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精彩内容

我们都害怕业务人员的嘴，上上之策，就是别被他们粘上。这表示，能为业务人员创造机会的不是他葫芦里卖什么药，而在他用什么方式销售产品。特别是面对大额交易，面对企业决策高层，死缠烂打只能保证你更快被扫出门。这期内容最有价值的地方，不仅是提醒业务人员要怎么开口才对，更重要的是，作者很清楚地对照出，业务人员不应该采用的说话方式。那些都是一不小心就可能误触的陷阱，在你自以为聪明之际，一张一张大单就这么不名就里地给飞了！


重要概念


推销话术（Sales Pitches）


“接触顾客的15秒，决定了销售的成败”这是成功销售人员共同的体验。接触顾客的第一个目标是，将自己销售出去。“顾客不是购买商品，而是购买销售商品的人。”说服力不仅来自强有力的话术，而要靠业务人员在对话中散发出来的个性与风格。要在仅有时间里展现出特质，必定要先做好准备。首先，把自己要表达的内容记下来，然后从5000字，精炼到4000字，再精简到3000字。接下来就可以对顾客进行实战练习，残酷地用碰钉子换取经验，直到能用熟练、流畅的言词表达为止，让顾客感受到自己的话是经过组织、有系统整理的。运用话术有下列几项原则：1. 必须事前深入理解话术，倒背如流。2. 站在顾客角度，灵活运用话术。3. 赞美认同顾客观点，取得顾客信任。4. 用反问法搜集资料。5. 强化卖点，去除疑惑。另外，在遇到拒绝时，可以运用以下方法：1. 间接否定法，如“是的……但是”。2. 询问法，打探出顾客拒绝的真正理由，例如“请问您是对我介绍的商品不满意、不相信我本人，还是有其他原因？”3. 举例法，以实例打动顾客，去除疑惑。4. 转移法：转移注意力，以商品利益吸引顾客，例如“您一定是考虑问题比较详细，才会这么说，既然想得详细，就更应该考虑一下我们的产品。”5. 直接否定，利用“那可能是因为……” 来否定顾客的观点。


销售专才（Sales Professional）


部分学者认为，销售行为与领导非常相似，就像是业务人员对顾客施展影响力，引领顾客购买公司产品。因此，针对高绩效业务人员的研究，便转移到探讨，销售人员应具备何种人格特质（What the Salesman Must Be）。一项针对564位销售专才的评鉴结果显示，这些绩优人才与一般业务人员的差异点，有下列10项：自信、计划能力、勤勉、说服力、聪慧、技术知识、兴趣、成就动机、健康以及社会关系。另外，高级主管最受重视的业务人员特质则包括：热忱（Enthusiasm）、条理（Well-organized），以及强烈的企图心（Obvious Ambition）。

销售专才的推销行为，可以概分为下列8种类型。1. 面面俱到：多路并进的推销手法，分析成本效益、拉拢关系、请使用者见证，并且强调持续的售后服务。2. 人情关系：促请有力或熟识人士介绍，让潜在顾客感受彼此的相似之处。3. 理性诉求：强调公司信誉、销售量以及产品优点，并且赠送礼物或配件来吸引顾客。4. 激将法：一方面夸赞对方的成就与地位，另一方面说明相近的族群都已经购买，造成购买的压力。5. 旁敲侧击：不使用直接强力推销，转而讨好顾客的亲友、年节问候，并且随时关心其目前产品的使用情况。6. 引君入瓮：深入顾客的生活圈，提供协助解决对方私人或工作上的问题。7. 哀兵死缠：采取哀兵的低姿态，锲而不舍博取对方的认同。8. 扮猪吃老虎：装出老实、糊涂的样子，松懈顾客的防卫心，并且让对方觉得自己占了便宜。


抗拒的心态（Objections）


潜在顾客的抗拒心态，在拜访、交谈、说明甚至成交等环节中都有可能出现，所以，处理抗拒是销售中不可或缺的技能。顾客的拒绝形式通常可以分为两种，有些顾客从一开始表达“没有意愿”或是“不需要”之后，便急于结束对话，让业务人员没有进一步努力的空间。另一种顾客口中虽不停拒绝，却仍然不断在等待或接收新的信息，或是针对产品的特定特性提出评论或质疑。业务人员可以把这些反应视为顾客对产品内容的疑虑，主动提供顾客导向的建议，把销售转化为咨询，运用产品或服务解决顾客的问题。一般来说，顾客产生抗拒心态的原因，可以分为以下几类：1. 不信任（不论是对公司、业务人员或商品），约占55％。2. 不需要（潜在需求尚未被开发），约占20％。3. 不适合（等有更好的商品再买），约占10％。4. 不急（对购买时机不明确），约占10％。5. 其他原因（例如排斥推销方式等），约占5％。其中，业务人员应该特别避免因为自己的行为举止，错失销售机会。举例来说：1. 夸大不实的讲解，让顾客无法信任。2. 使用过多专业术语，让顾客觉得自己无法使用。3. 引用不正确的调查资料，引起顾客的异议。4. 说得太多或听得太少，无法确实掌握顾客的问题。5. 展示失败，遭到顾客的质疑。6. 姿态过高，处处让顾客词穷，让顾客感觉不愉快。业务人员了解了抗拒产生的各种可能原因之后，才更能冷静判断处理方法，化解抗拒的心态。



5分钟摘要





英文



过去可以靠着千篇一律的推销话术谈成大笔订单，现在这种日子已经不再了，必须转而跟顾客进行深入、实质的对话。要赢得大笔订单，关键是要能够成为成功的沟通者。成功的沟通者不只是要能言善道，还得促成诊断式的讨论，深入讨论顾客的实际问题，提出独一无二、非制式的解决方案，让顾客依赖你提出的方案。

想要提升能力，让自己更有机会成功赢得大笔订单，必须做到3件事：
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打破常见的沟通障碍　
英文



主要观念

业务人员和顾客之间，通常存在3种障碍：
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	风格错误——业务人员与顾客交谈的方式

	主旨错误——业务人员选择谈论的主题

	心态错误——对业务工作价值观的误解



只要能一劳永逸地排除这3种障碍，就可以在业绩表现上大幅跃进，也可以为未来的成功奠定良好基础。

支持概念


障碍#1　风格错误


你一定想不到，有那么多业务人员会说些话来破坏自己的努力，例如：


	“你大概从来没有想到这一点，不过……”，暗指顾客没有考虑过公司的营业范围。

	“我们运用……帮助像贵公司一样的企业，省下数百万元不必要的支出”，暗指潜在顾客不知道自己在做什么。

	“在贵公司的产业中，好些经营成功的企业早就已经……”，暗指顾客不是成功的企业，否定了顾客内心的认知。



上述这些“指桑骂槐”的说法，表示顾客可能只是听到你对他的能力有所批评，而不是给他有用的建议。更何况，潜在顾客或许早就从其他企业的业务人员口中，听过太多次这类评论了，所以潜在顾客当然只会把身体往椅背上一靠、双手抱胸，去想其他更有趣的事情，没兴趣听你叨叨絮絮。

■对话的基础是互信互重

要让销售对话理性而慎重，对话双方必须相互尊重。潜在顾客必须相信，业务人员真的会提供重要的意见，同时业务人员也必须承认，顾客比自己更了解顾客公司的业务及产业。如果缺乏相互尊重，你的销售简报结果就会变得陈腔滥调，使得自己提供的解决方案成了平凡无奇的大宗商品。

■扮演医生的角色

在过去的商业环境中，业务人员被训练成说服者，靠着强而有力的简报，克服顾客抗拒的心态，谈成交易。这种方式在过去可以成功，到了今天却常常会让顾客却步，并且在潜在顾客心里变成了一连串模糊不清的“耳边风”。现在最有效率的销售方式，反而更接近那种自己希望跟医生对谈的方式。有鉴于此，必须做到下列几件事：


	根据事实提出清楚的建议，不是凭感觉。

	与对自己能力有自信的对象接洽。

	保持一定程度的专业立场。

	提供公正、不偏颇的信息。

	营造冷静的氛围，不让顾客觉得自己受到压力与操纵。

	愿意在进行诊断之前先花时间思考。

	培养专业知识与谦恭态度，不是只空有热忱。



■传统销售和诊断式销售的差别

传统销售思维与上述近似诊断的销售思维之间，存在十分明显的差异，说明如下表：
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障碍#2　主旨错误


从20世纪80年代中期起，业务人员就很流行跟顾客谈“价值”，造成价值主张被过渡滥用，沦为平凡无奇的大宗商品。愈多人想要谈论价值，大家提出的主张听起来就都大同小异。雪上加霜的是，价值的概念已经被各种常见的陈腔滥调掩盖了，像是“世界级”、“高质量”和“快速”。

不谈价值谈什么？

销售专才与其夸夸其谈各种常见的价值主张，不如强调3项重点：


	价值从何而来——公司产品与服务中包含的价值元素，也就是产品或服务的特质，这很有可能是你已经一再谈论的内容。

	价值如何运用——顾客可以怎么实际运用公司提供的产品或服务，产品或服务又可以为顾客带来什么益处。成功的业务人员永远会从顾客的角度评量价值，而且会详细说明这项价值。

	少了价值会如何——有哪些工作是顾客就算没有购买公司的产品和服务，也能够自力进行的。了解一个组织如果没有利用你们所提供的产品或服务，就会采用哪种运营方式，这样可以让自己有能力提出持平的观点和信息。



要赢过大多数业务人员，必须明确了解这套价值三部曲。只要能抛开陈腔滥调，具体说明价值，顾客就会注意到你跟一般业务人员的不同之处，并且感谢你投注的心力。

怎么让顾客了解并善用价值三部曲？

要让顾客确实感受到这套价值三部曲，还必须善用价值三部曲。要做到这一点，必须利用两项特定因素：

■你对价值三部曲的定位——因为价值为一家企业带来的效益，可能在于3个面向。

[image: no209_19c]


仔细思考公司要为顾客带来的价值，是在产品层面（本公司产品具备这些特性）、流程层面（本公司产品可以缩短贵公司设备停机时间），还是在企业绩效层面（本公司产品可以帮助贵公司拓展新市场）。

■你所采取的陈述角度——在跟生产部门主管或是首席执行官洽谈时，陈述的角度会有所差异。生产部门主管比较感兴趣的是，你们的产品能不能减低更换设备要花费的时间。首席执行官可能比较感兴趣的会是，缩短停机时间之后可以怎么提高顾客满意度、市占率和以及营收。陈述产品价值，必须配合洽谈对象需求的角度。


障碍#3　心态错误


有太多业务人员认为，自己的工作就是要完整陈述产品或服务的相关信息。杰出的业务人员会用诊断的心态，取代单向沟通的心态。两种心态的根本差异在于，诊断是要跟顾客共同讨论，销售则是自己单方面灌输顾客相关信息。

诊断心态的5大要素
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	关联——业务人员要协助顾客获取各种可得的价值要素，并且把要素联结到顾客尝试达成的目标。换句话说，业务人员会让价值成真，不会只是假想。价值的关联也表示，如果自己无法为顾客带来价值，就应该结束这段讨论，不要试图强力促成销售。

	领导——业务人员要让顾客接受，改变是必要的。这可能会招致强烈的反弹，因为没有人喜欢改变。业务人员的职责是，协助顾客规划解决方案，运用解决方案把目前不良的状况，转换为未来美好的发展。

	自尊——这通常是双向的。业务人员希望顾客尊重自己，把自己视为宝贵专业建议的来源。同时业务人员必须要小心，绝对不要表现出“顾客不知道该怎么做，幸好有我在这里”的想法。诊断心态是建立在彼此互重的共识上，也就是要把心力放在问题和解决方案上，不是要相互指责。

	自利——买卖双方都要有这个认知，大家在这里一起讨论这笔交易，是因为这笔交易能够为双方带来利益。所谓双方各自的利益是指，大家都接受业务人员希望从自己为顾客创造的价值中，获取一部分价值，而顾客也会努力尝试创造更多价值，同时从中撷取部分价值。如果抱持诊断心态，大家都会公开承认这些目标，并且接受这是交易中不可或缺的一部分。顶尖的销售专才，会积极维护买卖双方的利益。

	成熟——能够保持专业立场，不涉入个人好恶。在讨论销售的过程，有时会表现出情绪，这无伤大雅，但是必须采取持平而理性的态度，能够某种程度抛开个人情绪，是非常重要的。



关联、领导、自尊、自利以及成熟，是诊断心态的主要元素。这些元素可以为成功的价值诊断，奠定稳固的基础。这种心态可以让杰出的销售专才从不同的角度思考，有别于那些不那么成功的同业。


关键思维

“你可能拥有世上最棒的解决方案，但是如果无法传达解决方案跟顾客的关联、建立信誉和尊重，同时让顾客清楚明白解决方案，发展就会受到极大限制。”

——杰夫·瑟尔

“传统的销售心态与手法，会造成买卖双方的利益冲突，你与顾客的对话不必就非陷入对抗态势不可，甚至不必受限于这种冲突。我们不必操控或逼迫顾客，顾客也不必防卫我们。事实上，大多顾客寻求的目标跟我们是一样的，就是在互信及互重的基础上，进行开放、诚实且直接的对话，这可以让双方都获得成功。”

——杰夫·瑟尔

“没有一个头脑清楚的销售专才会破坏自己努力的成果，然而破坏自己的信誉，让自己赖以维生的顾客和潜在顾客离自己而去，却是常见的事。”

——杰夫·瑟尔

“成功的销售专才，会指引顾客作出价值导向的运营决策，以此建立起自己的信誉，也会借由尊重、诚实和诊断式的沟通，赢得顾客的忠诚和信任。这种方式是确实可行的，可以让你的表现大翻转，或是让表现更上一层楼，还可以让你有别于各种含混的销售对话、建立良好信誉，同时达成杰出的销售业绩。好消息是，这跟我们面对的多种其他挑战不同，我们选择的沟通方式，是自己可以完全掌控的。”

——杰夫·瑟尔





进行实质的销售对话　
英文



主要观念

要成功赢得大笔订单，必须学习怎么精通4种类型的销售对话：
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学习怎么进行上述4种实质对话，就可以一路迈向成功。

支持概念

大笔进单的4阶段流程
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	发现——找出潜在顾客，看看哪些顾客最有可能真的购买公司产品。

	诊断——与顾客会谈数次，给顾客改变的诱因。

	规划——尽一切必要努力，让顾客有信心投注资金在公司的产品上。

	实践——接着要落实自己提出的价值承诺，确保价值承诺都能真正实现。



要让上述流程顺利运作，必须跟顾客进营销售对话，不能只是照本宣科进营销售简报。这些诊断对话的重点是顾客的实际需求，不是你们公司或是公司的产品或服务。对话的重点必须清楚对外，锁定顾客的需求，不是反过来推销自己、自己的公司，或是产品与服务。

4阶段4大效益


	这个4阶段的流程，会有逻辑地提供顾客信息，理想情况下，顾客就会心甘情愿地购买。

	这个流程可以让自己成为顾客眼中的聪明顾问，而不是咄咄逼人的业务员。

	运用这个流程，可以让自己与众不同，从竞争对手中脱颖而出。这个流程之所以这么重要是因为，如果能够避免各种刻板的销售方式，对于赢得高额的大订单是很有帮助的。

	在这段流程中，你会和企业顾客的业务主管进行一连串的诊断对话，对方会感佩于你对他们需求的深入认知与专业知识。



两种销售语言有何不同？

一般来说，与潜在顾客一开始的接触，是销售过程中最关键、最不能出错的阶段。在证明自己与众不同之前，你都会被顾客视为是另一个烦人的业务人员。以经验法则来看，在顾客结束对话、关门送客之前，大约有15秒的时间可以建立关系和信誉。

标准的销售手段可能如下：

“史密斯小姐您好，今天过得好不好？我叫佛莱德·布洛格斯，是爱克米工业的业务代表。本公司是加油站安全解决方案的领先企业，本公司的计划可以改善贵公司的安全纪录，甚至拯救生命。希望能够拜访您，向您说明我们公司可以怎么让贵公司的工作环境更安全。”

这种方式除了暗示自己比客户更了解这个产业之外，同时也因为许多人滥用这种手法，让顾客直觉上想到：“我要该怎样才能摆脱这个讨厌的业务员？”比较适当的做法是，让自己跟顾客一开始的接触，就像是相互研究问题一样。

“史密斯女士，我是爱克米工业的佛莱德·布洛格斯。不知道跟您联络是不是恰当，不过我想向您说明我目前尝试进行的工作，看看是不是合乎贵公司的发展方向。不知道您有没有时间跟我聊聊？我听说贵公司最近召集分析师开会，讨论贵公司销售管线频频出现变化的问题。我已经跟贵公司几位业务经理联络过，他们表示，这个问题的部分原因是，贵公司的企业软件无法掌握销售管线的信息。我们还稍微近一步地讨论了贵公司目前使用的软件，他们估计，根据贵公司目前的交易量和生产时程，如果可以改善企业软件，就可以让贵公司每月的营收大幅成长200万到300万美元。不知道这种营收成长的幅度对贵公司来说，是不是值得好好研究？我想说的是，希望您可以推荐几位高级主管，让我和他们一起规划出一些建议，供您进一步参考。不知道这样对您有没有帮助？”

请注意，这种诊断的销售方式跟传统的销售手段，有几项明显的不同之处：


	要成功运用这种方法，必须先投入大量时间进行研究。这样就可以让自己把心力放在顾客的实际需求上，而不是在自己产品的特色上。

	对于最终的目标，要抱持开放、诚实以及直言不讳的态度。要能确切说明自己现在正进行的工作，以及进行这些工作的理由。

	这不是业务拜访，是要邀请对方进行更深入的诊断分析，找出需求。两者之间的差异，可以带来各种不同的购买动力。

	对话的语气通常会是轻松随意的，就像是同事之间的交谈一样。这是一种专业的做法，不是想要用高压的态度说服顾客或是推销。

	在这个阶段寻求的目标就是取得联系与支持，不是要顾客决定买或不买。

	请跟自己对话的高级主管再帮个小忙，要对方告诉自己应该联系哪些对象，以及这些对象的联络方式，这样可以让对方进一步思考眼前的状况。



在这个步骤中，通常会采用的方式如下：

“敝公司的解决方案可以解决这几种问题，请问其中有没有哪些问题是您比较忧虑的？请容我说明一下敝公司的……”

比较适切的诊断销售方式如下：

“请容我先请教您这个问题。在您检视贵公司未来销售管线的时候，从造成变动的主因，到您的组织处理该信息的方式，是不是有哪部分流程，即使贵公司过去可以有效地处理，但还是会让您特别忧虑的？”

这种方式是深入诊断该公司现况的跳板，接下来可以提出一连串进一步的问题：


	“您知道吗，我曾听其他顾客说过他们有相同的担忧。可不可以让我了解一下，对贵公司来说，‘比较不那么常出现变动’是什么意思？”

	“可不可以进一步告诉我……”

	“可不可举个例子……”

	“您是在什么时候第一次注意到……”

	“可能有哪些关键因素造成……”

	“这个状况造成了……”

	“您曾不曾检视，如果采取……可能会花费公司多少成本”



请注意，由上述问题带出的诊断式对话，希望获得的是观察，不是意见。接下来就可以让讨论问题的对象，确实诊断自己的实际情况，从对方的观点建立关联。如果对方无法接受诊断出来的情况，就会产生改变的动机和行动的诱因。如果诊断出来的情况对方可以接受，就该知道自己可以不必继续下去了。

要记得，正确的诊断，一定要由公正且专精该领域的人员提除意见。组织无法自我诊断，因为会有太多内部倾轧的干扰，所以必须要加入组织外部的人员，针对现况进行仔细的诊断。如果能够先建立自己的信誉，这就会是可以加入的时机。

适切的诊断对话，不是说：“敝公司的解决方案可以解决这几种问题，请问其中有没有哪些是您比较忧虑的？”诊断反而必须从零开始，必须提问才能找出问题所在，接着要辨别症状，举出关键的议题，让对方了解自己在经营上的知识，并且让顾客看见他们目前的实际情况。

要在心里演练诊断对话，要记得，你其实是要回答一些很直接的问题：


	顾客的公司出现什么问题？

	为什么会发生这些问题？

	情况有多糟？

	情况已经糟到必须采取行动，还是有其他更优先的事项会占用可用的资源？

	这个状况对顾客来说，已经达到“危机”等级，还只是觉得，能够解决这个问题也很好？



只要通过诊断的对话，找到了某个有必要改变的运营面向，接下来就可以开始讨论最合适的解决方案，用来解决诊断发现的情况。基本上，就是要整合公司的产品或服务，调和出最佳解决方案的内容。

最好跟自己在诊断对话阶段的谈话对象合作，共同创造出理想的解决方案。要能想出完全符合对方需求的构想，这是最好的办法，也可以让自己跟其他竞争对手有所区隔。重点是，要把心力用来规划实际的解决方案，不要陷入标准的业务心态，喋喋不休地大谈特色和益处。通过对话有效规划解决方案，才是真正应该做的事。

要能顺利通过对话规划解决方案，必须注意到以下要素：

■期待

“可行的解决方案可能会有好几种，从找出可行的方案着手，可能会有帮助。是不是可以让我进一步了解，有哪些特定结果是您期待达成的。这些结果会是什么？就您看来，这些结果中有哪些是您最想达成的？”

■选择

“好的，可能有几种方式，都可以让您达成这些结果。您认为应该以哪些为主？每个方式又有哪些优缺点？”

■资源

“您认为这项项目最后会对贵公司的营收或成本，造成什么影响？”

■预期投资

“您认为，要能妥善解决这个问题，投入多少资源会比较合适？”

■时机

“您希望多快看到这项项目的成果？如果有所延迟，会造成什么结果？”

■评量标准或决策标准

“您会怎么评量这项项目的绩效？您要怎么判断这项项目已经成功了？”

根据上述问题跟顾客对话，规划出彻底的解决方案，就可以清楚了解顾客会怎么选择理想的选择方案。协助顾客厘清并且思考上述重点，也可以让自己想清楚，必须做到哪些事，才能赢得这名顾客的生意。在日后规划正式业务提案的时候，就会很清楚顾客会用什么标准选择解决方案，又会用什么标准作决策。这可以大幅增加自己成功的机会，如果竞争对手的行动毫无依据，那更是无往不利。

为了确保公司上下都能掌握现况并且有一致的认知，同时也应该建立讨论纪录，记下双方在规划解决方案时的讨论重点，然后把纪录发给所有相关的人员，才能找出隐藏的冲突并加以解决。妥善的讨论纪录应该要让所有人看法一致，并且创造推动解决方案的动力。

就传统的销售方法来说，成交是销售流程中最重要的部分。所有书籍和研讨会都在阐述各种可用的成交技巧。然而就诊断式销售方法来说，成交并不是特殊的事项，不过是合理、顺畅程序里的下一步。

以下进一步说明，传统销售和诊断式销售方法有哪些不同之处：


	传统销售技巧把重点放在做简报上，谈成交易是简报的一种特殊型式，因为目标是在订单，是要让买家决定购买。

	就传统销售来说，书面提案是用来当作考虑采购时的参考文件。就诊断销售来说，书面文件记录了目前为止进行的分析和研究。

	就传统方式来说，销售提案是由业务人员准备的，完全没有加入买家的意见。就诊断式销售来说，买家会亲自参与书面提案的准备工作。

	就传统销售方式来说，提案是业务人员自己的工作。就诊断式销售来说，买家会积极参与，规划适切的解决方案。

	业务人员通常必须利用说服的技巧，才能让顾客放弃抗拒的心态。就诊断式销售来说，买家都已经参与了诊断的过程，他们很清楚自己出现问题，也分析了问题发生的原因，并且非常清楚延后购买决策会导致什么结果，会造成多少财务损失也都计算出来了。买家深入参与了规划解决方案的过程，解决方案能够非常贴近买家的需求。买家作出适切决策需要的各种要件，都已经齐备。

	通常卖家必须鼓励买家采取下一步行动。如果运用诊断式销售，双方关系会有充分的互动、信誉和信任，决策就会自然成为下一个步骤。

	传统销售把成交视为交易的重心，就诊断式销售来说，顾客在使用了产品或服务并且产生效益之后，还能够在成交后获得更多益处。



如果在与顾客互动的整体过程中，都采用诊断式销售，那么过程中记下的书面文件比较接近确认书，而不是提案。这些文件会记下所有双方都同意的事项，买家就会有动力去改变，也会有信心投注资金。在这种情况下，提案的真正目标是要强化之前作过的决定。

妥善的诊断式销售提案，具备下列特色：


	不会出现意料之外的状况（不论好坏）——但是会包含各种数据和信息，这些讯息都是顾客已经十分清楚，并且经过彻底思考的。

	处处可见顾客参与的痕迹——因为这种提案必须靠顾客内部人员的协助才能完成。提案中甚至会使用组织成员惯用的词汇和术语，这样就会让买家觉得，这份文件和自己密切相关，又十分熟悉。

	会征求意见，也欢迎对方主动提出意见——这样就可以进行调整，并且可以在进入最后决策阶段之前，稍微修改提案。

	由顾客公司的人员向各单位进行正式简报——这样就可以加强双方共同提出这份提案的印象。鼓励顾客公司的人员一起做简报，可以完全排除隔阂。

	让大家看见更远大的目标——也就是可以清楚看出，初期的销售，在未来会自然导向更大规模的销售，进而带来更多益处。在提案中必须提出会让顾客倚赖的要点，才能促成未来的交易和销售。



除了做正式提案之外，还应该让买家做好可能出错的心理准备。跟顾客讨论，如果接受提案可能会遭遇哪些重大风险和一般挑战，会是比较谨慎的做法。对于这些风险一定要直言不讳，还要告诉顾客，在碰上这些可能发生的事件时，可以向哪些对象求援。

同样地，开诚布公地讨论潜在问题，是诊断式销售与传统销售方法明显不同之处。在此举下表说明：
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另外要注意的是，事先订定评量成功的标准，就可以和顾客进行有具体意见的对话。订出具体的评量标准之后，对话就不会再是：“最近如何？还不错。”这种普通的寒暄，可以用评量标准评量绩效，确认产品或服务是不是确实带来价值。接下来就可以具体提出下列问题：


	你觉得有哪些部分进行得特别顺利？

	有哪些做法是我们应该调整的？



提出上述种种问题，是为了获得实际观察，不是为了提出意见。通过这些问题可以获致更深刻的建议，比一般情况下来得有意义。能够获得顾客的意见会让人比较放心，这是采用诊断式销售可以直接获得的后续效益。



了解如何建立信誉　
英文



主要观念

要谈成更多大笔订单，关键就在建立并且巩固自己的信誉。实际来说，就是要克服两种最困难的对话难关：
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只要能成功克服这两项对话难关，业绩就自然会快速提升。建立了足够的信誉，享有顾客组织里高级主管的支持，那么你销售高价解决方案的能力就无可限量。这会是最有利的状况，也确实是值得追求的目标。

支持概念

1　用有意义的方式，量化问题真正会引发多少成本支出

基本上，企业顾客对于一般业务人员提供的数据，都已经有了免疫力，这些数据都不仅只对业务人员有利，而且流于浮面，例如投资报酬和整体持有成本等。企业顾客希望具体了解，少了这项价值会引发多少成本支出。销售专才的工作，就是要引导顾客计算这些财务数据，这是整体诊断销售过程不可或缺的一环。

■顾客需要你协助找出3个答案

说到底，其实只有3项特定的财务问题，是潜在顾客需要我们协助找出答案的。这3项问题分别是：


	在目前状况下，少了这项价值，会造成多少实际的成本支出？

	投资这项解决方案，我们可以合理预期可能对财务造成多大的冲击？

	想要达到预期绩效，必须投注多少资金？



■讨论财务问题的原则

和顾客讨论财务的问题，可以让顾客开诚布公地回答上述问题，接下来顾客就可以很容易决定，要不要购买你公司的产品。这笔交易可能符合顾客正常的投资准则，也可能不符合。

记住以下几点：


	提出的数字不必精确，但是必须可信。只要顾客认为你估算的数字是可信的，就会完全接受这些数字。

	顾客必须了解估算这些数据的方式，否则得出的数字就没有意义。如果顾客对估算方式没有信心，那么这些数字或许就跟凭空捏造的没有两样。

	要让顾客觉得，最后得出的数字是顾客自己推算出来的，所以顾客必须参与计算的过程，提供顾客各项金额的平均数字，以及产业的标杆数据。



对话的重点在找出3个答案

通过对话实质诊断财务状况，会发生在销售过程中的诊断阶段。对话的重点几乎完全集中在下列3项问题，一定要找出这3项问题的答案。这3项问题分别是：

■当期成本

就大笔订单来说，单一问题通常会造成多种结果。必须找出各种可能的结果，同时计算如果真的发生这种结果，会造成公司产生多少成本支出。没有人可以了解每项结果真正会造成多少成本支出，所以必须跟许多人讨论。

完整搜集各种信息之后，接下来就可以列出电子表格，总结并且清点下列数据：


	每项问题的指标和结果

	每项结果的预估成本

	每次发生前述问题会造成的整体成本

	这项问题每年会发生的次数

	这项问题每年对公司造成的整体成本



■解决方案的报酬

如果你的产品可以降低成本，那顾客未来不必再支付的金额就会变成收入。或者如果你的产品可以带来新的收入，那么计算方式就会非常容易。在上述两种情况下，要估算出数据应该相当容易，只要估算出来的数字，是顾客公司人员认为可信而且保守的就可以了。唯一可以判断数据是不是合理可信的，就是顾客，所以要让顾客完全参与估算过程。业务人员凭空捏造的数据，是完全没有意义的。

■解决方案的成本

顾客用来购买你的解决方案的费用，就是直接成本。使用你的解决方案，还会造成间接成本。要确认自己没有因为热切希望谈成生意，就掩饰掉这些成本。诊断式销售的做法是，任何明显低于正常成本的数据，都应该要高估。这样不但可以建立顾客对自己的信任，也可以让竞争对手陷入信誉的问题。

解决方案中有两项主要的成本，往往会被掩饰，一定要把这些成本估算在内，这两项成本包括：


	实施成本——员工训练、只能用一次的建设需求、运送成本等。

	正常使用成本——各种持续维护、训练、原料等需求。



找出各种可能的当期成本、解决方案报酬和解决方案成本，把上述数据都列入报告，可以把报告命名为“解决方案报酬报告”。这份报告必须简单明了地载明以下数据，以及求得数据的数据来源：


	预期达成的结果，以及这项结果带来的具体解决方案报酬。

	总计购买、实施和使用解决方案的成本之后，得出的总成本

	整体的解决方案报酬，计算方式是把预期收入减去解决方案成本。

	详细说明自己要怎么调整解决方案提案的资金需求，让需求能够符合顾客公司对资本报酬率的要求。



请注意，想要促成交易，就必须要熟悉怎么用金额详细表示解决方案的绩效，这一点应该要能持续进步。



放大镜


长字辈

C-level也称为CxO或C-suite。《经济学人》（The Economist
 ）杂志分析，C-level阶级不仅形成特殊社群，更显示企业结构的改变，也就是说各专业部门的主管，与首席执行官及董事会沟通的机会日渐频繁。IBM为了成功转型为商业顾问服务供货商，就把诉求目标锁定在客户的长字辈高级主管。为了拿下结合软件、硬件、运营流程改造的新服务需求，IBM表示“我们以后不只跟客户的信息长打交道，还要直接跟客户的首席执行官、首席财务官打交道”。IBM在2002年以35亿美元购并了普华永道顾问公司（PWCC， Price Water House Coopers Consulting），把该公司的策略顾问团，整合进IBM的商业顾问服务团队，直接到客户端与长字辈的高级主管脑力激荡、提供建言。



2　联系组织里最高级的人员

其实，高额订单的最终决策权，一定是在组织的高级主管手上。一定要能自在地与首席执行官、首席财务官等“长字辈”高级主管交谈，还必须设想高级主管的想法和需求。

与“长字辈”主管沟通的难题

在销售过程中，要跟高级主管沟通会是一大挑战，原因有下列几项：


	高级主管的看法不同于一般主管，所以针对生产线主管或是运营主管

	业务人员往往会惧怕高级主管，这种紧张情绪常会被解读为笨拙。

	要敲定高级主管的时间比较困难。



与“长字辈”主管沟通的5大原则

为了克服上述问题，诊断式销售提出了5项原则，这5项原则是在跟高级主管互动时，应该好好遵守的：

■让自己谈话的主题，联结到该企业更高层面的问题

想要获取与高级主管联系的时间，必须让他们相信，自己希望谈的内容，跟他们的权责有关。总括来说，高级主管心中都会抱持下列指标：


	首席执行官——每股盈余

	首席财务官——投资报酬率、税前盈余

	运营副总裁——销货成本



要跟高级主管沟通，必须把自己要陈述的内容，转换成符合他们工作执掌的术语。要树立良好的印象，让他们认为你要谈的主题，跟他们的工作内容有关。如果主题跟他们的工作无关，那么就无法成功与高级主管联系，或是无法通过他们的助理那一关。

■与其刻意夸大，不如用无可争辩的方式说明，自己提出的价值确实可行，也值得信赖。

要吸引高级主管的注意，必须让对方了解，自己希望解决的结果是非常重要的。简单来说，就是必须让对方认为，其中牵涉到重要的人事、流程和财务等议题。必须证明，这些事项都是高级主管才能解决的，否则这些事项就会交由较低阶层的人员处理，可能就会导致问题无法解决。所以，让高级主管相信，有一项重要事项存在风险，而且会对公司造成影响，是非常重要的。要做到这一点，可以采用下列方法：


	在销售流程的诊断阶段中，会搜集到各种信息，要善用这些信息。应该要熟知各种基本指标、原因、结果，以及各项成本。

	陈述要简洁，把所有内容浓缩在一张纸上。

	坚持提出事实，事实会说话。

	使用高级主管惯用的术语，不要讨论细项，高级主管会把细项交给其他人执行，否则他们就会要你去跟那些承办人联络。谈话内容要跟高级主管相关。

	请对方针对自己没有注意到的基本状况，或是问题中其他尚未解决的层面提出意见。



■讨论问题和可行的解决方案，不要只是假设

解决方案可不可行，在咨询过程的规划阶段就已经决定了。高级主管希望成功管理组织变革，通过变革为组织带来具体利益，不是进行一些不一定有用的尝试。在跟高级主管面谈的时候，要描述解决方案可以怎么影响组织成员的行为、怎么改善内部流程，以及怎么创造令人满意的财务报酬。如果无法让高级主管相信，这项问题是存在的，而解决方案是可行的，他们当然就不会有信心投资。

■提供有价值的解决方案，而且价值必须是可以评量和量化的

即使是大型企业，资源也是有限的，高级主管会把资金分配到可以获得最大报酬的业务。要追踪这些业务的报酬，会是持续不断的挑战，所以必许让高级主管相信，自己提出的解决方案是可以评量的。向高级主管简要报告，自己从诊断流程的各个阶段之中，获得了哪些的信息，并且提出在项目展开之后，哪些具体的评量指标，最适合用来评量项目是不是成功。要让对方觉得，这项解决方案是经过深思熟虑的。

■进行讨论时，要善用其他组织成员的共识

高级主管很清楚，要让组织购买的产品发挥最大价值，必须依赖其他成员来实行。因此，如果其他员工有了共识，就是最适合用来说服高级主管的方式，要在你们的对话中说明这一点。让高级主管了解，这项项目已经获得大家的支持，而且这种动力可以克服所有未来会出现的障碍。

如果高级主管开始觉得，你是值得信赖的顾问和事业伙伴，不只是一个业务人员，就表示你成功地和高级主管合作。这听起来可能过于美好，不过只要你确实可以创造价值，那么当然就可以赢得这种密切的关系。这一切都得靠你的心态、训练和技巧。


关键思维

“我并不是说，只要能够熟悉这种心态和这种对话方式，就可以赢得所有自己负责的生意机会，这是不切实际的目标。我要说的是，你可以获得杰出的成就。杰出的成就表示，你可以早期发现各种机会的可能性，无论这个可能性是高或是低，也懂得怎么善用资源。杰出的成就表示，你可以赢得每一笔应该要争取到的生意。每一次机会，当顾客决定购买你的解决方案时，都会成为优质的生意，也就是双方都能获益的生意。另外我要说的是，你的业绩会因为其他原因成长。杰出的销售专家非常抢手，只要转变自己跟现有顾客的对话方式，就可以提升顾客跟自己做生意的交易额，而且顾客推荐和介绍你的次数，也会大幅成长。我希望你不只是成为同业中的佼佼者，更要让顾客把你视为独特的资源，让你在众多竞争对手之中脱颖而出。让你与众不同的原因，主要不是因为你销售的产品，而是因为你销售的方式。希望你所有的顾客和同事，都会称赞你是杰出的销售人员。”

——杰夫·瑟尔





Main Idea





中文



The days of using canned or memorized sales pitches to make complex sales are now well and truly gone. Instead, you need to be having genuine and authentic conversations with your customers. Becoming a successful communicator lies at the very heart of success in making complex sales. This is more than being a good conversationalist—you need to engage in diagnostic discussions where the customer's actual problems are discussed in detail, where a unique rather than a simplistic solution is suggested and where customers become anchored in the solution you are proposing.

To become better and more successful in making complex sales, there are three things you need to do:
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Break the Common Communication Barriers　
中文



Main Idea

There are generally three barriers that stand between sales people and customers:
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	Errors in style—how sales people talk with their customers

	Errors in substance—what sales people choose to talk about

	Errors in mind—set-misunderstandings of the realities of value



You can make great leaps in sales performance and set a great foundation for future success by eliminating these three barriers once and for all.

Supporting Ideas


Barrier#1　Errors in Style


It's amazing how many sales people sabotage their own efforts by saying things like:


	"You've probably never thought of this, but…" implying the customer doesn't think about their own line of business.

	"We save companies like yours millions of dollars in unnecessary costs by…" suggesting the prospective customer doesn't know what they are doing.

	"Some of the more successful companies in your industry are already…" implying the customer isn't in that category, despite what they may think.



"Dangling insults" like these can mean the customers are hearing criticisms of their competence rather than helpful suggestions. Furthermore, prospective customers have more than likely heard these comments so many times before from other sales people they will just naturally lean back in their chairs, cross their arms and think about something more interesting.

■Mutual respect is the basis of communication

To have a rational and measured sales conversation, mutual respect is required. The prospective customer must believe the sales person actually has something of value to offer, but equally the sales person needs to acknowledge the customer knows more about their business and industry than them. Without that mutual respect, all you end up with is a canned presentation that commoditizes the solution you're offering.

■Play the role of a doctor

In previous eras of business, sales people were trained to be persuaders who made powerful presentations, overcame objections and closed the deals. That was successful in the past, but today that kind of approach usually puts people off buying. It all blurs into a bit of "blah, blah, blah" in the minds of prospective customers. Instead, the most effective way to sell today is more akin to the kind of conversation you would expect to have with your doctor. In those situations, you want:


	Clear advice based on facts rather than emotions

	Someone who is confident about their ability to treat you

	A certain level of professional detachment

	Information which is balanced rather than biased

	A calm atmosphere rather than one of stress and manipulation

	A willingness to spend time thinking before diagnosing

	Professionalism and courtesy rather than mere enthusiasm



■Differences between conventional and diagnostic sales thinking

The differences between conventional sales thinking and this more diagnostic style of sales thinking are quite obvious:
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Barrier#2　Errors in Substance


Ever since the mid-1980s, it has become fashionable for sales people to talk about "value" with customers. That has resulted in value propositions becoming commoditized. The more everyone tries to talk about value, the more everyone sounds the same. To add to this problem, the concept of value has become buried in a whole range of generic clichés like "world-class", "high quality" and "fast."

Focus Conversations on Value

Instead of talking about generic sounding value propositions, sales professionals focus on three specific items:


	Sources of value—the elements of value embedded in your company's products and services. These are the product or service attributes you most likely already talk about almost all the time.

	Uses of value—how your customers will be able to actually use and benefit from the products or services being offered. Effective sales people always view value through the eyes of their customers and talk about this at length.

	Absence of value—what you assume the customer can do for them-selves even if they don't buy your product or service. By understanding what an organization will be like if they don't take advantage of your product or service, you're in a position to provide a balanced perspective and information.



To rise above the majority of sales people, be very specific about this value triad. If you can avoid the clichés and deal with specifics, customers will note the difference and appreciate your input.

How to Make the Value Triad Live and Breathe for Customers?

To make this value triad live and breathe for customers, you also need to leverage it effectively. Doing this requires that you use two distinct factors:

■Where you position your value triad—because value can be delivered in three different places for a business.
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Consider carefully whether you are trying to deliver value at the product level ("My product has these features"), at the process level ("My product will reduce your equipment down time") or at the corporate performance level ("My product will allow you to expand into new markets.")

■The perspective you use—which will vary when you're speaking to the head of manufacturing or the CEO for example. The manufacturing manager would be interested in whether what you offer will reduce the retooling time required. The CEO will probably be more interested in how less down time will result in greater customer satisfaction, higher market share and greater earnings. Value needs to be molded to the perspective of the listener.


Barrier#3　Errors in Mind-Set


Far too many sales people view their jobs as simply being to competently present of information about their products or services. Exceptional performers replace this communication mind-set with a diagnostic mind-set. The essential difference is diagnosis is something you do with your customers, whereas selling is something you do to your customers.

The 5 Key Factors of the Diagnostic Mind-Set
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	Relevancy—the sales person helps the customer take the various elements of value that are available and links them to what the customer is trying to achieve. In other words, the sales person makes value real rather than hypothetical. Value relevancy also means if there is no chance of delivering value, then the discussion should end rather than attempting to force a sale.

	Leadership—the sales person helps the customer accept the need to change. This will involve strong emotions because nobody likes to change. The sales person's job is to help the customer design a solution that will convert what might be a negative present state into a more positive future state.

	Self-esteem—which is very much a two-way street. The sales person wants to be respected as a source of valuable professional advice. At the same time, the sales person must be careful not to project the idea it's lucky he or she is here because the customer doesn't know what to do. The diagnostic mind-set is built around common sense mutual self-esteem. This means focusing on problems and solutions rather than blame.

	Self-interest—where everyone acknowledges they are discussing a transaction for the value it creates. Mutual self-interest means everyone accepts the sales person is attempting to capture a portion of the value that is created for his or her customers. The customer is also trying to add value and capture some of that value for themselves. In the diagnostic mind-set, these goals are openly acknowledged by all and accepted as an integral part of the situation. The best sales professionals actively protect the interests of both the buyer and the seller.

	Maturity—the ability to be professionally involved but emotionally detached. Sometimes emotions come to the surface during sales discussions. That is fine but to act with integrity and rationality, it's important there is a certain degree of separation.



Relevancy, leadership, self-esteem, self-interest and maturity are the primary elements of the diagnostic mind-set. They create a solid foundation for successful value diagnosis. This mind-set allows exceptional sales professionals to think differently than their less successful colleagues.


Key Thoughts

"You may have the world's greatest solution, but if you can't communicate with relevancy, build credibility and respect, and build clarity for your customers, your potential will be severely constrained."

—Jeff Thull

"Your conversations with customers don't have to be adversarial in nature or even constrained by the conflicts of interest that the traditional sales mind-set and approach create between buyers and sellers. We don't need to manipulate or push customers, nor do they need to protect themselves from us. In fact, the vast majority of customers are looking for the same thing we are-an open, honest, and straightforward conversation that is based on mutual trust and respect, and that results in the achievement of one another's success."

—Jeff Thull

"No sales professional in their right mind would sabotage their own efforts, but nevertheless, undermining our credibility and alienating the very customers and prospects we count on for our livelihoods happens all too often."

—Jeff Thull

"Successful professionals achieve credibility by guiding their customers through value-driven business decisions. They win customer loyalty and trust through respectful, honest and diagnostic-based communication. This is a proven alternative. It can turn your results around or notch them up to the next level of professionalism. It will enable you to rise above the conversational clutter, establish exceptional credibility, and achieve extraordinary sales results. The good news is that, unlike many of the other challenges we face, the way we choose to communicate is one of the things that is entirely within our control."

—Jeff Thull





Conduct Effective Sales Conversations　
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Main Idea

To excel in complex sales, there are four types of sales conversations you need to learn how to master:
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Learn how to conduct robust conversations in these four areas and you'll be well on your way to success.

Supporting Ideas

The Four Stage Process of Complex Sales
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	Discover—You identify the potential customers who have the greatest probability of actually purchasing what you offer.

	Diagnose—You meet with the customer several times and provide them with the incentive to change.

	Design—You do whatever is required to provide the customer with the confidence to invest in what you offer.

	Deliver—You then follow through and ensure the value promises you made are actually realized.



To make this sequence work, you need to be having sales conversations with customers rather than giving scripted sales presentations. These diagnostic conversations focus on the customer's actual needs rather than on your company or your products or services. There needs to be a clear outward focus on the customer's needs rather than an inward focus on marketing yourself, your company or your products and services.

Benefits of the Four Stage Process


	This four phase sequence develops information in a logical order so people ideally become emotionally ready to buy.

	This sequence will enable you to be perceived as a savvy advisor rather than a pushy sales person.

	By using this sequence, you can differentiate yourself and stand apart from the competition. This is particularly important because in most high stake sales situations, it's helpful if you can avoid all the usual stereotypes.

	The business executives with whom you work through this sequence using a series of diagnostic conversations will appreciate your thoroughness and professionalism.



What's the Difference Between Tow Types of Diagnostic Conversations

Generally speaking, the initial contact with a prospective customer is the most critical and least forgiving stage of the sale. You are considered guilty of being yet another pesky sales person until proven innocent. As a rule-of-thumb, you will have about 15-seconds to establish your relevance and credibility before the discussion is terminated and doors are closed.

A standard sales approach would be:

"Hello, Ms. Smith, how are you today? My name is Fred Bloggs. I'm an account executive with Acme Industries. We are a leader in fuel station safety solutions. Our programs can improve your safety record and even save lives. I would like to get together with you and explain how we can make your business a better place to work."

In addition to suggesting you know this industry better than the client, this approach is also used by so many people the knee-jerk reaction is: "How can I get rid of this pesky sales person?" A better approach is to frame your initial contact as a research conversation.

"Mrs. Smith, Fred Bloggs with Acme Industries. I am not sure if it's appropriate that I speak with you but I'd like to run what I'm trying to do past you and see if it makes sense from your perspective. Do you have a moment to talk? I was listening to your recent analysts conference call and a number of questions came up about the volatility of your sales pipeline. I've spoken to a few of your sales managers and they mentioned this is partly due to the fact your company's enterprise software doesn't have the ability to capture that information. We talked a bit further about the software you currently use and they estimated that based on your current volume of business and production schedule, if we could make any improvements in this area, it could bump up your monthly revenues by another $2 to $3 million per month. Would that sort of revenue gain be worth looking into from your perspective? What I would suggest is that you recommend a few of your top people to me and I will work with them to develop a recommendation you can consider in more detail. Would that be helpful?"

Note this diagnostic approach is a significant departure from the traditional sales approach in several ways:


	To pull this off, you've got to invest some significant time in research first. That then allows you to focus on the customer's actual needs rather than your product's features.

	You're open, honest and straightforward about the end objective. You explain exactly what you're doing and why.

	This is not a sales call. It is an invitation to engage in further diagnostic analysis of what's needed. That distinction introduces all different kinds of dynamics.

	The general tone of your conversation is relaxed and informal peer-to-peer. This is a professional approach, not a high-pressure attempt to persuade or sell.

	All you ask for is access and sponsorship at this stage, not a yes-or-no purchase decision.

	You give the executive with whom you are talking a little follow up to do. You ask them to provide you with the contact details for the people you should meet with. That gets them involved and thinking about the subject at hand.



The usual approach in this step is something like this:

"My company's solutions address these kinds of problems. Do you have concerns in any of these areas? Let me explain what we have to offer…"

A better diagnostic sales approach is more like this:

"Let me start by asking you this. As you look at your company's future sales pipeline, starting with the primary factors which create volatility and ending with how your organization handles this information, and even though your business has been handling this very effectively in the past, which part of this process concerns you the most?"

This kind of approach is a springboard for an in-depth diagnosis of what is happening in the business. You can then engage in a series of follow-up questions:


	"You know, I've heard that same concern from some of my other customers. Can you help me understand what 'less volatility' would actually mean in your situation."

	"Can you tell me more about…"

	"Can you give me an example of…"

	"When did you first notice…"

	"What seems to be the key contributors to…"

	"How has this affected…"

	"Have you had a chance to look at what this might be costing the business in terms of…"



Note a diagnostic conversation along these lines asks for observations rather than opinions. You then engage the people you are discussing this problem with in a factual diagnosis of their actual situation. This creates relevancy from their point-of-view. If the situation is unacceptable, there is incentive to change and a rationale for acting. If not, then you know there is no point prolonging things.

Keep in mind an accurate diagnosis requires the input of someone who is impartial and who is an expert in their field. Organizations cannot self-diagnose because too much politics can interfere. Someone from outside the organization needs to be involved and to inject some careful analysis into the situation. This is where you come in if you have created some credibility.

A good diagnosis conversation is not a matter of stating: "My solution addresses these kinds of issues. Do you have any concerns in these areas?" Instead, diagnosis needs to start from a zero base. You need to uncover problems by asking questions, identify symptoms, bring critical issues out into the open, demonstrate your business savvy and open the customer's eyes to their current realities.

As a mental template for your diagnostic conversations, keep in mind you're really attempting to answer some very straightforward questions:


	What's happening here?

	Why is this happening?

	How bad is it?

	Is this bad enough to act on, or are there other higher priority items which will soak up the available resources?

	Does this item attain "crisis" status in the customer's mind or is addressing it merely something that would be nice?



As long as your diagnostic conversations have uncovered a part of the business where there is some incentive to change, you can then start talking about a solution which will best resolve that situation. In essence this is a matter of orchestrating the design of what will be an optimal solution that incorporates your products or services.

Ideally you want to co-create this ideal solution with the people you've been working alongside in the diagnostic conversation phase. This is the best way to come up with something that will fit their needs like a glove while at the same time differentiating you from all your competitors. The key is to focus on the actual solution being created rather than lapsing back into the standard sales mentality of constantly talking about features and benefits. What's needed here is an effective solution design conversation.

A good solution design conversation will cover these elements:

■Expectations

"There are probably going to be several options, and it might be helpful to start by exploring these. I'd like to get a better understanding of the specific outcomes you'd like to see. What would they be? Which of these outcomes are the most desirable from your point-of-view?"

■Alternatives

"Okay. There are probably several ways you could achieve these outcomes. What do you see as the main options? What are the advantages and disadvantages of each alternative or approach?"

■Resources

"What impact do you expect this project will ultimately have on your company's revenues or costs?"

■Investment expectations

"What level of resource investment would you consider to be appropriate in order to solve this problem in an optimal way?"

■Timing

"How soon do you need to see results from this project? What would be the consequences of any delays?"

■Measurement or decision criteria

"How will you measure the project's results? How will you know when you have succeeded?"

By going through a thorough solution design conversation with your customers along these lines, you then have a wealth of information on how they intend to select their ideal solution. By helping them articulate and consider these points, you also clarify in your mind what needs to be done to secure their business. When you develop a formal sales proposal later on, you'll know exactly what selection criteria will be used and how a decision will be arrived at. This can be a huge boost to your chances of success, especially if all your competitors will be acting in a vacuum.

Just to ensure everyone in the company is on the same page when it comes to these matters, you should also develop a discussion document which summarizes the key points from your solution design conversation. Circulate this to everyone who participated so any hidden conflicts can be acknowledged and addressed. A good discussion document should align everyone and create momentum for a solution.

In traditional sales methodologies, the close is the key part of the process. Entire books and seminars have been devoted to techniques that can be used here. In a diagnostic approach to selling, however, closing is not a special event but simply the next step in a logical and well executed sequence.

To further clarify the differences between conventional selling and diagnostic style sales methodologies:


	Traditional sales techniques focus heavily on making presentations. The close is a special type of presentation because you are asking for the order and asking the buyer to make a decision.

	In conventional sales, written proposals are presented as documents for consideration. In diagnostic sales, the written document is a record of the analysis and deliberation that has been invested thus far.

	Traditionally, the sales proposal is prepared by the sales person without any input from the buyer. In diagnostic selling, the buyer has hands-on involvement in preparing the written proposal.

	In conventional sales, the proposal is the sole product of the sales person. In a more diagnostic setting, the buyer has had intensive participation in the design of a suitable solution.

	Normally the sales person needs to draw on skills of persuasion to help people overcome their objections. In a more diagnostic setting, the buyers have already been on a journey. They understand they have a problem and have analyzed its causes. The financial consequences of postponing a decision are already clearly quantified and understood. The buyer has been closely involved in molding a solution that is a good fit. Everything the buyer needs to make a high quality decision has been put in place.

	Usually, the seller needs to motivate the buyer to move forward. When a diagnostic approach has been used, there is substantial rapport, credibility and trust. The decision will then become the natural next step.

	Conventional selling treats closing as the climax of the transaction. In the diagnostic approach, more interest comes in the post-sale processes when the product or service is used and the benefits derived.



If you've used a diagnostic approach throughout the entire interaction with the customer, the written document that will be produced will be more of a confirmation than a proposal. It will document all of the areas of agreement so the buyer has an incentive to change and the confidence to invest. The real purpose of the proposal under these conditions is to reinforce the decisions that have already been made.

A good diagnostic based sales proposal:


	Will contain no surprises(either good or bad)—but will cover material and information which is already well known and thought out.

	Will have the customer's fingerprints all over it—because it will have been produced with the help of insiders. It will even use language and terminology that will be aligned with the way people speak within the organization. The document will sound relevant and familiar to the buyer.

	Will solicit and welcome feedback—so adjustments can be made and some fine tuning carried out before it gets to the final decision stage.

	Will be formally presented, in part, by the customer's own people—thereby reinforcing the shared ownership of this proposal. By encouraging in-house participation in making a presentation, barriers get eliminated entirely.

	Will provide a big-picture perspective—meaning it will be clear the initial sale will naturally lead to a much larger sale down the road—which will provide more value. Your proposal must set some anchors for follow-on transactions and sales.



In addition to making a formal proposal, you should also be preparing the buyer for things to go wrong. It's prudent to discuss the major risks and common challenges which customers encounter when accepting your proposal. You need to be straightforward and open about this and tell them who they need to call for help if any of these eventualities arise.

Again, this open and frank discussion of potential problems is where diagnostic selling differs noticeably from traditional sales methodologies:
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Note also that by defining your success metrics in advance, it becomes feasible to have some worthwhile feedback conversations with your customers. Instead of the usual exchange "How's things going? Fine", you have specific measurements that can be used to measure and confirm value delivery. You can then get down to specifics:


	What do you think went exceptionally well?

	Is there anything we should have done differently?



In these and other questions, you're asking for factual observations rather than opinions. These questions will generate more thoughtful comments than would normally be the case. The ease with which feedback can be obtained will be a direct flow-on benefit of the adoption of the diagnostic approach to selling.



Know How to Establish Credibility　
中文



Main Idea

The key to making more complex sales is to establish and then cement your personal credibility. In practical terms, that means overcoming the two most difficult conversational challenges:
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When you successfully overcome these two difficult conversational challenges, your sales will naturally accelerate and increase. Once you have enough credibility to enjoy the sponsorship of the organization's top leaders, your ability to sell a complex solution becomes unlimited. That's a great position to be in and something truly worth aiming for.

Supporting Ideas

1　Quantify the genuine cost of problems in meaningful term

Corporate customers by and large have built up an immunity to self-serving and superficial return-on-investment and total-cost-of-owner-ship figures supplied by average sales people. They want more specific information about what the absence of value is costing them. It's the sales professional's job to guide customers through these financial calculations as an integral part of the overall diagnostic sales process.

■Three questions you need to help the customer answer

In the final analysis, there are really only three specific financial questions you need to help any prospective customer answer:


	What is the current absence of value in this area costing us in hard dollars and cents?

	What would be the anticipated financial impact we can reasonably expect to gain by investing in this solution?

	How much will we need to invest in order to achieve the desired results?



■The principles of financial conversations

When you have a financial conversation which enables the customer to answer these questions openly and candidly, then making a decision about whether to buy what you offer or not can be made easy. The transaction either meets the customer's normal investment criteria or it does not.

Keep in mind a few points:


	The numbers you use don't have to be exact, but they must be believable. Estimates are perfectly acceptable as long as they are credible from the customer's point-of-view.

	The customer needs to understand the methods used to obtain the numbers or they are no use at all. If there is no confidence in the method used, the numbers might just as well be plucked from thin air.

	You want the customer to "own" the final numbers arrived at, so they must have input into the calculations. Their averages and industry benchmarks need to be used.



The Point of Conversations Is to Answer 3 Questions

An effective diagnostic financial conversation will take place during the diagnose phase of the sale. It will almost entirely focus on the three questions that need to be answered:

■The current cost

In complex sales, there are usually multiple consequences that stem from a problem. You have to identify each and calculate what that consequence will cost the company if it eventuates. No one person will understand the true cost of each consequence, so you'll need to talk to a number of people.

Once you have all this information, you then develop a worksheet that summarizes and tallies up:


	The indicators of each problem and its consequences

	The projected cost of each individual consequence

	The total cost each time this problem occurs

	The number of times this problem will arise each year

	The total annual cost of the problem to the company



■The return-on-solution

If what you offer reduces costs, then income is generated from the money the customer will not have to spend in the future. Or if what you offer generates new income, then the calculation becomes very direct. In either case, it should be reasonably straightforward to come up with an estimate. Just use numbers that are credible to the people at the company and conservative. The customer is the sole judge of what is reasonable and believable in this area so has their full participation in making these calculations. Numbers plucked from thin air by the sales person are absolutely pointless.

■The cost of the solution

Direct costs will be what the customer pays you for your solution. There will also be indirect costs they will incur to use your solution. Make certain you don't gloss over these costs in your enthusiasm to make a sale. The diagnostic approach suggests if anything, you should over estimate any less-than-obvious costs. This not only builds trust but it also creates credibility traps your competitors can fall into.

The two main solution costs which tend to get glossed over but which you need to include are:


	Implementation costs— employee training, one-off construction requirements, delivery costs, etc.

	Normal usage costs—the need for any ongoing maintenance, train, materials, etc.



Set out everything you have found about the current cost, the return-on-solution and the costs of the solution in a report you can title: "Return-on-Solution Report." This report needs to clearly and succinctly set out the following numbers, along with the sources of the information used:


	The outcome expectations and the specific return-on-solution associated with that outcome.

	The total cost of the solution when the purchase, implementation and use of the solution is taken into account.

	The overall return-on-solution, which will be calculated as being the anticipated gains minus the cost of the solution.

	Details on how you can right-size the investment in the proposed solution to allow it to meet the company's return on capital-invested requirements.



Note if you're to have any chance at all of making a sale, you have to get familiar with monetizing your results in detail. This should be something you get better at all the time.

2　Connect at the most senior levels of the organization

A reality of high-stake sales is the final decision will always be made at the senior levels of the organization. You must be comfortable talking with the CEO, the CFO or any other C-level executives. You also need to anticipate how senior executives think and what they look for.

Engaging senior executives in the sales process is a challenge because:


	They have different perspectives, and a sales approach designed for line or operational managers simply won't work.

	Sales people tend to get intimidated by senior managers. That neousness often translates into awkwardness.

	It's more difficult to get time scheduled with them.



The 5 Principles of Communicating with Senior Managers

To get around this, the diagnostic sales approach provides five guidelines you should follow when engaging senior managers:

■Make the issues you address relevant in the larger context of the business enterprise.

To earn time with a senior manager, they need to be convinced what you want to talk about is relevant to their level of responsibility. As a generalization, senior managers have these metrics in mind:


	CEO-earnings-per-share

	CFO-return-on-investment, earnings-before-tax

	VP of Operations-cost-of-goods-sold



To communicate with senior executives, translate what you speak about into terms which align with their own personal dashboards. Establish you have something to talk about which is relevant to their job measurements. If you don't have that, you won't be able to successfully engage senior managers or get past their assistants.

■Demonstrate incontrovertibly your statement of value is valid and credible rather than artificially inflated.

To keep an executive engaged, you need to show the consequences of what you're trying to solve are substantial. In short, that means you need to establish significant people, processes and financial issues are involved. You need to show these exist at a level only a senior executive can address, otherwise the matter will be delegated down the ladder where it will most probably die. It's vital, therefore, that you establish a substantial matter is at stake which will impact on the company. In doing this:


	Use all the information gathered during the diagnosis phase of the sales process. You should be well versed on the indicators, causes, consequences and cost of everything of substance.

	Be succinct. Reduce everything to one sheet of paper.

	Stick to the facts—they should speak for themselves.

	Use terminology which aligns with the upper management perspective. Don't get into the details the executive lets other people handle, or else he or she will have you go see these people instead. Be relevant.

	Ask for feedback on any bases you have not covered, or aspects of the problem which have not been addressed.



■Talk about problems and solutions which are actionable rather than merely hypothetical.

Actionability is determined in the design phase of the consultative process. Senior executives want to manage successful organizational changes which generate tangible benefits rather than fishing expeditions which may or may not turn out to be helpful. As you meet with senior executives, describe how people's behavior will be impacted, how internal processes will be enhanced and how the desired financial returns will be generated. If you can't show an executive the problem and solution are actionable, they certainly won't have the confidence to invest.

■Provide a solution with value which is actually measurable and quantifiable.

Even large corporations have limits on their resources. Executives allocate funds where they will generate the greatest returns. Tracking those returns is a constant challenge, so you have to show what is being suggested is measurable. Summarize what has been learned during the different phases of the diagnostic sales sequence to the executive. Suggest which specific measures will be most appropriate for measuring success as the project unfolds. Show this has been well thought out.

■Approach the discussion on the strength of consensus and alignment with others in the organization.

Senior executives realize they will be depending on others to implement anything they buy in such a way the full value is captured. Therefore, if there is a consensus among other staff this is the best way to move forward, explain that in your conversations. Show there is already a groundswell of support behind the project and that this momentum will be useful in overcoming any obstacles which crop up.

The measure of your success in working with senior executives comes when they begin to think of you as a trusted advisor and business partner rather than a sales person. This may sound too good to be true but if you can demonstrably add value, there is no reason why you can't attain that kind of rapport. It all comes down to your mind-set, discipline and skills.


Key Thoughts

"I'm not saying if you master the mind-set and these conversations that you will win every sales opportunity you undertake. That's not a realistic goal. I am saying you will have exceptional success. Exceptional success means the early recognition of the viability of your opportunities—whether they are high or low-and the optimal use of your resources. Exceptional success means winning every sale that you should win. That's every opportunity where your customer's decisions to buy your solutions represent high-quality sales-sales that deliver value to both parties. I am also saying your business will increase in other ways. Exceptional sales professionals are always in demand. If you transform your communication with existing customers, you will expand the amount of business you earn from them. Further, the number of recommendations and referrals you receive will increase exponentially. It's my wish that you not only become one of the best at what you do, but that your customers come to recognize you as a unique resource that clearly stands apart from the competition. You will stand apart not so much by what you sell as by how you sell. May all of your customers and colleagues describe you as exceptional."

—Jeff Thull
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Conventional Sales

Diagnostic Approach

All prospects will buy.

Only some customers

can and should buy.

Never take “no”

for an answer.

Leave the customer room

to breathe and adapt.

Persistence pays.

Pursuing bad business is a

waste of precious resources.

A great salesperson can sell

anything to anyone.

Great salespeople leave bad
prospects and focus on

better opportunities.

Customers know what they
need and I have to deliver.

Customers can be unclear;

it’s my job to diagnose.

Never walk away when there’s

money on the table.

Always walk away if you can’t

make improvements.

If at first you don’t

succeed, try again.

If there is no pain you can
honestly address, move on

to someone else.

The customer is

always right.

The customer often needs pro-
fessional guidance to make a
quality decision.
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Complex Sales Success

Break the common communication barriers
Communications with “barriers” can mean the cus-

tomers are hearing criticisms of their competence rather

than helpful suggestions.

Conduct effective sales conversations
Have sales conversations with customers rather than

giving scripted sales presentations. These diagnostic
conversations focus on the customer’s actual needs rather

than on your company or your products or services.

Know how to establish credibility
It’s the sales professional’s job to guide customers

through financial calculations as an integral part of the

overall diagnostic sales process.
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Conventional Sales

Every project will go smoothly.

Diagnostic Approach

There will always be some
surprises and some will be

pleasant but others will not.

As the seller, I shoud

downplay the perception of risk.

I should discuss all major
risks clearly with clients

before things go wrong.

Whenever a problem arises,

find someone else to blame.

Try and understand the
cause of the problem
and address that.

The customer is always right.

The customer is always right

-in his or her own mind.

The more I can deflect
blame, the better I look.

I need to look for ways
I can contribute in

meaningful ways.

When the customer
expresses their frustration,

I need to take it on the chin.

Salespeople have rights too.
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Quantify the genuine Connect at the most
cost of problems in senior levels of the
meaningful terms organization
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Identify and initiate optimal opportunities

Have intuitive diagnostic conversations

Design well anchored solutions

Candidly discuss risks and challenges
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