stand Tall without a Solid Foundation

The Relationship Pyramid

Foundation

Genuine care and concern for others
What I think of others
What I think of me

They do not care about building long-term relationships (or if, at
some level they care, they cannot imagine doing what is necessary to
create and maintain a relationship). Their lives are strewn with failed
relationships—with friends, spouses, children, and business associ-
ates. In contrast, people who feel genuine concern for others are not
users; they try to put as much (or more) into a relationship as they
take out.

People who are able to move to the top of the Relationship Pyramid
think well of others. They believe other people are important. They
meet each new person with an open mind. They are neither cynical
nor credulous. They believe that most people in most situations are hon-
est, truthful, and helpful, while at the same time they know the world
contains snakes. It seems to me that two dangers in life are to believe
everyone is completely trustworthy . . . or to believe no one can be
trusted ever. In the first case, you routinely expose yourself to financial
and other abuse. In the second, you may miss the joys and rewards of
friendship.

To build any successful relationship, you must think well of your-
self. This is not a self-help psychology text, but to build a winning
relationship, you must believe you are someone with whom other
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people would want to have a relationship. This may be why very
famous people sometimes have difficulty getting dates. Noncelebrities
assume those important stars would not go out with them and don’t ask.

If you decide you can’t have a relationship with a certain high-
powered executive, then guess what? You can’t. If you do not care for
yourself or if you believe you are unlikable, it’s difficult for other
people to like you. The belief becomes a self-fulfilling prophecy, a
variation on Groucho Marx’s famous remark: “I wouldn’t want to
have a relationship with the kind of person who would have a rela-
tionship with me.”

Many people think well of themselves, but are shy. Indeed, Leil
Lowndes in How to Be a People Magnet quotes a 1997 study: “Ap-
proximately 30 to 48 percent of adult Americans suffer from shyness
and consider it a lifelong hindrance. Thirteen percent of these folks
are in anguish owing to an acute case of the ailment.”’

If you are shy, you may think you’ll have difficulty building strong
relationships. People have told me in my seminars, “I’'m shy. People
aren’t interested in me. I don’t know what to say to someone.”

One way to alleviate shyness, says Lowndes, is to force yourself to
talk to strangers. “Smile, open your mouth, and talk to people stand-
ing in line at the bank or waiting to get into a busy restaurant. A shy-
ness clinic in California actually suggested getting on elevators just for
the ride and snaring unsuspecting strangers for conversation.”

In my experience, most people have never been taught how to have
a genuine interest in other people and bring it to work. We all (many
of us, anyway) have and show a genuine interest in people outside
work—the people we meet socially. But for some reason, we have de-
cided that bringing to work a genuine interest in people conflicts in
some way with business concerns. Companies and people are not very
good at drawing the line between what they must do to accomplish
business objectives and how they deal with more personal issues. When
[ am focused on making the sales call, or giving the presentation, or
finishing the project, it is difficult for me to focus at the same time on
what you did this weekend.

I think people have a natural curiosity and a genuine concern for
others, but they are not overly comfortable bringing it to the office.
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MAKE SELF-FULFILLING PROPHECIES POSITIVE

The tragedy of September 11, 2001, should have taught us that there is
an incredible latent interest in other people. Total strangers gave bil-
lions of dollars because they were interested in, and cared about, other
people. The challenge is to take what is in your heart, that natural in-
terest in helping others, and bring it to work.

This is not to say there is no difference between your family/social
and your business lives. It is to say that many people in business are
more brusque, impassive, and detached than necessary.

For example, salespeople are correctly interested in selling their
product or service; that’s what they are paid to do. But most believe
the way to sell is to tell prospects about the features, about the bene-
fits, about the service, about the pricing, about the company, about
the . . . but you get the idea. They’re not supposed to waste time talk-
ing about vacations, hobbies, and children.

And this applies not only to salespeople. Colleagues who want to
promote their ideas, consultants who want to promote their services,
and those who want to persuade someone else of anything tend to
focus on their ideas, their services, and their plans.

In truth, those who persuade most effectively understand the pri-
mary topic is not—should not be—about them and what they have to
offer. It is about the prospect, colleague, or client. The focus is on
what others think, want, or need. The great paradox of selling is that
the less you care about the sale, the more you sell. Zig Ziglar says that
people don’t care how much you know until they know how much
you care. The more that people like and trust you, the more likely
they will take your ideas into account. If you can figure out a way to
balance a genuine interest and curiosity in people with your ultimate
desire for business success, you can be wildly successful.

MAKE SELF-FULFILLING
PROPHECIES POSITIVE

Perhaps the best way to overcome the suspicion (or fear) that you are
unlikable is to act as if you expect to be liked. If there’s going to be
a self-fulfilling prophecy, you might as well make it a positive one.
Conduct yourself as if you expect to be liked, and you’ll be amazed
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at how many people will act as if they like you. As an example of
what I’'m talking about, consider Van Walker, a pharmaceutical sales
representative.

The first day I worked with Van in 1981, it was clear he was bril-
liant. A member of Mensa, he never finished his degree in astrophysics
because college bored him. He was naturally thoughtful, quiet, and in-
troverted, yet when we called on a customer, he tried to crack jokes and
pat people on the back. His behavior was the antithesis of what his real
personality seemed to be, but apparently he thought that to be a sales-
person you had to be a hail-fellow-well-met.

We were riding back to the office at the end of the day when he
asked me, “What do you think?”

“My suggestion is that you get another job.”

He said, “What?”

“Van, you must be the most miserable person on the planet.
How can anybody with your personality get out of the car and be-
come a completely different human being when you’re in front of a
customer?”

He thought for a moment. “I don’t think they’ll like me if 'm me.”

“I think you are a hundred percent wrong. What do you think these
people we’re selling to really look for? They’re looking for someone
who is sincere, someone who is genuine, someone who is intelligent,
and someone who can help them solve their problems. You don’t have
to be a Jay Leno to do that. You can just be Van.”

He thought about it for a mile or so. “Do you really think they’ll
like me?”

“I know they’ll like you. In the first place, most of them are intelli-
gent people and they respect other intelligent people. Most of them are
shy; they respect someone who is shy. You're just like them.” It oc-
curred to me he was trying to be like his previous boss, who was a
bluff, hearty, hail fellow. “Don’t be like your old boss,” I told him,
“be like Van.”

He said, “I feel like a hundred-pound weight is being lifted oft my
shoulders. I have been miserable trying to be somebody else.”

[ said, “Just be you.”
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By the end of the year, Van was number four in sales of 550 sales-
people in the company. I promoted him and the new account reported
Van was the best representative they’d ever had. I promoted him again
and gave him responsibility for the most important account in my dis-
trict with the same result—the best representative they’d ever had. All
because Van stopped being some corn pone, snake oil salesman and
began being himself.

THINK WELL OF OTHERS
(EVEN THE JERKS)

You must also think well of others even when they are not, on the
surface, likeable. This is not always easy, given the fact there are some
real jerks in the world. When I was a district manager for a pharma-
ceutical company, I competed with Dick McDonald, then a district
manager in Detroit. I never really liked Dick. In fact, I didn’t like
being around him because I thought we were completely different
people. We had different likes, different dislikes. In addition, we com-
peted with each other. We were both district managers, both wanted
to have the top district, both wanted to be promoted, and I felt the
natural competition you feel with your peers that exists in any busi-
ness—but perhaps I felt it more than was healthy.

One day my boss was telling me something about Dick McDonald
and I remarked, “I don’t like Dick McDonald.”

He said, “Well, that’s an interesting point of view.” He thought about
it for a minute, then he said, “Here’s what I want you to do. You go to
Detroit and spend a day with Dick McDonald. I want you to come back
and write me a report about why you like Dick McDonald.”

“That’s impossible.”

He said, “I don’t care if it’s impossible, you're going to do it.”

Reluctantly, I called McDonald and, under the guise of coming to
Detroit to learn his ideas on what we might do to sell certain national
accounts, I arranged to spend a day with him.

Once with him, I discovered McDonald was more like me than
not, a guy who had strong family values (like me), who had a genuine
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love for his associates (like me), and who also had a unique sense
of humor. I learned I had not fully appreciated his humor. I learned
he 1s a stand-up guy with lots of character and integrity. It is diffi-
cult to see integrity when you see someone only from the outside
(and even more difficult when you think you’re looking at a jerk).
When I began to see how McDonald functioned and how he dealt
with his people, I saw someone with great personal influence. I
looked at his track record and saw not only had he been successful
personally, but he’d promoted many people and many went on
to become successful leaders. Because my boss forced me to look ob-
jectively at McDonald and try to remove my bias, I began to see
McDonald for what he really was, not what I erroneously imagined
him to be.

At the end of the day, I did like Dick McDonald, and he hadn’t
changed one bit. I went to Detroit knowing I had no choice but to
find something about him I liked. When I took that perspective, I
was able to learn things about him I not only liked, but also admired.
McDonald was no longer a jerk. After the day we spent together, I felt
more comfortable collaborating with Dick on corporate projects, and
I was more open to his ideas when we worked together. When I left
the company, Dick was one of the few colleagues with whom I main-
tained a close relationship, a relationship that continues to this day
(even after he reads this book).

Indeed, not long ago, I was in Detroit giving a seminar for a di-
vision of the company for which McDonald now works and I told
this story. One of the representatives in the seminar had worked for
McDonald, and during the morning break and without my knowl-
edge, she called him to say I was in town.

Thirty minutes before lunch, McDonald walked in the room and
hugged me. “This used to be my boss,” he told the group, “and now
he’s my good friend, and I wanted to come say hello.” I could not have
scripted it better.

Over cocktails that night, I told McDonald this story for the first
time, adding that when I wrote my book I would tell it there. To which
he said, “T always liked you.” I said, “Well, I can’t say the same. I wasn’t
as open-minded as you.”
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IMPLEMENT THE
PROCESS COMPLETELY

Relationships that are not what you want them to be can usually be
traced to a failure to implement the three-step process completely. In
almost every case of a failed (or failing) relationship, you can ask your-
self: Is it failing because I don’t think correctly about the other person?
Because I don’t think well of myself? Because I haven’t asked the right
questions? Because I haven’t done what is necessary to show the rela-
tionship is important to me? Failure to do one or more of those things
will hold back a relationship in almost every case.

Too often the relationships that aren’t what we want them to be are
so because we don’t know the other person well. Generally, the bet-
ter you know someone, the better you like him or her. My antipathy
toward Dick McDonald was a function of not knowing him. I was mak-
ing superficial judgments about him based on very sketchy informa-
tion. Because I was forced to be objective, I began to learn who he was,
and my attitude adjusted. McDonald didn’t change; I changed. Once I
knew something about him, my belief changed to the view McDonald
was somebody I could and should like, trust, admire, and respect.

Often we assume what the relationship must be without testing our
assumptions. (And sometimes our assumptions are based on uncon-
scious stereotypes of successful businesswomen . . . or of Jewish doc-
tors . . . or of Republican executives . . . you get the idea.) Nor do we
know how to consciously build the relationship over time. One good
way to do that, the one this book describes, is to ask the right ques-
tions in the right way for the right reasons.

The right reason is not so you can sell more. The right reason is so
you understand enough about the person so you can build the rela-
tionship. If you have a positive relationship—that is, the person listens
to you differently—ultimately he or she will buy more if you have a
reasonable value premise.

This is a key point. Good relationships will never help you sell lousy
products (or not for long). If you do not believe in what you are sell-
ing, you should quit reading and start looking for another job. Lousy
products or services will corrupt any relationships you build. If a
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change in management or corporate direction meant I suddenly had
to sell something in which I did not believe, I would find another job
rather than damage or destroy my solid business relationships. Good
relationships are too valuable to throw away for any short-term gain.

The next chapters give you the questions to ask and the principles
behind them. The goal is to discover common ground, mutual friends,
interests, or concerns. Or, if you truly have no common ground (un-
usual, but it can happen), the goal is to discover what the other per-
son cares passionately about and learn from him or her. Most people
are delighted to teach you something about their passion.

Ewell Hopkins is director of client relations for Sapient Corpora-
tion, a publicly traded provider of business and technology consulting
services based in Cambridge, Massachusetts. Ewell says that if you can
get into a person’s workplace, whether a cubical or a mahogany office
on the penthouse floor, anything personal is fair game. If the item
were too private and the client did not want you to know about it, he
or she wouldn’t have it showing. “A man won’t have a picture of his
wife and his mistress next to each other,” says Hopkins. “If there are
two pictures, you can talk about them.”

Ewell believes that when you go into someone’s office, you should
routinely scan for examples of interests. Is there a picture of a fly
fisherman on the wall? A NASCAR model in the corner? Golf clubs
leaning against the wall? Crayoned pictures by a first grader? Each
may be an example of an individual’s passion, whether recreation,
family, church, or whatever.

“When you see it, you acknowledge it,” says Ewell. But don’t be
obvious: “Oh, I see you have a picture of fly fishing up there. Is that
something you really enjoy doing?” And don’t try to pass yourself off
as a fly fishing expert if you're not. When you’re caught as a phony,
it does not help build your integrity.

You can say something like, “Hey, it’s always important to find a
personal outlet. You have to find a way to unwind. I do [whatever it
is you do]. Is that what fly fishing is to you?”

The prospect may say, “You're absolutely right; it’s the only thing
that keeps me sane.” Or, “I live for it.” Or, “I really don’t like it. My
wife gave me that damn picture. . . .”
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Ewell has found, as I have, that people do not usually stay on per-
sonal subjects for long. “I always start the meeting there,” he says,
“and they will let you know when they want to move on. If they
want to stay on the subject for an hour or five minutes, they’ll let
you know.”

During the war in Iraq, however, Ewell’s clients in Washington did
not want to talk about business for the first halt hour of a meeting.
“Because they were so stressed out about what was going on, they
didn’t want to talk to their spouses about it any more, and they’d al-
ready talked to their colleagues; they wanted to talk to me.”

Not long ago, a sales representative I was coaching and I were in a
doctor’s outer office where pictures of two mosques hung on one wall.
After we talked with the doctor, I asked him if he would mind my ask-
ing a personal question. He said, no, so I said, “I couldn’t help but see
the beautiful pictures of the mosques outside. I am quite sure one of
them 1s Mecca, but I'm not familiar with the other one.”

He told me it was Medina. I learned Saudi Arabia has two landmark
mosques, Mecca and Medina. The doctor then told me the history of
these mosques and about being Muslim. Before we left, he gave me a
copy of the Koran and booklets showing the ties between Islam and
Christianity. The doctor had said he had no time for us, but he talked
for 20 minutes about the link between Christianity and Islam. Again,
when you can encourage people to talk about something in which
they’re interested, they will talk for a long time.

The doctor might well have answered my question with, “That’s
Medina,” and let it go at that. But unless you ask, you’ll never know
other people’s passions. You’'ll never learn what they treasure.

LEARN STRATEGIES, NOT TACTICS

This book does not teach tactics designed to get you to some definite
place in a particular time frame. It is not: Ask this question, get that
answer, use it in this way.

Ideally, the book teaches strategies you can use to improve the qual-
ity of your life and the time you spend in business (or in any relation-
ship for that matter).
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Harvey Mackay, in his book Swim with the Sharks without Being
Eaten Alive, describes a 66-question customer profile designed to
help salespeople know their customers and prospects. The profile is
also a tool companies can use to prevent a salesperson’s accounts from
leaving when the salesperson leaves. “It gets their successor up and
running with a decided timing edge, a much shorter learning curve
than would be necessary if the salesperson had to start from scratch.”>

There is nothing wrong with the Mackay 66. Indeed, those who
are familiar with Mackay’s book will realize some of the questions
in the next chapter are variations on them. The difference between
the Mackay customer profile and what I’'m suggesting is in intent.
Mackay’s goal is to sell more envelopes. Mine is to build winning
business relationships.

Actually, Mackay’s practices are perhaps closer to mine than might
tirst be apparent. Mackay says he once called on a Fortune 500 com-
pany in New York and noticed on the prospect’s wall “a picture of the
company president awarding the buyer a certificate for writing a po-
sition paper on unemployment. A week later, I sent him a book on un-
employment. The orders have never stopped coming.” Sending a book
on unemployment to someone who cares passionately about unem-
ployment is the sort of unexpected, inexpensive, and unselfish act that
helps you move up the Relationship Pyramid. It is the kind of thing
I’ll talk about in detail.

Because these are strategies, they are not designed to produce a spe-
cific benefit in a specific time. Some things work; some things don’t.
Sometimes customers or colleagues want to talk forever about what’s on
the wall, and sometimes they have nothing to say about it.

Sometimes, when you do something nice for someone, the person
does something incredibly nice for you in return. Sometimes you send
a book on unemployment and you receive an order for envelopes. But
sometimes you do 10 nice things, and nothing whatever happens.
That’s human nature, and in this situation you don’t keep score.

You do not ask the question or do something nice because you ex-
pect a quid pro quo (Latin for “You scratch my back, I’ll scratch
yours”). You ask and you do because it makes your job more fun, sets
you apart from other people, and ultimately gives you an opportunity
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to have the other person listen to you differently. You do not ask about
this picture or that model ship because they will like you better. You
do not do an unexpected, inexpensive, and unselfish act because they
will order your product. They may, but that’s secondary. Your pri-
mary reason is to move up the Relationship Pyramid.

At the same time, you can assume the things customers and col-
leagues surround themselves with are things that interest them. They
are clues, but you still must ask the question. Does the model sailboat
mean you like to sail? Yes? Do you have a boat? Yes? Tell me about
your boat. The goal, always, is to learn what the other person treasures.

In the third step in the process of building a positive relationship,
you must do the right thing to avoid undermining the goodwill you
have built. The information you gather should not simply sit in your
personal information manager (PIM)—you must use it regularly to
take actions that will build the relationship over time. This takes weeks
or even months. It cannot be hurried. You need to learn the process,
gather information, act on it, and move up to the next level of the
Relationship Pyramid for profitable long-term business relationships.

If you dispense with any part of this process, relationships will not
develop. If your mind-set is not positive, if you do not gather enough
information, and if you do not do thoughtful, unexpected, inexpen-
sive things to demonstrate the relationship’s importance to you, it will
not happen.

SET YOURSELF APART

To move up the Relationship Pyramid, you must set yourself apart
from every other person your prospect, client, or colleague comes in
contact with. Otherwise, you remain at the bottom of the Pyramid,
they know your name, but that’s about all. Moreover, how would
someone know you are different . . . and worth having a relationship
with? You have to say something or act in such a way that distinguishes
you from every other salesperson or colleague the person meets.

At one time, I became a district manager for a company that sold
pharmaceuticals exclusively to hospitals. I wanted to see all 132 hospi-
tals in my district, and I went with the representatives to visit them. We
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would go to the director of pharmacy and I would say, “My objective
is to never counter you. I am never going to go around you to try to
sell to your doctors directly. I have no clue how you feel about our
drug. If you and I disagree—and we very well could—I will do every-
thing in my power to change your mind, but I will not put you at odds
with your doctors. If I cannot convince you, I lose the battle. I will not
go behind your back.”

How smart was that? I was telling the pharmacist that even if he
were mistaken about our drug’s capabilities and I could not persuade
him otherwise, I would not try to convince the hospital’s doctors to
override his decision. I was saying—without saying it—that my rela-
tionship with him was more important than selling our drug.

In one light, it was not very smart. But how many district managers
ever told pharmacists they would not go around them? None. All my
competitors were doing whatever they could to sell their products.
And if that meant being adversarial toward the director of pharmacy,
tough cookies.

The second thing I told the pharmacist was, “I want to be known
as the company that puts something back. If you want a speaker on the
disease our product addresses, call me. Call me even if you want a
speaker on a condition for which we don’t have a medication, because
that way you know the speaker won’t be parroting a company line.”

One of my representatives once called to ask for $500, almost 10 per-
cent of my event budget at the time, to sponsor a speaker on euthana-
sia at a hospice. The oncologist involved was not a big customer, so I
asked the representative what he thought. The doctor had the potential
to be a much bigger customer; but then again, maybe not. The repre-
sentative said, “I think it’s a good idea.” I authorized the money.

Two weeks after the event, the doctor himself called me to thank
us for the $500. I said we were glad to do it.

He said, “I asked fourteen companies before I came to you. Four-
teen companies told me no.”

“First, I am embarrassed that we were number fifteen. I wish you
had asked us sooner,” I said. But 14 other companies felt there was no
value in helping this doctor so they turned him down. I felt it was the
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right thing to do, even if it did not have any direct and immediate
value to my company.

He told me, “I would love to use your drug if there were a paper
that said that oncologists should use it. But for now. . . .”

Four months later, an article in the New England Journal of Med-
icine discussed a similar drug for infected cancer patients. It was a
competitor’s drug, but I sent the paper to the doctor with a note,
“This 1s not exactly what you are looking for, but if you believe that
these drugs have a class effect. . . .” He called to say, “That’s all I need
to see,” and from that moment he became one of our best customers.

The point is, how are you going to differentiate yourself? What are
you going to do that makes prospects, clients, and colleagues know
you are different from everybody else? Or are you simply going to be
like everybody else?

DO UNEXPECTED,
UNSELFISH ACTIONS

Prospects and customers with whom you do not have a good relation-
ship expect you to do self-serving things. When you do unexpected,
unselfish things, you gain respect, credibility, and trust because it
demonstrates with actions that you care.

As you think about how customers and colleagues feel about you,
think about things you can do that are unexpected, unselfish, and, ide-
ally, inexpensive. The more of those things you can do, the more you
are likely to gain or develop a relationship.

Zig Ziglar, in his book See You at the Top, says you get every-
thing in life you want if you simply help enough other people get what
they want.” That’s true, but it’s difficult to practice because when a
situation arises, our impulse is to think in terms of our business’s needs:
I could spend the $500 on somebody who’ll talk about our product.
Why waste it helping someone who’s not even a customer?

You do these unselfish acts because if you plant enough seeds, some
will sprout—and you never know which ones or when they’ll be
important.
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A friend spent 20 years in the human relations department at
CitiBank. During those 20 years, Sally built and maintained good re-
lationships with dozens of people throughout the bank. She would
have lunches, an occasional drink after work, send birthday cards, and
chat on the phone. She did this naturally, without any thought she
might use these people in the future, but when one of the bank’s pe-
riodic reorganizations eliminated her job, Sally had strong relation-
ships with people in several departments. Because she was at the top
of the Relationship Pyramid with so many people—they valued a re-
lationship with her—she was able to learn what other jobs were avail-
able, to decide on the one that appealed the most, and to move into it
without excessive trauma.

Your goal is to get people to listen to you differently and to have
more fun in your job. If you can get people to listen to you differently,
they will share more of what you need to learn so that you can ac-
complish whatever you want to achieve.

I have noticed that salespeople tend to regard customers who use a
competitive product as enemies and adversaries. But how likely are
we to have a good relationship with someone we disdain, dislike, or
find annoying? Someone who is so blind as to be swayed by compet-
itive offers?

When you look at prospects who are loyal to your competitors, the
first thing you have to change is how you think about them. If you
don’t change that, the likelihood you will ever bring them around to
your point of view is not good. Few salespeople deal with the prospects
with whom they do not have a good relationship the same way they be-
have toward their good customers. They treat them more like antago-
nists than associates.

When you anticipate that prospects or colleagues will not respond
positively to you, you don’t act toward them the same way you do to-
ward those with whom you have good relationships. When a rela-
tionship is not what you would like it to be, therefore, ask yourself:
Am I treating this person the same way I treat those where I'm at the
top of the Pyramid? The answer is almost always no.

We have to understand customers made their choices in most cases for
sound, ethical, personal reasons. Their decisions are not about you; they
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are about them. If they have not changed to using your product (or
adopting your idea or embracing your plan), it is usually your failure to
help them see that what you offer would personally benefit them and
their organizations more than what they currently use. It is not their re-
calcitrance or their stubbornness.

If, in fact, the competitor’s product or service is actually better for
particular customers in a particular situation (and I suppose that can
happen), it would be wrong for you to try to convince them otherwise.
But rejections like, “We find your competitor’s product meets our
needs adequately,” or “We’ve done business with your competitor for
years,” or ‘“We’re not ready to make a decision at this time” often mask
real reasons. Without a good relationship and consequently meaning-
ful dialogue, it is difficult or impossible to glimpse behind the mask.

In an ideal world, you take information about a competitor’s true
advantage back to your company, and the company improves the
product, service, packaging, price, terms, or whatever. In an ideal
world, companies are sensitive to what salespeople learn in the field
and act on the information; they use the salespeople as a source of in-
valuable competitive intelligence to improve their own offering. In an
ideal world, salespeople do not spend much time trying to persuade
the unpersuadable.

Another way to say all this is that if you are going to be in sales, you
should be spending your time where your product or service is the best
for the customer. Once there, your job is to get prospects to listen to
you in such a way they begin to understand that while what you’re of-
fering may not be right for everything or everybody, there are certain
places where this product or this company is in their best interest. But
the only way you can possibly do that is to understand their interests.

You can have a product that is virtually the same as a competitor’s
or you can have a product that costs more money, but it still would be
in the prospect’s best interest to do business with you because the de-
cision would be based on value, not on price. If you can show prospects
ancillary things your company does to add value, you ought to get the
business. You need to understand clearly where your product or service
is undeniably the best choice. That does not make the job of persuad-
ing any easier, but it makes it possible.
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If we truly want to learn what customers want and need in a broad
context, we need to ask questions. What are the two or three key ini-
tiatives in your organization? Tell me about the things your CEO
stands for. What is management doing to drive this business? If you
looked at this business in a perfect world, what would be different a
year from now or two years from now?

As you begin to understand those things, you can begin to think
about ways you can help customers and prospects that you never
thought about before. You may help them solve another problem that
seems tangential to what you are selling, for example, “Do you know
anyone who understands state government procurement procedures?”
Solving that problem may give you the relationship, the preferred sta-
tus you are looking for.

BUILDING A RELATIONSHIP
TAKES TIME

Relationships are built over time, and time is one of the most impor-
tant elements of relationship building. The time you spend with an-
other person is key. If you really want a good relationship with
someone, put yourself in a position where you can spend time together.
The more time you can give, the more likely you are to learn something
about the person’s interests, cares, and concerns. In turn, the other per-
son will learn something about you.

A barrier to building relationships is that people are cautious until
they feel safe with you. How long does it take to make people feel safe
with you? The only answer is: It depends. The more time people have
with you and the more predictable your behavior and personality be-
comes, the more likely they are to feel comfortable. The more com-
fortable they are, the more they feel they can share. The more they
share, the deeper the relationship.

Lance Perkins at General Electric Medical Systems has read Albert
Mehrabian’s and Anthony Robbins’ theories on communication and
confirmed that a large component of the communication process is
nonverbal—body language. Another large component is tonality—
how you say something.
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Putting theory into practice, Perkins tries to establish rapport by
mirroring a prospect’s behavior. “You try to take the same stance the
other person takes. If he is leaning back in his chair, you lean back in
the chair. If he speaks slowly and you tend to speak fast, you need to
bring your tempo down to the same level. You try to match your
tonality to theirs. You're sending the signal to them that they tend to
pick up unconsciously, that ‘Hey, this person is a lot like me.” They
tend to like you, because people who are like each other, tend to like
each other.”

Perkins has found that top salespeople try to enter the other person’s
world by building rapport, by matching and marrying their body lan-
guage and their tonality, and by using the same type of words that the
other person uses—really entering that person’s world and speaking
his or her language. The executives he deals with “understand the
world through the language of finance. They want to know what a re-
turn on asset 1s, what liquidation rates are, what the profit margin is.
When I communicate with them I speak that language, which auto-
matically builds a bond.”

He confirms again that a key component to building trust is deliv-
ering what you commit to deliver, even if your commitment is no
more than, “I’ll get back to you on that. I’ll give you a call tomorrow
at 1:00.” But people often don’t do what they say they’ll do, and it can
destroy the trust and ruin the relationship.

Perkins also agrees that you don’t try to put relationship building on
steroids by trying to establish rapport overnight. “You don’t want to be
obsequious or to come on too strong,” he says. “Just dance at the cus-
tomer’s pace and know that it is a long-term process. Someone is not
going to trust you necessarily just because of two meetings. It may re-
quire meetings over the course of months, if not a year.”

People have the idea that in this high-speed world, we have to
speed it up. We have to do everything faster. But relationships are not
things you can put in the fast lane. Relationships develop naturally
at their own pace and are more likely to develop if you want them
to develop.

Sharing food improves the process. Robert B. Cialdini points out
in his book Influence: Science and Practice that it is a White House
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tradition “to try to sway the votes of balking legislators over a meal. It
can be a picnic lunch, a sumptuous breakfast, or an elegant dinner; but
when an important bill is up for grabs, out comes the silverware.”*

Cialdini cites psychologist Gregory Razran’s research of the 1930s.
Razran “found that his subjects became fonder of the people and
things they experienced while they were eating.” In one experiment,
“subjects were presented with some political statements they had rated
once before. At the end of the experiment, after all the political state-
ments had been presented, Razran found that only certain of them
had gained in approval—those that had been shown while food was
being eaten. These changes in liking seem to have occurred uncon-
sciously, since the subjects could not remember which of the state-
ments they had seen while the food was being served.”

There is something about eating with someone that is different from
meeting in an office or conference room. When you eat with some-
body, it almost automatically takes the relationship to another level on
the Relationship Pyramid.

You feel differently about the encounter. If you tell somebody, “I had
a meeting with Tom Griffin,” a high-level corporate executive, the
connotation is different than saying, “I had lunch with Tom Griftin.”
The two sentences carry dramatically different meanings.

Someone understands that when you say, “I had lunch with Tom
Griftin,” Griftin wouldn’t have lunch with you unless you have a cer-
tain level of relationship. Almost anybody might meet with you (once),
but not everyone will eat with you; therefore, eating is a wonderful
activity in which to forge relationships.

I teach the people I coach to have a meal with the customers and
colleagues they identify as key to their business success. Whenever you
can break bread with someone, it improves the likelihood you can de-
velop the relationship. When you eat, the talk should be about topics
other than business. People will tell you things about themselves when
you eat in the natural course of the conversation. You can develop a
completely different relationship over a meal, especially if you focus on
the other person and the meal, not your interests.

If you want a relationship with someone, you can usually build one,
but it will take time.
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DECIDE WHO’S KEY, THEN
DO SOMETHING

In 1983, I sat in an audience with 139 other people and first heard
Danny Cox speak at a seminar. Cox is a professional speaker, has a
Council of Peers Award for Excellence, the highest honor a speaker
can earn, and is in the Speaker’s Hall of Fame.

He had been an Air Force fighter pilot, where he’d become “a sonic
boom salesman.” He and other pilots flew their planes at supersonic
speeds, and residents in the area did not like the noise. Cox had to go
to Rotary Club and town meetings to convince unhappy groups that
the noise, although uncomfortable for the residents, was a good thing
for the country. He developed his speaking talent and is now proba-
bly one of the 20 best speakers in the world.

[ liked what he had to say at the seminar, so I introduced myself to
him at the end and began to develop a relationship with him. We
stayed in touch and ultimately became friends. I have suggested him
for speaking engagements with clients where I thought he was a per-
fect match, and he has recommended me to potential clients. He asked
me to provide a quote for his latest book (Leadership When the
Heat’s On, McGraw-Hill Trade, 2002).

Recently, a friend talked to me about becoming a speaker. I called
Danny and said, “This guy lives close to you. Would you spend a day
with him?” He said yes, so Danny and I spent a day with my friend try-
ing to help him learn how to get into the speaking business. Today, I
can assure you I am the only person from that 1983 seminar who has
a relationship with Danny Cox. Any one of the other 139 people in the
group could have had one, and the reason I have one is because I made
a decision: I wanted to get to know this guy.

Therefore, take a minute before you read on to decide whom you
want to have a winning relationship with. Who are the eight or ten
people most important to your business success today? If you had a bet-
ter relationship with these people, it would improve the quality of your
personal and professional life. They may be prospects, customers, clients,
colleagues, associates, superiors, or the clerk in the travel department
who arranges your flights. Write down their names, and as you continue
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Figure 2.2
Who Do You Want to Have a Strong, Positive Relationship With?
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reading, think back to them, what you need to know about them, and
what you can do to move up the Relationship Pyramid with them (see
Figure 2.2).

In summary, the building blocks of strong relationships are:

* Believe others are important.
* Focus on others.

* Appreciate and understand people’s differences and their points
of view.

* Make people feel important.
* Seek common ground by learning about people.

* Listen because you want to hear.

Remember that building a business relationship is a process. When
you ask yourself why you don’t have a good relationship with your
key contacts or colleagues, the answer 1s probably your mind-set, the
information you gather, or the actions you take—or neglect to take.

You expect to have a poor relationship, so it is a poor relationship.

Or, you have a positive attitude, but you don’t know anything about
the other person. You may assume, guess, or suspect, but you don’t
really know.

Or, you do know what the other person treasures; she 1s a passionate
gardener, he loves to cook—to take only two possible examples—but
you’ve never clipped an article or bought a book on gardening or cook-
ing, sent her a plant or him an ingredient. You’ve never acted on that
knowledge in an unexpected, inexpensive, and unselfish way.

But how do you learn what someone treasures?

I thought you’d never ask.
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To learn what someone treasures, you have to ask the right ques-
tions in the right way. Now that you have decided who the 6 or 8 or
10 most important people are for your business success, where exactly
do you think you are on the Relationship Pyramid with them?

With a few, you may be at the very bottom—they don’t even know
your name. With most, you're probably somewhere in the middle. They
know your name, they like you, and maybe they’re friendly with you.

Your goal is to be at the top with them all and to have them respect
and value a relationship with you. But how do you move up the Pyra-
mid (Figure 3.1)?

Figure 3.1
The Relationship Pyramid

People
who value
a relationship
with me

Where You Want to Be
with Key Business Contacts

People who respect me

People who are friendly with me

People who like me

People who know me by name

People who don’t know me by name
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You start by systemically learning things about these people that you
don’t already know. You do this not as a cold-blooded, calculated tac-
tic to worm your way into their confidence, but as a way to make a
genuine connection with another human being who you hope will
end up liking and trusting you. The 20 questions in this chapter are
starting points. You will almost never move a relationship to the top
of the Pyramid until you know something about the other person and
he or she knows something about you and how you conduct yourself.
Once you do begin to learn, you have the beginnings of a human con-
nection that can ultimately benefit you both.

Until you know what and who the other person treasures—and act
on the information in a way that demonstrates that you care—you’re
at a relationship impasse. People are friendly enough, but you can’t
get much done. They don’t share their real concerns with you. They
don’t listen to you the way someone who knows and trusts you listens.
Remember that without a meaningful dialogue, there is no selling or
persuasion.

Building a winning relationship—moving up the Relationship
Pyramid—does require a bit of rigor and planning, but it’s not im-
possible, and it’s definitely worth the effort. Most of us do a better
job of planning a vacation than we do of planning how to build the
relationships that will make our businesses more successful and our
lives more meaningful.

START WITH A SELF-CHECK

Ewell Hopkins from Sapient says that if he wants to build a business
relationship—rather than just trying to sell something: “I want to
get to know this person. I want to understand how they tick. I want
to understand their drivers. I want to understand how I can add value
in their business or personal lives.”

To do that, you need a self-check. You have to agree that you are
prepared to invest time and attention in the relationship. As Ewell puts
it, “If you’re in there to sell something today and be out tomorrow, I
don’t think relationship building is an approach to take because it’s
going to take too much work and you’re not going to see the benefit

50



START WITH A SELF-CHECK

in the short term. If you have something to sell really quick and you
want to move on, be honest with yourself. Don’t go in talking about
wanting a relationship. You've got something and you want to figure
out if they need it. Customers will appreciate that frankness.”

If you are trying to build a business relationship, make sure you
have your organization’s support because, in the short term, it may be
more expensive than the quick in-and-out, and it is going to be time-
consuming. If your company does not support you and if your man-
agement does not value the edge that positive business relationships
give you—and unfortunately such managements exist—you have a
problem this book cannot solve.

Ewell observes that business relationships by their nature are more
difficult to initiate than personal relationships. When you meet peo-
ple in private life, you usually have some common ground. You have
a similar interest, a similar political affiliation, a similar religious be-
lief. You can understand why you ran into that person: You live in the
same neighborhood, go to the same church, or have been invited to
the same party.

When you first meet people professionally, you have no clue if
there is some common ground. You have met this person for a purely
mechanical, business reason. You may have no clue to the company
values the person represents. You don’t know if you would be ex-
posed to that individual in another setting. Would you live in the
same neighborhood? Send your kids to the same school? Pray in the
same house of worship? You walk into a relationship cold and have to
break through all the uncertainty to find the human element that
brings you together.

“I used to say you couldn’t build a business relationship if you didn’t
meet in person,” says Ewell, “but I take it back.” A friend who owns a
small business on Martha’s Vineyard changed his mind. She has a strong
relationship with a representative for the products she sells in her shop.
She had been working with him over the phone for 15 years before she
finally met him last year. “So it can be done over the phone,” says
Ewell. “You don’t have to have a face-to-face relationship depending on
what you are selling, but you have to show continuity and consistency.”
Again, a strong relationship only comes over time.
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SHARING CREATES THE
RELATIONSHIP

What do you know about the 8 or 10 people who are key to your
business success?

You know their names. You probably know their job titles and some-
thing about their responsibilities. You know their physical characteris-
tics; she wears glasses . . . he’s bald. But what do you know that is
particularly important (and unique) to them, their interests, concerns,
hopes, aspirations, dreams? Do you know what they treasure?

This is not what you guess is important . .. what you assume
... what you think . . . what you’ve heard. What do you know in fact
because they themselves have told you?

When I ask this question in seminars, the participants inevitably
conclude, “We don’t know very much about them.” They don’t know
where their closest associates—Ilet alone their clients and prospects—
went to school, where they love to go on vacation, or what they would
like to do more of if time permitted.

Someone in a seminar once asked, “What if you can answer all of
those twenty questions? Does that mean you have a good relationship?”

It means you have a good relationship only if you can answer the
20 questions because the person told you personally. Just because you
read in a news story or a trade magazine that a man is an avid golfer
or a woman is an ardent skier does not mean that he loves golf or she
loves skiing. The information you learn through outside investigation
may help you frame a question, but it is not the answer to the ques-
tion. (For one thing, the information may be wrong or outdated.)

Similarly, the information in company files, from lunchroom gos-
sip, or from the last salesperson on the account is similarly doubtful.
There is, alas, no shortcut to building a strong relationship. The an-
swers to these questions mean something only when the other per-
son shares with you.

That sharing process, not the knowledge, creates a relationship’s
power. The other person’s willingness to tell you—to want to tell
you—about himself or herself makes the relationship real. It is the
teelings, the emotions that come when someone talks to you about
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himself or herself. It is the mental progression a person takes that says,
“I like me better and I feel better about myself when I am with you,
talking with you.”

So, learning what is important to people is key; learning it from
them is crucial. You absolutely must get people to talk to you about
themselves. When they share information with you personally, a dy-
namic starts and accelerates the relationship-building process.

This is why the raw information about someone’s favorite vacation
or high school experience is less important than the telling about it. The
act of telling 1s vital. When I observe people talking about themselves
in seminars, | see three things: They are smiling . . . they are engaged
... and they are interactive. Use these 20 questions to engender those
positive emotions. The dynamic that takes place when two people con-
verse meaningfully is infinitely more important than simply learning
that someone loves golf.

LEARN WHAT SOMEONE TREASURES

At the same time, you are seeking two things: What does the other
person treasure? In addition, what do they want/need to know from
us? We have to learn what is important to other people personally, but
also what they treasure professionally and what they need from us pro-
tessionally. What do they require to do their jobs? What is important
for them to accomplish?

The two are closely connected. If you know what and who peo-
ple treasure—and you act on that information to show you know
and care—they are much more likely to tell you what they need
professionally.

It is true that in some situations, you can learn what people need
professionally through careful and persistent questioning. You do not
need to build a strong relationship in every situation. If you are knowl-
edgeable about the industry, the competition, and the business con-
text, your questions may extract enough information to tell you what
you need to know. But this is going about it the hard way. When other
people respect and value you, you don’t need careful and persistent
questioning. They’ll volunteer the information with a little prompting.
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Whatever you are trying to accomplish, whether you are an accoun-
tant, a consultant, a project manager, or a salesperson, in essence you are
trying to solve someone else’s problems. You cannot begin to solve
someone’s business problems unless you understand his or her problems,
the ramifications of those problems, and the issues surrounding those
problems.

The only way to reach this understanding is to have people tell you
truly what is going on in their business lives. To learn what is going
on, you must find a way to engender meaningful dialogue, which, as I
said earlier, is speaking the truth. It is talking about what is real, im-
portant, and factual. Meaningtul dialogue is critical in any profession
where you must accomplish tasks either with other people or for other
people.

Many organizations are filled with jobs where people have much
responsibility and essentially no authority. This is very common in
matrix organizations where a team member represents a certain func-
tional area—finance, marketing, production, research, and the like—
but has no real authority to punish or reward. All authority comes
from his or her ability to build relationships and coalitions with oth-
ers to get things done.

Each functional area has a certain spin on how it would like events
to unfold, but the team has its own spin that may well be different.
How individual team members juggle conflicting agendas can be
tricky. But it is much easier to do it if they have good relationships
with the people who can influence either the team’s success or the
functional area. Project managers in one recent seminar concluded
they didn’t have very good relationships with the very people who
were critical to their success. They agreed, however, that if they could
build better relationships with those people, they could get a lot more
done—and have a lot more fun doing it.

In cross-functional organizations, people usually know very little
about the issues, challenges, and objectives of other groups. If you
don’t know anything about finance, but you need a good relationship
with finance, become close to somebody in finance. Have that person
educate you; most people love to teach. The concept is simple, but it
works nonetheless. If you can get more people to understand what you
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are trying to accomplish and why, the mere fact that you question
someone in another function about his or her goals and challenges will
improve your relationship. Often people are surprised because nobody
ever asked before.

At the end of the day, we all are trying to accomplish a specific ob-
jective and that objective usually has two parts. One is some organiza-
tional initiative, imperative, or goal. The other is some personal thing,
usually intertwined with the organizational. If I get this accom-
plished . . . if I make this sale . . . if I meet this deadline . . . , it makes
me look better with my boss . . . my client . . . my customer. At the
same time, accomplishing this makes me feel better about my job and
better about myself. It is easier to realize both parts of an objective if
you have positive relationships with people.

And of course, to have a positive relationship, you must have mean-
ingful dialogue.

You can usually have a meaningful dialogue only with someone
who trusts you, so establishing your integrity is a condition for such
a dialogue. When you are at the top of the Relationship Pyramid,
you have, almost by definition, established your integrity, and you
can have a meaningful dialogue. But until you get to the point where
someone respects you, it’s difficult to stimulate such dialogue on a
routine basis.

THIRTEEN FACTS ABOUT
HUMAN BEINGS

To move up the Pyramid and build strong relationships, you need a
natural curiosity to ask questions other people wouldn’t ask. You need
to think about things other people wouldn’t think about. But before
[ talk about the questions, let me establish a context for them.

Research shows 13 fundamental facts about human beings. Because
relationships are interactions between two human beings, you need to
keep these 13 facts in mind as you continue reading:

1. In general, people have a desire to be important.

2. They want to be appreciated.
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3. They are not nearly as interested in you, your interests, or your
concerns as they are in themselves.

4. Most people want two things out of life: success and happiness.
5. They want you to listen to them with your full attention.

6. People will connect with you only if they feel you sincerely
value them.

7. Most people make decisions emotionally and defend them
logically.
8. The average person’s attention span is very short.
9. People with common interests have a natural rapport.
10. People want to be understood.

11. People are drawn to people who are genuinely interested in
them.

12. Most people love to teach.

13. People want to associate with others who they believe can help
them in some aspect of their lives.

Clearly, not every one of these characteristics applies to every sin-
gle human being. Many would argue that while the attributes broadly
apply to other people, they don’t apply to themselves.

Obviously, some people (your mother, your spouse) are interested
in you, your thoughts, your concerns. But in general, most people are
more interested in themselves than in other people. You both distin-
guish yourself and build a relationship when you demonstrate more in-
terest in the other person than in yourself.

In addition, different people define success and happiness in differ-
ent ways, so you cannot assume values are universal. One person may
define success as a big house and expensive car; another, as teaching or
working for a nonprofit organization.

Nonetheless, these 13 generalities are the place to start. Think of
your own good relationships. Does your spouse make you feel impor-
tant and appreciated? Do you and your best friend have common in-
terests? Do the people to whom you feel closest listen to you with their
full attention? Do you feel they are genuinely interested in you? As
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Dale Carnegie wrote in How to Win Friends and Influence People,
“You can make more friends in two months by being interested in
other people than you can in two years by trying to get other people
interested in you.”!

Again, you only move up the Relationship Pyramid when you
are sincere and genuine. If you do not sincerely value other people or
if you are not genuinely curious about them and their lives, you
cannot reach the point where they will value a relationship with
you. If you are not genuinely interested in other people, they will
sense your hypocrisy and neither respect you nor value a relationship
with you.

Remember that everybody wears an invisible tattoo. Everyone we
meet and everyone we do business with wants us to read his or her in-
visible tattoo. The tattoo is a command that, if heeded, will bring about
dramatic results. We can sell more, we can manage better, and we can
be more effective parents if we read this invisible tattoo and then gen-
uinely and sincerely do what it begs us to do.

And what is that tattoo? Invisibly tattooed on the forehead of
every person we come in contact with are four words: Make Me Feel
Important.

These words can change lives. Psychologists tell us the deepest de-
sire in human nature is the desire to be important. It is man’s strongest,
most compelling, nonbiological hunger. We want to associate with, do
business with, and live with people who cause us to value ourselves.
There is an almost uncontrollable urge to do things for the people who
make us feel important.

Make Me Feel Important and I'll probably like you. I'll listen to
you. I'll most likely buy from you. I'll even follow you.

All you have to do to make me feel important is listen to me. Let
me do the talking. Don’t talk about yourself; talk about me. Notice
me, learn something about me, learn something from me, do some-
thing special for me. I want to amount to something. I want to be
special and you can help me be that.

Look at your prospects and customers. Look at your coworkers.
Look at your spouse. Look at your children. If you look carefully, you
can see their invisible tattoos.
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LET THE OTHER PERSON TALK

A critical question to ask yourself is: What percentage of the time does
a prospect or client talk and what percentage do I talk? If you scrupu-
lously track these two percentages over a month and find that you’re
talking 90 percent to 95 percent of the time, you are talking too much.
A writer friend says that when he began tape recording his interviews,
he was appalled to hear himself spending much of the interview talk-
ing about himself, his qualifications, his accomplishments, his inter-
ests. It went a long way to explain why his interviews were not very
useful.

If the other person is not talking enough and if you do not really
know what is important to him or her, you have a major problem. I
would go further: It explains why you’re not getting anywhere with the
relationship. Moreover, if what you are doing is not working, do some-
thing different.

When people talk about themselves, they smile, they engage, and
they are easy to interact with. If you look at the people in your busi-
ness life who are difficult but with whom you need a relationship,
wouldn’t you rather have them smiling, engaged, and interactive? Get
them talking about themselves.

Every salesperson has stories about customers who could spare “just
five minutes” until they started talking about themselves and only
begin to wind down a half hour later. Using this book’s process, you
can consciously, systematically, and routinely create those experiences.

Sometimes the interaction—the colleague chatting about vacation
plans, the client reminiscing about high school—is more important
than whatever you think you must accomplish. Because in the end, you
need to be focused on the relationship, not just the sales activity. Re-
member that without meaningful dialogue, there is no selling. Some-
times the best call you can make is the one where you do not mention
your product or service or idea at all.

Because Mike Accardi has been one of the top five salespeople in
his company (of more than 40) for the last 27 years, a representative
from a New York distributor came to Memphis and rode with Mike
one day to pick up sales pointers. When they left one account, the
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representative was clearly irritated. As they got into the car, Mike
asked, “Is something the matter?”

“Yes, something’s the matter,” the representative said. “You real-
ize in the last three hours we’ve made three calls? In that time, half the
time’s been spent talking about your kids. Nine-tenth’s of the balance
of the time has been spent talking about Memphis State basketball.”

Mike held up his order book. “But I got a book full of orders here.”

“I know, and that’s what ticks me off. Where I come from, you
walk into a buyer’s office and he says, ‘You got 10 minutes. Go.” You’d
never make it in New York.”

Mike agreed. “I wouldn’t even try to make it. But customers have to
spend their money with somebody, and they have to spend most of their
waking hours at work, so why not try to make it enjoyable to be at
work? I tell customers that: “You have to spend your money with some-
body; why not spend it with somebody you like?” There are some cold-
hearted situations where the deal will be only on price, and I spend
minimal time on them. But a big part of my time is spent visiting.”

SELL BY NOT SELLING

Years ago, the pharmaceutical company I was working for developed
a value-added service for doctors: how to improve quality at the point
of care—how to see more people in less time yet be more patient
focused. The program required the doctors to study a continuing ed-
ucation lesson for one hour and then watch a 20-minute video once
a week for six weeks.

We oftered the program only to doctors who did not see drug rep-
resentatives. The representatives told each doctor’s nurse we were
inviting only a few doctors, which was true, and we needed to ask the
doctor personally to establish an interest level.

In roughly half the cases, the doctors who would not see representa-
tives agreed to see them when they made that presentation to the nurse.
Of those we saw and offered the program, 80 percent signed up for the
program. In other words, for every 100 doctors who would not see
drug representatives, approximately 40 agreed to attend the course.
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Our representatives had to come back once a week to moderate a ses-
sion on what the doctors were learning. We told the representatives
they were not to talk about our product—they were there simply to de-
liver this service.

In an overwhelming majority of cases, the doctor would look at the
representative after the second or third visit and ask, “What is it you
sell? Because I’d like to know more about it.”

When you provide real value to people in an unselfish way, they
want to reciprocate. People—most people—want to return kindnesses.
But you have to give first. You have to make deposits before you make
withdrawals—yet as I pointed out in the last chapter, you’re not keep-
1ng score.

We are drawn to others who are genuinely interested in us, and
nothing conveys genuine interest more than active listening. Active lis-
tening 1s that process where we not only hear what they say, we pro-
cess what they say, we ask questions, we embellish, and we clarify. It
is all those things that tell the other person we are really focusing on
this conversation. Active listening convinces people we are interested
in them.

START WITH THESE 20 QUESTIONS

The other point I should make is that, contrary to the chapter title
and the list that follows, there are not just 20 questions. There are
hundreds—thousands—of questions. I use these 20 to start, but as con-
versation flows, you need to continue to probe to learn more.

These questions are the way you start. You are not filling out a ques-
tionnaire. This is not an interrogation. I am not suggesting you obtain
answers to these questions and stop. You are not taking a survey. This
is not market research. You are not asking to understand the customer’s
business so you can design products and technical solutions to their
problems, although that may well be part of the process. Nor is the point
merely to make a new friend, although that may also happen. The point
is to build a winning business relationship and have fun doing it.

If you ask the following 20 questions properly over time, you
will move up the Relationship Pyramid with most people. (The
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next chapter is all about how to ask a question properly.) The ques-
tions are:

S U1 A W DN =

What do you do when you are not working?

Where did you go to school (and how did you choose it)?
Where did you grow up and what was it like growing up there?
What was your high school like?

What do you enjoy reading when you have the time?

How did you decide to do [whatever it is he or she does] for a
living?

7. Tell me something about your family.

8. Where is your favorite place to vacation?

9. What kind of vacation would you like to take that you have not

10.

11.
12.
13.
14.
15.
16.

17.

18.

19.

20.

yet taken?

What community associations, if any, do you have time to be
involved with?

What sports, if any, do you enjoy participating in?

‘What sports do you enjoy watching?

If you could have tickets for any event, what would it be?
How did you decide to settle in this area?

Tell me something about yourself that would surprise me.

What things would you really want to do more of, but don’t
have time for?

What challenges/issues in your work might I, or my company,
be able to help you with?

What is the most frustrating thing about being in your business
these days?

In your opinion, what two or three qualities make a top-notch
sales representative [or account executive . . . or management
consultant . . . accountant . . . or whatever you are]?

If all work paid the same and you could go around again, what
would you do?
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Note that these questions—Ilike all good questions designed to draw
out information—are all open-ended. They have no wrong answers.
They are designed to get people talking about themselves. Only when
people talk about themselves can you uncover areas of common inter-
est and discover what is truly important to them. By asking the right
questions in the right way and getting other people talking about
themselves, you can move up the Relationship Pyramid to form closer
connections with your key business contacts.

I know that different readers will be more comfortable with differ-
ent questions. Some want to focus heavily on the business questions
because they are not comfortable asking personal questions. (But how
difficult is it to ask, ““What was your high school like?”” Start with the
easy ones.)

Similarly, some people you meet in business will be uncomfortable
talking about anything personal. But to build a relationship, you must
learn what is truly important to the person you are having the con-
versation with. At a given time, that person might be thinking about
the weekend, an upcoming vacation, or his or her family. Or, as John
Fuqua, the Birmingham area sales manager discovered, they’re wor-
rying about organizing a meeting.

Every doctor’s practice is busy, John says, and this particular group
was in charge of the program for a statewide physicians meeting. The
group president was the program chairman, and that year the meet-
ing was to be in Montgomery, Alabama. The day John called on the
group, they were so overcommitted that they were about to call oft the
annual meeting.

As a routine practice, John says, “I try to find out what is going on
in the customer’s world to see how I can help them.” That day, that
customer needed help with the meeting more than anything John
might be selling. John asked questions: “Tell me what you’re looking
for. Tell me the audience. Tell me the topics you're looking to cover.
How can I help? Can I do the printing?”

As it turned out, his company was able to sponsor the meeting. John
did all the legwork. He had the invitations printed and mailed. He
found speakers. The company held a picnic cookout at an area ranch
for the 150 physicians and their families who attended the meeting.
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“We were able to provide the barbeque and the music,” John recalls.
“Everybody got a cowboy hat. We were there throughout the entire
event and basically all the cups, napkins, and everything had our logo
on them.”

John says the situation was a win-win for both his company and
the physicians. The doctors talk about that meeting to this day, John
says. “It was probably the most fun meeting they ever had, and they
were about to call it oft until I asked: What are you looking for? How
can [ help?”

MEMORIZE THE QUESTIONS,
BUT THINK FORM

The 20 questions attempt to give you specifics that you can plan to ask
those people who are key to your business success. If you have trou-
ble memorizing the questions, think FOR M.

A “Dentist in McPherson, Kansas,” suggested in a letter to the syn-
dicated newspaper column “Annie’s Mailbox™ (October 23, 2002) that
the acronym FORM can help you remember conversation-starting
questions. The dentist’s letter:

F is for family. Ask people about parents, children, or siblings.

O is for occupation. Ask what they do, what they would like
to do, what they are studying, and what they like best about
their job.

R is for recreation. Ask what they like to do in their spare time.
This leads to a conversation about hobbies, sports, books, travel-
ing, and music.

M is for motivation. Ask what motivates them in life. This is
when the conversation gets more involved with religion and
politics.

The dentist wrote that he tried FORM with his sister-in-law, and
“she said it was the best conversation she’d ever had.”
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Good questions and attentive, active listening opens doors. “Tell
me what you do when you’re not working.” This is much more ef-
fective than asking, “Do you have a hobby?”

First, many people do not have hobbies. Or they have them, but
they don’t call them hobbies. Second, everybody does something
when they’re not working. (And if they claim to work except when
they’re sleeping or eating, that tells you something significant right
there.)

What they do when they’re not working may tell you something
about their feelings for the job. They hate it and it’s only a means to
support their nonwork activity. They love it and will be running the
company one day. It may indicate their family life, their social feelings,
or their ambitions:

“I play with my kids, get them ready for bed, read them a story.”

“I’ve been helping on a Habitat for Humanity house.”

“I'm taking a distance-learning MBA.”

If you know for a fact that the person attended college, you can
ask, “Where did you go to college and how did you choose that
school?” If you are not sure the person attended college, ask, “Where
did you go to school?” People who went to college tend to answer
with its name. But do not assume everyone went to college, espe-
cially people who may be hypersensitive about not doing so.

You want to be as alert as possible not only to coming events, but
also to what has just passed. If a colleague just returned from two
weeks in Rome, it’s a good time to talk about the vacation. How did
you decide to go to Rome? Had you been to Rome before? What do
you like about Rome? Would you want to go back?

The goal is to listen carefully so you can follow up with something
related. Plan to ask the questions, but don’t write them on your cuffs
as if preparing for an exam. You should not be thinking, “Okay, what
is the next question I have to ask?” You should be actively listening to
what the person is saying.

These 20 are designed to get another person—a prospect, a
coworker, the company president—to open up and begin to talk. Once
someone begins to talk, two essentials should take over on your part:
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a genuine interest in and a natural curiosity about other people. If you
have a genuine interest and a natural curiosity, follow-up questions
will come to you naturally.

TELL ME SOMETHING THAT
WILL SURPRISE ME

If you are able to set it up properly, the request “Tell me something
about yourself that would surprise me” can open amazing doors.
A good friend of mine, Dr. Mark Cohen, suggested the question.
Dr. Cohen, a prominent gynecologist in Birmingham, Alabama, can
be a very imposing figure and is socially active in the city.

A brand new representative for a company that sells birth control
pills called on Dr. Cohen. When she asked if this very formal,
buttoned-up doctor could tell her something that would surprise her,
he said, “I have two passions other than my family. One is Elvis Pres-
ley, and the other is NASCAR—and that’s something no other rep-
resentative has ever known.”

You would never suspect these passions from looking at Dr. Cohen
or by the artifacts in his office. But he has a room in his house jam
packed with serious Elvis memorabilia including tapestries and videos.
He even went to Las Vegas where he and his wife reaffirmed their
wedding vows, with most of his family in attendance, in an Elvis chapel
with an Elvis impersonator officiating.

Dr. Cohen’s point to me: “This representative knew more about me
in two minutes than any other drug representative who had ever called
on me.” Once you learn that someone is a NASCAR fan, or he likes
Elvis, how many other questions can you ask? What makes you like
Elvis? How did you begin to like Elvis? Who is your favorite NASCAR
driver? Do you get to go to the races? Whom do you go to the races
with? There are a million things you can ask once you have a key bit
of information.

I once took a key customer who had made a speech for our company
to the airport, a 17-minute drive. In the car, I asked, “How was your
talk?” He said it had gone fine. I then said, “Tell me what you do when
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you are not working.” For the next 16 minutes, he told me how he
loved to play racquetball and beat taller guys because it made him feel
powerful. He told me about his love for wine and his love for travel,
and I never spoke another word. When I got out at the airport to take
his bag from the trunk, he said to me, “You are the smartest guy I
have ever met. You will be great in this business.” He did not know
anything about me. I asked only two questions.

The power of getting someone to tell you about himself or herself
1s incredible because most people desperately want to talk about their
favorite subject—themselves.

John Fuqua recalls a lunch with a representative and a customer.
“The doctor is very introverted, but we landed on his hot button,
which was his family. He has three children, and when we asked about
the family, he became a different person. It changed from a very tight-
lipped, not-going-anywhere lunch. When we hit on that, it opened up
the entire lunch. We got to know about his kids, their ages, what they
like—going to the mountains to camp and fish.”

John says that what he and the representative learned helped them
understand a little more about what this doctor truly enjoyed, what
he wants to do, what his children are thinking about, and, as they get
older, what they might want to do. “That was fun, and the doctor
enjoyed it so much he even said, “Well, this has been a very nice get-
away for me, and I really enjoyed getting to know you all and talk-
ing to you.” ” As John concludes, this is a physician a representative
can see only at lunch, and once a year at that. “Better make it count.”

RESPECT THEIR TIME
AND OPINIONS

You make it count by respecting the other person’s time and opinions.
Lance Perkins, General Electric Medical Systems, says that his physi-
cian wife resents salespeople who do not respect her time, try to force
her into a conversation she is not ready to have, or do not have prod-
uct knowledge. And she thoroughly dislikes those who come across
cocky or arrogant.
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For example, a representative was promoting his product. He asked,
“Are you using this product?” Dr. Perkins said she was not. The repre-
sentative responded, “I know how it is. Old habits die hard.”

She gave him a look. “No. It is not a habit. It is my choice.” The
sales representative may have been trying to be quick on his feet and
sound cool, but he came across as patronizing and condescending.

Julie Wroblewski is a business development executive with eFunds,
selling the firm’s software and services to financial institutions.
Not long ago she found herself in a difficult business situation, but
the client said he could give her only a half hour to address it.
“Really, to go through what we needed to cover was at least an
hour,” says Julie. But she decided to deal with as much as she could
in a half hour.

She kept one eye on the clock, and when the half hour was up she
said, “We’re at the half-hour mark. I respect your time, so perhaps we
can pick this up later. I want to hold to your time frame and let you go.”

The client said (in a remarkable admission), “That was a fictitious
time limit, so let’s continue talking.”

The lesson Julie draws—and I agree with: You must take at face
value what the other person says, whether you believe it is true or not.
In time, people who respect you and value a relationship with you
will not lie to you.

As we talked about respecting another’s time and circumstances,
Julie thought of another situation. She had driven four hours to meet
with a woman who was the director of a home health agency. When
Julie arrived, she learned that a terminally ill patient had just died.
The client was clearly distraught and Julie told her, “This is obviously
not a good time. Let’s do this another day.”

Julie asks rhetorically, “Now, did my superior appreciate that?
Probably not. But the client went out of her way to spend time with
me the next time, and she did allow me to sell something. I think a
lot of my success has to do with respecting someone’s life and the sit-
uations around it, not just going through my presentation or my mis-
sion.” Sometimes your goal for the day may have to be put aside for
the next visit.
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PLAN WHAT YOU WILL ASK

If you have prospects, customers, and colleagues who are key to your
business success, don’t just plan what you are going to tell them about
your company, about its products and services, and about yourself. This
is hardly an original thought; sales trainers, consultants, professors, even
books tell you that business success depends on customers. Mike Gold,
who manages Pat’s Cleaners, a Scottsdale dry cleaning business and
who develops relationships with people as well as anyone I've ever met,
says, “Without customers, you have nothing. Everything else takes a
back seat. I always think I can get back to the other stuft—restocking,
bookwork, or whatever. My customers come first.” Of course, every-
body says customers come first, but I can tell you from personal ex-
perience that Mike Gold lives it.

As Lance Perkins says, “So many times in life we know what to do,
but we don’t do what we know. We get caught by the constant drive
coming down from the top executives of our organizations saying, ‘You
have to get this sale! You have to make the kill!” And you lose focus on
what you are really trying to do.” This should be building a relation-
ship so that you can convey the value of your product and worth of
your ideas.

To help maintain that focus, plan what you are going to ask so you
can learn something about your key individuals to build a relation-
ship. Before you talk to them, ask yourself which of these questions am
I going to ask? Indeed, write down the name of the person and the
question you are going to ask the next time you talk (see Figure 3.2).

If you can get an answer to all 20 questions over time, you will
move up the Relationship Pyramid with most people.

Remember that even if you know the answer, you still want to ask
the question and get the person to tell you. Even if you know she loves
golf or you know he is nuts about his kids, you want to get them to
tell you about it. Because a dynamic occurs when they are talking to
you about what they like that makes them like you better and feel dif-
ferently from that moment on. It happens because you allow them to
tell you something about themselves that makes them feel better about
themselves.
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Figure 3.2
What Will You Ask at Your Next Meeting?

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:

Contact name:

Question:
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When you ask these questions, you are looking for the activities,
goals, and dreams these people treasure. If you can get people talking
about what they treasure, whether personally or professionally, they
will talk for a long time and you begin to build the relationship that
counts. But again, don’t assume, don’t guess, and don’t presume. Ask
them questions that help you understand what and who is important
to them, and focus on both the personal issues and the professional.

What is the company trying to do? What kinds of things are they
trying to do within the company? If you know people well, they will
tell you almost anything. I even ask people to explain how they are
evaluated. If they are evaluated on a matter where you can make a con-
tribution, you can help them and benefit yourself. This goes back to
the whole concept of meaningful dialogue being truthful.

You should use the information from the 20 questions for two spe-
cific purposes. One is to plan the conversation that builds a relationship.
If I know Dr. Cohen likes NASCAR and Elvis, I have many more ques-
tions to ask. If I know the company is planning a major expansion, I can
suggest suppliers, job candidates, or lenders.

The second purpose is once you learn what people treasure, you can
plan unselfish and unexpected acts that demonstrate that these indi-
viduals are important to you.

[f you really want to get to know people and to find out what is im-
portant to them, you have to ask them the right questions. There are
hundreds of questions you can ask people, and once they begin to tell
you what is important, you will think of other questions. But for a start,
plan to ask one or more of these 20 questions the next chance you get.

Of course, to avoid sounding like a market researcher filling out a
questionnaire, you have to set up the question properly.
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CHAPTER 4

GOOD QUESTIONS PROMOTE
MEANINGFUL DIALOGUE







Asking a good question is an art. Asking the 20 questions of the last
chapter as if filling out an opinion survey, however, will not build a
positive business relationship. It is important to preface the questions
so the answers encourage a meaningful dialogue. In many cases, you
must request permission to ask the question. Good questions beg to be
answered; bad questions elicit superficial answers. Good questions seek
information honestly; bad questions seek data to serve a selfish purpose.
[ believe we can promote good answers in two important ways:

1. The atmosphere of comfort and safety we create when we are
with the other person.

2. The quality of our questions to further facilitate that safe feel-
ing so the person wants to answer truthfully and candidly.

Indeed, the only way to have a genuine relationship is to be honest
and open, to be truly curious, and to share information. This may
sound very warm and fuzzy but not very practical. Does it do anything
for the bottom line? Will it help a consultant or an accountant bring
in more business? Will it help an employee in a matrix organization
do the job? Will it help salespeople sell more?

In fact, it will.

If people trust your word and trust your intentions because they
have learned over time that you are honest, open, and willing to share,
they will be willing to work with you, to buy from you, to take your
ideas into account. In time, you will move to the top of the Rela-
tionship Pyramid. However, as Mike Accardi knows, you have to get
on the Pyramid in the first place.

MOTIVES MATTER

My friend Mike Accardi in Memphis tells of visiting a new prospect
for his firm’s packaging supplies and asking to see the company man-
ager. The secretary said, “He only sees people by appointment.” Mike
said he was sorry and would come back another time.
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Three weeks later when he was back in the area, Mike returned to
the building. The same secretary said the same thing, “Sir, he only
sees people by appointment.”

The manager could see Mike standing at his secretary’s desk through
a window in his office. He came sprinting out of his sanctuary wear-
ing an angry look. “You were here three weeks ago, weren’t you?”

Mike said, “Yes, sir.”

“She told you I always see people by appointment.”

Mike said, “I'm sorry, sir. I thought I made it clear that I don’t
make appointments.”

The manager looked surprised. “What are you talking about?”

“I don’t have an agenda for you. Why should I schedule some of
your time when I don’t know what I am going to sell you or if 'm
going to sell you anything? I just try to stop by to serve as a reminder
to look at the area of your business I deal with because over time I have
found that my stuff doesn’t matter a whole lot unless you have a need
for it. So, my coming by just serves as a reminder in your busy day to
look at these few areas to see if there might be some way I can help.”

As that was sinking in, Mike continued, “I don’t mean to be smart
aleck. I can make appointments. But what am I going to do? Make an
appointment to come back to say, ‘Hey, do you need anything?” ”

After a moment, the manager said, “Well, come on back,” and they
went into his office.

Mike says that after that appointmentless beginning, he learned the
business did have needs his company could satisty. He was able to get
meaningful dialogue because his motives were healthy. He wasn’t there
just to sell his company’s products; he was there to find out if there was
a true need. Once the prospect saw Mike as different, he treated him
differently than other salespeople. What is more, Mike and the man-
ager became such good friends, their families hung out together.

SETTING UP A GOOD QUESTION

Let me talk about the art of setting up a good question because a part
of what you need to do is to make sure that the people you ask actu-
ally want to answer the questions.
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Not that they always will. If you are sitting next to somebody on
an airplane (as I was not long ago) and you say to your seatmate,
“Where do you live,” he may say, “Birmingham.”

You could then ask, “What made you move to Birmingham?”

“I was born there.”

You try another subject. “What do you do for a living?”

“I'm a carpenter.”

“How’d you get in that business?”

“My father was a carpenter.”

This is not an exchange that is going much further. The brief an-
swers tell you this person does not feel safe with you and does not want
to have the conversation or is focused on something else. You may meet
someone on a bad hair day who simply is not interested in anything but
the matter at hand—if that. As I said at the beginning of this book,
this relationship-building process does not work with every single per-
son every single time. A few people will not be responsive no matter
how you set up a question.

(In all fairness to the Birmingham carpenter, we were strangers on
a plane. He did not expect to see me again, and I did not see him as
a potential client and was not trying to sell him anything. Also, his
mother may have impressed on him it 1s dangerous to talk to
strangers.)

Usually, of course, you have to give information if you expect to get
any. If you treat the situation as an interrogation, you are very quickly
going to shut down the flow of information. The other person’s degree
of openness very often reflects your own. If you won’t tell other peo-
ple what you do when you’re not working, or where you went to col-
lege, or where you grew up, why should they tell you?

Suppose you ask, “Where do you live?”

The other person says, “I live in Skokie.”

You then have the opportunity to respond, “I live in Evanston. My
wife and I moved there a couple of years ago because she was teach-
ing at Northwestern” (assuming all this is true). With your openness,
he will feel safer with you. Most people will show you their cards if
you show yours. But it has to be a roughly equivalent exchange. I'm
not showing five if you’re showing three.
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[ often say, “Tell me about your current job.” Most people will tell
you about their current job, but some will tell you about every job
they’ve had since college. Other people will tell you about their current
job and stop. If someone gives you that kind of answer, it would seem
to invite the question, “That is interesting. I've always wondered if I had
a chance to start all over again, what I would do. If you had a chance
to start all over, what would you do?” That might open up a dialogue.

ANALYZE THE BRIDGE TO
THE QUESTION

Consider the way the sales representative set up the question, “Tell me
something about yourself that would surprise me,” with my friend Dr.
Mark Cohen. Because that particular question can shut down a rela-
tionship instantly, the way she prepared him for the question is a superb
example of how you get somebody to answer a question many people
find embarrassing or offensive. Indeed, I tried that question on the in-
vestment banker wife of a good friend without any preparation. She
bridled, “If somebody asked me that, I’d throw him out of my office.”

So while the question can open doors, about half the people by my,
admittedly, rough estimate will not answer. I suspect they won’t be-
cause they do not think there is anything interesting about themselves
that would surprise you, and they are not out-of-the-box thinkers.
But the halt who will answer are worth asking.

Much depends on how you set up the question. Listen to the way
the representative set it up with Dr. Cohen. It was her first meeting

and she said, “I'm new . . .”” That was absolutely true.

“I'm going to be calling on you for a long time . . .” Again, most
likely true.

“I’d like to differentiate myself from other reps . . .” The statement

makes sense on its face, so it’s probably true.

“It occurred to me it might benefit me to know a little something
about you personally . . .”” Because, at some level, most of us believe it
would benefit the other person if he or she knew a little something
about us, we would agree with this.
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“Would you mind if I asked . ..” This meant Dr. Cohen could
withhold his permission.

“Tell me something about yourself that would surprise me.” The
representative’s entire body language and tone of voice conveyed sin-
cerity and genuine interest. Dr. Cohen, like most people in the same
situation, felt she truly wanted to know, and, as a result, he wanted to
tell her of his Elvis and NASCAR passions.

I suspect that had I prepared my investment banker acquaintance
for the question in this way, she would have said something like,
“Well, there’s not really anything about me that would surprise you.”
Not everyone has a secret—or semiprivate—passion. Not everyone
wants to tell you something that would surprise you.

On the other hand, she might have said, as a well-dressed, profes-
sional woman once told me, “I'm a biker; I'm a Harley bitch.” I am
sometimes shocked at things people tell me. One guy told me his
brother died in a car accident saving him. A woman told me (and a
room of 200 people) that she performs nude in the theater. Another
woman told me she was “Miss Teen D.C.” A third woman told the
group that she was adopted when she was three-years old.

This is a particularly interesting question because, by answering it,
the person reveals something not immediately apparent and something
important to him or her. It can be a door into a private life.

My friend Tony Buckalew sells Oracle software solutions to colleges
and universities. He says that when he visits with a client, “I have a plan
in my mind on what I am looking to achieve. It may be just to get
down the field two yards, so you have to look at your strategy—what
do you need to achieve today?” Because it takes a year to 18 months
on average to sell a system, Tony has plenty of time to build relation-
ships with his customers.

He feels that a salesperson should have an end goal in mind for
every sales call. The goal may be to learn what sports the client likes
to watch or how the family decided to settle in the area. It may not
be a business-related goal, but if you don’t have a plan in mind, says
Tony, “and you just go in there loosy-goosy and open, you are never
going to maximize your potential with the client.”
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PREFACE YOUR QUESTION

If you preface the 20 questions in the last chapter correctly, most peo-
ple will answer them most of the time (but not always; again, this does
not work all the time). As I said at the beginning of this chapter, good
questions seek information to build the relationship; bad questions
seek data to serve a selfish purpose. Before you ask the 20 questions,
think how you might preface them to set them up or bufter them so
they do not sound preemptory or intrusive.

All good questions seek truthful, honest, candid answers. But they
often must be introduced in such a way that the other person responds
with truthful, honest, candid answers. So the way we ask, the language
we choose, and the way we introduce the question can dramatically af-
tect the quality of the response. We should use the same rigor to plan
these questions that we use to plan for an important sales call, our per-
formance appraisal, or our meeting with the big boss.

Julie Wroblewski at eFunds says she formulates her questions before
a meeting. She feels you should have questions appropriate for what you
want to discuss with the flexibility to junk them if it is apparent the
other person wants to go in another direction. More often than not,
however, if you have prepared and thought through your questions
ahead of time, you can set the agenda. “Asking open-ended questions
and letting someone talk is not rocket science,” says Julie, “but I do pay
close attention to those things.”

Ewell Hopkins says that every Sapient client has unique needs, and
the company can offer unique solutions tailored to each client. “But
even if I were selling automobiles, where one car is much like another,
each client is unique,” says Ewell. Automobile salespeople sell more
than a piece of machinery. They sell the sense of freedom, an expres-
sion of self, and a statement of status. Car buyers satisty those needs
through the automobile they buy. To be successful, the automobile
salesperson must determine each prospect’s emotional need.

At a somewhat more sophisticated and complex level of selling, Ewell
says, “I use questions to probe for needs, goals, and obtain more infor-
mation. The more open-ended the questions, the better. The more con-
tinuity in the probing questions—so they don’t seem disjointed—the
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better. I think questions need to demonstrate a pattern of thought or a
rationale so the person being asked doesn’t grow bored or confused.
People have to understand where you are heading, and I like questions
that have some aspect of explanation. ‘This is why I am asking this’ in-
dicates the goal and the kind of information you’re looking for—but not
necessarily a specific answer. You don’t want people spending a lot of
time wondering why you’re asking what you’re asking. Explain why
you’re asking the question.” And listen to the answer.

Active listening demonstrates your empathy to the business re-
quirement or the needs you are about to explore. “Beyond the obvi-
ous of gathering information and obtaining a better appreciation of the
challenges ahead, all of which are critical,” says Ewell, “I think it
demonstrates a sense of professionalism. If you start off talking, the
client is going to believe you are not prepared to listen and understand
his or her unique needs. You have come in with a predetermined con-
clusion.” Active listening shows you respect the other person’s time,
situation, and ideas.

ASK PERSONAL QUESTIONS FIRST

[ it is important you talk about business that day—and not every busi-
ness call must be about business—you can set up the personal question
and bridge to business questions. One way to do that is to say some-
thing like, “Before I give you my commercial . . .” or “Before I talk
about my product, I thought it might make some sense for me to ask
you a different kind of question. Do you mind if T ask what you enjoy
reading when you have the time?”

Tell people at the beginning of the meeting that after we have this
social, personal interaction, we still need to talk about business. I know
this is not always easy. Setting up these questions is not effortless. It
takes practice, practice, practice. Great salespeople plan their sales ques-
tions in advance, and when they get a good question, it is like a talis-
man and they use it forever. Planning these buffers or prefaces is no
different. Once you get a great setup to a question, you can use it
again and again. Crafting a great setup that feels right for you may
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not be natural to do, but it will dramatically impact the quality of the
response that you get to your questions.

Some of the 20 questions are innocuous enough that you can prob-
ably ask them of almost anybody under most circumstances. Few
people bristle when you ask, “Where do you live?” “What do you do
for a living?” or “How did you get into it?”

You can ask most people “What do you do when you’re not work-
ing?” without much introduction or preparation. On the other hand,
“Where 1s your favorite place to vacation?” may be too personal to ask
someone without a little bridge to the question or setup.

By a bridge, I mean saying something like, “I'm trying to decide
where to go on vacation. One of the ways I thought might make
sense for me to do that is to ask some people I respect what kind of
vacations they like and see if we can come up with something unique
or unusual. Do you mind if I ask—what kind of vacations do you
like to take?”

Again, if you're not trying to decide where to go on vacation, this
is not an appropriate bridge for you. Don’t lie to the person with whom
you want to build a relationship. Do not say something untrue even for
an innocent purpose. If you are not trying to decide where to go on va-
cation, create your own introduction from your own true situation.

Brenda Stapleton is a hepatology representative with Roche Labora-
tories. She tells me she has found a good bridge to the vacation ques-
tion for her busy customers is something like, “You are so busy taking
care of other people all the time. When you have time for yourself, what
is something that you like to do that just takes care of you?”

Brenda finds they often talk about family activities and vacation
plans. She will often ask, “Hey, when are you going to get a chance
to take some time off work and get away from all of this?” That ques-
tion “gets them to talk about their vacations and their families.”

Does Brenda find customers resenting her questions? Not really. Oc-
casionally someone is having an off day. She says, “I talked to one cus-
tomer whose partner had just gotten back from a conference and I said,
“Well, you had to hold down the fort, so when is it going to be your
turn to take a little bit of time oft? Do you have a vacation planned?’
He said, a little more abruptly than usual, ‘No, not this summer.” A few
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minutes later he said, ‘I apologize. I'm not really talkative; I feel like
I'm getting the flu, and I don’t feel well today at all.” That was prob-
ably the reason for his response.”

The permission question—“Do you mind if I ask?”—can be an-
swered “Yes” or “No.” In my experience, however, virtually no one
ever says “INo.” The people I ask inevitably answer the open-ended va-
cation question. They talk about the vacations they like to take (or their
current reading . . . or the community associations they’re involved
with . . . or whatever).

Nevertheless, 1 always request permission—“Do you mind if I
ask?”—because it makes the other person feel he or she is consenting,
permitting me to go into an area where I would not naturally go.

You have to consciously think about the situation and plan what you
should say to obtain permission, but most people don’t do it. Most sales-
people plan carefully what they are going to say on a sales call, and they
spend hours figuring out how they can overcome this objection or an-
swer that question. Consultants will rehearse the presentations they plan
to make for hours. But virtually no one plans what they should say to
build the relationships that are key to their business success.

They have not learned to plan the 20 questions they should be ask-
ing or the bridge to those questions so the other person wants to answer.
Many of the more penetrating questions need thought and preparation.
You don’t walk into a meeting and ask the executive you’ve never met,
“What things would you want to do more of, but don’t have time for?”

Take that specific question as an example. You don’t drop it on
someone. You listen for the right occasion. If you ask someone what
he does when he’s not working and he says, “I'm always working,”
you have an opportunity to say something like, “I know that feeling
and I've always wondered what I would do if T had time to do it. Have
you ever thought about what things you would like to do, but don’t
have time for?” Virtually everybody will answer the question if you
set it up that way.

[ suspect that people who are uncomfortable asking questions of a
personal nature are uncomfortable sharing notions of a personal nature.
They have cognitive dissonance. They do not want to ask where some-
one goes on vacation because they do not want to be asked where they
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go on vacation. They do not want to ask what someone does when not
working, because they do not want to be asked.

It could be they were raised with the idea that a person’s private
life is private, and a person’s business life is entirely separate. They
may feel ashamed or embarrassed. They feel a kind of competition in
college experiences, vacation plans, or leisure activities. They may feel
their alma maters, vacations, or hobbies cannot be as glamorous, in-
teresting, sophisticated, or whatever as someone else’s. To ask where
someone went to college is to risk an invidious comparison with their
own school.

This is unfortunate because the likelihood these people will be able
to develop many relationships at the top of the Relationship Pyramid
1s not good. Others may respect them for their technical knowledge and
their ability to answer technical business problems, but they will prob-
ably never have an emotional connection with customers and colleagues.

Remember that people tend to decide emotionally and defend logi-
cally. If your ultimate objective is to persuade someone to your point
of view, you need an emotional connection with them, and not just a
logical connection. Without the emotional, you are going to fail much
of the time. The American philosopher William James said 85 percent
of decisions are emotional, not logical. You need an emotional connec-
tion with people if you are going to be ultimately successful in per-
suading them (which may be why successful politicians rely more on
emotional appeals than cool logic to accomplish their goals).

But because we are building better business relationships, how do
you set up a business question?

HOLD UP A BOOK

Years ago, I found that an almost infallible way to open a business di-
alogue was to carry a book. In those days, I carried around In Search
of Excellence by Tom Peters and Robert Waterman. Another business
book that has impressed you, however, will do just as well. (You could
even—modest cough—use this one.)

In a customer’s office, I would hold up the book and say, “I've
been reading this book,” which was true. “You know what this book
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tells you? It says you will never be a great company unless you ask
your customers what they think, and it occurred to me we rarely do
that. So what I would like to do today is to ask you some questions.
Is that okay?”

Over eight years, I must have asked a thousand doctors that
question. Of the thousand, every one—100 percent—said, “Go right
ahead.”

I would ask three specific questions about the kinds of products we
were selling, how they use those products, and how they make a de-
cision about which product to use. If these three questions are not ap-
propriate for your situation or your industry, ask one of the 20: “What
challenges in your work can I, or my company, help you with?” or
“What is the most frustrating thing about being in your business these
days?” or “What two or three qualities, in your opinion, make a top-
notch sales representative or account executive?”

You can use a more recent book such as Good To Great by Jim
Collins and say something like, “I’ve been reading this book, and it
says if you are going to be a great company you have to get to know
your customers. You have to find out what your customers think. And
with that in mind, I’d like to ask you some questions if that’s all right
with you. . . .” If you don’t know what to say, a book is always a great
bridge to use. And you can use it again and again.

Always keep in mind that you are not going to learn everything
you need to know on one call, in one meeting, or in one visit. As |
said earlier, building a winning business relationship takes time. In
some meetings, you may learn almost nothing new; in others, you may
learn a person’s entire business history.

And never forget that people love to teach you things. They like to
share their knowledge if you demonstrate you are truly interested.
When you ask someone to educate you, you almost automatically make
them feel important.

You are not asking for proprietary information (or shouldn’t be), so
they should help you understand what two or three issues the organi-
zation faces today. When you sincerely ask people to educate you, their
guard comes down and they feel they can open up and tell you. The
conversation then becomes a dialogue and the relationship grows.
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It is always a good idea to use a book. It is even more effective if
you read it first. But it is not difficult to find a business advice book
that suggests you ought to know your customers.

DON'T SUGGEST AN ANSWER

[f you want to gain information—as opposed to scoring points or forc-
ing a choice—you have to ask questions that do not point toward their
answers. A question such as, “You would like to increase the quality of
your promotional brochures, wouldn’t you?”” has only one reasonable
answer, which is why inexperienced salespeople tend to ask a version
of it in every situation. It is not the kind of question I'm talking about.
Nor is the traditional forced choice that assumes a sale, with the slick
salesperson asking before the prospect has made a commitment: “Given
your production schedule, would you prefer delivery on Wednesday or
Friday?”

People who don’t know you well sometimes tend to give the an-
swers they think you want to hear or they think makes them look good.
If you can ask a question in a way that doesn’t presume an answer, you
are liable to get better information.

In fact, your ability to gain valid information is a function of your
ability to be sincere, genuine, and to demonstrate a natural curiosity.
You are not seeking any specific answer; you are seeking to learn. It
1s almost like due diligence. You are trying to learn as much as you
possibly can because the other person and his or her business/organi-
zation/industry interests you. That the information you learn about
the business may ultimately pay some dividend is almost a side bene-
fit. The point is the relationship your genuine interest builds.

LEARN WHAT
SOMEONE TREASURES

Remember that building a winning business relationship requires two
kinds of information: what or who the person treasures personally and
what he or she needs professionally.
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Also remember that although the 20 questions appear in a num-
bered order, there is no rule that you must ask them in that order. In-
deed, depending on the individual, you may want to ask all of the
business-related questions before asking any personal questions. In my
experience, however, the personal questions often lead you to find
some important common ground.

This is key because you build relationships on common ground.
Common ground is something—anything—you have in common with
the other person and, as Figure 4.1 shows, covers a wide spectrum.

For example, you ask, “What do you do when you’re not working?”

“I'm into watercolor painting.”

“Really? My brother is a painter. What kinds of things have you
been doing?”

Or you ask: “Where did you go to college?”

“University of Pennsylvania.”

“My best friend went to Penn. When were you there?” You ask the
second question to see if there’s any possibility he was there at the
same time your friend was. If their times overlapped, you ask, “Is there
any chance you knew . . . ?” Given the university’s size, the odds are
small the two knew each other, but you never know—and if your best
friend and this person turn out to be fraternity brothers, you move up
the Relationship Pyramid in a jump.

Simply asking where someone lives, what part of town they live in,
and where they grew up are opportunities to find common ground.
You look for these commonalities because, as research has repeatedly
established, we like people who are similar to us. “This fact seems to
hold true whether the similarity is in the area of opinions, personal-
ity traits, background, or lifestyle,” says Robert Cialdini in his book,
Influence: Science and Practice.'

Cialdini warns his readers against salespeople who claim to have
backgrounds and interests similar to their prospects. “Car salespeople,
for example, are trained to look for evidence of such things while ex-
amining a customer’s trade-in. If there is camping gear in the truck,
the salespeople might mention, later on, how they love to get away
from the city whenever they can; if there are golf balls on the back seat,
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Figure 4.1
Topics to Establish Some Common Ground

» Cars
* Clothes
* Sports: spectator or participant (coach or play)

* Hobbies: collecting coins, stamps, antiques, toys, books; fishing, hunting,
diving, photography, golf, gardening, reading, movies, theater, travel

o Pets: dogs, cats, birds, horses, snakes

» Family: spouse, children, spouse’s interest, children’s interests
* Friends

* Heroes/mentors/colleagues

+ Art: painter, sculptor, museum attendee

* Music: classic, opera, swing, jazz, rock, country, alternative, rap. Play an
instrument?

* Dance: ballet, modern, jazz, country

* Alma mater: prep-school, college, graduate school, military, fraternity,
sorority

* Clubs: Rotary, Kiwanis, Elks, Civitan, Scouts

* Home town

* Home state

* Home country

* Charities involved in or associated with

* Neighborhood or area in which they currently live

* Goals, dreams, wishes, or plans
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they might remark that they hope the rain will hold oft until they can
play the eighteen holes they scheduled for later in the day; if they no-
tice that the car was purchased out of state, they might ask where a
customer is from and report—with surprise—that they (or their
spouse) were born there, too.”

Salespeople like these are not building relationships. They are using
a basic human attribute to manipulate prospects for their benefit. But
while the manipulative can (and do) use the characteristic, so can (and
should) the sincere and genuine use it to build relationships. The com-
mon ground need not be strong and may be only a starting point.

But a relationship usually starts with common ground. First you
learn this, then you learn that . . . and the next thing you know, he is
telling about his child who has an alcohol problem. He tells you be-
cause he is comfortable sharing it with you. Because he trusts you and
respects you.

The common ground is, for lack of a better metaphor, the onion’s
outer skin. It moves you to the next level of information—of
intimacy—and the more you can peel back layers of the onion, the
more you can intensify the relationship. The illustration indicates that
discussing common ground over time gradually increases the value
of the relationship. When you get to the top of the Relationship Pyra-
mid, you will have done a lot of peeling. If people value a relation-
ship with you, they know a great deal about you, feel safe with you,
and respect you, just as you know a great deal about them because
they have told you (see Figure 4.2).

Finding common ground is not chitchat. It is not useless. There is
a reason for it. But once you find common ground, continue to build
on it. The more common ground you find, the deeper the relation-
ship is likely to be. This is why when you talk with a stranger on an
airplane for three hours with whom you find common ground—the
reason you can talk for three hours—you exchange cards when you
deplane and you are introduced to the spouse who is meeting the
plane. Such contacts usually go no further than the airport terminal,
but you feel the beginnings of a relationship because you have shared
common experiences, ideas, and feelings.
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Figure 4.2
Relationship Development Usually Takes Time

High “I'm glad to see you.”

Nature of discussion
becomes more personal
and sharing occurs

CG discussion/conversation
CG discussion/conversion
CG discussion/conversion

CG discussion/conversion

Value of Relationship

CG discussion/conversion
CG discussion/conversion
CG discussion/conversion
Common ground found

Low | Seeking common ground

Time

Ultimately, you want to go beyond the common ground. The
common ground is to feel secure in what you say. Once other people
feel secure with you, they are willing to open up more, to trust more,
and to share more kinds of information. The personal questions of
the 20 help you find common ground, and they form, I think, a con-
tinuum from the least to the most personal.

MAKE THEM THINK

One of my salespeople and I once called on a urologist in Anniston,
Alabama. The doctor was committed to a competitive product to treat
infections, and before we went in to meet the doctor, the representa-
tive told me, “You will never sell this guy.”

I said, “I'm not trying to sell him. I'm trying to learn if there’s a fit
between what he is looking to do and what we have.”

We met the doctor, and I told him the same thing. I was not trying
to sell him. Indeed, I promised I would not sell him. I was visiting only
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to learn if there were a fit between his needs and our products. Was it
all right to ask a few questions?

The doctor agreed it was all right, and I asked my questions. Once
he answered the questions, I got ready to leave and said, “The next
time the representative comes in, he’ll tell you why you should be
thinking about prescribing our drug.”

The doctor looked surprised. “Why don’t you tell me right now?”

“No. I promised you I wouldn’t do that. I’'m not going to go against
my word.”

The doctor said, “You are not leaving here until you tell me why I
should consider your drug.”

That was such a flat command, I said, “Do you mind if I argue
with you then?”

The doctor sat back in his big chair to hear me out. “No, go right
ahead.”

“You said you chose a drug because it kills the bacteria e-coli.” He
nodded in agreement. “You told me that 90 percent of what you see 1is
e-coli, but the other 10 percent, you told me, is all kinds of stuft.” He
agreed again.

“You also told me that when you’re sitting at the nurses station try-
ing to decide which drug to use, you have no idea what the bug is,
even though you know 90 percent of it is e-coli. So, I don’t think
e-coli is important for this reason: Almost all antibiotics kill e-coli.
Your issue is not what drug kills e-coli. Your issue is: What drug has
the greatest likelihood of success every time you prescribe it? Now, if
that’s what you are looking for, the drug you’re using doesn’t fit that
description. Our drug does,” and I explained why.

Because he looked thoughtful and did not contradict me, I went on,
“Now, let me back up and say that what I just told you, while true, is
not statistically significant. If you use the drug you’re currently using,
you’re probably going to cure 98.99 percent of patients, and if you use
ours, you're probably going to cure 99 percent—statistically insignifi-
cant. But, if you want the drug with the greatest likelihood for success
every time you prescribe it—it’s not what you are using right now.”

[ never said, “Will you use our drug?” “Will you try it?” ““What do
you think?” But after hearing me out, the doctor picked up the phone,
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called a local hospital, and changed two people who were on the other
drug to ours. Without hanging up the receiver, he called another op-
erating room and told the nurses to change his preprinted orders to
our drug, so that every appropriate patient received our drug and the
doctor didn’t have to think about it.

As we were leaving, the doctor said to me, “You have a great rep-
resentative here, but you know something? He never made me think.”

STIMULATE REAL THINKING

Those five words—he never made me think—were like a light bulb
going on over my head. It finally dawned on me, after years of selling,
that when you are trying to persuade another person, you must provoke
thought. You cannot sell a product, a service, or an idea if you don’t
stimulate real thinking. Without real thinking, the likelihood you will
see any change in behavior is probably close to zero. This means you
have to think about what you can do to make the other person think.

This is another reason why the relationship is so important. It is
much easier to have a dialogue with somebody with whom you have
a good relationship than when you have no relationship. When you
have a good relationship, you can trigger real thought (in your head,
as well as in the other person’s). When you have no relationship, the
only thought in the other person’s head may be how quickly he or she
can get rid of you.

Like everyone I've talked to for this book, Julie Wroblewski says she
consciously tries to listen more than she talks when building a rela-
tionship, particularly with a new prospect. She notes that salespeople
are notorious for spewing words. “Many salespeople seem to ramble
on just for the sake of hearing themselves speak and hope they will
say something that triggers the prospect to buy something.”

Julie says she not only asks questions, but also asks permission to
take notes of the answers. By using her time to ask questions—the op-
posite of what many prospects expect from a salesperson—and taking
notes, Julie gains the other person’s attention and invaluable informa-
tion about the person and the business.
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Julie also mentions eye contact. “To me, you cannot do anything
better than make eye contact in a first meeting. To me, looking into
someone’s eyes instills trust. I've met salespeople who don’t look me in
the eye when I’'m the prospect. I don’t buy from them. I need to see a
salesperson look at me. It gives me a sense of comfort, and I think you
need to feel comfortable before you buy anything from a salesperson.”

WAYS TO GAIN RESPECT

Because mutual respect is so important in building winning relation-
ships and creating a meaningful dialogue and an atmosphere of com-
fort, let me take a moment to talk about it.

How do you gain respect? I suspect that when we meet someone for
the first time, the needle on the Respect-O-Meter is usually in the
neutral zone. The person feels neither respect nor contempt. From your
first action—a firm handshake—and your first words—*I really ap-
preciate your taking time out of your busy day to speak to me”—the
person begins to form an opinion, one that either holds you in respect
or not.

Often we do and say things that send the needle into the “disrespect”
zone. We're late. We’re unprepared. We appear to be biased. I respect
someone who is objective, and I don’t know anybody I respect who I
think is biased. I can like someone who is biased—I might enjoy a
round of golf with someone who believes all poor people are lazy and
untrustworthy, for example—but I will not respect his views on, for ex-
ample, welfare or the criminal justice system.

A salesperson I knew well came up to me after one seminar and said,
“I now know why my customers don’t respect me.” I asked why she
thought that was so. She said, “I realized while you were talking. It’s
because I don’t respect me. They will never respect me any more than
[ respect myself. I know why they like me, because that’s been my goal,
but I’ve never asked them to respect me because I don’t have as much
respect for myself as I should.”

[ said, “As a religious person, Vicki, you don’t need to get your
greatness from anywhere other than from the person upstairs. You are
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Figure 4.3
How Will You Preface the Questions You
Ask at Your Next Meeting?

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:

Question:

Preface:
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just as worthy as any other human being, and you of all people should
understand that.” The seminar had been a revelation to her.

Some people don’t like themselves because they are overweight, or
have a bad complexion, or are shy. They wish they could change things
they don’t like about themselves, but they don’t change and so they
beat themselves up for not changing. A certain amount of self-
acceptance must take place before you will be effective in developing
relationships. Most of us are harder on ourselves than anybody we will
ever meet (possibly excluding our families).

To function effectively, you must accept that you are doing your
best. If you’re truly not doing your best, you probably shouldn’t re-
spect yourself. In that case, you should do what is necessary to change.
Try to correct what you do wrong, but don’t overreact because you
make a mistake. Don’t lie. Keep your word. Do what you say you are
going to do and accept that all you can ever do is your best.

Ewell Hopkins says, “At the end of the day, the key word is sincer-
ity. You had better bring sincerity to the experience or you are going
to be found out real quick. If you are not sincere about what you are
doing, you shouldn’t be doing it.” If the other person experiences your
sincerity, you are more likely to engender meaningful dialogue.

But even if you are sincere, you have to ask your questions in a way
the other person wants to answer truthfully and candidly.

Think about the people and the questions you plan to ask them that
you wrote down at the end of the last chapter. How will you preface
those questions? Write down the exact words you plan to use and prac-
tice saying them aloud (see Figure 4.3).

Remember that you often must ask permission to ask the question.
Although almost everyone will give you permission, not everyone will
respond to every question. Not every visit should be entirely about the
personal or the business, although there will be times when it is ap-
propriate to talk only about personal interests just as there will be times
when you should talk only business.

Another issue you should pay close attention to is the unexpected
personal connections you may have with someone if you look hard
enough.
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CHAPTER 5

IT'S A SMALL WORLD
AFTER ALL







The first time I called on John Woychick, senior vice president of sales
at Pfizer Pharmaceuticals, I noticed he had University of Pittsburgh
memorabilia in his office. I asked if Pittsburgh was important to him.
He said, “Yes, I love the school.” Then, making conversation, he told
me his daughter lived in Charleston, South Carolina.

[ am always trying to make connections, so I remarked that my niece
works at Seabrook, an island just down the coast from Charleston. John
said, “Well, in fact, my daughter works at Kiawah,” the island next to
Seabrook.

This is how the small world connection gets made—you keep con-
necting the dots. I said, “My niece works at the golf shop at Seabrook.”

John asked, “What’s her name?” I told him and he said, “She’s my
daughter’s good friend.”

I had never met John Woychick, but out of the blue we made the
connection between his daughter and my niece. By talking more, I
learned that he has a house in the area and he knows Pat Higgins, who
is my good client at Roche.

As you uncover information about people, stay alert for connections.
You are looking for connections among all of the things you know about
yourself, your world, and the people you deal with and all the things and
people they know. Whenever you make a connection—whenever you
find a mutual friend, colleague, or acquaintance—it helps you move up
the Relationship Pyramid.

CONNECT FOR YOURSELF

One important reason you ask questions is to see if you can make con-
nections. If you can make the connection, you can accelerate your trip
up the Pyramid. If you find a mutual friend, you have some common
ground, and common ground, as I pointed out, gradually improves
the value of the relationship over time. Even better, I can go from not
knowing your name to liking you almost instantly if I know someone
at the top of my Relationship Pyramid likes you. It’s the old “The
friend of my friend is my friend . . .” adage in action.
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If T know my friend likes you and I value and trust my friend’s opin-
ion, you are up the Pyramid in a fraction of the time. We experience
a version of this every day when we ask someone we trust, “Do you
know a good mechanic? . . . a reliable plumber? . . . a skillful tailor?”
The plumber you call based on a friend’s recommendation is several
levels above the “People that know me by name” level on your per-
sonal Relationship Pyramid. The plumber you call because you found
a Yellow Pages ad is still at that level.

The small world phenomenon is even more significant when you are
trying to gain someone’s trust. As John Maxwell writes in Becoming a
Person of Influence: “People are reluctant to trust you . . . when they
are worried about whether they are safe with you.”! If other people feel
safe with you and trust you, however, and they know the person whose
trust you are trying to gain, you want to make those connections.
Moreover, the extent to which somebody is willing to leverage your
relationship says volumes about how much he or she trusts you.

I should make it clear at this point that connecting is not network-
ing. A good definition of networking comes from David Lewis (pres-
ident and founder of Operationsinc.com, a Stamford, Connecticut,
consulting practice), writing in the Fairfield County Business Journal.
Business networking is “the connection between businesses and their
representatives with the common goal of sharing information about
the available pool of prospective clients. By developing an effective
network, a business can exponentially increase its pool of prospective
clients, securing leads from those with whom you partner.”

Many books tell readers how to network; for example: Nonstop

Networking: How to Improve Your Life, Luck, and Career by An-
drea R. Nierenberg; Power Networking by Donna Fisher et al; Mas-
ters of Networking by Ivan R. Misner and Don Morgan; Make Your
Contacts Count: Networking Know How for Cash, Clients, and Ca-
reer Success by Anne Baber and Lynne Waymon; Dig Your Well Be-
fore You’re Thirsty: The Only Networking Book You’ll Ever Need
by Harvey Mackay; and Breakthrough Networking: Building Rela-
tionships That Last by Lillian D. Bjorseth.

Networking organizations have sprung up all over the country to
help businesses large and small obtain contacts. Most cities have at least
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one such group and some have several. The groups usually allow only
one representative from any one industry, and many require that new-
comers be nominated by a member and approved by a majority vote.
This is serious business. Ann Field reported in the New York Times
that members of the Business Forum, which operates in 15 cities, must
generate three to five leads per quarter.’

Building a strong business relationship has elements of networking,
and clearly people who network may also build strong business rela-
tionships. The key difference, it seems to me, is that the relationship
edge gives you a strong connection with a relatively few key people.
Networking is an effort to make some connection with as many
people as possible. You can use the strategies in this book when you
network.

People who network can also benefit from the small world phe-
nomenon as they do it. Paul Jackson, the chief executive of Jackson
Comfort Systems, a heating and air conditioning supplier in Northfield,
Ohio, mentioned at a networking meeting he had been trying for years
to do business with nearby Kent State University.

As Field reported, “Soon, another member put him in touch with
his brother, who had a high-level job in Kent State’s purchasing de-
partment. The brother then set up a meeting with the chief engineer.
After a four-month trial run, Mr. Jackson signed a $60,000 deal with
the university.”

USE THE SMALL
WORLD PHENOMENON

Brenda Stapleton at Roche Laboratories was able to use a small world
connection and an unexpected, inexpensive, and unselfish act bril-
liantly to improve her relationship with one of her prospects.

In August 2002, when Brenda and other salespeople took computer
training classes in New York City, the group went to see the musical
42nd Street on Broadway. On the bus to the theater, a coworker re-
marked to Brenda that it’s a small world—Kelly Sheehan, a member of
the show’s chorus, had been a high school buddy of his daughter. He
hoped to go backstage at the end of the performance to say hello to her.
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As it turned out, Brenda and her associate were both able to go
backstage and say hello to Sheehan—making the evening much more
memorable for Brenda than it might otherwise have been.

Back home in Indiana, Brenda was talking to one of her prospects a
couple of months later. “I asked if he was going to one of the upcom-
ing conferences,” she says, “and he said, no, he wasn’t able to do that.
[ asked if he was going to take any vacation time, and he said, no, his
daughter was in musical theater and was going to be involved in re-
hearsals and then a show she was doing.”

Brenda asked about the show and mentioned that she herself had
been a theater major as an undergraduate and had been involved in a
lot of musical comedy and dance. “The more we talked about theater,
the more he opened up and discussed his daughter’s aspirations.” He
walked Brenda out to his car where he had a demo CD his daughter
had made. “She has a beautiful singing voice,” says Brenda, and the
doctor said his daughter wanted to send it to American Idol or Star
Search. He said she had a keen desire to graduate from high school and
go off to college or, better yet, go to New York and audition for a job
performing on Broadway.

Three weeks later, Brenda was back in New York City taking her
parents to 42nd Street as a Christmas present. As they went into the
theater, she told them, “It would be really nice if somehow I could fig-
ure out a way to see Kelly Sheehan again. Maybe she’ll remember me
from last August, and I could get her to autograph a Playbill for me.”

It had occurred to Brenda that Sheehan had done just what the
doctor’s daughter wanted to do—go to New York after high school, au-
dition, and be cast in a Broadway show. An autographed program could
inspire the doctor’s daughter. It could suggest that she was not dream-
ing an impossible dream.

Brenda not only saw Sheehan after the performance and had her
sign a Playbill, but also the actress gave Brenda a big poster with pic-
tures of the entire 42nd Street cast with all their autographs. She also
gave Brenda a book, detailing the history of the show’s development.

The next time Brenda was able to visit the doctor was an excep-
tionally busy day at the practice. At one point, the doctor hurried past,
saying, “It might be a few minutes; I am really busy.”
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Brenda recalls, “He wasn’t avoiding me, just letting me know that he
really didn’t have time for me. So, the next time he walked past, I said,
‘T understand you’re busy, and I’'m really not here to talk about prod-
uct to you. I just wanted to deliver something for you to give to your
daughter. And you don’t even need to take the time to look at it now.
Look at it at your leisure and give it to your daughter; I think she’ll be
excited by it.”

With an introduction like that, the doctor could not leave the pack-
age untouched. When he pulled the autographed poster, the autographed
Playbill, and the book from the bag, he was overwhelmed. “I can’t be-
lieve this! You did this for my daughter?”

Brenda said, “Well, in the conversation we had, you talked about
her desire to be in musical theater. I thought she’d like to know it
could happen.”

Brenda’s thoughtfulness put her and her company’s products at the
top of the doctor’s mind when he was prescribing for appropriate pa-
tients. Her considerate gesture had (and continues to have) practical,
positive consequences.

This chain of cause and effect may sound tenuous—from the daugh-
ter of Brenda’s colleague to Kelly Sheehan, from Kelly Sheehan to
Brenda to the doctor’s daughter—and it is not something you could
plan. Brenda could not have known she would be meeting a 42nd Street
cast member when she went to New York for training. She could not
have known a prospect had a theater-struck daughter. Could not have
known that Kelly Sheehan would be so generous. Could not have
known the extent of the doctor’s appreciation.

We all have small world stories. Bob Holman, the CPA in Birm-
ingham, says that when he first went into practice in 1976, one client
was an insurance business that consisted of two brothers and a secre-
tary. “They went through some difficult times, getting started and try-
ing to make enough money the way they were trying to do it, which
was a little unusual.”

Added to the ordinary stresses of starting a business, the brothers
often battled with each other. The secretary got caught in the middle,
and Bob was called in to act as referee. “I had to tell them this is the
way life really is, guys, and you have to get on the ball. You're doing
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this wrong, and you’re doing that right—just be honest with them,
which is what they were looking to me for.”

Ultimately, the secretary quit the brothers’ insurance business; she
liked both brothers but did not like being in the middle. Thirteen years
passed before Bob heard from her again. When he did, she was mar-
ried to a local business owner. The business is fairly large and they were
very unhappy with their CPA. “She wanted me to come and talk to
them about taking on their account,” says Bob. “I had not heard from
her in 13 years. No contact whatsoever. It was a relationship I'd buil,
and I’d built it on sometimes being the bad guy, but by being honest
and being what they needed. I think she realized that and that was what
they were looking for, and now they’re one of the best clients I have.”

[ recall meeting John Fitzgerald, an independent financial planner
associated with the Acacia Group in Phoenix, at a Cardinals football
game. As John tells, “I am in the stands and the guy in front of me is
wearing a VMI sweatshirt. I went to Virginia Tech, and Virginia Tech
and VMI used to play each other all the time. I grabbed his shoulder,
turned him around, and said, ‘Hi, my name is John Fitzgerald, did you
go to VMI?’ 7 It’s a small world. I did go to VMI, and John and I
began talking.

We had a lot in common, so the conversation took off from there.
[ sat in front of John at the football games for the rest of the season and
enjoyed seeing him every week and talking to him. He finally asked
if we could get together sometime and really talk about what he does.

Now the second small world part: The financial planner my wife
Maryann and I were working with had worked at John’s firm and
John knew him. “He is a good guy and everything, and if you have a
good relationship with him, you should stay with him.” But we did
not have a good relationship with him; he didn’t help us understand
what he was doing and would not return calls consistently. John said,
“If that’s the case, I'll try to get you comfortable with what we’re
doing. If you have questions, I'm here to answer them, and I will fol-
low up with you.” Maryann gave John her account, and we ultimately
gave him much more of our business.

Sometimes these small world stories result in nothing more than an
interesting anecdote that illustrates once again how coincidence (if it is
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that) colors daily life. Two years ago, I led a program in North Dakota
at a hotel on an Indian reservation about 12 miles from the Canadian
border. I had never been to North Dakota in my life, and I know only
one person in the state. I had not seen that person in seven years, but
because he lives 300 miles from where I would be speaking, I did not
tell him I would be visiting. I flew to North Dakota, led my program,
and at the lunch break I looked out, and who was in the lobby? Pure
chance. He did not know I was coming; he had another reason to be
in the hotel. The only person I know in North Dakota. There was no
direct, immediate business consequence, but what are the odds?

You can increase the odds of making a small world connection in
business by constantly looking for a relationship that will benefit you.
You do that by really probing and continuing to jump off the informa-
tion you learn on to something else that will bring you closer. Where
did you go to school? Where have you lived? Where have you worked?

Most industries are relatively small islands in the sea of commerce.
[f you have worked for any time in an industry, you know people who
know people. If you have built strong relationships, they can help you
build new relationships.

CONNECT FOR THE OTHER PERSON

But you want to do more than connect for yourself. As Zig Ziglar says
in Secrets of Closing the Sale, “You can get everything in life you
want, if you would just help enough other people get what they want.”*
You want to help other people make connections.

For example, Tony Bonelli and I have known each other for years.
We worked for companies that had a strategic partnership, then lost
touch for six or seven years. One night I was having dinner with a
friend who happened to bring Tony along. Tony and I reconnected, and
at a breakfast meeting a month or so later, we started talking about
what we were doing. I told him that I was trying to talk to Pfizer but
couldn’t get anybody to call me back. I asked if he knew anybody, and
he introduced me to John Woychick.

I now have breakfast with Tony every two or three months, and re-
cently he told me he was just starting to market and sell a new software
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product. As he explained the product to me, I was thinking about the
people who are my customers who might benefit from the software.
I made a list of several people I would contact on his behalf.

[ did contact those people and said, “I would like you to see Tony
Bonelli. I think he has something you would be interested in.” At least
five of the seven agreed to meet with him, and Tony moved further up
the Relationship Pyramid because I leveraged those relationships for
him. Also, because it’s a small world, he knows a couple of the people
I know. If you have ever said, “Call so-and-so and use my name,” you
are helping the other person connect.

You want to be alert to making connections in the best interests of
the customer or colleague. Connecting is not just doing something to
benefit yourself. It is also finding some connection to benefit the cus-
tomer or colleague. You look for things where you may be able to make
a connection. Most of the time, of course, you probably will not make
a connection, and occasionally you run into a concrete wall.

My friend Tony Buckalew hit such a wall when he was trying to in-
terest one college chief information officer in Oracle’s system. This
CIO was a former U.S. Army colonel, now retired, who wanted to
swap West Point and military stories. Tony at the time was 38 and had
never been in the service. He was finding it impossible to connect with
the colonel; they seemed to have no acquaintances in common and not
a lot to talk about outside very narrow business concerns.

Although the narrow business concerns are absolutely critical (you are
not, after all, doing all this simply to make new friends), they are sel-
dom enough to persuade the other person. Particularly when, as in
Tony’s case, we are talking about multimillion-dollar sales negotiated
over a year or more. Remember that most decisions are made emo-
tionally and defended logically.

Oracle did have a retired U.S. Army brigadier general on its staff, and
Tony was able to bring him to the college, introduce the general to the
colonel, and sit back as the two built their relationship. Ultimately, Tony
made the sale and the general became the system’s executive sponsor.

This is another way of considering the small world phenomenon. If
you cannot build the relationship yourself (and it happens), perhaps you
can bring someone else into the situation. Not all of us can call on
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brigadier generals to help us out, but, fortunately, we do not often re-
quire that kind of heavy artillery. Always be thinking about connec-
tions regardless of where you are or what you are doing.

CONNECT WITH DIFFICULT PEOPLE

How do you use the small world concept to connect with your diffi-
cult customers or colleagues? First, you inventory all those places
where you have relationships high on the Relationship Pyramid and
you find out whom they know. How do you leverage those relation-
ships so that it matters? You should always try to discover if the peo-
ple with whom you have strong, positive relationship know those
difficult people.

Is there some way they could help you with that person? Would
they be willing to use their own relationship to arrange an introduc-
tion, set you up with a dinner, or make an appointment for you?

I had a difticult prospect in Haleyville, Alabama, who gave me as
much attention as he gave a piece of reception room furniture. I fi-
nally asked one of my friends if he knew the man. He said, “Of course
I do. He’s a great friend of mine.” He picked up the phone, called the
prospect, and said, “I want you to see Jerry Acuff.”

With that entrée, I went to lunch with the prospect, and by the end
of lunch he had agreed to use my product. The one phone call from
my friend to his friend on my behalf made all the difference.

You have to proactively look for these connections, however. Peo-
ple are not going to tell you about their other relationships, not because
they are uncooperative but because they don’t know whom you need
to know. With your good relationships—those people who trust and
value their relationship with you—you can always ask for help. That,
remember, is one of the marks of a relationship at the top of the Re-
lationship Pyramid. They will help you when you need it just as you
will help them.

People will only go to bat for you when they really believe and trust
you, because your performance, good or bad, reflects on them. (If
someone will not make the call for you and is evasive about the reason,
it may be a symptom your relationship is not as strong as you thought.)
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[ find, however, that people generally do like to share their good
contacts because it makes them feel virtuous; they are possibly helping
other people. In such a situation, they usually believe correctly they
are helping both you and their friend.

PROBE FOR CONNECTIONS

[f you are alert to the small world phenomenon, you can use it to ac-
celerate your movement up the Relationship Pyramid. It cannot, and
should not, replace time, exploring common ground, asking the 20
questions, and doing unexpected, unselfish, and inexpensive acts. It will
almost always take more time to build a strong relationship than we
might like in our fast-paced business world. But when the small world
phenomenon kicks in—or you kick it in—building a relationship can
speed up somewhat.

When 1 first started doing business with Patrick Higgins, the vice
president of sales and marketing, Roche HCV, for Roche Laborato-
ries, he told me he wanted me to work with the company’s Phoenix
representative, who was one of their top salespeople. No fool I, T said
I’d be glad to. Pat told me the representative’s name is Tim Hutsko.

There are approximately 90,000 pharmaceutical representatives
in the United States. One of them happens to be my wife’s cousin. The
cousin happens to work out of Phoenix . . . happens to work for Roche
(I thought he worked for Glaxo) . . . happens to be named Tim Hutsko.
It’s a small world. I immediately had more credibility with Pat Higgins
because of my relationship with Tim.

But you have to be looking for those connections. Sometimes, as in
this case, the connection is serendipitous, but sometimes it results from
your continuing to dig to see if some link exists. Whom do you know
and whom do they know? Probe to find if there are connections. In-
deed, fill out the form in Figure 5.1 with the questions you could ask
to learn if you can connect the dots from one relationship to another.

The more often you can make the connections and the small world
phenomena kicks in, the faster you accelerate up that ladder. Look for
connections and commonalities, and don’t assume there are none.
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Figure 5.1
What Questions Will You Ask to Establish Connections?

Question:

Question:

Question:

Question:

Question:

Question:

Question:

Question:

Question:

Question:
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Charleston, South Carolina, is a big town. Why would I assume that
John Woychick’s daughter knew my niece? I didn’t, but I continued to
probe until I placed my niece on Seabrook and John’s daughter on
Kiawah. As you probe, you may find a connection exists when it is
difficult for you to imagine such a link could exist. Bonding happens
faster and can be more lasting when a real connection takes place.

But all this is not enough. You must do more than talk; you must

actually do things to show that you listened to the other person and
you care about what he or she says.
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CHAPTER 6

ITS NOT WHAT YOU KNOW;
ITS WHAT YOU DO







R elationships aren’t built on mindset or information—necessary as
those both must be. Relationships are built on action. They are built
because of what we do and how we do it.

Good relationships exist because people trust you and feel close to
you. Your objective in building strong relationships, therefore, is to get
people closer to you and to trust you. To build trust, you must demon-
strate your professionalism, integrity, and knowledge over time. To
show you care and to get close to people, you do unexpected, inex-
pensive, and thoughtful acts for other people with the information
they have shared with you.

By demonstrating your professionalism, integrity, caring, and
knowledge—PICK—over time, you can move to the top of the Re-
lationship Pyramid, the point where people value a relationship with
you. How much time? Again, the only honest answer is, “It de-
pends.” But certainly more than a couple weeks or a couple months.

Your professionalism is how you do what you do. It is the skill, com-
petence, and character one would expect of people in your profession
who are really good at what they do.

Your integrity is the quality of possessing and steadfastly adhering
to high moral principles, professional standards, or both. It is reflected
in the persistent, consistent, predictable actions that say who you are
over time. [ feel it is shown by your willingness to take a stand and to
be a person who is perceived as having strong convictions but also an
open mind. You have principles, but you are not pigheaded, and you
are always willing to listen to another point of view.

You demonstrate your knowledge by what you know and know
well. You want to be a person who has demonstrated some superior
knowledge and understanding of either a subject matter or of the other
person’s field.

Your professionalism, integrity and knowledge tend to be spe-
cific to what you do professionally. It is different for a pharmaceu-
tical representative, an engineer, and an accountant. For that reason,
I will devote the rest of the chapter to caring because that is not
specific to any one profession. Actions that demonstrate you care
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transcend business, profession, industry, and job description. When
you demonstrate that you care, you draw people closer to you, and
if you have also demonstrated the professionalism, integrity, and
knowledge relevant to your position, you have done all you can do
to build that relationship.

SHOW YOU GENUINELY CARE
ABOUT OTHER PEOPLE

Your caring is shown by your compassion, concern, and thoughtfulness
for others. When you have demonstrated over time that you genuinely
care about other people—their feelings, desires, and dreams—and not
only about yourself, you have shown you are a caring person.

One way to demonstrate that you care is to use what you know other
people treasure in unexpected, thoughtful, and—usually—inexpensive
acts to demonstrate you have listened and that they are important to
you. These actions show you are genuinely interested in the other per-
son and want to build a closer relationship. They also demonstrate you
are not like most other people.

Here is an example of what I am talking about. Several years ago, I
hired Valerie Sokolosky to teach business etiquette to a group of na-
tional account managers so we would know which fork to use at a
formal banquet or how to introduce someone properly at a reception.
During the day-long program in Dallas that October, I learned that
Valerie’s son was an actor in Hollywood. She told me his name and the
name of his TV show, but I'm afraid I didn’t recognize either one.

Back home, I asked my 16-year-old daughter if she’d ever heard
of Brandon Douglas. “Brandon Douglas!” She couldn’t believe her
old man had any connection with fame and brilliance. “Of course 1
do! I love Brandon Douglas!” I mentioned my daughter’s reaction
when I next talked with Valerie a few weeks later, then put it out of
my mind.

On Thanksgiving Day, my home phone rang at 10 A.m. It was
Valerie. I wondered why she was calling me on Thanksgiving, but
after we chatted for a minute, she asked, “Is your daughter there?
Can you put her on the phone?” Suddenly I knew why she called.

112



BUSINESS GIFTS ARE NOT UNSELFISH ACTS

Who was home for Thanksgiving at Valerie’s house? Her kids—
specifically Brandon Douglas.

I gave the phone to my daughter and Valerie gave hers to Brandon.
My daughter could barely believe she was talking to a real, live star she
routinely watched on television. They chatted for perhaps five min-
utes, and she floated through the rest of the day. Brandon sent her an
autographed picture that she kept for years.

Valerie’s call was an unexpected, inexpensive, and certainly thought-
tul act. It touched something I treasure—my family. Valerie’s action
moved our relationship to another level on the Relationship Pyramid.
Valerie was no longer just another training resource, someone I might
think of (or not) when I needed help. Valerie had demonstrated a sin-
cere interest in something other than my ability to hire her. She and I
still have a close business relationship, and we routinely help each other
with contacts.

It is not enough to know what someone treasures to build the rela-
tionship. Asking the 20 questions gives you only information. To de-
velop the relationship, you must act on it.

BUSINESS GIFTS ARE NOT
UNSELFISH ACTS

Let’s make a couple of things clear. I am not talking about traditional
business gifts—the golf balls, travel alarm clocks, pen sets, and coftee
mugs with the company’s logo. Nor am I talking about golf junkets,
resort weekends, or dinner and a show.

For one thing, such presents may be illegal. The New York State
Ethics Commission recently charged that five information technology
companies broke the law when they gave gifts to executives of the
Nassau Health Care Corporation (NHCC), a quasi-public health care
provider with one hospital and nine community health centers. It re-
ceives about $60 million a year in Nassau County aid.

In New York, the law states that executives at publicly funded insti-
tutions cannot take gifts worth more than $75 from vendors. Gifts in-
clude money, loans, travel, meals, refreshments, or entertainment. Those
who accept such gifts face fines of up to $10,000 per violation as well
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as criminal charges. According to the Ethics Commission, the presents
to NHCC’s executives, totaling $10,272, included limousine and plane
fares, hotel stays, restaurant meals, and playoff tickets to a New York Is-
landers hockey game.

Even when a gift is not illegal, it may violate an organization’s
own rules. Wal-Mart’s corporate policy is to destroy all gifts to its
employees—even a cup of coffee—or give them to charity. If an
employee violates company guidelines and loses his or her job be-
cause he or she accepted, for example, a golf bag from you, it’s not
going to help build your relationship.

The Pharmaceutical Research and Manufacturers of America re-
cently adopted voluntary marketing guidelines for member company
salespeople. These guidelines forbid representatives from offering meals
to physicians without some sort of accompanying informational pre-
sentation and prohibit gifts of substantial value or anything not directly
connected to patient care. As Medical Economics reported, “Even a
$30 gift certificate to a book store is a no-no under the new rules, un-
less the certificate is redeemable solely for a medical textbook or other
health-related book.”!

There are times when you as a generous soul (or as standard busi-
ness practice in your world) may want to provide a gift, but the other
person cannot, for reasons of law or company policy, accept one. When
in doubt, call the company’s human resources department and ask
about guidelines.

But what about the other situation, where the prospect/
customer/client wants or expects a gift?

Greg Davies, director of sales for Action Printing in Fond du Lac,
Wisconsin, had taken a prospect to lunch and after leaving the restau-
rant they passed a country-western store. “All of a sudden, he stopped
dead in his tracks, and his eyes lit up,” Davies told Sales & Market-
ing Management magazine.

The prospect was looking at the store’s window display, which
featured expensive cowboy boots. Davies’ prospect turned to him,
grinned, and said, very slowly, “I have always wanted a pair of boots
like this.”
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“There was no mistaking it,” said Davies. “He expected me to buy
him the boots.” Davies said he simply smiled and began walking again.
Action Printing’s policy is not to offer expensive personal gifts to
clients in exchange for business. Nevertheless, Davies said he felt awk-
ward around the prospect from that day on.?

Davies may feel awkward, but he did the right thing. In my expe-
rience people who can be bought are rarely worth buying. They are
not worth the investment because they will almost always go to the
next higher bidder. If you don’t plan to be the highest bidder when
the auction ends, don’t start the bidding. You do not give gifts—even
unexpected, thoughtful gifts—to buy people, their business, or their
friendship.

Businesspeople who covet gifts are not the people you want rela-
tionships with anyway because the relationship does not mean any-
thing more than a calculated commercial exchange, and usually a
poor one at that.

BE ALERT TO OPPORTUNITIES

Your actions differentiate you from other people. Many people have the
same information you have but do nothing with it. The actions you
take set you apart from others in a person’s business network, and they
are the foundation on which you develop meaningful relationships.
Once you understand the principle behind unexpected, inexpensive,
and thoughtful acts, you can be sensitive to possibilities and opportu-
nities you never realized existed.

Because the people with whom you want to develop strong business
relationships are individuals, I cannot give you a list of sure-fire actions
you can use on them. I can (and will) give you some principles and ex-
amples, but because each person is unique, I am afraid I have no one-
size-fits-all suggestion.

Building a strong business relationship requires you to be alert
both to what people tell you and to opportunities to demonstrate
you listened. For example, Brenda Stapleton’s act of obtaining the
autograph—and more—for the customer’s daughter told him by her
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action she had been listening and that she was a caring and thought-
ful person.

The answers to the 20 questions generally fall under nine headings:
important dates, important names, special concerns, important peo-
ple, important goals, major events, favorite foods, schools attended,
and important places. Here are some ideas—thought starters—of what
you might do to show prospects, customers, or colleagues they are im-
portant to you.

Important Dates

Obviously, important dates vary by individual, but for most people their
important personal dates—the ones they want remembered—are their
birthdays and wedding anniversaries (although not every person wants
to be reminded of his or her age or marriage). Other possibilities in-
clude the date the company was founded, the date the person joined the
company, the date he or she earned degrees or graduated from college,
and any other meaningful and recurring dates in the person’s life.

When you know the date is important, put it on your calendar and
do something to recognize it with a phone call, a card, a cake, a pie,
or a special meal, which does not have to be expensive.

Otbher ideas include sending a copy of a newspaper published on the
date. Do some Internet research and send profiles of famous people
born on the same date.

If you know the person would like his or her birthday recognized,
make sure the staft knows the date is coming.

If you are going to—or can make it your business to—visit the of-
fice on the date, bring a birthday cake. If not a cake, perhaps a pie, or
a balloon. A surprising (to me) number of people never received birth-
day cakes when they were kids. Homemade is better than bakery, but
supermarket is better than none. It does not have to be elaborate; in-
deed, a cupcake with a candle says, “I was thinking of you.”

A cake story: I knew a salesperson—TI’ll call her Kate—who could
not get in to see a certain buyer. Kate learned from the buyer’s exec-
utive assistant that the guy loved chocolate cake. So Kate ordered a
chocolate cake be delivered together with her card to the buyer every
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Friday for three weeks. At one o’clock on Friday afternoon, the cake
arrived, but no Kate.

On the fourth Friday, Kate stayed by her phone. At 1:05, the buyer
called. “Where’s my cake?” Kate said, “I’ll bring it right over.”

Of course, you do not have to tie your action to a specific date. How
many greeting cards do you get over the years? Dozens? Hundreds?
Thousands? I still remember one I received over 20 years ago from Gene
Vezina, a former boss. I had been reasonably successful, and he sent me
a card that said on the outside, “This is a list of the 10 people I most
appreciate.” Inside, “Your name is here 11 times.” Thoughtful acts are
often fondly remembered, and they say a great deal about who you are.

Important Family Names

These include the names of children, spouses, and other family mem-
bers close to the person. For most of us, few things are more impor-
tant to us than our children. Every time you work with someone, ask
a lot of questions and use your natural curiosity. Ask about their chil-
dren; learn their ages. Learn what grades they’re in, the activities in
which they’re involved, the sports they play. Learn their interests, in-
terests they may share with your children, your spouse, even with you.
And—key point—rvecord it somewhere.

Personal digital assistants (Palm Pilots and their ilk) make it easy to
record all this information, the children’s names, their birthdays, an-
niversaries, interests, and more. Likewise, they make it ludicrously
easy to recall the information. When you talk with one of your key
people, you can ask about Trevor and Tommy and about her husband
and about her niece, who is the spelling bee champ.

And you can do much more than simply use the child’s name in
conversation. A friend’s wife, Marian, was chatting with a colleague
in another city who told her he had just become the father of a baby
girl. Coincidentally, he and his wife had named the girl Rose, the
name of Marian’s granddaughter. Marian, who loves needlework,
bought a plain baby bib and embroidered “Rose” and a rose on it, and
sent it to her colleague. The bib cost less than $3 and 30 minutes of
Marian’s time, but the effect on the colleague was priceless.
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One recent weekend, my wife and I took our two-and-a-half-year-
old to a hospital emergency room because we thought he had an ear
infection. There are two hospitals about equidistant from my house.
That Sunday I learned the one I’ve always gone to in the past does not
have emergency pediatric care, so we went to the other one. Two days
later, the hospital called to follow up on our visit. Because that call was
unexpected, inexpensive, and thoughtful, I've switched hospitals. The
original visit was not inexpensive, but the call certainly was and it told
me the staft cared about my son.

If you learn a customer or colleague’s children participate in an
activity—football, basketball, soccer, theater, dance, whatever—and
if your schedule permits, go watch. Even better, get involved in the
activity—Boy Scouts, Girl Scouts, Junior Achievement, sports.
When my daughter was young, I coached girls’ softball both for her
sake and because one of my biggest customers also coached girls soft-
ball. It was a chance for me to know him away from the oftice and
we became best friends.

Is there a way you can help your customer or colleague’s child (or
spouse) reach his or her goals? John Fuqua says that the daughter of one
of his customers wanted someone to speak at her high school’s career
fair about sales and, in particular, a career in pharmaceutical sales.

John has a particularly good relationship with the physician. “He
said I was the first person he thought of, and if I could speak it would
help him out a lot because his daughter was one of the students in
charge of finding speakers. I told him I’d be glad to.”

John says the career fair worked out well. The speakers had an op-
portunity to talk about what they do, “which is something I really
love.” He found it personally rewarding because these students are
starting to think what they want to do when they leave school. The
doctor’s daughter, says John, is very interested in pharmaceutical mar-
keting. “I don’t know if that’s what she is going to end up doing, but
right now she’s in business school and we’ll see.”

Because he knows the young woman’s interest, John has offered to let
her ride for a day with one of the company’s sales associates to see if she
likes the job once she sees it first hand. “A lot of people have the feel-
ing that all we do is take doctors to lunch and we don’t really work
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hard, when in fact it is a difficult job. It’s a lot more than eight to five
on most days. Most people love it, but we have had some students, once
they have a chance to ride with us, go, “Well, that’s really not what I
thought.” ”

John routinely tries to be sensitive to opportunities for unexpected,
inexpensive, and thoughtful acts. When the receptionist tipped John
oft that a customer had just become a grandfather for the first time,
John bought a book on grandparenting and made up a basket with a
baby bib and an infant toy, returning to the oftice the same afternoon.
“The customer was really excited about his new grandbaby girl,” says
John, “and he’s never forgotten the basket and the book.”

Anne Cobuzzi, a senior brand planning manager at AstraZeneca,
says she was touched one day when a woman with whom she works
brought in a huge bag of clothes for her daughter. The woman had a
daughter about a year older than Anne’s and said, “Because my daugh-
ter was cleaning out her room, I thought about your daughter and I
thought she might like this.” Anne points out that she never asked for
the clothing, and she earns enough to dress her three children with-
out help. “It was just the fact that they thought of me, which I thought
was so nice.”

Special Concerns

[ am calling these special concerns for lack of a better term; they in-
clude lifestyles, activities, and interests. Lifestyles cover things like veg-
etarianism, committed involvement in social issues (active volunteer in
church or charitable organizations), and conscious participation in en-
vironmental matters (drive a fuel-efficient car, buy only organic fruits
and vegetables). Even a life committed to work could be a lifestyle.

Activities include sports and hobbies: golf, tennis, skiing, bass fish-
ing, hiking, hunting, basketball, Ultimate Frisbee, sailing, wood-
working, quilting, gardening, painting, photography, stamp and coin
collecting . . . the list is immense (and publishers produce one or more
magazine titles for every one).

Interests include the stock market, international affairs, local
politics, religion, books, movies . . . this list is longer than the list of
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activities because most people have more interests than the activities
in which they actually participate.

Once you know someone’s special concerns, however, you can be
alert to newspaper and magazine articles related to the interest. As a
general principle, pertinent information is almost always unexpected,
inexpensive, and thoughtful. Clip and send the review of a new
mystery, an article about the benefits of tofu, a story about religious
architecture.

The Web, which makes it too easy to forward jokes, also makes it
simple to forward articles and web sites that may be of special concern
to one of your key customers or colleagues. The last time I looked,
Google was searching more than three billion sites, so the odds are
good you will forward something the other person has not yet seen.

What else can you do? Greg Genova sells metal cutting tools for
Kennametal in San Diego. About a year ago, he met a prospect at a
Los Angeles trade show, a company that had done no business with
Kennametal. The firm’s shop was almost in Greg’s backyard—five or
so miles from his house.

The customer manufactures top-of-the-line regulators for the scuba
diving industry. The workers have pride in their work and have won
awards with their regulators. “I’ve always had an interest in diving,”
says Greg, “but I’d never done it. I thought this would be a good op-
portunity to build my relationship with the customer and do some-
thing for myselt—so I took up diving. I got one of my sons involved.
I bought this manufacturer’s equipment, and we both got certified.”

The shop’s management was so impressed by Greg’s commitment,
the firm now buys virtually all cutting tools from Kennametal. (It
would be all, but Kennametal cannot provide a few niche market items.)
Greg says, “I am always his first choice to see if we have an item. If we
do, he certainly buys from us.” And the relationship continues to build.
“I have got some of the guys in the shop now who are going to be cer-
tified, and we are going to dive together.”

If you share an interest with a customer or colleague, so much the
better. At one time, my wife Maryann was a pharmaceutical sales rep-
resentative in Edison, New Jersey. She once called on one of the most
important doctors in the territory, a physician who, as a matter of
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policy, did not see drug representatives. Maryann walked in just as UPS
was delivering a motorcycle windshield. She recognized the doctor as
he accepted the package, so she asked him, “What’s in the big package?”

He said, “Well, I needed a new windshield for my bike. I ride
motorcycles. You know anything about motorcycles?”

She said truthfully, “I love riding on motorcycles. I just haven’t rid-
den on one in a long time.”

“Come on,” he said, “I’ll take you for a ride on mine.”

She might have turned him down—it was a work day, she wasn’t
dressed in jeans and a leather jacket, she didn’t know the man or how
he drove—but she agreed. The doctor took off his white coat, she
stashed her briefcase, and they took a spin around Edison on his bike.
From then on, the doctor and Maryann were good buddies. She could
see him whenever she wanted, all of which because they shared a com-
mon interest and did something that made him feel as if she cared.
They talked about motorcycles and when the opportunity was right,
she talked about her product.

Greg Genova once learned a new prospect was, like most, a fervent
Harley-Davidson owner. Greg also learned the prospect was looking for
something to add to his bike, but nothing on the market satistied him.
Greg, by the nature of his job, happened to know a metal-working
shop in a different town that was starting to manufacture a part Greg
thought the prospect would like. The part is a chrome-covered, bullet-
shaped cap that covers the motorcycle’s hex bolts, “and they fit the
bike perfectly.”

Greg bought a number of the caps, which were a couple of bucks
apiece, and gave them to the prospect. “He was very impressed,” says
Greg, “and excited to put them on his bike.” Here Greg used his spe-
cial knowledge—the manufacturer had only begun to turn out the
part—and what he knew of his prospect to build the relationship with
an unexpected, inexpensive, and thoughtful act.

You don’t have to have special knowledge of a factory’s new prod-
uct to do something thoughtful, however. Julie Wroblewski of eFunds
says that if you learn someone is interested in Harley-Davidson mo-
torcycles, “go by a Harley café and pick up a coffee mug and send it to
her.” Julie says that as you go through life, there are times you can spot
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things that will be meaningful to a customer or colleague. “They don’t
have to cost a lot, but they definitely give the person a sense that, boy,
she not only hears me, she cares about me.”

Brenda Stapleton at Roche says she has been buying inexpensive
novelty picture frames as she spots them. “For one nurse practitioner
who trains dogs, I found one with little dog bones. A couple of my
customers go on vacation in the Bahamas, so I got a couple of $5.99
frames that had tropical fish on them. When I gave them, I said, ‘That
1s a moment to savor with your family, so if you get a picture, put it
in here.” The frames are not expensive, but they are specific to their
lives and what is meaningful to them.”

Important People

Think about the people who might be important to the other per-
son—the way Brenda thought Kelly Sheehan in 42nd Street could be
important to the customer’s daughter. Important people could be in-
dustry figures, well-known executives, or ordinary people who are, or
should be, significant to the other person.

If somebody is well-known in the industry, or is published, bring
copies of the person’s work. If the important person is local and acces-
sible, make an opportunity for the three of you to be together; go have
coftee, a drink, or go to dinner. Help customers and colleagues get ac-
cess to the people they think are important.

Richard Sanders, who was a sales representative for our company in
Mississippi, learned that I liked books by John Grisham, who also lived
in Mississippi at that time. Every time a Grisham book came out, not
only would Richard get the book, but also he would get it auto-
graphed. I now have four autographed novels that say, “To Jerry, from
one Southerner to another, John Grisham.” Richard was one of 650
representatives and quickly became someone I felt I should know, be-
cause I appreciated the fact he learned something about me and did
something about it. As I got to know him, I really liked him. We pro-
moted him; he came to the home oftice and did a great job for us.

All these anecdotes may make the process sound too easy. You do
something unexpected, inexpensive, and thoughtful and nice things
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happen as a result. These stories may give that impression because we
tend to remember the incidents when something did happen. The more
dramatic the something, the better we remember. We don’t recall the
times when the gesture, the action, the occasion had no apparent eftect,
which may be most of the time.

But, as they say about state lotteries, you can’t win if you don’t play.
If you don’t habitually look for opportunities and act on them, you
cannot build a strong relationship with the people most important to
your business success. Finding opportunities requires a kind of aware-
ness, a sensitivity to the other person and to possibilities in the world.
If relationship-building is crucial to your success, ask the 20 questions
and continue to think inventively about what unexpected, inexpensive,
and thoughtful things you might do to build the relationship since
many business relationships are built this way.

Important Goals

What does the other person want to accomplish in his or her business
and personal life?

Find commonalities in your personal goals and the other person’s.
Suppose you know a woman whose personal goal is to run a marathon.
You may not be ready to run a marathon, but you may be able to be
present when she runs hers.

Suppose you know someone who wants to create an English garden.
You can pick up tips and suggestions even if your green thumb touches
nothing more than a window box. Just to know the person’s personal
goals makes you able to reference them in conversation, to be present
when they’re being achieved, and to find some commonality between
yours and theirs.

You can find publications relating to their goals—building their
own boat, hiking the entire length of the Appalachian or Pacific Crest
Trail, vacationing in the Lake District, or retiring to North Carolina.
You can search the Web to find articles related to the goals.

When I decided I wanted a new, updated life insurance policy be-
cause I was building a new house and did not feel I had enough cover-
age, | asked John Fitzgerald, who I’d met at the Cardinals football game,
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to get me the policy. He called one day to tell me the policy had been
approved, but he was not going to write it. I asked why. “Because I
think I can beat the rate,” he said. “This policy is $11,000 and I think
[ can get the same coverage for $9,000.”

I had no clue what the policy should cost, and I would not have
known a $9,000 option existed had John not told me. He cut his com-
mission to do the right thing by me, and by doing it he pole-vaulted
up the Relationship Pyramid in my eyes. His act was certainly unex-
pected and thoughtful. And because it was clear John cared more about
our long-term relationship than his immediate income, I have asked
him to manage our other financial assets.

Major Events

These are the big events in people’s lives. They may include national
or religious holidays such as Thanksgiving, New Year’s, Christmas,
Yom Kippur, but they also include events such as marriage, promotion,
or a death in the family.

This last category is especially important because some people turn
away when something bad happens. They act as though illness, acci-
dent, or a business reversal were catching. But usually they’re not, and
a thoughtful act at a stressful time can have an incalculable impact.

“I had gotten to know a customer over the course of a year,”
says Julie Wroblewski. “One day he told me he was going home to
Michigan because his mom was dying of cancer. He ultimately took
a leave of absence because she had passed away. I sent a handwritten
sympathy card that tried to tell him I cared.” Julie says her simple card
had a huge, positive effect on the relationship.

Debbie Wilson at Roche Laboratories recalls a time when she was a
sales representative. She had scheduled a program and had a commit-
ment from an exceptionally influential physician to be the keynoter. A
week and a half before the program, her keynoter called to cancel the
program. “At first he didn’t give me a lot of explanation,” says Debbie,
“and while I was not happy about it, I couldn’t imagine, with the rela-
tionship we’d built, he didn’t have a good reason. He finally asked me
to come in and meet with him.”
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She did, and the doctor apologized profusely for canceling on such
short notice. Debbie told him, “I know you have your reasons and I'm
going to have to try to replace you—mnot that I can replace you—but
[ have to respect your reasons.”

The doctor then revealed his wife had cancer, had to have surgery,
and they were going through a terrible crisis at home. He apologized
again, and Debbie thanked him for telling her as early as he could, and
adding, “Obviously, your family has to come first.”

Debbie feels that because she was so understanding, even before she
knew of the wife’s cancer, “the doctor paid me back a hundred times.
[ got to know his kids; my kids met his kids. We did programs together.
We developed a real friendship, and even though I haven’t called on
him for a long time, if I run into him, he still treats me as if I had seen
him yesterday.”

Find ways to commemorate special events, whether with a note—
handwritten or electronic, a fax, a card, or a phone call. Drop a note
to say, “Thinking of you.” Julie says she recently sent a congratula-
tions card to a prospect who had become engaged. Julie tries to set
herself apart from other people by sending cards and notes at times
other than the holidays. “You almost expect to get a card at those
times,” she says. “But it is those times when someone was promoted or
after a meeting, these handwritten notes go a super long way to build
the relationship.”

We should always be aware that customers and colleagues may
be very different from us, with different holidays, different traditions,
different histories. Many of our customers are Hispanic, Asian Amer-
ican, and African American. If they are Hispanic, it is important to
know the difference between Mexican, Cuban, Central, and South
American backgrounds. If they are Asian American, are their roots
Chinese, Japanese, Korean, Vietnamese, Thai, or something else? De-
pending on our situation, we may want to build a relationship with
someone who is Islamic, Jewish, Russian, Indian, Czechoslovakian—
someone otherwise very different from ourselves.

[ believe it is often easier to develop a relationship with someone
who is dramatically different than me than it is with someone who
is more like me. I find it easier to learn things about someone who is
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Jewish or Greek Orthodox or Islamic. If you have Jewish customers or
colleagues, you should understand the difference between Yom Kippur
and Rosh Hashanah. You would do well to know what greetings you
give on those holidays. You should learn what sitting Shiva is and why
somebody would do it.

[ usually say to someone, “Pardon my ignorance.” I admit I do not
know much about Islam . . . or Buddhism . . . or Mormonism. But it
is okay to be inquisitive. People love to teach; they love to share with
you. Major events can be religious dates and to the extent you know
something about the religion and act on the knowledge, they will be
surprised and responsive.

Mike Accardi says that he tries to avoid giving business gifts. His
company does not have a budget for such perks, so gifts come out of
Mike’s pocket, which, in the early days, was exceedingly shallow.
Nevertheless, he did want to do something for certain customers for
a major holiday. “When the Disney Store opened their distribution
center here in Memphis, they bought everything from me. I knew
everybody in the building. I couldn’t afford to buy everybody in the
building a gift, and I wasn’t going to give the executive staff some-
thing and have people along the line wonder why didn’t they get
anything.”

A Christmas tradition in the Accardi family is to make a special
Sicilian sausage, salcicci, that one cannot buy in Memphis. “My dad
and I would make two hundred pounds at a time,” says Mike. On a
Monday or Tuesday during the second or third week of December,
Mike rose early to cook up ten pounds—*“a lot of sausage.” He cut it
into bite-size cubes, sliced Italian bread, and his wife made apricot nec-
tar cakes to satisfy those people with a holiday sweet tooth. Mike took
it to the building, offered everybody toothpicks and a bite of salcicci.
“It had an amazing effect—giving them something of myself.”

Favorite Foods

What can you do when you know someone enjoys Mexican food
... or Japanese . .. or Indian? What if someone loves chocolate-
covered coffee beans . . . smoked herring . . . Danish wedding cookies?
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Not long ago, I was working with Shari Kulkis, a Roche Laborato-
ries sales representative in Atlanta. At one of the offices we visited, the
staff was having a birthday party for an employee. The party included
a box of Danish wedding cookies. I remarked that you cannot get Dan-
ish wedding cookies in the Northeast or the Southwest, only in the
South. Shari asked how I knew that. I told her I've tried to find them,
but I can’t. “The only place I buy them is when I go to Memphis to
visit my family,” I said and thought no more about it.

While I was in Atlanta, I loaned Shari some poster presentations I
thought she might find useful. Because I had only the one copy, I said,
“Just mail them back to me whenever you finish.” The following Sat-
urday, UPS arrived at my front door with a carton containing the
posters . . . and three boxes of Danish wedding cookies.

[ really liked Shari when I was with her, but I hardly talked to her
about the relationship-building process. But she was obviously alert
to what I was saying and did something unexpected, inexpensive, and
thoughtful about it. She is also one of the top representatives for her
company, which does not surprise me at all.

Julie Wroblewski says that one of her unmarried customers once
told her the one thing he really missed was homemade Christmas
cookies. “So that Christmas I made him a giant batch of Christmas
cookies.” Now that Julie has changed industries, the man is no longer
a customer, “but we still keep in touch.”

Krispy Kreme donuts were first available on the West Coast only
in Los Angeles. Whenever Greg Genova had a meeting in Los Ange-
les that required him to spend the night, he would get up especially
early, “pick up fresh Krispy Kreme donuts, and drive the 150 miles
back to San Diego to give them to my first two or three calls. That
was phenomenal. Here’s something nobody can really get, and here’s
the Kennametal guy coming in with them. They knew I had to go
the extra mile to get the donuts.”

Other possibilities: Refer people to restaurants—good, new ones
in the area . . . or restaurants you know in an area they’ll be visiting.
You might buy a cookbook on the cuisine they like. Share recipes.

The crucial point is to know the other person. Shari Palant, a Roche
Laboratories sales representative, says that one of her customers does
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not give representatives much time and does not attend dinner pro-
grams. Only after she scheduled a lunch with him did she learn he has
celiac disease and is, therefore, unable to eat anything containing
gluten or wheat. His diet is very limited, and he has researched the dis-
ease extensively and presented papers on it. Learning all this, Shari
began looking for foods and information on celiac disease for him.

A few months later, she attended a gastroenterology convention.
One exhibitor displayed a large variety of foods for celiac patients made
from gluten and wheat substitutes. “I got to know the people at the
booth really well by the end of the convention,” says Shari. “I told
them if they had any samples they did not want to ship back to the fac-
tory, I’d be happy to take them off their hands. I ended up with half a
suitcase of food samples. I brought a 20-pound box of foods like cereal,
bread, pastas, and granola bars—all things my doctor was ordinarily
unable to eat.”

When Shari brought the food to the doctor, he was so affected by
someone doing something so thoughtful that, while not normally a
man who showed a great deal of emotion (or at least not to a sales-
person), he gave her a hug and a kiss. Has it helped her relationship
with the customer? Immeasurably.

Schools Attended

If you have a customer or colleague for whom college was a peak ex-
perience, what can you do with that information?

At one time [ lived in Charlottesville, the home of the University
of Virginia. One of my customers, Charlie Miller, was a fanatic Uni-
versity of Virginia alumnus and lived in Elkton, Virginia, about 60
miles away. One year, the University won the National Invitation
Tournament basketball championship, and the local paper did a special
section on the team and the competition. I clearly remembered going
to the trash to throw away the section and thinking, “I’ll bet one of
my doctors would like to have this . .. but who ... ?” Asking the
question gave the answer: Charlie Miller.

[ wrote a quick note—*Dr. Miller, thought you’d like to see this”—
stuck it to the section, and sent the package to him. Two weeks later
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on my next trip to Elkton, Charlie greeted me as if I were a favorite
relative and ordered as if [ were his only vendor. We’d had a good re-
lationship before—that’s how I knew he was a University of Virginia
enthusiast—but that Sunday supplement kicked the relationship up an-
other level or so.

If you are part of a national sales organization and if you have a cus-
tomer who still talks about his days at Notre Dame and Notre Dame
football . . . or the University of Texas . .. or Ohio State, it is pretty
easy to call the representative who covers South Bend . . . or Austin
... or Columbus and say, “Send me Sunday’s paper,” which has a re-
port of Saturday’s game. It will cost you about two bucks and if you’re
living in Boise, Idaho, you’re probably not getting the Sunday South
Bend paper.

Of course you can always give school paraphernalia, mascot stuft for
the sports teams, or school logo-type materials. If you know people in
the community who graduated from the school, you can connect them
over lunch or at a special event. Use them as a resource for children
of customers or colleagues who are considering the school. “Colin is
thinking of the University of Virginia? He should talk to Charlie
Miller. If you'd like, I’ll try to set something up.”

Important Places

Some people love to vacation at the same place every year; others want
something different every year. Some people are nostalgic about the
towns in which they grew up; others are thinking ahead to retire-
ment. Knowing that a place is important to a customer or colleague
and why it’s important, what can you do about it?

A few years ago, John Fuqua and one of his representatives called
on a busy physician who happened to be going to Disney World
within the next couple of days. “He had not been there in a number
of years,” says John, “and he was really excited about going, but he was
sure things had changed since his last visit.”

John said that from what he knew, it had changed and hoped the
doctor and his family would have a good time. “We did our sales
call and the minute we walked out of the building, I looked at the
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representative and said, “What do you think we should do with what
we learned this afternoon? He’s going to get on an airplane and take
his family to Disney World. What comes to mind?”

The representative thought for a bit and suggested Books a Million.
Pick up a Disney World guidebook the family could read on the plane
to Orlando. John says, “We picked up a relatively quick-reading guide
and put it in a little basket of goodies for the kids.” John and the rep-
resentative returned to the office and told the receptionist they needed
to see the doctor for a moment.

“The whole thing was very inexpensive,” says John, “but you’d
have thought we’d given him a gold brick. I've never seen him as ap-
preciative of anything I've done. To this day, he mentions he really ap-
preciated the gesture and he and his family had a great time.”

If you know a customer or colleague is planning a vacation in
Florence . . . or Prague . . . or Kyoto, clip and send news articles about
the country or the city. Spend time on the Internet and forward in-
formation about sights, restaurants, or activities. If you know a coun-
try, a district, or a city and can recommend a spot, a town, or activity
that you know someone would like, do it.

DO THE RIGHT THING

Doing something unexpected, inexpensive, and thoughtful doesn’t al-
ways produce immediate results—indeed, it may not produce any re-
sults at all—but it is still the right thing to do. There are very few, if
any, acts of kindness that are wrong. Not every seed you plant is going
to sprout, just as not every popcorn kernel is going to pop. But if you
want a garden, the more seeds you plant, the better the odds you’ll
have vegetables someday.

Knowing what you now know (or will know) about the key people
with whom you want to build a relationship, what actions could you
take? Create a form like the one shown in Figure 6.1, and use it to think
about opportunities for unexpected, inexpensive, and thoughtful acts.

Your actions over time do demonstrate your professionalism, in-
tegrity, caring, and knowledge; they set you apart. But they have to be
done over time. You can’t expect to do one thing one time and then
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Figure 6.1
What Action Could You Take with What You’ve Learned?

Important dates:

Action:

Important names:

Action:

Special concerns:

Action:

Important people:

Action:

Important goals:

Action:

Major events:

Action:

Favorite foods:

Action:

Schools attended:

Action:

Important places:

Action:
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get a quid pro quo—and always remember, you’re not keeping score
anyway. Doing unexpected, inexpensive, and thoughtful acts over time
demonstrates this 1s how you operate. This is who you are.

Our housecleaner Rosa brings inexpensive gifts about every other
time she comes to our house. She will stop to get bread because she
knows I love a particular Mexican bread. She knows I like model ele-
phants and will bring me an elephant she found at a garage sale. I do
not care that it wasn’t bought at Neiman Marcus. I care that this unique
woman does something—has done it for years—to set herself apart.
Rosa does these things because that’s who she is.

We really do like people who do things in an unexpected, inex-
pensive, and thoughtful way for us, whether she is our housecleaner or
he is our financial advisor. I feel different about you when you show
me you care about me. Unexpected, inexpensive, and thoughtful acts
say, “I thought about you . . . you matter to me . . . and I am differ-
ent from every other person in your business life.”

Relationships are built on actions—unexpected, inexpensive, and
thoughtful actions that are small acts of kindness that make a huge
statement of who you are and how you treat other people. They say
you care, and often they result in people getting closer to you. That
doesn’t mean an act can never be expensive, but inexpensive is prob-
ably better.

Now that you know the three steps to building strong business re-
lationships—think well of yourself, ask the right questions in the right
way, and do the right thing with the information—you should begin
to map your key relationships.
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CHAPTER 7

WHY YOU OUGHT TO MAP
YOUR RELATIONSHIPS







Virtually everyone who has been in business more than a day or two
understands that positive business relationships can help them do their
jobs. Not everyone understands, however, that the more good rela-
tionships one has and the more diverse those relationships are, the
more effective one can be at whatever one does.

Most of us take an accidental or serendipitous approach to relation-
ship building. We tend to just let relationships happen. A more
effective life and professional approach is to build relationships strate-
gically—not because you want to gain or be successtul in life (although
that doesn’t hurt), but because you want to have a more fulfilling and
rewarding life. Again, the quantity and the quality of your relation-
ships in many ways determine the quality of your life.

Take William Dawes and Paul Revere, for example. Each rode
from Boston on the night of April 18, 1775, to alert the country-
side that the British were coming. Dawes rode south, Revere rode
north. As Brian Uzzi and Shannon Dunlap point out in the Harvard
Business Review, the towns they traveled through were demo-
graphically similar. “Both men came from the same social class and
had similar educational backgrounds. But only Revere raised a mili-
tia and only Revere’s name became famous.” What did he have that
Dawes did not?

He had a network! Paul Revere was an information broker, Uzzi
and Dunlap say, “a person who occupies a key role in a social net-
work by connecting disparate groups of people. Because Revere tar-
geted other well-connected people during his ride, his news spread
widely and quickly.” The key is a diverse network—many kinds of’
people who know many people.

In contrast, “William Dawes was not an information broker, so he
didn’t know which doors to knock on when he entered a new town.
As a result, the information he carried was circulated within a small
group of people instead of expanding outward.”

In Chapter 5, I talked about the difference between networking
and connecting, but there does not seem to be another word that
works as well as “network” to describe a large and widely distributed
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group of people who communicate with one another and work to-
gether (web? group? set of connections? set of contacts?). Whatever the
word, Uzzi and Dunlap say that “networks determine which ideas
become breakthroughs, which new drugs are prescribed, which farm-
ers cultivate pest-resistant crops, and which R&D engineers make the
most high-impact discoveries.” Networks are powerful because they
give you private information, access to diverse skills, and power.! For
most of us, strong networks don’t just happen: They have to be care-
fully constructed—which means you probably ought to think con-
sciously about mapping your relationships to build a truly effective
personal network.

MAP RELATIONSHIPS WITH
FOUR GROUPS

Relationship mapping is creating a list of people with whom you must
build or initiate relationships. Although most relationship building is
done reactively, I believe you ought to consciously, deliberately, and
strategically map your relationships with four groups of people:

1. People within the organization who are important to your suc-
cess: You need these people to get your job done. They may be
customer service reps, warehouse clerks, finance people—any-
one who can make your work easier . . . or impossible. They
should be a diverse group, not simply your peers in sales or ac-
counting or engineering, but from many parts of the organiza-
tion. The more diverse, the better.

2. People external to the organization who are important to get-
ting your job done: They may be customers, vendors, regula-
tors. They could be anybody—as long as they are not within the
walls of your company.

3. People who are important to the success of your career: These in-
dividuals may be your boss, the human resource director, a men-
tor, or other people within the company. You need to meet and
develop a relationship with these people if they can help you
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either to understand something about a future opportunity or to
help you have an opportunity. These resources may also be out-
side the company: coaches, friends, or a spouse. They are peo-
ple who will share their insights and experiences, tell you when
they believe you are making a mistake, or suggest options you
might never consider.

4. The people with whom you need to repair a relationship: You
know them: They are the folks you or the organization have
alienated with whom you’d like to improve your relationship or
must improve your relationship to do your job. You may be lucky
and have no one in this group, or these people may exist whether
you identify them or not. You are much more likely to be suc-
cessful if you are clear about who they are. You are much more
likely to be successful if you consciously, systematically, and rou-
tinely build and maintain positive relationships with them.

PEOPLE INSIDE THE ORGANIZATION

Ron Cleboski realized the importance of building a network of rela-
tionships when, after success in one field, he changed careers. Ron is
a former police officer who got into high tech, started his own busi-
ness, grew it from zero to $6 million in two years, sold it, and, to stay
close his daughter, restarted his career in 1994 as an entry-level sales-
person selling long distance telephone services. He is now director of
business services sales and marketing for the Wisconsin division of
Time Warner Cable. “As a salesperson, building a career from scratch,
[ found it absolutely necessary to create relationships with the inter-
nal people who could make my job easier.”

Ron says that one of those people has always been someone in cus-
tomer service, whether a supervisor, a manager, or just a person on the
phone. “I wanted someone who would watch my back and I could pass
customers on to and know for sure that they would be taken care of. It
would make me more efficient, and be the person to call at all times.”

He says that, like many salespeople (but not, unfortunately, all), he
intuitively recognized that having a good relationship in customer
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service was important for his own success, because his time was best
spent being a salesperson. When a customer service issue developed—
and it always does—Ron was able to say, “I appreciate your concern.
I know just the person to put you in contact with. She is the supervi-
sor of my customer service department. I'm going to call her right
now, ask her to give you a call, and I promise you will be taken care
of within the next 30 minutes.”

He would call his associate and she would say, “Okay, Clebo,
gotcha. I'll take care of you,” and she’d do it. Once a quarter Ron
would bring her roses, take her out to lunch, or do some other
thoughtful, inexpensive, and unexpected act to maintain the relation-
ship and help him with his new career.

Henry Potts points out that the category of people within the or-
ganization is not always obvious. They include both the people you
work with and the people you work for. Henry is the national sales
manager for Melillo Consulting in Somerset, NJ. Melillo is a business
and technology systems integrator and reseller of Hewlett-Packard
products. Henry spent 26 years at Hewlett-Packard before joining
Melillo. “It’s easy to identify the people you work for that you should
target. It is not so easy to identify the people you work with and the
people who are important to your success, but that’s a key component
to being successful inside the organization—figuring out how to get
work done through people who are either on your level or not in your
organizational stream.” It is important to have really positive rela-
tionships, says Henry, with the people who neither report to you nor
to whom you report. “I think that is the hidden nugget, the thing that
often you are not thinking about if you are just a manager in an or-
ganization.”

In many situations we have to try to build these relationships from
afar. You may live in Portland, Oregon, but your headquarters is in
Detroit. How do you ensure that the people you are mapping are the
right people? Then how do you go about building relationships with
them from the edge of the country?

Most people use e-mail, telephone, and voicemail, but those are not
always the most effective ways to communicate. The most effective
messages are communicated simultaneously by the words you speak
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and your expression and body language as you say them. This is why
a live speaker is more effective than a television image, and a televi-
sion image is more effective than a radio speech. Whenever you use
e-mail or voicemail you reduce the likelihood that you are going to
communicate effectively because the recipient cannot see you, your
expression, or your eyes.

Although technology is helping companies make it easier to com-
municate visually with videoconferencing, you still don’t get the full
impact of being in someone’s presence. But it is still better than a voice
on the phone.

Perhaps the best way to build long-distance relationships is to make
use of the times when you are together at sales meetings, conventions,
trade shows, and the like. Before any gathering, make a list of the peo-
ple you want to know better and create a quick plan for moving those
relationships forward while you are together. Make a point to spend
time at breakfast, lunch, or dinner with those key associates, ask the
questions in Chapter 3, and listen to the answers.

PEOPLE OUTSIDE THE
ORGANIZATION

You don’t need a book to tell you that on any list of people outside the
organization who are important to you, customers tend to be right at
the top. But it is not always obvious who everyone might be that is in-
volved or their role in a complex sale.

Melvin Boaz is a national sales manager in the orthopedics division
of Smith & Nephew, a global medical devices company. “We sell to
hospitals, and physicians are the key drivers within the hospitals. So the
physician may say, ‘Yes, that’s what I want to do,” but he has to get
the hospital administration to agree to it. I need to leverage my rela-
tionship with the physician in order to secure a relationship with a
hospital administrator.”

How easy that is depends mostly on the hospital’s size; as in the
corporate world, the larger the organization, the less accessible the
highest levels tend to be. “For the most part, however, the physician
can give me credibility to speak to the key person in the organization
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I need to speak to,” says Mel. “If I need to speak with the CFO or the
CEO to get the deal done, the physician’s entrée or the physician’s
relationship I currently have gives me the credibility to ask for the ap-
pointment.”

Once he has the appointment, Mel says it is his responsibility to de-
velop a deeper relationship, not just accomplish a business transaction.
“If it’s strictly business, then after the deal closes there’s probably no
going further. But if you find some common ground with the people
you know, things that interest you or other things within your indus-
try, then you can have an ongoing relationship. You can then go back
to that person after the deal and still have access . . . and sometimes you
even develop friendships.”

Henry Potts says that at one point in his career he was a client man-
ager at Hewlett-Packard, responsible for all of the General Electric
businesses in the Midwest. HP salespeople were responsible for selling
the various product lines into his accounts. He had to map an excep-
tionally diverse corporation—appliances, lighting, aircraft engines,
medical devices in his territory—understand the specific GE cus-
tomer’s business problem, relate that back to a solution, and help the
HP salesperson take advantage of the opportunity.

Jack Welch, GE’s legendary CEQ, indirectly helped Henry by mak-
ing it clear to the GE executives on whom Henry was calling what
Welch expected from them in the year ahead. When GE executives
left their annual planning meeting with Welch, they knew the year’s
business imperatives. “The IT guy knew what he needed to do to
match his IT initiatives to the business initiatives. So I would go try
to understand what those initiatives were. I would look across the
broad spectrum of Hewlett-Packard products and figure out what we
oftered to solve that I'T problem. Then I would go to the HP people
who were selling those solutions and help them understand what was
going on.”

The salesperson didn’t waste a lot of GE’s time on irrelevancies, and
Henry became such a trusted advisor at the appliance division that the
CIO was inviting him to staff meetings.

Henry says that the value of mapping your relationships laterally is
not always immediately apparent. In his new company, however, “It
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didn’t take me long to figure out there are some very critical players
inside the organization who are not above or below me, but that can
have a serious impact on my success in terms of their responsiveness to
me. | need to demonstrate a desire to support them in their success,
so they will want me to be successful. It’s no different than selling. It’s
just selling inside the organization.”

Not long ago, Tom Wilson, who is an Open View account manager
for Hewlett-Packard, spent 18 months to close a major contract. It re-
quired relationship mapping across both the customer’s organization
and HP, from technical to vice presidential levels in both corpora-
tions. When the process started, Tom did not know who all was going
to be involved, so he began by first talking to the customer’s employ-
ees and started building relationships with them. Those relationships
enabled him to begin mapping the organization: who reports to
whom, who has the budget, who has signing authority, and who are
influencers even though they don’t have signing authority.

One of the biggest challenges in a sale this large, says Tom, “is that
a lot of people are going to have visibility in it, and there are a lot of
people who have to weigh in on the decision, and you have to get
buy-in across multiple groups. There was probably a group of 30 to
40 people who were evaluating solutions to needs.” His task was to
identify the key leaders among the group, the people HP needed to in-
fluence to help persuade others.

Key to winning the deal, Tom feels, was the relationships the cus-
tomer executives built throughout HP’s organization. “If at any time
this project started to go south or turn a corner they didn’t want,
they could call very high up in the HP organization to get any issues
corrected.” Obviously, for this kind of a sale to happen, Tom could
not manage everything; he let customers talk to associates within
HP he had no control over. “I had to understand that I am not as im-
portant to the customer as an individual as is the HP organization,”
says Tom. “I am not going to be able to sell to all their needs. I had
to put the business case together and explain the customer situation
to my people—the HP opportunity—in executive summaries,
through e-mails and phone calls, and start enlisting the support from
HP executives.”
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By mapping the relationships within the customer organization and
understanding the map of the HP organization, Tom was able en-
courage a web of relationships that assisted both.

In some cases, your association with someone outside the organiza-
tion may be as simple as the printer you hire to print business cards.
You have two options: You can place your order and return three days
later to pick up your business cards, or you can work to build a rela-
tionship that may bring future benefits.

If you take the first option, typically when you need new business
cards in a year you will have forgotten where you had them printed.
It was a transaction and not worth any more attention.

But if your business will be doing any other printing, I believe it is
more productive to approach the printer with a different attitude. You
tell them at the first meeting what you plan to be doing and try to
build some sort of relationship. Similarly with your banker. Even if the
bank doesn’t require monthly statements, build a relationship with an
officer at the bank and send him or her a P&L and balance sheet. These
businesses are not “a printer,” they become “my printer”’; not “a bank,”
they become “my bank.”

PEOPLE IMPORTANT TO
YOUR CAREER

The third group of people you should map are those who are impor-
tant to your career. These are not necessarily people who can help you
get promoted, because a lot of people don’t want to be promoted.
Many people are happy doing what they are doing, living where they
are living, and they understand exactly what they want to do.

For those people, the issue is not getting promoted, but how to con-
tinue finding fulfillment, excitement, and interesting things to do in
a job that makes it rewarding.

People important to your career can be inside or outside the com-
pany. They can be family members, preachers, rabbis, coaches,
mentors, friends, former teachers, anybody. Melvin Boaz said he
did not fully appreciate this resource until he was looking for an-
other job.
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He tells me he was between jobs. “I had taken a severance package
from another company, and my wife and I decided to make a change
in lifestyle because our kids are grown. We had been living in the
Cleveland area and wanted a change in climate, so we moved to Char-
lotte, North Carolina.”

Mel explains, “When I arrived in Charlotte, I started reaching out,
trying to find people who might know of some openings. I came
across a recruiter who was a friend of a friend. Traditionally, if re-
cruiters are not looking to fill positions directly related to you, they’re
not a whole lot of help. This one was an exception. He suggested that
I look at a web site called LinkedIn.com, so I did.”

On the web site Mel found job openings for Smith & Nephew, a
company he knew very little about, but the jobs listed seemed to match
his skills and interest. “I then searched for somebody who might have
a relationship to Smith & Nephew, and I found an individual. I sent
him an e-mail through the LinkedIn site; he responded, saying he
didn’t know anything about the division I was looking at, but thought
my background was interesting and inquired if I would be willing to
talk with him about a project his division was working on.”

They were working on a new product launch and wanted to pick
Mel’s brain. He and the contact talked on the phone two or three
times and he gave them a few ideas, and that was that.

About three months later Mel’s Smith & Nephew contact called
him back to say the product was doing well and they were about ready
to go to market, adding, “I keep thinking of you, and I thought you
would be a good fit to head up this project. Would you be interested?”

In this case, there was a chain of relationships: “I met some-
body who gave me some information and pointed me in the right
direction, which led me to a high-level executive within the
organization, and that got me the position that I have today,” says
Mel. He had to have the skills and experience even to be considered,
but if he had not deliberately built his relationships he would not
have his job today.

The important relationship outside of your organization may be
a family member. Allen Zimmerman, a senior vice president of So-
lutions Group at AmerisourceBergen, considers that his wife and
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children are critical to his career success. “The nature of what I do,
the hours, and the travel are extremely demanding. I have almost
four million miles with American Airlines alone, so I am gone quite
a bit, and my wife functions as a single parent when I am on the road
two, three, or four days at a time. Her and my family being willing
to make that great personal sacrifice is critical to my success and to
our harmony as a family—and without that harmony, it would be
difficult to continue on in my career.”

What would Allen say to a valued employee who came to him and
said, “I’'m having a real problem at home. I love my job and I under-
stand the need for the travel, but I am getting some pushback from my
wife. Do you have any ideas?”

Allen says, “I think family comes first. I think each family needs to
tind within itself that level of tolerance for travel. Because of the na-
ture of what we do, our organization has a very large consulting di-
vision. We also have a very large staffing division. We have a lot of
implementation personnel in our technology companies who travel
quite a bit. So my advice to someone in that situation is to find what
is tolerable for your family. My advice would be to put the family
first. I would respect any valuable employee who might have to give
up a traveling position, and I would certainly try to keep that person
within the organization.”

PEOPLE WHO ARE UPSET WITH YOU

People inside the organization, outside the organization, and impor-
tant to your career may in many cases be relatively easy to approach
and to build a positive relationship with. It may not be so easy to ap-
proach people who are upset with you.

Few of us deliberately offend an associate or a customer. By
the nature of their task, managers may inadvertently offend subordi-
nates; some people resent being held to a standard—any standard—of
performance. That is a discussion for another book, however; here I'm
talking about the people, often customers, who are important to your
business success that you or the organization have managed to upset.
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Invariably, many of us will have somebody who is upset with us
and we have to try to figure out a way to deal with that. It is not un-
common for a salesperson to learn that a customer has been offended.
A key to sales success is being able to recognize offense and find a way
to repair the relationship so you can continue to do business with the
individual. The offense may not be on a personal level. The person
may be offended because your product didn’t perform to specifica-
tion or the competitive situation forced you to behave in a certain
way or because your competitors put you in a bad light. Perhaps some-
one else in your company at some point in the past promised something
and didn’t deliver.

Melvin Boaz remembers working on a large deal in which the hos-
pital administrator was part of the purchase process. “I had not un-
derstood how important he was to the deal, and during the process I
did not pay enough attention to him. I didn’t give him the credit he
was due for his position and his title. I clearly offended him and found
I had no access to him. It reached a point where I was not going to get
this million dollar order.”

Realizing he had made a serious mistake, Mel went to his biggest
supporter in the hospital, said that he had not intended to offend the
administrator, and asked what he could do to repair the damage. The
contact explained that Mel needed to understand the organization’s
workings and to develop relationships with a couple other key people
who were on the administrator’s staff and gain credibility. “So I
worked through those people, got their respect, got their buy-in, and
used them to get me back in front of the administrator. I had a chance
to make amends and saved the deal.”

Ron Cleboski at Time Warner Cable came into a situation where
the company and a major customer were at each other’s throats.
The company provided cable services, billing hundreds of thousands
of dollars a month, but through misunderstanding and a lack of re-
sponse, the customer was threatening to sue Time Warner Cable and
Time Warner Cable was threatening to sue in return.

“We had difterent viewpoints on the letter of the contract. Let me
emphasize: the letter of the contract versus the intent of the contract.
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Because that was instrumental,” says Ron. The situation had reached
the point where the customer administrator was calling the division
president—Ron’s new boss—once or twice a week, complaining that
he wasn’t getting information. The administrator felt empowered be-
cause he was talking to the division president rather than someone
lower, when, in fact, the president was not the most appropriate ex-
ecutive to deal with the situation.

“The first thing I did was read the contract to understand the dif-
> explains Ron. He then
asked his boss to refuse the administrator’s calls, to “tell him I am the

ference between the intent and the letter,’

man with the plan and am empowered to make any and all decisions,
because we have got to bring him back down to a level of controlla-
bility.” Ron’s boss was hesitant because they had been working to-
gether for only two or three weeks, but she agreed to it.

The next step was to meet with the administrator. “I was adamant
and forthright, and I said, ‘I understand your problem. I am here to fix
it. As far as the company is concerned, I will make the final call. With
that said, you and I can have a relationship of prosperity and work to-
ward what [ consider to be the intent of the contract. Or we can have
a relationship of adversity and work to the letter of the contract. If we
want to go down that route, I don’t think you and I need to talk any
further because we’ll let the lawyers make all the money. I’'m not going
to ask you to respond to me now, but I want you to think about our
relationship and send me an e-mail as to which kind of relationship
you want to have.” And I didn’t give him a chance to speak.”

About a day later, the administrator called the division president.
The division president forwarded the call to Ron. “So he tested the
waters, learned the waters were as I were said to be, and at that point
he said, ‘I’d like to work with you to the intent of the contract.” Our
next meeting was a very good one. It was a meeting of ‘Here’s what
we see’ and ‘Here’s what you see.” And ‘Here’s what I plan on doing
with your assistance, but it is not going to happen tomorrow. It is
going to happen over the next year.

Ron says that two years into the relationship—from the point of
having to tell lawyers on both sides to give the two a chance to work
out the difficulty—Ron had a meeting with the administrator, his su-

29
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pervisor, and his two subordinates, and they gave Time Warner Cable
a perfect rating for the relationship.

BUILD RELATIONSHIPS
STRATEGICALLY

We will be dramatically more effective if we build our relationships
strategically. In my personal situation I have a list of 52 names of peo-
ple I am trying to build and maintain relationships with, people in my
own company or people outside the company who I ought to know.
Some of these are customers; some are like the editor of this book, my
accountant, and my travel agent. I believe that, like Paul Revere, I
need relationships with a wide range of people to be successtul.

Relationship mapping means that you take a more strategic
approach than most of us usually do. You actually write down names,
and then write down what you might do to meet with and interact
with these people. Who do you know that they might know? (This is
pyramid hopping, which I discuss in the next chapter.) What can you
offer them: Information? Contacts? A business opportunity? Think
about how you are going to interact with them, and how often.

Nobody can tell you how to relate to a contact or with what fre-
quency. That is up to you. But I can tell you that you can’t build or
maintain a relationship without touches. Touches come in the form of
telephone calls, e-mails, voicemails, text-messaging. I occasionally call
somebody when I know they are unlikely to answer. I don’t need to
talk to them at that moment; I just want them to know I am thinking
of them. I would not mind talking to them; if they answer the phone
I'll be glad to talk. But more important is letting them know they are
important to me.

Why let them know they are important to me? Because they are.
They are important because I like to develop relationships with peo-
ple and not because I am trying to get anything out of it. Neverthe-
less, I entirely agree with Zig Ziglar when he says that you get
everything in life you want if you help other people get what they
want. [ am simply trying to figure out who I need relationships with
and how to build those relationships.
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My very good friend and exceptional sales manager George Summer-
son always reminds me that you can’t hit a target you don’t have. You
must have targets. Begin to identify the people that are important to your
success, a list that constantly changes. If you get a new job, if you meet a
new person, if you get a new client, ask yourself, Do they go on my list?

As you learn things about these people, you would be well served
to develop some system to record, store, and retrieve that informa-
tion so it can be useful to you. If I find out that someone loves to hunt
and fish, I ought to capture that. If he likes to restore wooden furni-
ture, I ought to capture that. If she collects John Grisham signed first
editions, I ought to capture that. I ought to store the facts in a way that
works for me: in a paper notebook, in a Palm device, on a laptop, or
some other means so that I can find it when I need it. How else will
I keep it all organized and easy to access?

When you are building a relationship you are trying to learn and to
understand other people. When you learn about and understand other
people, you will naturally understand ways you might be able to help
them. If your focus is on how you can help them get what they want,
seek to understand them, their issues, their challenges, their wants,
their desires, and how they became who they are. You will be dra-
matically more successtul and will have a far more fulfilling and re-
warding life than if you have only a few and limited relationships.

The mapping concept points out the four groups who are crucial to
most people in business and to having a high quality of life. Think
about who they are, think about developing a systematic approach to
building a relationship with them, and think about staying in contact
with them so they know they are important to you.

Most relationship building just happens. You meet this person; you
meet that person. Relationship mapping gives you a strategy, which
is further enhanced when you have knowledge of other people’s pyra-
mids. This knowledge enables you to begin to develop the concept of
pyramid hopping. As you hop onto other people’s pyramids, they be-
come people you add to your map. The more relationships you have,
the more opportunities you have to access and leverage people on those
acquaintances’ pyramids. So let’s talk about pyramid hopping.
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CHAPTER 8

PYRAMID HOPPING FOR
FUN AND PROFIT







Pyramid hopping is actively pursuing contacts by leveraging the re-
lationships you have with people on your Relationship Pyramid. It is
networking on steroids—making a good connection, not just a con-
nection. The strength of the connection is based on where you are on
someone’s pyramid. By pyramid hopping, you can be more produc-
tive and effective because you are able to access people who can help
you. It is proactively doing something most of us do unconsciously all
the time: asking for help from someone we know.

When a friend asks, “Do you know a good plumber?” and you rec-
ommend a trusted plumber, you’ve helped the plumber hop from your
relationship pyramid to your friend’s. When someone recommends
you as a possible resource and you follow up, you hop from one pyra-
mid to another. (The phrase “pyramid hopping” was actually coined
by Debbie Warner of AstraZeneca in one of my seminars.) Most of us
do it to some degree, but we could probably develop the skills to do
it much better.

PYRAMID HOPPING IS
NOT NETWORKING

Once again, pyramid hopping is not networking in the ordinary
sense. Networking is handing out as many business cards as possible
at a business mixer. Networking was what Ron Cleboski, now at
Time Warner Cable, did early in his sales career when he was sell-
ing long-distance telephone services. He would make it a point to
go to golf outings and networking events where, if he could find
one person to talk to him, he regarded it as time well spent. One
day he paid his own way to go to a Houston golf outing of the
British American Business Association. “I didn’t know anybody; it
was just something that I was told about. I got hooked up with a
foursome, one of whom was a guy by the name of Peter, an im-
porter/exporter running a small seven-man shop. He turned out to
be a really nice guy. We had a great day, and within two or three
months I was able to sell him our services.”
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At the same time, Ron was trying to approach another Houston
company, a huge user of international calling to and from the United
Kingdom. “As a sales guy on the street, I wanted as much interna-
tional calling as I could possibly get. I knew this company was spend-
ing six or seven thousand dollars a month just to the U.K. and back.
I couldn’t get the time of day from them because they were tied up
with another long-distance supplier.”

Six months or so after Ron met Peter, they had a golf date. Peter
invited one of his friends, also British, and, through no coincidence,
a decision maker at the same company Ron was trying to approach.
“I recognized the guy’s name and he recognized my name, and he
said, ‘I’ve been avoiding you, but Peter said you took good care of
him. Why don’t you come in and talk?” ” Two months after their first
meeting, Ron signed his business and was able to achieve about a
three-month quota with one signature. If Ron had asked Peter to in-
troduce him to the contact, it would have been an example of pyra-
mid hopping; as it is, it’s an example of successful networking.

Networking is what people do when they put their personal profiles
on web sites such as Friendster, MySpace, and Facebook or register at
LinkedIn. A job-search web site called SimplyHired is edging toward
the kind of pyramid hopping I’'m talking about here. SimplyHired has
a deal with LinkedIn, so that its users can press a button marked “Who
Do I Know?” placed on each job listing. When you click on it,
LinkedIn searches its user network to tell you who you know at the
hiring company, or who they know who knows someone at the hir-
ing company (assuming you’re registered with LinkedIn). This is a
kind of technological approach to pyramid hopping that’s probably
better than nothing, but what I'm suggesting is much more personal.

For example, people e-mail me their resumes with a note asking if
[ can help them find jobs. They expect me to e-mail the resume to
somebody else. But this is not pyramid hopping. The actual “hop” or
move between pyramids occurs when you take the process further, to
accessing that relationship. So, if someone knows me well enough to
send me her resume, she could call me to say, “I'm in the process of
looking for a job. Here’s what happened. . . . Who do you know that
I might contact in the pharmaceutical business who’d be looking for
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somebody in Texas?” I would tell her who I know and she could le-
gitimately ask, “How would you suggest I go about contacting him?
Or would it be better if you contacted him on my behalf, if you're
comfortable doing that?”

[ am glad to call rather than send an e-mail. If someone asks me to
forward a resume, I will gladly forward the resume, but the chances
of making a connection that way are not very good. If you ask me to
help you hop from my pyramid to another acquaintances pyramid, I
will help. I will always recommend people at the top of my Relation-
ship Pyramid if I'm asked. If a sales manager knows that I have con-
tacts, she may ask if I could recommend a salesperson, and I will
recommend someone (or two or three people) who is at or near the top
of my pyramid.

Depending on the situation, someone does not have to be at the top
of the pyramid to get my recommendation. I will recommend a reli-
able mechanic or an accurate accountant who may not value a rela-
tionship with me. Even if you are not at the top of someone’s pyramid,
he or she is usually willing to introduce you to other people as long as
they believe they run no risk of looking stupid or malicious. That’s a
hurdle you must clear. Who recommends an inept mechanic or a back-
stabbing salesperson? You may not be at the top of my pyramid, but
as long as I’'m sure you won’t embarrass me, I'll recommend you.

True, the higher you stand on someone’s pyramid, the stronger the
endorsement you are likely to get when he or she introduces you and
allows you to pyramid hop. It’s the difference between, “I don’t know
him very well, but I’ve been in some meetings with him and it seems
like you two might have something in common” and “You need to
meet Jerry because he can help you.”

FRIENDLY IS NOT THE SAME
AS FRIENDSHIP

Here is another key point: Pyramid hopping is not the same thing as
making new friends. Friendships in business are not necessary. They
may develop, but they are not necessary. Being friendly in business,
however, is necessary. One may have a valued business relationship

153



PYRAMID HOPPING FOR FUN AND PROFIT

without friendship, and a friendship doesn’t necessarily mean you have
a valued business relationship.

Friendships are characterized by significant and more intimate in-
teractions between people. Friendship tends to include mutual un-
derstanding, sympathy, esteem, affection, and honesty, even in
situations in which it may be diftficult for you to tell the truth. Friends
welcome each other’s company and are loyal to each other, often to the
point of altruism. Their tastes tend to be similar and they share en-
joyable activities. They help each other, exchange advice, and share
hardship.

Synonyms for “friendly” include welcoming, forthcoming, respon-
sive, soclable, open, pleasant, and affable. A friendly person is not an-
tagonistic, belittling, or sarcastic. It’s easy to get along with someone
who is friendly. The primary objective in relationship building isn’t
to create friendships; it’s to create valuable business relationships.
Being friendly is important, because it is virtually impossible to build
a strong, positive relationship when you are unpleasant, nasty, or ir-
responsible.

I should make the distinction between professional friendships and
social friendships. I have some professional friendships, people with
whom I have great professional relationships and I love being around
them. I know their families, but when we get together, it’s usually
around something business-related. We are not friends, but we are
friendly. I have never done anything socially with one of my best
clients. We’ve had dinner together, but other people were present. I
enjoy his company and he seems to enjoy mine, and we are friendly;
we have a professional friendship. At the same time, like most of us, I
have friends with whom I have no professional relationship.

Many people think you have to develop a social friendship to move
up the Relationship Pyramid. You don’t. Even a professional friend-
ship 1sn’t necessary as long as you are friendly. You can be at the top
of the pyramid without friendship. Many people who value a rela-
tionship with you are friendly toward you and consider you a friend,
but they don’t have a friendship with you. Social interaction outside
of work is not necessary to get to the top of the pyramid. If you do
have social friendships with colleagues outside of work, you still have
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to remember that the objective is not socializing outside of work; it is
the professional business relationship where the person values a rela-
tionship with you.

Consider friends toward whom you have no professional feelings.
For example, you may have an attorney friend, someone you like and
like hanging out with, but who you would not recommend profes-
sionally because you have reason to believe he is not a very good
lawyer. The only way to reach the top of the pyramid on a professional
basis is through performance. You have to deliver. If you don’t de-
liver, you can be friendly, you can have a friendship, but you are not
going to have a valued business relationship.

Here’s another point: Pyramid hopping allows you to be in two or
more places at once. Even as you hop from one person’s Relationship
Pyramid to another’s, you remain on the first person’s. If you main-
tain your relationships (or don’t commit some blatantly offensive act),
you never leave the top of someone’s pyramid.

PYRAMID HOPPING IN PRACTICE

Here is how pyramid hopping works. Not long ago I had lunch with
an executive I was meeting for the first time. He is the director of
professional relations at a major corporation, and the first thing he said
to me was, “Man, Dane thinks you hung the moon.” I know that [ am
at the top of Dane’s pyramid as he is at the top of mine, and I asked
Dane to set up this lunch. Where am I starting on this stranger’s pyra-
mid? I'm certainly not at the bottom. He knows my name and, thanks
to Dane, he is predisposed to like me and to be friendly toward me.
If his relationship with Dane is strong enough, he may even be pre-
disposed to respect me. He sees there may be value for him in a rela-
tionship with me, just as I see there may be value for me.

Both parties seeing value is a key point. The ultimate objective is
to get people to value a relationship with you, and the earlier in the
relationship people begin to think there might be value in having a re-
lationship at all, the faster you are likely to move up the pyramid. If
someone sees no value in the relationship (or, worse, that the relation-
ship will actually cause mischief), you will never move from level 1,
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“People who know me by name.” The value in the relationship may
be obvious; for example, you have information or skills the other per-
son wants. But it doesn’t always have to be so cut and dried. It could
be as squishy as the fact that you are fun to be around, that you have
interesting ideas, or that you share a common interest.

The director of professional relations was going to send me his
daughter’s resume and [ would try to help her get a job with my con-
tacts. He in turn would introduce me to the director of training at his
corporation. During lunch, I explained the concept of pyramid hop-
ping. Once he understood, he said, “So I hop on your pyramid and
you help my daughter get a job, and you hop on mine and I help you
get in to see the director of training.” Exactly. In addition, if the re-
lationship develops, there may be more than that basic exchange. He
added that he might be able to think of other people who could be
helpful to me, and I told him the same.

PYRAMID HOPPING
REQUIRES QUESTIONS

You start the process of pyramid hopping with an inventory of your
relationships, part of the mapping exercise I described in Chapter 7.
But that is only a start. You cannot pyramid hop unless you con-
sciously uncover who those people know, their networks of ac-
quaintances, friends, and colleagues. If I am at the top of your
pyramid, I can leverage a relationship you have with somebody else.
The problem is, if I don’t have any idea who is in the upper echelons
of your pyramid, I'll never know to leverage those relationships. As
you identify those people who have put you at the top of their pyra-
mid, it is helpful to know who else is on their pyramid so you can
leverage the relationships. People who value a relationship with you
will help you pyramid hop, but they can’t do it unless you ask the
right question.

Here is an example. Recently in a training session, Mel, one of the
participants, said he didn’t know how he could pyramid hop. He owns
a business training insurance brokers, most of whom work for only
three or four insurance companies. With such a limited field—possi-
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bly no more than 15 or 20 prospects in total—he felt there were only
a few places those contacts could send him.

Yet every one of those brokers is selling insurance. I asked if they
have clients who might be sales leaders in companies that would be po-
tential clients for Mel’s training business. Rather than ask these bro-
kers “Who do you know at Blue Cross/Blue Shield?,” ask “Who in
your client base do you know who is a district manager, a regional
manager, or a senior sales or marketing executive or works for a rea-
sonable size company?”

If you assume your contacts have only three or four relationships
themselves, you artificially limit the number of possibilities. You have
to seek information about who else they know, colleagues or cus-
tomers for whom they would be willing to use their relationship on
your behalf. To do that you have to learn to ask specific questions:
Who do you know in a senior sales and marketing position? Who do
you know who is a buyer for a company that sells widgets? The ques-
tions have to be specific, because people aren’t mind readers. They
cannot know who you need to meet unless you begin to probe.

Note also that the higher you are on someone’s Relationship Pyra-
mid, the more likely he or she is to volunteer to help you pyramid
hop. But that person cannot help you unless you describe what you
need, what you are looking for, or what you have an interest in. As the
Harvard Business Review article I talked about in Chapter 7 points
out, it is important to have diversity in your network. “Linus Pauling,
one of only two people to win a Nobel Prize in two difterent areas and
considered one of the towering geniuses of the twentieth century, at-
tributed his creative success not to his immense brainpower or luck but
to his diverse contacts: ‘The best way to have a good idea is to have a
lot of ideas.” ” The more diverse your network, the more you can de-
velop complete, creative, and unbiased views of issues. “And when
you trade information or skills with people whose experiences differ
from your own, you provide one another with unique, exceptionally
valuable resources.”!

Henry Potts at Melillo Consulting says that successful businesspeo-
ple typically slip into a narrow band of what they know, what they’re
particularly good at. “You continue to exploit those things to gain
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more success in your career, and don’t consciously look outside that
specialty.” Henry has one easy suggestion to experience something
outside your norm: “Go to a magazine rack and pick up a magazine
you’ve never seen before on a totally different topic from what you
usually read and look through it.”

Diversity, Henry points out, requires two things: “One is to con-
sciously go do it, like getting a different magazine. And then be open
to it.” Henry goes on to say that in the past few years, he’s begun
opening up to taking people’s calls even though it may not be imme-
diately apparent what value the call has for him. “If somebody suggests,
‘How about talking to this person about that subject?,” whether it’s in
my realm or not, I am open to talking. So I think one of the first steps
is to be open to doing these things even unconsciously, whenever it in-
volves a relationship or whenever it appears you might be doing some-
thing for someone else’s benefit. Be open to someone taking the time
to pick up the phone and call you or send you an e-mail or ask you to
do something. It’s an opportunity to help them. And if you take those
opportunities, opportunities will come back your way.”

Mel’s problem was thinking lineally. He was thinking insurance, in-
surance, insurance. But he also has a training business in which he would
teel comfortable training people who sold paper for Kimberly-Clark,
Fiberglas for Owens Corning, or power tools for Black & Decker. So
why not ask about people who are sales managers in consumer goods
companies? As Henry says, the key is being open to opportunities to
expand your business by asking for help from others—and reciprocat-
ing those opportunities as well.

PYRAMID HOPPING USUALLY
REQUIRES SPECIFICS

Pyramid hopping takes place when I want to meet somebody because
I need something specific done, and to be effective I must be specific
about who and how I ask for it. The quality of the endorsement plays
an important part. I might be looking for a good baker because we are
going to host a party. I might be looking for a great Greek restaurant
for a client who likes Greek food. I might need somebody to tutor my
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child, so I will ask people I respect if they know someone who can
tutor my child.

If someone at the top of my pyramid says, “My son is being tu-
tored by Freddy Jones and he’s great,” I will obtain Jones’s phone
number. If someone I barely know says, “I heard that someone named
Freddy Jones does tutoring,” I will be less eager to contact him. Still,
many people believe you can pyramid hop only with people at the
top of the pyramid. That’s not true. You can pyramid hop even if you
are on no more than the “People who like me” level. Somebody will
introduce you to somebody else, but the quality of the endorsement
will be different.

Again, the only way you can learn who somebody knows is by ask-
ing. I’ve been talking about asking specific questions that force col-
leagues to think about a specific type of person with a specific skill or
specific set of experiences. The classic referral question, “Who do you
know that [sells power tools . . . designs software . . . writes books|?”
can lead you to the right person. With initial pyramid hopping, peo-
ple ask the “Who do you know . ..” or “Who have you met . ..”
questions systematically. You’re trying to learn: Who do you know
that I need to meet? It is the combination of network and referrals.
You might also ask: Who do you know that might be able to help me
at another pharmaceutical company? Who do you know that is in a
position like yours at another company? Who do you know in your
company that might benefit from the stuft we’re doing?

Pyramid hopping is really our personal word of mouth, and there’s
nothing more powerful than word-of-mouth advertising. But most of
us neither ask nor are asked the questions. We probably know many
people who could help colleagues, associates, or customers if they sim-
ply asked us, but most of the time we do not volunteer the informa-
tion unless it is obvious a friend needs help.

Let’s think about our questions again. To be more effective from
our pyramid hopping results we need to get very specific with our
questions. Perhaps an even more powerful question is, “Who are the
two people you know that I don’t know that you think I ought to
meet?” Or “Who have you met in the past three to six months who
you think is intriguing and who I might like to know [or ought to
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know]?” Or “Who are the two or three most interesting people you’ve
met in the past few weeks?” Virtually no one asks these questions, but
they can open remarkable doors.

A friend tells me that when he was a trade magazine editor, one
salesperson, Ed, dramatically outsold every other salesperson. In this
trade, the advertising agencies that placed the ads believed all the
magazines were about the same; no one was clearly superior. Over
time and almost by default, Ed had become a one-man employment
agency. He helped advertising agency people find new jobs when
they needed one. Two-thirds of his clients got their jobs because of
an introduction and recommendation he had provided. As a result,
space buyers who believed it made no real business difference which
magazine they chose to run their ad, thought, “Why not run it in
good old Ed’s magazine?”

The story speaks to the value of helping someone pyramid hop.
Here, the law of psychological reciprocity kicked in, which says “I
need to give back to you what you have given to me.” When I need
something, you are more likely to want to help me because I have
helped you. The point to keep in mind is that you never know where
the help will come from. Remember earlier, when I talked about in-
expensive, unexpected, thoughtful things? Ed was using this skill by
constantly helping, and he was able to build a significant network of
colleagues because of his generosity. His time and ability to pyramid
hop enabled him to help people find jobs.

Ed did not help his friends obtain new jobs because he expected
them to buy his ads; he did it because that was his character. He would
have helped even if no one had reciprocated. You do the right thing
because it’s the right thing to do.

Allen Zimmerman at AmerisourceBergen points out that pyramid
hopping within professional organizations can be invaluable for in-
troductions, recommendations, and testimonials to the quality of the
firm’s personnel and of the work it does as an organization. “I have
found there is a tremendous network available through professional
organizations. Also, some of our largest customers tend to be well-
connected around the country. I have found leaders in the societies
and professional organizations to be tremendously valuable in intro-
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ducing us to other health care thought-leaders and providing us with
access that normally of our own accord would be very difficult to ob-
tain.” Allen adds, “I’ve found that 90 to 95 percent or better of the
time I spend with those individuals we never talk about business. I
genuinely like them as human beings. I recently spent three hours with
one of these senior people, and we spent so much personal time to-
gether that we had to set up a call later on in the weekend to talk
about business.”

My trade magazine editor friend says that he used to report on the
industry’s annual convention and attend an annual weeklong industry
management training session at Notre Dame University. “I didn’t do
it deliberately, because at the time I didn’t know enough,” he tells me,
“but I stumbled into building relationships with the executives who
were the most interesting, articulate, and successful in the industry.
Because they tended to be the people who are willing to participate
in trade associations and industry groups, they are also able to look at
a bigger picture than just their own little business. The relationships
[ built at Notre Dame were invaluable for information and news—and
I used those relationships to make contact with other key industry ex-
ecutives.”

People in seminars say they never thought of consciously, deliber-
ately, and systematically asking colleagues or contacts who they know.
They, like all of us, have no idea who people know. In many cases,
they take their relationships for granted and don’t try to probe for the
relationships they have. To identify the relationships other people have,
you’'ve got to ask them. You have to ask very specifically: Who do
you know that . . .?

This does not mean you won’t have a setback every now and again.
But if you help a lot of people get what they want, the help will come
back to you. Pyramid hopping is about strategically meeting people
through others. There is a purpose: You are actively looking for some-
one an associate has a good relationship with who you think it would
benefit me to know.

But to develop good relationships, you have to build respect, set
goals, and consciously maintain them. So let’s talk about how you can

do that.
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CHAPTER 9

BUILD RESPECT, SET GOALS,
AND MAINTAIN RELATIONSHIPS







Business relationships go two ways: Even as you ask questions of
customers and colleagues, they silently ask questions of you. They may
not consciously be aware that they even have questions, but you should
always be sensitive to the questions in the air. Everyone with whom
you hope to build a strong relationship wants to know:

* Is this person good at what he or she does?

* How will this person’s work reflect on me?

* Does this person want what is best for me and my organization?
* Does this person understand my challenges?

e Is this a person I will like working with professionally?

* Can this person be trusted?

To simply announce to a prospect, customer, client, or colleague,
“I'm good at what I do, and my work will make you look great, and
of course you can trust me,” is not sufficient.

Value and mutual respect are key elements in building a strong busi-
ness relationship. So how do you gain someone’s respect?

IDENTIFY QUALITIES
YOU RESPECT

Think about the person you most respect. This individual need not
be one of the people with whom you want to have a better business
relationship; it might be a parent, a teacher, a former boss.

Write down four or five qualities about that person. What are
the significant traits of someone you respect? (To obtain the most
value from this exercise, you should stop reading and write down
the person’s qualities on the form in Figure 9.1 or on another sheet
of paper.)

[ ask participants in my seminars to do this exercise. Here are some
of the responses they’ve given:

165



RESPECT, GOALS, AND RELATIONSHIPS

Figure 9.1
List Four or Five Qualities of the Person You Most Respect
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IDENTIFY QUALITIES YOU RESPECT

* We respect people who are appreciative, enthusiastic, modest,
honest, intelligent.

* We respect people who are trustworthy, refined, polite, respectful.
* We respect people who are driven, committed, direct, fun.

* We respect people who are genuine and caring, knowledgeable
and interesting to talk to, good listeners.

* We respect people who are competent, articulate, well-read,
humorous.

* We respect people who are reliable, positive, genuine, and caring.

* We respect people who are nonjudgmental, loyal, who can resist
temptation, are courageous.

* We respect people who are other-focused, unflappable, well-
rounded.

* We respect people who are diplomatic, family-oriented, faithful,
reliable.

* We respect people who have integrity, who are intelligent, who
teach, and who are dependable.

Certain qualities tend to come up again and again: dependable, hon-
est, trustworthy, and respectful. Does the person you most respect have
these qualities?

We respect these qualities in others, and others respect them in us—
if we have them. To the extent that we can be good listeners, compe-
tent, dependable, and trustworthy, we are more likely to earn the
respect we look for in others. More to the point, if you don’t embody
the qualities of people you respect, should you reasonably expect other
people to respect you?

True, I have listed more than 40 qualities, and it is unlikely that one
individual has every attribute to the same high degree. It would prob-
ably be a better world if everyone did have them, but that is not going
to happen as long as we remain human. Nevertheless, if you recognize
that you are entirely deficient in any one of these traits, or if you have
a negative quality—if, for example, you are at times impolite or disloyal
or easily upset—you might start considering ways to make a change.
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Even if you are dependable, honest, trustworthy, respectful, and all
the rest, you may still have difficulty because you are a salesperson or
a lawyer or a consultant or a whatever. When I ask salespeople, “What
do your customers think of salespeople in general?,” it’s usually neg-
ative: “They’re pushy. Inconsiderate. Thinking only of themselves.”

Then I ask, “If that’s what your customers think of salespeople in
general, what do they think of you?” The question forces individu-
als to consider their relationships from a new angle. Most of the time
salespeople say their customers’ attitudes are not what they would
like them to be.

I am using salespeople as the example here, but the issue affects ev-
eryone in business. If you are an appliance service department man-
ager, what do your technicians think of managers in general? What
do they think of you? If you are a magazine editor, what do your col-
leagues in accounting, circulation, and advertising sales think of ed-
itors in general? What do they think of you? What do corporate
research directors think of consultants—of you? What do marketing
executives think of advertising agency people—of you?

Let’s extend the exercise a little further. Beyond what your key
customers and colleagues—the people with whom you want to have
a strong relationship—think of you, what would they tell others
about you? If you were a fly on the wall as one customer talked to
another about you, what would you hear? “She’s all right . . . for a
salesperson”? Or “She’s the most trustworthy, responsive, thought-
tul person I know”’?

If a key customer had to prove you were different from all other
salespeople (or different from all other lawyers, service managers, mag-
azine editors, consultants, advertising agency employees), how would
he or she prove your difference? Most of the time we are not differ-
ent. We do what we do and we don’t change. We tend to wear a
stereotype because it fits so well.

THIRTEEN WAYS TO GAIN RESPECT

Your consistent and reliable actions over time and the way you in-
teract with another person, the questions you ask, your knowledge of
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your product and of your competition, and the actions you take to
build a relationship are the tools you use to climb the Relationship
Pyramid. Here are a baker’s dozen of the things you can do to gain
respect:

1. Be genuinely interested in the other person.

2. Do what you say you will do when you say you will do it, or
say nothing.

Be knowledgeable, be inquisitive, or be quiet.

Control your emotions; anger manages everything poorly.

Be honest and straightforward.

Be objective and avoid appearing biased.

Be persistent, but never be aggressive.

e A

Be a learned person with some expertise and share your knowl-
edge when appropriate.

9. Be courteous to everyone.
10. Always listen to the other person intently.
11. Seek to understand other people and their points of view.
12. Do things that demonstrate your unselfish nature.

13. Find out what people want, and help them get it.

[ know this list does not exhaust the things you can do to gain re-
spect, but it is a good start. I also know that nothing on this list or on
the list in Figure 9.2 is brand-new information to anyone reading this
book. Rather, consider this a refresher course in how to gain respect.
The following are some examples of these precepts.

EXAMPLES OF BUILDING RESPECT

All businesspeople prefer to work with others they can trust and find
reliable. In today’s highly competitive marketplace, someone who
knows how to move up the Relationship Pyramid with customers and
colleagues enjoys a definite edge.
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Figure 9.2
Do’s and Don’ts of Interacting with Other People

Do Don’t

* Be confident ¢ Criticize, con-

X demn, or compare
¢ Smile

* Make people RS

feel important * Be overly anxious

* Treat people
as special

* Have a
wandering eye

* Make eye contact

* Try to be
* Be impressed impressive
« Listen intently e Interrupt

You prove you have integrity by your actions over time. One does
not demonstrate integrity overnight. (Similarly, while you can de-
stroy your integrity with a flagrant misdeed—embezzle, cheat, lie—
you can also undermine it with small offenses: a minor betrayal, a
white lie, an insignificant cheat.) You show your integrity by doing the
right thing even when it is uncomfortable. Perhaps especially when it
1s uncomfortable.

You earn professional respect by demonstrating that you have ex-
ceptional knowledge or expertise in your product or in its application,
in your customer’s business, in your customer’s industry, or some other
specialized expertise that impresses the customer. (I never said this
was easy.)

So what about the 13 ways to gain respect?

Be Genuinely Interested in the
Other Person

“The one common denominator to all success and happiness is other
people,” says Les Giblin in How to Have Confidence and Power in
Dealing with People.' But being other-focused is very difficult be-
cause it’s not in our nature.
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It’s not just you; almost everyone has trouble being genuinely in-
terested in others. But once you recognize the difficulty (and if you
agree that other people hold the means to your success), what can you
do to change? Ask yourself: What is there about this person I find off-
putting? Why, exactly, am I not interested in this person? If you want
any true business success, tap into your genuine interest in learning
why you find some people entirely uninteresting. At that point, you
may develop a genuine interest. Just as when I had to find one thing
to like about Dick McDonald, I found many things.

[f you are genuinely interested in other people to begin with, show
it. How? By asking the 20 questions in Chapter 3 and attending to
the answers.

Mike Accardi says that to generate respect for yourself, you
must respect others. “It has to come from within. It has to be gen-
uine.” Mike feels he may have an advantage because he naturally
likes people. “I just like them. I am fascinated by people, and people
pick up on that. People like to know they have your attention. Prob-
ably the most important thing in their life is their name. I remember
people’s names. When I walk into a warehouse, I call the staft
by name.”

If you don’t want to be seen as a typical salesperson (or lawyer, or
accountant, or accounts payable manager), don’t act like one. If you
want to differentiate yourself from other salespeople, why act like
every other salesperson? To be different, you have to decide to be dif-
ferent and you have to act different.

One good way to be different is to focus more on the customer—
be genuinely interested in the other person—and less on your product
and service, always remembering that you want the relationship so
that you can do your job better, more effectively, more enjoyably.

Do What You Say You Will Do When You
Say You Will Do It, or Say Nothing

I know that many of these 13 suggestions sound squishy and obvious.
They are things we learned in kindergarten: Be nice. Share. Don’t
tell lies.
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In fact, most of the time, most of us do the important things we say
we will do. We certainly do those things important to us. We say we’ll
prepare for a meeting that has career-building potential, and we’re
prepared. We say we’ll make sure a key document is delivered, and
we hand-carry it.

Things become sticky when the issue 1s not obviously important
to us. “I'll get back to you tomorrow on this” may be a throwaway
line at the end of a routine phone call with a colleague. Is it
going to kill your career if you don’t call back? Probably not. If
you thought it would—if the call were from your boss’s boss—you’d

call back.

Be Knowledgeable, Be Inquisitive, or
Be Quiet

If you can contribute something substantive to the discussion of the
issue at hand, do so.

If you believe you might be able to contribute if you understood the
situation better, ask leading, open-ended questions.

[f'you can’t contribute and it does not appear you ever will, shut up
and listen. Now, was that difficult?

Control Your Emotions; Anger Manages
Everything Poorly

Anger makes you say and do things you would not do when clear-
headed. But what can you do when provoked? Perhaps the best tactic
is to back oft.

Mike Accardi says he once had a customer who was routinely abu-
sive. The customer was a successful Memphis merchant and cocky
about his success. “I would go into his office, and he would start rant-
ing and raving.” He knew Mike’s bosses socially and apparently felt he
could abuse their salesman. One day, he pushed Mike too far. “I came
in and he started cussing. I stopped him. I said, “Whoa. I obviously
upset you. You don’t have to worry about having your day messed up
like this anymore. I will never come in here again.

2 9
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“Oh yes you will,” said the customer. “You’re going to keep com-
ing in here and calling on me.”

“No, I'm not. I am not going to deal with somebody like this. I am
never going to curse you, and I am not going to listen to you curse
me.” Mike walked out of the customer’s office, drove straight to his
oftfice, and went to his boss. He reported the confrontation, adding,
“You know him, and he’s getting ready to phone you and demand I
call on him, if he hasn’t called already. I don’t want to tell you no, so
please don’t ask me to call on him, because I won’t.”

Mike’s boss started laughing, and said, “Don’t worry. I know him,
and I'll take care of it.”

It’s always better to fire an abusive customer than to trash his of-
fice or hit him with your briefcase.

Be Honest and Straightforward

Honesty, as someone said, is not the best policy; it’s the only policy.

If your product or service will not do what the customer needs or
wants, say so. Greg Genova at Kennametal believes that to gain a cus-
tomer’s respect, “you always have to be truthful. You have to be,
because you will get caught so quickly—and they’ll remember the in-
cident forever.”

Customers love the truth, especially if it comes from a sales-
person, because many of them have been conditioned to expect an
evasive or equivocal response. They believe that although there
may be only a small difference between competitive products, sales-
people will try to inflate the difference. Admit the truth (if it is
the truth) that there is only a small difference between your product
and the competitor’s, and customers will be nonplussed. They do
not expect a straightforward answer, and the truth is a powerful
strategy.

Be Objective and Avoid Appearing Biased

Salespeople violate this proposition all the time. They don’t appear to
be objective. Yet, it is very difficult to get people’s respect when they
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think you are always biased—which is true not only for salespeople but
for people in general.

Therefore, think hard about how you present your products, your
services, and your ideas. When you say, “This is the greatest invention
in the world. You have to do this. Everybody is doing it,” it has a very
different effect than when if you present things in a more objective fash-
ion. Even when you present your story logically, the way you present it
will come across as biased when you present only your point of view.

If you try to make the differences between your product and the
competitor’s large, and the customer sees the differences as small, you
lose credibility. If the customer sees the differences as small but ac-
knowledges they may be important, and if that’s the way you present the
difterences, you gain respect. This doesn’t mean you do not focus on the
product’s benefits and features; it means that your motives are pure.

There is another issue here, as Lance Perkins at GE Medical Systems
points out: Don’t take the bait.

What bait? It’s the line a customer will toss out that goes some-
thing like, “Have you heard about so-and-so? What have you heard
about them? I heard they’re not doing well.” This inquiry may or may
not be devious. The customer may be legitimately curious about what
is happening in the industry. And our impulse may be to curry favor
with the customer, or to suggest through our inside information how
knowledgeable we are.

Nonetheless, as Lance says, don’t take that bait. It is business poi-
son. Say something like, “You know, the conversations I have with
people are just between me and them, and there’s really nothing I can
share with you on that.” It may not have occurred to customers when
they ask the question, but eventually they will realize that if you gos-
sip about one company, you’ll gossip about every company, theirs
included.

Be Persistent, but Never Be Aggressive

People don’t mind your being persistent, but they don’t like your being
aggressive—or what they consider aggressive. How do you know if
they consider your actions aggressive?
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Ask.

Ask before you’re back down at the bottom of the Relationship
Pyramid because you’ve pushed too hard. Ask how often they want
you to call. Ask if they feel you have been too pushy—or not pushy
enough. It does not matter what you think; the other person’s per-
ception 1s the reality here.

The other side of this particular notion is to be responsive. Greg
Genova says that when a customer calls, “I respond immediately,
whether or not I have the answer or can solve the problem. I respond
immediately, because I’ve been on both sides of the desk. I've placed
phone calls and waited for people to call me back. It’s very frustrat-
ing when you have to wait a day or two.”

To the customers, their concern is urgent (and it is important to
them even if it’s not important in the grand scheme of things). They
want a response. “Even if you don’t have what they’re looking for,
you respond, and that is how you build trust and respect,” says Greg.
“They know they can pick up the phone, they can page me, and usu-
ally within an hour or so I have responded. At least it lets them know
I am working on it.”

Be a Learned Person with Some
Expertise, and Share Your Knowledge
When Appropriate

People are naturally drawn to those with specific expertise. If you are
truly an expert in fly fishing, French cooking, or the American Rev-
olution, many people will respect the fact that you have become knowl-
edgeable in that area. Few of us actually acquire a sufficient level of
specialized knowledge to be called “expert” or to be perceived as one.

If you do not have any deep specialized expertise, it might be a
good idea to get some in an area in which you are genuinely interested.
Through books, audiotapes, and the Internet you can develop consid-
erable expertise in a relatively short span of time. The simple fact is we
love to know and associate with people who command vast knowledge
in almost any subject (as long as they do not use their learning as a
bludgeon to intimidate us). If you have specialized knowledge, you
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will be able to find places where it helps you get the respect of people
who are important to you.

Be Courteous to Everyone

This should be obvious, but it’s not. Too often, we give all our at-
tention to the prospect or the customer and ignore the receptionists,
secretaries, and assistants. Treat everybody as important because ev-
eryone is important.

Mike Accardi says the way he treats people has a lot to do with who
he is as a person and the way he was brought up. “I’'m from a Sicilian
family, a very structured, paternal hierarchy, and I was taught respect.
I think if you are going to get respect, you have to give it.”

Respect the dignity, the humanity of the human in front of you,
says Mike. “A long time ago—and I guess this is just a blessing of my
nature—I came to realize that everybody has dignity—everybody.
No matter what they look like, no matter what their position, every-
body has dignity. When I go into a building, I address the dignity of
the individual. I don’t address the title.”

Not only is this the right thing to do for its own sake, but the atti-
tude can have practical benefits. Mike says that in two instances, he has
watched janitors became general managers—and good customers—
over the years.

Always Listen to the Other Person Intently

As T've said before, listening is hard work. Many of us just do not lis-
ten well because we are always projecting our opinions and ideas, our
prejudices, our background, our inclinations, our impulses on the
speaker. When they dominate, we hardly listen at all to what is being
said. I suspect the only way to overcome this noisy buzz is through
practice, to consciously turn down the volume of our clanging thoughts
to focus on what the other person is saying. Listen as if to a foreign lan-
guage, concentrating on every syllable to catch the meaning.

Only after you have heard and absorbed what the other person has
said should you respond with your opinions, ideas, and the rest.
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Seek to Understand Other People and
Their Points of View

This is related to the previous point. Once you have listened intently
to what other people are trying to express, you can begin to compre-
hend what they want, need, and believe.

You should learn early on what your key customers and colleagues
want from someone in your profession or position. What do they value
most in the people for whom they have the greatest respect? What do
they value most in accountants? In lawyers? Consultants? Salespeople?

Then ask yourself: Given what they want, have I been providing it? In
my experience, the answer 1s almost always no. Often, prospects, cus-
tomers, and colleagues are not getting what they really want from you be-
cause you are giving them what you think they want or need, not what
they think they want or need. An accountant may believe customers most
want accuracy in filling out tax forms. But the customer assumes, cor-
rectly or incorrectly, that accurate tax forms are a given—that’s what ac-
countants get paid for—and really wants prompt answers to phone calls.

The challenge is to understand what is actually important to cus-
tomers and colleagues. It is getting inside their heads and discovering
what they appreciate. The higher you stand on their Relationship
Pyramid, the more they value their relationship with you, the more
likely they will honestly tell you what’s important to them.

Few people like to be sold, but most people love to buy. So why do
so many organizations try to sell? It makes no sense. If you talk to
people about the greatest salespeople they have ever known, they don’t
see them as salespeople. They see them as colleagues, as consultants,
and as partners.

Do Things That Demonstrate Your
Unselfish Nature

What unexpected, inexpensive, thoughtful things have you done for
the people whose respect you want? Defining moments in relationships
often occur as a result of showing your unselfish nature. When you
show you are unselfish, good things happen.
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Now that you’ve read Chapter 6, what will you be doing for the
people who are key to your business success?

Find Out What People Want, and Help
Them Get It

Most people don’t know what they want because they have no con-
cept of what is available. Your job is not to sell customers and col-
leagues products, services, ideas, or plans they don’t want. Your job is
to learn what they want, to teach them what is available, and to see if
there is some way to help them get it.

Bob Holman at Donaldson, Holman & West says he’s found that
his accounting clients often don’t really know what they want. They
will say, “I want you to find somebody to buy my business.” When
Bob begins to probe to identify the real issue, the client is liable to say
something like, “I want to get out because I'm having difficulty with
payroll. It’s always a big issue. Every two weeks I have to deal with
this and I hate it. I don’t want to deal with it anymore, and the only
way I know to stop dealing with it is to sell the business, because it’s
ruining all the other things I like to do.”

Which leads to the obvious (or perhaps not so obvious) question:
Why don’t you stop doing payroll and do the things you like to do?
Give the job to a payroll service. Bob will tell the client, “If you can
then focus your time on doing what you really like to do, you’ll do
much better, you’ll make more money, and you can pay the service
and still have more money left.”

If you have strong, positive relationships with clients, you can dis-
cuss hard realities. “If you don’t have the relationship,” says Bob, “they
are going to say, ‘That’s none of your business.” When you have the
relationship, you can say, ‘Yes, it is my business.” And be able to ask
them those hard questions.”

If people want something other than what you offer, you have no
right to sell them. The great paradox is this: The less you care about
the sale, the more you sell. This is equally true in dealing with your
colleagues: The less you care about imposing your ideas (or taking
credit), the more you will accomplish.
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The challenge, of course, is when legitimate prospects do not know
they could benefit from what you represent. In that situation, your
task is to educate by asking questions. Your goal always is not to sell
per se, but to learn where the product and service fit the customer.

We start with the premise that what you are selling or representing
has merit to some portion of the world. We also must believe that
whatever value you offer is currently underutilized; not every person
or organization that could benefit from what you offer is currently
buying it. You are trying to close the gap between your underutilized
product and those for whom it would be valuable. As long as a gap ex-
ists, you have opportunity.

I know this is not easy. Once you have a sales manager leaning on
you, a quota to meet, and calls to make, it is difficult to keep all this
in mind—or to believe you should not care primarily about the sale.
After all, your commission is based on sales, not relationships.

To keep from falling back into a former pattern, your overriding
objective has to be clear. Remember the Zig Ziglar quote: “You can
get everything in life you want, if you would just help enough other
people get what they want.” We have a problem when we don’t focus
on what others want, when we focus on what we want.

You must have a deep belief that these ideas will pay oft—that the
relationship will pay off. You have to be able to leverage the relation-
ships you have with those customers and colleagues.

You are not doing all this work only to make friends. You can’t just
have these strong business relationships and then not share the unique-
ness and value of the products and services you are selling. Because
then it is all about you; it is not about them. You are not trying to
help them in their jobs, their careers, their successes. You just want to
be friends, which is not the point of relationship building.

It’s not because of their egos that people miss leveraging their
business relationships. They miss the chance because they are
more concerned about the relationship they have with the customer
than they are with the relationship the customer has with the prod-
uct or service.

What you do really matters. The way you behave, the questions
you ask, and the way you approach customers can be the difference
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between success and failure. You gain other people’s respect through
consistent and predictable actions that demonstrate your values.

It all starts with your values: the rules you live your life by, the qual-
ities you and others respect. Your values drive your beliefs, and your
beliefs drive your behavior. When your values are solid, when you un-
derstand that your motives matter, you will strive to discover what
people want and will help them get it.

Most people want to have more than a job. If you have a positive
business relationship with customers and colleagues, your job will al-
most certainly be far more rewarding and much more fun.

And because you do not want to be one of the many who do not
know what they want—forgetting for a moment whether or not you
know what’s available to you—you ought to have goals. After all,
without goals, how will you know whether you’ve accomplished what
you want?

SET CLEAR, WRITTEN GOALS

Few people have clearly defined and articulated goals. Most have never
said, “I will accomplish this.” Most have never thought through what
they truly want to achieve, nor do they realize what they could ac-
complish if they were to have clear goals.

When I ask for a show of hands in my seminars, no more than 10
percent of the attendees claim to have written goals. And I suspect
some who do may be confusing “to do” items on their hand-helds
with goals.

You first have to establish that whatever you really want, you can
have. It has to be within the realm of human possibility; I'll talk about
that in a moment. If a blind 17-year-old can learn to race down moun-
tains at 60 miles an hour, you can probably reach your goals, even if
at first they seem equally outrageous.

[f you want a strong relationship with your biggest customer, you
can have it.

If you want a strong relationship with that brusque colleague, you
can have it.
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[f you want a positive relationship with the charge nurse who seems
to resent you, you can have it.

As everyone who writes about goals is required to remind you, they
should be SMART: Specific, Measurable, Achievable, Realistic, and
Time-sensitive.

“I want to earn more” and “I want a better job” are not specific
goals. They are too vague, too nebulous. How much more? Better in
what way? “I want to earn $75,000 this year,” “I want to be a branch
manager in two years,” and “I want to live in a three-bedroom house
in the mid-South no more than 30 minutes from the ocean” are spe-
cific goals.

With measurable goals, you know when you are making progress or
have reached the goal. You can look at your cumulative pay stubs to
see how you’re doing toward an earnings goal. If you get promoted to
assistant branch manager, you’re on your way to branch manager.

Achievable goals are challenging but attainable. Reaching the goal
may take many preliminary steps, but you are able to take them.

Realistic goals are those you can reach within the time frame you
decide and with the skills and resources you have. If your goal is to re-
tire at age 45 and you are 44 and have no savings, your goal is neither
realistic nor achievable.

Time-sensitive goals have a deadline or an end point: $75,000 this
year, branch manager in two years, new house in six months. One
might argue that there are no unrealistic goals, only unrealistic time
frames. If you are 44, have no savings, and want to retire, age 45 1s un-
realistic, retiring at age 50 may be a stretch, but retiring comfortably
at age 55 is reasonable.

Many goals require hope to override reason. By their nature, the
goals I'm talking about are subjective. You may set a goal to buy a
house, two cars, and some land within five years even though you
cannot afford a 95 cent paperback book today.

Og Mandino, in The Greatest Salesman in the World, writes, “It
is not given to know how many steps are necessary in order to reach
my goal. Failure I may still encounter at the thousandth step, yet suc-
cess hides just beyond the next bend in the road and never will I know
how close it lies unless I turn the corner.”® Reaching an ambitious
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goal takes time. You have to believe it will happen. You have to visu-
alize what it will look like when it happens. And you must be willing
to pay a price.

You need goals just as a business needs sales and profit targets. Write
your goals on a piece of paper and never be without them. Review them
and, if necessary, rewrite them once a week. This reinforces what you
seek to attain and reminds you of your priorities every time you prepare
to move up the Relationship Pyramid with a customer or colleague.

VISUALIZE WHAT YOU WANT

The first part of establishing any goal is to create in your mind a vi-
sion of what you would like to accomplish and believing that what
you want can actually happen. The vision is important, so you must
think it through clearly. That is why I say you have to make the de-
cision. What is it you really want? Most people never decide what they
want. Zig Ziglar says most people are wandering generalities rather
than meaningful specifics.

Julie Wroblewski began her career selling frozen yogurt to retail-
ers. After four years, she began to feel she was not making the mark
on society that she wanted to make, and she set as a goal to migrate
into the pharmaceutical or the medical field, to move from consumer
products salesperson to pharmaceutical representative.

It took about six months, she says. “I talked with salespeople in the
tfield who worked for many different pharmaceutical companies.
Friends of friends, family friends, you name it, I found everyone who
was in that business and I sat down and had breakfast with them or
spoke with them over the phone. I learned from them what it took to
be hired and to be successtul in that field.”

She scheduled as many informational interviews as she could, learn-
ing the qualities that seemed to be most important for a salesperson in
the field. She then practiced demonstrating those qualities. “I went
on many, many interviews with companies that were interviewing for
specific positions. I didn’t get offered most of them. I ultimately took
one with Dow Hickam Pharmaceuticals because they were willing to
take a chance on me.”
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Once you make your goals absolutely clear, you may find you have
contradictory objectives: I want to double my income in three years
and 1 want to spend every night and weekend with my family. Or: I
want to become branch manager and 1 want to take three months off
every summer to travel. Or: I want to build strong relationships with
my key customers and colleagues and I want to triple the number of
contacts I make each week.

Businesses sometimes promulgate contradictory goals: We want to
increase customer contact and we want to cut the travel budget. We
want to reduce customer service telephone wait time from a seven-
minute average to three and we want to eliminate 10 percent of the
department. If the goals are clear and contradictory, you have to mod-
ify or eliminate one or both. You (or the business) must set priorities.

When you get clear in your mind what you want and you visual-
ize it—and visualization is an important part of this process—then, as
Maxwell Maltz tells us in Psycho Cybernetics, the universe finds a
way of bringing it to you.” When you have the kind of goal I'm talk-
ing about here, you should not stress how it will happen. You must
believe that your subconscious will begin to create ways for you to
reach a goal you could never possibly imagine on a conscious level.

This may seem supernatural, but it’s not. Have you ever decided to
buy a new car, camera, or outdoor grill and suddenly discovered ads
for the product were everywhere? The ads were always there, but until
you actively entered the market you were oblivious to them. You had
to become sensitive to the advertising before you could even see it.

Similarly, you have to be sensitive to your goals to be aware of op-
portunities you can seize to reach them. The most important thing is
to have goal clarity, to know with great specificity what it is you want.
Because you’ve come this far in this book, I can assume you want to
develop strong, positive relationships with certain people, people that
heretofore you thought you might never have relationships with. You
now have to say, “My goal is to have a strong, positive relationship
with that person.”

When you make that your goal, write it down, because then it be-
comes a commitment. You’ve made a compact with yourself. Words
on paper carry a different reality than thoughts in your head. If you
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not only write down your goals, but announce them publicly—to your
spouse, your friends, your colleagues—the likelihood that you will
achieve them is much greater than if you keep them to yourself.

In addition to writing down and talking about your goals, you have
to think about them and review them. I carry in my pocket a writ-
ten list of my goals. I have a half dozen short-, medium-, and long-
term goals that are important to me. I read them every day and I
rewrite them once a month. I regularly think about the things I want
to happen.

Goal clarity is important. Visualizing the goal is important. Be-
lieving it can happen is important. Taking the pressure oft yourself by
trying to figure out how to reach a goal is important. (At the same
time, of course, you must take realistic steps and seize opportunities as
they arise to reach the goal. 'm not suggesting you sit quietly and let
the goal find you. It doesn’t work that way.)

If we get too knotted up on a conscious level thinking about ways
to reach our goals, we often talk ourselves out of them. If we believe
we will reach our goals, we will.

SET DIFFICULT GOALS—BUT NOT
TOO MANY

I see three problems: setting impossible and unrealistic goals (and po-
sitioning yourself for failure), setting too many goals, and being un-
willing to pay the price.

The goal has to be achievable. I will never become the pope. Aside
from the fact that I’'m married, I'm not Catholic. Although goals may
seem a stretch, it does not hurt to have a certain amount of reality
about them. To ensure that you keep at least one foot in reality, you
may want two or three people you trust implicitly (they are at the top
of your Relationship Pyramid) to give you an objective response to
your goal.

My friend Klaudia Birkner and I have talked about unreasonable
goals. Klaudia went almost totally blind as a teenager. Her special high
school took her class to a ski area in one of several enrichment pro-
grams for handicapped teens. After Klaudia’s original terror on the
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bunny slope subsided, she became an enthusiastic skier. She worked
with a guide and coach to become competitive racer.

Her original goal to race in grand slalom ski events as a virtually
blind teenager might have been seen as unattainable. Klaudia separates
impracticable goals from goals she really wants to attempt by deter-
mining how genuinely serious she is about the goal. What is she will-
ing to do? What 1s she willing to give up? She gave up the entire
summer of her seventeenth year writing 300 letters to companies she
hoped would sponsor her. “To me, it is not a matter of right and
wrong, success and failure,” she says. “I want to try, and I want to
know I have done everything I can to a level acceptable to me. Not
to other people; not to someone else, not to what other people have
done—to me.”

Klaudia makes an interesting point: “The important thing may not
even be the end, the goal itself, but the process you go through to get
there, all the stuft you pick up along the way.”

Goals should be challenging. They should be a stretch. Sometimes,
though, you need somebody to help you think about what it is you can
accomplish that you never thought before. (Someone told Klaudia she
ought to try ski racing, for example.) This is why it is important to
have a support group who can help you see your potential. Often oth-
ers see in us things we can accomplish before we see them. And many
times achieving a significant goal realizes not only our dream, but also
someone else’s dream for us.

That is why coaches are so important. Coaches believe in us and
recognize our potential long before we see it in ourselves. A coach’s
vision can encourage us to extend ourselves. Setting a goal is not sim-
ply a matter of sitting down and asking, What do I want? It is mak-
ing sure you have the right people around you who can help you see
your potential. You need people who are constantly building you up
because they genuinely believe in your talent, in your ability.

Everybody is unique. Your uniqueness as a human being creates
your ultimate potential for greatness, and everyone has it. Though we
may have similarities, my potential is different from someone else’s. It
is therefore vital to discover those talents, abilities, and qualities that
make us unique.
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Another danger is to set too many goals for yourself. People be-
come what I call goalfused. Goalfusion will cause you to be unpro-
ductive because you are chasing too many balls. Goal clarity enables
us to focus on those few that are truly important to our professional
and personal success.

The right number of personal and business goals will vary for ev-
eryone, but as a rule of thumb I would not have more than three or
four personal and three or four professional goals—six or eight max.

BE WILLING TO PAY THE PRICE

We must be willing to pay a price to reach our goals, because it is im-
possible to extend ourselves in any way without doing something dif-
ferent from what we are doing now.

One goal test should be whether you can pay the price at all. If the
price for becoming an Olympic-level figure skater is being a 15-year-
old athlete and you are in your mid-40s, the price 1s beyond your
reach. If the price to become branch manager is working nights and
Saturdays for the next two years, it may be high, but you could pay it
if you were willing to make the sacrifice.

By its nature, attaining new goals means new directions for us. It
means new behaviors, new activities, new challenges. We must be
willing to take on those behaviors, activities, and challenges to achieve
the things we want. Otherwise, we stay right where we are. You must
be willing to pay the price. In a business context, the usual price is in
the form of working longer, or working harder, or facing more ad-
versity.

Although it is valuable to listen to the positive people in your life—
the coaches, the mentors, the friends—it is also imperative to ignore
the negative, the naysayers, the wet blankets. The unfortunate reality
is that some people don’t want you to accomplish your goals, because
your achievement makes their mediocrity look worse. They tell you,
“You can’t do that. You can’t do that! You can’t do that!” The truth
is most people don’t have goals, most people don’t aspire to much, and
that 1s why so many people try to talk you out of your goals.
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You have to ignore them and listen to people who know you can
achieve your goals. As the Bourbon Street preacher says, “If you think
you can, you can. If you think you can’t, you can’t.” Klaudia tells the
story of a man who was locked in a walk-in freezer during a robbery.
While inside, he started to shiver, and finally was so cold he wrote his
last good-byes with his finger on the steel: “I'm freezing; I'm freez-
ing. I'm cold. I love my family.” And he died.

But the freezer temperature was not low enough to kill a man in the
time he was confined. Apparently “he had convinced himself that be-
cause he was locked in a freezer he was going to die,” says Klaudia,
“and so he did. The power of belief is incredibly profound. If you be-
lieve in the negative, believe in the positive.”

I went to Virginia Military Institute, and every day for four years
I walked under the Jackson Arch, on which was inscribed a quotation
from General Stonewall Jackson: “You may be whatever you resolve
to be.” As a young man reading that inscription, I thought he was
right.

Now, I think the general missed the truth. I believe the inscription
should read, “You will be whatever you resolve to be.” But most peo-
ple never resolve to be anything.

The genuine pursuit of a new goal is, at its core, about accepting the
possibility of change. You must believe people can change for the bet-
ter as well as for the worse. If you accept that for other people, you
must believe you can change as well. You must do something differ-
ent to get what you want that is different. It should be obvious that you
can’t get what you want that is different if you keep doing the same
things you’ve always done.

YOU DON'T HAVE TO BE WHERE
YOU ARE

Klaudia Birkner tells me she visualized her first apartment when she
was 14 years old, an apartment she ultimately achieved. “For me, it is
very powerful to visualize my goals. I dream about them; I think about
them. Even if they are on the verge of unrealistic, I still do it. I will
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sometimes wake up in the middle of the night, or I will walk past my
dining room table during the day, and some thought will come to my
head and I will make myself a note. I am constantly thinking; I am
constantly wishing and hoping and thinking and wondering. I cannot
imagine waking up every morning and not having a goal.”

What are your short-, medium-, and long-term goals? What
would you like to accomplish this week, next month, next year, in
five years? If you know, write them down on the form in Figure
9.3. Make them as SMART—specific, measurable, achievable, real-
istic, and time-sensitive—as you can. If you don’t yet have goals,
think about what you want and write them down when you’ve
clearly formulated them.

[f what you are doing hasn’t worked for you in the past, it is safe to
say that maybe you should do something different. If you want some-
thing beyond what you have or different from what you now have, you
must do something different. You don’t have to be where you are; you
can go further and you can be more. Success, like failure, is about
choices you make—or avoid making. You will always hit obstacles,
but they are part of success.

Klaudia also points out that success is never final—and neither is
failure. “I learned that believing in myself was my strongest asset, be-
cause | believed in myself to the point that giving up was not an op-
tion, nor was there room for it in my life. Never allowing myself to
believe I will fail: That is what drives my goals.”

A lot of being successful in building strong relationships with cus-
tomers and colleagues is understanding that sometimes you are going to
ask a question and it will not go well. Sometimes the reaction is a
(metaphorical) punch in the gut. “It’s none of your business what I do
when I’'m not working, or where I went to school, or where I grew up.”
But success usually requires getting knocked down and getting back up.

If you are genuine and sincere and passionate and enthusiastic and
determined to get what you want, you can get just about anything
you want. Most people never make the decision to be anything more
than what they already are. Clear goals tend to separate those people
who have extraordinary accomplishments from people who just drift
through life. To achieve all that is possible, you must attempt the
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Figure 9.3
What Are Your Goals, and When Are They Due?
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exceptional. To be as much as you can be, you must dream of being
more than you are now.

MAINTAIN YOUR MEANINGFUL
RELATIONSHIPS

To maintain your meaningful relationships, you must:

* Understand the lifetime value of a customer.
* Make the time to maintain important relationships.
* Help others succeed.

* Keep in constant contact.

Let’s look at each of these.

Exceptional business and personal relationships are relatively rare
treasures. They will have a lifetime value if you maintain them prop-
erly. Although they are incalculable, I should talk for a moment about
calculating customer lifetime value.

The theory of customer lifetime value assumes that it is less expen-
sive to retain customers than to find new ones (almost always true) and
that it is possible to estimate how much a customer will be worth over
an extended period into the future (less certain). Retaining the right
customers should always be a business priority, although some com-
panies obviously have problems doing so.

The Forum Corporation analyzed the customers that 14 major
companies had lost for reasons other than leaving the area or going
out of business. It found that 15 percent switched to a better product,
15 percent found a cheaper product, and 70 percent left because of
poor or little attention from their supplier.*

A company that looks at its own churn rate—the number of cus-
tomers who walk away every year and who have to be replaced just to
maintain the same revenue—can calculate how much revenue and
profit it is losing by those defections. There may not be much you can
do about customers leaving the area or going out of business, but good,
positive business relationships should eliminate the major problem—
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of poor or little attention—and strong relationships may also help with
the better-product/cheaper-product challenge.

Critics of the lifetime value theory argue that it is much more dif-
ficult to estimate how much revenue and profit a customer will bring
to a business in the future because too many imponderables affect any
given customer’s purchases. As they say in mutual fund advertisements,
past performance is no guarantee of future results.

Nevertheless, if you manage, say, a dry cleaning business, and a cus-
tomer spends $20 a week, you can safely estimate that person will ac-
count for $1,000 in annual revenue. Over 10 or 20 years and more, the
total revenue becomes significant.

When you think about a relationship and the customer lifetime
value, it changes your attitude toward customer complaints, among
other things. If your regular cleaning customer says he’s missing three
buttons oft a blazer, you cheerfully replace the buttons.

Obviously, not every customer is equally valuable to a company.
Some customers buy large amounts of high-margin products and rarely
have service or other complaints. These customers provide the com-
pany significant revenue and profit.

Some customers buy only sale items and want all the special treat-
ment they can wring from suppliers. Their business is not worth very
much, and sometimes they may actually cost more than they’re worth
to service. It does not take a Harvard MBA to realize that a firm
should have as many of the high-volume/high-profit customers as pos-
sible and as few low-volume/low-profit as possible.

For individual salespeople and their managers, this all means they
should evaluate every prospect, customer, and client on a number of
dimensions, not simply on total sales volume. What does it actually
cost to serve the customer, and what is the potential short-term and
long-term payback? Is the customer’s business growing or dwindling?
Is the industry itself growing? What is the customer’s relationship with
other existing or potential customers?

A customer may be valuable not for its own sake but for the help it
can give—or damage it can cause—in relations with other customers.
Remember Mike Accardi’s experience with the Oster repair shop.
Because there is not enough time or resources to have winning
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relationships with every single prospect, customer, or client, you
should have solid business reasons for those with whom you do want
to build a relationship.

Granted, you can never know for sure what will happen in the fu-
ture (Mike could never have known Sunbeam would move to Mem-
phis). Going through the exercise of measuring potential customer
lifetime value can help you and management decide who the most
likely candidates for your time and attention should be.

Although all relationships need to be nourished, not every rela-
tionship is critical. You need to think about categories. One category
contains the relationships critical to your business success. Another has
the relationships you want to keep alive because you have been close
in the past and may be close again in the future.

Mike Accardi says that in his career his whole focus has been to
maintain relationships. “Part of it is just showing up. This past week,
I've been to two funerals. In one instance, it was for the father of a
person I hardly had much contact with. It was an emotional moment
for him, and he was startled when I walked in. I said, ‘It was your dad
who died, so of course I was going to show up and pay my respects.”

I believe serious and deep bonding takes place when people are in
some sort of trouble or crisis or disappointment in their lives and we
step in to be some support. Many acquaintances do not come forward
when you are fired, experience a business reverse, or have a death in
the family; indeed, they pull away. In some cases, I think, they are
afraid the misfortune will affect them somehow, and in some cases
they simply don’t know what to say. There are many reasons to avoid
someone else’s suffering, but the truth is almost anything you do to
sincerely reach out to people in those situations can be a humane thing
to do and can probably cement a relationship faster than anything else
you can do.

As Mike says, “I try to think in terms of what makes me feel good.
[ found that everybody I deal with, regardless of their color or sta-
tion, has the same needs. They want their children to be protected
and educated; they want their property to gain in value. They want
to have a decent life. When you think about it, it is really not hard to
relate to everybody, because we are all the same.”

192



CREATE TIME FOR RELATIONSHIPS

But though people may be the same in their aspirations, not all re-
lationships are the same. So how do you make time for them?

CREATE TIME FOR RELATIONSHIPS

In his book Raising Positive Kids in a Negative World, Zig Ziglar
writes that children spell “love” T-I-M-E.” In fact, adults spell “love”
and “care” the same way. If you care for people, you give them your
time. But where is that time going to come from?

How many people reading this book feel there are enough hours
in the day to accomplish everything that needs to be done?
Not many. Most are already stretched to the limit. Indeed, I recog-
nize that to read this book means you made a substantial invest-
ment of time that you could have spent on something else, and now
I'm asking you to spend time maintaining your relationships.
Either something has to give, or you have to manage your time
differently.

One approach to solve time management problems is to exploit cal-
endars and to-do lists and to follow the rules of time management:
Read selectively (newspaper and magazine headlines to decide what ar-
ticles are worth reading in their entirety); prioritize your tasks; do one
important thing at a time, several trivial things simultaneously (sign
letters while talking on the phone); divide large projects into man-
ageable bites; learn to say no; don’t procrastinate; set deadlines for
yourself; reach closure on at least one thing every day.

The rules, calendars, and to-do lists are all valuable. If you don’t
have them, I think you should get them. But valuable as they are,
time management tools in themselves are not the way to solve a time
management problem. The objective is to spend your time not nec-
essarily more efficiently but more effectively. You can spend your
time more efficiently on even more unimportant tasks. Spending time
effectively means:

* You spend your time on important matters, not just urgent matters.

* You are able to distinguish clearly between what is an important
activity for you and what is unimportant.
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* Results rather than methods are the focus of time management
strategies.

* You have a reason not to feel guilty when you must say no.

Important matters are those that produce a desired result. They ac-
complish a valued end or they achieve a meaningful purpose. When
you do them, they help move you closer to your goals.®

Urgent activities are those that demand immediate attention. They
are associated with a need expressed by somebody else, or they relate
to an uncomfortable problem or situation that requires a solution as
soon as possible. A customer complaint is urgent and important. A fire
in the factory is urgent and important. A ringing telephone is (usually)
urgent and unimportant, as is a casual visitor to your office. Building
a relationship is important but not urgent. Planning next month’s—or
next year’s—production schedule is important but not urgent. Inter-
net chat is not urgent and not important.

There is not much you can do about urgent and important activities.
If'a customer has a complaint or the building is on fire, you have to deal
with it. If you’re right against a significant deadline, you have to work
until you meet it. Your goal, however, should be to minimize these
urgent and important activities as much as possible so they don’t con-
sume you. Managers and employees whose working hours are filled
with only urgent and important activities need help—and are rotten
managers and soon-to-be-burned-out employees.

With the urgent and unimportant activities, the goal is to delegate
and eliminate. Have someone else open the mail and answer the phone.
Make it clear that you do not want to be interrupted except for a cri-
sis. If possible, skip meetings at which you cannot make a contribu-
tion or will receive no benefit.

Try to eliminate entirely activities that are neither urgent nor im-
portant. They are escapes (sometimes from the urgent and important
activities). They neither accomplish a valued end nor achieve a mean-
ingful purpose; they waste your time and, finally, your life.

With the important but not urgent activities, your goal should be
to spend as much time on them as possible because these are the ac-
tivities you use to determine your future.
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Professors David A. Whetten and Kim S. Cameron write:

One of the most difficult yet crucially important decisions you
must make in managing time effectively is determining what is
important and what it urgent. There are no rules for dividing all
activities, demands, or opportunities into those neat categories.
Problems don’t come with an “Important/Nonurgent” tag at-
tached. In fact, every problem or time demand is important to
someone. But if you let others determine what is and is not im-
portant, you will never effectively manage your time.’

But if there are no rules, how do you decide which activities are truly
important, if not urgent? Whetten and Cameron say the only answer is
“to identify clear and specific personal priorities. It is important for peo-
ple to be aware of their own core values and establish a set of basic prin-
ciples to guide their behavior.” To help evaluate an activity’s importance,
Whetten and Cameron suggest asking the following questions:

* What do I stand for? What am I willing to die (or live) for?

* What do I care passionately about?

* What legacy would I like to leave? What do I want to be re-
membered for?

* What do I want to have accomplished 20 years from now?

* If I could persuade everyone in the world to follow a few basic
principles, what would they be?

Careful readers will have noticed that these questions augment the
goals I talked about earlier. Between your goals and your answers to
these questions, you can usually decide if an activity is important or
not. Does it help you reach an important goal?

[f you eliminate all the time wasters—the unimportant and not ur-
gent activities, which may include things like television—from your
life, and delegate or eliminate as many of the unimportant and urgent
activities as possible, you will have made the necessary time to main-
tain your important relationships.

If the way you connect (or don’t) with people sends a message that
you have no time for them, they will naturally conclude that they are
not important to you.
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HELP OTHERS TO SUCCEED

[ have suggested throughout this book that creating and maintaining
relationships should be a priority in your business and personal life.
Strong, positive relationships can help you build whatever legacy you
want to leave, accomplish whatever you want to accomplish. Most of
the time, building and maintaining relationships are not urgent activ-
ities (but they are important), and by the very nature of relationship
building, they cannot be hurried along.

In Love Is the Killer App: How to Win Business and Influence
Friends, Tim Sanders, Yahoo’s chief solutions officer, writes:

The secret to being a high-impact leader and the essence of in-
dividual corporate success, is to learn as much as you can as
quickly as you can and share your knowledge aggressively; expand
your network of people who share your values and connect as
many of them with each other as possible; and, perhaps most im-
portant, be as openly human as you can be and find the courage
to express genuine emotion in the harried, pressure-filled world
of work. And one last point: Behave this way not because you
expect something in return—a quid pro quo—but because it’s
the right way to behave. The less you expect in return for acts of

professional generosity, the more you will receive.®

I can hear the cynics in the back of the room muttering at this point:
Yeah, right, and just what will this do for me? Five things, says Sanders:

1. You differentiate yourself from others. You become useful,
memorable—special.

2. You create an experience. “When you represent knowledge, op-
portunity, selflessness, and intimacy you are not just a smart col-
league; you are fun, interesting, and valuable.”’

3. You command (or at least can claim) people’s attention. This
goes back to my point at the very beginning of the book: When
you have a good relationship and therefore meaningful dialogue,
people listen to what you have to say differently than when you
do not have a relationship.
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4. You harness the power of positive presumption. As I've said,
you want to gain people’s trust and respect, to be at the top of
their Relationship Pyramids. Once you have their trust, cus-
tomers and colleagues will believe your arguments hold water,
your recommendations are solid, and your referrals are valu-
able. They will believe you have their best interests at heart,
which you do.

5. You receive feedback. “If you are eager to offer people knowl-
edge, they will be eager to give you helpful feedback in return,”
says Sanders. “They’ll tell you which ideas worked out well and
which didn’t work out so well, which contacts were helpful and

which weren’t.” !’

KEEP THE DIALOGUE CONTINUAL

To keep a relationship, there must be contact, and it must to be in the
course of what I would call “continual dialogue.” You should not build
the relationship, drop it, then try to pick it up again. Why risk taking
the chance that you will not be able to reignite a relationship?

The trick is to devise some systematic way of keeping track of the
people at the top of your Relationship Pyramid so you can group them
in terms of how often you get in touch with them. And have some
concrete plan to contact them on a routine basis.

The contact can be whatever is appropriate for that person: a tele-
phone call, an e-mail letter, a handwritten note, a card, a lunch date.
Julie Wroblewski at eFunds says she makes a conscious effort to stay
in touch with the people who are important to her. “There are times
when [ think, oh boy, I haven’t talked with so-and-so in a while. I
make time for that simple phone call or handwritten note—I am a
big firm believer in handwritten notes, even though e-mail is great.
There 1s something to be said for that handwritten note.”

Has this ever happened to you? You build a strong business rela-
tionship with someone and then, through inattention, neglect, or cir-
cumstances (one of you is transferred, takes another job, moves to
another company), you lose touch.
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To ensure this does not happen again, you must make a conscious
effort to keep in touch. If I haven’t talked to somebody for a while, I
will call just to say something like, “Hey, I was riding down the road
the other day and I was thinking about the fact that I haven’t called
you in two or three months. I just wanted to say hello and let you
know I was thinking about you. I might be in Chicago in December.
If 'm going to be there I'll give you a call.”

Sometimes circumstances may cause you to lose contact. If the rela-
tionship is strong, you can pick it up again. Sometimes someone will
renew a relationship with you with an e-mail or a phone call. When
you hear from somebody who was important to you, or with whom you
had a good relationship, it engenders positive emotions. It makes you
smile, it makes you feel great, and it makes your day. If you do that for
other people who are important in your life, you make their day. Some-
times it is more powerful to call for no reason than if there is a reason.

You need to develop some sort of system or methodology that works
for you to stay in touch with these people because it is in your best in-
terest to continue to do so. The relationships are personally reward-
ing. They make your life more enjoyable. They are people you enjoy
knowing.

To maintain a relationship, I stay in touch. I put a note in my
monthly to-do list; it takes two seconds. With e-mail there is almost
no excuse for not staying in touch with somebody. You can send them
a one-line e-mail once a quarter, and you can send the same e-mail to
25 people. The responses may fill your inbox, but what is important
here, your inbox or your relationships?

You can maintain your contacts with personal notes, which are
probably more effective than phone calls, and they are certainly more
effective than e-mail. They are more effective because they take more
time and, even if you send the same note to 25 people, each recipient
knows you had to actually write out the note.

About once a quarter, I go through my e-mail and telephone lists,
which are in my Palm Pilot, to see who I need to contact because I
haven’t written or called for a couple months. I send Christmas gifts
to all the people whose relationship I value. I know their birthdays,
and I call them.
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Not long ago, I sent an executive an e-mail. “Tom, I read some-
where in a book, never forget a customer and never let a customer
forget you, and it occurred to me we had not talked in a while. I am
going to be at Abbott Park in two months. I know it is a long shot that
you will be there, but just wanted to let you know that if you are
around I would like to say hello.”

He replied to my e-mail the next day. “It was really great to hear
from you—I will be in town, and I want you to stop by because I
need to talk to you.”

[ had no idea what he wanted to talk about. It may be just to rem-
inisce about old times, and that would be fine. It would be better to
do some business with the company, but if he never gives me any busi-
ness, I wouldn’t lose any sleep over it. I like the man. I like seeing him
and I enjoy talking to him. I admire his business acumen. He is a very
impressive executive, thoughtful and intelligent. I always leave his of-
fice feeling a little more knowledgeable and a little better about my-
self because we had a nice chat.

Julie Wroblewski agrees that one cannot generalize about ways to
maintain relationships. It depends on the individual and what you
know about his or her individual interests. Whenever she comes across
an article about something she knows will interest someone, she sends
the article to the contact. One customer has told her on more than
one occasion that “it is the coolest thing anyone has done. I continue
to stay at the front of his mind without being aggressive. It is just a
friendly, ‘Thought you might be interested in reading this article.” ”
The articles may be about the company, industry news, or even about
a restaurant Julie knows he frequents.

This experience is special for Julie because this customer is a
person who, for the most part, does not care for salespeople. What
1s more, her company and his have not always been in agree-
ment. “So he had some negative feelings about what and who we
were,” says Julie. “He has said on numerous occasions, ‘It’s because
of you and the business message you provide, as well as following
through, that the feeling of “I don’t think I want to do business
with them” is gone.” It’s the little things along the way they don’t
forget.”
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Bob Holman at Donaldson, Holman & West says that when a
client’s monthly financial statement crosses his desk for final review,
he tries to write a note. “I don’t type it. I handwrite it, so they know
it wasn’t something somebody else did that I just signed. It may say
things like, ‘Terrific month.” Or, ‘Your ratios look good, your sales are
up by 20 percent over last year, your costs are right in line with last
year—looks like you are on a good year.” Or, “What happened to your
costs this month?’ Clients seem to appreciate I have taken the time to
actually note some of the things I want them to look at rather than just
passing the report on to them.”

That 1s the point you would like to reach in your strong business re-
lationships. When you are at the top of their Relationship Pyramid,
you know they would do anything within reason for you because you
would do anything for them.

MAKE CONTACT WHEN YOU DON’'T
NEED HELP

You need to make contact when you do not need the people or
their help. If you get in touch with them only when you need a favor,
a name, an introduction, they soon understand you are simply using
them—and that diminishes your relationship instead of building it.

Bob Holman says that he had a client he would see only between the
middle of August and the end of September, when the firm was
preparing financial statements, and on one day in March when the
client brought his tax return into the oftice. Other than that, they had
no contact at all.

Bob called him one day on the spur of the moment to invite him
to lunch. “We didn’t talk about business at all. I told him that up front.
And I found out that he and I both enjoyed some of the same authors.
I had found a new author who was similar to some of the authors we
both read and had some of those books at home that I was about to
give away to Goodwill. I brought them to the oftice, wrapped them
up, and mailed them to him.” Another example of an unexpected, in-
expensive, and thoughtful act.
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Bob says that he and the client are now talking once a month about
authors and other topics. “I have gotten a lot more business from him
because we have been talking more frequently,” although that was not
the goal of the original lunch.

Greg Genova had a very difficult time winning over some of the
key engineers to the Kennametal products at one prospective com-
pany. In one office, Greg found a photograph of several lobsters the
engineer had caught while diving and learned that this engineer trea-
sured diving. He and Greg talked diving, and “he has actually become
one of my key dive buddies. We typically dive once or twice a month
now. I was never the first call, but that relationship has grown to
where now I am the first call for all their tooling questions.”

John Fitzgerald, the financial advisor in Phoenix, says he tries to
mail something to his clients once a quarter. This is not sales infor-
mation, he notes, “but just contact information. It may not even be
about the market. If I see a newspaper article that relates to one of my
clients and I think they might be interested—it might be something
about their business—I will send it to them. Magazine articles, some
type of thing. I try to call people on their birthdays. I also send birth-
day cards, but I am getting to the point where I think a phone call is
better than a birthday card, because it is more human contact. I call
them touches—just to reach out and let them know I am here.”

[f you do maintain contact through e-mail (which makes staying in
touch inexcusably simple), phone calls, notes, cards, faxes, and any-
thing else you can devise, when you finally meet after five years you
can almost pick up where you left oft.

There is probably such a thing as relationship equity. You build eq-
uity in relationships, and the longer the relationship continues and
deepens, the greater the equity. But you have to make deposits before
you can make withdrawals. The deposits are in the form of making
sure that people know you are thinking about them and that you care
about them even if in ever so slight ways.

Again, relationship building cannot be self-serving. A self-serving
relationship is exploitive, manipulative, and dishonest. I try to be care-
ful when I talk about relationship building from a proactive point of
view because it does not require a great leap to take much of what I
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prescribe to sound self-centered. But when you build your relation-
ships in the right way and for the right reasons, there is as much in it
for the other person as there is for you.

We have all had associates who are users, people who take and never
give. They may be pleasant colleagues or significant customers, but
they never reciprocate except in the most cold-blooded way: with a
purchase order, which is not the real basis of a relationship.

If people are users, they are not going to have good relationships
with very many people. As I said earlier about customers who can be
bought, they are not worth having. Their motives are not pure, so
they will always go to the highest bidder. It is the same thing with
users. Users will use you until you are used up. Just as it is sometimes
appropriate to fire a customer, so it is sometimes appropriate to end a
relationship.

Strong positive relationships are about give and take. If you contact
people over and over when you don’t need them, they are more likely
to help you when you do need them. If you contact people regularly—
“How you doing?” “What’s going on?” “Just saying hello,” “Going
to be in town, thought we’d have lunch”—and occasionally you do
need their help, they will not mind because you’ve built some equity
into the relationships over time.

The best relationships are those in which people give proportion-
ately: You give 50 percent and they give 50 percent. It seldom bal-
ances so precisely—and you’re not keeping score anyway—but you
would like to maintain a rough balance. It has to be generally equal,
because if you are the one doing all the giving, the other person may
see you as no more than an easy touch and not value the relationship.

You can make a difference—sometimes major, sometimes minute—
in the lives of the people you touch. The critical question becomes: Is
the difference positive or negative? If you hope to make a positive dif-
ference, you most likely need to be skilled in dealing with people. You
should also understand that no matter how good you are, you can be
better.

If you ignore the relationships you have built, it is like allowing a
lovely garden go to seed. It is a waste that diminishes your life and re-
duces your potential. You can’t establish relationships and then take
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them for granted. They have to be nourished and treated as the pre-
cious things they are.

When you have good relationships, it is possible to have meaning-
ful dialogues. It is possible to learn what customers and colleagues truly
believe and what they treasure because they trust and respect you.
When you know what people treasure, you can help them obtain it.
By helping other people achieve what they want, they will help you
achieve what you want.
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CHAPTER 10

AND WHAT IF
YOU'RE THE BOSS?







The process I’ve presented in the first nine chapters should help vir-
tually anybody build better business relationships and thereby be more
effective (and happier) at work. But what if you are the boss? How
does a manager incorporate these ideas into the organization’s fabric to
improve the effectiveness of the organization’s relationship-building?

[ talk about sales managers throughout this chapter, but clearly the is-
sues affect more than the sales department. This process is especially
relevant for customer service departments, law practices, management
consultants, accountants, matrix organizations—any business or job
function where relationships play a large role in success.

[ will talk about the six drivers of business success, the problems I
see with much sales training, what a manager must do to implement
relationship-building within the organization, and conclude with a
guide to coaching relationship development.

All of this begins, of course, with the manager’s mind-set. If man-
agers do not truly believe that building strong business relationships is
a valuable skill, they will have a difficult time convincing others. They
can go through the motions, even say the right things, but without their
own conviction the message comes across as just another management
fad. Experienced employees will know that if they keep their heads
down, it’ll pass like a bad cold.

With the 20 questions, managers now have a tool by which they can
measure their people’s progress toward relationship development with
key customers or colleagues: “Where did your key customers go to
school? What do they like to do on vacation? What are the biggest chal-
lenges they face in their business?” The answers, as I said earlier, are
means, not ends.

Managers must also ask, “What have you done with this informa-
tion? What unexpected, inexpensive, and thoughtful acts have you per-
formed to build your relationship? Where are you on the Relationship
Pyramid with your key customers and prospects? How do you plan to
move up to the next level?”

Managers should help their people identify the specific prospects,
customers, and clients to be targeted. The organization should develop
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guidelines to identify the customers with which the staft should have
meaningful relationships, given that there are not enough resources to
have close relationships with everyone.

For that matter, if you want to manage your career more effec-
tively, it is also a sensible idea to target the people in your company
with whom you need a better relationship to facilitate better team-
work, get promoted, or obtain vital information from within the
organization from various gatekeepers. This is neither brown-nosing
nor corporate politicking; done correctly, it is improving the orga-
nization’s effectiveness.

THE SIX DRIVERS OF
BUSINESS SUCCESS

In my experience and from my reading, I’ve found that six factors
drive business success. True, one could argue that business success de-
pends on many other factors—product innovation, financial and other
controls, efficient marketing, and much more. And I would agree.

[ am perhaps oversimplifying to make my points clear. Nevertheless,
I would also argue that, as important as other factors may be, a busi-
ness cannot sustain success without talent, climate, relationships, coach-
ing, effectiveness, and recognition.

Let’s talk about each of these in some detail.

Talent

The first job of anybody in a supervisory role is to ensure the organi-
zation has talented and productive people and to replace those who
are not. I maintain that the right people not only have the right skills
for the job, but also know how to build positive relationships. It’s the
manager’s job to retain top talent and to dismiss people who don’t do
the job.

You are better off having no employee in a given position than an
inferior one. When the position is empty, you tend to look for a re-
placement while other people cover the vacancy. When you carry an

208



THE SIX DRIVERS OF BUSINESS SUCCESS

inferior employee, the person causes new messes the organization has
to clean up.

David Snow 1is executive director, commercial operations, Astra-
Zeneca LP, and responsible for a $1.3 billion business of hyperten-
sion/heart failure brands. He points out that a manager “can spend an
inordinate amount of time with the problem children, because you are
always going to have them. You are always going to have challenges. If
you have a fairly large group of people”’—David has had as many as 85
people on his team—*“you have a bell curve, and there are going to be
some people at the tail who are going to be a problem.”

A manager can spend an enormous amount of energy trying to im-
prove their productivity, to bring them up to average. Alternatively,
the manager can invest time in the top 10 percent or top 25 percent.
Those people, says David, “with a little more help might contribute
another 50 to 75 percent and make an astounding difference in the busi-
ness’s performance. I think you have to be careful not to try to become
a miracle worker, trying to correct the 10 to 15 percent at the bottom,
while ignoring the people at the top.”

David says he does his best to help the people who are the most
effective to find ways they can be more productive. “It is easy to help
people who just can’t get enough, who want to develop, who have
a sense they are good, but they are not good enough. They want to
continue to evolve and develop. That is great stuff. It is easy to help
those folks.”

Ewell Hopkins at Sapient points out that some salespeople can sell
only to certain profiles and to certain types of people. “I have seen sales
organizations created with a distinct personality because the guys who
run the sales organization hired clones of themselves.”

This may not necessarily be a bad thing. “Most people hire and do
business with people they feel comfortable with,” says Ewell. “If you
are selling Mary Kay Cosmetics, getting a bunch of construction
workers out there representing your product may not be a good idea,
even if they are great salespeople for construction equipment.”

Otbher firms need a diverse salesforce because the target market is
so diverse. Ewell says, “I have seen business relationships with good old
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boys work very well, but they can’t sell to anybody else. There are
some people who don’t want to buy anything unless the person sell-
ing is over 50. You have to understand we are not all open, receptive,
seeking spirits here. A lot of us are pretty closed-minded and have
some pretty strong opinions about what is right and wrong.”

Climate

Every work environment should include three things:

1. Fun
2. Unity and community

3. Continuous learning

It is the leader’s responsibility to create the environment. To create the
unity and community, the manager should help people get to know
one another within the group. It is hard to have fun with people you
don’t like, and it is easier to create unity and community when peo-
ple know one another. That’s why it’s important for people to create
some sort of identity about their group or their department that is big-
ger than themselves. It gives them something to be proud of. If peo-
ple are continuously learning—and recognized and rewarded for doing
so—an organization, department, or group grows more effective al-
most by definition. Certainly, it makes fewer mistakes and becomes
more efficient.

Relationship-building as an intracompany value may be as impor-
tant as building relationships outside the company, and, in some sit-
uations, it may even be more important. Ray Ozzie, when CEO of
Groove Networks, the software company, said that when he was
building the company, he held biweekly sessions with the entire staff’
in which somebody from the organization gave a presentation of
what they did or what was happening in their part of the world. He
did it, he says, “because marketing people often have a negative at-
titude toward software development people, development people
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have an attitude toward the finance people, and nobody knows what
consulting people do.” Getting people to recognize that others in
the organization had valid job functions and to see how they con-
tributed to the success of the company was invaluable.

Julie Wroblewski at eFunds recalls a manager who did this ex-
ceptionally well in one of her previous jobs. At the time, Julie and
nine others were recent appointees to new, stressful positions around
the country. The company brought the group to Atlanta once a quar-
ter and on one of those nights, Julie’s manager “invited us into her
home. We were able to get together, just the small group of us. She
not only had us in her home, she cooked for us. She loved to cook
and to entertain.”

The experience created such a bond that although Julie held that job
several years ago at another company, the group still keeps in touch.
“I never worked harder than I did in that particular position, because
[ really didn’t want to let her down,” says Julie. “There was such a
bond with the unselfish time she devoted to us. Even though we were
stressed out, strapped for time, all the stuff we are even today, it was
important for her to get to know the individual and to really let us
know how much she cared about us as individuals. She was really a
breath of fresh air to work for.”

[ have invited my staff to our home, and it was rewarding and fruit-
tul in building relationships with the people I worked with. Certainly
Julie’s manager wanted to share her love of cooking, but even if you
have the event catered or do a simple cookout, the results will be much
the same. Both cooking and opening your home make a different dy-
namic from dinner in a restaurant’s private room.

The climate is fundamental because, as Dr. Herb True said on an
audiotape I heard years ago (Are You an Amateur or Professional in
Selling?), how people feel determines their behavior more than what
they know. We can teach people everything they need to know, but
if they don’t feel good about their situation, about their work envi-
ronment, about the people they’re working with, about the things
they’re trying to accomplish, or about all of the above, the likelihood
they will be successful drops precipitously.
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Relationships

The manager is responsible for a positive relationship with the em-
ployee and the employee’s positive relationship with the company. If
[ am running a company, I want to know that my managers have good
relationships with their employees rooted in meaningful dialogue.

Meaningful dialogue, you recall, is speaking the truth; it is talking
about what is real, important, and factual. You can truly work with
people and help them be more productive only when you have mean-
ingful dialogue and they understand you want to help them succeed.
In a perfect world, they would want to tell you their issues and real
challenges and have more than a surface association.

Because meaningful dialogue comes only with strong, positive re-
lationships, it 1s another reason why the ability to build relationships
is so important for managers. How often have you seen managers crash
and burn because they had poor relationships and, therefore, no mean-
ingful dialogue with key people?

David Snow gives an example of how important a good relation-
ship can be with an associate: “I had a guy in finance who was work-
ing with me. I was traveling overseas and was in a hotel asleep when
he called me. He said, ‘I see there’s a deadline for some information
here and I noticed you are accountable for providing it and we’re right
up on the deadline. I don’t know if you got it in, but I wanted to
make sure you got it done.” I could have hugged him. The call saved
me an enormous headache, because we were able to talk through the
data. He helped me make sure I had the right information and we
met the deadline.”

If you don’t have good relationships with your people, says David,
“you can’t get where you want to go.” A manager needs good rela-
tionships “if you want to take people to a higher level and to move be-
yond a baseline attitude.”

He says having an open door policy and managing by walking
around has worked well for him, adding, “I really don’t want to get
voicemail messages. I get a lot of e-mail messages, and while that is
good and bad, that is not the way I want to manage. I want to man-
age by looking people in the eye and getting the context for what
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they’re feeling and for the challenges they’re facing, and to interact
with them. So, I frequently get up and go to them.”

David does hold brief, routine meetings in his office, but more
often he is out of his office to see what is going on. “I think I get
more out of that, and we get a lot more accomplished that way because
we knock down questions and challenges and just move on. We don’t
have to have formal meetings to make a decision.”

He holds everybody to a professional standard. He expects his peo-
ple to carry themselves in a professional manner and to do the right
thing. “By doing so, I think people respond. If they make a decision that
might not have been the decision I would have made, and they come
and talk to me about it, we look at it and discuss it. There are a lot of
different ways to skin the horse. I don’t go in saying my idea is the only
one that will get you where you want to go. I hold people accountable
for good decision-making. If a bad outcome results from a bad deci-
sion—that’s a problem. But if a bad outcome results from a reasonable
decision, then that’s business, and it could happen to anyone.”

At the risk of being redundant, let me say once again: Business re-
lationships are not the same as friendships. This is particularly true for
a manager who may have to dismiss an associate. I once asked the ex-
ceptionally successful CEO of a $2 billion corporation what elements
of his job were the most stressful. He said that nothing matched hav-
ing to let go someone with whom he had worked for years, but who,
through alcohol, dishonesty, or some other serious failing, was no
longer an effective executive. “You’ve been to their home, you know
their children, but you can’t let your compassionate feelings for the in-
dividual jeopardize the organization.”

In a perfect world, your good relationship would have helped turn
the situation around before it became a threat to the organization or
the individual’s career. This is not a perfect world, however, and the
effective manager walks a line between callous disregard for human
weakness (“Drunk at the Christmas party? Fired!”) and misguided
pity (“You wrecked the seventh company car? You poor thing!”).

Building strong, positive relationships with employees where mean-
ingful dialogue is the rule and not the exception greatly improves the
likelihood you will perform exceptionally as a leader. Among the worst
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managers are those who surround themselves with toadies and syco-
phants. You cannot have a strong relationship with someone you do
not respect, and someone you respect and who respects you will, on oc-
casion, tell you you’re wrong.

Use what you learn here to build a successful work environment in
which meaningful dialogue thrives.

Coaching

The manager must be able to coach, to teach staff how to be more ef-
fective. Essentially, the manager’s job is to work with the employee to
figure out the next best thing to do to be more effective. In many
cases, that may be relationship-building.

In other cases, it may be finding a mentor. Both Lance Perkins at
General Electric Medical Systems and Ewell Hopkins offer the same
advice, “Get a sales mentor.” Says Ewell, “Have somebody who you
can bounce ideas off of—it is the best thing in the world. Find out what
works in your industry and what people have done and what is going
on. It makes a difference. Don’t try to do it alone.”

Lance feels he was successful in pharmaceutical sales because of his
mentor. A representative sharing the same territory, selling different
products, had a brain abscess and seizures and could not drive. “It was
a perfect fit, because I had a chance to drive him around for three
months. This guy had been in pharmaceutical sales for twenty-five
years, and one of the things he taught me, in just watching how he
dealt with physicians, was you have to sell doctors the way they want
to be sold. You can’t just have one-size-fits-all.”

Keep in mind, however, that coaching is rarely effective if the rela-
tionship isn’t strong. For coaching to work, the coach must be good at
coaching, but the coached must also have a keen desire to listen, to
learn, and to do what is suggested. Coaching doesn’t work unless it’s a
two-way street. The manager should be good at coaching, but people
have to want to learn.

If the relationship isn’t strong, it makes coaching much more dif-
ficult. If the relationship is strong, it is more likely people will
want to learn. When athletes, students, or employees trust, admire,
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and respect their coaches, they want to listen when the coaches coun-
sel them.

The best coaching builds on people’s strengths. As Phil Jackson once
said, “You don’t build people up by tearing them down.” The best
coaches know the strengths of their charges and build on them.

Effectiveness

The manager is responsible for the representative’s effectiveness. Sales
effectiveness is the function of two things: the ability to build mean-
ingful, positive business relationships and the ability to make compelling
sales calls that provoke thought and engender meaningful dialogue with
customers and prospects.

The leader is responsible for accountability. The problem with
relationship-building in the past has been its subjectivity. Formerly,
a manager might encourage salespeople to build relationships with
key customers, but had no objective way to determine whether they
were making progress or not.

Using the process this book describes—and the fact that it is a
process—a manager is able to hold people more accountable. Granted,
where someone stands on the Relationship Pyramid (or says he or she
stands with his key customers) is still not perfectly objective, but it is
a beginning step in the relationship-building process. The process will
still open the eyes of those representatives who in the past may not
honestly have had the best rapport with their customers.

Lance Perkins notes that consultants, academics, and business books all
say that business success rests on customers. No customers, no business.
The problem, he also notes, is that it is too easy to lose focus, to forget
what you’re there to do—to teach the value of your product and services
while understanding the way the customer wants to be sold. Too many
sales representatives do not understand how to bend and flex and adapt
their style to the hodgepodge of all the different customer styles.

A manager who has trained his or her staff in this relationship-
building process has the right not only to ask, but also to expect peo-
ple to get the answers to at least the 20 questions. The manager has a
right to expect that once the salespeople obtain the answers to those
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20 questions with their key customers, they will do things that are
unexpected, inexpensive, and thoughtful. The manager can also act
as a clearinghouse for ideas so that the less inspired members of the
team can be helped by the more inspired to come up with unexpected,
inexpensive, and thoughtful acts.

Recognition

Recognition is both formal and informal; it is for the individual and for
the team. Many books have been written on recognition, so I am not
going to spend space on it here.! If you have a strong relationship with
the person you want to recognize, you should know how he or she
wants to be recognized. Some people don’t want any sort of formal
display; others crave formal attention. You don’t buy a bottle of wine
tfor somebody who doesn’t drink or take somebody who doesn’t eat
Indian food to an Indian restaurant. The key question for you as a
leader is: Are you providing enough recognition and the right kind of
recognition for your key employees? Many times a simple congratula-
tions or thank-you card does wonders for morale.

I should also note that these six drivers for success are intertwined.
Each depends on the other five; none is independent. Fortunately, if
you are able to attract and retain people with the right skills who are
able to build relationships, they tend to create an enjoyable working
environment, engender a sense of unity and community, encourage
continuous learning, and coach and reward. Each element supports and
promotes the others.

Nevertheless, some managers feel all this is not hardheaded enough;
they look at the Army (or the Marines) for their management model.
Few military officers worry about creating a climate of fun. They be-
lieve in command and control.

PROBLEMS WITH COMMAND
AND CONTROL

Many executives still feel the only way to manage is with many rules
and reports. They say, “You can’t manage what you can’t measure,”
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which is true, but then they often measure the wrong things—the
number of calls per day, the timeliness of call reports, or customer sat-
isfaction scores—surrogates for what the company really wants.

Operationally excellent and fundamentally sound companies do
much better in any economy than companies that are not operationally
excellent. What makes companies different is the people they employ.
The truth is organizations don’t perform; people do. Therefore, an or-
ganization’s ability to manage the right activity is absolutely key. It does
not make sense to demand reports for the sake of the report. This is the
“rearranging deck chairs on the Titanic” syndrome.

[ know that many companies are activity oriented, not achievement
oriented. But ultimately, if you are managing a sales territory, your
success 1s far less a function of the instructions you take from head-
quarters than the actions you take in the field every single day. If the
instructions you receive conflict with the actions you know are nec-
essary to be successful—to build relationships, to make sales—I sug-
gest you focus on what it takes to be successful. In this situation,
perhaps you should develop the relationship with your superior so it
is possible to have a meaningful dialogue about what needs to be done
or what changes should occur. This could well be the first relationship
on which you focus.

Managements install rules and procedures and reporting systems
because they believe there is a direct relationship or link between ac-
tivity and achievement. They believe that if salespeople make 10 . . . or
15...0r 20 ... or some arbitrary number of calls a day, every day,
the activity will result in more sales. They even have consultants with
computer models built by very smart people (who probably never made
a sales call) to tell them exactly how many calls it will take for success.

Ultimately, however, the salesperson who breaks sales records while
averaging, for example, five calls—but the right five calls—a day will
be rewarded handsomely; the salesperson who makes the prescribed
number of calls but never sells much probably has a bleak future.
Sooner or later the activities will become less important than the ac-
complishment. For the individual salesperson or manager, the accom-
plishment is always more important than the activity. And if it isn’t for
management, it certainly is for the shareholders.
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Salespeople who manage to meet with prospects or customers must
decide the next thing to do to move those people closer to buying.
That is the fundamental decision. The situation should always be a
combination of what the salespeople do to build the relationship, what
they do to understand what that customer desires, and trying to de-
termine how a product or service can meet the need. Salespeople
should not focus on the relationship exclusively; nor should they focus
on only the product or service.

In my experience, the salespeople who can give attention to both
the relationship and the business need are the most successtul. The
point is to create productive professional relationships. Many times,
these can become personal relationships, although very few will be-
come lasting deep personal friendships. Nonetheless, productive pro-
fessional relationships are enjoyable, and they make your life more fun
and your career more productive.

The salesperson’s goal, always, is to help clients understand that
the organization’s product or service is worthwhile. (If it truly is
not, they should not be trying to build a relationship—at least
not with these prospects.) It is much easier to convey that worth
when there is a good relationship. Remember that where trust and
rapport are strong, selling pressure will seem weak. When buyers be-
lieve sellers truly have their best interests at heart, they listen with an
open mind.

Organizations spend a great deal of time and money trying to mo-
tivate employees. But I believe that all motivation is self-motivation.
What organizations and leaders need to do is create the climate in
which people want to motivate themselves.

JOB SATISFACTION AND
DISSATISFACTION

If you're a manager, building relationships with and among your as-
sociates 1s related to Frederick Herzberg’s work on job satistaction. I
would argue that workers who have many strong, positive relationships
with customers and colleagues are more satisfied with their jobs than
those who have few positive relationships.
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More than 40 years ago, Herzberg developed his two-factor the-
ory of motivation.? He asked 200 accountants and engineers to recall
times when they had been satisfied and motivated and times when
they were dissatistied and unmotivated. He found that different kinds
of factors were associated with satisfaction and with dissatisfaction. A
person, for example, might cite “low pay” as a cause for dissatisfac-
tion, but would not necessarily cite “high pay” as a cause for satis-
faction. Indeed, these interviewees mentioned different factors such
as recognition and accomplishment as a cause for satisfaction and mo-
tivation. In fact, contrary to what common sense might suggest, most
studies have found that recognition is more powerful than money in
encouraging job satisfaction.

The traditional view of job satisfaction had held that satisfaction
and dissatisfaction were at opposite ends of a continuum. An employee
might be satisfied, dissatisfied, or somewhere in between. Herzberg’s
interviews identified two different dimensions, one ranging from sat-
isfaction to no satisfaction, the other ranging from dissatisfaction to no
dissatisfaction, which is not the same as satisfaction.

Factors associated with the satisfaction dimension—the so-called
motivation factors—include achievement, recognition, the work it-
self, responsibility, and advancement and growth. These are all related
to the work content.

Factors associated with the dissatisfaction dimension—the so-called
hygiene factors—include supervisors, working conditions, interper-
sonal relations, pay and security, and company policies and adminis-
tration. These are all related to the work environment.

Herzberg’s work suggests that a manager who uses only one dimen-
sion or the other—for example, only good working conditions and
above-average pay—to encourage employees to do their best probably
will not be successful. To encourage employees (reduce turnover and
absenteeism, improve customer satisfaction, and all the other good
things that come with enthusiastic employees) and produce a high level
of satisfaction, managers must also offer responsibility and the oppor-
tunity to advance.

Once you decide it is important for your people to build relation-
ships, you have to make sure they have the right targets and hold them
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accountable for those targets. You must regularly inspect the activities
and the information gathering and recognize and reward those who
are doing a good job. If you do those things, you will dramatically in-
crease the likelihood you will be successful.

It would not hurt if you targeted your own key business contacts
with whom to build relationships. Ideally, every level of manage-
ment would have some of its own internal as well as external cus-
tomers to target. I[f [ were the president of Dial, my target would be
somebody at Wal-Mart. If I were the president of a pharmaceutical
company, it might be the most influential cardiologist in the coun-
try or the Mayo Clinic. If I were the president of Philips Lighting,
it might be Home Depot. If I were the head of marketing, it would
be the head of sales. Ideally, organizations would think about rela-
tionships and hold people accountable for relationship development
at different levels.

PROBLEMS WITH SALES TRAINING

Why doesn’t most sales training work as well as we hoped it would
when we delivered it?

Because most companies never clearly define what selling is to their
salespeople, and, therefore, the training addresses peripheral or irrele-
vant issues. Because the training often does not connect with the real
and immediate concerns of the salespeople, they tend to regard it
lightly. Salespeople tend to apply very little of what they hear—only
those things that seem most immediately relevant to their situation.

Organizations do not usually build in the accountability necessary
to ensure that the sales training takes effect. Accountability is first a
function of inspecting. Effective managers let their people know that
they will be paying attention to something (whatever the “something”
may be) and provide recognition and reward to those who respond. It
does not have to be part of performance appraisal or salary evaluation,
though if you can do so, much the better.

When I listen to some of the things people say they learn in my
seminars—such as, “I am going to listen better” or “I am going to
ask better probing questions”—it sounds positive, but none of that
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is actionable. How does a manager hold people accountable for “lis-
tening better” or “probing questions”?

Unfortunately, for sales trainers, 96 percent of everything people
learn is forgotten in 30 days. Studies have found that people forget
about 30 percent of what they learn within the first hour. By the end
of two weeks, they’ve forgotten 74 percent. Salespeople (and others)
simply don’t remember much of what they hear in training.

When managers give sales representatives (or others) very specific
questions or information they should obtain about prospects and cus-
tomers, they can hold them accountable for the acquisition of that in-
formation. When managers give representatives specific ideas of what
they can do with the information—ideas for unexpected, inexpensive,
and unselfish acts—they can hold people accountable for performing
those acts.

I do not believe managers can do it with large numbers of people;
there are not enough hours in the day. If managers are going to inspect,
they have to inspect a reasonable number of people; exactly how many
will vary by the organization and manager’s personality. Hold repre-
sentatives responsible for five key customers, not 25.

In addition to the lack of accountability, salespeople by and large
have a negative view of what they do for a living. I've heard Ron
Willingham say in his training sessions dozens of times that if you play
word association games with salespeople, more than 90 percent of the
responses will be negative when you say “sales.” Even salespeople have
disapproving attitudes toward other salespeople.

So even among many people who sell for a living, “sales” can carry
a negative connotation. Salespeople often wind up with a cognitive
dissonance—they are asked to do something they are against doing at
their very core. They do it because they want to feed their families.

To overcome this disconnect, we ask them to put pressure on cus-
tomers or prospects, we give orders, we teach negotiating skills to over-
come sales resistance, we explain how to cope with price resistance, and
we teach closing techniques. We try to put across all these hard things.
But most people are not hard; most are soft. Many salespeople do these
things as directed by their organizations, but they feel uncomfortable
doing them.
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SELLING IS LEARNING
AND TEACHING

Managers can overcome the cognitive dissonance by teaching people
a different definition of selling. Selling is two things: learning and
teaching.

Selling 1s learning what people want and helping them get it. As
I’ve said before, people often don’t know what they want because they
have no concept of what is available. It is the job of the account exec-
utive and the salesperson to know enough about the customers’ and the
competitors’ businesses to be able to ask the right questions, to uncover
what people are truly looking for.

(Again, I use salesperson for convenience. The principle is the same
for anyone who wants to persuade a colleague or a client to follow a
course of action.)

When you ask questions as part of a meaningful dialogue, it is a
lot easier to discover what someone needs or wants, which is one
reason that building strong relationships is important. You should
spend time thinking about what questions you need answered to
learn whether your product or service fits that prospect. If you ask
the right questions, for the right reasons, prospects will decide them-
selves whether they are prospects or not and the salespeople will not
have forced the issue.

Selling is also teaching. In every successful sale, some education
takes place. Customers learn something they did not know before,
and that knowledge causes them to want to buy. But if selling is
teaching, it means salespeople must be teachers. And what makes a
good teacher?

Think back to the teachers who were most effective in your life. If
they were like mine, they were not the ones who lectured the entire
time. Few people—high school and college students, spouses and chil-
dren, customers and colleagues—enjoy being lectured to. They may
need the information, but they don’t want to learn it in a lecture, which
is the way representatives generally perform during a sales call.

The most effective teachers were the ones who encouraged mean-
ingful dialogue. They got you involved, forced you to do one thing
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that rarely happens in sales calls today: to think. Salespeople cannot
change behavior if they do not get prospects to think.

Two points: Since people often don’t know what they want, sales-
people have to help them see what they want; and if people want what
the company does not have, salespeople have no right to sell them what
they do have.

When most sales representatives hear that—if someone wants what
we do not have, we have no right to sell them what we do have—the
game changes dramatically. Salespeople feel an incredible freedom to
be customer-focused, to help customers solve their problems, and to
be focused no longer on what the company is trying to push.

That realization may encourage bright people to work only for
companies that have a reasonable value premise, which is probably not
a bad thing. But if your sales representatives understand this concept
and can practice it, it is incredibly liberating because they stop caring
about the sale. As I said earlier, the less you care about the sale, the
more you sell. Caring about trying to find out what is right for the
customer is what works.

Zig Ziglar says in his book See You at the Top that selling is trans-
ference of feeling.”> People cannot transfer feelings they don’t have. If
managers try to get salespeople to transfer a feeling they don’t have,
they are not going to be very effective at it. At some subconscious
level, customers will sense the sales representative’s manipulation.
When sales representatives do not feel good about asking customers to
do (or not do) something, they communicate that feeling.

Last, selling is about making sure that people understand what it is
you are trying to get them to do.

WHAT MANAGERS SHOULD
BE DOING

Sales managers should be helping their salespeople identify the key
prospects, customers, and clients the organization should target. There
should be some organizational imperative/mandate/guidelines/direc-
tion about the kinds of customers with whom the firm wants to have
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relationships. This should be limited because there is only so much
time and only so much inspecting any manager can do.

At the same time, I believe that if a manager can focus his or her
staft on building strong business relationships with a small number of
people, the staft will begin to build relationships naturally in every-
thing that they do. The spillover effect will be huge.

Typically, regional managers have a number of district managers
reporting to them, who in turn have a number of sales representatives
in the field. Regional managers should identify the critical customers
in their region, regardless of the district, and they must ensure that
the company maintains excellent relationships. District managers
should have their own lists. Who are the key customers in the district?
In addition, the sales representatives should have their lists.

Everybody in the chain needs to think about the key contacts with
whom they need to develop relationships. If a representative leaves (it
can happen) and the district manager has not developed a relationship
with one or more key customers, the manager may be in jeopardy. If
a district manager leaves and the regional manager has not developed
relationships with key customers, the regional manager faces a crisis.
What information about the key customers and what they treasure
can we share with the new representative?

A COACHING PROCESS FOR
RELATIONSHIP DEVELOPMENT

The fundamental objective of all coaching is to help another succeed. I
believe that every sales call should be planned carefully with the goal of
moving the customer closer to buying the company’s product or service.
This requires that sales representatives always be seeking the next best
thing to do. The representative’s call plan should answer one question:
“What 1s the next best thing to do to advance the customer toward the
sale?” The answer to that question should also make call planning sim-
ple (especially if the representative has kept good sales call records).

The coach needs to help the sales representatives determine the next
best thing to do, which is central to relationship development of tar-
geted customers. This coaching process has four steps:
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. What is the situation?

2. What do you think must be done to make the sale or move the

3.
4.

customer forward?
What can you suggest to do next?

What do we agree you will do next?

Here are some suggested approaches to flesh out this coaching
process.

What Is the Situation?

Before making any suggestions about what the sales representative

should do next, the manager should obtain as much information as
possible about the situation. The following questions should get you
the information you need:

Where would you say [this targeted prospect or customer] sees you
on the Relationship Pyramid right now, and why do you say that?

Talk to me about the relationship development process as it relates
to this targeted prospect. What do you think of [the
prospect]|?

What do you think the prospect thinks about you?

Will your current mind-set about [the prospect] get you
the relationship we need? If not, how do you suggest we deal
with this?

‘What specific questions from the 20 in Chapter 3 have you asked?
Tell me everything you know that is important to and absolute
true for this prospect—especially what the person has told you.

Based on what you have learned about [the prospect],
what specific actions (unexpected, inexpensive, and thoughtful)
have you taken that demonstrate you care, that you are unselfish,
and that you are genuinely interested in them?

What other relationships do you have that might help you
with [the prospect]?
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What Does the Representative Think
Should Be Done?

Once you have a grasp of all that the representative knows and has
done to date to build the relationship, the next step is to ask the rep-
resentative for his or her ideas for the next best thing to do. Good
questions to ask include:

* Based on all you have learned so far, what question or questions

from the list of 20 should you ask the next time you see
[the prospect]?

* Based on what you know right now, what actions (unexpected,
inexpensive, and thoughtful) could you take that would demon-
strate your care/concern about what’s important to [the
prospect]|?

* What thoughts do you have about what I, or someone else here
at the company, might do to assist your efforts to build a mean-
ingtul relationship with [the prospect]|?

What Can You Suggest?

As a manager and experienced industry veteran, it is likely you will
have ideas about the next best thing to do. Think about several things
as you are contemplating what you would suggest to do next:

* Who do you know who might be able to assist in this process of
relationship development?

* What other areas of common interest should the representative
be exploring with the targeted customer?

* Think about other representatives in similar situations and brain-
storm some next steps.

Never forget that what must be uncovered and acted on is what is

important to the targeted customer. Think through additional ways to
learn what is important and half the battle is won.
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A COACHING PROCESS

You and the Representative

Agree Should Be Done?

At this point, the coaching process should move from fact-finding and
idea-generation to accountability. Get representatives to agree on the
specific actions they will take over the next two or three months to

build the relationships that are crucial to their success.

Figure 10.1

What is Relationship-Building Competency?

—_

10.

R elationship-building competency establishes and maintains
effective relationships with customers and colleagues and gains
their trust and respect.

When Does Someone Have It?

. Develops relationships with key customers through deep

knowledge of the customer’s business and organization and
provides breakthrough insights that customers value.

. Demonstrates a caring, sensitive, and sincere nature to get

closer to customers.

Routinely seeks to learn from customers what they
“treasure” professionally and personally.

. Uses knowledge of what customers treasure to plan

relationship-building conversation in addition to presenting
products and their potential benefits.

. Uses knowledge of what customers treasure to do

inexpensive, unexpected, and thoughtful actions.

. Employs relationships to gain routine access and make sales

calls characterized by meaningtul dialogue.

. Leverages the excellent relationships they have to make

connections and gain access to other important but
difficult-to-reach customers.

. Consistently demonstrates the ability to understand the

customer’s perspective and not appear biased in the
customer’s eyes through actions, language, and probing.

. Demonstrates a balance between the caring dimension

necessary for building relationships and the assertive
dimension necessary to create results.

Demonstrates a long-term view of relationships and their

importance and not a short-term view of relationships as a
means to quick sales results.
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Specific action plans should be ongoing with the representatives’
entire targeted list, and your bi-weekly conversation should simply be
updates of the agreed-to plans.

Figure 10.1 on page 227 suggests the competency toward which
salespeople (and others) should be working with ten behavioral ex-
amples that define the competency.

BUILD RELATIONSHIPS ROUTINELY,
CONSCIOUSLY, DELIBERATELY

I truly believe that if managers incorporate relationship-building into
the fabric of their organizations, their people will be more ef-
tective and happier in their jobs. As I said at the beginning of this
book, virtually everyone knows how to build strong relation-
ships; they just don’t know how to do it routinely, consciously, and
deliberately.

Because most people have built relationships, the process is less alien
to them than many traditional sales techniques—the trial close, for
example. When your associates see the value of improving their rela-
tionships with key prospects, customers, clients, and colleagues, they
will, I suspect, embrace the process.

Management is still responsible for finding talented employees,
creating a conducive climate, building its own winning relationships,
coaching the staff, promoting effectiveness, and providing recogni-
tion and reward. Note that these imperatives apply to virtually any
organization, not only sales. They are as important for a nonprofit
as for a retail store, as important for a manufacturer as for a research
laboratory.

[ also believe that organizations should clearly understand what sell-
ing is—learning and teaching—and with that understanding improve
their sales training. With continuous reinforcement and accountabil-
ity by management, an organization can absorb relationship-building
into the fabric of the business.

I know that what I’ve described in this book is easier to say than to
do. But I also know that readers who fill out the forms in the book,
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who deliberately and routinely ask the 20 questions, and who act on
the answers build many strong, positive business relationships. Per-
haps you will not build them with every single customer or colleague,
but you will build them with enough people that your life—business
and personal—will be richer, more rewarding, and a lot more fun.

[ wish you every success.
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