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A

“Absence of value,” 20

Abstract reasoning, 51

Advanced beginners, 214

Adversarial trap (self-
commoditization), 44-47

Agreements, diagnostic, 95,
115-116

Alternative solutions, 154-158

Always be leaving, 103-104, 157

Annual reports, 100

Assessment instruments. 209-210

Assumptive questions, &3, 129,
130

A to Z questions, &8, 125-127

Audiences, 42

Aviation clamps, 24

B

Bain & Company, 179

Banerji, Shumeet, 197

Behavioral assessments, 210

Best friend role model, 80-81,
210

Best practices, 53

“Black box” view of sales,
192-195

Blackwell, James, 22

Breaking type, 103-106

Bridge to Change model, 69-72,
97,112,142, 174
Budgets, 160, 161
Business drive:s. 99-100
Business otiectives, 99
Businegs oluns, 211, 213
Busiriess think, 77-78
Bus:tiess-to-business markets,

193,223,227
Buying decisions, 26-27,
141-144

C

Capability, Diagnostic Business
Development, See
Diagnostic Business
Development capability

“Cast of characters””:

engaging with, 98
enlisting of, 178
expectations of, 147
guidance of, 27
identification of, 203
management of, 65-67
in Prime Process, 162

Certainty, 79

Chain of causality, 133

Change:

bridge to, 68-72
and complex sales, 72-76

259
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Change (continued)
decision to, 68-76, 132-134,
141-144
facilitating, xxiii
incentive to, 119, 175
progression to, 74, 120,
143
risk involved in, xxiii, 61, 73,
76,121, 147-148
Christensen, Clayton, 12
Cisco, 195
Clarity:
and competition, 163
value, see Value clarity
Closing skills, 171. See also
Deliver phase
Coaching, 208
Collaboration, 148, 240
Commoditization. See also Self-
commoditization
as choice, 17-22
and conventional selling,
243-244
as converging force, 10
driving force of, 13-17
and dry runs, 27
lack of differentiatiori-hetween
competing products, 14,
17,122, 219
and value, 55
Communication, xxiv
barriers to, 127
in complex sales, 6768
in Deliver phase, 172
Diagnostic Business
Development capability
for, 232
effective, 124
open, 128-130
and presentations, 48
of value, 54-55, 227
Competent sales professionals,
214-215

INDEX

Competition:
and alternative solutions,
155-156
and commoditization, 14-15
and complexity, 12
and complex sales, 243
and Deliver phase, 173
in Era 3 sales, 25
presentations by, 42
sales leaders’ focus on, 28
and unpaid consulting, 164
Competitive advantage, 83, 219
Competitive drivers, 99-100
Competitive strategy, 239
Complexity:
and conventional cclling,
243-244
driving fereeof, 9-12
and Dry Runs, 27
in'Era 2 sales, 25
ahavalue, 55, 83
C.amplex problems, 121-122
Complex sales, 51-86
Bridge to Change for, 6972
choosing your model
(commodity vs. complex
sale), 243-244
commoditization force, 9-30
and customer comprehension,
36
decisions in, 65-67
discipline for, 53, 72-83
future of, 243-245
nature of, 27, 165
Prime Process for, 54-63
and professional guidance,
22-27
proven approach to, 49
primary elements (three), 53-54
questions in, 67-68
role models for, 79-83, 205
shadowing success in, 51-54

skills for, 53, 64-65
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systems for, 53
value clarity in, 68-72, 83-85
value-driven approach to,
54-56
Complex sales leadership,
191-201
Hiring and developing a world-
class sales organization,
208-210
12-Stage Quick-Start Plan,
210-213
Novice to Expert, 213-216
Practitioners or Specialists?,
215-216
Comprehension trap
(self-commoditization),
36-40, 47
Comprehensive solutions, 29-30
Computers, 13-15
Confidence, 175
Confirmation:
in Design phase, 165-167
of proposals, 175
Conflict, 44
Constraints, to value 147. 142,
226-227
Consultative Selling (Vack
Hanan), 6
Consulting, urpaid, 164-165
Contracts; 272
Control, 17
Conventional selling:
Era 3 sales vs., 243
presentations in, 60
Prime Process vs., 119, 148
and self-commoditization,
47-48
Conversational maps, Diagnostic,
203
Conversation expanders,
132-133, 142
Cooperation, 79-83
CoP, see Cost of the problem

Corporate culture, 100-101
Cost of the problem (CoP),
134-141, 159, 212
Counselor selling, 6
Credibility:
and competition, 163
establishment of, 60, 120-123
exceptional, 68, 102, 121-123,
144
through questions, 121-144
Creeping elegance, 165
Crisis stage (Progression to
Change), 143
Ciritical perspective.-123-127
Critical success factors (CSFs),
70, 99
Crossing the Cliasm, 31, 243-244
Culture:
and ;lobalization, 10
o7 sales organizations, 204
Customers:
agenda of, 76
areas of assistance for, 29-30
and commoditization, 15-17
and complexity, 10-12
business drivers of, xvii, 77, 99,
212,250
comprehension of, 36-40
decision-making capabilities of,
27-28,34-36
and Deliver phase, 62-63
and Design phase, 60-62,
147-149
echoing voice of, 177
expectations of, 152-154
gap in understanding (Valley of
Mystification), xxiv, 9, 153
and new hires, 211
objections from, 44-47
presentations for, 40-44
self-diagnose, 7-9, 119, 131
solutions for, 5
Customer uncertainty, xxi
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D

Decisions, 9, 10
buying, 26-27, 141-144
and change, 72
in complex sales, 65-67
confirmation of, 173
in Design phase, 162-163
and Dry Runs, 21-22
managing, xxiii
and problems, 143
and self-commoditization,
34-36,47
and uncertainty, 224
Decision Challenge graph, 37-38

decision criteria in, 162-163,
172

defining customer’s
expectations/desired
outcomes, 61, 70

financial impact considerations
in, 158-159

helping customers in, 147-149

investment expectations in,
159-160

solution risk in, 150-151

support professionals in, 229

timing in, 160, 161

traps of, 164-165

and value leakage. 235

Decision trees, 70-71 Detective role madel, 81-82,
Deliver phase, 171-185 210
communication in, 172 Diagnose pliase, 119-144

for complex sales, 62—63
delivering the solution in,
179-182
formalizing the sale in,
174-178
goals of, 173
implementation satisfaction
curve, 180
measuring and reporting results
in, 182-185
proposal (instrunent of
confirmiation), 173-175
value achievement, 201,
239-240
and value leakage, 235
Dell Computer Corporation,
13-14
Deming, W. Edwards, 48
Design, of system, 201-202
Design phase, 147-167
alternatives in, 154-158
for complex sales, 60-62
confirmation in, 165-167
customer expectations in,
152-154

buying decision in, 141-144

for corzplex sales, 58-60

conarmation of risk in, 172

conversation expanders, 132,
141

cost of problem (calculating/
prioritizing), 134-140

decision criteria in Design
phase and, 162-163

determining priority to act in,
140-141

determining problem in,
131-134

elemental decisions (three) that
customers must make, 123

establishing credibility in,
120-123

establishing critical perspective
in, 123-127

education/career background,
124

job responsibilities, 124

honesty in, 127-128

open communication in,
128-130
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peeling the onion (crossing
customers’ emotional
barriers), 127-141
support professionals in, 229
and value leakage, 235
Diagnostic agreements, 95,
115-116
Diagnostic Business
Development capability,
xxii, 195-208
developing tailored platform
for, 199-205

Index

extending platform in, 206-208

pilot programs in, 205-206
for prevention of value leakage
224-225,232,236-238
Diagnostic Business
Development system, See
Prime Process
Diagnostic conversational maps,
203

ki

Diagnostic engagement planners,

206
Diagnostic maps, 69, 128, 129
Diagnostic positioning, 109,113
Diagnostic questions, 6748
Direct numbers, 137
Discipline:
for complexsales, 72-83, 198
decision to.change, 72
defined, 53-54
in sales organizations,
204-205
models for professionalism:
best-friend model, 80
detective model, 81
doctor model, 80
relationship building, 173
Discover phase, 91-116
answering customers’
questions, 113
business driver analysis, 99
for complex sales, 56-58

263

customer profiling, creative
example, 101

engagement strategy in,
103-112

establishing diagnostic
agreements in, 95,
115-116

finding points of entry in,
112-115

finding prime opportunities in,
97-102

goals of, 91, 95

as preparation, 92

profiling ideal customer, 101,
209

psychographics, 97

purpose 6£ Y3

underscancing distinctive value
n, ¥5-96

and value leakage, 235

valiue proposition and,
239-240

value hypothesis and, 91,
110-112

Discussion document:

and Design phase, 62, 165-167
and new hires, 212

Distinctive value, 95-96
Division of labor, 233
Doctor role model, 80, 210
Do no harm principle, 149
Dreyfus, Hubert, 214
Dreyfus model of skill

acquisition, 214
advanced beginners, 214
competent sales professionals,

214
expert sales professionals, 215
novices, 214
proficient sales professionals,

215

Dreyfus, Stuart, 214
Drucker, Peter, 192-193



02/04/2010

Page 264

264

Dry Runs, 21-22
and decisions, 34
elimination of, 27-30
presentations as setups for, 43
reduction of, 60
setups for, 106

E

Early warning indicators, 97
Electronic commerce, 13
Elegance, creeping, 165
Emotional reasons, customers
oversimplifying complex
transactions,16-17
Empathy, 127
Employees:
capability of, 194-195
and Diagnostic Business
Development platform,
207
hiring of, 208-210
and human resources, 230
and new hires, 211-213
and organizational learning;
236
Energy business, 23
Engagement strategy:
in Discover phace, 103-112
and new hires, 211
preparation of, 58
Era 1 sales, 6,9
attitudes in, 78
prospecting in, 57
Six Sigma for, 197
value in, 55, 84
Era 2 sales, 6-9
attitudes in, 78
customer decision process in,
34
customer objections in, 45-46
methodologies of, 72
needs analysis in, 59
prospecting in, 57

INDEX

Six Sigma for, 197
systemic problems in, 48
value in, 55, 84
Era 3 sales, 244-247
challenges with, 163, 216
choosing a model in, 244-245
commodization in, 13, 17-20,
25
complexity in, 9, 25
conventional selling vs., 243
helping customers in, 5, 7
skills for, 53
success in, 72
and supply chain changes, 11
value in, 54, 85
value leakage in, 279, 231
Ethics, 174
Event-based i:izorovement, 196
Excepticial credibility, 102,
1212123, 144
Execurive ownership, 198
Lpectations:
customer, 152-154, 162
investment, 159-160
managing, xxiii—xxiv
Expected credibility, 102, 120
Expertise, 29
Expert sales professionals, 215
ExxonMobil, 23-24

F

Fat/loaded words, 153

Fear, 16

Feedback, 237

Financial analysis, 158-159

Financial drivers, 99

Financial impact of the solution
(FoS), 159-160, 162

Food and Drug Administration,
155

Forecasting, 202

Formalizing the sale, 174-178

Formal proposals, 63
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FoS, see Financial impact of the
solution
Functional capability, 191

G

Generalists/specialists, 215
Gibbs, Joe, 191-192
Globalization, 10
Global service program (decision
criteria example),
157-158, 162
Goals:
business drivers as, 99
of Deliver phase, 173
Going for the no, 78, 103, 105, 178
Guidance, professional, see
Professional guidance
Guidelines, 154-155

H

Hanan, Mack, 6

Health-care information systems
(HISs), 25

Hewlett-Packard, 14, 225--226

Hiring, of employees, 208-210

HISs, (Health-care information
systems), 295

Honesty, 127-128

Human resaurces (HR), 230-231

Hutchinson, Wayne, 228-229,
232

I

1BM, 14

Implementation (of solutions), 30,
180-181

Improvement, 196

Indicator questions, 68,
131-132

Indirect numbers, 137

Industry response times, 14-15

265

Information (discussion
document), 166
“Inoculation approach,” 196
Internet:
and commoditization, 13
research on, 39
Investment expectations, 159-160

J
Joint Strike Fighter (JSF), 22-23
K

Key thoughts:

When workingwith limited
resources in highly
competitive environment,
accuracy of aim is crucial,
98

LFudgets are not cast in stone,
161

Do not allow the customer to
self-diagnose, 7-9, 119,
131

Exceptional credibility, 102

Go for the no!,178

If there is no problem—there is
no value, 114

If you don’t have a cost of the
problem, you don’t have a
problem, 131-132, 136

In the eyes of customers,
salespeople are guilty until
proven innocent, 104

Is there someplace better I
could be?, 94

No mind reading—clarify all
fat or loaded words,

153

No pain, no change—no
change, no sale, 131

No surprises, 175
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Key thoughts (continued)

Pain is the vehicle that drives
the decision, the cost of
the pain is the accelerator,
134

Prescription without diagnosis
is malpractice, 243

Right people + right questions
+ right sequence = quality
decisions, 26-36

There is no magic!—
spectacular success is
always preceded by
unspectacular preparation,
247

The decision to change, to buy,
and from whom, is made
during the diagnosis, 59,
144

"The three most important
words in communication:
nurture, nurture, nurture,
129

The victim is more receptive
and communicative thaa
the perpetrator, 117

There are no free moves, 151

What can go wrong will go
wrong, 155

What'’s wraug with this
picturer, 167

Who gets the call in the middle
of the night?, 107

Would you do what you are
about to propose to your
customer?, 174

You must be prepared to
not be prepared, 105-106,
182

You’ll gain more credibility
from the questions you ask
than the stories you tell,

122

L

Language:
of customers, 177
and globalization, 10
Leadership, 28, 191-193
Learning, 232-233, 236-238
Learning organizations, 236
Leinwand, Paul, 197
Lewin, Greg, 234
Line sales managers, 207
Liquefied natural gas (LNG)
plants, 23
Listening skills, 122, 203
Listening training, 6
LNG (liquefied rnagiral gas)
plants, 23
Lockheed Martin, 22
Long-terin growth relationships,
18%
Lost cpportunities, 137

ar
(8

Mainardi, Cesare, 197
Management:
and capability, 194-195
of decision teams, 65-67
Managers:
operating, 84
sales, 205-209
Manufacturing demands, 221-222
Marketing, 193, 207, 222,
227-229
Market segments, 227
Market strategy, 239
Mayo Clinic, 123-124
Metrics, performance, 24,
182-185, 200, 228
Miscommunication, 153. See also
Communication
Moore, Geoftrey, 36
Mutual preparation, 116
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N

Natural gas, 23-24

Needs analysis, 59

Negotiation, 171-172. See also
Deliver phase

Nike, 195

North Field (Qatar), 23-24

Novices, 214

Nucor, 17-18

0]

Objections:

customer, 44-47, 62, 70-71

and Deliver phase, 171-172
Objectives:

business, 99

conflicting, 167

customer, 70, 121
Observations, 131
Operating managers, 84
Operations, 83, 84
Opinions, 131
Opportunity, lost, 112, 139=:140
Organizational change, 234
Organizational learniny, 236-238

P

Performance.

customer concern about, 125

risks with, 150

value in, 84-85
Performance metrics, 24,

182-185, 200, 228

Perpetrator, 111
Perot Data Systems, 14
Personality traits, 209
Personal risks, 150
Pharmaceutical industry, 235
Physical evidence, 97-98, 162
Pilot programs, 205-206

Pilots, 54
Plans, business, 211, 213
Playing against type, 104
Points of entry, 112-115
Post-sale support, 229-230
Predictability, 67
Premature presentations, 164
Preparation:
being prepared not to be prepared,
104
Discover phase as, 57, 58, 92,
102
mutual, 116
for problems, 182
Pre-sale technical support, 229
Presentation(s):
design vs;.60-61
prematuce; 164
and celf-commoditization,
40-44, 48
trap, 40-43
Price, 13, 176. See also
Commoditization
Prime Process (Diagnostic
Business Development
system), 91-185. See also
specific phases
building a value driven sales
organization in, 191-216
and competition, 245-246
for complex sales, 54-56
eliminating dependence on
closing/negotiating skills,
62,92,171
overview diagrams, 57
phases of, 56 (see also specific
phase)
Deliver phase in, 62-63
Design phase in, 60-62
Diagnose phase in, 58-60
Discover phase in, 56-58
preventing value leakage in,
219-240
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Prime Resource (role), 173,
184-185
Prime Resource Group, 37, 51
Priority to act, 140-141
Problems:
analysis of, 181-182
costs of, 134-141
creative solutions to, 212
determination of, 131-134
measurable, 184
Problem perspective, 66
Process:
risks with, 150
value in, 84
Process-based improvement,
196-197
Procurement, 222, 231-232
Procurement systems, 6
Production, 221-222
Product:
strategy, 239
value, 83-84
Professional development,
213-216
Professional guidance, 22-27
Professionalism, 58
Proficient sales professicrais, 215
Profitability, 183, 219,232
Profitable return; &3
Progression, 2i3:-216
Progression to Clange, 74,75, 143
Proposals, 33, 174-178, 213.
See also Presentations
as instrument of confirmation,
175
as instrument of consideration,
175
writing tips:
echoing customer’s voice,
177
enlisting cast of characters,
178
going for the no, 178

writing for the invisible
decision maker, 176
Prospecting, 57. See also Discover
phase
Prospects:
and Diagnose stage, 58
maximizing number of, 92, 93
Psychographic evidence, 97-98
Purchasing departments, 83

Q

Qatar, 23
Qualification, 57
Quality, 153
Quality decisiong; 65-67
Quality drivers; 95
Questions:
in complex sales, 67-68
in'Uiagnose phase, 125-129
for forming credibility,
122-123
sequencing of, 69
Questioning skills, 203
Quick-start training, 210-215

R

R&D, see Research and
development
Reality Checks, 35, 37, 42-45,
215
Rebates, 176
Relationships:
building of, 173
and delivering the solution, 179
long-term growth, 184
managing, xxiv
value in, 85
and value leakage, 223
Relationship skill building, 6
Relevancy, 98
Reliability, 153
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Reports:
annual, 100
of results, 182185
Research, 57, 58
Research and development
(R&D), 225-227, 235
Respect, 58, 129
Return on investment (ROJ),
199
Reviews, employee, 213
Rhne-Poulenc, 19
Risk(s):
of change (minimizing
customer’s), 61
customer awareness of, 63
performance, 150-151
personal, 150-151
process, 150-151
solution, 150-151
uncovering of, 183
Robinson, Kris, 225, 226
ROI (return on investment),
199
Role models, 79-83, 205
Rule of T'wo questions, 68

S

Sacks, Oliver, 122
Sales. See alsospecific beadings, e.g.;
Era 1 sales
black box view of, 192—-195
as investment, 85
Sales leaders, 28
Sales managers, 205-209
Sales organizations, 191-216
developing tailored platform
for, 199-205
Diagnostic Business
Development capability in,
195-208
extending platform in, 206-208
hiring in, 208-210

269

misunderstandings about,
192-195
pilot programs in, 205-206
presentations by, 40
progression for, 213-216
quick-start plan for, 210-215
Sales paradigm, conventional,
143
Sales professionals, 214-215
Sales strategy, 239
Sales training, 55, 204
Self-assessments, 204
Self-commoditization, 28, 33-48
adversarial trap in, 44-47
comprehension trap in, 36-40,
47
and conventional selling, 47-48
decisicn tvap in, 34-36, 47
prescnation trap in, 40-44,
48
a5 threat to success, 33
S:lf-service transactions, 13
Senge, Peter, 236
Senior executives, 84
Service staff members:
communication from, 237
and customer value, 207, 220,
223
Shadowing, 51-54
Shell Global Solutions, 228-229,
232
Silica, 19
Silo effect, 233
Single decision maker myth, 65
Six Sigma, 197
Skill acquisition, 214
Skills:
for complex sales, 64-65, 198
defined, 53
development of, 202-204
Smith, Adam, 233
Software, 25
Solution perspective, 66
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Solution risks, three kinds of:
performance risk, 150-151
personal risk, 150-151
process risk, 150-151

Solutions, 5, 119. See also Design

phase
and change, 72
comprehensive, 29-30
in Deliver phase, 179-182
and Design phase, 61
and helping customers, 29-30
and marketing, 228
and new hires, 211-212
in presentations, 41
and value leakage, 220-221

Solution training, 204

Specialization, 233

Strategic alignment, 233-236

Strategic goals, 99

Strategy, 103-112, 239

Success, 33

Sullenberger, Chesley, 205

Sullivan, John, 6

Suppliers, 11

Supply chains, 11

Support professionals, 154,157
post-sale, 229-230
pre-sale, 229
and self-commoditization, 46
System for.ccrnplex sales. See

Prime Frocess (Diagnostic
Business Development)
Systemic problems, 48
Systems, 53, 197-198

T

TCO (total cost of ownership), 19
Teaching, 208
Technical support, 229
Technology:

advancements in, 12

and commoditization, 13

INDEX

and complex sales, 243
digital, 98
Telephone calls, 113-115
Timing:
in Design phase, 160, 161
of presentations, 40
Total cost of a problem, 137
Total cost of ownership (T'CO),
19
Total value of ownership (TVO),
19
Toyota, 195
Training:
quick-starting prime-salesforce,
210-215
12-Stage Success Plan,
10-213
Trial-and-ef1o: experimentation,
52
Trust:
chn inunication of, 129
customer relationships built on,
79-83, 143
and Discover phase, 58
TVO (total value of ownership),
19

U

Uncertainty, xxi, 36, 143, 163,
224

U.S. Defense Department, 22

Unpaid consulting, 164-165

e

Validation, of Prime Process,
205-206
Value:
achievement, 70, 173, 201
agreement, 116
in complex sales, 54-56
decisions on, 162
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in Deliver phase, 62,
171-185
in Design phase, 60
distinctive, 95-96
leverage, 94, 234
leakage, 219-240
measurement of, 135-136
overestimation of, 35
in Prime Process, 199-201
from suppliers, 11
Value assault, 110
Value clarity, xxi—xxii
analysis of, 199-200
in complex sales, 55, 68-72,
83-85
and value leakage, 223
Value expected, 148
Value gap, xxiv
Value hypothesis, 56
as compared to value assault,
110-112
creation of, 110-112
in Discover phase, 91, 94
exploration of, 239-240
and marketing, 228
validity of, 58
Value leakage, 219-240
in human resourcss, 230-231
in marketing, 222, 227-229

Index

271

and organizational learning,
236-238
and organizations, 238-240
in post-sale support, 229-230
in pre-sale support, 229
prevention of, 224-225
in procurement, 222,231-232
in research and development,
225-227
stages of, 220-224
and strategic alignment,
233-236
Value Life Cycle, xxv
value achieved stage of, 182
value expected stage of, 60,
148
value hypethesis in, 91
value required stage of, 143
Value prepositions, 95-96,
239-240
Vaiue Required, 58, 143, 240
Victim concept, 107-111
Visual aids (presentations), 41

w

Wilson, Larry, 6
Wire clamps, 24
Workshops, 206-208
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