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This book is dedicated to you—I hope you have the courage to change the world. To make rain, and sell your products, services and ideas. And I hope this book will guide your journey. The world could do with a few more people with the ability to make it happen!







Peter Sheahan is the CEO of ChangeLabs. He works with leaders around the world to flip their thinking, helping them find opportunities where others cannot and to create innovative approaches to change. His clients include News Corporation, Google, Hilton Hotels, GlaxoSmithKline, Harley-Davidson, Cisco Systems and Goldman Sachs.

After a short stint as a trainee accountant, Peter worked in the hotel industry and rose to the position of general manager of a $5 million hotel business at 19. He has since established himself as a highly successful entrepreneur and CEO of two multimillion-dollar businesses.

In addition to its world-renowned thought leadership practice based in the U.S., ChangeLabs has staff in 3 countries, spread over 9 cities. ChangeLabs delivers large-scale behavioral change programs for clients which include IBM and the Commonwealth Bank of Australia.

Peter was named “Young Entrepreneur of the Year” in New South Wales, Australia, in 2003, and in 2006 he was voted by his peers as the leading keynote speaker in Australia. In 2008, he was named by the National Speakers Association (America) as one of the “25 Hottest News Speakers” in America, and one of the “25 Most Influential Speakers” in the industry.

His insights into business trends and the changing needs of customers and staff make him a regular presenter on Fox Business, as well as a guest on the ABC and BBC TV networks. In 2008, he was a featured expert in a five-part global series called Innovations on CNBC, and he has been written about in the Washington Post and Fast Company magazine.

The author of five books, including two bestsellers—Generation Y and Flip—he has delivered more than 2,000 presentations to over 300,000 people in 15 different countries.
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“From the creatives in the editing rooms of LA, to the chairman himself in New York, Peter Sheahan has had a profound impact on this company. He will inspire your leaders to think differently, drive innovation, and take the necessary risks to future-proof the business.”

 



—Tiffany LaBanca, Senior Vice President, News Corporation

 



 



“Peter’s sessions are always high energy, very informative, and most importantly, thought-provoking. His session on Flip opened our leaders’ minds to a whole new way of thinking about our business, and their role in it.”

 



—Shelley Holst, Talent and Organizational Performance Manager, GlaxoSmithKline

 



 



“Peter understands not only the forces of change in the modern business landscape but also the mindset the leaders need to adopt to future-proof themselves against that change. His sessions are content rich, extremely thought-provoking and inspiring—all at the same time.”

 



—Naomi Chavez Peters, Director, Cisco Systems, Inc.

 



 



“I find Peter to be unsurpassed in his ability to engage senior executives. Peter can draw out of your people answers to questions they did not know they had. He will even have them question the very answers they come up with. Peter is clearly a world-class educator.”

 



—David Willis, Managing Director, Corporate Executive Board

 



 



“Brilliant! Awesome! Amazing! Inspirational! The only thing we’d do differently next time would be to book you further in advance so we have you present on the first day of our event—you set a great tone and really energize and inspire. We will have you working with BP again very soon.”

 



—Nina Raymond, Vice President, BP

 



“One of the best presenters to a business audience I have ever seen. He is a master of his topic and he delivers his presentation with great style and passion, captivating the entire audience with excellent humor, appropriate anecdotes, memorable metaphors, and authentic sense of purpose.”

 



—David C. M. Carter, Chairman, Merryck & Co.

 



 



“The thousand-plus crowd was initially skeptical of this young Australian. By the end of the presentation, they were blown away. Peter’s average audience rating was 4.9 out of 5. His address was insightful, provocative, and inspiring, leaving our clients excited to embrace the changing marketplace.”

 



—A. David Bergstein, Manager, CCH (a Wolters Kluwer business)

 



 



“Peter has done incredible work with our firm. He is able not only to energize legal partners but also to facilitate agreement between them on issues like firm values. More importantly, when they got back to the office, they did something about it. Peter’s sessions create results! The quality of his work is second to none.”

 



—Gary McDiarmid, Chief Executive Officer, Russell McVeagh

 



 



“Well-researched and highly engaging. Peter not only opened our leaders’ eyes to the opportunity presented by the changing nature of the workforce but also opened their minds to new ways we can drive collaboration and innovation in the business. Our team’s response was unanimous—we want him back!”

 



—Nicole Csabon, Human Resource Manager, Shopzilla

 



 



“Peter Sheahan is a sharp business mind. He understands the business model itself, and the role talent plays in driving its success. He will cut to the heart of what makes you a great place to work and outline the best strategies for telling the world.”

 



—Amanda Fleming, Chief People Officer, Pizza Hut

 



 



“Peter has built an excellent reputation around the world as the leader in his field, and our partnership together has proven this  to me personally. I have no hesitation recommending Peter to any business looking to understand their new customers and staff, and to future-proof their organization against the inevitable change they bring.”

 



—Maryann Prouty, Global Program Manager, Microsoft Academy for College Hires, Microsoft Corporation

 



 



“Thank you for your thought-provoking presentation at Google’s HQ in Mountain View. A number of Google staffers reached out to say how much they enjoyed it. You gave us great insight into the minds of literally hundreds of potential Googlers. For us to better understand how to motivate and develop that talent will certainly be key to our continued success.”

 



—Sue Polo, Engineering and Operations Staffing Manager, Google

 



 



“Peter Sheahan is unquestionably cutting edge. His insights on generational change and its impact on the way we lead and develop staff is unparalleled in the marketplace. When combined with his presentation skills, for which he is very well known, these make Peter an invaluable resource to our clients’ businesses.

“We had Peter present to a group of our select clients in 2008, and the overwhelming response was “How do we get him back and expose a broader cross-section of managers to his ideas and strategies?” I can confidently say Peter is a world-class expert on his topic, and a first-class presenter too. I have no problem recommending him to other American companies looking to drive innovation and leadership throughout their business.”

 



—Karl E. Hansen, President, The Vita Companies

 



 



“Peter is known across the globe as a catalyst for change, helping executive teams to evolve their business practices and leadership philosophies in areas of generational change, customer experiences, and talent retention. His presentation was not just well-researched and genuinely insightful, it was a lot of fun as well.

“Peter brings the right balance of theatre and expertise to the platform, and he left our audience not just excited about the rest of the day but also inspired to build even more innovative cultures in the businesses they help to lead.

 



“Peter is a first-class presenter who will tell your audience not just what they want to hear but also what they need to hear. He walks the razor’s edge as he provokes his audience to question their own beliefs and practices, yet somehow manages to have them enjoy the experience.”

 



—Shane D. York, Conference Manager, Richmond Events

 



 



“Peter gave six great keynote addresses at Ricoh’s annual “Let’s Do Lunch’ series. He challenged everyone, dealt with real issues and was totally engaging. The audience loved the fact they could apply what he said in their business today. We want to get him back next year!”

 



—Philip Henry, General Manager, Marketing, Ricoh

 



 



“Peter, I really enjoyed your training yesterday in Shanghai! Totally on point for what we are dealing with now, and especially relevant for China. I now have the tools to build a business case for employer branding thanks to your unique and powerful model for building our brand and attracting top talent.”

—Laura Hamrick, Director of Staffing, Yum! Brands, China Division

 



 



“Peter, just wanted to say thank you for such a fantastic presentation you did to the Witchery/Mimco team yesterday. I have worked in retail management for the past 20 years and found your presentation so ‘on trend,’ interesting, and engaging. I can’t believe you spoke for three hours and it still wasn’t enough.”

 



—Jude Kendall, Regional Manager, Witchery

 



 



“Peter, it is a delight working with you! Your dynamic presentations were the highlight of our professional-development sessions. Educators traveled from across the country to see you and found you to be informative, engaging, humorous, and thought-provoking. I love the way your forward-thinking comments are based on research and illustrated by facts. I do hope we have a chance to work together again.”

 



—Kathy Schoo, Executive Director, Australian Curriculum Studies Association

 



“Peter’s inspirational and stimulating presentation style combined with well-researched examples ensured an amazing day of learning for all who participated in our sessions. His capacity to challenge participant biases through humorous anecdotes ensured a relaxed atmosphere and lively discussion.

“Peter is an outstanding presenter and researcher whose messages will have impact on educators not only of this generation but also of future generations.”

 



—Jenny Lewis, Chief Executive Officer, Australian Council for Education Leaders

 



 



“It was a pleasure to meet you at our Planning Council in Phoenix last week. On behalf of myself, and my colleagues at AECOM, may I express our sincere thanks for an excellent presentation which was right on message as far as our development towards a Great Place to Work and in particular seeking and developing our future leaders. As you would imagine, the feedback which I am sure you partly received while with us has been tremendous.”

 



—Ken Dalton, Europe Chief Executive Officer, AECOM

 



 



“Thank you so much for two terrific sessions at our Global Summit last week in Singapore! Both your general session and the follow-up break-out session were incredibly well received and kept people talking for the remainder of the Summit. It was indeed a privilege to work with someone as prepared and flexible as you were. I certainly hope we have the opportunity to work together again.”

 



—Cici Thompson, Vice President, Meetings and Member Alliances, Worldwide ERC
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Introduction

SO NOW WHAT?


I HOPE THIS book will change your life.

I believe the world would be a poorer place without your ideas. No, wrong. That is not what I believe. The world is full of ideas. Everyone has them. The world does not need more ideas; it needs more people who know how to act on their ideas.

It does not matter what your idea is. Perhaps you want to start your own business. Maybe you have a brilliant new product idea for the company you work for. Maybe someone else had the idea, and you are in charge of delivering on it. You may even have the desire to start a not-for-profit organization that solves problems in the developing world. These are all good ideas. Your success, however, will not come down to whether or not you can have a good idea; it will come down to whether or not you can execute it.

That is what this book is about—turning your good ideas into great results. And it is written for anyone who  has heard the call. You know what I mean by the call. Somewhere deep inside, you can sense the opportunity that is all around us. Somewhere inside, you know you were born to do something great, to achieve more than you are achieving right now.

Every year you see those same sales people rewarded for their “unbelievable numbers” or you read about these inspiring entrepreneurs that build amazing businesses from nothing in Fortune magazine, or you watch a TED Video presented by a social entrepreneur who is truly changing the world. And every time you see or read about such success, you know you are meant to be there too. It is meant to be you!

Well, let me tell you, there has never been a better time to turn your good ideas into great results. The turmoil unleashed by the global financial crisis, and the explosion of new regulation that has followed it, has ushered in a period of unrest. Health care reform! The spill in the Gulf! All are shifting the status quo. And it is among unrest that the opportunities for change are born.

In recent times, entire new industries have sprung up. New millionaires and billionaires are making their fortunes. “Software as a Service” and other cloud-based solutions. An explosion of social networks and the emergence of Apps and the economy that has been built around them. And that is to say nothing of the growing commitment to social responsibility that is giving birth to new fields of expertise, providing the space for innovative ideas to flourish, and with it communities are being changed for the better. There is opportunity everywhere you look.

And with opportunity comes responsibility. You have a  responsibility to be great. You do! The world needs you to take your ideas and make them real. It needs you to create an outlet for your gifts and talents. By doing this, you will become the very entrepreneurs, company leaders, rainmakers, and socialpreneurs who will define the next decade on the planet. You will become the people we look to, to guide our way of life and our way of doing business. You will get to play a part in building a new world and redefining what it means to be a citizen of the globe.

You know you want to. You have all these ideas and desires swirling about in your head. I know you do. You wouldn’t pick up a book like this if you didn’t. And I know you have heard the call. Will you answer it? Are you going to leave your current organization better than when you arrived? Are you going to start your own business? What about your social movement? Are the next five years of your life going to be worth talking about? What will you tell your children, and your children’s children, about your life? Will they be proud? Will they want to retell your story? Will your life be an example of what is possible?

This book is not for everyone. It is not for those of us who are not yet convinced we have the ability to do something significant. It is not for those of us happy to play small and live uneventful lives. It is for the adventurous. It is for those who have read enough self-help books to sink a small ship and are sick of thinking about what they are going to do. It is for those who are asking themselves, “So now what?” It is a call to action for all the heroes and heroines among us, a guide to transforming the ideas in our heads, and the passion and desire that underpins  them, into tangible, valuable results. It is a step-by-step approach to making it happen!

There are five competencies you need to master if you are going to successfully and consistently act on your ideas. They are Packaging, Positioning, Influence, Acceleration, and Reinvention. They are not a mantra for meditation, they are not positive affirmations that you chant to yourself in the mirror; they are actions. You do them in the sequence laid out in the master diagram at the start of this book.

These are the very competencies that determine whether you will become one of the people who know how to make things happen, instead of one of the people who don’t. They are what separates the doers from the talkers and the haves from the have-nots.

I’m going to explain what each one is, how and when they go together, and why everyone who really makes things happen uses them, whether they know it or not.

1. Packaging: Taking your idea and transforming it into something you can sell, something you can offer to the marketplace.

2. Positioning: Aligning your offer to a market need, even if you have to move the market.

3. Influence: Convincing the buyer that he or she needs it from you! And getting the buyer to part with precious time, money and energy.

4. Acceleration: Getting the most out of the opportunity you have created and increasing the demand for what you have to offer.

5. Reinvention: Taking your brand and expertise and opening up entirely new opportunities.

Let me describe the process. Packaging takes your broad idea and starts to narrow it down. It turns your idea into a genuine commercial offer, something that a buyer might be interested in. Through an investment of imagination and some courageous action, you will be able to take what is most likely an abstract desire at this point and language it as a specific commercial offer.

You may have this image in your head that “packaging” relates to an actual physical product. These days, however, many “products” are not physical at all. The point of packaging is to be able to communicate your idea in such a way that the person you are trying to “sell” to can say, “Yeah, I would totally buy that.” As you will discover, one of the reasons for ideas never getting off the ground is that we fail to transform them from something we want and understand into something others want and understand.

But this is not enough. The barriers between you and the buyers in the market are so thick, be it multiple PAs, withheld email addresses or literally a security detail preventing you from getting access to the buyer, that any old commercial proposition won’t do. You need to develop your offer in such a way that it gets on the radar of the buyers you are trying to influence. This is called Positioning. It takes a commercial proposition that is still too broad and focuses it like a laser beam onto the weakest area of the buyers’ physical and mental barriers, the weakness being what the market is compelled to engage with at the time. Positioning will help you align your offer with a compelling market need.

Once you are on the radar, or, as we will later call it, the mental menu, of the buyer, you now need to make the  sale. You need to realize that not everyone who gets onto the buyer’s radar goes away with baskets full of cash. Many more leave with nothing but the regret of not being able to do the deal. You have to close the deal. This is where the ability to influence and mobilize people into action becomes vital. Put simply, you need to convince the buyer that you are the right person to buy from and spur him or her into action. You do this through Influence.

So you have finally cracked a buyer, and you have some initial support for your idea. Now is the time to get more buyers, with the same or less effort—or, perhaps, to sell more to the buyer you already have. This is called leverage. If you can get one person to buy into your idea, why not get hundreds, thousands or even millions to buy into it? The good news is you have already done the hardest part. You are now accepted by the buyer, and you have his or her trust. Acceleration will show you how you can leverage that trust to make an even bigger impact. It seems crazy, but the first sale, the first donation, the first vote is always the hardest to get. You are at what is now popularly called a tipping point. You have the chance to take something good and make it great. Acceleration will show you how.

And finally, buyers, thankfully for you, have more than one hot button. In other words, once you have satisfied one of their needs—and remember there could be thousands of customers, donors, supporters at this stage—they trust you to satisfy other needs. In fact, they will seek you out, knowing that precious few people with whom they interact day to day actually execute and deliver on the value they promised. At this point, you are on the right  side of the mental barrier, which means you are in the circle of trust. This creates an opportunity to expand what you do, build new businesses and sell more products. Plus, you now know how to make it happen, so why not take that knowledge and apply it to some of the other ideas swirling around in that head of yours? This kind of opportunity does not come about through just luck and serendipity; it is best brought about through the fifth competency, Reinvention.

So let me say this before we embark on our journey: you have been called to do this and you deserve massive success. This book will answer the inevitable question we all ask when we are coming to the realization that we can do more than we are doing right now. This book is your answer to, “So now what?”

You can make it happen, you should make it happen and you are going to love making it happen. Enough said. Let’s go now and make it happen!






COMPETENCY 1

PACKAGING

PACKAGING TURNS YOUR ASPIRATION INTO A COMMERCIAL OFFER

■
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Making it happen: Packaging





1


THE WAY THE WORLD REALLY  WORKS



WHY DID YOU buy this book? Tell the truth!

There is something you want, isn’t there? More success? More money? Greater impact? More control? And you want it enough to part with your time, money and energy for some insight into how to make it a reality.

Don’t fret; this is a good thing. It is here, in this desire, that your ideas are born. The problem is that when they are born, they are merely aspirations. And this is the first mistake we make on the journey of transforming our ideas into results. We think too much about what we want and not enough about what we have to offer others that will give them what they want.

The problem with aspirations is that you can’t sell them.

No one gets up in the morning wanting to transform your idea into results. They are too busy trying to solve  their own problems and make their own ideas a reality. Therefore, in order to get what you want you need to package your idea in such a way that engaging with it also makes buyers think they are getting what they want.

Now, I know all this talk about selling and offers and packaging can make the less business minded of us a little uncomfortable. Or perhaps it feels disingenuous, like politicking—or, as I once heard it called, “game-playing.” Well, in the spirit of honesty, let me say this: it is a game—a massive game. Now, you don’t have to like the game, but you had better be prepared to play it if you want to make it happen.

Life is one big game—a complex political landscape that surrounds all organizations and markets today. Power plays, buzzwords, budget constraints, on message, off message, on strategy, off strategy. Knowing how to package your idea in such a way that it appeals to people in the game is a big step on the road to turning your idea into reality. No one is above the game! If you want to make things happen, you will need to give people what they want: money, votes, influence. And you will need to convince them that your idea can give them these things. And, in the game, people buy offers not aspirations.

I can hear you getting worked up already. “It shouldn’t be this way. It shouldn’t be about votes, or power, or making more money.” Well, sorry to disappoint you but the world does not work that way. Now, the good news is that more and more people are valuing more than the basic currencies that dominate our life. There are people who will spend serious money for a greater sense of meaning, or to contribute to the greater good.

The yoga industry is evidence of that—it is worth more than $3 billion per year. Why? Because people feel it gives them a sense of balance and meaning in their lives. There are companies such as the Commonwealth Bank of Australia committing millions to improving the financial skills and knowledge of the next generation. And foundations such as the Bill and Melinda Gates Foundations dedicated to social change. I know personally of large government grants being handed out around the world to solve issues of social importance such as unemployment, racial intolerance and shortfalls in education.

In other words, your idea does not need to be based on money and personal gain, but it will ultimately be based on some sort of exchange.


In the game, people buy offers not aspirations.



Or, said differently again, everything is a market. Understanding this and three other principles will underpin your mastery of the first competency, Packaging. You must always bear in mind:1. Everything is a market.

2. You are always the seller.

3. The market is oversupplied.

4. Markets have metrics.






EVERYTHING IS A MARKET 

Whether you like to admit it or not, the world is one big marketplace: buyers and sellers coming together to  exchange things of value. What you value may be money, time, energy, insight, connections or influence. And there is someone else who has it, can give it to you, or at the very least has some impact on your ability to get it. Whatever it is, they have something you want/need, and in order to get it you will need to exchange with them something that they want/need. This, my friend, is what is known as a market.

It is as simple as this: you sell something and someone buys it. Maybe you want more free time. Then you need to add more value at work in less time so your boss lets you have a more flexible schedule. You want to make more money? Then you need to work out how to be more financially valuable to more people, or at the very least learn how to charge more for the value you already bring—which as you will discover may be easier to do than you think. You want to contribute to alleviating the AIDS problem in Africa and you are hoping to influence the behavior of pharmaceutical companies so they can help you in your quest? Then you need to convince them that it is worth their while, and that it is you they should partner with (considering you are probably the tenth person this week to ask for their help).

The biggest mistake most of us make in our jobs, businesses, and even our intimate relationships is to forget we are participating in an exchange and that means it is two-way traffic. We operate in this vacuum, believing that it is all about us and our idea, when in reality it is not all about us. It is about the exchange of value.

Now this is another point over which people can get a little uncomfortable. We are so keen to deny the impact  money has on our lives that we openly reject anything that resembles a conversation about money being one of our primary motivators. And the problem here is that we assume markets are just about money. But look back at what I just said and you’ll see that I didn’t say markets were all about exchanging money, but rather about exchanging something of value.

What you crave (value) may be the opportunity to contribute. You may want to help fight malaria. You may want to raise awareness about teenagers living on the street. Or, perhaps, there is an awesome new project in another department at work, and you want to be considered for it. Or maybe you just want to sell more stuff so you can be rich. I am cool with that too. No matter what it is that you want, it is something you value. And ultimately you will need to give someone else something they value to get it.

If all this talk about markets, exchanges, and buyers and sellers is making you want to escape the “rat race” and go to work for a non-governmental or not-for-profit (NFP) organization, then you will be bitterly disappointed. Ask anyone who works in the NFP sector what the primary concern of their organization is and they will say raising money! The world is a market, we are all traders and every interaction involves some form of exchange. Embrace it, don’t fight it.

And remember, in a market, people don’t buy your aspiration from you; they buy theirs. Your job is to package your aspiration in a way the market values. Why? So you can sell it to them. Yes, that is right. If you want to make it happen, you need to be able to sell!




YOU ARE ALWAYS THE SELLER 

Now that we are au fait with the notion that the whole world is a market, we have to become accustomed to the fact that we are always the seller.

As you know, in markets there are buyers and sellers. When it comes to your ideas and your dreams, you are the seller. And whoever has the power to assist you in turning those ideas into reality is the buyer. Perhaps you want their money. Perhaps you want their support when selling your idea to others. Perhaps you want their trust that you can perform a more senior role, or that your product works. Or maybe you want them to part with some of their time. This is a form of currency and you are exchanging something for it.


There is only one way to succeed in life: sell, sell, sell.



In return for their cash, they get a solution to a problem. In exchange for their charitable donation, they can feel warm and fuzzy inside. In return for their seed capital, they get an opportunity for exponential return on that investment. In exchange for their time, they get the opportunity to be part of a great new project, which in turn makes them feel important. It is all a form of exchange, and you will always be a seller.

Even if you are a C-level executive at some multinational company, you are selling too. Not just your ideas to your own company, but also the company’s ideas to the markets it serves. Perhaps you are trying to sell their culture-change  initiatives to existing staff. Or maybe you are selling your company’s prospects to the Wall Street analysts, all the while trying to sell the idea to the board that you are the person for the job. Everyone is selling!

If we would only stop dreaming about the boat we will buy when we are rich or the life or lives we will change when we transform our idea into reality and instead start selling that idea, in a form that people will want to buy, we would at least be one step closer to making it real.

Have you heard the joke about the man who asks how to get to Carnegie Hall and is told, “Practice, practice, practice?” Well, there is only one way to succeed in life: sell, sell, sell.




THE MARKET IS OVERSUPPLIED 

If everyone is selling, then the marketplace is obviously crowded. Day in, day out, buyers are being hammered by people trying to sell them something: ideas, products, services. You know yourself that you are the recipient of thousands of marketing messages and sales pitches every day. And the more powerful the buyer is, the more messages he or she will have to deal with. As such, the default position for a new idea is always “no.” Buyers have built a barrier protecting them from the onslaught of people trying to sell them things. (See the Making It Happen master diagram at the start of this book.)

This barrier operates on two levels. Firstly, it protects their attention. As you will learn in the section on Positioning, we are so overloaded that we try to avoid even  having to pay attention to things. This is the first nut we need to crack. And, even once we have people’s attention, we need to get them so interested that they are compelled to exchange more than just this initial hearing. This is the intention barrier, about which there will be more later.

As a seller, you always start on the wrong side of this barrier. Remember, no is the default position. And your job is to develop an idea and language it in a way that pierces the mental barrier of the buyer.

As a result of this overload, you will quickly find (if you haven’t already) that no one really cares about you, your skills, and what you offer. That is, until you get through their barrier and make them care. Don’t get despondent about it. It may not be that your idea is bad, or that you don’t have the skills. As you will discover, sometimes it is just a language problem.




MARKETS HAVE METRICS 

Finally, we need to accept that markets have metrics, against which the value of what we are offering will be measured. Any attempt to deny the measurability of what we offer will serve only to hinder our progress. The easier it is to measure the value we add, the easier it is to get someone to buy. We can’t hide behind the purportedly intangible nature of what we do, because markets have metrics.

The most obvious metric is money. If what you do makes the buyer more money than he or she has had to exchange, then you have added real, measurable value. At  this point, he or she would be crazy not to buy again if there is still a demand for what you are selling.

But let’s consider a more complex example. Let’s say you are active in your church, and your vision is to “win the lost.” Now, this may not be the appropriate way to express the goal of the church, but I am using it here merely as code for “increase the size of the congregation.” Seriously, even if you find this a little irreverent, the truth is that “winning the lost” can be measured by butts in the seats, and if you want your contribution to be tangible and valued, and if you want to be asked to participate again the following year (because you like the sense of meaning that comes with sharing the faith), then you had better be willing to hold yourself accountable for bums on seats. “Butts in seats” is a metric.


No one really cares about you, your skills, and what you offer. That is, until you get through their barrier and make them care.



Say it is government policy you are trying to influence. What is the measurable currency of the politician? Votes. Your issue will get on the political agenda when, and only when, it can be spun for more votes. Your idea needs to be packaged in a way that delivers more votes to the politician—it is as simple as that.

Markets measure things, and the more easily you can measure the value you bring, the more easily you can convince buyers to engage with you and your idea.

Let me say it again: 1. Everything is a market.

2. You are always the seller.

3. The market is oversupplied.

4. Markets have metrics.



Now that you understand the game a little better, let’s turn our attention to your idea—or should I say offer—and how to make sure it is a great offer.
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THE EVOLUTION OF A GREAT IDEA


I REMEMBER, AS a kid, sitting at home listening to one of my older sisters speak passionately about starvation in Africa. It was around the time that the World Vision ads had first started to appear on our TV screens, and my teenage sister was quite understandably appalled at the plight of the African people. She was not happy. In fact, she was so worked up that she decided to stage her own strike, refusing to eat the food Mum had served up for our dinner that evening.

You can probably imagine how impressed my mum was with my sister’s mini-strike. I, on the other hand, devoured the pasta she had cooked, looking sporadically at my sister, who sat arms crossed with no food on her plate. Young and uneducated as I was, I could not help but  think her action fruitless. Like all good brothers, I decided to mention this to my sister.

This was all she needed to launch into another monologue about the situation in Africa, and how hungry they must have been. Her not eating was her way of showing empathy for their situation.

As I disappeared, most likely to play Moon Patrol on my Apple IIe, I said to her something like, “Starving yourself won’t feed anyone in Africa.” I have since heard it put far more eloquently, when political adviser and author Doug Wead said, “Empty plates don’t feed hungry people.”

There are some very powerful lessons to be learned from this experience (not that I had any clue about them at the time—I was no Yoda!). If you were to ask my sister why she was staging a strike, her answer would have been, “Because I want to stop starvation in Africa.” This is a very noble idea, but not something I can buy. I can agree with the issue, share her sorrow, but the end result will be nothing! This is key. If you really want to make it happen, you need more than just agreement; you need to get buyers to part with time, money and energy. Put differently, you need to reject acceptance.

I hate to be blunt here, but there is no point getting excited when your friends tell you that your business idea is a good one. Or even when potential clients agree that “engaging their people” is a very important issue. That is not the same as getting someone to write a check with your name on it and a few zeros following the first digit. Try this experiment. Go and talk to the most senior manager you know and say, “I have an idea. I want to work with you on making your business more connected to the community.”  Then ask him or her if your idea is of interest. He or she will say yes. Now ask, “Can I have $250,000 for my outreach program?” and see if you get an answer you like.

I know how exciting it is in those early days when you are telling people about your idea to have them enthusiastically support it. The only problem is that so often this support comes because you are expressing your idea so vaguely that it is impossible to disagree with it. “I want to raise awareness of eating disorders in schools.” Brilliant! “I want to invest in property so I can get rich.” Right on! You see, when you express your idea as an aspiration, it is easy to support but impossible to buy.

Stop it! Stop communicating your ideas as aspirations, and break free from the addictive effects of receiving shallow compliments on them. You must reject superficial acceptance of your idea. You don’t want superficial supporters for your idea. You want committed buyers.

Once you have moved on from this support-seeking behavior, you need to get to work on expressing your idea in such a way that someone can in fact engage with it as a buyer. And, in order to do this, you need to progress your idea from an aspiration into a concept, and from a concept into an offer.

[image: 005]

From aspiration to offer

The simplest way to explain this evolution is to show you a few examples.





	
ASPIRATION 
	
CONCEPT 
	
OFFER 



	“I want to fight starvation in Africa”
	“I want to stage a strike to raise awareness of starvation in Africa”
	“I want to stage a strike to both raise awareness of starvation in Africa and raise money for World Vision through participant sponsorships to contribute to alleviating the problem”





Can you see the difference? It should be clear, and you may also have picked up that this idea has already become a reality. It was started in 1971 by some students in Calgary and evolved into the 30-hour famine in 21 different countries, a 24-hour famine in the UK and a 40-hour famine in Australia. The U.S. event alone raises more than $10 million a year. It is all well and good to want to stop starvation in Africa. It is better to have a specific, executable idea for doing something about it.

Consider this hypothetical example:



	
ASPIRATION 
	
CONCEPT 
	
OFFER 



	“I want to work for myself”
	“I want to start a retail consultancy”
	“I want to sell database solutions to retailers that will help maximize average dollar sales in stores”







 



Again, the difference is marked. So, the question is how do we take our aspiration and transform it into a concept and then into an offer? Well, the good news is that how is also the answer. The key to getting your idea from aspiration through concept to offer is to engage in a form of Socratic questioning. Put simply, ask, “How?” (instead of why—the usual Socratic method) over and over again:

 



“I want to start making money working for myself.”

How?

“By starting my own business.”

How?

“Consulting to retailers.”

How?

“Advising them on how to maximize average dollar sales in stores.”

How?

“By developing database solutions.”

How?

“By extracting information about customers that allows me to tailor their store experience in such a compelling way that they stay longer and therefore buy more each time they visit.”
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