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People Are Talking





I’ve taken every sales course known to man. Chuck Blakeman’s approach in Sell Less, Earn More is by far the best.


—ANDY CUNNINGHAM, REAL ESTATE DEVELOPER


I implemented the tools in this book after a really rough year. I had my best year ever the next year, followed by my best year after that, and the next two years were consecutively each better than the year before. I always believed my business should produce more money in LESS time for me, and now every year it does.


—CAMERON MORGAN, FINANCIAL ADVISOR, A&I WEALTH MANAGEMENT


The business growth approach Sell Less, Earn More is uniquely easy to implement, relentless in generating and closing potential Clients, and central in getting me off the sales treadmill. Tools like the First Domino, Leading and Lagging Indicators, and the Three C’s have all generated Connections, Conversations, and Clients to help us double our revenue. I highly recommend this book.


—JUAN SANCHEZ, CEO AND FOUNDER OF ZOOMINGMARKETS


I had hundreds of Clients as a result of chasing strangers before I learned the principles and practices in this book. Now I have just a few dozen Clients, and our revenue is exponentially higher because we don’t focus on chasing strangers anymore, but on cultivating existing relationships.


—JASON DERINGER, WEALTH MANAGER


When I first learned these Sell Less, Earn More principles and practices, I doubled my business in the eight weeks that followed, and in a few more weeks, I had quadrupled it.


—ELVI BJORG, ELVI BJORG MARKETING


Using the Sell Less, Earn More principles and practices, I went from seeing myself as “self-employed” and working endlessly to building a real business that doesn’t depend on me anymore to make it run. It’s been a phenomenal, life-changing mindset shift for me.


—STACY VOGEL, NORTH STAR, INC.
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“You already know everyone you need to know to make all your dreams come true.”


—BOB BEAUDINE, BESTSELLING AUTHOR OF THE POWER OF WHO


“To find people you have never met, talk to people you already know.”


—CHUCK BLAKEMAN
















Acknowledgments





A huge and eternal thanks to those who helped me learn so many of the principles I have used in business development for decades now, and taught who taught me some of the practices and tools themselves, which I would never have come to without their genius and their help.


Art Radtke developed the foundational ideas for some tools I still use and contributed greatly to my healthier understanding of business development.


Mort Murphy, Bill Davis, Meg Oltman, Jim Roman, and others helped develop and work on Sell Less, Earn More practices in early iterations of what we now call FasTrak, a business development course that teaches how to grow your Client base very quickly.


Early on, Arnell Tanyag facilitated FasTrak and taught some early iterations of the principles, practices, and tools in Sell Less, Earn More. We have built extensively on the foundation he laid.


Eddie Drescher, along with Arnell, myself, and others, experimented and helped refine and develop some of these early tools.


John Heenan, who introduced me to the above people and remains a good friend and sounding board, continues to faithfully practice these tools on the east side of the Atlantic.


Mark Bellestri, our Chief Dot Connector, inspires me with his dogged determination to get these tools in the hands of business owners all over the world by improving our systems, processes, approach, and presence.


Megan Kauffman, our Chief Results Officer, prevented all of us at the Crankset Group from running into brick walls for years, and always kept things humming.


Sandy Corrigan, our Chief Conation Officer, is a supportive friend, advocate, and connector for Crankset Group.


Thom Corrigan, our Chief 3to5 Club Facilitator, is also a great friend and is deeply passionate about helping other business owners live great, meaningful, and fulfilling lives.


Scott Connors, our Chief Change Officer, is out there on a daily basis, relentlessly and faithfully making it happen with bigger companies, transforming businesses and changing lives.


And Diane Blakeman, our Chief Relationship Officer and my chief advocate, spouse, and friend, provides stability for all of us crazies.


And especially to the many hundreds of FasTrakers on multiple continents who have taken FasTrak, the 90-day double your income challenge, over the past two decades, who still meet “live” with me and other 3to5 Club Facilitators online. You have taught me what really works on the ground and in the trenches, and from you I learned how to communicate those things simply and effectively. Thank you.


I trust the principles, tools, and practices we have all learned and developed together will help change the narrative around what it means to do business in a fast-moving world that needs a new operating system for finding and approaching potential Customers. And in the process, I trust we will see thousands of other business owners and Independent Agents permanently get off the sales treadmill.
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Foreword RESULTS MAY VARY—YOURS COULD BE BETTER






I’ve taken every sales course known to man. The principles, practices, and tools in Sell Less, Earn More are not just unique—they are by far the best.


—ANDY CUNNINGHAM, INTERNATIONAL CORPORATE EXECUTIVE TURNED REAL ESTATE DEVELOPER


Learn to be interested, not interesting. You’ll sell a lot more of everything—without having to sell it.


—CHUCK BLAKEMAN








Selling is not natural. It had to be invented.


Most of what small business owners and Independent Agents learned from the Industrial Age Factory System model of selling is still in use, and it is still broken. And sales gurus are still trying to get you to double down on the “tricks” and turn you into a slick salesperson. But there’s a better way.


The cold call, “stab you with my business card” approach was already a bad idea back when the Factory System invented salespeople, and it’s an even worse idea in today’s saturated marketing world. So much of what is wrong with business (and not much that is right) came from the legacy of these smoke-stacked 1900s pufferies spewing nonsense about:




	target markets (I’m not a “target,” I’m Chuck.)


	selling to strangers (I buy from friends.)


	pitching (Do you even know what I need yet?)


	persuading (You’re selling, which makes me not want to buy.)


	pain points (I buy from my joy points.)


	uninvited ongoing contact (aka stalking)


	emotional manipulation (narcissism)


	controlling the conversation (I want to be heard.)


	cold calls (I choose my friends.)


	“closing” the sale (I’ll buy if I want to, not from pressure.)


	the sale is the goal (Serving by adding value is the goal.)


	false scarcity (Your scarcity scares me; I live in abundance.)


	“I contacted my database” (Really? What if you just “connected with somebody you know”?)





Even the word “sales” is broken. It has become so closely identified with things we don’t like that the term “business development,” which was traditionally about finding future markets, has instead on becoming a synonym for sales (a present activity, not a future one). I use it now, too, because the term “salesperson” is now like a sign on a box reading “Caution: Sharp Objects Inside.”




Who Needs Another Sales Book?


If you’re a business owner, Independent Agent, or reluctant salesperson who doesn’t light up at the prospect of stabbing strangers with your business card, then you do—and so do I. There’s nothing new in this book, but any author selling you that line is either being disingenuous or indulging in wishful thinking. As I said in my first book, Making Money Is Killing Your Business,1 I’ve never had an original thought in my life, but I’m OK with that, because I’m pretty sure you haven’t either. The wisdom is all out there by now, and the best we can hope for is to rediscover something we’ve ignored and repackage it in a way that is fresh, relevant, and newly meaningful. I trust this book will be that for you.


This book is a reminder of beautiful and essential relational principles and practices we lost when we moved from building things in homes and shops to the Industrial Age Factory System of the 1800s. The Factory System gave us great toys and amazing technology, but dehumanized everything about work and how we approach one another when we’re there.


And it unfortunately invented salespeople. Nothing at work is in need of more rehumanizing than how we view and connect with potential Customers and Clients. And as we reacquaint ourselves with these lost principles and practices of humanity, they will improve every relationship you have because Clients are people, too. And the sooner we start treating them like people again, the more they will love and buy from us.


Sell Less, Earn More isn’t about convincing you that aggressively stabbing people with your business card, if you even still have one, is not helpful. We’re way past that. This is a book about how to live out the principles of relationship-focused business on the ground and in the trenches, with practices I have learned and used myself over many decades—without becoming a salesperson.


The principles, practices, and tools you learn in this book will result in a Steady Stream of Potential Clients, not just leads, and they work regardless of your industry or profession and whether you sell services or products. This book will help you adopt a few seemingly new yet really pre-Industrial Age sales practices, and you’ll see your top-line revenue go up fast as a result. We’re not going “back to the future”; as it turns out, our sales future lies behind us, in the time before we invented smokestacks.







The Cure for the Common Cold Call: In order to sell less and earn more, we need to commit to serving, not selling.


We want to help you readopt the long-lost, preindustrial customer interaction principle many owners used for centuries in shops and home businesses; “serve; don’t sell.” If you use this simple principle, you can sell less and earn more, and potentially see your business explode (there’s no silver bullet guarantee; that’s what you get from the slick salesperson). Contrary to what business schools have taught for more than a century, great business is relational first, and transactional only very secondarily. Putting other people’s needs above your need to sell is central to being even more successful than you are now.


Most sales processes are stuck in the Factory System, trying to get you to “transact.” What if instead, you knew what people needed and got them that, even if it meant not selling them your product or service? Really? Yes, really. You’re about to find out what a treasure the principle “serve; don’t sell” has been for me to figure out how to sell less and earn more, and I trust it will be equally useful for you going forward.


In Sell Less, Earn More, we’ll take a different but proven direction in sales that was around long before the Factory System ever caused us to lose our way. I truly believe that if you never talked about your business again, unless somebody asked first, that you would close more sales and make more money. To paraphrase a well-known anonymous quote, “Culture eats strategy for lunch,” we’ll add,
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Serving eats selling for breakfast.
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You’re a Snowflake, Not a Flake


Unique is not wrong, it’s normal. Every one of us is unique. And unlike most sales process books, this one doesn’t require everyone to follow the same rigid process, “proven” to work by the guru. This book presents principles, practices, and tools you can choose from to fit your personality and unique way of showing up in life and business.


“One-size-fits-all” sales processes should be a yellow warning flag. The best business development people (remember, that’s code for sales now) don’t rigidly follow processes developed by a guru for the masses. They find things that work well for them and flourish because of it. We’ve had people double their income in a few months by adopting just one of the practices we share. This book will help you find the few tools that uniquely work for you because they make bringing on new Clients an energizing experience instead of the drudgery of “sales” that has worn you down.


This book is for two distinct sets of businesspeople; the first is business owners, and the second is Independent Agents who have autonomy over their sales process, such as resellers, insurers, wealth managers, online influencers, real estate agents, and distributors. If you have the authority to design and control your own sales process, this book might become your sales bible. If you work for a manager who thinks they know the only way to sell is to hunt more strangers, this book will only frustrate you. Give it to your manager to read instead and see if the light goes on for them. Or maybe take the leap and go out on your own…









The 800-Pound Gorilla in the Sales Training Room


Most sales training focuses on using databases, reading body language, building a website, using industry-appropriate colors, using the right phrases, leading people to “yes,” and closing the sale. That’s all good and necessary stuff. I built and ran three marketing support companies that helped people with those things, but the 800-pound gorilla in the room is this: Sales almost never break down because you chose the wrong word or made a lousy website. It breaks down because you don’t have anyone to talk to. This book will show you what I learned: The key to bringing on a lot of new Customers or Clients quickly is not learning how to look good or close the sale, but having a Steady Stream of Potential Clients.


[image: ]

Figure F.1: The Traditional Sales Training Model






You can be the best salesperson/business developer in the world, but if you don’t have anybody to talk to, you’re going to go hungry. The opposite is not true. You can be a lousy salesperson, but if you have a steady stream of people to talk to, you’re going to bring on some new Customers. And in the process, you’ll learn how to be good at it—not because you trained in how to talk to people, but because you actually talked to people. Planning doesn’t create movement. Movement creates the plan.









Double Your Income in 90 Days? Many Have Done It


As I suggested above, results will vary, but yours will likely be much better if you go all in with the principle Sell Less, Earn More approach that is central to getting the result: Sell Less, Earn More. Almost all of us already do something to build relationships, so let’s expand on that. Throughout this book, you’ll read about real people who doubled their income, and sometimes their revenue, by using these tools and practices that have worked for me for a very long time because they went all in and left their old sales operating system behind.


I doubled my income the first time I applied these tools and principles and doubled it again a few years later (I don’t ask anybody to do things I haven’t done). A near-majority of people who have applied these things doubled their income in 90 days and a healthy majority achieved that goal within six months to a year. Many who didn’t double their income still saw significant increases. And the ones who saw no impact, with a few understandable exceptions, read the material but didn’t practice it for a full 90 days or more. We get what we intend, not what we hope for.


So stick with these tools for at least 90 days, and intend for something outrageous to happen. Don’t just hope things will change. As the old saying that Art Radtke, a business advisor and an icon of small business advocates introduced me to many years ago says, “If you want something to change, you have to change something.” Duh—and yet, not. Profound.
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You get what you intend. Not what you hope for.
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What do you intend to change in 90 days—or in the next six months or year? Come up with a measurable goal with a clear deadline that is at least slightly scary but doable if you work hard. What specifically do you want to double in the next 90 days? Your income? Just your disposable income? Your business revenue? Pick something challenging and go after it with intention.


And start with this mindset shift: serve; don’t sell. This is the central principle of Sell Less, Earn More, and it affects every facet of our lives.







The Roller Coaster Treadmill of Business


Part of our objective here is to get off the Roller Coaster Treadmill of business, which starts with getting off the sales treadmill. You can fill the peaks and valleys of Figure F.2, below, with many different binary statements over 30 years: “I don’t have enough Clients/I have too many Clients,” “I don’t have enough office space/I have too much space,” “I don’t have enough people/I have too many people,” “I don’t have enough production capacity/I have too much capacity,” and even “I don’t have enough money/I have too much money” (once the tax person cometh for their share). And after 30 years of being yanked around by this nonsense, you stop taking distributions for a year or so, create a false profit, and sell this mess to some other fool who will do it all over again for another 30 years. Welcome to business?
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Figure F.2: The Roller Coaster Treadmill






The principles, practices, and tools that follow should help you level out the journey and make it much more reliable and sustainable—and a lot more rewarding (see Figure F.3 below). Let’s figure out how to take the extremes out of business and especially out of sales. Let’s make business more predictable.


What if you knew with Utter Clarity that if you just did one specific activity every week, you would acquire all the Customers you need to build the business you want? In Chapter 5, we’ll show you how to do that by identifying what we call your First Domino, the most important number in your business. Bar none.
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Figure F.3: A Steady Stream of Potential Clients






So embrace this new approach to relationship marketing, and I believe you will see your business take off. It will happen precisely because you stopped selling, stopped stabbing people with your business cards at networking events, and started serving people where they are, not where you want them to be. It’s simple. To Sell Less, Earn More, we learn to serve, not sell.




	1 Published as the number one business book of the year in 2010 and soon to be released in a freshly revised and updated version under a new title, The Purpose-Driven Business.























Chapter 1WHY DO WE SELL TO STRANGERS?








For 20 years I was a successful wealth manager, yet when I implemented the Sell Less, Earn More system, my income doubled almost right away. In the next few years using Sell Less, Earn More system, I have gone from 2,200 Clients to less than 30 Clients, and my personal income is more than 10 times what it was back then.


—JASON DERINGER


The closer you get to a hug, the more likely you are to sell something.


—CHUCK BLAKEMAN








We’ve been led astray by the still-prevalent Factory System approach to sales. The biggest problem in sales happens not when we’re with a customer, but long before we ever meet them. We’ve been taught we need to control the conversation, be nice, respond to objections, read body language, find pain points, and learn the art of the close. But the biggest problem in sales for everyone is that we either don’t have the right people to talk to, or more often, anyone to talk to. We don’t need to know how to talk to potential customers until we have a steady stream of them wanting to meet with us.






A Steady Stream of Potential Clients


I’m not a natural-born salesperson. I was never the guy who could sell bathing suits at a ski resort. I have succeeded in my 13 businesses not because I was great at making sales, but because I learned how to develop a Steady Stream of Potential Clients. I don’t mean a steady stream of strangers, but a steady stream of people who already know and like me, even if they have never met me, which happens often. How do we get to that place? We need to solve this one obstacle and create that steady stream, or nothing else matters. If you can learn how to get people to like you before they’ve even met you, you’re going to have a great run. And you can, without being an influencer, writer, speaker, or social media maven. We all can. It’s actually not that hard. We’ll show you how on every page of this book.




RELATE OR TRANSACT?


To get there, we might need a mindset shift from what we’ve been taught about how to do sales for the past 150 years, which is to hunt strangers. We need a mindset that worked much better 250 years ago and will work much better today: building relationships in unique ways and then selling to people we already know. This works for everything from brick-and-mortar to online stores. Business development for business owners and Independent Agents should be more like talking with your neighbor at a barbecue, not a stranger across a desk; it should be a relational experience, not a transactional one. We are all better off when we move from selling to bringing awareness, from being the Persuader to being the Engager, who takes people as far as they want to go and then meets their needs, not our own.


Since the advent of the Industrial Age Factory System, business has been lost in a transactional vortex. The principal purpose of business has become to sell and service the product, not serve the customer. We’ve been led to believe that the fact people are affected by the process is largely an inconvenience or incidental to the true motivation behind all business, which Adam Smith famously and erroneously postulated in the 18th century: self-interest.2 While self-interest may still be motivating most companies today, this author has experienced that this transactional view of business is actually at the root of people’s disdain for how businesses focus on making money at the expense of the world around them. On the contrary, businesses who reject self-interest as their motivation and embrace the interest of their customers and the world around them perform better consistently, by every measure of business success.
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In his book, Re-Humanizing the Workplace (By Giving Everybody Their Brain Back), Chuck Blakeman studies top performing companies committed to serving, and not to self-interest, and shows how they perform at the top of their industries in every respect.
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Great companies know better, but most companies are still operating as if they exist in a Smithian transactional vacuum designed specifically to suck profits away from the rest of humanity. It’s changing, but slowly. Which is a shame, because the data shows emphatically that when you’re kind to people and treat them like adults, you make more money. Change is hard, and we rarely let the facts get in the way of our unhelpful emotional attachments to short-term, lizard-brain survival tactics like Industrial-Age self-interest. But there is a better way.









HOW SHOULD WE BUILD RELATIONSHIPS?


Pat walks into the bar, sees a woman by herself, walks up and introduces himself, and asks her name.


“My name is Jenna,” she says.


Pat responds, “Great, Jenna, will you marry me?” (If Jenna says yes, they deserve each other.)


Relationships matter more than anything else in business, and cultivating them is the most important skill you will learn in order to gain new Clients or Customers and build a successful, vibrant, meaningful business. And you will get there faster with proven tools to help you, not just theories or principles.


Just about everything we’ve been taught in sales (and in business) for the past 175 years has supplanted thousands of years of doing business relationally with friends. Now we’re taught to be transactional with strangers, which is counterproductive to making a sale. Great salespeople intuitively ignore the aggressive, in-yourface techniques they’ve been taught—and regularly get in trouble for it with their sales manager.







THE POWER OF RELATIONSHIPS


I worked as a captive employee twice, and during one of those experiences, the sales director flew into Denver to take me to lunch. She informed me that other members of the sales team were not happy because I was regularly out of the office, sometimes for multiple hours, and sometimes multiple times per week. And I never made the requisite 20-plus cold calls a week. In fact, I never made any, (and never have). She wanted me to get on the bandwagon, get in line, and start working the phone.


Fortunately, for once I was prepared. “Donna (not her real name), what result do you want from me?” Based on the quizzical look on her face, this question was unexpected, so I elaborated. “At the end of the year, what measure of success could I achieve that would make you and the company thrilled to have me working here?”


She knew where I was going. “Chuck, I understand you’re already the leading salesperson in the company, and we appreciate that,” she said. “But I need you to follow the process.”


I responded, “Donna, I think it’s important to remind you that our division has $13 million in sales, and I generated $7 million of that. The other six salespeople have all done $1 million each in sales this year following the company’s process.” “I realize that,” she cut in, “but they’re all doing 40-plus cold calls a week. You don’t make any. Imagine where you could be if you did cold calls, too.” (Yeah, it was a softball, so I took a swing.) “Donna, I’d be right where they are, generating $1 million a year in sales instead of $7 million,” I said. “Is that the result you want at the end of the year, or would you like me to train them to do what I do instead?”


It’s the rare sales director who would say yes, and she didn’t either. It’s understandable, because it’s much easier to demonstrate your worth as a sales manager when you can turn in weekly reports showing you “motivated” seven salespeople to make a total of 280 cold calls to potential Clients. That’s very flashy, and easily perceived as “productivity.” And it’s all very easily tied to the manager’s pressure on them. It’s a lot murkier to turn in a report that says, “Well, Chuck played golf with two people in the middle of the day this week and had lunch with two others, so he made four contacts. Except he wasn’t even with potential Customers. He was with friends he already knows really well who probably won’t ever buy anything from us. I’m not sure he’s cut out for sales. I just can’t get him to do sales things.”


Despite having never made a cold call, I was the leading salesperson at two companies. In the second one, I wasn’t even in sales—I was a marketing VP. When you take the time to carefully and respectfully build relationships and stay in touch, someone just might remember you helped them before and call you. You’ll likely have a Steady Stream of Potential Clients without talking to strangers. And you can marry someone you know well, instead of a stranger at a bar. (Life’s principles work everywhere, or they don’t work at all.)









FRIENDS DON’T LET FRIENDS SELL TO FRIENDS


Jason owns his own company and functions as the primary salesperson, a good role for owners in early-stage companies. Jason shares, “I was told by everyone from my mother to multiple sales managers, ‘Don’t sell to your friends.’” When I finally figured out that all the people who already knew me were my greatest potential opportunity and got over the head trash that friendship and business just don’t mix, everything changed. My closing rate skyrocketed, and now I spend a lot less time in sales and enjoy my business a lot more.”


John Heenan, my dear friend in Belfast, Ireland, who built a very successful 3PL fulfillment company and also runs 3to5 Clubs for business owners in Ireland,3 has a simple business principle. “When I meet with a potential Client, I ask myself, ‘Would I want to take this person home to dinner with my family?’” he says. “If the answer is no, I’m not looking to do business with them.” What a great, simple litmus test for the importance of prioritizing relationships over transactions, both in business and in life.







WHY ARE WE MORE COMFORTABLE SELLING TO STRANGERS?


Amber is in our FasTrak business development course as I’m writing this book. During her check-in with the group, she shared that she had connected with an existing Client who had committed to a significant increase in revenue spend with her. She wasn’t sure if that “counted”: “All I did was talk to someone I already know and asked them how I could serve them. It just feels a little bit like cheating because I didn’t go find a new Client. I just talked very intentionally with someone I already knew.” Our desire for this book is that we all learn that it’s not cheating. In fact, that’s the best sales strategy you can employ. And it will lead to bringing on Clients you didn’t know, too.


We weren’t always uncomfortable selling to friends. In fact, for the thousands of years that people have bought and sold things, they did so almost exclusively with people they knew as both neighbors and Customers. The notion of buying from strangers would have been greeted with suspicion. How do I know I can trust you? Who can vouch for you? Why haven’t any of my friends bought from you yet? Will you be around if something goes wrong after I buy?


The Industrial Age Factory System is once again the culprit.4 Before factories, we bought and sold with people we “knew, liked, and trusted,” per Dale Carnegie. And the fact that he had to write a book to bring that idea back speaks volumes about the artificial, non-relational territory the world wandered into when the Factory System took over sales. Dale didn’t quite get through. We used his ideas to put a shiny new coat of paint over the old one, but the building remained the same.










Creating Needs That Didn’t Exist


As factories began to manufacture more products than we needed and then products we didn’t know we needed, pestering people aggressively on sidewalks and in the town square became a normal way of dumping the excess production. Door-to-door intrusion—I mean sales—was very effective early on. In 1886, David McConnell started peddling his Avon perfumes door-to-door, and in 1910, the U.S. Direct Selling Association was formed, and your front door was never the same again. In the heyday of invading people’s privacy in the 1950s and ’60s, tens of thousands of people made a living selling door-to-door. Most sources say it’s a tenth of that today, and one-third of today’s door bangers work for giant corporations. About 60 percent of them quit within a year, because aggressive sales techniques don’t work anymore. And they weren’t a good idea when they did work, but people still do it.


When salesy types wore out their welcome on your front door mat, they discovered the phone. No more walking neighborhoods, no more brooms in the face, and much more efficient. We all know how much we love getting phone calls from strangers trying to sell us some life-changing product. (One guy calls me all the time, a Mr. Scam Likely. The dude is relentless.)


Now we’ve found a myriad of new ways to annoy strangers with our goods, a lot of it currently swirling around the internet. Seth Godin (author of Permission Marketing: Turning Strangers into Friends and Friends into Customers) made a justifiably big splash in the late 1990s by reintroducing a long-lost idea when he suggested we would make a lot more money if we stopped intruding on people’s lives and only talked to them when we already had their permission. Duh. And, sadly, not duh. The shoe cobblers from 1725 would be proud of him, and we’re all glad people like him have tried to right the sales ship. But the ship is still listing badly, and salespeople are still aggressively hunting down strangers and stabbing them with business cards.







What Is Marketing?


The year 1850 was the first time more things were made in a factory than in homes and shops, and by the 1880s, factories were producing more of almost everything than we could possibly consume. The new strategy required to solve this problem was called “marketing,” a meaning of the word that first appeared in dictionaries in 1897 and wasn’t studied in universities until the 20th century—another desperate invention of the Factory System.


I have owned multiple companies in the marketing space. It was not created to help us see value or expose us to things we needed. Advertising could do that and had been for centuries. The sign hanging outside a shop got you to come in, and it was up to the shopkeeper to explain the product to you. Marketing was invented to persuade us to buy things we don’t need. It can be really helpful, but you should avoid using it how it was first intended, to sell things people don’t need.


I mention marketing because small business owners have sadly learned from giant corporations, and the books written by people who run marketing for giant corporations, that marketing is separate from sales. It probably is for them, but it shouldn’t be for small businesses. We shouldn’t learn how to market from giant corporations any more than an antelope should learn how to eat from a Tyrannosaurus rex.


One of the major fallacies of business is that they all operate under the same rules. But giant corporations are akin to classical physics, which exists on a “visual” level, where small business is like quantum physics, which takes place on the subatomic level. They are so different that not only do the same rules not apply to both kinds of physics (or big and small businesses), but you can’t even ask the same questions and expect to get a good answer.


For small business owners and independent business development people, marketing should only be thought of as two things:


1. Indirect Sales. Always think of your marketing as “indirect sales,” also known as ROI, or Return on Investment Marketing. If you put a dollar into marketing, you want to get three or four dollars back, or even more to break even. If you’re spending marketing money and can’t very easily track it right back to sales, you’re fooling yourself that it’s working. Too often you’re just doing ego marketing, or what the giant corporations get to call “brand recognition marketing.”


Brand recognition marketing is OK for giant corporations, which can’t meet with people and get to know them. It’s an obscenely expensive and much less effective way to build a relationship. But it’s all they’ve got. Please do not mimic them and spend a bunch of money trying to look good with fancy color palettes, subliminal designer website tricks, expensive logos, beautiful ads, focus groups, and other tricks of the trade. That kind of marketing is the biggest waste of money you will ever incur in your small business, because unlike the giants, you can’t spend enough money to make it work.


As a small business, your brand is what people think, and, more important, feel, when they hear your name or the name of your business. Deliver a great product or service, and do it relationally, and you will have all the brand recognition marketing you will ever need. Once you reach multiple millions a year in sales, then you can start thinking about brand recognition marketing as the giants do it. Until then, build relationships and expect to get a very trackable return on any marketing you do.


Note: Some small companies do need to concern themselves with brand recognition marketing, but it’s rare, and it’s mostly in the consumer product space (cosmetics, foods, and some others). We’ll use “Indirect” throughout this book to refer to marketing, to remind you of the only good use of marketing for most small businesses.


2. Noise. All marketing (both ROI and brand recognition) is just noise—nothing more, nothing less. The three questions around this noise are what matter:


a. Is your noise louder than the other person’s noise?


b. If people hear it, is it attractional? Do people want to hear and lean into it, or away from it?


c) If they hear it, does it sound like somebody else’s noise, or is your noise unique?


It’s very difficult to throw enough money at traditional marketing noise to make it “audible.” Fortunately, there is a way to do marketing with almost no money involved.







The Four Quadrants of Marketing


So how do you find Customers now? How are you currently selling? Are you doing networking, cold calling, buying lists for email or direct mail advertising, personal referrals, TV, radio, newspapers, social media, blogging, podcasting, speaking?


I built and owned a couple of marketing support services companies from the ground up. From 1992 to 2006, I worked closely with advertising, branding, and marketing agencies. I learned a lot during those 14 years that validated work my acquaintance Art Radtke did in the early 2000s. I’ve continued to morph and twist his ideas around what I call the Four Quadrants of Marketing (see Figure 1.1 below).


[image: ]

Figure 1.1: The Four Quadrants of Marketing






The upper left quadrant is advertising, or what we refer to affectionately as the shotgun method. It’s for giant corporations, not you (with rare exceptions—and no, you’re probably not that exception). Advertising just blasts a message out randomly and hopes it hits the right person or company, who is actually interested when they get your ad. It works, but it is very high cost. And yet relationally it is also very low maintenance. McDonald’s doesn’t talk to anyone in their neighborhood, they just saturate your life with ads. Coca-Cola created more than 1 billion (with a B) impressions in 2016 with just one ad campaign. And you really think a $5,000 Google ad for just one month can compete with that?


Your ad gets buried every day by these behemoths. Don’t even think about shotgun advertising until you have six or seven figures you can spend for well over a year, and then it still might not be enough to compete with the noise of giant corporations. It seems appealing to smaller businesses because you just throw money at the market and then wait for your phone to ring. But your noise will never cut through to get you the ROI you hoped for.


The lower left quadrant is direct marketing, which is more like a rifle than a shotgun, using whatever media can connect you “directly” to your potential customer (social media, text, email, or snail mail). It’s much less expensive than advertising, but still a lot more than the quadrants on the right. Like advertising, it is reactive and also fairly low in actual human contact. Small businesses can use this quadrant very successfully, but it could also be an expensive experiment with very little return. In most cases, you need a professional to help you here, which adds to the cost. And unfortunately, direct marketing on the internet is still the Wild West, with many inexperienced, well-intentioned, but unhelpful marketers for every one who might actually bring you a good ROI.


The top right quadrant is public relations, which can be everything from very expensive to actually profitable—while still building a customer base. I knew one guy who wanted to build a website to sign up amateur rugby players for rugby tourism—bring your spouse to a rugby-crazed country for 10 to 14 days. He would have a couple of amateur games set up for them to play with the locals and a couple more to watch at the pro level. We suggested for his PR campaign, he spend a summer kicking a rugby ball across America, and with hotel, clothing, equipment, nutrition, and drink endorsements. Had he gone with our suggestion, he could have made a handsome profit while getting on the local news in every town and city he went through. Sometimes PR can also be paid marketing.
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