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This information is designed to give you insight into just what you need to do to make
sure your business is ‘refer-able.” That is, to make sure your business is the kind of
business that people can and will happily refer. The kind of business people actually
enjoy dealing with. The kind of business that really adds value, that supports and
appreciates its customers.

You may find you’re already doing some of the ideas outlined here. This information,
then, could be a good way to make sure your team understands the importance of
doing those things well. Or you might find your business lacking in some sure-fire,
refer-able ideas to ensure that people are talking about your business in a positive
way.
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Be great at what you do. Keep your promises. Deliver. Treat your customers as you
would like to be treated as a customer. Better yet, show them the care and respect you
might show a very close friend or a family member.
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Again, put simply—do a great job.

As you’d expect, you must at least meet your clients’ expectations to continue to be in
business. Thus, it makes sense that to be able to count on your clients as referrers of
new business, those customers need to be delighted with what you’re doing for them
and the way you do it.

Because of that, you need to find ways to constantly differentiate yourself and add
value..

Because all businesses aren’t meeting their customers’ needs—certainly there are very
few that exceed those needs—a percentage of the market is always on the ‘lookout,” if
you like, for a new supplier. For example, a new hairdresser, doctor, supermarket,
butcher, baker, or candlestick maker! This group is in the market for your products or
services and is particularly prime for responding to referral systems.

As such, you always need to be looking for ways to make yourself known to this
searching element.

Conversely, if you’re not meeting your customers’ needs or ideally exceeding them,
your customers could be primed for your competitors in the same way!



And if you can find ways to exceed your customers’ expectations, you’ll create a band
of hugely loyal customers within your market, who’ll be more than happy to talk
about you and refer people to you.
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Use a database to effectively capture and retain the information you need for a given
client. Much of the information will relate to the work. But the extra mile comes when
you can recall the name of the spouse, children’s names, hobbies, birthdays, past
exploits, and so on. That is where you can go beyond the norm.

Another way you can do this is to incorporate a guarantee or a Unique Core
Differentiator into what you do.

Remember—your product and service have got to be great.

But it’s the little things that you do that will really make the difference to your clients.
And it can be the little things that you don’t do (that someone else does) that will cost
you good clients.

This is true for any business. It’s just as important for a metal fabricator, product
wholesaler, retailer, or backhoe operator.
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Post-purchase dissonance—that is, second thoughts about the purchase—is common.
It probably happens more than we know. (Post-purchase dissonance will be reviewed
in more detail in our series of Special Articles.)

Most people will analyse a decision after they make it, wondering if it was the right
choice, did they do the right thing, choose the right colour, buy at the right price, right
everything and anything. Thus a system to give them confidence in you and your
products or services will really add to the WOW factor. It will help build that bridge
of confidence you need for people to refer work your way.

Look at your product or service. What concerns are your clients likely to have that
you could quell for them up front? For example, could you make a follow-up call a
week or so later to check that they’re happy with everything or to remind them to call
if they have any problems? Doing this sort of follow-up makes the customer feel more
confident in their choice to go with you and your business. You then begin to form a
relationship over and above being seen as just “the salesperson.’
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So often, we let ourselves and our clients down by not gaining a clear understanding
from the outset of what they really want, what they will invest, and how we’re going
to make, provide, or deliver a matching product or service.

This area is critical to establish good, ongoing working relationships with clients.
Working relationships that mean you’ll win referrals.

In some industries, a ‘Commitment Statement’ or even a ‘Commitment Contract’ is a
good tool. This is a statement of what you agree to do for the customer and what they
agree to do as part of your joint working relationship. Another version of this idea is
to do a ‘Team Commitment,” where your team documents their various commitments
to your customers.

All the things we’ve discussed so far have been preparatory steps toward getting
referrals from your happy customers.

What we’re going to look at next are some ideas about what you could do to stimulate
more proactive referrals—sort of like turning on the marketing tap for your business.
We’ll call them High-Leverage Referral Business Builders.
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Implement a system whereby you’re in regular contact with your clients—send them a
newsletter, a tape, a sample of a product, and so on. What is ‘regular’ will change
depending on your industry, but you need to do something.

It will be a system that is independent of a team member’s (or YOU) remembering to
do it. You must have a good database set up (and maintained) to make a contact
system work.

Some ideas on what you could do:

Newsletters

Client-only events

Letters

Special offers

Birthday/purchase anniversary cards

Holiday party

Gifts

Occasional articles on areas of interest or hints and tips



Seminars

This keeps you on their mind and means that your material, whether it’s a special
report, tape, or product is often on their desk when associates, colleagues, or friends
visit—and could become the topic of conversation. In fact, you could have your
customers pass some of these tools on to others.
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It’s important to offer a tangible reward or benefit for referring people to you. As you
saw, this could simply be a matter of positioning referrals as a way to grow your
business and therefore be able to offer more and better services.

Whichever way you go with that, always take the time to say thank you.

You don’t have to resort to expensive gifts, finder’s fees, and so on to thank them. In
fact, your clients might start to expect it, which might not be the positioning you want.
(In some industries, spotter’s fees are necessary. In this instance, it’s important to
cover that fee in your pricing.)

A few neat ideas: a bottle of wine or a ticket to an event you know your client is
interested in, for example, a sporting event, movie tickets, or theatre. A bunch of
beautiful flowers to a lady referrer or to a whole team in an office. Depending on the
‘lifetime value’ of your clients you could even afford to take the regular referrers out
to dinner.

Just one other point: It’s important not to send a thank you gift for every referral. This
tends to cheapen your thank you and becomes a little less impressive to the referrer.
Rather, keep track of the people they do send you and thank them verbally each time.
Later on, send them a gift to thank them for the several people they sent.
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When people take the time to tell you what a good job you’ve done on their tax,
garden, cleaning, car, thank them and ask. Ask for just one referral.

You could do so by simply saying something like this:

‘That’s great [Client Name], it’s really good to hear that. Thank you.
I'm glad it’s gone well for you. You know, [Client Name], there is one
thing that might mean we could provide you with even better products
and services, and that is to grow this business. Referrals are often a



great way to do that. And given what you 've just said, [Client Name],
can you think of anyone you might know who is similar to you and
could need a similar [product or service]? Someone you would be
happy to recommend to us?’

This works well because it means they have an opportunity to back up their words, to
show you they mean it. And people are very often happy to do that.

The upshot is, if someone is that happy with your product or service, most will have
already talked with someone else, about you and your business and will usually say,
‘Actually there is. | was talking with a colleague of mine a couple of weeks ago about
what we were doing together. I’m sure you could give him a call.’

The worst-case scenario here is that the client will say, ‘Not off the top of my head,
but I’ll think about it over the next couple of days.” And then you’d simply make a
note to call them back in a few weeks to gather the names and details of those people.

Often by asking this way, you will have planted a seed. It’s more than likely that
during the following week or weeks, that person will run into someone who would
suddenly appear to be appropriate.

Develop a simple script to thank them and let them know that you’d always welcome
any friend of theirs to your business. (It could also be a great opportunity to capture a
testimonial! See ‘The Power of Testimonials’ to find out how).

Use the script you feel most comfortable with, or take some time to develop a script
that gets the same message across in your own words.

As you work through this, remember one critical point: Your customers won’t be
uncomfortable with your request. However, the first couple of times you do ask your
customers, you might be! For some people, it can just take a little getting used to. The
solution is to try it and see how well it really does work.
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(What needs to be done.)

(Results to look forward to.)

5

(Make sure you
involve others,
if possible!)

524

Work through each item in this
topic handout and check off
those items you’re already
doing.

To establish if you do some, all,
or none of the ideas.

As you do that, review those
items that could be improved.
You could even ask some of
your customers about these

various aspects of your business.

To make sure your business is
completing these tasks in the
best possible way.

For those items you aren’t
currently doing with your
customers, review how you
could implement these ideas in
your business.

To identify ways to improve
your business’ refer-ability and
start to implement these ideas in
ways that suit your business and
your industry.
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This information is designed to give you insight into some ways and means of putting
together a great referral system. Plus, you’ll see some examples of what does and
doesn’t work.
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Every business should have some short-term and ongoing strategies to build a strong
referral-based business.

1. Have your customers give their friends a gift from you. Offer
something special.

Make it possible for your clients (A clients especially) to extend an offer or gift from
you to their friends and family.

The gift could be a voucher for a facial or a half-price haircut if the appointment is
made between 9:00 a.m. and 11:00 a.m. on weekdays (knowing that this is a quiet
time). It might be a “How to Improve the Profitability of Your Business” booklet or a
ticket to a special seminar or event. When gifting items, you need to find something
that has a high perceived value—that is, customers feel it’s a valuable gift, whether
it’s a retail price or so on—and a low cost to you.

Reports are a great way of doing this because the value of the report is not based on
what it cost you to produce it, which might be as low as £1 or £2. Rather it’s based on
the value of the information it holds for a potential customer. Look into bulk buying
an add-on product from your suppliers and then passing it on as a special offer. For
example, your cost to purchase such a product could be £2 (or £20, or £200, whatever
IS in proportion to your average sale), however the perceived value of that item, for
example its retail value, is £8 (or £80, or £800). When you promote this offer, the
customers don’t know it cost you £2. All they perceive is that it has a high value and
it’s being offered FREE.

What could you offer that wouldn’t cost you the earth, but would have a high value in
your customers’ eyes?

2. Get an influential client (or associate) to send a letter singing
your praises.

Singing your praises means endorsing you and your business!

Review your customer base and associates. Look for people who might have other
colleagues, or a customer base that meets the profile of your ideal customer types.
They could be a great source of leads for your business. These would be clients with



whom you have a close working relationship, ones you know are happy with your
business.

In this instance, you’d approach the client and explain, ‘One of the best ways to be
able to offer you more would be to grow the business, and one of the best ways to do
that is through referrals.” And then go on further to explain that you thought they
might have some contacts who could get value out of working with your company.

To make it easy for them, it’s a good idea to have a tool, like a letter, already drafted,
which the customer or ‘endorser’ could send out. You see, how you and your
endorsers go about communicating with their clients (your potential clients) is critical.
It should be an endorsement of your business and your products or services, and an
introductory offer.

For maximum results, DON’T just take their list and write to the
listees.

You’ll be much less successful if you say, “[Name] gave us your address and said you
might be interested.” AND that sort of approach could undermine the relationship the
source had with their clients. Which, in turn, could affect your relationship and
certainly discourage that person from doing it again for you.

Ideally, your endorsers would send out a letter on their letterhead, signed by them.
They are the ones who have a relationship with their associates or customers, and it is
precisely because of that relationship that the results from this kind of mailing will
exceed many others. So it’s critical that the endorsement actually does come from
them.

It’s a good idea to help develop the letter, provide a special introductory offer, and
even pay for any printing and postage, if needed. But go to any length possible to
make sure it feels like a legitimate letter offering an honest, heartfelt suggestion from
the endorsers.

3. Identify businesses that have the same kind of ideal potential
clients as yours and have them promote your business.

From time to time, you may explore the possibility of using other businesses whose
client base profile is similar to your own. Or people may have also looked to
suppliers. You can handle this in a similar fashion to the above example.

4. Piggyback your mailing pieces.

Here you ‘piggyback,” so to speak, or take part in someone else’s mailing—when
another business sends a mailer, a special promotional piece about you is included as
well.
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For example, when an associate’s (or a client’s) business sends out monthly invoices
or a letter, they enclose a newsletter, flyer, special offer, letter, or some sort of
endorsement.

It keeps postage or delivery costs down and has that awesome power of endorsement
by association. If it really does target your potential customers, it could provide a
great return on your investment.

Bear in mind that an endorsement is a referral. People are far more likely to purchase
when the business is endorsed.

5. Put together an invitation-only event.

Make your clients feel privileged by running an invitation-only event to which they
may bring a select number of guests. By allowing a limit, the event gathers a further
air of exclusivity and makes the customers feel special.

Closed-door sales, video presentations, or seminars with guest speakers are a great
way to add value to your customers and gather referrals.

It could be a “Bring a Friend Closed-Door Sale’ (where your customers and their
friends and family can get in only with an invitation).

Or a seminar could provide information to help the individual or the business do more
or have more. For example, a manufacturer or agency could offer a sales training or
customer service seminar to train their customers’ staff. A landscaping or garden
supply business could hold demonstration days on paving or designing a garden.
Fashion shows and beauty workshops work well, too. It’s important to place a
monetary value on the ticket to add to its perceived value in the customer’s mind.

Think about what could work for your customers, what they’d be interested in, what
you can help them improve over and above just the use of your products and services.

The great thing about these events is that suppliers will often get involved. They
might send special stock or equipment to help with demonstrations, they may send
guest speakers, provide free samples, or help cover the costs of promoting the event.

These sorts of events are great simply because they make people feel special. All of a
sudden they have an invitation to an exclusive event and can win kudos with friends
or family by getting special tickets for them, too.

Plus, new leads are introduced to your business in a very positive light.
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6. Throw a party!

Do just that. Throw a party for your customers. A real party with food, drinks,
music—a celebration. It could be something as simple as a holiday party. Better yet,
think of a reason for a party—Christmas in July, the anniversary of the business, and
S0 on.

Other great ideas could be specifically related to what you do for those customers. For
example, a builder had great success by throwing housewarmings. As you know, like
people travel in groups, so that builder knew that his first-home customers knew lots
of other young couples looking to build or buy their first home.

So the builder decided he wanted to meet those other young couples. To do that, he
offered every customer a housewarming with all the trimmings. All he wanted in
return was the “guest list.” The builder would explain he was happy to throw the party
because he wanted to ‘show off’ the home he’d just built, be there to answer any
special questions people might have, and celebrate as well!

So the customers would be asked to put together a guest list of up to 15 people like
themselves and note the names, addresses, and phone numbers. The builder would
offer a range of invitation styles, and the customers would choose the one they liked
the best. Together, the builder and the couple would write and sign the invitations.
The builder would pay the postage and kept the list.

The builder would supply the food and drink for the party, and make sure the couple
had everything they needed to have a fun night showing their new home to their
friends. The owners would introduce the builder to everyone (he’d hand out business
cards), show everybody through the home, and socialise. From that, he’d have some
idea of who was in the market and he’d have a great time to boot.

A couple of weeks after the party, the builder would then send all the people he met
an information pack about his business. A little while after that, he’d contact them by
phone and find out if they wanted to have a free design consultation, valued at
£XX.00 because they met at the party.

Some builders would probably think, ‘No way! That would cost a fortune. He’d go
broke for sure!” But really, all he needs to do is get just 1 sale from 4 parties and he
will have covered more than his costs!

Another example: A children’s clothing store could throw birthday parties for the
children (every child had to be accompanied by their mother or father). A jewellery
store could throw a mini-engagement party for newly engaged couples. And so on.
What and how could you help your customers celebrate?
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7. Purchase leads by offering a ‘spotters fee.’

In this case, gathering referrals becomes much more of a commercial relationship.
You see, you could identify a business or an individual who might constantly be in
touch with your ideal potential client. In this instance, depending on the lifetime value
of your customer (that is, if it’s financially worth it!), you could offer a fee for

‘spotting’ potential customers and introducing them to your business.

For example, a representative from a manufacturing firm may call on your ideal
customer every day to sell other products or services. Here, they’d be on the lookout
for potential customers for your business. When they found someone and introduced
that person to your business, they’d receive an appropriate financial reward. It could
be £20 or £200, whatever is balanced with the value of that client to you.

Alternatively, this could be done in a less structured “you scratch my back and I’ll

scratch yours” arrangement.

(What needs to be done.)

(Results to look forward to.)

5

(Make sure you
involve others,
if possible!)

524

Review these ideas specifically
for your business.

To find out if any aspect of these
ideas are applicable to your
business. (You should be able to
adopt at least 2).

Work through your client base
and network of associates to
identify any possible
‘endorsers,” ‘piggyback
endorsers,” or ‘spotters.” Also
look at creating special events
for your customers.

To identify key associates and
customers who can increase and
leverage the number of referral
inquiries you generate for your
business.

Approach potential endorsers
and implement some strategies,
like a seminar or ‘Bring a Friend
Closed-Door Sale,’ to generate
an extra level of referrals for
your business.

To begin to establish
endorsements and leveraged
referral strategies for your
business.
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This information is designed to give you insight into just how important guarantees
can be for your business.

In fact, guarantees have so much power that they not only increase the responses from
your marketing but also increase sales dramatically. (Later you’ll find they’re a great
management tool to boot!)

You’ll find out more about why guarantees are important, why being blatant is the
key to making your guarantee sell for you, and why the ‘risk’ (if any) is well and truly
worth it. You’ll also discover some keys to identifying the best guarantee to offer
your customers (the one that will make your customers excited and want to buy from
you!) and how to make sure your guarantee works for you. Plus you’ll see some
examples that have increased sales.
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Consider this fundamental point: When customers make a purchase, they take a risk
that the product or service will work.

Some prospects (often many of those you don’t convert) choose not to do business
with you because they’re concerned whether they’ll receive value for money and
whether what they’re purchasing will live up to the promises being made. That risk
stops them in their tracks.

You see, you might know your products and services are good, and you’ll do the right
thing, but they only have your word on that. And that’s the risky part.

They’re thinking this as they look at your product or service:

‘What if this product or service doesn’t do what you said it would?
What if I lose my money on this? What if it’s the wrong colour, size,
type, or style? What if you don’t do what you say you will (like the last
person | dealt with in your industry)? What if | don’t like it once | get
back to my office or home? What will my partner say about this? Will
I look stupid because I’ve gone ahead and bought this, only to find that
it doesn’t really do what it’s supposed to?’

When you think about it logically, the fact that they’re taking the risk must hamper the
decision-making process. In a lot of cases, it delays the decision. And that customer
never buys the product or service.
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So fundamentally, then, by removing the risk (that is, making it clear there’s
absolutely no risk to the customer by investing in a product or service), the business
will gain more customers.

That is a simple proposition, isn’t it?

But simple as it actually is, most businesses don’t do it. And if they do, most
guarantees you find in the market have little power. They have ‘weasel wording.” This
kind of guarantee gives (little) with one hand and takes away with the other. They
don’t work. They do nothing. At best, customers are sceptical.

Customers are often sceptical about guarantees ONLY because businesses have a
history of offering guarantees that aren’t really guarantees at all—the offers use
‘weasel wording’ and double-speak.

Double-speak like offering ‘lifetime guarantee,” *lifetime warranty,” and so on. These
can be misleading—which lifetime, yours or the product’s? What does the fine print
actually say? Some companies insist that you keep all the warranty cards, receipts,
and paraphernalia, knowing full well that 99% of the population will lose these
records.

Often, because of past experience, customers simply don’t believe these heavily
worded, fine-print, covered, if, but, and maybe types of guarantees. In fact, it will
send customers away from your business.

It’s for this exact reason that a bold, compelling guarantee, which reverses the risk
and removes the ‘risk factor’ for the customer, offers you a MAMMOTH opportunity
to grow your business and really stand out in the marketplace.

When you literally guarantee your customers that they will experience success dealing
with you, you’ll be an important step closer to guaranteeing your own success.

There are some keys to the process. Let’s review those now.

Tell people.

One way or another, everyone has guarantees. Because of fair trade, legislation,
industry associations, or other governing bodies, most businesses literally have to
offer a minimum standard, a guarantee of quality or service. In fact, many businesses
have to meet certain guidelines to become accredited in an industry.

Unfortunately, most people don’t promote these issues, thinking it would be better not
to in case a customer calls on it. Yet this is precisely what they should be promoting.
It’s these sorts of standards or guidelines turned into a compelling guarantee that build
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customer confidence. The problem is that no one tells people about them (let alone in
a way that works)!
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Don’t simply guarantee your product or service—tell people about it and do it
blatantly. And there is not one product or service you can’t do that with.

Let’s look at some examples to illustrate the point.

The Maryland National Bank in Baltimore decided to guarantee absolute accuracy all
the time. So far so good. But then they got blatant about it. Here’s how they state it:

'If you ever find an account error, we'll make it right right away, refund
any fees incurred, send letters of apology to anyone inconvenienced, and
even pay you £10V

The idea was so successful that Bank of America picked up on it. The result? In the
first 4 months following the introduction of the service guarantee, more than 225,000
customers signed up.

And here’s the major key—fewer than 150 customers claimed on the guarantee. And
that’s a point. A major point.

Understand the sales power versus the risk.

There is no exception to this—every time this idea is discussed, most people think of
the downside. They start to think, ‘I couldn’t possibly offer an unconditional
guarantee, people will take advantage of it.’

On occasion, it’s true—some people will. “‘Occasion’ being the operative word!

Let’s imagine that you double your sales by having a guarantee so powerful it’s hard
to resist. (Guarantees can be so powerful that they can increase the response to your
marketing material alone by up to 350%.) And let’s suppose that 10% of your
customers claim the guarantee unfairly (the number simply won’t be that high—
statistical research by Christopher Hart, author of Extraordinary Guarantees: A New
Way to Build Quality Throughout Your Company and Ensure Satisfaction for Your
Customers [out of print] says it’s only 0.1%). You’re still ahead by miles because of
the extra business you’ve won in the meantime!
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2 5 9 | I - opposite !

16



The idea of making policies to combat the small percentage of people who are
dishonest is a little bit like shooting yourself in the foot. Those rules, which often
mean your guarantee is watered down—or worse yet, missing—adversely affect the
huge percentage of people (99.99%) who are honest. Worse yet, you miss out on
COLOSSAL sales opportunities.

Will your customers take advantage of you when you offer a strong guarantee? A few
will, but the money you lose is a tiny fraction of the increased sales you’ll experience
by offering the guarantee in the first place.

As you work through the rest of the examples here, try to keep an open mind. Some
examples are incredibly blatant. As you read them, you’ll probably want to jump up
and down and say, ‘We couldn’t do that!!” And it might be true. Perhaps you couldn’t.
But the point is to consider even for a moment what you could do. What could you
offer as a blatant, unconditional guarantee to decrease the ‘risk factor’ for your
customers and increase sales?

A great example comes from Northwest Airlines:
'If your flight doesn't arrive on time, we'll give you a full-fare ticket—
FREE.
Very blatant! Especially when you consider how many contingencies can delay an

aircraft: air traffic control, ground crew, delays with catering service delivery, late
customers, and much more.

And the kicker? Fewer than 6% of their 2,000 daily customers collected.

Ideally, your guarantee must be structured so that a claim (if one ever were made)
would be so detrimental that everyone at your business would work diligently to
produce the promised results.

One Marriott Hotel goes the distance. When guests check in, they’re given a
document stating that the hotel is the best service provider in the city.

Now any hotel could ‘say’ that, but the Marriott backs it up with a specific and blatant
5-point guarantee. And that’s the whole point. Here it is:

1. When you check in, your room will be clean to your satisfaction OR
you'll receive 50% off your room rate for your first night.

2. If your wake-up call doesn't come at the time you requested, you
receive £25 cash.
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3. When you order a certain selection of breakfast items, your meal will
be served in 5 minutes or it's free.

4. When you're using Room Service, a delivery time will be quoted. If
that time is not met, your meal is free. (The same is frue for
breakfast orders hung out overnight on your room door.)

5. When the hotel caters for a meeting or a conference, all meeting
rooms will be ready on schedule and the audiovisual requirements will
be exactly as you want them, or there will be no room rental charge.
All coffee breaks will be set properly and on time or the break will be
complimentary.

This is a great example of addressing areas of concern to potential customers—areas
that are important to the customers—and responding with guarantees that are specific
and blatant. (Imagine, too, the training team members get when they start work at the
hotel. They know in an instant that service and making a commitment to that service
is serious business at that hotel).

A supermarket chain offered to replace its private-label food items with national
brands if customers didn’t consider the supermarket’s better value. Only 1,500 out of
15 MILLION items were returned to the supermarket under the guarantee! And just
imagine the income and profits kept in-house by selling more of their own product
than outside brands. It would have been just astounding.

Let’s look a little further.

You can even go one better!

In fact, you can go even further than simply ‘removing the risk’ by having what’s
called a “better-than-risk-free guarantee.’

This is one of the most powerful forms of guarantees to increase market share. Here’s
how it works: In addition to the usual money back guarantee, the customer is offered
more.

For example, a business could offer free bonuses that customers receive with a
product or service. lIdeally, these bonuses cost you very little but have a high
perceived value (that is, the customers perceive these items to be valuable), like
special reports or add-on products. In this instance, the customers get to keep the
bonuses even if they return the product.

‘These bonuses are worth more than £150. Even if you decide you want
your money back, you'll be £150 ahead just for trying [product or service
name].’

Stated that way, it’s almost irresistible, isn’t it?
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Another great example comes from Bugs Burger Bug Killer Company. This guarantee
is one of the most blatant guarantees AND goes above and beyond:

'You don't owe one cent until all pests on your premises have been wiped
out.

If you're ever dissatisfied with BBBK's services, you will receive a refund
for up to 12 months of the company's services PLUS fees for another
exterminator of your choice for the next year.

AND, if a guest spots a pest on your premises, BBBK will pay for the
guest's meal or room, send an apology, AND pay for a future stay.

AND, if your facility is ever closed down due to the presence of roaches
or rodents, BBBK will pay any fines as well as all lost profits PLUS
£5,000.

This company is now a £30 million a year business—it ‘owns’ 80% of the
marketplaces in which it operates AND IT CHARGES 10 TIMES AS MUCH AS
THE NEXT GUY—literally.

Another service business offered this and stands out because of it:

'If, for any reason, you are not 100% delighted with what we do or
there's something we have not done, all you have to do is let us know.
We'll do whatever it takes to correct the problem.

You are the judge. You decide what we need to do to ensure your delight.
OR..YOU SIMPLY DON'T PAY.

One critical point is this: If you are the first in your industry to offer a guarantee never
seen before, something no one else has had the systems to offer, you will have
something that really does make your business unique. You will be the one business
of your type in your area offering the level of service your customers actually want.
Your competitors will wonder how you can do it! It means you will capture a lion’s
share of the market.

The ‘try before you buy’ guarantee

Consider this—a standard guarantee might be to offer customers their money back if
they return a product within 30 days. A stronger guarantee would be to let them try
your product for free, billing them only after 30 days has expired. Powerful, isn’t it?
And it certainly lowers buyer resistance.

These examples work on the ‘puppy dog principal.” This strategy is one of the oldest
in the book and comes from a great story. An animal shelter used to let people take
puppies and dogs home for a week or two before they had to commit to taking the
dog. Considering that there was usually a child who wanted a pet, after one to two
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weeks the child and family would have bonded with the animal and would never want
to let it go again, so they’d keep the dog.

Some rug retailers do the same thing—they guarantee to let you try before you buy.
Imagine the scene: A young couple with a small child is looking through a store filled
with all sorts of rugs. They’re trying to decide on a rug for the family room of their
first home. They’re decorating for the first time, so it’s a matter of discussion and,
from their point of view, an important decision. The rugs range from £400 to £1,000
or more, so it’s even more important for a young couple.

The retail assistant can see they like one particular rug, but they’re having trouble
deciding for sure. They’re not sure if they both really like it (they can’t quite agree),
and they’re just not sure if it will suit their furniture and decor 100%.

The retail assistant mentions to the couple...

‘You don’t have to decide right now. In fact, you can take that rug
home and decide there. All you need to do is bring it back by Monday
morning (2 days later). It usually makes it so much easier.’

The couple look at each other and think, ‘Sure, great idea.” Therein ends their
discussion. It makes it easy for them to buy! The retail assistant then says:

‘OK, all you need to do is take it home, try it out, show your friends if

you like (a backdoor referral strategy!), make your decision, and then
call us to let us know whether you plan to keep it or return it on
Monday. Here’s my card to make that easy for you. Of course, call me
if you have any questions about your rug once you get it home. So all
we need to do now is get that rug ready for you and take a credit card
imprint or cheque for the rug. Of course, we’ll only process this when
you call us and let us know if you’d like to keep it.’

This works like a dream—most people agree to process payment the same day they
take it home.

Another example comes from the bedding industry. The owner, Alan, found that the
LONGER the guarantee, the less likely that the people ask for their money back.

Money back guarantees in the bedding industry were simply unheard of when Alan
suggested it to his board. They were prepared to risk it. Interestingly, had his
guarantee stated, ‘Try our bed for a night and your money back if you’re not
satisfied,” the offer would have been a disaster.
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You see, Alan knew bedding—he knew that when customer buy new beds, they
DON’T enjoy a good night’s sleep on it for at least several weeks. The body
apparently takes time to readjust to a new mattress.

So the “‘conditions’ of his guarantee were that you had 30 days to make up your mind
on your new bed—that you HAD to take 30 days. His salespeople were instructed to
point out to the customer that they simply wouldn’t entertain a ‘complaint’ under the
30-day period.

The radical plan worked. The campaign is credited for selling some 4,500 beds
nationally. And how many people took up the money back offer? One.

Perhaps you can come up with a stronger guarantee that seems outrageous in your
industry. Perhaps you can put a twist on your guarantee that positions you in an
interesting way, such as the ‘you have to take 30 days’ approach. (Interestingly, it
seems a general trend that businesses try to ‘play down’ the duration of their
guarantee. Yet, in most cases, the longer the guarantee exists, the FAR LESS
LIKELY it is that anyone will exercise it.)

‘If this, then that’ guarantee: addressing ‘key frustrations’ in a
meaningful way

As you’ve found, your guarantee must be specific. It must be an ‘if this, then that’
statement. In other words, it should spell out “if this happens, then we’ll do that.” This
way, you really do remove the risk. Better yet, the customer clearly understands why
the guarantee could be significant and needs to play a part in the buying decision.

One great way to identify a guarantee that will mean the most to your existing and
potential customers is to identify their ‘key frustrations.” That is, those things that
really frustrate customers about dealing with your business or your type of business.

For example, what is the one thing that frustrates you when you go to the doctor?
Normally, the answer is ‘waiting.” Mission Oaks Hospital in Los Gatos, California,
decided to address that issue. The guarantee?

'No waiting! If you have to wait more than 5 minutes for emergency room
care, the accounting department will refund 25% of your bill.’

When you think about this guarantee, what comes to mind? Do they have systems in
place to make sure they honour the guarantee? Of course. Does the guarantee make
team members more aware of the customer? Of course.

So far they’ve paid out at the rate of only 2 cases per thousand—0.2%! Yet they’ve
tracked a 25% increase in business in the first year alone!

21



Consider the case of an international freight forwarding company. Clearly, the
marketplace is a crowded one, and many companies are undercutting their
competitors. The typical sales call: “Who are you using now? What are you paying?
I’ll beat their price.’

Nevertheless, this company did it differently and became incredibly successful. The
owner began by discovering the customers’ key frustrations. Not surprisingly, she
discovered that delivery dates were seldom met.

So her offer became this:

‘Your package will arrive when we say it will. If it doesn't, we will see it as
our fault even if it may be caused by circumstances out of our control
(like a strike). We'll apologise AND carry the next 3 months’ freight for
you free of charge.

Powerful stuff, isn’t it? And, in case you’re thinking they’d go broke, thing again.
Their business is booommming.

Another twist to a guarantee is that you can use it as a reward, or an up-selling tool or
a qualification. You see, the freight forwarding company did NOT offer that
guarantee to every customer. Rather, it was used only to attract those potential
customers that would have a significant ‘lifetime value’ to her company. That is,
those people she knew would be of high financial value to the business over time.

In this instance, she used the guarantee as an offer, knowing that she could do it. And
having the guarantee in place forced her to continue to develop systems to make sure
it worked.

Another way to offer a guarantee is for a business to offer customers something they
don’t expect. To illustrate the point, some contractors guarantee their work. But, how
many do you know who will guarantee an arrival time? Or guarantee proper cleanup
after the job is complete? Not many. Yet, these are the things that really annoy and
frustrate customers!

Addressing key frustrations can go beyond what the customers expect from your type
of business.

An example for a professional business can be taken from a small business consulting
firm. This firm didn’t want to be just any consulting firm and so offered a guarantee
on their services:

'If you are not 100% delighted with the service you receive or your
business plan, simply let us know and we will do whatever it takes to fix it
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to your delight. If that means starting from scratch or meeting with you
some more, we will get it right. If you're still not happy, we'll refund your
money in full

This worked well because it addressed a key frustration that many business owners
had about ‘consultants.” That is, most talk up a storm but very few actually get results.
This company clearly says, ‘We will or you get your money back,” lowering the risk
to the customer and in the process standing out from competitors.

Whatever you decide, it must be meaningful to your customers.

So how do you make it work for your business?

To really work for you, your team, your business, and your customers, the promise in
the guarantee can’t simply be a marketing tool. It must be built into the operational
structure of the business. In other words, your business must be able to deliver on the
promise.

It’s important to look at your company’s track record on customer satisfaction. A
company probably shouldn’t consider an implicit guarantee if it doesn’t have a well-
established history of bending over backwards to satisfy customers, or isn’t interested
in becoming so. Where do you think you stand?

Al Burger, founder of Bugs Burger Bug Killer Company, has some wise words:

“The promise can’t simply be a marketing tool. It must be built into the
operational structure. And the guarantee must be so self-punitive, the
costs of mistakes so high, that producing the promised result is the
only viable alternative. That is a formula for something a bit more
permanent than this year’s hot marketing gimmick.”

In fact, the Hampton Inn hotel chain (one that offered an unconditional refund if the
customer wasn’t happy with the stay) recognised that its guarantee would be a disaster
if it didn’t keep a close eye on the myriad of ways in which a guest can become
irritated during a night’s stay.

To maintain a tight grip on quality and to make sure they weren’t taken by surprise by
too many unhappy customers, the company regularly conducts ‘quality’ audits—an
employee registers as a guest at one of the hotels without revealing his or her identity.
After the visit, which includes a staged complaint, the employee completes a form
that asks several hundred questions about the quality of the service and facilities.

Another way to lower the risk of extraordinary guarantees is to limit the payout of that
guarantee. By far the most common payout—and the one dissatisfied customers
typically look for—is a full refund. But customers of some businesses, particularly
service companies with complex or ‘pay over time’ fee structures (perhaps like yours)
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will feel that a guarantee offering a partial payment is satisfactory. This is especially
true if the company is guaranteeing an element of its service that customers feel
they’re naturally entitled to, but often don’t receive.

For example, a number of banks have guaranteed service elements such as error-free
accounts, cashier line waits of no more than 5 minutes, or problem resolution in less
than 24 hours. In each case, triggering the guarantee earns the customer a flat
payment, usually £5. Another offers £250 if customers are dissatisfied with their loan
application process. A transport company guaranteed it would get its customer’s
goods moved on schedule or pay £100 for each day of delay. These guarantees are
still strong, particularly if the rest of your industry is lagging in this area.

Further, it is appropriate to get the customers involved in the guarantee process in
some businesses. That is, the customers must meet some conditions for the guarantee
to be applicable.

For example, the small business consulting firm mentioned earlier found that clients
would often call on their unconditional guarantee before the firm had even completed
the process. It could have been because of financial difficulty or distractions, or the
clients just got too busy to complete the process. The firm then decided to change its
guarantee:

'If you are not 100% delighted and have been through the entire
business planning process, right through to presentation of your final
plan, simply let us know and we'll do whatever it takes to fix it to your
delight. If, then, you're still not 100% happy, we will refund your money in
full!

This firm also went on to create a ‘Commitment Contract’ that clearly outlined
exactly what the firm would do for and with clients and, in return, what the clients
were expected to do. This worked well because it clearly defined the guarantee and
set out the rules for the interactive process. It meant the clients had to take some
responsibility for their part in the process. (It also showed clients that the business had
gone to a lot of thought about how to make the working relationship go well.) Perhaps
you could do something similar.

Some companies try to add a personal touch to their guarantees by staying away from
straight financial compensation. They offer a free lunch, dinner for two, flowers, a
free car wash, or a specialty item.

Other companies set up relationships whereby they offer another company’s services
as an ‘over and beyond’ type of guarantee or to supply items like those dinners for
two, free car washes, and flowers just mentioned. In this case, you would approach
another business and set up a relationship to send them leads by giving your
customers a free product or service from that business; this becomes part of your
guarantee.
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Shout it from the mountaintop

Once you’ve created your guarantee, it can become a key element in all your
marketing material. You see, you need to tell all your prospects about your guarantee
51  they buy from you.

This guarantee differentiates you from your competitors. Even if some of them offer a
guarantee, they won’t be articulating it this way. And a guarantee means something
only when it is spelled out clearly for a potential customer.

It will add another significant point of differentiation between you and your
competitors, and could help educate your potential customers to the benefits of paying
a higher price for a better service.

So the key is to promote, promote, promote. Shout it from the mountaintop, tell
everybody, and you will win customers hands down!

The way you articulate your guarantee through your marketing has an effect. It has
been proven that a guarantee can increase the response to your marketing material,

ads, and direct mail letters, for example, by up to 04CD; 9
( B

As mentioned before, ( 2 9 ( 9
b2 ( G

Strong wording makes the guarantee more meaningful to prospects AND makes it
simple to understand. For example, ‘speedy service’ means nothing; however, a
guarantee like “your meal will be on your table in 10 minutes or it’s on us’ does.

An example of how important this can be comes from a beauty product company.
Generating enquiries from advertising and free publicity about their great skin care
product range had the phone ringing. Getting enquiries is one thing...the owner of the
business had great difficulty actually CONVERTING those enquirers to customers.

Her original follow-up direct mail piece was typical of so many ‘covering letters’—
written in ‘arm’s length’ language bordering on the cold and impersonal. It also
underplayed the guarantee.

A new letter was developed. It was warm, engaging, informative, and informal. The
tone of the letter assumed that the enquirer will buy and explained how a mail order
service worked. It also spelled out the guarantee specifically and blatantly.
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Would simply making the letter more ‘customer-focused’ and articulating the
guarantee clearly make that much difference? Yes.

She went from approximately 20 sales per 300 letters mailed to enquirers, to a
stunning 99 sales from the same number! That’s a 33% response and a 500% increase
on here previous effort! Fantastic. It shows the power of articulating a winning
guarantee.

Unconditional is often best, but even if your guarantee is not unconditional, the
wording must be convincing.

For instance, a hotel that felt it did not have the necessary systems in place to offer an
unconditional guarantee offered this:

‘Our quality commitment to you is to provide:

A friendly, efficient check-in
A clean, comfortable room, where everything works
A friendly, efficient check out

If, in YOUR opinion, we do not deliver on this commitment, we will give
you £20 in cash. No questions asked. It's your interpretation that
counts.’

It’s still powerful and at least shows potential customers that the business is
committed to making the customers happy.

One final point

It goes without saying, you willingly, happily even, abide by your guarantee at
all times.

Research has shown only 1 in 27 people complain when they have a problem. The
trouble is, those 26 people who don’t complain will on average tell 10 other people
about their bad experience—and you’ve never had the opportunity to make it right
with those 26 customers.

The interesting point about guarantees is that customers who have called on them are
actually more likely to buy from you again than any other group!

Research has shown that 84% of people who have had no problem dealing with you
intend to purchase again. 37D ! > 5 >

! 2 (  and only 46% of people who have had an
unresolved problem intend to purchase again. That’s really interesting, isn’t it? All the
more reason to hand the guarantee over with a smile on your face!
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(What needs to be done.)

(Results to look forward to.)

5

(Make sure you
involve others,
if possible!)

524

With this information in hand,
review the kind of guarantee you
could offer.

To gather some ideas on what
could be done in your business.

Talk with some 15 existing or
potential customers and find out
their key frustrations by asking,
“What are the top 6 things that
frustrate you about [your type of
business, or types of products or
services, for example, rental car
companies, builders, retailers]?”

To identify those things that are
the most important to your
customers and then use that
information to create guarantees
that really will sell for you.

Turn that information into a
guarantee or a series of
guarantees.

To start harnessing the sales and
promotional power of
guarantees.
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Guarantees, especially blatant ones, really do increase the response to your marketing
(by up to 350%) and can increase sales dramatically. This information is designed to
give you further insight into just how powerful guarantees can be. This time, as a
management tool.

You see, guarantees are a double-edged sword. On the one hand, a tool to empower
customers, and on the other, a way to empower your team.

In fact, guarantees can sharpen your team’s focus on customer service. So much so, it
could literally change your entire business—for the better. Not only that, guarantees
can help you solve those nagging internal issues.

You’ll find out how. And some more on why it’s important to offer a guarantee,
educate your team, and why the odds are, simply, worth taking.

(Some examples here will come from a great book called Extraordinary Guarantees
by Christopher Hart [out of print]. Hart outlines the extraordinary power of guarantees
to help you build sales and become better known.)

( ( 2 2
5 * - 2

Let’s take a successful hotel chain as an example. A chain that started with just one
hotel. Four years ago, Ray Schulz opened the first Hampton Inn, now a chain of 200
economy hotels across the United States. Listen to Schulz telling the story. It’s
fascinating:

“Two years ago | opened an issue of Business Travel News and found
Hampton Inn listed as America’s number one economy hotel system. |
was pleased with the ranking, of course. But it also made me worry.

We were just a little more than 4 years old at the time, with fewer than
200 properties in operation. We had achieved our success through long
hours, strict attention to every product and service detail, and the sense
of motivation that comes from venturing into uncharted territory.

But with our success came new challenges. The business had grown
rapidly, expanding into 40 states. Like most other companies in our
industry, turnover among our service personnel was high. And hotel
marketing was getting more crowded every day.

| wondered how we could be sure that every air-conditioner was
working, every carpet was clean, and every bed was freshly made in
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each of our 23,000 rooms. | worried that our new employees might not
share the sense of motivation our original team had. And | worried that
a slip in our standards would send unhappy guests somewhere else.

To maintain the quality of our service, we began devising employee
retention strategies. We also looked at proposals for building customer
loyalty. But rather than devising a complex mixture of strategies to
satisfy these two concerns, we discovered that the solution to both
challenges lay in a single promise. We would guarantee our guest a
satisfying stay, and we would empower our employees—every regular
employ who deals with customers—to fulfil that guarantee.

In October 1989, after several months of planning and testing, we
announced our unconditional 100% satisfaction guarantee—first in the
U.S. hotel industry. It states that if our guests have a problem or a
complaint at any time during their stay and are not 100% satisfied
when they leave, we’ll give them one night’s stay for free.”

In fact, it was promoted as this:

‘There's only one hotel chain that guarantees your complete satisfaction
with every visit—Hampton Inn. If you're not 100% satisfied with your
Hampton Inn stay, we don't expect you fo pay.’

Sounds impressive, doesn’t it? Even more so when you hear what Ray Schulz has to
say about how it works:

“From a management perspective, the secret of making the guarantee
work is giving our employees the authority to implement it. The
Hampton Inn program authorises all employees, not just the hotel
manager or the front desk personnel, to take whatever action is
necessary to keep the customer satisfied.

For instance, one of our housekeepers might notice that a guest is
getting frustrated because his key won’t work in the door. Instead of
simply referring the problem to the front desk or calling the
maintenance department, the housekeeper will take responsibility for
getting a new key, changing the lock, or arranging for a different room.

If the guest still isn’t happy, the housekeeper may offer to refund the
cost of the room for the night without contacting the manager.

It sounds logical enough, but frankly, it’s not the way most companies
expect their employees to behave. Companies historically have looked
at hourly employees as taskmasters paid to do a specific job, no more
and no less. We encouraged our employees to break loose from the
constraints of the traditional job description.”
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But according to Schulz that wasn’t enough. “During the first 6 months, the number
of guarantees invoked was 0.1%, way below our original projections,” he says.

“While those numbers assured us that most guests would rnot take
unfair advantage of the guarantee, they also indicated that our
employees were not totally comfortable with their authority to
implement it. For the guarantee to be truly effective, our employees
had to adopt a more proactive attitude toward service.

We completely revamped our training program to reemphasise how
ensuring guest satisfaction can help us to improve our service. More
importantly, however, we had to assure our employees that we would
stand behind their decisions 100%. An employee who judiciously
breaks the established ‘rules’ in the interest of service, even if it means
returning a guest’s money, merits a commendation from our owners
and managers.

Our general managers raised some concerns, but we expected that. Any
good manager will question, as ours did, how a service guarantee will
affect the hotel’s bottom line. They also wondered how reporting
service glitches and giving away room nights could possibly enhance
their reputation in the eyes of the corporation.

We responded by challenging our managers to recognise how the
unconditional guarantee could build customer loyalty throughout the
Hampton Inn chain. We assured them that, in the long run, ensuring
guest satisfaction would keep our customers coming back. If all that
was too much to ask, we simply asked them to give the guarantee a
chance to work.

> ! :
For one thing, quality standards went up. Tracking customer
complaints has helped us to make improvements where they are
necessary and to develop a sharper eye for potential problems.
Entrusting our employees with the authority to ensure guest
satisfaction has given us eyes and ears in every hotel that are alert to
potential service problems.

We also have detected a definite improvement in employee retention.
In a recent survey, our employees told us they feel more motivated and
enthusiastic about their jobs. They are working harder to satisfy our
guests and paying more attention to quality on the job. We haven’t yet
verified that empowerment is the reason for the lower turnover rate,
but any good manager knows that an enthusiastic employee will stay
on the job longer.

20 5 ;
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Our latest research indicates that approximately 2% of our system’s
total room night are customers who said they stayed with us
specifically because of our guarantee. Our research also tells us that the
satisfaction guarantee strengthens customer loyalty.

For example, about half of all guests who complain about service
problems after their stay indicate they will come back to Hampton Inn.
But of those guests who invoke the guarantee before leaving the hotel
(the guarantees are in the form of a reimbursement, not a voucher for
later use), 86% say they will return to Hampton Inn and 45% already
have.

What they most likely found was a rejuvenated staff eager to please.
Empowerment is keeping us young by helping to ward off the sagging
standards and slumping morale that can accompany age.”

Guarantees can motivate employees to achieve unprecedented levels of performance.
Eliminating customer dissatisfaction is a very different goal from the everyday
incentives and threats of the business world. Like a sports team under pressure, an
organisation can be energised by raised stakes and the unusually high level of
performance that is being asked of it.

- 2 ( > | |
2 $ ! (; If employees at all levels know their
actions can prevent a customer from demanding a refund, they feel they’re in a
position to contribute directly to the bottom line and add to the company’s success.

Developing a guarantee that raises the standards or raises the bar, so to speak,
required for your business to operate on a day-to-day basis will make you stand out
from your competitors and in the process will completely transform your business
from the inside out. What better way to get your team more committed?

Still not convinced? There’s no shortage of examples to demonstrate the effectiveness
of empowerment! Here are a few more.

A ‘classic’ example from the car industry

Any employee can bring Japanese car assembly lines to a screaming halt if they spot
an error.

For decades, managers at U.S auto manufacturers cringed at the idea of giving
thousands of employees the power to stop car production, incurring losses of tens of
thousands of pounds, just to fix a few loose bolts or faulty electrical connections.

In recent years, however, faced with billions of pounds lost in market share to
Japanese companies (who became known for high-quality cars that just keep on
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going), those same car manufacturers have set up the same sorts of stop-production
switches along their own assembly lines.

U.S. manufacturers learned the hard way that the people who are closest to them must
address these problems on the spot. Just like Hampton Inn.

Bugs get the ‘bugs’ out of a pest control business

One of the best guarantees comes from a pest control business—the Bugs Burger Bug
Killer Company. You may remember this from ‘Guarantees—A Sales Opportunity.’
They state their guarantee blatantly, like this:

'You don't owe one penny until all pests on your premises have been wiped
out.

If you're ever dissatisfied with BBBK's services, you will receive a refund
for up to 12 months of the company's services PLUS fees for another
exterminator of your choice for the next year.

AND, if a guest spots a pest on your premises, BBBK will pay for the
guest's meal or room, send an apology, AND pay for a future stay.

AND, if your facility is ever closed down due to the presence of roaches
or rodents, BBBK will pay any fines as well as all lost profits PLUS
£5,000.

(As mentioned earlier, this company is now a £30 million a year business—it owns
80% of the marketplaces in which it operates AND IT CHARGES 10 TIMES AS
MUCH AS THE NEXT GUY—literally).

Founder Al Burger has some wise words: “The promise can’t simply be a marketing
tool, it must be built into the operational structure, and the guarantee must be so self-
punitive, the costs of mistakes so high, that producing the promised result is the only
viable alternative. That is a formula for something a bit more permanent than this
year’s hot marketing gimmick.”

Take it a step further

You can also create guarantees specifically to combat internal issues. Doing this will
save you time and money on your investment in your human resources.

For example, a manufacturing company established an on-time meeting guarantee.
Anyone who arrived late for a meeting had to pay £100 to every other person in the
room. Pretty steep? Yes, but not compared with the cost of having highly paid
executives waste their time waiting for a meeting to start.

Another, a consulting firm this time, set up a ‘clean desk’ guarantee. All desks must
be left in an orderly state at the end of the day, or the team member must pay a £1 fine

32



into the office entertainment fund. A clean desk may sound like a trivial matter, but
the company felt that neatness helped cultivate an atmosphere of professionalism and
efficiency.

As an important bonus, some managers discovered that their inability to keep their
desks clean indicated that they had fundamental problem with the way they organised
their work, time, and information. Addressing these more basic flaws improved their
overall performance.

Another company offered a simple guarantee—the team would answer the phone
within 3 ‘rings’—or they would take £10 off the customer’s bill. Doing things like
that lets your team know you’re serious about ‘Performance Standards.” And it does
improve their performance.

(Performance Standards will be reviewed in more detail in our series of Special
Reports.)

At another company, the ‘Management Education and Training Department,” through
its training venue, the ‘Management Development Centre,” offered an internal
guarantee. You see, they recognised that training departments all too often offer “nice
to know’ classes or readily available packaged courses, without seriously considering
their usefulness to managers and employees. Managers and employees, the customers
in this example, often find such training a waste of time. Worse yet, many actually
resent having to spend time in the training room when they could be doing their job.

The guarantee offered:

‘We guarantee you will be satisfied with any course delivered at the
Management Development Centre or we will refund your tuition and room
and board.’

This forced the training department to ask itself and its customers how well it was
really serving their needs. Did the training offer information they could actually use?
Did they learn something new or a new way of doing something? Were the instructors
and materials effective and helpful? Did it prepare them for advancement?

All of a sudden, the department was offering something of value that customers—
internal managers and employees—wanted to be a part of.

This guarantee has been invoked for reasons ranging from oversized classes to
instructor incompetence to misleading course descriptions. To date, it has cost the
company about £11,000—a low amount compared to the value gained about
improving course offerings in the future. As a result, the company went on to offer
this guarantee in all its training facilities worldwide.
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Another example of an internal guarantee comes from another hotel. The Marriott
Human Resources Department was continually hindered by low-impact unavoidable
reams of paperwork dealing with ever-changing government legislation and
administrative details. The department turned to internal guarantees to force the
department to focus on the most pressing needs of its internal customers—the
management and staff of the hotel.

At the time, the hotel was experiencing dramatic growth, so the department was
swamped with salary restructuring, benefit issues, and legal paperwork. In the midst
of all this, the department manager realised the department had lost sight of its
fundamental purpose—to hire qualified people. Essential jobs were vacant for too
long and so on.

The manager developed 3 guarantees based on the 3 areas that were of greatest
concern to Human Resources’ internal customers: timely interviews, speedy
placement of qualified people in vacated positions, and correct payment. It went like
this:

1. Job applicants will receive an interview with the appropriate
department within 30 minutes of the initial screening interview.
Applicants who must wait longer will be given a complimentary dinner
for two in the hotel restaurant.

2. The department guarantees to find and refer qualified applicants to
departments within two weeks of receiving a job requisition. If this
guarantee is not met, the position will be filled with a temporary
worker at the expense of the Human Resources Department.

3. Employees who find a payroll or benefit error on their paychecks will
receive a complimentary dinner for two in the hotel restaurant.

And these are just some examples to give you ideas. Perhaps you have an internal
issue that could be solved by focusing on keeping your internal customers satisfied
and offering a guarantee? What are the key issues for your team members and
management of your resources?

Guarantees such as we’ve been talking about (guarantees based on REAL
performance) have real power. Power to attract attention in the marketplace, increase
sales, improve profits, AND motivate your team.
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(Make sure you
involve others,
if possible!)

Based on the information you’ve
seen here, check that your
guarantee involves and
empowers your personnel.
Review, too, whether you have
any internal issues that could be
addressed by offering internal
guarantees.

To make sure your business is
benefiting from guarantees as a
management tool as well as a
sales tool.

To get the discussion started,
present this information to your
team with any suggested
changes to your guarantee and
any suggested internal
guarantees

To educate your team members
about the other ‘edge’ of
guarantees, that is, guarantees as
a management and customer
service tool.

Look at ways your team could
take a more hands-on role to
make sure your guarantee is not
called upon.

To empower your team to take a
more active role in ensuring that
customers are 100% delighted.
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This information is designed to give you insight into just how useful phone answering
skills and tips could be to increase your sales.

As you read that you might think, ‘We answer the phone pretty well,” ‘It gets
answered all right,” ‘I don’t know what else we could do,” and so on. Chances are,
you’ll be surprised.

In fact, you could be shocked at just how much is actually involved in getting it truly
right. And how important answering the phone to a certain standard could be for your
team, your customers, and your business.

You’ll find out why it’s so critical and you’ll learn some key ‘performance standards’
that will improve phone answering within your business.

! $

If you will, the phone can be likened to the “front line’ of battle.

It literally is the front line between you and your customers. It’s often the first place
you and your potential customers meet. It’s often the very first contact between your
potential customer and your team members. So on the business battlefield, it’s just as
important as a real front line.

The way a customer is dealt with from the moment that phone is answered can
fundamentally make the difference for the sale.

Further, it’s also the most common means a customer uses to stay in touch with you.
Given that, then, it is imperative that the phone is handled with consummate skill.

Before you think, ‘Well, my junior staff member just hasn’t got the experience to
have ‘consummate’ skill,” rest easy. There is a solution—a system.

A system so that every customer call is handled in the same professional, courteous
way each and every time. A system that sets the minimum standard required and
agreed to by team members—performance standards.

The system and standards create a ‘sameness,” a consistency, for your team and your
customers.
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In fact, these ‘performance standards’ truly set great companies apart from the
average, everyday business. To put that another way, great companies, which started
out just like yours, have ‘a way of doing it here.” They’ve taken time and effort to
develop something that says, ‘This is how we do it here.” And by setting those
standards for the team to work to and customers to expect, they’ve grown their
businesses.

It’s like being part of a great football team. Each team member wears the same
colours, and certain standards are expected from the players. All of this forms part of
‘the way we do it here’ for the football team. These standards create a standard of
play so that the team wins over and over.

It’s the same for your business. Like in sport, these standards give your customers a
level of consistency you just can’t have without a system.

When it comes to phone performance standards, this consistency and highly
professional way of answering the phone builds customer confidence in you and your
ability to deliver.

And it means that your customers and potential customers feel a level of continuity
each and every time they deal with you.

It means, too, that every team member is playing from the ‘same sheet of music,’
everyone knows what everyone else is doing, and customers are continually treated
not just identically, but well.

5 2 9 2 ( (2! 2

Generally, your competitors will be the same as most other businesses out there—they
don’t have an actual system for handling phone calls. It’s usually just bad luck if a
potential customer catches the least skilled person on the day they call. It’s bad luck if
the phone rings off the hook to no avail. It’s bad luck if the person who answers the
phone is having a bad day and sounds hostile over the phone. It’s bad luck if they just
give the caller the price and let them hang up without gathering the caller’s details.
It’s just bad luck if the customer decides not to purchase!

True?

No. The way someone is handled over the phone has absolutely nothing to do with
luck, does it?
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In reality, it has everything to do with the /ack of a system.

Because of this, most businesses simply DO NOT make a good first impression on the
phone. This could be costing you thousands and thousands in lost sales.

In fact, it could mean you’re not getting the response you should from the hundreds or
thousands of pounds you’ve invested to make that phone ring in the first place!
( < < will 5 (2 20 (

You may already have some standards in place; however, you’d be surprised to find
that some of the more traditional ways of answering the phone could be causing your
business grief. Also, you may find that some, not all, of your team members are
working to those standards.

Where this is true, people will only do the best they can, which may or may not be the
best for your business or your customers. You can’t necessarily expect your entire
team to have the people and phone skills you might have. With a system, everybody
has something to work to, a minimum standard to meet when serving customers or
clients over the phone.

Think about the standards you have in place to answer the phone right now. What
length of time do you allow to answer the phone? What do you say if someone wants
to speak with a colleague or ‘the boss’? How do you take messages? Do you ask if
you can help or do you just tell the caller that person is not here and leave it at that?
Also think about any standards you might have for answering internal calls. How do
you transfer calls? And so on.

Thinking about this, you may find that some team members use their first names only,
others use their first name AND last name, whereas others will simply answer the
phone by company name or department, for example: ‘Accounts.’

So you’ll agree, the telephone is one of the main means of contact that clients and
potential clients have with your business. It’s important, then, that you treat them
well, right from the very first conversation.

To get a sense of exactly how important it is, let’s imagine your business receives 20
phone calls a day. That’s 100 to 200 a week, or over 5,000 a year!

And that’s over 5,000 opportunities to create a marvellous and memorable
impression.
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From here on in, it really is important to think of every phone call your company
receives as an opportunity—an opportunity to let the caller know they are indeed
talking with one of the most terrific companies in your industry.

At the same time, the other vital point is to realise callers never talk with your
‘company’ as such. They talk with people—YOU and your team members. This
means that you and every single team member are directly responsible for your
corporate image.

And that image is most obvious and critical on the phone. Interestingly, that
impression starts BEFORE you even pick up the phone. That’s why these first few
performance standards are so important.

Performance Standard #1: SMILE to the point of a GRIN before you
pick up your phone.

This standard ensures that you or a team member can’t answer the phone sounding
grumpy, or with a tone of voice that suggests, ‘1’d get lots of work done if you people
would just stop calling me!” Or worse yet, sounding exasperated because they’re
busy. You really can hear a smile over the phone, and it makes the customers feel
welcome, which instantly tells them they made the right choice by calling you over
your competitors.

Performance Standard #2: Answer your phone on the second ring.

Most customers find it very annoying when a phone rings and rings and rings. Often,
they’ll think they’ve made a mistake and try again, only to have it ring and ring and
then be answered by someone who wishes the phone hadn’t interrupted them! This
standard shows potential customers you really are eager to talk with them and that
you’re ‘on the ball.”

Next, it’s important to actually create a great first impression. Clearly, the actual
words you use on the phone are a major part of that first impression. So Performance
Standard #3 is to answer the phone in the following way:

Performance Standard #3: “Good [morning/afternoon/evening],
[optional location], this is [your first name and your last name]”

The “‘good morning, afternoon, or evening’ is important because it gets the phone call
off to a good star, doesn’t it? It is a positive, polite statement (one that is welcoming)
that you virtually can’t say without having to try to sound at least a little bit genuine!

Also, think about when you’ve made a phone call. It’s often easy to miss the first few
words somebody says, isn’t it? That’s why, we sometimes have to ask, “Is this ABC
Company?” just to check we’ve reached the right number. *Good morning’ means a
person doesn’t miss anything important and gives them a chance to settle!
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Next, the ‘optional location’ is important to let people know what business or
department they’ve reached. It’s optional only in terms of what you specifically say,
for example:

“Good morning, ABC Company, this is Sue Smith.”

“Good afternoon, Accountants Department, this is Andrew Pero.

“Good evening, Paul Dunn’s office, this is Jane Berry.”

“This is’ is critical because it acts as a trigger. You see, when the caller hears ‘this is,’
they know you’re not going to say something like, “Good morning, XYZ Company,
this is Tuesday.” Inherently, they know a name is about to be spoken. So much so, it
triggers them to get ready to respond.

Then when they hear the next step, your full name, in almost 80% of cases, people
will AUTOMATICALLY respond with their full name right back.

In fact, it will usually be the first thing they say, like this:

“Oh, it’s John Webber here, I'm calling to find out about...”

The use of your full name is pivotal to create an impression of someone who knows
what they’re doing. And that’s important because, again, it builds confidence.

Think about this for a moment. People in more senior positions usually tend to use
their full name, don’t they? Whereas receptionists or secretaries tend to say something
like “Jill speaking.”

A full name conveys a sense of authority. This is critically important because people
tend to want to talk with someone they BELIEVE has the authority to help them.

You see, the caller is phoning only because they have a problem they want someone
to solve. And the authority that’s conveyed with the full name is critically important
for building trust.

The important point here is to NOT add anything to the end of your name—no ‘may |
help you,” no ‘speaking.’

There is only one exception to this rule, and this is for a true receptionist. Someone
whose task is to always welcome the caller and transfer the call.
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For a true receptionist the greeting can be modified to:

“Good [morning/afternoon/evening], [optional location], this is [your
receptionist’s first name] speaking.”

Again, the reason this works here is simply this: Using a first name followed by the
word speaking implies that the person is NOT in a position of authority. As such, they
may not be able to help, except to put you through to the right person.

This is the ONLY time the “first name, speaking’ greeting is used. Everywhere else in
your enterprise, the full-name greeting really is essential to win your potential
customers over.

So there are some simple tips that really do make a difference to your customers’ first
impression.

Let your team know you’re not asking them to do this new style forever and a day—
you’d like them do it this way for the next 21 days so they can judge for themselves
what will happen. Let them know, too, that most people who’ve done it this way will
NEVER go back to their ‘old ways’—they just get so much out of it.

Point out, too, that if your team members were to join a new company where someone
said to them, “By the way, this the way we all answer the phone here,” they’d
automatically conform to become part of the team! Given that, ask them to give it
their best shot.

2 2

NEVER. Repeat NEVER use the following phrases:

John’s in a meeting
He’s out to lunch.
He’s not in.

Sally’s on vacation.
Can | take a message?

Why?

Because it really annoys people! In fact, it drives some people crazy! Think about the
last time you tried to reach someone and got these sorts of responses. It was annoying,
wasn’t it?
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If I call to speak with someone because | need help or | have a problem that, in my
mind, needs an urgent solution, | don’t want to hear that someone is out and about
enjoying themselves having lunch or, worse yet, on vacation with no foreseeable
return!

Conversely, if he or she is in a meeting, | want that meeting interrupted or, better yet,
ended, because my problem or need is paramount—it’s one of the most important
things to me and as such needs addressing THIS INSTANT.

Or if she’s not in (when | want her to be), I might think ‘Well, where is she anyway
when | need her help?’

When | hear these sorts of messages, I’ll often give the receptionist or team member
I’m talking with an earful about how difficult it is to get in touch with that person,
how disorganised it seems, and so on.

The phrases below help you address customers in these situations in a way that lets
them know they’ll be assisted.

$ 2F 2 F
John’s in a meeting. John’s with someone right now.
He’s out to lunch. He’s not actually in the office right now.
He’s not in. He’s not in the office right now.
Sally’s on vacation. Sally’s on vacation and will be back on (date).
Can | take a message? In the meantime, maybe there’s some way | can help?

The phrase “in the meantime, maybe there’s some way I can help?” is absolutely
indispensable!

It lets the caller know that you, as a business, are NOT just going to leave them in the
lurch, that you really would like to help any way you can even if Sally or John is
away or out of the office, for example. Or even if it just means you take a message
and promise to “deliver it to them as soon as they get in,” your customers will, more
often than not, be appeased.

Performance Standard #4A: Listen attentively.
Performance Standard #4B: Give out positive strokes.

Number 4A suggests that you eliminate 2 things:
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1. This kind of statement: “Good morning, ABC Company hold the line please.”

Let’s face it, there’s nothing more annoying than calling a business and being put
on hold before you’ve even had a chance to open your mouth! Remember, you
probably thought it was rude at the time, so why allow this to happen in your
business?

2. And this kind of interrogation: “May I ask who's calling?”

Keep in mind, not asking this DOES NOT imply you have to take every call so
that your customers won’t feel ‘screened’ or annoyed.

If you aren’t available for calls, simply allocate the amount of time you won’t be
available. The person taking the call mentions that you are ‘with someone at the
moment’ or ‘out of the office until (time).’

Listening attentively means just that: The person taking the call listens attentively and
finds out how best to help that customer—either by handling the call themselves or by
putting the caller through to the best person.

Next, ‘positive strokes’ are reassuring, positive comments designed to build trust and
encourage dialogue. Often they are simply small comments that let people know
you’re listening and you understand. Comments like:

Uh huh Sounds like it Great

I see It’s true that can happen That'’s right
Really 1 understand Thank you
Mmmm 1 know what you mean Thanks for that
Right You're right about that Good

Okay

By looking at these phrases, you can understand how positive strokes work. They let
the caller know you really are listening, and they help to build rapport and get a
conversation going on something other than price. Using positive strokes, you begin
to build a relationship by empathising with the caller.

It’s these sorts of statements that makes a customer feel you are sincere about their
needs. And it’s important that you are. Positive strokes are incredibly powerful when
you mean them. In fact, your potential customers and customers will end the phone
call feeling happy and warmer toward your business than others offering similar
products or services.

At first it may feel a little strange, but imagine you’re talking with a family member
or a good friend. Naturally, people tend to give each other positive strokes. Very
unnaturally, we tend to do the opposite in business. We tend to clam up. And only
speak when spoken to and only give answers as required. This is NOT a positive
experience for your callers.
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On the other hand, positive strokes make it so. Giving positive strokes is all part of,
once again, making your business different from your competitors. You see, it’s
always these little things that create a truly profound difference.

Think about the sincere positive strokes you could be using when you talk with your
potential customers. What could you say to acknowledge their comments more
positively? You should be able to come up with a lot.

And as a final thought on positive strokes, you might remember this phrase:

'‘As of now, our aim is not to satisfy the customer, our aim is to Delight
them. Our aim is to be memorable.’

Sometimes it is appropriate for team members to ask the caller several questions—if
the questions relate to the caller’s needs. This leads us to the next significant point.

No trust = No sale.

And the only way to build trust is to ask questions.

Specifically, to ask open-ended questions. That is, questions that get information other
than a straightforward yes or no answer.

Typically, closed-ended questions—that is, questions that get a yes or no—are to be
avoided because of two reasons. First, they stop the conversation short. And second,
you have a 50% chance of getting an answer you don’t want—Ilike NO!

Ideally your questions should start with:

What
Which
When
Where
Why
Who
How

All of these questions generate much more than a yes or no answer.
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Take a few moments now to think about the open-ended questions you and your team
could be using to learn more about your customers’ needs (and in turn sell more!).
Use these as thought starters:

What sort of [product or service type] do you have [or use] right now?

Which particular aspect of your [home, garden, business, and so on]
were you hoping to improve?

When would you like to [start or have that delivered]?

Where did you hear about us?

Why do you specifically feel you need [product type or service]?
Who would be primarily involved in the training?

How would you like to pay for that—cash, check, or credit card?
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This question MUST be used at the very beginning of the phone call, particularly if a
caller has asked:

“What'’s the price of a...?”"  Or “How much is it?”

And this question is:

‘Well fine, thank you for calling. So that I can help you best, could 1
just ask you a couple of questions?’

Approximately 7 out of 10 people will say yes. Fortunately, most will be pleasantly
surprised and you can go right ahead and help them out by talking with them and
matching their needs to your products or services.

The other 3 will say, ‘Look, I really just want to know the price of XYZ.”

In this instance, it’s simply a matter of saying something like, “Of course, |
understand. It’s just that the price ranges from £49 to £78. To find out what’s going to
suit your needs best—what/which/when/where/why/who/how.” So at this point, just
launch into the questions irrespective.

In fact, you should ask questions IRRESPECTIVE because:

The caller will be encouraged to respond to your questions—that is, they’ll be
encouraged to talk.
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The caller SHOULD be doing most of the talking early on in the call—after all,
it’s the caller who has the problem!

As a general rule, people asking questions are in control of the conversation.

Last but not least:
Information is POWER.

By asking questions, you’ll gain a better understanding of the caller’s needs, make
sure they get the right product or service to suit them, and be armed with information
to justify their purchase from you.

And this is:

Performance Standard #5: Ask questions irrespective.
These questions can be softened by the following sorts of statements:

Could I just ask...?
Incidentally ...

Tell me...

By the way...

Incomplete questions can also be good, particularly for gathering personal details. For
example:

“Once again, my name is Jenny Tucker and yours is...?”

“And [Potential Customer Name], just in case something crops up,
your phone number is...?”

Finally...

These 3 performance standards combined create the ‘loop’ portrayed on the next
page. An information-gathering, sales-generating loop—from listening attentively to
giving positive strokes to asking questions to listening attentively to giving positive
strokes and so on. UNTIL you have enough information and have built enough
rapport to recommend a product or service that really will help your caller.

Armed with this information and following the ‘loop,” you should be able to create a
script that really will work for your own business.
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By the word “script’ here, we don’t mean something you have to follow word for
word. Perhaps a ‘prompt sheet’ is a better description. That is, you have a sheet of
paper in front of you, on your wall, or somewhere easily visible during your calls.

Performance
Standard 4A

Performance Performance
Standard 5 Standard 4B

N’

You’ll find that many callers begin their calls with very, very similar questions. What
the prompt sheet does is remind you to be the one asking the questions as outlined
here, instead of simply responding to the questions your caller asks.

Remember, too, that your prompt sheet should ideally consist principally of ‘open-
ended’ questions to make sure you get all the information you need before you
propose a solution to a caller’s problem.
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When you compare this scenario with what usually happens, you can instantly see
why these phone techniques work so well.

Let’s do that for just a moment.

For instance, you’ll agree that a lot of those callers begin their call like this, “Could
you tell me the price of...” (or a similar phrase that makes it sound like they’re just
shopping around).
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And you’ll probably agree, too, that most businesses, maybe even yours, respond to
that question by saying something like, “Oh yes, the price for that is...”

Once you’ve answered, what do most people do next? That’s right, they say, “Thanks
very much. I'll get back to you.” But they never do. Right away, they call someone
else.

And here’s the point.

You see, that next person treats them no differently—all they get is another price. And
the next and the next, until finally somebody gives them a different price. Only then
do they stop and purchase.

Yet at this point, have those callers you’re losing to competitors been given ANY
other reason to buy? Do they have anything OTHER than price to differentiate you
and your competitors?

No. Of course not.

Think about the lost pounds. You invested hard-earned pounds to get that phone to
ring. You most likely would have been guaranteed a new sale if it had been handled in
the right way—or at least an initial meeting. Yet (maybe even without your being
personally aware of it) the opportunity and the sale could have been lost.

You see, statistics show that it is NOT so much price that makes a buying decision (in
fact, only 15% of the market shop on price alone). Rather, it’s a lack of any other
means of differentiating you over your competitors!

Now imagine they called your business and right up front somebody thanked them for
calling. Somebody actually acknowledged that they had a choice, they didn’t have to
call you, that they could just have easily called your competitor. But they didn’t, they
called you and, shock of shock, you showed them you understand that by thanking
them in the first place!

Next, imagine you went on and said, ‘So that I can help you best, can | just ask you a
couple of questions?’

Wow. You’d probably be the first of the people they’ve called to do that!

No wonder most people say “sure.’
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Next, you go on and ask them a whole heap of different questions about THEM and
THEIR NEEDS, rather than just talking about how good the product or service is or
what a fantastic business it is.

(By the way, this is what your competitors will be doing, so if your customers do get
to the point of talking with them (most likely not), they will be suitably unimpressed
because no one will treat them the way you did!)

Right at this point, you will have already given them something other than price to
make a decision on.

U 2 2 5 | 92 52!

Statistics show that 68% of the people who inquire and then don’t purchase fail to do
so because they feel you don’t care enough about their needs. In fact, they perceive
you couldn’t care less whether they purchased from you or not. In other words, they
perceive you’re indifferent toward them. Using the performance standards outlined
here, asking questions, and so on removes this perceived indifference instantly.
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Now let’s say the average conversion rate from inquiry to sale for your business is 4
sales out of 10 inquiries. That means, for example, from 100 calls a week, you’d make
40 sales.

Now imagine if, by improving your team’s phone skills, you could increase that
conversion rate from 4 out of 10 to 6 out of 10. That’s a 50% increase in sales!

A 50% increase for doing nothing else EXCEPT improving your phone-answering
techniques, listening attentively, giving positive strokes, and asking questions. There
are no added costs. No added hassles.

Just a few rite words that make a HUGE difference.

Now that you’ve seen that you can create profits from seemingly casual ‘price’ or
general inquiry calls when your people have certain skills, you’d be mad not to
change to these performance standards! After all, it’s your profits we’re talking about!
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You’ll agree: Creating an agreed way of dealing with people over the phone is
critical, and the performance standards outlined here are a great way to get a call
started.

Most importantly, creating sales from apparently casual calls and effectively dealing
with the *how much is it?” phone call is vital to generate a better return on your
marketing pound and increase sales. A certain finesse is needed over the phone to
create meetings with people that matter. Handling complaints successfully is
important, too.

You now have a systematic way to create delightful and memorable impressions over
the phone so that you stand out in the marketplace—and so that clients keep on
coming back.
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(Make sure you
involve others,
if possible!)

(What needs to be done.) (Results to look forward to.)

Speak with us about facilitating
a Phone Right Program for your
business.

To ensure that you do increase
the return from your investment
in your marketing, have
performance standards that set
you apart, increase sales, and
make a great impression every
single time the phone rings.

With this information in hand,
get your team to test these
performance standards and new
phrases and note the difference
(only a snippet of what you
really could be doing to improve
the impression made and to
improve sales over the phone).

To warm your team up to the
idea of changing old habits and
to give them an experience of
just what a difference a few
words can make!
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