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BUSINESS LEADERS AND THE PRESS PRAISE STRATEGIC SELLING

“Even more timely and effective today than when The Dow Chemical Company first adopted it in 1986.”

—Gary Hardy, global leader of sales education and development, The Dow Chemical Company

“The idea of playing Win-Win has helped us considerably in the sales process and also in our interoffice dealings with one another. No other principle has impacted us as much.”

—Joe Dejohn, vice president, direct sales division, Atlet, Inc.

“At Harris Corporation we have trained over 500 sales and marketing people worldwide on the original Strategic Selling concepts. Our old copies are worn out. The new and updated book is warmly welcomed. The old one helped us win many multimillion-dollar orders, and I’m sure this new one will win even more.”

—Carleton L. Smith, vice president, Asia sales and marketing, Harris Corporation

“A practical guide offering new insight into the way salesmen can successfully promote big-ticket items to large organizations.”

—Financial Post

“A method that sales professionals can use effectively. The authors clearly and engagingly describe numerous ‘workshops’ in which readers can apply their own sales experiences. Professionally yet clearly presented.”

—ALA Booklist

“We quickly went from just a few thousand a month in sales to over $100,000 a month. Strategic Selling gave us confidence in what we were doing. We pegged some accounts as low probability, and even on those we were able to penetrate deeper and put our action plans into effect. We’ve been able to get a portion of every account out there.”

—John Witkowski, director, Southeast business unit, Amersham Healthcare

“The year after implementing Strategic Selling was our best sales year ever. This is the second full year we’ve been using the Miller Heiman processes, and we’re going to come very close to doubling that.”

—Roger Ballmer, manager, district marketing, Owen Healthcare, Inc.

“The largest sale ever done at my previous position used Strategic Selling to win an extremely difficult and complex sale. The sale was over $5 million year one and it continues to gross over $2 million a year for the past three years. We couldn’t have won it without the discipline and hard work of the team and certainly not without the Miller Heiman course.”

—Andrew Lee, vice president, sales and marketing, Microvision, Inc.

“The best books I have read on selling.”

—Scott DeGormo, Success magazine, on Strategic Selling and Conceptual Selling

“Efficient, professional … the finest high-level training program I have seen … a mini-MBA in how to sell national accounts.”

—Henry J. Cockerill, former senior vice president, U.S.A. Fountain Sales, Coca-Cola Company

“Thousands of HP sales engineers worldwide have been trained in Strategic Selling, and its influences can be directly seen in the results they have attained … Its usefulness has spanned product disciplines and national boundaries.”

—John A. Young, former president and chief executive officer, Hewlett-Packard Company

“A totally professional planning process. If Willy Loman had taken the Miller Heiman program, he’d have been salesman of the year.”

—Walter H. Drew, former senior vice president and general sales manager, Consumer Products Division, Kimberly-Clark Corporation


PREFACE

Every year I meet or hear from dozens of graduates of Strategic Selling, Conceptual Selling, and other Miller Heiman programs. I also meet a lot of these people face-to-face at places where I am speaking, giving a seminar, or on sales calls. Virtually all of them say the same thing to me. Invariably it is some version of, “Bob, thank you so much for all the money you have made me over the years! The greatest thing about Strategic Selling, and Conceptual Selling and LAMP is that they work!” Now I am as susceptible as the next guy to flattery like this, and indeed it is very gratifying to hear this over and over again from so many alumni. But I always respond in the same way, “We appreciate the great feedback, but you are the one who had the discipline to apply it.” And therein lies the key. Countless seminars are filled with ideas, some good and sound, and many worthless nonsense. But no idea or concept is worth anything unless it can be applied to situational reality. This has always been a planned hallmark of Miller Heiman, Inc. programs. We can provide the knowledge and show our participants how to do something, but the individual must deliver the discipline.

Nor has it been just money that gives credit to Strategic Selling. Consider the stories of just a few of our alumni, of whom we are very proud:

• Mike Jackson, western region senior vice president and general manager for General Motors, was the Coca-Cola account manager for Jack in the Box when he first was exposed to Strategic Selling in 1981.

• Rick Justice, executive vice president of worldwide operations at Cisco was a twenty-two-year-old sales representative for Hewlett-Packard when he took Strategic Selling. He used the process on everyone of his deals that year, became Sales Representative of the Year, and the rest is history.

• Mike Cronk was a young district sales manager at Saga Food Service (now part of Marriott Sodhexo) when he ran Strategic Selling for his district team. (Incidentally, it was the first seminar we ran for a Fortune 500 company.) He just retired from being president of Aramark International.

• Reed Hilliard recently retired from a general manager’s position at Agilent Technologies. He was also a young newly appointed district sales manager at Hewlett-Packard when he introduced Strategic Selling to his team in 1976.

These are but a handful of people who thank Strategic Selling for helping their success over their careers. There are hundreds more.

Next year will be the thirtieth anniversary of the first Strategic Selling seminar. Of course, it wasn’t called that thirty years ago, and the exercises were sort of a “work-in-progress,” but you would recognize the same key principles: Win-Win, Four Buying Influences, Four Modes, Win-Results, Red Flags, Ideal Customer. These have all been concepts that distinguished Strategic Selling from the very beginning.

Many alumni comment that the principles in our programs have stood the test of time. “Everything you teach in each program is as valid today as it was in 1975, but more so. Why is that?” The fact that this is true is no accident. The reason they have stood the test of time is each of the key ideas taught in all Miller Heiman programs, and in all of our books, relate a fundamental principle of the selling process. Note the two words emphasized in the previous phrase, principle and process. That is the secret to what makes Miller Heiman programs so practical and useful. And that was done by design. We have always focused on teaching our participants the underlying principle instead of just the technique. If you learn only the technique without understanding why it works, you will soon forget it. If you understand the principle, you understand what its place is in the selling process and you will get more sales and better sales. For example, one technique taught in Strategic Selling is “Make sure you identify and cover the bases with the Economic Buyer.” The principle underlying this is “There is one place and only one place wherein resides the final approval for each sale.” In understanding that principle you now know why it is so important to identify and cover that Economic Buyer base.

Similarly, we focus on giving people principles that are part of a selling process. Selling used to be looked upon as a haphazard, trial-and-error, fits-and-starts, luck-related type of venture. One of the key contributions Strategic Selling has made is to prove to salespersons and their managers that, while selling is not a science, we can go about selling in a systematic way because there are repeatable processes involved in both buying and selling. It does not rest upon fickle luck. A process is simply a systematic set of actions we take to achieve desired results. Having repeatable processes is what takes the trial and error and guesswork out of life. Doctors have a very defined and systematic diagnostic procedure to determine the cause of illness. IT programmers have a systematic step-by-step method for developing software. The beauty of understanding and improving processes is that many, if not most, are universal, thus not dependent upon the specific knowledge and content of a particular situation.

Over the past thirty years I have been involved in coaching people in literally thousands of sales deals. I have helped Sikorsky Aircraft sell helicopters to the Thai government; I have coached Hewlett-Packard to sell huge complex computer systems; I have helped Coca-Cola national accounts sell marketing programs to Burger King; I have been involved in Cymer’s sales of its excimer lasers to Nikon and Canon and in Kimberley-Clark’s paper goods promotions to Kroger; and so on. Am I an expert in helicopter technology? In computer systems? In consumer beverages? In consumer paper goods? Or in excimer lasers? Absolutely not! I only have a layman’s knowledge of each of these areas. I do have a systematic repeatable proven sales process in Conceptual Selling, Strategic Selling, LAMP, and our other process-based MHI programs. This process is applicable to all complex sales situations, so I focus upon the process since I am not knowledgeable in all these industries. Another thing about understanding processes is that they are slow to become outdated if they are effective processes. For example, the process for building a house is basically thousands of years old. Even though the technologies have changed, the first step is still to dig and lay a foundation, followed by framing of the outside walls and interior support structure, followed by the gables and the roof, and so on. Ditto for the making of wine, thousands of years old.

The third element is practice. Thirty years ago, the case study was the primary learning tool for business and industry. I always felt that the weakness in this approach when used in seminars was the transition from the case study to application in real life. So workshops to practice the principles and processes we espoused were built into all of our seminars from the very beginning. It is a methodology that has been much copied, but never matched in its effectiveness—learn the principle to understand why something works, learn the process step to understand how to do it, and finally take a real-life situation upon which to plan and practice how to implement this to reality.

Finally, now that I have talked about why it works, I want to talk about how it works. When talking to prospective clients, I practice what I preach with this Win-Win concept. I absolutely know that I ‘win’ when my customers get more and better sales by using our programs. I get satisfied customers, repeat business, and referrals. However, I also let them know, that we cannot deliver the results alone. I can provide and teach the processes and the principles to their salespeople and managers, and even provide the practice. But they have to provide the discipline that makes it work and gets the results. I urge client managers to take a disciplined approach, which says, “This is the way we sell in this company, and the expectation is that we will all do it this way. We will make deals that are Win-Win for our customers and ourselves. We do not play Win-Lose. We have a plan before going on a sales call. We seek out coaching, and don’t close a deal until we have identified and covered bases with all buying influences. We ask questions, probing to understand the real issues; we talk no more than 20 percent of the time and listen 80 percent of the time. We try to find out what we don’t know. We look for Basic Issues. We do all of this because we know that, if we do, we will have more sales and better sales and long-term customer relationships.” Corporate mandate, with the expectation that the rigor used day in and day out, is what engrains the process into corporate culture. This is the discipline of successful selling organizations!

We know our processes and principles work. They have been proven in a crucible of reality for thirty years. You, our readers and clients, need to be prepared to provide the discipline to have your people use those principles and processes. It is our job to show you how, but we cannot do it for you. It is actually surprisingly simple: processes, principles, and discipline. We promise no magic. There are no silver bullets to selling success. We both need each other.

ROBERT B. MILLER
San Diego, California
September 2004


FOREWORD

Marriott International, Inc., has been fortunate to grow substantially over the years, to the point where today it operates in fifty countries around the world and employs over 200,000 people. Yet we remain in significant ways a family organization, still committed to the values that were honored by my parents seventy years ago when they started in business with a tiny root beer stand.

Among those values was a belief in the importance of relationships, both within and outside the company. Since 1927, we have said that if you commit yourself to taking care of your own people, you can be fairly confident that they will take care of your customers. In a service business like ours, that is essential to success. Marriott’s global reputation for quality and value is the direct result of our honoring this principle. That same principle is the heart of The Mew Strategic Selling.

Throughout our history, we have found that our most productive business alliances have been forged with companies that share this orientation. One of the strongest of these has been with Miller Heiman, Inc., whose commitment to “Win-Win” relationships parallels our own. We have worked together since 1986, when our company introduced its first sales associates to Miller Heiman’s Strategic Selling process. Since then, nearly a thousand Marriott people have been introduced to this process.

There is a practical reason for this. In the past decade, we have expanded dramatically, in both our lodging and our contract services group, so that today we can offer our customers a wide variety of choices. In managing the complexity that naturally accompanies such expansion, Miller Heiman has been an invaluable ally. Strategic Selling in particular has made important contributions to our position with business clients. In addition, Miller Heiman’s systematic approach to managing change has helped to enhance our sales associates’ flexibility as they keep pace with the rapid changes in our industry.

Aside from the practical benefits that Strategic Selling has brought us, I believe that our association with Miller Heiman is strong because of the natural fit between our companies. As we continue to expand toward our goal of operating 2,000 lodging properties by the year 2000, we remain committed to the “human side” of business. Miller Heiman understands and supports that commitment, and it’s once again evident in The New Strategic Selling.

— J. W. Marriott, JR.
Chairman and CEO,
Marriott International, Inc.


IF IT AIN’T BROKE: THE “WHY” BEHIND THE NEW STRATEGIC SELLING

Strategic Selling was first published in 1985. At that time, even though the process on which the book was based had been in place for only about eight years, it had already begun to reap significant benefits both for our company, Miller Heiman, Inc., and for the clients who attended our Strategic Selling workshops and programs. In 1985, many of corporate America’s most successful selling organizations had already begun to see us as the “process experts,” and we had earned the trust of such innovative market leaders as Hewlett-Packard, Marriott, General Electric, Hallmark, and Coca-Cola.

As we explained in the introduction to the original edition, we attributed much of our success with these and other forward-looking companies to our impassioned support of a non-manipulative selling philosophy that was the driving force of the Strategic Selling approach. That philosophy was based on the premise that getting an individual order is never enough: True selling success rests on such “beyond the order” achievements as repeat business, solid referrals, and long-term relationships. The key to securing them, we insisted, is to manage every sales objective as a joint venture—a mutually beneficial transaction where both buyer and seller “Win.”

In 1985, the notion of selling as a “Win-Win” process—indeed, the notion of selling as a process at all—was still a novel approach to the profession. Even among companies who invested heavily in sales training, what was being taught was face-time skills and techniques—the traditional salesperson’s grab-bag of hooks, lines, and clinchers. Manipulative tactics were still very much in vogue, and Miller Heiman was nearly unique among consultants in insisting that this time-worn approach—the old “Get the order any way you can” approach—was ultimately a way of shooting yourself in the foot. Twelve years ago, if you talked about “serving your customer’s interests as well as your own,” many salespeople still considered you unrealistic. Everybody paid lip service to customer need, but out in the trenches, according to the given wisdom of the 1980s, it was still numbers, and orders, and hardball, that brought you success. There was something anomalous—some even said revolutionary—in the customer-oriented process of Strategic Selling.

There was also something in it that was eminently practical—so practical that our clients, who were already sales leaders, realized that it was a way to make themselves even better. As “unrealistic” as traditionally trained salespeople might have considered our Win-Win approach, the incontrovertible fact was that it worked. The proof of that could be seen in our clients’ financials, which regularly reported major revenue gains that could be traced directly to the implementation of our processes. It could be seen in the literally hundreds of success stories about how a “hopelessly confusing” account had begun to yield solid business once the sales team wrote a Miller Heiman-inspired action plan. As those stories poured in, and as our clients confirmed the contribution we were making, we were gratified to see that we had earned a reputation, in the words of one divisional manager, as “the people who brought process into selling.”

It was process, to be sure, that lay at the heart of our success, and that was the case whatever in-house terminology our clients used. At Price Waterhouse, for example, our systematic approach is called a “methodology.” At Coca-Cola, the preferred term is “technologies.” Many of our other clients have adopted our language directly, speaking comfortably and naturally about Buying Influences and Win-Results. Whatever the terms, the point is the same. The systematic approach that we pioneered has fostered a quiet revolution among the nation’s sales leaders.

We profited from that revolution as much as anyone. In a sense, by the time the first edition of this book went to press, we had already become our own best advertisement. By running our own business on Strategic Selling principles, we were increasing our revenues dramatically, year after year. Today, while countless companies are wrestling the downsizing dragon, Miller Heiman—like most of our clients—is still on a roll. Over the past five years, for example, we have increased our annual revenues by an average of 25 to 30 percent a year, tripled the staff in our corporate headquarters, and established offices from the United Kingdom and Brazil to Australia. Working with a sales force that has quadrupled in a decade—not to mention hundreds of valued client associates—we have introduced over 150,000 sales professionals to one or more Miller Heiman processes, and we continue to serve roughly 25,000 new ones every year.

All of this has occurred, moreover, during a period of tremendous international turmoil, of dramatic fluctuations in government policies, and of a bewildering “complexification” in selling itself. The world of sales has gone through a thousand major changes, but the processes we teach have been equal to the challenge. They’re still relevant, they still work, and they’re still improving the revenues of those who employ them. Books on selling “techniques” come and go. Strategic Selling, like the Energizer bunny, “just keeps on going.”

Since so much of our success has been based on Strategic Selling—both the process and the book—you might question the rationale for this new edition. Why make adjustments to something that’s already working so effectively? Or, to rephrase the old business adage, “If it ain’t broke, why fix it?” It’s a very reasonable question, and it has two answers.

The first is that our clients asked us to. Even though they found Strategic Selling to be just as effective, and the concepts just as relevant, as they had been in 1985, some of them felt that, after a dozen years, even the best of processes could use a face-lift. Some of the book’s examples, they pointed out, seemed a little dated for the 1990s, and they might not be connecting as well as we wanted them to with sales forces who were increasingly geared toward the future.

When we described how rapid changes can generate “future shock,” for example, we illustrated the point by referring to the Arab oil embargo of the 1970s. That pivotal event was still a vivid memory in 1985, but as the 1990s wane and the millennium looms, that’s no longer true. “Many of the young lions who sell for us today,” a district manager told us recently, “were still making mud pies when the oil crackdown happened. If you want to connect with them, you need fresh stories.” Because we take such constructive criticism seriously, we’ve tried to give this new book a more contemporary feeling, so it could achieve an effective fusion of the timeless and the timely.

The second reason we revised Strategic Selling relates to a basic axiom of the process itself: “Whatever got you where you are today is no longer sufficient to keep you there.” We had been telling our clients that since 1977, and last year—after considerable exhortation from both clients and colleagues—we finally decided to apply this axiom to ourselves, and to undertake a thorough rethinking of the program that had “got us there.” In consultation with our expert field force, therefore, we went through Strategic Selling with a fine-tooth comb, sharpening and enhancing it line by line so that the resulting text would be even more real-world and useful than the original text had been for more than a decade.

Some of the changes we made were chiefly cosmetic—the illustrations, for example, have all been redrawn to give the book a more user-friendly appearance. But most of our changes were on a more substantive level. As we fiddled with this manuscript that wasn’t really broken, we weren’t content just to slap on some chrome and new paint. We wanted to improve the efficiency of the engine itself, to make the thousand and one minor adjustments that would ensure that the analytical tools we were offering our clients were just as sharp and powerful as they possibly could be.

The result was a thorough reworking of the original volume. In the entire text of The New Strategic Selling, you will not find a single page that has been left untouched. As good as the original was, it’s now even better—more precise, more clearly expressed, and (most important of all) more useful. A few of its concepts, moreover, are completely new. In response, once again, to our clients’ suggestions, we have added discussions of the following strategy concepts that were never a part of the original process or book, and that have only recently become a part of our corporate programs:

• Degree of Influence. The analytical foundation of any good strategy is the identification of what we call Buying Influences—the multiple players who can impact the outcome of any sale. Over the years, several clients have pointed out that, while covering all the Buying Influences is essential, it’s also important to distinguish between degrees of influence, so that you can avoid the mistake of assuming that “all Buyers are alike.” Our response to this observation appears in Chapter 5.

• The Win-Results Statement. One of the most useful, and yet trickiest, elements of Strategic Selling was the concept of determining your Buying Influence’s “Win-Results.” In Chapter 10, we clarify this concept with an analytical tool, the Win-Results Statement, that helps you to make a practical connection between a company’s business Results and a key player’s Wins.

• Competition. In response to clients who have asked us why we spend so little time talking about competition, we have added an entirely new chapter, Chapter 13, explaining our nontraditional approach to this critical issue. Here we provide a uniquely flexible definition of competition, explain why obsessing about your competitors can be just as debilitating as ignoring them, and show how to handle competitive pressures from a position of strength.

• The “Refined” Sales Funnel. In the original Strategic Selling, we introduced our time and territory management tool, the Sales Funnel, a couple of chapters ahead of our unique qualification tool, the Ideal Customer Profile. Because some clients found this sequence confusing, we reversed the order of these two elements, and also spelled out their relationship more extensively. Their interaction is now described in Chapters 14 through 18.

We have also added, at the end of the book, a question-and-answer section in which we address some of the major selling challenges that our clients have posed to us, and provide some thoughts about process-centered solutions.

With these additions in place, and with the literally hundreds of smaller changes that we have made, we believe that The New Strategic Selling is a major “enhancement” to a process that has worked effectively for thousands since 1977, and whose very success has earned it the right to these refinements.

In its time, Strategic Selling pointed the way—both for our corporate clients and for a vast reading public—toward solid, incremental success in the Complex Sale. Success magazine’s Scott DeGarmo spoke for many when he wrote, a couple of years after the book’s appearance, that it and its companion volume, Conceptual Selling, were simply “the best books on selling I have ever read.” Since then, both books have been continually in demand, and Strategic Selling alone has sold hundreds of thousands of copies.

Now, as Miller Heiman reaches its twentieth anniversary, and as American companies are challenged by ever fiercer global competition, the time is ripe for a “reengineered” version of our business classic. We offer it with confidence and enthusiasm to a new generation of readers, and also, with thanks, to the people who have made our company successful—the innovative professionals we are proud to call our clients.

To list every company with whom we have worked over the years would more than triple the length of this introduction. Therefore, as a representation of our work—and of our gratitude—we are happy to identify these currently active clients:

3 COM Corporation/U.S. Robotics

3M

Abbott Labs

ABB, Inc.

Ace Metal Crafts

ACI-US, Inc.

Adaptec

Adecco

Adia Personnel Services

ADIC

ADS Environment Services

ADT Security Systems

Advanced Control Systems

Advanced Technology Laboratories—ATL

AEI Music Network

Aerotek

Alliant

Allegiance Healthcare

Allen-Bradley Company

Allen Systems, Inc

Allied Van Lines

AlliedSignal

Alternative Resources Corporation

Alvey

AM-RE Brokers

American Airlines

American Movie Classics

American Payment Systems

American Phoenix Corporation

American Printers

American Seating Group

American Technical Resources

American Teleconferencing Services

Amersham Corporation

AMP of Canada

Anderson & Anderson

Andrew Corporation

Angelica Uniform Group

Apple Computer USA

ARAMARK

ARK

Arkwright Mutual Insurance

ASAP Software

Ashland Chemical

Aspect Telecommunications

ATC Leasing Company

Atlet

Ato Findley Adhesives

ATOTECH USA, Inc.

AT&T Business Market Division

AT&T Global Business Communication

AT&T Wireless Services (McCaw Cellular Communication)

Aurora/Century

Automatic Data Processing—ADP

Avis, Inc.

AVL Medical Instruments

Bairnco

Baltimore Therapeutic Equipment

Balzers Pfeiffer N. A., Inc.

Bank Compensation

Bank of America

Bank of America, Seafirst

Baroid of Canada

BASF Mexicana

Battelle

Bay Creek Real Estate Company

Bay Engineered Castings

BBN International

Becher Carlson Risk Management

Beckett Publications

Beckman Instruments, Inc.

Becton Dickinson & Company

Beechwood Data Systems

Bell Helicopter Textron

Bell Packaging

Bell South

Bently Nevada Corporation

Berkshire Computer Products

Berlitz Translation Services

Bernhardt Furniture

Best Power

Better Baked Pizza, Inc.

BetzDearborn Paper Process Group

BetzDearborn Water Management Group

BF Goodrich

BI-TECH Software

Bio Whittaker

Biogen

BKM Total Office

Black & Decker

Blue Shield of California

Boehringer Mannheim Corporation

Bomarko/Hollymatic

Boston Scientific Corporation

BPS & M

Broadway & Seymour

Browning Ferris—BFI

Bryan, Pendleton, Swats & McAllister

Bunge Foods

Burlington Air Express

Burton Group

Buss (America), Inc.

Cable & Wireless Communication

CADD Edge

Cal-Surance Benefit Plans

Cal-Surance Companies

California Amplifiers

California Day Fresh Foods

California Eastern Laboratories—CEL

California Lottery

Cara Corporation

Cardinal Bergen Health

Caremark International

Cargill Processed Meat Product

Caribiner Communications

Carroll Company

Carvel Corporation

Cascade Communications

Century Circuits & Electronics

Ceridian Employer Services

CFM Technologies

Charles Schwab & Company

Checkfree Corporation

Checkmate Electronics

Checkpoint Systems

Chemical Leaman Corporation

Chevron-Oronite

Cheyenne Software

Chiron Diagnostics

CIED

Ciena Corporation

Cigna Corporation

Cirqon Technologies

Clarify

Climatech Service Company

CMP Interactive Media

CMP Publications

CNA Insurance Companies

Cognex

Colad Group

Comdata

Comm Scope, Inc.

Commercial Insurance Concepts, Inc.

Communispond, Inc.

Compass Group USA

Compucom Systems

Computech Systems

Computer Prep, Inc.

Computron

Computronix

Compuware

COMSAT International

COMSAT Turkey

COMSAT Venezuela

Comstream

ConAgra

Connoisseur Communications

Consolidated Printers

Consumers Power Company

Contel of California

Continental Sprayers

Coopers & Lybrand

Cornerstone Consulting

Cornhuskers Motor Lines

Corporate Travel Consultants

CPC Foodservice

Creative Labs, Inc.

Creative Office Interiors

Credence Systems

CSC Consulting

CSC Intelicom, Inc.

CSRG

Cuna Mutual Insurance Group

C.R. Laurence Company, Inc.

Data Documents

Dataccount Corporation

DataFlo Corporation

Datex-Ohmeda

Dean Distributors

Decision One

Decision Technology

Defining Image

Dell Computer Communications

Delmarva Power

Delphi Information Systems

Deluxe Corporation

DeNormandie Towel & Linen

Denron, Inc.

Development Dimensions International—DDI

DHL Airways, Inc.

Diagraph Corporation

Digital Sight & Sound

Dimensions Computer Automation

Diners Club Enroute

Disco Hi-Tec America

Dittler Brothers

Dornier Medical

Dow Chemical Company

Dow Corning

Dragon Systems

Ducks Unlimited

Dunsian Industries

Dupont Merck

Durkan Patterned Carpets, Inc.

Dyna-Trends International

Eastman Chemical

Eastman Kodak Company

ECC International

Edison Plastics

EDS—Sales Education

EISAI

Elkay Manufacturing Company

Emblem Enterprises, Inc.

EMC Global Technologies

Emmis Broadcasting/RDS

Employment Learning Innovation

Endeavor Information Systems

Engelhard Corporation

Engineered Data Products

EnviroMetrics Software

EPE Technology

Ermanco, Inc.

Ernst & Young LLP

Esterline Technologies

ETC

Etec, Inc.

Ethicon Endo-Surgery

Eyecare & Surgery Center

Fair Isaac & Company

Fanuc Robotics

Fidelity Investments

FileNet

Fina Oil Company

First Health Group

First Security Services

Fiserv

Fisher-Rosemount

Flometrics

FMC Corporation

Focus

Focused Marketing Associates

Foldcraft/Plymold Seating

Forrester Research

Forsythe Solutions Group

Fort James Corporation

Forth Shift

Four Gen Software

Friden Neopost

Frigidaire

FTP Software

Fujitsu Microelectronics

FurturLabs, Inc.

Future Now

Gates McDonald & Company

GEC Plessy Semiconductors

Geiger International

Gencorp

General Electric—Capital

Gensym Corporation

GN Nettest

Grace Specialty Polymers

Graphics Management

Great Western Chemical

Greenpages

Griffith Laboratories

GTE Supply

GTE Telops

H & W Computer Systems

HA Debari & Associates

Hackley Health

Haemonetics Corporation

Hallmark Building Supplies

Hallmark Cards, Inc.

Hallmark International

Handshaw & Associates

Hanson Group

Harbinger Corp.

Harris Computer Systems

Harris Corporation

Harris Semiconductor

Haworth Corporation

HBM, Inc.

HBO & Company

Health Net

Heppner Hardwoods

Herman Miller, Inc.

Herman Miller/Milcare

Hewlett-Packard Company

Hitachi Data Systems

Hobbs Group/Arkwright

Honeywell, Inc

Houghton Chemical Corporation

Hughes Network Systems

HUSCO International, Inc.

I-Stat Corporation

I Power KC Heartland

IBM Corporation

IBM Insurance

IDEXX Laboratories

IDF, Inc.

Intelligent Medical Imaging, Inc.—IMI

In Focus Systems

Independent Health

Industrial & Commercial Contracts

INET Corporation

Infographix, Inc.

Informatech, Inc.

Information Dimensions, Inc.

Information Mapping

Infotech

Initial Staffing

Insignia Systems, Inc.

Instromedix, Inc.

Insurance Auto Auctions

Integrated Furniture Solutions

Integrated Network Corporation

Integration Alliance

Intellicorp, Inc.

Intelligroup, Inc.

Interaction Associates

Interactive Business Systems

InterCall

Intercim Corporation

Intermate International, Inc.

International Billing Services

Interpath

Intertec Publishing

Iogen Corporation

IPRAX, Inc.

Irvin Automotive Products

ISI Systems, Inc.

Itac Systems

ITC

ITW/Signode

I.P.I.

J & H Marsh & McLellan, Inc.

Jabu Computer Services

Jamak Fabrication

Jet Line Communications

JLG Industries

Jobscope

John Wood Company

Johnson Controls

Johnson & Johnson Clinical Diagnostics, Inc.

Johnson &. Johnson Latin America

J. P. Morgan Securities, Inc.

K & M Electronics

Keane, Inc.

Kelly Services

Keystone Group

KGA Engineering Company, Inc.

Kimball International

Kinetics Technology

Kipp Group

KLA Instruments

Kline & Company

Knoll Group, The

Korn/Ferry International

Korry Electronics

KPMG Nolan Norton

KR Services/ICAT Logistics

Krauthanner International

Krohne

Lam Research

Lambda Electronics

LAN Systems

Landis & Gyr Powers, Inc.

Lawson Margo Packaging

Le Febure Corporation

Lend Leaser Employer System

Lender’s Credit/Info One

Libbey-Owens-Ford Co.

Life Technologies

Lifescan

Limitorque Corporation

Lipha Tech, Inc.

Little Charlie’s Food Service

Lockheed Martin Telecommunications

LogiCare

Logicon

Logikos

Los Angeles Times

Lotsoff Capital Management

Lucent Technologies

M & M/Mars

Macdonald Dettweiler

Management Systems Associates

Manus

Marathon Special Products

Maritrans, Inc.

Marriott International, Inc.

Marshall Industrial Technology

Mason Laboratories

MassMutual

Master Chemical Corporation

Matlack, Inc.

Mayo Medical Laboratories

McCall Consulting Group

McDonald’s Corporation

McGraw-Hill

McPeak Center For Eyecare

Medex

Medi USA

Medical Tracking Systems

Medicode, Inc.

Medicus Systems

Meditrol

MEDSTAT Group

Megasoft

Merck & Company, Inc.

Metrix

Metromedia Restaurant Group

Micro Motion, Inc.

Microage

Micrografx, Inc.

Micros Systems, Inc.

Microsoft Corporation

Midcon Cables Company

Millennia Vision

Mizar, Inc.

MMS International

MOAC

Modern Building Materials

Molecular Applications Group

Molecular Cooling Technology

Molecular Dynamics

Monsanto Chemical Co.

Moog Controls Inc.

Moore Products

Moosbrugger Marketing Research

Morrison Healthcare

Motorola

MTEL International

MTI Abraxys, Inc.

Murata Wiedemann, Inc.

M & I Data Services

National Car Rental

National Education Training Group

National Semiconductor

Natural Micro Systems Corporation

NAVCO

NCI Information Systems

NCS

Nellcor Puritan Bennett

Netcom Communications, Inc.

Neural Applications Corporation

New Age Electronics

New World Van Lines

Newsbank, Inc.

Nicholas Applegate

Noble Star Systems

Norstan Communications

North American Dräger

Northwest Bank

Nova Biomedical

Novell, Inc.

Now Software, Inc.

NutraSweet Company

O’Connor Burnham Productions

Oacis Healthcare

Object Time Limited

Octel

Office Pavilion

Office Specialists

Oliver Wight East, Inc.

Oliver Wight West, Inc.

Omega Performance

On Technology

One Wave, Inc.

Open Development Corporation

Open Group

Open Software Foundation

OpTel, Inc.

Optical Data Systems

Orange County Register

Orbcomm

ORC Electronic Products

Ormec

Ortho Diagnostics Systems, Inc.

Osborn Laboratories

OSI

Owen Healthcare

Owosso Corporation

PacifiCare

Padi

PADS, Inc.

Paradigm Group

Pathlore

Paychex

Payco American Corporation

PCS Health Systems

PDP, Inc.

Performance Software

Perrier

Phar Lap Software, Inc.

Pharmacia Biotech Inc.

Pharmacia Diagnostics

Pharmacia & Upjohn, Inc.

PHH Asset Management

Philips Medical Systems

Phillips Key Modules

Phoenix Technologies, LTD

Pick Systems

Picturetel Corporation

PID, Inc.

Pillsbury Company

Pilot Software

Pinkerton Security Services

Pioneer Electronics

Plastron

Platinum Technology

Poly Fibron Technologies

Potlatch Corporation

Powder River

Power One

Power Packing Corporation, Inc.

Powerserve

Powersoft Corporation

PR Taylor, Inc.

Prairie Development

Praxair Inc.

Precision Systems Concepts

Preferred Hotels & Resorts

Presentation Products

Pressure Vessel Service

Princeton Financial Systems

Princeton Softtech

Pro Business, Inc.

Progressive Networks

ProLight

PromtCare Company, Inc.

P.K. Taylor, Inc.

Qualix Group, Inc.

Quantra Corporation

Quantum Corporation

Racal Datacom

Radian Corporation

Radisson Hotels International

RCB Consulting

Red Brick Systems

Reed Travel Group

Reichhold

Reichold Chemical

Reliable Power Meters

Restat

Rex Packaging Inc.

Reynolds & Reynolds Computer Division

Richard A. Eisner & Company

Risk Management Group

Rittal Corporation

Riverside Paper Company

Rockwell Automotive

Rockwell Collins

Rockwell International Corporation

Rollins Hudig Hall

Rosemount Analytical

Royal Mahogany Products

RTMS

R. R. Donnelley & Sons Co.

Sabatasso Foods, Inc.

Sabre Travel Information

Sachs Group

SAP America

Sara Lee Bakery

SAS Institute, The

Scantron Corporation

Schenck Trebel

Schlumberger Industries

Scholastic

Schwab International

Scitex America Corporation

SDC Coatings, Inc.

Seagate Software SMG

Secured Funding Source

Seiko Instruments

Sensory Circuits, Inc.

Service Master

Servonex

Share Consulting Service

Shared Medical Systems

Shaw Industries, Inc.

Sheldahl, Inc.

Shine-Etsu

SHL

Siemens Energy & Automation

Siemens Medical Systems

Siemens Nixdorf Information Systems

Siemens Power Corporation

Sigma Aldrich Research

Sigma Diagnostics

Simtec HVAC

Situation Management Systems

Six Flags Over Georgia

SkyTel

SL Waber, Inc.

Smallworld Systems, Inc.

Smith-Blair, Inc.

Sofamor Danek USA

Software Artistry

Solectron

Sonoco Products Company

Southeastern Mill

Spectrum Management Group, Inc.

Sprint

SPSS

Square D Company

Standard Register

State Street Trust

Stellar Financial

Steri—OSS

Sterling Healthcare

Stralfors International, Inc.

Sun Data

SunGard Financial Systems, Inc.

Sungard Securities

SunRiver Data Systems

Supply Tech, Inc.

Sycom

Symbios Logic

Syncor International

Systems Research Labs

T Line Services

T & D Consultants

Talarian

Tally Systems Corporation

Tapemark Company

Tastemaker

Technology Service Solutions

Teklogix

Teknion Furniture

Teknowlogy

Tel Data Control

Telect

Telxon Corporation

Tencor Instruments, Inc.

Tesseract

Texas Instruments

Texonics

Textron Systems Corp.

Texwipe Company, Inc.

Time Resource Management

Time Warner Communications

Tivoli Systems

TMP Worldwide

Tony’s Food Service

Tosoh SMD, Inc.

Transcat

Transition Systems, Inc.

Transwitch

Trend Circuits

Triple M Marketing

Tufts Health Plan

Tulin Technology

Tuscarora, Inc.

T.T.C.

ULTRADATA Corporation

Ultratech Stepper, Inc.

UMI, Inc.

UNC Business Development

UNEX Corporation

Unicco Services Co.

Union Bank

Union Gas Limited

Uniphase Corporation

United Visual, Inc.

Universal Flavors

Universal Forest Products

Universal Instruments

UNO-VEN Company

USA Roofing

U.S. Robotics Inc.

U.S. Tobacco

VALIC

Vangard Technology

Vanstar Corporation

Varian Associates

Verilink Corporation

Vertag

Verteq, Inc.

Vinta Business Systems

Visigenic Software

VLSI Technology

Voice Processing Corporation

Voice Technologies

VWR Scientific Products

Walker Interactive Systems

Walker Parking Consultants

Wall Street Investor Service

Watermark Software

Wausau Insurance

WEM Automation

Wendover Corporation

Wesley Software

West Coast Information

Westco

Western Atlas

Williams Tele-Communications

Wind River Systems

Wisconsin Power & Light

Wood Associates

Woodware Governor Company

Work Group Solutions

WorldCom

WOZZ/WFDF

Wyeth-Ayerst

W.L. Gore & Associates, Inc.

Xenejenex Health Videos

Xerox Canada

Xylum Corporation

Yaskawa Electric America, Inc.

York International

Yushin America

Zurn/Nepco

In compiling this list, we’ve been as thorough and up-to-date as we could. Given the pace of business change and the length of publishing production schedules, however, it could well be in need of revision by the date of publication. If we’ve inadvertently omitted any clients, we hope they will understand.

We must also offer our thanks to all the fine people at Miller Heiman, Inc., both at our Reno headquarters and in the field who have contributed so much to making our company a success.


PART 1

STRATEGIC SELLING


CHAPTER 1

SUCCESSFUL SELLING IN A WORLD OF CONSTANT CHANGE

An old Greek legend tells how the ruler of Crete, King Minos, has an underground maze, the Labyrinth, constructed near his palace to serve as an escape-proof prison for the infamous Minotaur—a ravenous monster who is half man and half bull. Anyone who enters the maze becomes hopelessly lost, and once that happens the Minotaur finds and devours him. This gruesome scenario repeats itself again and again until the young hero Theseus, with the assistance of the princess Ariadne, devises a strategy to kill the monster and get out.

Killing the monster is the easy part. Theseus is a hero, after all; killing is his business. The problem is finding a way out of the maze. Realizing this, Ariadne ties a long thread to his waist as he enters the Labyrinth, holding the other end tightly in her hand. It’s a simple but effective solution. Deep in the cavern, Theseus dispatches the monster, and then retraces his circuitous route back up to daylight. He and Ariadne are married, and the people rejoice.

What in the name of Zeus, you are probably asking, does this ancient legend have to do with selling?

Quite a lot. If you will suspend your disbelief just long enough to imagine Theseus as a modern sales professional, we think you’ll readily see the analogy we’re developing. In selling today, especially at the corporate level, you have to contend every day with organizational labyrinths. A hundred years ago—even twenty or thirty years ago—it was possible, if not always easy, to close major business by calling on and satisfying a key decision-maker. Those days are gone. Today, in the era of what we call the Complex Sale, every major piece of business entails multiple decisions, and those decisions are virtually never made by the same person.

Not only do you have to contend with multiple decisions, but the people who make those decisions may not even work in the same place; to get a contract for delivery of a shipment to Milwaukee, you might easily need signatures from people in Chicago or Detroit—or Chicago and Detroit. To make things even more challenging, you can’t be sure that the people who said Yes on one deal will have the same authority two weeks, or even two days, from now on a second deal to the same company.

In an era of downsizing, nonstop mergers, and executive musical chairs, selling has become so complicated, and so fraught with unknowns, that the labyrinth metaphor may even be a little too conservative. At least the original Labyrinth wasn’t constructed on a fault line. In today’s corporate labyrinths, it seems as if it’s always earthquake season.

We admit that the type of bull you usually encounter in the business maze is not exactly the hungry Minotaur variety. No matter how confusing the organization chart, how tough your competitors, or how demanding your customers may be, you’re never in danger of literally being eaten for lunch. But figuratively? It happens every day. And there’s absolutely no way to prevent it unless you have a strategy. Just like Theseus, you need a plan of action, and you need a “safety line” to keep you properly oriented as you navigate through the maze of your sales opportunities.

You can think of this book as an Ariadne’s thread, or as a floor plan of the shifting corporate labyrinth. Whichever metaphor you prefer, the point is the same. To survive in selling today, you need strategy. This book is a proven guide to helping you develop it.

To demonstrate the critical difference between having and not having a strategy, we’ll relate a story about one of our corporate clients.

Not long ago, a major manufacturer of information systems—a company that does hundreds of millions of dollars’ worth of business a year—was about to close the sale of a sophisticated computer system to a potentially huge new account. The sales representative who was handling the negotiations, a man we’ll call Ray, seemed to have every reason to be confident. He had been talking to the client’s top management for months, and as the deal moved closer to signing, he knew he was firmly entrenched. The department head who would use the new equipment, the purchasing agent who would sign for it, the data-processing people—all of them were delighted with his proposal. Ray even belonged to the same club as the company’s CEO, and he knew that this executive too was behind the deal. With a five-figure commission practically in his pocket, Ray was already shopping for a new car.

Ray’s company wasn’t the only one with its eye on this account. A smaller firm had also approached the customer, and Ray was aware of the potential competition. Judging from the general receptivity to his proposal, though, he figured he had nothing to worry about. The smaller firm had half the market share of his own, and no matter how good its product might be, Ray was way ahead on reputation points alone. Rumor had it, he congratulated himself, that the salesman for the other side hadn’t even met the CEO.

What Ray didn’t know was that the rival firm had one major advantage. Many of its best salespeople, including an eager young lion named Greg, had recently attended one of our Strategic Selling programs. There Greg had acquired a whole new perspective on selling. He had learned how to identify the critical Buying Influences in a sale, how to minimize his uncertainties about a customer’s receptivity, how to avoid internal sabotage, and how to leverage from his own strengths to maximize his competitive advantage. When he left the program, he took with him a detailed, pragmatic system that allowed him to analyze the components of the pending sale far more effectively than Ray could ever hope to. Armed with his understanding of these components, and of how they all fit together in the sale, he was about to steal a march on the market “leader.”

It was true that Greg hadn’t met the CEO. But thanks to the Strategic Selling program he had attended, he didn’t have to. While Ray was congratulating himself for knowing the customer’s senior management, Greg was quietly finding out who the real decision-makers were for this sale, and uncovering other information that could help him close the deal. Specifically, he wanted to know who would have to give final approval for the sale. He found what he was looking for in Jeff, an outside consultant whom Ray had entirely overlooked. Jeff was able to give Greg two invaluable pieces of information.

First, he explained that for this specific sale, it was the division general manager, not the CEO, who had to give final approval; Ray’s connection to the CEO was thus ego gratifying but irrelevant. Second, if Greg wanted to sell this critical decision-maker, he could do no better than to go through Jeff himself. Prior to becoming a consultant, he had been a valued senior member of the buying organization, and the division general manager had routinely relied on him for information about state-of-the-art technology.

What Greg did, therefore, was to show Jeff the match between the buying firm’s needs and his computer solution—and then let Jeff demonstrate it to the general manager. Soon all the parties involved in the purchase decision were sold on his proposal. He was the one who got the new car, while Ray, who supposedly had had the sale tied up, was left wondering what had gone wrong.

When Ray’s company realized its sure thing had fallen through, its sales management naturally wanted to know why. When they discovered that we had had a part in their misfortune, they contacted us to find out more about our programs. Today both Greg’s and Ray’s firms are our valued clients, and both report regular increases in account penetration and sales performance directly attributable to our principles and planning process.

Anybody who sells for a living can tell you similar stories about how a “locked in” deal fell through because the salesperson in charge had failed to cover all his bases, pitched his proposal to the wrong person at the wrong time, or overlooked a crucial signal that the sale was in trouble. No matter how expert or experienced you are, you have probably felt the pang of disappointment that comes when your competition unseats you from a totally “secure” position.

What you may not realize (and very few salespeople do realize it) is that there is always a specific, clearly identifiable reason that such a sale is lost, even though you may not know what it is. That reason never involves merely “luck” or “timing” or “hard work.” When you lose a done deal at the last minute, it’s always because you failed to bring to that sale what Greg brought to his computer deal: a clearly defined and reliable process for success that takes into account all the elements of the pending transaction, no matter how obscure or “trivial” they might appear.

This is true in any sales situation, but it’s especially relevant in what we call the Complex Sale. That’s what our sales development processes and this book are about. The goals of The New Strategic Selling are to help you understand why things have sometimes gone wrong in your Complex Sales, and to give you a tested, reliable system for setting them right from now on.

THE COMPLEX SALE: WHAT IT IS

Our processes are built on reality, not theory, and it would be unrealistic to suggest that everyone involved in selling could profit equally from them. That’s why we need to start by defining the Complex Sale, so that you can determine whether or not, given the type of selling you do, you can benefit from the methodology we have developed. In our corporate programs and in this book, we use the following definition:

A Complex Sale is one in which a number of people must give their approval or input before the buying decision can be made.

That sounds simple enough, and it is simple, but the concept nonetheless has enormous implications. To flesh out this definition somewhat, we can say that in the typical Complex Sale, one or more of the following elements are in place:

• The buying organization has multiple options.

• The selling organization has multiple options.

• In both organizations, numerous levels of responsibility are involved.

• The buying organization’s decision-making process is complex—meaning that it is seldom self-evident to an outsider.

The presence of these complicating factors makes selling in any Complex Sale arena complicated too. The variety of people involved in the Complex Sale, and the variety of often conflicting decisions that these people commonly have to make, mean that in Complex Sales the sales representative has to develop a selling method that’s distinct from, and more analytical than, that of the traditional hand-pumping good old boy who made it on a shoeshine and a smile. As the story of Greg and Ray indicates, having this type of method can be the difference between failure and success. Our processes are in demand precisely because we demonstrate this difference to our clients.

If you’ve ever sold something to a couple as opposed to a husband or wife alone, you know how multiple approval can complicate a sale. If your selling takes place in a corporate or government environment, you know that the complications are even greater when approval has to come not just from individuals but from committees and boards of review. The bottom line here is that whenever two or more yes votes are needed for a sale to go through, you need a very special strategy to handle the situation.

This is true no matter how simple or complex the product being sold is, and no matter how much or how little it costs. The decisive factor in the Complex Sale is not product or price but structure.

Take basketballs—certainly a small-ticket product—as an example. The salesperson who sells a dozen basketballs to old Pop Jones at the local sporting goods store is making a simple sale; he doesn’t need our help. But if you’re trying to place a hundred gross of that same product with Kmart, you definitely do need it, because making this sale will require so many approvals. People who sell in this kind of arena, at the business-to-business level, are confronted every day with structural complexity—and therefore with what we call the Complex Sale.

With this definition of the Complex Sale in mind, you should be able to determine how relevant this book will be to you. If you sell principally over a counter or door to door, you probably won’t find it to be indispensable to your work, since you rarely need more than one yes to close your transactions. But if you’re involved in any aspect of corporate selling— whether or not you’ve been stymied, like Ray, by corporate complexity—the Strategic Selling process can help you hone the skills you already have, develop new ones you may not have thought you needed, and fit them all together into a visible and repeatable strategy for sales success.

The people who have already learned this process, and who are now using its principles in their own sales operations, form a virtual Who’s Who of American business: We deliver our programs mainly to the Fortune 1000 Industrials and the Fortune 50 Transportation, Financial, Insurance, and Commercial Banking firms. Many of these firms deal in obviously big-ticket items, such as airplanes (Lockheed) and computer systems (Hewlett-Packard, IBM). Others sell small-ticket products, such as Kleenex (Kimberly-Clark) and soft drinks (The Coca-Cola Company). All of them operate in the arena of the Complex Sale.

In that arena, the people who profit most directly and immediately from our processes are corporate field salespeople and their managers. In addition, we’ve brought significant success to inside salespeople, customer service people, product managers, and many senior executives whose work in one way or another involves sales performance. But you don’t have to work for a Fortune-listed giant to profit from The New Strategic Selling. Whatever the size of your company, and whatever the product or service you deal in, if you’re involved in the Complex Sale as we’ve defined it here, this book is for you.

To get the maximum benefit from reading it, however, you should understand its particular relevance to your current sales environment. That environment, as you already know, is characterized by virtually constant change. Because this change is often troubling to the sales representative, before we start laying out the Strategic Selling process, we want to describe the impact of this constant change on the Complex Sale.

THE ONLY CONSTANT IS CHANGE

A dozen years ago, when the first edition of Strategic Selling appeared, we used the then fashionable term “future shock” to describe the stress and disorientation produced by constant change. As relevant as the point was back then, it has become even more fiercely relevant today. In the early 1980s, “constant change” was probably felt most acutely in the computer, communications, and other high-tech markets. Today, it’s safe to say that, whatever your business, betting on the stability of tomorrow is like building castles in the sand. Ask any of the thousands of corporate employees who, in the past decade, have lost their supposedly “lifetime” positions overnight. You may not know the exact height or direction of the next castle-threatening wave, but two things you can say with absolute confidence. One, there will be waves. Two, if you want to survive them, you have to prepare.

What are the “waves” that we are talking about? What are the changes that are threatening today’s business stability?

When we ask that question in our corporate programs, we seldom get exactly the same answers twice. That’s not surprising. In fact, that’s our point. If we could predict exactly where the next change was coming from, the constancy of change wouldn’t be problematic. It’s precisely because you don’t know what to expect that business inconstancy induces such uneasiness.

You may be experiencing change in your marketplace, your technology, your customer base, your product line, your competitive position, your marketing strategy and tactics, the structure of your organization—or in any number of these areas, in any combination. You may be experiencing change as a subtle, gradual erosion (such as the move of manufacturing sites offshore), as a sudden event (such as a precipitous drop in stock prices), or as continual growth (such as the computer and software industries are experiencing now). But whatever the scope or the rate of the changes that are affecting your environment, they can bring you head to head with the shock of the unknown.

This isn’t necessarily cause for despair. It isn’t change itself that produces disorientation, but the uncertainty that is often associated with it. No matter what changes are going on in your industry, you can still develop reliable selling strategies if you learn to sort out the opportunities from the threats, and if you continually develop the specific skills that are needed to establish stability where none now seems to exist.

This book is designed to give you those skills, whatever your business and whatever your product or service. You’ll get maximum benefit from it if you first accept the reality that change has become a constant. To close the Complex Sale today, you need to know that yesterday’s business as usual is today’s outdated system and tomorrow’s millstone around the neck. We believe this recognition is so important that we identify the acceptance of change as a prerequisite for understanding the Strategic Selling process. We even put this in the form of an axiom, or premise.

Premise 1 of Strategic Selling:

Whatever got you where you are today is no longer sufficient to keep you there.

This premise, we realize, goes against the grain of all those who have been doing things the same way for twenty years and are comfortable with their established patterns. Yet accepting this premise is essential to sales survival. Today, instability is the only thing you can count on. The person who refuses to alter his or her “time-tested” methods to adjust to this reality will soon be left behind because one fact is plain: Even if you’ve been selling for only a few years, the selling environment in which you learned to operate no longer exists.

The disorientation caused by rapid change isn’t peculiar to the selling environment, but the specific changes associated with the Complex Sale are. A second premise is addressed to this fact. It’s meant to identify one of the most important changes you will have to make if you intend to carry your success into the next century.

Premise 2 of Strategic Selling:

In the Complex Sale, a good tactical plan is only as good as the strategy that led up to it.

Tactics, as we use the term in our programs and in this book, refers to techniques you use when you’re actually face-to-face with a prospect or customer in a sales call. It includes all the time-honored tools of the trade that you learned in Selling 101, such as questioning techniques, overcoming objections, presentation skills, trial closes, and so on. By strategy, on the other hand, we mean a series of less widely recognized, but equally identifiable, processes that you use to position yourself with the customer before the sales call even begins. You use tactics during your sales presentation; strategy must come before it.
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