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Praise for Sell More with Science


“In Sell More with Science, David Hoffeld reveals science-backed insights that will help you thrive in today’s hypercompetitive environment. If you’re serious about improving your career, this book is a must-read.”


—Dave Kerpen, New York Times bestselling author of The Art of People


“David Hoffeld gives his readers incredible insights into why we buy and how to leverage that knowledge to sell more. Like his last book, The Science of Selling, David uses proven science to support his strategies and techniques. Unlike most sales trainers and speakers who rely on unique anecdotes and personal experiences, David makes his scientific approach much more applicable and relatable to a wide range of situations. He empowers salespeople by turning science into practice. If you want to harness the power of science to sell more, this book is a must.”


—Terry Wu, PhD, neuroscientist and neuromarketing consultant and speaker


“After reading David Hoffeld’s Sell More with Science, I got rid of over seventy-five books and courses on selling, because it had rendered them all obsolete. The book is packed with actionable, evidence-based strategies, formulas, exercises, and assessments that demystify sales success. In a hypercompetitive market, you need to adjust your sales strategies with science. Add this book to your library. Read it! And apply the ideas. You will have an unfair (yet ethical) competitive advantage in your marketplace.”


—Ed Tate, principal at Ed Tate & Associates, LLC, and World Champion of Public Speaking


“Most sales advice has little support beyond someone’s assumption. By contrast, David Hoffeld’s work and practice are grounded in solid behavioral research and focused on core aspects of selling applicable in many markets. This book can help you sell more and, equally valuable, make you feel better about your career.”


—Frank Cespedes, Senior Lecturer, Entrepreneurial Management Unit at Harvard Business School, and author of Sales Management That Works


“David Hoffeld’s newest book, Sell More with Science, is one every person in sales should read no matter their experience level. The truth and insights found inside will help all sales professionals from complex B2B to transactional consumer-facing roles and everything in between. I love this entire book. I appreciate the way difficult ideas are explained and then broken down into simple and actionable messages. If you want to sell more and sell better, then read Sell More with Science and watch your sales growth accelerate.”


—Mareo McCracken, CRO at Movemedical and author of Really Care for Them


“This book is essential reading for anyone seeking to drive improved sales results. It harnesses the power of behavioral science and neuroscience, blended with the art of selling for greater influence and improved sales results. Sell More with Science explains the why and how for elevating sales engagement and leadership. David’s evidenced-based perspective enables leaders to intelligently and confidently blend art and science together for successful sales trans-formation.”


—Tony Hughes, bestselling author and speaker and co-founder of Sales IQ Global
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To my son Joseph, whom I was sold on before he was born.









Selling is a human task that can only be explained satisfactorily in human terms. We must look a good deal further—into the mysteries of personality and psychology—if we want real answers.


Robert N. McMurry, Harvard Business Review, March 1961









Introduction:


Use Science to Sell More


WHAT CREATES SALES SUCCESS?


In the past, the factors that enabled some people to sell more than others were a mystery. Some salespeople just seemed to have what it takes, while others didn’t. Thankfully, we’ve since learned that’s not the case. Over the past fifty years, scientists have conducted groundbreaking research identifying how our brains process information, perceive value, and decide whether to purchase one product or service over another. Even more exciting, these discoveries have revealed the specific mindsets, traits, and behaviors that salespeople can embrace to achieve success. In fact, of all the innovations to the sales profession in recent years, none has the potential to make a more positive and lasting impact than basing the way we sell on science.


Though this research-backed methodology has repeatedly been proven to boost anyone’s performance, many sales and businesspeople are unaware of it. Even worse, many of the most common selling practices today contradict the science. That’s why I wrote this book: to provide real-world, actionable, evidence-backed insights that you can use to supercharge your selling—both on the job and out in the world.


Here’s a quick overview of how I created this proven way of selling and the benefits you’ll receive by adopting it.


How Science Will Transform Your Sales


If you read my previous book, The Science of Selling, you’ll know that I am fascinated by the science of influence. When I was ten years old, my mother gave me Dale Carnegie’s bestselling book How to Win Friends and Influence People. I was amazed at how simple words and phrases could inspire people to respond in predictable ways.


It wasn’t until many years later that I experienced that in my own career. After graduating with my master’s degree, I needed to get a job for what I thought would be just a few months. I naively assumed I would be good at selling and looked in the local classifieds. (Remember when the newspaper was where you went to find a job?) As I browsed the open positions, one caught my eye. The headline read “Make $100,000 a Year.” Right below it were three words that made me even more excited: “No Experience Necessary.” This was perfect, I reasoned, because I had no experience, and who wouldn’t want to make six figures right out of school? I called the number listed and scheduled an interview. The next day I went to the company’s office and was interviewed by a sales manager who asked me just two questions. The first was “Do you have reliable transportation?” My confidence grew as I answered that yes, I’d driven there in my own car. He nodded and then asked, “Do you like people?” “Yes!” I exclaimed. The sales manager smiled and said, “Great, you can start tomorrow.” And with that, I was ushered into the profession of sales.


What happened next surprised me. As I began selling, I became captivated by it. What I had thought would be a short-term job turned into my life’s work. What I had gotten a glimpse of as a ten-year-old when I read How to Win Friends and Influence People, I now saw out in the field every day. Salespeople are professional influencers: They inspire someone to take what they say seriously and be willing to act on it.


As I became more and more fascinated by the process of selling, I sought out training on how to do it better. But nearly all the books I read and courses I took were anecdotal—or downright contradictory—in the advice they gave and offered no objective proof that their methods were more effective than others. Dismayed at the lack of evidence, I decided to investigate. I began by looking at the research I had analyzed when writing my master’s thesis on how to communicate effectively. And the more I dug into the science, the more I saw how it addressed every part of the sales process.


Now, when I say “science”—a term that is haphazardly thrown around in the profession of selling—I mean objective, verifiable research. Specifically, I examined peer-reviewed studies, some by Nobel Prize–winning scientists, in cognitive psychology, social psychology, neuroscience, and behavioral economics. These fields explain how our brains make choices and the factors that influence what we decide to do or buy.


Best of all, as I began applying what I was learning, my sales increased. Armed with the science, I no longer needed to guess the best approach or rely on the opinions of others. I discovered that success was not due to having some indescribable quality or the gift of gab. To the contrary, science revealed the specific factors that produce heightened performance and what each of us can do to achieve it. The key is to guide potential clients through their buying process and into the decision to purchase. In fact, this is the premise of science-based selling: The closer your way of selling is aligned with how the brain creates preferences and forms choices, the more successful you will be. The opposite is also true: The further your way of selling is from how the brain creates a buying decision, the less effective you will be. The good news is that the science provides a straightforward road map that anyone can follow.


As I continued studying and applying this science in my career, my performance continued to grow, and as a result, the organizations I sold for asked me to explain my techniques to their salespeople. When I trained them how to base their sales behaviors on science, they too experienced significant results. It was just as the behavioral scientists Noah Goldstein, Steve Martin, and Robert Cialdini explain: “Everyone’s ability to persuade others can be improved by learning persuasion strategies that have been scientifically proven to be successful.”1


The reason science predictably improves outcomes is that it provides transparency regarding what occurs in a given interaction and accurately predicts what behaviors will positively or negatively influence the decision-making process. Some even described the clarity that science brings as being similar to what people with poor eyesight experience when they put on glasses for the first time. Suddenly everything becomes clear.


At this point, I realized that science could empower sellers to truly serve buyers by helping them feel confident about making decisions in their best interests. So I launched my own sales training firm, Hoffeld Group, which became the leader in science-based selling. Over the years, I’ve trained some of the most successful companies in the world and helped them sell more by aligning how they sell with how the brain buys. When salespeople embrace a science-backed approach, the outcomes are always the same—client satisfaction goes up and sales skyrocket. They also gain a serious advantage over any competitors who use traditional, anecdotal-based selling methods.


The Number One Benefit of Selling with Science


When I first began reading scientific journals and applying what I learned, I was merely looking for insights that would help me deliver a more compelling sales presentation. However, over time I realized that my point of view was shortsighted. The biggest benefit I experienced was that science gave me a new way of looking at the process of selling that was accurate and predictable and that made a profound, lasting difference in my results. This perspective is best summed up by the words of the late Carl Sagan: “Science is more than a body of knowledge. It is a way of thinking.”2 That is the power of a scientific approach. It provides evidence-backed frameworks to guide you in becoming professionally nimble and productively adapting to each unique buyer and situation. In other words, it reveals how to think about the act of selling in the right way, which is the key to long-term effectiveness and results.


For instance, imagine a friend who is the CEO of a small company comes to you and asks for help deciding between two potential candidates for an open position on her growing sales team. The right person will be highly resourceful, have strong problem-solving abilities, and be able to navigate difficult selling situations. She wants you to interview each candidate for these skills and recommend which one to hire.


During your interview with the first candidate, you ask some prepared questions and then present him with the following dilemma to test his adaptability and capacity to think on his feet: Next door, there is a church with a steeple, which he can clearly see through the office window, and you’d like him to determine the approximate height of the steeple. Without a word, he stands up, walks over to the window, and looks out at the church. After a moment he states, “It’s around forty feet.” You respond, “That’s very close. It’s forty-two feet. I’m curious—how did you figure that out?” He smiles and says, “I just looked at the steeple and thought it looks about forty feet tall.”


The interview with the second candidate begins much like the first. You pose your questions and then ask her to figure out how tall the steeple is. However, unlike the first candidate, she asks to go outside. As she walks out the front door, she notices that the sun is casting a shadow on both her and the steeple. She crudely measures her shadow, compares it with her height, and develops a simple ratio. After measuring the shadow of the steeple, she uses the same ratio to identify its height. She walks back into the office and states, “The steeple is around forty feet tall,” and explains her process.


Assuming everything else is equal between the two candidates, which would you recommend for the open sales position? If you are like most people, you know the second candidate is the better choice. Why?


The answer, of course, is because of her approach.


Even though both arrived at the same answer, the second candidate’s science-backed perspective gives her a considerable advantage in the long term. By taking a thoughtful, systematic approach to problem solving, versus going on a hunch, she’s more likely to consistently reach accurate conclusions. The way she responded to the steeple challenge also gives you insight into how she’ll handle complex and challenging sales situations, leaving you with the confidence that her mindset will empower her to adapt effectively, which, in turn, will increase her probability of earning the sale. This is the opportunity we each have today. We can choose to embrace the science that discloses the specific things each of us can do to improve our sales results. In other words, we can set ourselves up for success by “measuring steeples,” while our competitors try to guess their way to more sales.


What You’ll Learn in This Book


In The Science of Selling, I describe how buying decisions occur and the factors that influence them. Specifically, I delve into how buyers think and react during the sales process. This book is different. Now my focus is on you, the seller. The formula I’ll reveal will give you everything you need to virtually guarantee you increase your sales. In addition, this book contains exercises designed to help you apply what you learn and begin using it immediately to improve performance. I’ll also share with you the scientific studies I used to create these proven strategies, so that, if you choose, you can dive deeper into the research itself.


As I mentioned earlier, science has proved that success in selling is created by embracing certain mindsets, traits, and behaviors. These components are what make someone effective at selling. And if even one of these elements is missing or weak, then the likelihood of achieving lasting success is reduced as well. A simple way to demonstrate this is through the sales-achievement equation:


SA = f (M, T, B)


This equation states that sales achievement (SA) is a function (f) of the right mindsets (M), traits (T), and behaviors (B). This straightforward calculation is the key to improving your sales and life. Follow it and you will become more effective. What are the specific mindsets, traits, and behaviors that will empower you to grow your sales? That’s what you’ll learn throughout this book.


I’ve divided this book into three parts. In part 1, I’ll show you what you can do to set yourself up for success. Then in part 2, you’ll learn the specific behaviors and strategies that will give you a major advantage over your competition and drastically improve your sales. In part 3, I’ll reveal the critical areas that determine whether you will experience lasting, meaningful success that will positively influence those you interact with.


What you’ll discover throughout this book may transform more than just your sales. Over the years, I’ve witnessed how those who’ve learned these science-backed insights naturally apply them to other parts of their lives and experience greater enjoyment, effectiveness, and fulfillment as a result.


Below is a quick summary of what we’ll cover in each chapter. I recommend reading them in order, as their concepts and strategies build on one another. Then you can always go back to review them if you need a refresher on a specific concept or want to practice certain exercises again.


Part 1: Preparing for Sales Success


Chapter 1, “How You Think Determines the Results You Produce,” shows you the two mindsets that have been scientifically proven to make a profound difference in the sales outcomes you generate. You’ll also find specific things you can do to adopt and strengthen these mindsets so that you experience even more success.


Chapter 2, “The #1 Trait You Need to Succeed,” reveals the trait that predicts how long you’ll remain in the profession of sales and how skilled you’ll become at selling. I’ll help you evaluate how much of this trait you currently have and show you what you can do to bolster it.


In Chapter 3, “The Science of Attaining Your Sales Goals,” you’ll discover seven scientifically validated strategies to boost your chances of reaching a goal. Using just one of these will make a noticeable difference. However, utilizing all seven will have a compounding effect that significantly improves your ability to reach any sales goal.


Part 2: Creating Sales Success


Chapter 4, “Help Potential Clients Form Buying Decisions,” explains how you can truly serve your potential clients by aligning how you sell with how their brains create buying decisions. You’ll see two powerful science-backed selling principles that will enhance your ability to guide buyers through the purchasing process and compellingly present high levels of value to them.


In Chapter 5, “How to Reframe Any Sales Situation,” you’ll learn the real science of reframing and discover a revolutionary five-part reframing process that will enable you to help buyers see things in a new, more beneficial way.


Chapter 6, “Supercharge Your Sales Process with Science,” gives you a blueprint for increasing the effectiveness of your overall sales process. You’ll learn about some groundbreaking science that you can leverage to instantly elevate your sales approach and help you to win more clients.


Chapter 7, “Three Outside-the-Box Strategies That Grow Sales,” explores how you can improve your performance and results by utilizing some unusual yet remarkable science to give yourself an advantage over competitors and earn more sales.


Part 3: Achieving Lasting Sales Success


Chapter 8, “Sell with Integrity,” provides fresh, scientific insights regarding the important topic of what it means to sell with integrity and the huge benefits of doing so. You’ll learn to identify the difference between manipulation and influence, recognize when salespeople are most likely to engage in manipulative behaviors, and find out what each of us can do to protect ourselves, our clients, and others from unethical selling practices.


Chapter 9, “Take Your Sales Career to the Next Level,” is a chapter you’ll refer to again and again. In it, I’ll demystify the process of improving your sales career by disclosing a powerful formula to create positive change and experience a whole new level of success. If you’re ready to take a giant leap forward in your career, this chapter is for you.


Today, in sales and business, you need every advantage you can get. The current marketplace is so hypercompetitive that if you aren’t actively working to improve and move forward, you will fall behind. You no longer have the luxury of coasting. So whether you are brand-new to the profession of sales or have a wealth of experience, the science-backed strategies shared in this book will provide you with an unprecedented opportunity to stay ahead of your competition and succeed. That’s what science offers—a superior, evidence-backed approach that will enhance your work and your career. Let’s begin our journey by looking at the two mindsets that determine how much sales you’ll produce.









Part 1


Preparing for Sales Success









Chapter 1


How You Think Determines the Results You Produce


A HALLMARK OF ELITE SALES PERFORMERS IS THEY HAVE mindsets that prime them for success. In other words, the way they think helps them get results. This shouldn’t come as a surprise. After all, our mindsets are the filters through which we perceive, interpret, and respond to the world around us—and they determine our ability to thrive in different circumstances.1 Too often in sales—and in life—we focus only on behaviors and outcomes, and ignore what is driving them. Decades of research have demonstrated the enormous impact our thought process has on our performance.2


Just how powerfully can our mindsets affect our actions? So much that merely thinking you slept poorly last night can make you perform worse the next day. That’s what researchers Christina Draganich and Kristi Erdal discovered when they analyzed the impact of our beliefs on our actions.3 At the beginning of their experiment, they told participants that adults generally spend 20 to 25 percent of their time sleeping in deep REM, and that those who spend less than 20 percent in REM often underperform on cognitive tests. Armed with this frame of reference, the participants were then informed that their sleep would be tracked overnight. The following morning, they were told at random that they had either experienced low-quality sleep—with only 16.2 percent of their night spent in REM sleep—or high-quality sleep, with an impressive 28.7 percent of time spent in REM. When participants were given a test to assess cognitive skills most affected by sleep deprivation, those who’d been told they’d slept poorly performed significantly worse than those told they’d slept well—regardless of how any of them had actually snoozed. In other words, believing you slept badly has the same mental effect on your performance as actually having low-quality sleep.


This is why mindsets matter; they predispose you to act in predictable ways that will alter your performance for better or worse. I encounter that impact on performance every time I train salespeople. Often, simply by talking with participants prior to the training—and before I witness their skills or abilities in action—I can accurately predict who will become a top performer. Some mindsets set us up for achievement and enable us to exceed our potential and rise to the top. Others stifle growth and curb performance. The latter sabotage salespeople by causing them to behave in ways that drive down the likelihood of the sale.


Before we go into these mindsets and how to cultivate ones that will help you grow and prosper, it’s crucial to remember the following: Your mindsets are yours, and you can change them. At any given time, you can choose to adopt one that will serve you better. Often, we subconsciously adopt the perspectives and attitudes of those around us, rather than actively deciding how we want to approach the world. Perhaps you’ve assumed a specific way of interacting with others modeled by your parents, teachers, bosses, or friends, or a bad experience prompted you to embrace a defensive or pessimistic approach to protect yourself. Regardless of how you developed your current mindset, science shows that you don’t have to be stuck with it. Mindsets are learned, which means you can unshackle yourself from one that’s harming you or holding you back and replace it with one that will help you move forward and realize your goals. In fact, you owe it to yourself to analyze your mindsets and discard any that aren’t serving you.


How exactly can you do this? That’s what we are going to discover next, as we look at two foundational mindsets that will determine your effectiveness and results.


Foundational Mindset #1: The Achievement Mindset


Success begins in the mind. Studies have discovered that people rarely achieve great things if they don’t believe they can. So if you believe you won’t accomplish a certain goal, you’re probably right. When the social scientist Peter Schulman studied how heightened levels of sales performance are attained, he identified that “expectations of success or failure are often self-fulfilling prophecies. The belief that one will succeed is the engine that inspires the efforts needed to overcome obstacles and achieve goals. Research has shown that the belief that one will succeed produces over-achievement and the belief that one will fail produces under-achievement.”4


What Schulman’s research speaks to is the power of an achievement mindset, which is your belief in your ability to produce a desired outcome.5 There is more than forty years’ worth of scholarly research on the achievement mindset (which researchers commonly call self-efficacy) demonstrating that trusting that you can do something is a precursor to actually doing it. One meta-analysis on the connection between an achievement mindset and business performance even found that an achievement mindset does more than influence how much success you will experience; it predicts it.6


One of the best examples of the achievement mindset’s dramatic effect is the story of Victor Serebriakoff. For the first three decades of his life, he struggled, first in school (dropping out at age fifteen) and then to stay employed, even in menial jobs.7 By age thirty-one, when Victor joined the British army, his life had been marked by disappointment and a deep-set conviction he would never amount to anything worthwhile.


However, soon after entering the army, he was given an intelligence test, and the results came back that he had an IQ of 161.8 Victor Serebriakoff, it turns out, was a genius! Finding out those results drastically changed Serebriakoff’s belief in himself. His achievement mindset grew so significantly that he took on challenges he’d never even considered before, such as training new military recruits. After leaving the army, he turned his life around, going from being unable to keep the simplest of jobs to becoming an acclaimed author, inventor, and businessman. Victor is perhaps best known for being the international president of Mensa, an organization that requires its members to have an IQ in the top 2 percent of the population, and he is widely credited with growing Mensa into the influential international organization that it is today.9


Everyone has an achievement mindset; what matters is how strong it is.10 Behavioral scientists have found that the reason an achievement mindset either enables or limits success is because it creates a strong confirmation bias, which makes us alter our actions in ways that reinforce our beliefs about what we can do.11 For instance, even though Serebriakoff had a high IQ his entire life, in his early years he thought he was a failure and acted in ways that verified that belief. His weak achievement mindset became a self-fulfilling prophecy.12 After the intelligence test, his achievement mindset grew, and his newfound trust in himself gave him the confidence to embrace new behaviors and take risks that would make him successful. In a similar way, the power that this bias has on performance is perhaps best illustrated by one of the most celebrated sports achievements of the twentieth century: breaking the four-minute mile. On May 6, 1954, a twenty-four-year-old medical student named Roger Bannister did what everyone thought was impossible: He ran one mile in three minutes and fifty-nine seconds. Prior to Bannister’s record-breaking run, most believed it wasn’t humanly possible to run a mile in under four minutes; doctors had even publicly stated that if someone were to do so, the stress would cause that person’s heart to explode.


Bannister proved them wrong. But as impressive as his record-breaking run was, what’s more important is what happened in response to it. A mere forty-six days later, another runner beat Bannister’s time. The next year, three other runners did too—in the same race!13 Within three years, sixteen additional runners had also beaten the record.14 Today, well over a thousand runners have beaten the “impossible” four-minute mile.15


Runners had been trying to conquer the four-minute mile for decades. It was only after Bannister’s run that dozens began breaking that speed barrier with seeming ease. What caused this incredible change? The answer, of course, is their achievement mindset. As Wharton professor Yoram “Jerry” Wind and Colin Crook explain in their analysis of the mental effect of Bannister’s accomplishment on the running community, “The runners of the past had been held back by a mindset that said they could not surpass the four-minute mile. When that limit was broken, the others saw that they could do something they had previously thought impossible.”16


From a selling standpoint, think of an achievement mindset as a mental thermostat that sets the level of success you’ll attain. Those with a strong belief in their abilities are more likely to choose larger goals, take more action to reach them, have more resilience when faced with obstacles, and endure until they succeed.17 As social scientist Albert Bandura says: “People’s beliefs about their abilities have a profound effect on those abilities. Ability is not a fixed property; there is huge variability in how you perform. People who have a sense of self-efficacy [the achievement mindset] bounce back from failure; they approach things in terms of how to handle them rather than worrying about what can go wrong.”18 In short, your achievement mindset determines how you perform in every sales or business situation you’re in.




Does IQ Predict Sales Success?


Does your IQ influence how likely you are to be successful at selling? There is no doubt that IQ matters (it would be hard to effectively navigate complex sales situations without having at least a moderate amount of intelligence), but beyond that, it matters a lot less than you might think. Study after study analyzing the influence of IQ on one’s ability to perform a task or attain goals has found that intelligence is not a predictor of achievement.19 In fact, as economist James Heckman noted, the data on the correlation between income and IQ shows a minuscule 1 to 2 percent influence.20 What matters more than IQ, research shows, is the mindset that people embrace.





Yet another benefit of an achievement mindset is that it inspires salespeople to have confidence, which makes them more effective at adapting to demanding situations. Because they believe in themselves, they don’t shrink when faced with an objection from a buyer, and they confidently communicate their ideas, which encourages their potential clients to respond favorably.21 Research conducted by behavioral scientist Don Moore found that our brains instinctively trust people who present themselves and their ideas confidently.22 Demonstrating genuine belief in yourself is a key part of successful selling because it naturally inspires others’ confidence in you.


Since having a healthy achievement mindset will determine your success, here’s a quick assessment to help you evaluate your current level of achievement orientation.


Achievement Mindset Assessment


To evaluate the level of your achievement mindset, answer the statements below using the following five-point rating scale: 1 = strongly disagree; 2 = disagree; 3 = neither agree nor disagree; 4 = agree; 5 = strongly agree.


	1. I am able to achieve most of my sales goals.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	2. When faced with a challenging selling situation, I’m usually able to solve it.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	3. In general, I obtain the sales outcomes that are important to me and/or my organization.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	4. I am able to succeed consistently at the sales tasks I focus on.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	5. During the sales process, I’m able to successfully overcome most setbacks.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	6. I believe I will be able to successfully execute any part of the sales process.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	7. Compared with others, I am very good at selling.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


	8. Even when things are challenging, I perform well.


	1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 4 = agree, 5 = strongly agree


Add up the points to calculate your final score, which will range between 8 and 40. Then check the chart below to see where you currently stand.






	SCORE

	RATING






	35–40

	High Sales-Achievement Mindset






	30–34

	Average Sales-Achievement Mindset






	24–29

	Low Sales-Achievement Mindset






	8–23

	Extremely Low Sales-Achievement Mindset









Regardless of where you landed, don’t worry; this is simply a benchmark from which you can improve (yes, even those of you at the top). In fact, it’s likely your rating will shift, because you can always change and enhance your achievement mindset.


How to Strengthen Your Achievement Mindset


Ken has been in sales for nearly a decade but hasn’t advanced much in his career despite wanting to grow and improve. His slow progress is not due to a lack of motivation; rather, he struggles with a low achievement mindset. Throughout his life he’s had a hard time believing he can achieve his dreams, ever since he was told as a child by adults he trusted that he wouldn’t amount to much. Ken mainly chooses to strive for small goals that he knows he can easily attain. He also often quits when he faces a setback or an obstacle, and he struggles to assert himself when negotiating with clients or handling tough objections. Ken knows his mindset is limiting his career and life, but he doesn’t know what to do about it.


All of us have experienced a low achievement mindset at one time or another. Perhaps it’s caused by harsh words from someone close to you, negative self-talk, or a toxic environment that makes it hard to maintain self-confidence. Whatever the reason, it is a problem that requires your attention. Like Ken, those who regularly have low achievement mindsets see lower sales results, procrastinate, and give up more easily on their goals. In short, our self-imposed limits restrict our ability to accomplish something and make failure more likely. Here’s another way to think about it: All of us have also at times been surprised we were able to achieve something we thought was unlikely. Those were cases of breaking through the ceiling that your mindset may have imposed. Unfortunately, going beyond our own limiting perspectives doesn’t happen that often, which is why it usually shocks us when it does. That’s why it’s critical to first focus on growing your achievement mindset, which will empower you to improve your results.


Selling and business present constant challenges that we need to rise above. If, like Ken, you have a low achievement mindset, you’re not alone—and you’re also not stuck with it (remember our friend Victor Serebriakoff). Here are three scientifically proven strategies to help you adopt the healthy achievement mindset you need to propel you toward your professional goals and improve the quality of your life overall.


1. Grow Your Achievement Mindset by Challenging Yourself


The most potent way to strengthen your achievement mindset is to put yourself in challenging situations that force you to grow in competence and, as a result, confidence.23 That’s the most significant thing to remember about an achievement mindset: It is earned through dedication and hard work, and it has to be grounded in reality. You can’t foster it by tricking yourself into believing something that isn’t true. So, trying to convince yourself that you’re a great salesperson when you know deep down that your sales skills are weak won’t change your mindset for the better. As social psychologist David Myers put it, an achievement mindset “grows with hard-won achievements.”24 If it’s not earned, it’s just overconfidence. This is why embracing challenges that push you outside your comfort zone is the key to developing a healthy achievement mindset.


When I train new hires for a client, I require each of them to take me through their entire sales process as if I were their buyer and “sell” me their product or service. This often intimidates them because they know I’ll be a harder sell than their typical buyers. But after they complete this exercise, two things always happen: Their confidence surges, and their sales take off. Through the process of developing new knowledge and skills and putting them to use in a challenging situation, they have earned a robust achievement mindset and improved their sales ability, both of which will benefit them throughout their career.




Sales Training Grows Achievement Mindsets


One of the best ways to improve a salesperson’s achievement mindset is through sales training. Effective training will help you master selling, which, in turn, will naturally boost your mindset.25 So if you’re a salesperson, seek out high-quality training to grow your skills. If you’re a sales leader, make sure that all your people are well trained, which will benefit them, you, and your company.





Let’s take a moment for an exercise that will help you grow your achievement mindset. Think about a sales skill that you don’t feel particularly confident in. What is one challenge you can give yourself to improve that skill and your confidence in it? For instance, if you feel that you aren’t delivering your sales presentations effectively, you could ask your manager or a colleague to watch you present and give you feedback on how you could improve.


What is one challenge that will take your sales abilities and confidence to the next level?


 


How and when will you embark on this challenge?


 


Now that you know what will help you grow your achievement mindset, resolve to do it. Whenever you push past your comfort zone and pursue more challenging goals, you’ll find your mindset enriched as well as your career. In other words, don’t look for shortcuts. Tackle difficult pursuits and earn your confidence.


2. Reflect and Flush Negativity


The words of others have the power to build us up or tear us down.26 All of us experience criticism and rejection at some point when selling. And if you don’t have a productive way to handle it, negative words and actions can damage your achievement mindset and significantly limit your results. So what should you do when you are criticized or rejected? I recommend utilizing a highly effective strategy I created called Reflect & Flush, which I’ve taught to thousands of salespeople to help them protect and strengthen their achievement mindsets.


Here’s how to implement it: When you encounter rejection, negative feedback, or a sales call that goes wrong, first reflect on what happened and determine what you can learn from it. Once you identify what you can do better and differently and strategize how you’ll put that insight into practice, you then proceed to the second part of the strategy—flush.


Flush is exactly what it sounds like: You mentally flush the encounter or comment and refuse to think about it anymore. You’ve already gathered all the benefits you could when you reflected on it, so continuing to ruminate will only weaken your confidence in yourself and your ability to make positive changes based on what you learned. To move on, refocus on something positive. Remember, you have the ultimate control of what you allow your mind to pay attention to. By choosing to cultivate thoughts that build confidence and competence, you’ll naturally strengthen your achievement mindset. When you first use Reflect & Flush, your thoughts may drift back to the negative comment, but keep at it. As with any acquired skill, the more you practice it, the easier and more natural it becomes.


Let’s apply Reflect & Flush to a common sales situation: developing new business. Imagine that you meet a potential client who harshly rejects your attempt to connect. After the encounter, you should first reflect on what you might have done differently that could have positively influenced the situation. (If you’re not sure how to do this, don’t worry. In chapters 4 and 5, I’ll show you how to diagnose and correct this.) Then think about how you’ll implement that insight in the future. For instance, if you realize from your potential client’s response that you didn’t demonstrate enough relevant value, you can pinpoint exactly what you should have done and then practice it until you are competent. After that, flush the buyer’s discouraging response from your mind and refuse to dwell on it further. Redirect your focus to something positive, such as a recent success or a reminder of how, because of your prospecting efforts, you’ve surpassed your sales quota for the quarter. This process of Reflect & Flush is both simple to execute and extremely powerful, because it will free you from being demoralized by others’ negativity.




Sales Leaders’ Words Matter


One of the top ways sales leaders can raise the achievement mindset of their salespeople is through expressing their confidence in them and the work they are doing.27 So if you’re a sales leader, share with your team the confidence you have in them. And if you are a salesperson, be generous in sharing genuine compliments with your colleagues.





3. Practice Positive Self-Talk


One of the biggest reasons salespeople don’t have a stronger achievement mindset is because of negative self-talk. Their inner narrative limits their belief in what they can do and, as a result, the amount of sales they produce.


Do you tell yourself things like “I couldn’t ever do that” or “I’ll never earn that much or have that level of sales success”? This kind of negative self-talk will, if left unchecked, hinder your ability to achieve your goals. It’s an easy trap to fall into, but you can change your self-talk so that it strengthens your mindset rather than hinders it. This is mission critical, as the research is conclusive: Talking to yourself in a productive manner will improve performance.28


The first step in correcting this is to realize that not all your self-talk is accurate. As researcher Erika Andersen explains, “I’ve found that the people who evaluate themselves most accurately start the process inside their own heads: They accept that their perspective is often biased or flawed and then strive for greater objectivity . . . The trick is to pay attention to how you talk to yourself about yourself and then question the validity of that ‘self-talk.’”29


Whenever negative thoughts about yourself pop into your mind, reject them by focusing your attention on why they are not true. Then replace those thoughts with a more accurate, beneficial version. So “I could never be a good salesperson” becomes “Every great salesperson was once new to sales and not skilled. They worked hard to learn how to become a top performer, and so can I.” Or “I can’t sell five million dollars this year” becomes “People in our company have sold five million dollars in a year, and if I work harder and improve my skills, I will sell five million dollars this year.”


Here is an exercise that will help you identify and replace some of the self-talk that may be limiting you. When you think about achieving your big sales goals, what is some of the limiting self-talk that comes to your mind?


Limiting self-talk #1


 


Limiting self-talk #2


 


Now let’s replace that limiting self-talk with a more empowering perspective that will naturally enhance your achievement mindset.


Beneficial self-talk #1


 


Beneficial self-talk #2


 


Now that we’ve explored the positive impact of an achievement mindset on you and your sales, let’s turn to a related mindset so powerful that it will heavily influence your level of success.


Foundational Mindset #2: The Growth Mindset


In 1999, then aspiring motivational speaker Craig Valentine achieved his dream: winning the prestigious World Championship of Public Speaking. Organized each year by Toastmasters International, the contest brings top speakers from around the globe to compete for the coveted title of world champion, an honor that instantly propels the winner into the lucrative world of professional and corporate speaking.


But after clinching the goal he had been chasing for years, Craig did something remarkable. As soon as he landed back home in Baltimore, with a trophy nearly as tall as he is, Craig went straight to a bookstore and bought a book on public speaking.30


Pause for a moment and let that sink in.


What would compel someone just crowned World Champion of Public Speaking to buy a book on that very topic? The answer is his mindset. Craig has what scientists call a growth mindset. In fact, he has a hypergrowth mindset. It’s what enabled him to win the world championship—and then prompted him to buy a book to master it further.


A growth mindset is the belief that through focused effort you can improve your abilities.31 Stanford University’s Carol Dweck, the leading researcher on growth mindsets, states that what makes them so potent is that they are based on the empowering belief that we can change.32 Those with growth mindsets, like Craig, maintain the conviction that, regardless of their current level of knowledge and skills in any area, they can always learn more and improve their results. Numerous research studies have confirmed that people who possess a growth mindset are far more likely to be successful in sales, business, and almost anything else they put their minds to.


To be clear, a growth mindset is closely linked with an achievement mindset; in fact, a growth mindset is what enables you to harness the power of an achievement mindset. If you have a growth mindset, you’ll consistently push yourself to do better. As a result, you’ll move closer to accomplishing your goals, which in turn will strengthen your belief that you can achieve them. This is why a growth mindset is so critical: It helps you live out an achievement mindset.


In The Science of Selling, I briefly mention the high correlation between having a growth mindset and success in selling, and I advise sales and business leaders to hire candidates who have and demonstrate this mindset. Now let’s delve into why growth mindsets are so impactful, how they influence performance, and what each of us can do to cultivate and strengthen our own.33


Growth mindsets set you up for success in how they help you perceive and respond to failure.34 Failure is something we all face at various points. However, those with a growth mindset react differently than the rest of us do.35 Rather than view it as an indictment against themselves (i.e., they failed, so therefore they are a failure), they take it as useful feedback (i.e., they missed the mark this time and will adapt and do better next time).36 This perspective sets them up for success because they are more likely to learn from their mistakes. One study conducted by business school professors Francesca Gino, Bradley Staats, and Chris Myers found that participants with a growth mindset who took responsibility for their poor performance on an initial task were almost 200 percent more likely to succeed on the next task.37 They learned from their failure, which helped them adjust and flourish in similar future situations.38


Not only does the data support the notion that a growth mindset will help you attain success, I also see this played out in every organization I train. Working with salespeople across the globe and teaching them how to use science-based sales strategies to improve their results, I continually observe how those with strong growth mindsets are the ones who work persistently to develop their skills, view their missteps as learning opportunities, and adapt to overcome obstacles—all of which leads to greater achievement. As a matter of fact, I cannot think of one salesperson (and trust me, I know a lot) who has become—and remained—an elite performer without having a robust growth mindset. In the incredibly fast-paced sales and business worlds, it has become a necessity to stay competitive.


Though we all have varying experiences, talents, interests, and skills, the growth mindset reminds us that we can each develop our abilities if we put our minds to it. It’s this optimistic focus on continuous improvement that makes the growth mindset (and the related achievement mindset) such a potent force for good in our careers and lives.


The Fixed-Mindset Trap


Of course, everything has its opposite. With the achievement mindset, it’s more of a low-to-high spectrum that you fall somewhere along and can move up or down depending on what beliefs you choose to internalize and cultivate about yourself. When it comes to the growth mindset, there is an inverse called a fixed mindset, and it’s built on the idea of permanence. While a growth mindset is grounded in the conviction that you can improve your abilities, a fixed mindset is the limiting belief that you can’t do much to change your existing skills.39 People with fixed mindsets see their capabilities as being carved in stone, and they tend to perceive mistakes as evidence that they shouldn’t be engaged in whatever they have failed at, rather than as opportunities to learn and improve.40 It’s an unfortunately easy and common trap for even the most talented people to fall into, and I’ve seen it cost people sales and business and even destroy their careers.


Not surprisingly, as the opposite of a growth mindset, a fixed mindset can significantly limit improvement for one major reason: It triggers people to view failure as a reflection of who they are. As a result, people with this mindset tend to avoid even the most constructive feedback because they interpret it as a statement that they simply aren’t good enough.41 Those with a fixed mindset can be challenging to train or coach; they aren’t focused on getting better, but rather on proving they are already good enough. Chris Argyris, the former professor emeritus at Harvard Business School, neatly summarized the negative impact of this mindset on learning, noting that it causes people to “become defensive, screen out criticism, and put the ‘blame’ on anyone and everyone but themselves. In short, their ability to learn shuts down precisely at the moment they need it the most.”42


If you frequently fall into a fixed mindset, don’t worry. In the following pages I’ll show you the specific things you can do to foster a growth mindset. But first let’s look at the difference in sales performance between a fixed and a growth mindset.


Is There a Difference in Performance?


If you’re wondering whether your mindset will make a tangible difference on the sales results you produce, the answer is a resounding yes! In one study, researchers at Michigan State University analyzed how having a growth or fixed mindset affects performance.43 They gave participants a test to determine whether each had a fixed or growth mindset, then measured brain activity while the participants made mistakes trying to complete an extremely challenging task. Participants with a growth mindset experienced more neural activity when they made errors than those with a fixed mindset, which demonstrated that their brains were actively processing their errors in an effort to learn from them.


The researchers also noticed that growth-minded participants viewed the errors they made as instructive feedback, whereas fixed-mindset participants perceived them as an inherent lack of ability, which decreased their neural activity and engagement levels. Most importantly, those “growth-minded individuals also showed superior accuracy after mistakes compared with individuals endorsing a more fixed mindset.”44 In other words, their mindsets dictated their improvement in completing future tasks.


The idea that a growth mindset inspires superior performance is not a new one. In 1989, social scientists Robert Wood and Albert Bandura conducted a study that revealed that business outcomes improved when participants embraced a growth mindset and dropped when they adopted a fixed mindset.45 Social psychologists Laura Kray and Michael Haselhuhn found something similar when they conducted numerous studies to observe the impact that mindset has on the common sales activity of negotiating.46 In one of their studies, participants who embraced either a fixed or a growth mindset entered into a complex negotiation. Those with a growth mindset were more successful than their fixed-mindset counterparts at a rate of nearly two to one!


Because those with growth mindsets learn from their mistakes, they act in ways that increase their competence and confidence, which naturally strengthens their achievement mindset.47 In contrast, those with a fixed mindset retreat when they experience a setback, which erodes confidence. It’s no surprise then that belief in one’s abilities is a primary attribute of top sales performers.


A growth mindset can also enhance the overall performance of a team or even an entire organization, especially when a corporation’s leaders embrace and mold culture around it.48 In 2014, when Satya Nadella became CEO of Microsoft, there was a general consensus that the company needed to make major changes in order to stay relevant. The stock price had stalled, product development was lagging, and employee morale was low. Within seven years, there was little doubt that Microsoft had become a much healthier company under Nadella’s leadership. Just take a look at its monthly stock price over that time period.


[image: image]


What did Nadella do to transform the company? The Harvard Business Review reports he used a single overarching principle to drive the organizational changes he wanted to see: The idea that “a growth mindset, rather than a fixed one, is the key to developing a dynamic, learning-focused culture.”49 In addition to modeling the mindset in his daily leadership, Nadella began rewarding employees for being “learn-it-alls” instead of “know-it-alls.”50 Leaders began to wrap up each meeting by asking attendees, “Was this a fixed- or a growth-mindset meeting? Why?” The fresh focus on living out a growth mindset encouraged collaboration and innovation, which transformed the company, expanded its relevance in the marketplace, and helped it deliver much more meaningful value to its clients and customers.


That’s what growth mindsets do. They not only fuel sales growth but also positively transform people, teams, and organizations. Moreover, they inspire the hope that no matter where you are today, you can change, improve, and achieve goals currently beyond your reach. The key to remember is that this transformation starts with you. If you don’t change, neither will your results. After all, your sales and success can only grow to the extent that you do. A growth mindset will help you mold yourself into the person you desire to be—the kind of person who can achieve whatever you put your mind to.


Let’s do a quick appraisal to uncover your current mindset when it comes to selling. Then I’ll share some practical strategies for cultivating a growth mindset.


Growth Mindset Assessment


Which of the following statements do you believe to be true?


1.   A person’s sales skills can rarely be improved; some just naturally have the ability to sell, and others don’t.


2.   No matter where you start, you can become better at selling.


3.   You can learn new selling strategies, but your sales results are mostly dependent on your innate talent and personality.


4.   Regardless of where you are currently, you should continually work to improve your sales expertise.


As you may have guessed, statements 1 and 3 are fixed-mindset statements, while statements 2 and 4 convey a growth mindset. Which are most reflected in your selections?


Here are a few more examples you can use to evaluate your mindset.


Which of the following best describes how you view this statement: Your sales skills are like a muscle you must continuously develop and strengthen.


A. Strongly agree


B. Somewhat agree


C. Disagree


Which most accurately describes the self-directed effort you’ve put into improving your sales abilities within the last year:


A. A lot


B. A little


C. None at all


Which best describes your belief about this statement: Great salespeople are born, not made.


A. False


B. Partially true


C. True


The As represent a growth mindset, Bs a hybrid of a fixed and a growth mindset, and Cs a fixed mindset. If you found yourself mostly agreeing with the As, nice job, and keep reading to learn how to strengthen your growth mindset even further. If you chose mostly Bs, I’ll show you how to move more toward a growth mindset and away from a fixed mindset. If you selected mostly Cs, don’t worry, this book will teach you how to embrace a growth mindset and take your sales skills and success to a new level.
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