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INTRODUCTION


Read This First

A NUMBER OF years ago, I decided to take some golf lessons from a pro. (At that point, I should mention, I'd been golfing for quite a while, without ever having taken a lesson.)

During my first lesson, the pro showed me the proper grip for the club. It felt a little awkward, and I told him so. But my teacher assured me that the reason the new grip felt awkward was simple: I had been holding the club incorrectly for many years. Once I got used to the right way of doing things, he assured me, the right way of holding the club would feel just as “natural” as the way I had been holding it. And with that, he demonstrated not only the right grip, but also the right swing and follow-through. It was beautiful.

Well, what he had said sounded logical enough, and it was certainly hard to argue with when he showed off that swing. If only I could get my swing to look as fluid, as graceful, and as powerful as my instructor's!

And yet I had a similar feeling of awkwardness when the golf pro showed me how to stand, where to put my feet, and how to swing. It all felt very uncomfortable. But during my lesson, I swung, as instructed, from that awkward position, and I hit the ball many, many times while the golf pro watched me and offered suggestions.

At the end of the lesson, the pro told me to keep practicing exactly as he'd instructed me. If I did, he promised, the new ways of holding the club, standing, and swinging would soon become second nature.

Well, once I got back on my own, I tried to hold the club, and stand, and swing, as the instructor had told me to. But it still felt strange. I found that when I moved my grip to a “more comfortable” position, it just felt better. And when I stood the way I was used to standing, it just felt better. And when I swung the way I was used to swinging, it just felt better.

So I dropped the lessons and went back to playing golf “my way.”

I hit that ball with all my might. I hit it “my way.” I hit it so I was “comfortable.”

And my average score was 150. (By the way, if you're not a golfer, let me just offer a little bit of background information: the higher the score, the worse the golfer. And 150 is an extremely high — that is, bad — score.)

I couldn't understand why nobody wanted to play with me, or why I wasn't getting any better. In fact, I wasted a whole year wondering why my scores were so high.

After a year, I went back to the golf pro. This time, I followed his directions, stuck it out, and practiced the right grip, swing, and follow-through over and over and over again, until they became second nature to me. As the golf pro had promised, the correct way of doing things eventually — and the key word here is “eventually” — became “comfortable.” And my score dropped!

The thing is, I had to drill the right way of swinging until it became comfortable.

Why do I tell you a story about golf in a book about selling? Because we all have our “comfortable” ways of doing things: swinging a golf club — following through on the swing — and connecting with people to make sales.

If we take the time to do what's right — what really works — over and over again, until it becomes second nature, it really will feel comfortable. And it really will deliver the results.

If what you're interested in improving is your golf swing, you should talk to a golf pro. If what you're interested in improving is your sales ability, you should read this book.

I say that because we've presented the techniques within these two covers to hundreds of thousands of salespeople in virtually every industry, all over the world, and to just about every kind of sales force. If the aim is to get a face-to-face meeting with someone you haven't talked to before, so you can discuss your product or service and how it might fit into that person's operations, and then eventually close the deal, this book shows you how to “hold the club,” how to “swing,” and how to “follow through.”

Even if what I suggest that you do in the following pages feels a little awkward at first, I promise you — it works. The only reason it feels awkward now is that you're not used to it yet! Once you practice it enough, it won't feel awkward at all.

Years ago, when I first came up with some of the principles in this book, I bought a book that was written by someone who had sold a whole lot of book proposals to publishers. It outlined a system for selling your book idea to a publisher. It broke the system down into simple steps. I followed the steps, even though some of them felt a little awkward at first. The system worked!

Here's why I mention that. You are holding in your hands a system written by someone who has set a whole lot of sales appointments and closed a whole lot of business. This book breaks the system down into simple steps. If you follow the steps — the system will work!

Once you begin the book, do yourself a favor. Make a commitment to drill the many techniques you'll find here repeatedly until they become second nature. Don't waste a year — or more! — of your precious time doing the “same old thing” just because it feels more comfortable than trying something new! Do what works … and stick with it. And you will certainly see dramatic improvements in your sales ability and your overall income level.

• • •

Before we get started in earnest, I need you to write something down.

Yes, I really mean it. I want you to go get a piece of paper, or your sales notebook, or your call sheet, or whatever you use to write in your sales work. I want you to pull out the pen or pencil you always use. And I want you to copy the following sentence down verbatim before you do anything else in this book.

You cannot force a prospect to do anything.


Believe me when I tell you that that sentiment is worth framing and hanging where you can see it every morning as you settle into your seat, ponder the day ahead, and enjoy your Starbucks and your low-fat breakfast bar.

When we try to force prospects into committing to actions they're not ready to take, we lose. The exchange becomes polarized. The prospect starts to worry about all the things that need to get done as soon as this uncomfortable meeting is over. We start to sweat. We start to worry. We start to push.

And — paradoxically enough — we don't win sales that ought to come our way.

Now, even though you can't force your prospect to do anything, you certainly can find areas of agreement with your prospect! You certainly can highlight potential solutions for your prospect! You certainly can show things to your prospect that he or she may not have noticed before! You can always act on areas of mutual opportunity with your prospect! And you can keep this person on your radar screen, and take a minute or two to reach out once a week or so via e-mail … until you win a place on the prospect's radar screen! And you certainly can find other prospects to talk to.

At the end of the day, your objective is to find a prospect who will tell you what to do, or, at the very least, to work out a course of action on which you both are in complete agreement that moves the sales cycle forward. If your aim is to intimidate, to overrun, to conquer, to pressure your prospect into fitting into your preconceived notion of how the two of you will work together, you should resign yourself right now to the fact that you are not going to achieve your full potential as a salesperson. In other words, you are not going to close sales you should close.

Believe it or not, everything that follows in this book depends on the sentence you just wrote down on that sheet of paper. Read it again right now! Read it every day!

I would love to hear your reactions and results once you have implemented the strategies in this book. Please e-mail me at contactus@dei-sales.com, or call 1-800-224-2140.

Good luck!

Stephan Schiffman


New York City
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The Number One Reason Businesses Fail

A FAMOUS PROFESSOR at Harvard Business School once asked his students to name the number one reason that businesses do not succeed. He got all kinds of answers, ranging from bad management and bad programs to bad products, poor concepts, and lack of capital. After reading their answers he stood before his class and told them that the number one reason businesses fail is … “lack of sales.”

That's it. It's lack of real sales — the work you and I do on the front lines. And if I can't get in the door to see people, I'm not going to sell.

In most selling environments, nothing can happen unless you're able to get that first appointment. No matter how well you sell, if you can't get in the door, if you cannot get an appointment to see somebody, you're not going to sell.

To become a successful salesperson, you have to develop a solid base of prospects. This base will only remain solid if you continue to prospect successfully — and the cold call plays a large part in successful prospecting. Cold calling is the best and most economical way for you to develop prospects on an ongoing basis. This book is devoted to helping you get in front of your prospects in the most efficient, profitable way — and to overcome your number one competitor.

Your Biggest Competitor


Who is your number one competitor? Interestingly enough, you can name every company in your business — and you'll be wrong. No matter what company you mention, I'll tell you you're wrong. You could tell me that you are your own competitor. You'd be wrong again. You could say to me that your energy level is your competition. Wrong.

Your number one competitor today is the status quo. The status quo is what people are doing right now. If you understand that, you're going to be successful. It's rare that we're really up against a competitor — we're usually up against the incumbent, the status quo. Remember, most of your potential customers are happy with what they've got — otherwise, they would be calling you!

Once when I was doing a training session I stated that your number one competitor is the status quo. A sales rep raised his hand and said, “Steve, I've never heard of that company. Who's Status Quo?” Don't get sidetracked. Remember: you're up against what the prospect is already doing.

Where Sales Come From


Now, I'm going to discuss something that upsets many salespeople. The fact of the matter is you're going to get one-third of all your sales no matter what you do. Let me repeat that: You'll get one-third of all your sales no matter what you do. In the United States nearly 1,000 copiers are sold every single hour of every single day. It's estimated that nearly 2,000 cellular numbers are installed in the United States every hour. What do numbers like that tell you about sales? They should tell you that there are people who need your product … just like you need to go to the supermarket to buy milk. That's a consumer-driven sale.

In fact, you and I have seen people who shouldn't be allowed to walk the streets without a leash who still make sales. The reason people like that are able to make a living is that their sales are based on needs for those consumer-driven products. Eventually something breaks; eventually you're going to need a new car; eventually you're going to need more lettuce; eventually you're going to buy a new television. Successful salespeople understand that they'll get one-third of their sales no matter what, simply because they knock on enough doors. But is that enough?

The Sales You'll Never Get


Then there's one-third of your sales that you're not going to get. For whatever reason, no matter what you do, you're just not going to get the last one-third of your sales. Sometimes it's because the other guy, the other salesperson, gets it. Sometimes there are internal changes at the target company that you can't control. Either way, you're not getting the business.

The Sales That Are up for Grabs


The last one-third is up for grabs. That's what we're going to discuss here. We'll show you how to develop your competitive edge, get more appointments, and get more of that last one-third, which is where the good salespeople separate themselves from the mediocre salespeople.

The interesting thing is that plenty of salespeople make their living by simply accepting the first one-third. That's really more of an order-taking situation.

In fact, there's a guy in Times Square who sells a little wallet-like card case. He simply stands there and says, “Wanna buy, wanna buy, wanna buy, wanna buy, wanna buy, wanna buy, wanna buy, wanna buy?” You get the idea. That's all he does!

That tells you something about the entire sales process. If you see enough people, you will eventually make a sale. In fact, as we mentioned earlier, you're going to make a certain number of sales no matter what you do. If you knock on enough doors, it doesn't make any difference what you do, eventually you're going to get a sale.

Suppose I went to the busiest street corner nearest my office (it happens to be Times Square), and I simply put out my hand. Do you think anybody would put money in my hand? Of course, eventually someone's going to do that. That's my first third. Now if I held out a cup, do you think I might make more money? Of course. If I add a cup and a bell, bing-bing-bing-bing, would more people give me money? Of course. Add a cup, a bell, bing-bing-bing-bing, and a sign, “Please help me.” Would more people give me money then? Absolutely.

The point, again, is that you'll eventually make a sale if you see enough people. But this story illustrates that it's equally important to make the most of the opportunity. It's not enough to just see people or talk to people on the phone. You have to use the right tools.

The other day I was walking in Manhattan near our office and I noticed a bank with a table right outside displaying a sign that read, “SIGN UP FOR PC BANKING.” Three bank employees simply approached every single person who walked past them. I went up to one of them and asked, “How did you do?” They said, “It was incredible today.” In the last two hours they had signed up 200 people for their PC banking program — people who had simply walked past the building.

One of the great telecommunications giants in the country today started many years ago by setting up tables outside of major office buildings with a sign that simply said, “SAVE MONEY ON LONG DISTANCE.” And people would sign up. You and I could make sales that way. Simply going after the first third, and doing nothing else, however, is not the way to build a successful sales career. I doubt even that telecom giant could survive today if all they had were a couple of tables and a few homemade signs!

Timing Is Everything


When we begin to look closely at the prospecting process, we can see why the concept of time is so important. I know that it takes me about eight weeks from the time I first sit down and talk to a prospective client to the time I make a sale. So let's play this out and see how it works. If I sat down with you on January 1, I'd know that, if we decide to do business together, I'm going to see a sale not in February, but in March — say, on March 1. January 1 to March 1. If my sales cycle is eighteen weeks, it's going to take me that much longer. The sale will be closer to May.

If, on January 1st, I'm busy because it's a holiday and I don't call anybody, and on January 2 I don't call anybody because I'm doing something else, I've pushed out the date when I can expect to see a sale. Say I don't prospect on January 3, 4, 5, 6, 7, 8, 9, or 10. Now instead of March 1, it's going to be March 2, 3, 4, 5, 6, etc. I think you get the point.

Think about it like this: When you get paid for a sale, when did you really earn that money? Depending on your sales cycle, it could have been as long as three months or even a year ago. If you didn't do some kind of prospecting a year ago, the odds are that you would not see any income now. If you look at it this way, what you suddenly realize is that the appointments that you generate today are what create the prospects you meet, which ultimately give you your sale at the end of your sales cycle.

Now that you've read about how important time is, you're probably jumping out of your chair saying to yourself “I've got to get started!” Please remember to finish the whole book before you try to implement the program.

Reducing the Sales Cycle


A couple of weeks ago I went on a sales call. It was a good sales call. How do I know it was good? Because while I was there, I set up an appointment to come back. By setting the next appointment on my first appointment, rather than waiting until later, I accelerated my sales cycle by three to five weeks.

Let me explain. Typically, on an appointment, a salesperson will tend to say to the prospect, “I'll call you in a week.” Now we've added at least a week to the sales cycle. Then what happens? We might not get the person on the phone that next week. Now we have to wait. Finally, we get the person on the phone, setting an appointment for perhaps two to three weeks later. By setting the next appointment during the first one, we can save all this wasted time. We really can reduce the sales cycle by three to five weeks!

Gerbil Selling


Let me share another story. Recently a sales call of mine went very well. Since the presentation had gone so well, I asked for the sale:

Steve: It makes sense to me. What do you think?

Prospect: We can't do it now.

Steve: Why not?

Prospect: I gotta talk to my boss.

Steve: (Because time is so important) Okay. Let's go see him now.

Prospect: Well, we can't do that. I need a week.

Steve: I'll come back in a week.

Prospect: Nope, no good. I'll call you.

Steve: No, I'll call you.

Prospect: I'll call you.

Steve: I'll call you.

Prospect: Steve, trust me. I will get back to you. Honestly, I'll get back to you.

Steve: Okay.

There was nothing else I could do. One week went by, then two. I didn't hear from him. Three, four, five, six, seven, eight, nine, ten, eleven, twelve, thirteen, fourteen, fifteen, … It's now, I don't know, maybe ninety-eight weeks later and I still haven't heard from him. What do you think my chances are of making the sale? Virtually zero. The point is that time is of the essence. The longer the sale goes out of the normal cycle, the less likely it is to happen.

Does this next example sound like a normal sales cycle? A woman in Rockville, Maryland, once told me she went on thirty-seven appointments to the same contact at one company. The same person, thirty-seven times, and she still hadn't made the sale! Would you do that? Of course not! What could the two of you possibly talk about on the thirty-seventh visit that hadn't already been covered on the first thirty-six? Isn't that a waste of time?

Years ago I went on a sales call, and the person I was dealing with knew that I usually only go back three times. I typically either close on my third call or conclude that the sale isn't going to happen right now. On the third call my contact at this company said:“I know you usually only come back three times. Would you come back one more time? It's going to be worth a half-million dollars to you.” I said I'd come back.

When I went on that fourth meeting, the prospect said to me again: “This is really great. Would you come back one more time?”I came back one more time. At the end of the next meeting, he said to me: “This is really great. Would you come back one more time?”I came back one more time. And, of course, when the same thing happened at the end of that meeting I got suspicious. So I asked:“What am I coming back for?” He replied, “Well, I want you to meet Mr. Big. He's going to give you a million-dollar deal, not five hundred thousand.” One million dollars!

Of course, I came back again. He asked again: “Would you come back one more time? I want you to meet some more people.”I went back again.

In fact, I went back eleven different times for this company. What do you think happened the eleventh time? At the end of the eleventh meeting, they said to me: “Steve, we're not going to buy.” What did they do to me? What they did was convince me, against my usual practice, to run around in circles and waste a lot of time.

I call that gerbil salesmanship. At home, my kids have two gerbils. One runs around continuously in the miniature Ferris wheel in the little cage. He's a very busy gerbil. In fact, he's absolutely exhausted at the end of the day. Gerbil salespeople run around in circles all day but get nowhere.

The Open Door


At my company we have an open door policy. Anyone who wants an appointment with me can get one. In fact, I try not to screen phone calls. I think it's important to meet each and every salesperson who wants to talk to me. I'm eager to meet them and understand what they have to sell. To me it's foolish for executives not to see salespeople from time to time. Why not keep up-to-date with what's going on in their fields? Granted, not everyone thinks that way. (Wouldn't our jobs be easier if everyone did?)

Whether your prospects have an open door policy or not — your goal has to be to get the appointment. To learn why that goal is so important, read on.
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By the Numbers

WHEN I STARTED my company, years ago, I did not know how to get appointments. I sat in the office waiting for the phone to ring because I was convinced that people would call me. I hired a secretary and an associate to help me field the calls. We sat there saying to ourselves, “We have an ideal situation.”

We knew exactly what it was we were going to sell. We knew that people needed it (there's the word “need”again) and we thought that all we had to do was send out enough announcements about our business, and people would start calling us.

How naïve was that? I would be glad to send you some of the 10,000 brochures and 10,000 pens with my name and telephone number on it that I still have. Circulating them didn't get people to call us!

I learned very quickly that if I was not able to get appointments, I was not going to be successful. The key to successful selling has to be getting appointments, but most salespeople don't realize that. Sixty-five percent of success, I've learned, is finding people and telling them what you do.

The A = P = S Formula


There's a formula that's more important to successful salespeople than any other: A = P = S. In other words, Appointments give you Prospects give you Sales. If you have no new appointments today, what's your chance of getting a new prospect? It's nonexistent. If you have no new prospects, what's your chance of making a sale? That, too, is nonexistent.

The real question is, how many appointments do you need to generate one real prospect? (A prospect is someone who consciously agrees to move through the sales process with you. We'll look at this definition more closely in Chapter 3.) Your appointment base is always going to be larger than your prospect base, which is going to be larger than your sales base. It's like a pyramid, with your appointments forming the base, your prospects forming the middle, and your final sales at the top.

For example, suppose that you don't make any new appointments today. You're not going to generate a new prospect. That means that, approximately eight weeks from now, you'll see no new sales. Now, you can argue with me and say, “People will call me.” But that's not what we're talking about. We've already established that's going to happen; those are consumer-driven sales. We're talking now about how to get at that last third of all possible sales.

A = P = S. Or, if you prefer, zero A = zero P = zero S. no appointments, no prospects, no sales.

Know Your Numbers


How many appointments do you need to get your prospects? How many dials on the phone does it take to get those appointments? If you don't know those numbers, how can you know whether your sales approach is working? In my case, I know I need one appointment a day, or five new appointments a week. In order to do that, I have to call fifteen people each day. Fifteen times five gives me seventy-five. Over five days, I dial seventy-five people, I generate five new appointments, which ultimately gives me my one sale every single week. And that's the objective. That ties into the question I asked you before. If you don't know the numbers you need to reach your goal, you're probably not going to get there.

How many cold calls do you make each day? Do you know? If so, why do you make that number of calls? Are they true cold calls, or are they calls you've been repeating by calling the same people over and over again?

Every single day that I'm not in front of a group, I still pick up the phone fifteen times; that is, I still make fifteen calls. That's fifteen new people I haven't spoken to before.

Even on busy days I still try to find a way to make those fifteen calls. On those days when I cannot reach anybody during normal business hours, I call fifteen new people starting at 7:00 A.M. I know the odds are that I will not reach people that early. But I also know that I will have fifteen messages out there, and at least one of those people will call me back.

Typically, though, I call fifteen people a day, and I actually speak to seven of those people. For every seven people I speak to, I set up one new appointment. As a rule, I do that five days a week, so at the end of the week, I have five new appointments. That's five people that I have not met with before.

Now here's a trick question. If I make five new appointments this week, as I always do, how many total appointments will I have next week?

Do you know the number? It's eight. Why is it eight? Because I know for every five new appointments, I'm going back to three more for follow-through appointments.

If you say to me that you have five appointments for this week, but you have no follow-through appointments, then the odds are you did not have five appointments last week. My total number of appointments (eight) is every important. My closing ratio happens to be that for every eight appointments, I make one sale. This means that I will bring in something in the neighborhood of fifty new accounts a year.

Why is that important? Well, suppose I didn't make those fifteen calls a day. What would happen? I'd be out of business! The fifteen calls that I make every day give me the fifty new accounts a year. In other words, the fifteen calls drive the fifty sales. Cold calling is a numbers game (or, to be more precise, a ratios game). And this particular game drives your sales.

Now, I'll go back to my initial question. How many calls do you make each day?

Is it giving you the number of appointments that you require in order to be successful? I know that I must get one new appointment a day, and that I have to make fifteen calls, and speak to seven people, to set up that one new appointment. I do that five days a week. Those are my numbers. How many appointments do you require to be successful? If you must make five new appointments a week, are you getting them? If you require ten new appointments a week, are you getting them? More important, how did you settle on the numbers you're working with?

Here's a simple question. Do you know the mileage of your car? Most people can tell me automatically that their car has X amount of miles on it. They know how many miles per gallon they get in that car. Yet if I ask the same person, “Do you know how many appointments you went on last week?” they often don't know. Which figure matters more to your yearly income?

You need to know your numbers and understand your ratios. I'm going to show you how increasing your sales can be as simple as getting one or two more appointments a week. You are not going to get twenty more appointments a day. That's unrealistic. But if you get one more appointment a day, consistently, your sales are going to increase.

A lot of salespeople don't know where their numbers came from. What they do just evolved; it just kind of happened. That's not the way to take control of your career. Only use numbers that give you the actual number of sales and/or appointments you must generate each and every day, week, month, and year.

Numbers from the Real World


Let me give you a series of numbers that I think are important:

293 > 149 > 49 > 83 > 10

Now these are actual sales numbers. Let me tell you what they represent. In this particular case, this salesperson picked up the phone 293 times during a ten-week period. During that time, he spoke to 149 people and actually set up 49 first appointments. The 83 represents the total number of sales visits. Of course, that's higher than the number of first appointments because it includes repeat or follow-through visits. Ten represents the number of sales. When you analyze these numbers, what you start to understand is that the salesperson made one sale and went on an average of 8.3 appointments each week for ten weeks.

This person actually set up about five appointments every week for ten weeks and made about thirty dials a week, or six dials a day every day, for ten weeks. Not exactly a major blowout in terms of numbers, but successful nonetheless. Why?

Because this person understood his numbers. His goal was a new sale a week; he monitored his numbers and hit the goal.

I have somebody working for me who made $68,000 his first year with me; he picked up the phone 2,448 times. Now that may seem like a lot to you, but when you really think about it, it's only ten calls a day (assuming a 250-day working year). In other words, if I promised you that if you picked up the phone ten times a day you would definitely make $68,000, would you do it? Of course you would. The fact is, every single time you pick up the phone you're getting closer to a yes. If you understand that concept, you'll be successful in sales.

Avoiding Peaks and Valleys


Another reason prospecting and getting appointments is so important has to do with the peaks and valleys, the ups and downs that so many salespeople experience. What most of them don't realize is that there's no need to have peaks and valleys!

Let's look at why these peaks and valleys occur. Think about the ratios we just discussed. Think about the number of no's that you get in relation to each sale. You'll realize that, when you make a sale, you actually lose prospects!

Let's say, for argument's sake, that you're working on twenty prospects. These are twenty people whom you've met, and you're going back to meet them. They're working with you. Let's say your closing ratio is one out of five. When you make a sale within that group of twenty, what actually happens is that you've made one sale and four people have said no. That's one sale out of five prospects, which means you now have only fifteen prospects (even though nineteen still seem to be active). Now, if you make another sale from these fifteen prospects, you'll only have ten prospects left. If you make another sale, you'll have five prospects left. Soon you'll have nothing left.

Salespeople often repeat the process I just described. And in doing that they create peaks and valleys. They don't replenish prospects soon enough. They have highs and lows because they work their way through their prospects. They make their four or five sales out of the twenty prospects that they had, without replenishing that base of prospects.

In order to avoid these peaks and valleys, we have to replenish or re-establish that base constantly. How long does that take? Depending on your sales cycle it could be eight, ten, or twelve weeks, ninety days, or it could be a year. Whatever time frame your process demands, when you get a big sale (or even a little one), you have to check for peaks and valleys and replenish your prospect base.

Salespeople talk about the “big sale” all the time. They say, “Steve, I had the greatest month I ever had last month.” I ask, “What did you do the month before?” “Well, it wasn't so good.”“What are you doing the month after?” “It doesn't look so good.”To really understand how well their sales are going, they need to average their sales over that three-month period. When they do, their sales numbers are probably going to look suspiciously like the one-third that they would have gotten anyway — unless they've continuously worked on developing new prospects.
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Prospecting and the Sales Cycle

THE NEED FOR “perpetual” sales prospecting becomes even more obvious if you consider how far your sales efforts take place in advance of your sales revenues. For example, if it takes sixty days to generate a sale, thirty days to implement the program, thirty days to use the service, thirty days to bill, and thirty days to get paid, that means six months pass between the start of the process and when you actually see the first dollar. You may think you're making sales today, but the sale you made today came from the work you did yesterday. Again:

Appointments = Prospects = Sales

Recently I was working with a software company that had had a tremendous year. I talked to the president of the company about what had happened that year. The conversation went like this:

Steve: What happened last year?

Company President: Well, from January to June we had a tremendous year. We had fifteen people call us and we got fifteen major accounts. It was just a great year.

Steve: And what happened after that?

Company President: Well, people stopped calling!

Steve: So what did you do?

Company President: Well, we, uh … (Silence.)


Steve: So what did you do?

Company President: Well, you know, we, uh, we started thinking about what to do.

Because their sales cycle takes nearly a year, their sales have now plummeted, and they are in real danger of going under. And the fact is, that downturn didn't have to happen.

Keep on Prospecting!


Even if you have a successful week, a successful month, or a successful year, that doesn't mean you should ever stop prospecting. One of the biggest mistakes that we make is we convince ourselves that we don't have to prospect on a regular basis. We get happy and complacent with our existing business and we think we don't have to seek new business.

Prospect constantly, every single day.

I learned the importance of prospecting some years ago when my business got very busy. We got an assignment in August that sidetracked everyone in the organization. We stopped prospecting for about two months. It was incredible the amount of work that we had to do on that assignment, and every trainer and every staff person was involved. You know the rest of the story, don't you? You guessed it: in October our sales plummeted. It was December before it started to build up again, but, of course, December is a light month, and it wasn't until January that we saw the light at the end of the tunnel. That was a harrowing few months; I've promised myself that we'll never go through that again.

A number of years ago my number one salesperson, someone who's been with me for years, got very sick. I was extremely worried about her, as we all were.

Although she passed the crisis safely, she had to stay in the hospital for a number of weeks. When I was sure the worst was over, I became concerned about her appointments — because there weren't any! So there I was in the hospital saying, “Sit up, sit up.”She said, “Well, I can't — I've got this thing in my nose and …” I said, “You're fine. You can talk on the phone. Make the calls; you have to make calls now.”

Maybe that sounds harsh. Why did I do that? Because I knew that her sales would drop in eight weeks if she didn't make those calls. It's a terrible story, but it's true. Without her calls, her business was going to suffer a crisis, too, and I knew she didn't need that.

The key, then, is to keep prospecting on a regular basis. Making the sale is important, but it's not as important as managing your prospects. And the key to that is to replenish your base of prospects with new appointments. It's worth repeating. If you don't have enough appointments, you're not going to get enough prospects. If you don't get enough prospects, you're not going to get enough sales, and you're not going to be in business. A = P = S!

If you keep this concept in mind, and act on it, you should be able to avoid the peaks and valleys.

The Value of a “No”


Earlier in this chapter I asked you, “How many appointments do you need each week?” Then I asked, “How many calls do you need to make each day to get that number of appointments?” If you don't know these numbers, you're not going to be successful.

It can be frustrating — but you're going to get plenty of “no”answers when you make these calls. Ready for a surprise! You really shouldn't be too concerned about the number of “no” answers you're getting. Because if you're not hearing “no,” you're not making sales. This addresses a basic criticism — that my cold calling approach doesn't work 100 percent of the time. It doesn't! It's not designed to work 100 percent of the time. It's designed to give you a competitive edge. Everything I'm sharing with you is designed to help you improve your numbers over where you are today. That's what this entire book is all about.

So realize that there is a ratio of “no” answers to “yes” answers. A typical ratio would look like this: You're going to make twenty calls, speak to five people, and set up one appointment. Or you're going to see twenty people, and set up one appointment. Or you're going to see twenty people, make five presentations, and make one sale. What's important to understand about that twenty, five, and one ratio is that in the process of doing that, you're going to hear “no” nineteen times. In other words, for every appointment or sale you get, you have to collect nineteen “no” answers.

My company does a lot of work with life insurance companies and HMOs around the United States. In fact, we train life insurance agents around the world. When we work with a brand-new life insurance agent, somebody who's just been hired, we will give that person a chart with 250 boxes on it.

Every single time that person talks to someone about life insurance and hears, “No, I don't want to buy,” or “No, I'm not interested,” the sales person puts an X in the box. When the chart is full, that is, when 250 people have said no, we give the person $1,000. Why can we do that? Well, if you stop to figure it out, you'll realize that in the process of getting 250 “no” answers, that salesperson will probably generate $10,000 in sales. In other words, we can afford to pay out $4 for every “no,” because we know we're going to make it back.

It's important to understand that every time someone says no, you're getting closer to a yes.

Did You Hit Your “No” Quota Last Week?


Did you get enough “no” answers last week? Did you hear “no”enough times to generate a sale? If you don't know the answer, my guess is you don't know your ratios yet. If you're not getting enough “no” answers, you're not getting out there enough.

I meet with many different sales forces throughout the United States. Sometimes sales managers say to me, “Steve, we had a great week last week. Nobody turned us down!” I know they were either on vacation or they weren't selling at all. Learn to count the “no” answers!

There's a great insurance brokerage firm I know of, where the owner of the company literally walks around and says, “How many ‘no’ answers did you get?” And if a salesperson ever says, “Man, I had a rough day, everyone was turning me down,” the owner says, “That's great! We're going to make a sale.”

Interestingly enough, if you understand this concept, and know the ratios, you can predict how long it will take you to reach a certain level of sales. You can make a chart that shows that it's going to take you, let's say, three months to generate the “no” answers you need to reach the level you've identified.

We had a new representative in Chicago a while back who was not doing well his first few months on the job. As a manager, I knew that he had to get a certain number of “no” responses in order to be successful. One day, he called me and told me that he was discouraged because he hadn't yet closed a sale, and he was thinking of leaving the company. I asked what his calling numbers were; then I said, “Based upon what you're telling me, right now you need two more ‘no’ answers.” He asked what I meant. I said, “If you make enough calls to get two more “no” answers, you're going to have enough, and you're going to make a sale.” And that is exactly what happened — he stuck with it and closed his first sale on his 101st day with our company.

Five Ways to Double Your Income


Let me give you some more examples of numbers and ratios so you can have a feeling of what to expect. One sales force I worked with in New York picked up the phone 606 times, spoke to 315 people, and set up 152 appointments.

Here's another example. This person was selling advertising in the Chicago area: 736 dials, spoke to 358 people, and set up 138 appointments.

Here's another from a company in Los Angeles: made 203 dials, spoke to 99 people, and set up 66 brand-new appointments.

Here's another from a company in Florida: made 589 dials, spoke to 213 people, and set up 102 appointments.

These numbers are from across the country, so don't say, “Well, this program won't work here in (fill in the blank),” because it will! Let me explain why these numbers are so important. There are five ways in which you and I can double our income, based on what we do with these numbers.


	
Double the Number of CallsThe first way to double your income is to simply double the number of calls you make. In all the seminars that I conduct, and I do about 150 to 200 seminars a year, I ask people if they can double the number of calls they make. Every once in a while I get somebody who says, “Yes, I think I could double the number of calls.”“Well, if that's the case,” I immediately say, “then the seminar is over! There's no need for you to continue.” If in fact you can double the number of calls you make every day, then just do it. You don't need me to tell you what to do. Double your number, and you'll get more sales.For most people, unfortunately, that's probably not a realistic option.

	
Get Through More OftenA second way to double your income is simply to get through to more people. For example, on a typical day, I call fifteen people and speak to seven of them. Now, getting through to fourteen people might be tough. But if I got through to eight people a day, would it change anything? Well, one more person a day means over 200 more people a year. That's a big number. Think about how a similar change would affect your numbers.

	
Get More AppointmentsA third way to double your income is simply to get more appointments. In other words, instead of speaking to seven people and getting one appointment every day, I could get two appointments, or even 1.2 appointments. As long as I increase that ratio over time, I'm going to be more successful. If I got one more appointment a day, the amount of additional income I could generate would be incredible! But even a smaller increase could make a dramatic difference. Later in this book, I'll show you how to get more appointments from the people you're speaking to on the phone.

	
Close More SalesA fourth way to increase my income is to get more sales from my appointments. My closing ratio is one out of eight. For every eight appointments, I'm going to make a sale. What if I could improve that ratio? What if I could go to six to one or even four to one? Again, a dramatic improvement. Of course, I'd have to see the same number of people while I was improving that ratio.

	
Generate More Dollars Per SaleFinally, I could go down to my last number, my fifty new accounts, and simply raise the stakes. If I could just get twice as many dollars out of each sale, I could (theoretically at least) double my income.



That idea isn't quite as outlandish as it may sound. A woman from a major oil company called my office at 10:00 on a Friday night to buy ten copies of an earlier edition of this book. I said to myself, “Here's a woman calling me at 10:00 on a Friday night. She probably doesn't have a life.” Of course, it wasn't long before I thought, “Here I am at 10:00 on Friday night answering the phone. I must not have a life either!” In any event, I asked her, “Why are you calling this late on a Friday night?” She said, “Steve, I'm calling you because we have ten distributors down here in the Virginia area and we want them to make more appointments. We thought your book would help.” I said, “You know something, I've got a great idea. Why don't we get together in person?” I turned an $80 book sale into a $250,000 program simply by asking the question. “What is it you're trying to accomplish?”

The point is that if I can increase the average dollar amount per sale, I'm going to be more successful, and sometimes there are opportunities to do just that.

So there they are — five ways I can increase my income: double the number of calls, do a better job of getting through, do a better job of getting the appointment in the first place, do a better job of closing, and finally, make higher-dollar sales.

Just One More Call a Day


If you watch sports, you know the difference between winning and losing is often one stroke, one run, or even one fraction of a second. You don't have to win by a mile. You just have to win. To be number one, to be the best, or even to just make a dramatically better living doesn't require that you get 1,000 more points. Just one more point is often the margin of victory. You don't need 1,000 more appointments a day. You may just need one.

Years ago I did a program for a pharmaceutical company. Their top representative was a young man who had beat out 650 other reps for the top spot in the organization. The senior managers had asked me as part of my speech to ask this particular salesperson what he did that made him so special. He was not briefed on this ahead of time, and he didn't know the question was coming. I'll never forget this, because he was a big guy — about six foot four — and I walked over and asked him to stand. Then I looked up at him and said, “Jim, just out of curiosity, how did you become number one?” He said, “I made one more call at the end of the day.” And I said, “What do you mean?” I was just flabbergasted. I thought he would give me a whole elaborate story about what he did. What he said was very simple. He said he decided he wanted to be number one in the country. He normally made all of his prospecting calls in the morning. Every single day, just when he was ready to leave the office, no matter what time it was, whether it was 5:00, 6:00, 7:00, or 8:00, he sat down at his desk with his coat on and he called and spoke to one more person.

That's success. That's what it takes. You don't need to get a thousand more people on the phone. You may just need to get one more person on the phone every day.

Let's look at this more closely. Take a look at the set of numbers that I gave you before: 149 conversations with new people, 49 first appointments, 83 total appointments, and 10 sales. If that salesperson had merely spoken to one more person a day, gotten one more appointment a day, made one more sale a day or a week, or had increased any one of those numbers by one, he would have increased his income substantially.

If you want to be successful in sales, you have to understand that a seemingly minor change can have a major impact on your career!

The 60,000-Mile Man


Here's another real-life example. Once I was in Dallas, Texas, doing a program. I was about a quarter of the way into the discussion when a man by the name of Ed stood up and said, “Steve, I'm leaving,” and walked out the door. Now, I hadn't had this happen in a very long time. During the break I went up to him and I said, “Ed, why did you walk out?” He said, “Look, Steve, I'm sixty-two years old. I've been selling for eight years for his company. Every single year I get in my car, drive from Dallas to Oklahoma, down through Arkansas and back to Dallas again. I drive 60,000 miles a year every single year. I don't need you or anybody else to tell me how to sell.” I said, “Ed, let me take a wild guess at this. My guess is you're making about the same amount of money every single year.” He said, “How did you know?”

I said, “Ed, you're driving 60,000 miles a year and you've been doing it every year for eight years. You have the same amount of appointments every year. You're seeing the same number of people every year. You're doing exactly the same thing every day. If you don't change something, you're not going to change the income.” He kind of shrugged and walked away. (I eventually found out how much money he was making every year. It wasn't a lot.)

Are you a 60,000-mile salesperson? Are you doing the same things over and over again — and getting the same unsatisfactory result? If so, start thinking about what you're going to change.

Salespeople not only have to know what their ratios are, they must know how to work their ratios. You're going to make sales no matter what you do, but if you don't keep analyzing and keep making adjustments, you're not going to improve over time.

The way I've changed is by growing my company by bringing in new people, by adding more offices, by writing more books. I realized I needed to change something to keep myself sharp. You and I both need to change something if we're going to be successful, or else we'll plateau!

Winning the Numbers Game


I talk to many salespeople who actually do know how many people they saw over the past week, but then I say, “What are you going to do differently now?” And they don't know.

If you don't know what you're going to do differently, then you're in trouble. Remember — the best salespeople know how to work their numbers.
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Where to Look for Leads

WHAT EXACTLY IS A PROSPECT? What's the difference between a prospect and a lead?

Many salespeople have difficulty defining the word “prospect.” Let's take a careful look at the beginning of the sales process — to see where leads and prospects come from. Let's say, for example, that I identify a company I want to do business with. Typically, I find it, maybe do a little research on it, and put it in my database. At this point, what do I have? Do I have a prospect? If I really thought about it, I could call it a candidate. I could call it a lead. I could call it a suspect. I could call it any number of things. To me, those are simply opportunities. They're not prospects. There is, however, no question that there is a better chance of making a sale once you've identified a target company than before you've identified it!

Now, suppose I get to the next step — and get an appointment. Two weeks from today I'm going to sit down with a person for the first time to explain my product and try to learn a little bit about what he does and how he does it. Now do I have a prospect?

Well, there is a realistic chance that the person will cancel, postpone, or change that initial date. It won't happen all the time, but it will probably happen often enough for us to factor it in. Therefore, even setting the first appointment does not really mean we're dealing with a prospect. It still is simply an opportunity, a candidate, or a lead.

A prospect is someone who's progressing with you through the steps of the sales process. I'll discuss these steps in more detail later on in this book, but for right now, you should know that those four steps are: the Opening, the Information Stage, the Presentation Stage, and the Closing Stage.

As a practical matter, a prospect is someone who is in steps one, two, or three — someone who is allowing you to open up, get information, and make the proper presentation prior to closing the sale. Another way of thinking about a prospect is that this is somebody who is going to “play ball” with you.

So there are three types of potential customers in the world of sales:


	
A customer, an account, or a client — someone with whom you have closed a sale;

	
A lead, suspect, candidate, opportunity — someone you want to talk with;

	
A prospect — someone you are working with and who's already past the opening step.



Another way to think about it is to use the A = P = S model you've already seen.

Appointments = Prospects = Sales. A prospect, then, is someone who's past the appointment stage, but has not yet formalized the sale.

Generating Leads


How do you get to those steps? How do you find your candidates? Let's spend a little bit of time exploring lead generation.

There are a number of ways in which we can generate leads. The most important tool you have for lead generation is probably word of mouth — that every single person you know probably knows an average of 250 people. Therefore, it's important that you understand the value of telling people what you do. The problem is that most of us fail to let people know what we do when we meet them.

I was at a dinner party the other night; someone came up to me and asked me what I did. I answered him: “Well, I'm the president of D.E.I. Management Group, a sales training firm here in New York City. I'm doing a lot of work with (I named a major company) in the areas of cold calling and prospect management.”

My wife thinks I am obnoxious because I'm always using words like these to tell people what I do. I prefer to think of it as being consistent. The reason I'm consistent is that I'm concerned that you — or someone you know — might want to know about my services. Therefore, I want to be consistent in my message to all the people I talk to. If possible, I want to give you a mini-commercial for my business.

When asked what they do, most salespeople reply, “I'm in sales.” Of course, that says nothing. You must develop a clear, consistent message that you can use to promote your business.

Everyone who's ever sold anything has thought, at one point or another, about selling to FRAs: friends, relatives, and acquaintances. That is a big mistake. It's not productive. It's not effective. It doesn't really work. What's more, it often creates enemies.

Try this instead: use your friends, relatives, and acquaintances as a way to generate leads. For example, when was the last time you told your life insurance agent what you do for a living? In order for that life insurance agent to be successful, he or she has to sell to at least 1,200 people. Did you know that? How many of those 1,200 people do you think could use your product or services?

Did you know that your accountant probably does about 300 tax returns a year? Does he or she ever call on you for your services? Do you know why? Because you've probably never told your accountant what you do beyond filling in your occupation as “sales” on your tax form. You've probably never told your accountant what kind of sales you do. Your accountant almost certainly has clients who could benefit from what you have to offer. Have you ever thought about using your accountant to reach them?

When was the last time you told your physician or your dentist what you do? You never know who's going to be in the dentist's chair or who'll be visiting the doctor's office. Your barber or hairdresser, for that matter, is another source of people you can meet.

Too many salespeople don't take advantage of these opportunities. We overestimate how many people know who we are and underestimate how many people our acquaintances know. A barber or hairdresser might have as many as twenty customers a day, and yet few salespeople think about using them to generate leads. I give copies of my books to my barber! Every time I write a new book, I give several copies to my physician! (He tells me the books never stay in his office. They are constantly being taken out by salespeople.)

I got a lead at a major computer company through my life insurance agent. He called me shortly after I had sent him a dozen books, and said, “I gave your book to one of my clients, and he happens to work for such-and-such a company. Why don't you give him a call?” Reaching out to such people is a simple but extremely effective way to generate leads.

Civic Organizations


Another way to generate leads is by becoming involved in civic organizations: Rotary, Lions, Kiwanis, Chamber of Commerce, and so on. They're all important. I know most people don't want to bother. But even your church or synagogue gives you a platform to meet people. Why not use every resource available to get more leads? I've learned over the years that every time I give a speech, one out of ten people in the audience will come up to me afterward and pre-qualify themselves. That is, the person will say to me, “You know, you could help my company. You could help me. Here's how. This is what I'm looking for. This is what I want to do.” Talk about an effective way to generate leads!

Conferences


On average, you'll get one lead from every 10 people you meet at a conference. A couple of months ago, I went to a conference sponsored by a major entrepreneurial magazine, with 750 business owners in attendance. I walked away with 83 business cards — none of which I actually asked for. People walked up and gave me the cards!
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